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AUTHENTIC LEADERSHIP REPAIR WITHIN A DEVELOPING ECONOMY CONTEXT  

 

Abstract  

Despite increased academic attention on the construct of authentic leadership, the repair 

process remains neglected across extant literature. There is an evident dearth of empirical 

research in this area, and this study seeks to address the gap by exploring the nature of 

leadership repair. Consequently, it examines authentic leadership repair within a developing 

economy context. It adopts a qualitative approach using semi-structured interviews to capture 

the perspectives of 18 respondents within the Oil and Gas Industry. The paper expands on the 

leadership repair propositions provided in the qualitative enquiry to offer a model of authentic 

leadership repair. The results show that authentic leadership occur across three distinct phases; 

conversion, redemption and validation encapsulated in an undefined period. 
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AUTHENTIC LEADERSHIP REPAIR IN WITHIN A DEVELOPING ECONOMY 

CONTEXT  

Introduction  

What is the critical unspoken management question in practice? The most important question 

is not how to develop or inspire leadership but how can leadership be repaired. Because of 

evident corruption and leadership gaps, it is critical to uncover techniques to successfully repair 

leadership (Odeyemi, 2014, Kadafa, 2012, Ite et al., 2013). Hence, no examination of authentic 

leadership would be complete without an investigation of authentic leadership repair, 

especially within a developing economy context where the rapid transformation of the society 

is required for the development. Drawing on the above, this paper expands on the leadership 

repair propositions provided in the qualitative enquiry to offer a model of authentic leadership 

repair that failed leaders can adopt.   In the undoubtedly complex world, particularly business 

contexts, the collective good rises above the self-interest of the leader and followers. Therefore, 

authentic leadership becomes exceptionally fundamental for today's organisations. 

In the leadership literature, several scholars have focused their attention on authentic leadership 

in addressing leadership malfeasance and promoting performance   (George, 2003a, Avolio 

and Gardner, 2005, Rego et al., 2015, Chang et al., 2020a, Chang et al., 2020b). This is not 

surprising, as the leadership approach emerged in response to infamous scandals in the United 

States of America at the end of the 20th century (Fusco et al., 2015b, Fusco et al., 2015a, Omeihe 

et al., 2021a). The events stirred people to action, probing and exploring resolutions to pursue 

a better future. The narrative inspired researchers and practitioners to re-evaluate leaders' roles 

to propose a leadership approach that can actively inhibit crisis (Luthans and Avolio, 2003, 

George, 2003b, Gardner et al., 2005, Avolio and Gardner, 2005). In the hopes of securing an 

ethical future for organisations by bringing the conduct of leaders under public scrutiny 

(Cooper et al., 2005, Gardner et al., 2011). 

Energised by the pervasive outlook, the leadership domain is replete with studies on the 

positive impact of authentic leadership on organisational outcomes such as professional 

benefits, job satisfaction, commitment and organisational citizenship (Erkutlu and Chafra, 

2017, Chang et al., 2020a, Soares and Lopes, 2020, Bandura and Kavussanu, 2018). What 

makes this research on authentic leadership so significant is not just its propensity to address 

the dynamic challenges within organisations that are ever-changing in response to new 

technologies micro and macro challenges. But it is the potential to address increasing concerns 

about various societal problems (Walumbwa et al., 2008, Corriveau, 2020, Omeihe et al., 

2021c). For that reason, a growing body of literature acknowledges its significance to leaders, 

followers and organisations accordingly.  

Research on authentic leadership is extensive, but definitions are subjective as it mirrors the 

choices of these scholars, probably because of its multidimensional nature (Omeihe et al., 

2021b). Hence, some scholars focus on the characteristics of authentic leaders, competencies, 

behaviours, some on the components (Walumbwa et al., 2008), some on the denotative 

meaning, some on the process of becoming authentic, some on the role of the followers, some 

on the underlying root construct of all positive forms of leadership Avolio and Gardner (2005, 

p. 316), some on the outcomes and some on the combination of all the categories to varying 

degrees to name a few. 

Perhaps no challenge to scholars and practitioners alike is the authentic leader's descriptions 

within extant literature. Because often, descriptions are based on characteristics, competencies, 

https://www.frontiersin.org/articles/10.3389/fpsyg.2015.00959/full#B3
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attributes, actions. Scholars have struggled with this in several ways. For instance, Many 

descriptions provided within extant literature suggest that authentic leaders have been 

characterised as individuals who are deeply aware of their values and beliefs, who possess 

sufficient self confidence to express themselves and behave genuinely in agreement with their 

inner thoughts and feelings(Weiss et al., 2018a, Gardner et al., 2005, Ilies et al., 2005). 

Similarly, Luthans and Avolio (2003, p 246) widely cited paper suggests that authentic leaders' 

attributes include; moral reasoning capacity, confidence, hope, optimism, resiliency, and future 

orientation. Walumbwa et al. (2008), in their study, adopt the perspective that authentic leaders 

are of high moral character. Johnsen (2018) argues that the symbol of authentic leadership is 

that authentic leaders are morally accountable and engage in ethical behaviour. This suggests 

that authentic leaders behaving immorally is unacceptable (Spoelstra, 2013).  

Interestingly, Johnsen (2018) argues that the authentic leader's ideal portrayal does not make It 

conceivable to understand how authentic leaders manage conflicts of interest with irresolvable 

demands and dilemmas. Collinson (2012) explicates this by highlighting that authentic leaders 

are depicted as “superheroes", though Collinson argues that this portrayal of authentic leaders 

is faultless which is ‘‘detached from concrete organisational practices'' (p. 99). More so, 

Luthans and Avolio (2003) argue that advancement in the study of leadership development has 

been hindered by an unrelenting for leadership characteristics and traits, including positive 

ones.  

The combined concern for the fragility of organisations from the attainment of sustainable 

development has amplified the need for authentic leaders (Baron, 2016, Baron and Parent, 

2015, Corriveau, 2020). The linkage between the need for authentic leaders within 

organisations and United Nations  Sustainable Development Goals ( SDGs )is that the set goals 

are ambitious as they are planned approaches to solve a range of problems which include 

poverty, corruption and human rights(Parkes et al., 2017, Storey et al., 2017). In particular, 

businesses are perceived as vehicles for attaining these goals because of their critical influences 

on the matters addressed by SDGs through the varied activities of these organisations 

(Weybrecht, 2017). Consequently, organisations are being stirred to reassess their roles within 

society to prevent crises (Storey et al., 2017) actively. Collectively, business leaders must 

become change agents with conviction to drive organisational transformation (Haertle et al., 

2017, Corriveau, 2020). 

From this point of view, the paper seeks to explore authentic leadership repair within a 

developing economy context, Nigeria. The country is the most populous country in Africa and 

the seventh most populous country globally (United Nations, 2020). It was estimated to have 

about 203 million people as of July 2018, with projections to increase to 263 million people by 

2030 (UNDP Human Development Reports, 2020). This is about half of West Africa’s 

population (World Bank, 2020). In this study, the oil industry has been specifically selected as 

it is the most prominent sector in Nigeria, and it accounts for its most significant export 

(Odeyemi, 2014, Obioma, 2012, Uduji et al., 2019). The commodity contributes over 90% of 

foreign exchange earnings and over 85% of total government revenue(Odeyemi, 2014). This 

vibrant industry is plagued with many challenges that range from environmental hazards to 

socio-economic challenges. A common denominator of these challenges has been a failure of 

leadership both at the national and organisational level(Harrison et al., 2020, Harrison et al., 

2018).   This enthusiasm for this study is underpinned by the pivotal role Oil companies play 

in Nigeria's economic and social development(Omeihe et al., 2021a), as well as the dearth of 

studies on leadership as it relates to non-western contexts (Vecchio, 2003, Cogliser and 

Brigham, 2004, Omeihe et al., 2020). Hence, the paper aims to uncover the process of authentic 

leadership repair within a developing economy and to achieve this aim. It will address one 

http://hdr.undp.org/en
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fundamental research question: How can authentic leadership be repaired within a developing 

economy.   

 

In recent years, a more focused emphasis on followers’ role in the authentic leadership process 

has been evident in the literature as authentic leadership emerges from the interactions between 

followers and leaders, which shapes its development over time (Sims et al., 2017, Sidani and 

Rowe, 2018). Accordingly, Carsten et al. (2010) affirm that leadership and followership are 

linked; therefore, one cannot be understood without the other. Hence, bringing to the forefront 

the significance of this relationship to the authentic leadership process (Sidani and Rowe, 

2018). This aligns with the notion that authentic leadership develops from the interaction 

between leaders and their followers(Avolio and Reichard, 2008, Gardner et al., 2011). 

However, scholars are yet to fully explore the perceptions of employees and how they view the 

leadership of their leaders (Jensen and Luthans, 2006, Uhl-Bien et al., 2014, Crawford et al., 

2018). This research acknowledges the importance of this relationship, and this is reflected in 

the research problem on authentic leadership repair within a developing economy and how it 

is investigated. The organisation of this paper is structured as follows: following the 

introduction provided above. The next section presents an overview of the extant literature on 

the description of authentic leaders, the role of followers in authentic leadership, and finally 

linking repair to authentic leadership. The following section provides an overview of the 

methodology, providing insights into the choices that shape the study. The next section presents 

the findings and discussion. The final section provides the conclusion limitations and charts 

the path for future studies.   

 

Authentic Leaders   

One great strength of authentic leadership lies in the ease through which the influence of 

authentic leaders extend well beyond bottom-line success to tackling public policy issues and 

addressing organisational and societal problems(George, 2003a, Avolio et al., 2004). Because 

authentic leaders are described as having a highly developed sense of how their roles as leaders 

carry a responsibility to act morally and in the best interests of others(May et al., 2003, Hannah 

et al., 2011a), this has sparked much interest in describing these peculiar leaders by scholars 

and practitioners alike (Avolio et al., 2004, Shamir and Eilam, 2005).   

A considerable literature surrounds these descriptions. For instance, Seco and Lopes (2013) 

offer four distinct dimensions originally proposed by Walumbwa et al. (2008) that define the 

behaviours of authentic leaders and, more importantly, which make followers affirm they are 

authentic. These dimensions include self-awareness, balanced processing, internalised moral 

perspective and relational transparency.   Ultimately, authentic leaders have been described 

mainly concerning values, knowledge of self and development of followers. For instance, Ilies 

et al. (2005) argue that authentic leaders are intensely aware of their values and principles, 

concentrate on developing their followers within a positive organisational setting and are easily 

identified by attributes such as self-confidence, dependability and honesty.   

Eagly (2005) argues that authentic leader values are self-oriented and shared values that 

promote the collective good. In the same vein, Harvey et al. (2006) affirm that a critical quality 

of authentic leaders is that they can choose authentic behaviours even when external solid 

pressures and incentives exist to act inauthentically. Drawing upon the descriptions within 

extant literature, Table 1 summarises vital descriptions of authentic leaders.  
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Table 1: Descriptions of the Authentic Leaders  

Avolio, Luthans and 

Walumbwa (2004) 

Authentic Leaders are “individuals who know who they are and 

what they think and are perceived by others as aware of their 

values, moral perspective, knowledge and strengths” (p.4). 

Shamir and Eilam 

(2005) 

Authentic leaders “. . . hold their values to be true not because these 

values are socially or politically appropriate, but because they have 

experienced them to be true . . . through their lived experience, 

experienced emotions, and an active process of reflection” (p. 397). 

Authentic leaders have the following attributes: (a) “the role of the 

leader is a central component of their self-concept, (b) they have 

achieved a high level of self-resolution or self-concept clarity, (c) 

their goals are self-concordant, and (d) their behaviour are self-

expressive” (p.399). 

Cavazotte et al. 

(2021) 

“An inherent attribute of authentic leaders is their strong 

commitment to collective norms of conduct, which we refer to as 

‘authentic leader morality’. Also, the values and emotions of 

authentic leaders are intrinsically linked to serving collective 

interests and doing what is right and fair; benevolence (concern for 

immediate others) and universalism (concern for the welfare of all 

people (p.2)”. 

Corriveau (2020) "Authentic leaders are self-aware and are guided by a strong set of 

ethical values that drive their actions. They create a climate of trust 

that stimulates the personal development of subordinates and 

organisational performance" (p.1). 

Luthans and Avolio 

(2003) 

“The authentic leader is confident, hopeful, optimistic, resilient, 

transparent, moral/ethical, future-oriented, and gives priority to 

developing associates to be leaders” (p.243).  

Michie and Gooty 

(2005) 

“Authentic leaders are guided by a set of values that are oriented 

towards what is right and fair for all stakeholders’’ (p. 443). 

Qiu et al. (2019) Authentic leaders also care about their followers and have a high 

level of integrity and credibility (79). 

Walker and Walker 

(2011) 

Authentic leaders help followers recognise their leadership 

potential and provide a role model for developing authentic 

leadership (p.386). 

Walumbwa et al. 

(2008) 

Authentic leaders act in agreement with deeply held principles and 

beliefs, building credibility that earns the trust and regard of 

followers.  

 

The descriptions above do not necessarily differ from the imagery of the authentic leaders 

prevalent within extant literature. Most conceptualisations capture three fundamental 

underpinnings in their descriptions. Firstly a pivotal allusion to values and beliefs that stir the 

leadership of authentic leaders. Secondly, an awareness of the self and its impact on self-
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concept or clarity and finally, the impact of followers. The burden of authenticity is primarily 

placed on the leader as followers and subordinates watch these leaders closely.   Authentic 

leaders do this in part by including followers in ethical decision making and being balanced, 

allowing their decisions to be challenged and therefore more thoroughly discussed and 

understood(Avolio and Gardner, 2005). In the same vein, authentic leaders create an 

atmosphere of trust among followers that permits unhindered sharing of opinions and feelings 

(Seco and Lopes, 2013). 

Luthans and Avolio (2003) provide a widely referenced description and portrayal of authentic 

leaders, beginning with a depiction of a set of values inspiring these leaders to do the right 

thing for the followers, community and society. The core end of values is an implicit 

understanding that members or followers can contribute effectively. In a sense, these leaders 

nurture and develop their followers consistently, aligning their actions with inner values. This 

is a shorthand way of affirming that authentic leaders can judge issues objectively, exploring 

all the available alternatives before making decisions that align with their end values, hence 

conscientiously advancing task completion and leadership development in their followers. 

Indeed these leaders lead with courage, advancing in the face of adversity. They exhibit 

“confidence, hope, optimism, and resiliency” (Luthans and Avolio, 2003)but are also aware of 

their weaknesses and are willing to be vulnerable with followers(Couris, 2020).  

Before proceeding further, the optimal traditional association of leadership and followership to 

hierarchical structures within organisations must seem more challenging, especially with the 

tendency for leadership literature on followers to undermine the importance of reciprocity and 

social constructions in the relationships between leaders and followers (DeRue, 2011). This is 

particularly significant as the first step on the road to authentic leadership is acknowledging 

the power that followers grant (Monzani et al., 2019b). 

Linking followers to authentic leadership  

Having established that followers are critical to authentic leadership, it is necessary to uncover 

the role of these followers, sometimes described as authentic followership play in the process. 

Shamir and Eilam (2005) describe authentic followership as followers who share similar values 

and principles hence follow authentic leaders based on this congruence of purpose and 

understanding. Secondly, these followers can assess leaders objectively, acknowledging both 

strengths and weaknesses to pursue internal and external objectives. Thirdly, these followers 

validate a leader’s authenticity, constantly assessing the congruence of leadership values and 

principles with behaviours. In sum, authentic leadership development relies on authentic 

leaders and authentic followers who validate the leader's authenticity and follow authentically.   

 

There is an implicit assumption that authentic behaviours inevitably produce positive outcomes 

in followers (Avolio and Gardner, 2005). This assumption appears one-sided because it 

neglects followers' fundamental role in leadership. For instance, followers' reactions (Gardner 

et al., 2005) followers' perception of a leader's self-knowledge and values (DeRue and Ashford, 

2010, Oc et al., 2020). Reaffirming this, Monzani et al. (2019b) argue that managers depend 

on followers granting leadership to fulfil their tasks as leaders. Indeed re-echoing scholars call 

on more research on authentic follower development (Leroy et al., 2012, Cianci et al., 2014, 

Chaudhary, 2020).     

 

A difficulty here has been followers providing a second opportunity for failed or inauthentic 

leaders within organisations. In describing leaders as inauthentic, Monzani et al. (2019b) 

suggest that inauthentic leaders are not necessarily motivated to remain aligned to their values 

and principles, significantly when it does not benefit them. In a similar vein, Johnsen (2018) 
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argues that the difference between authentic and inauthentic leaders does not hinge on whether 

they are faithful or betray their values but rather their ability to call into question their value 

commitments.  

 

The clearest example is Skilling of Enron, a popular model of an inauthentic leader (Johnsen, 

2018). However, Skilling's leadership was celebrated by business gurus before he was exposed, 

and there is no path, however, blurred to restoration within extant authentic leadership 

literature. This is essential as extant literature suggests a follower’s trust as a precondition to 

leadership (Shamir and Lapidot, 2003, Shamir and Eilam, 2005, Leroy et al., 2012, Mehmood 

et al., 2016, Avey et al., 2019). Therefore, the follower’s perception and decision on the leader’s 

authenticity affect the trust a follower accords to a leader. However, up to this point, little is 

known about how leaders repair their relationships with followers. 

 

Linking repair to authentic leadership 

Give the vast array of studies on authentic leadership (Gardner et al., 2011, Alilyyani et al., 

2018). A prominent theme is that employees’ perceptions of their managers' or leaders' 

authentic perceptions positively affect the authentic leader. In particular, it is suggested that the 

extent to which leaders' and followers' perceptions of authentic leadership align would lead to 

positive outcomes (Černe et al., 2013). This is consistent with Sidani and Rowe's (2018) 

argument that a person becomes an authentic leader when followers embrace their behaviour 

and grant them moral legitimacy.   In terms of followership, followers keenly follow leaders 

they perceive to be authentic in nature and conduct (Darvish and Rezaei, 2011)  and turn these 

leaders to inspire followers to action. However, perhaps contradicting the positive expectations 

associated with this leadership approach, the moral failures of leaders (Gregory, 2021, Sidani 

and Rowe, 2018)  has led to the loss of followers in their leaders. 

Consequently, the concern if leaders perceived as inauthentic can become authentic again. For 

instance, the former CEO of Enron, Jeff Skilling, is considered an incarnation of inauthentic 

leadership (Johnsen, 2018). It is argued that Skilling pretended to be a good leader but actually 

ignored his 'moral compass' and thus was a false claimant(George, 2003a, George et al., 2007). 

The emergent question is if this leader can be perceived as authentic again, and if yes, how can 

authentic leadership be repaired?    

 

Existing research in the field points towards a lack of coherent and clearly defined leadership 

repair strategies that are also evident within the authentic leadership domain.   Authentic 

leadership can encompass both tangible and intangible dimensions, within actual dimensions 

encompassing relational transparency, actions and behaviours coupled with intangible 

dimensions like the components of self-awareness, internalised moral perspective, balanced 

processing identified by Walumbwa et al. (2008). This has proven challenging to integrate; 

however, Gregory (2021) provides a link by suggesting that outward actions testified to the 

case study's integrity. In summary, leading in a way that revealed the strength of his character 

that was evident to all. One central review that examined leaders' indiscretions was conducted 

by Krylova et al. (2017). This study focused on the leaders' integrity-based wrongdoing and 

ensuing damage to followers' trust and moral identity. 

 

Interestingly, Epitropaki et al. (2020) examined relationships transgressions and fractures in 

the workplace, emphasising the leader-follower dyad. This pointed out that power asymmetries 

characterise the leader-follower relationship due to hierarchical status differences that can 

influence the outcomes of relationship repair strategies employed. Prior research on leadership 
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transgression offers a typology of eight different types: absenteeism/slackness of duty, 

verbal/physical abusiveness, discrimination, partiality, dishonesty, incompetence, 

interpersonal sabotage and miscellaneous (Shapiro et al., 2011). With dishonesty related 

transgressions being the most recurrent. Other scholars have offered other typologies, such as 

Basford (2014) and Grover et al. (2014). Even with transgressions described as critical events 

(Flanagan, 1954b, Epitropaki et al., 2020). It is evident in descriptions of how followers 

perceive describe inauthentic leaders. 

In contrast, five qualities were used to describe inauthentic leaders: self-centeredness, lack of 

emotion, autocratic, critical, and manipulative. Uncovering this perspective is essential as 

followers react positively to leaders that are perceived as authentic (Caza and Jackson, 2011). 

More importantly, transgressions prompt relationship reassessment processes over time.  

 

As for relationship repair, scholars have offered strategies that may prove beneficial in 

repairing relationships strained by transgressions. These strategies include offering 

explanations for violations, demonstrating concern for the victim, offering apologies 

(Leunissen et al., 2013)and showing self-punishment (Epitropaki et al., 2020), with leader 

apologies being the most prominent within extant literature(Byrne et al., 2014, Cels, 2017).   

These remedial actions focus on repairing the trust that has been violated between leaders and 

followers. This approach becomes essential when misconduct leads to reputational damage, 

especially in a crisis and followers need reassurance(Benoit, 2015, Benoit, 2017, Benoit, 2018).  

 

Existing research in the authentic leadership domain points towards a lack of coherent and 

clearly defined strategies for authentic leadership repair. This complexity is further amplified 

by the array of studies that suggest It seems it may be impossible for followers to assess a 

leader's authenticity and the extent to which actions align with inner values except by the 

observable behaviours of leaders (Mehmood et al., 2019a). The individual choices of leaders 

drive the process of becoming an authentic leader; these choices define who they become as 

leaders chart their path from a pool of endless possibilities(Lawler and Ashman, 2012). Hence, 

Followers assess a leader's authenticity based on how the leader acts, which may also be 

described as the leaders' behaviour(Černe et al., 2013). Followers are crucial to becoming an 

authentic leader as managers depend on followers granting leadership to fulfil their tasks as 

leaders (DeRue and Ashford, 2010, Monzani et al., 2019a). Thus leaders must recognise the 

follower's power and role within this process (DeRue and Ashford, 2010). This is particularly 

important in authentic leadership repair as followers affirm if a leader is becoming authentic 

based on how the leader acts, which may also be described as the leaders' behaviours, actions 

or attributes. 

 

Methodology   

The study is rooted in the Interpretivism philosophy as this is grounded in deep level 

exploration and scrutiny of the phenomenon (Blumberg et al., 2014). It adopts a qualitative 

approach to adequately capture the research participants' rich interpretations and thick 

descriptions. This method has been adopted as it provides appropriate frames to richly capture 

the lived experiences of people with particular reference to the meanings given to events and 

experiences (Blumberg et al., 2014). Although there are notable differences between the 

quantitative and qualitative methods as documented in extant literature (King et al., 2018, Bell 

et al., 2018, Easterby-Smith et al., 2018); it is argued that each method should be embraced for 

its ability to address the specific research problems as no method is better than the other 

(Denzin and Lincoln, 2011).  
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The context of the study is Nigeria, which is Africa's leading oil exporter, and it accounts for 

about half of West Africa’s population(Harrison et al., 2018). Nevertheless, it is plagued with 

poverty, instability, and insecurity (Omeihe et al., 2021a). Research participants were 

purposively selected within the study context across Oil SMEs in Lagos and Abuja in 2021. In 

an attempt to address the research question of how authentic leadership can be repaired? A 

rewarding approach may lie in examining the specific experiences of these followers in 

attempting to capture how inauthentic leadership be repaired using the developing economy 

context as a point of departure.  

Based on the exploratory nature of the research questions, a phenomenological strategy offers 

the most opportunity to painstakingly explore the construct of authentic leadership within a 

developing economy context. Similarly, it proves the most effective strategy in addressing the 

research question as it enabled the research to capture the detailed descriptions of the followers 

of authentic leaders. 

 

Data collection  

The authors sought to understand the perceptions of the followers of authentic leaders. These 

followers were selected purposively according to the research goal. A set of questions was 

presented to the followers in a semi-structured interview to describe authentic leaders and 

identify two authentic leaders within their organisation. The followers provided thick 

descriptions of the concept's meaning and how it could be repaired. The critical incidence 

technique was used during the interviews to widen the scope of discussion where important 

events and moments can be recalled (Flanagan, 1954a, Chell, 2014).  

 

This technique was instrumental in uncovering the authentic leadership repair process. These 

followers had to reflect to provide rich contributions for the paper. The data were collected 

over six months. Interviews were recorded and transcribed with the knowledge and consent of 

the respondents. Interview questions emerged from the literature and were refined during the 

pilot study. A typical interview lasted for about 40 minutes, but this varied from participant to 

participant. The questions that steered the discussions were typically open-ended, and 

unexpected issues were pursued as they emerged from participants' reflections, a valuable 

contribution to the abductive approach adopted for the study. Table 2 provides an overview of 

the followers  of identified authentic leaders: 

Table 2: Demographic profile of Followers  
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There were eleven female and seven male respondents, respectively. By considering the diverse 

perspectives of all the respondents together, the study was able to offer distinct strategies that 

may prove valuable to leadership repair. Given that, the study was interested in uncovering a 

pathway for contrition for failed leaders, which this study considers a critical contribution to 

extant literature. The analysis was conducted to uncover what inauthentic leaders can portray, 

demonstrate or do to be perceived as authentic in the eyes of their followers. Based on the 

above and coding procedure employed, the data was analysed using Braun and Clarke's (2006) 

6 stage thematic analysis protocol and the results presented on one of the key themes is captured 

in Figure 1. This figure provides insight into the analysis process for the theme of self-

awareness from stage 2 to 5  

 

Figure 1: Analysis process for the theme of self-awareness 

 

 

 

 

 

 

 

 

 

 

This process was adopted in coding and analysing the empirical data obtained in the study. 

Following the above, the findings on crucial central themes of conversion redemption emerged 

from respondents within a developing economy context with specificity to Nigeria will be 

appraised in the next section.  

 

Findings  

In addressing the research question on how leadership can be repaired, the followers were first 

asked to identify and describe authentic leaders, followed by inauthentic leaders. When this 

was, completed, followers were asked if identified inauthentic leaders could be given a second 

chance and were required to be perceived as authentic.  

In terms of overall results in Table 3 below, 10 respondents confirmed that they were willing 

to give inauthentic leaders a second chance to be authentic leaders. In comparison, the other 8 

respondents were unwilling to offer such an opportunity for recompense. However, all 18 

followers offered remedial actions that would positively influence their leaders' perceptions if 

adopted by inauthentic leaders.   

Though there is a commonality in the responses of respondents who were willing to give 

inauthentic or failed leaders a second chance, there is a broad spectrum of reasons for this 

predominant perspective.   4 of the respondents attributed their willingness to be given a second 

Stage 2: Generating 

codes 

Realisation of wrongdoing 

Self-assessment  

Going back to the drawing 

board 

Own up to responsibilities 

Knowledge of 

shortcomings   

Acknowledge inadequacies  

  

 

 

 

 

 

Stage 3 and 4: Themes 

Self-Awareness 

 

 

 

 

Stage 5: 

Naming Themes 

Conversion 
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chance to their beliefs and also been given a second chance.   See quotes below:  

“Yeah, I will allow people to change… it is something influenced by my faith. That I can forgive 

easily, and I can get along. I do not have a conclusive view about stuff like that. I think my faith 

influences me. B2” 

“Well, I mean my philosophy in life. I like to give…. I have been given second chances, so I 

would also love to give people a second chance.F2."  

Interestingly, respondents were more forgiving and willing to give inauthentic leaders second 

chances to change, recalibrate their values and pursue the collective good of the organisation, 

which followers were a fundamental part of; it seemed like they were hopeful expectant. These 

perspectives were underpinned mainly by their acknowledgement of the vulnerable nature of 

humans who, despite experience and skill, is still flawed fundamentally. Follower G1 and I1, 

as stated below, aptly captures this: 

“No one is perfect. So, someone can be a leader and still probably fail, so that does not make 

me come back and say this person is no more leader because of what the person did. I just feel 

because of the human factor”. 

"That there are not a large number of authentic leaders and authentic people in the world. So 

for someone to decide that they want to be authentic, which comes with much value, you know 

humanity and work in general. You know, I think! it is a good idea to give them a second 

chance.I1." 

Respondent G1 emphasised the human element, not focusing on leaders in isolation as there 

was an apparent self-identification on the vulnerable nature of living beings. These associations 

were, however, more evident from  the response of  followers B2, H2 and G2 as stated below:  

"Nobody is above mistakes, but after your mistake, can you apologise so when I see that heart 

in you forget it. You make a million mistakes, and we are together.B2." 

“Every everyone deserves a second chance. Because you do not just judge people because of 

what they do at that moment, for sometimes, it might be there under some kind of pressure. 

Yeah, so you just give them that chance to bring out their best ability. H2” 

"I think my own is just that everybody makes mistakes; I mean, people should be given the room 

to grow because we are also growing right. I am also growing … I have grown, so I think living 

room for growth really and hoping that like with time, if the person has shown demonstrated 

that growth, yes, Obviously give the person a second chance. G2” 

Another respondent identified another perspective that highlighted the challenges the role of 

leadership plays and how it can impact leaders as follower B2 states, "It can be lonely… 

sometimes the limelight, leadership, or responsibilities at a global stage make people lonely “.  

2 respondents were only willing to give a second chance if the inauthentic leaders had become 

self-aware to the point where they recognised there was had failed and were making committed 

efforts to be authentic. This was particularly insightful as most descriptions of authentic leaders 

from respondents were ladened with higher expectations of behaviour values and actions.   2 

respondents did not have specific reasons for giving a second chance. A fascinating perspective 

was provided by one respondent who was willing to offer a second chance strongly linked to 

the desire for more authentic leaders but did not anticipate any positive outcome from 

inauthentic leaders seeking to be authentic.  

The followers were split across 11 females and 7 males in the study. Interestingly out of the 
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total number of 10 respondents willing to give a second chance, 6 respondents were male, and 

4 were female. In contrast, the number of females unwilling to give a second chance was 7 to 2 

miles. Suggesting that the females were a bit unforgiving as these followers hold leaders highly 

accountable and consider the cost of another failure.  

Elaborating on the remedial steps recommended by the followers, the respondents identified 38 

key actions. However, these respondents consistently reiterated the need for consistency and 

transparency from aspiring authentic leaders as these were not just important in demonstrating 

that the leaders were on a path pf path. They provided a reference point to assess these leaders. 

See below comments from followers E2 and G1:  

"When you asked me about whom I considered authentic earlier, I had said that being 

authentic, what I liked about it is the consistency. So if that person was able to consistently, 

over some time, show that they have the best interests of the company or the people that work 

with them at heart, then yeah, I OK to change my mind, I have to watch it over a while. E2" 

"I would like to say this person is authentic. You have to be consistent. You have to be 

transparent. So when you are transparent, you let one know that yes, nobody, no one is perfect. 

I did this and owned up to the responsibility… Let your yes be yes and let you no be no.G1”  

The followers were quick to provide competencies, attributes that should be unmistakably 

portrayed by these inauthentic leaders seeking to repair their leadership. These were expected 

at different phases during the repair process. The followers sought leaders that were ready to 

take action all through the process as they assessed the genuine, almost similar to a man wooing 

his beloved, before considering the different gestures and shifting their mental position to accept 

the change. Table 3 below provides an overview of the 38 essential, actionable items. 

Table 3: 38 vital, actionable items 

No Key actionable items Number of times 

mentioned  

1 Be Transparent  2 

2 Prove they are authentic 1 

3 Take ownership, get equipped.  1 

4 Acknowledge Inadequacies 1 

5 Apologise.   1 

6 Prioritise people over  profit 1 

7 Provide Hope 1 

8 Understand team members 1 

9 Deliver on promises made 1 

10 Be patient  1 

11 Set achievable goals  1 

12 Listen to advice  1 

13 Reconnect and Inspire  1 

14 Willingness to learn 2 

15 An open mind to diverse perspectives  1 

16 Consistent  3 

17 Be Trustworthy  1 

18 Trust followers  1 

19 Espouse values openly  1 

20 Make amends; Actively correct inadequacies  2 

21 Espouse values openly  1 
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22 Explain and provide clarity to followers  1 

23 Check on followers constantly  1 

24 Be fair and objective  1 

25 Be firm 1 

26 Take responsibility and show remorse  1 

27 Recalibrate values  1 

28 Be focused  1 

29 Demonstrate growth potential  1 

30 Conduct self-assessment  1 

31 Communicate clearly and effectively  1 

32 Become accessible  1 

33 Change the atmosphere around you  1 

34 Be self-aware  1 

35 Actively contribute to humanity  1 

36 Demonstrate integrity   1 

37 Be dependable  1 

38 Feel the pulse 1 

 

It is essential to state that the respondents consistently capture several of these actionable items 

in describing authentic leaders. However, this table only captures these recurrences when the 

followers describe remedial actions.   In the discussions with followers, phases were apparent 

and are broadly captured in three stages of authentic leadership repair from the followers’ 

perspective. These three phases are conversion, redemption and validation. The first phase is 

the conversion usually initiated by an event in the life of inauthentic leaders. This is the start of 

the three-stage process, all encapsulated in an undefined time. The actions within the stage 

equip the inauthentic leader for the repair process. The second phase, broadly categorised as 

the redemption phase, describes the process of gradually eradicating doubt, as the followers are 

unsure of the stance of the aspiring authentic leader. This critical phase requires the aspiring 

authentic leader's conscious actions that will be evident to the followers. The goal of the stage 

is to change the atmosphere around the authentic leader. In the final phase, the aspiring authentic 

leader actively takes ownership of the process, and followers' perceptions change over the 

period. Table 4 provides an overview of the responses of 18 followers and the remedial actions 

that inauthentic or failed leaders can portray. The table presents the answers to two interview 

questions, the first, can you give an inauthentic leader a second chance and secondly, what 

actions can repair authentic leadership? The responses are supported mainly with quotes to 

provide context.  

Table 4: Overview of followers’ responses  

Follower Can you give me a second chance  Remedial actions  

A1 “I can give her a second chance, 

but I do not think things will 

change.  

No, because it is not within her 

control, leading to bad leadership. 

It is a ripple effect."  

Be Transparent  

“I think it is a thin line between being 

transparent with me to say, I want it done 

this way, but I cannot for whatever reason."  

 

 

A2 "No, I cannot…." They need to prove they are authentic 

leaders. 

“I can’t because authentic leaders put 

everyone else above themselves, and this 
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leader has failed to do so…Trust has to be 

earned back again and prove they are 

leaders I would want to follow.”  

B1 “I do not think I can give him a 

second chance because he has still 

not learnt. Right now, his business 

has folded up.” 

Take ownership, get equipped.  

“If he takes ownership of what he is doing, 

going to learn it, and learning the onions of 

your business.” 

B2 “Yes, I can give the person a 

second chance because; 

sometimes the limelight, 

leadership, or responsibilities at a 

global stage make people 

lonely…." 

1. Acknowledge Inadequacies and 

apologise.   

2. 2 Prioritise people over  profit 

"…. integrity does not mean you cannot 

mess up. You can mess up, but the fact that 

you can come out to say I am wrong is the 

main thing for me. I do not want a leader 

that cannot apologise." 

C1 “Well, yes, so I did try to give a 

second chance.” 

1. Provide hope 

2. Understand your team members 

"It is crucial that you provide that hope… 

people are looking forward to something. 

When you hear old stories about the 

amazing leader, but they have gone cold, 

there is no longer that spark, so does the 

hope the leader give goes there is now that 

cold feet that come in and people no longer 

say I want to do this.” 

 

C2 “Not with what there is to lose. If 

there is a smaller portfolio, then 

you have to know what risks you 

are willing to take.” 

1. Deliver on promises made 

2. Be patient; It will be after some 

time 

3. Set achievable goals and targets 

"Meet the campaign promises. Caring 

about the dissatisfaction of your audience 

or sphere of influence….” 

“It is after some time. After some time, I 

was initially wary of one or two of them 

where I was not sure. However, yeah, now 

I am convinced after some time watching 

them and spending time with them." 

 

D1 “I will say no because I do not see 

any proof of or any signs that he is 

ready to change his current modus 

operandi. He seems like somebody 

who is set in his ways." 

1. Listen to advice  

2. Know your followership, feel 

their pulse 

3. Reconnect and inspire 

 “Go down in the trenches with your 

people… address their concerns… 

Reconnect with your people and inspire 

them because it is only when you inspire  

before they allow you to lead." 

D2 “Sure, of course, once the person 

understands knows this is the 

1. Willingness to learn  



16 
 

issue, or this is where you are 

getting it wrong." 

2. Have an open mind to see things 

differently 

“Open to collaboration ... and very 

objective and in his dealings … put the 

business in a better position." 

E1 “No, are you kind of leader who 

will say one thing in your in front 

of your followers and then behind 

closed doors, you will say 

something else. ” 

 

1. Be consistent  

2. Be trustworthy 

3. Trust your followers. It works 

both ways. 

"Yeah, so again, it comes down to 

consistency… Having your back does not 

necessarily mean I am telling you all good 

things, never criticising you, never giving 

feedback that you might not want to hear. 

It is just that I need to know that I can trust 

you.  

 

So, trust is one of those things that is 

incredibly fragile, especially when you 

bring it into the context of work and a 

professional environment. When trust is 

broken, I describe it as putting a mirror 

together. You can put it together, but the 

crack remains honestly.” 

E2 “I am not certain. It is just 

accepting that this is who they 

are… So, in essence, what I am 

saying is no" 

1. Be consistent over time 

2. Espouse your values openly  

“So if that person was able to consistently 

over a while show that they have the best 

interests of the company or the people that 

work with them at heart, then yeah, I am 

OK to change my mind, but it has to be 

consistent. You know, I have to watch it 

over a while.” 

 

F1 "Personally, no, I do not think so." 1. Step-in and make amends when 

you can 

2. Explain yourself and provide 

clarity to followers 

“It came as a shock to me as the way things 

unfolded. It is a working environment. I do 

not think the leader will have to prove to 

me or me give the leader a second chance." 

F2 “ My philosophy in life, I mean … 

I have been given second chances, 

so I would love to give people a 

second chance. So yes, why not? " 

1. Follow up and check on your 

followers 

2. Be fair and objective  

3. Be firm 

“So if the leader wants to be authentic, then 

you just have to, you know, have a firm 

stance on certain issues, not because a 

particular group has said something.” 
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G1 " We can; No one is perfect." 1. Be transparent  

2. Take responsibility and show 

remorse 

3. Be consistent 

“You have to be transparent. You let 

everyone know that yes, no one is perfect.  

I mean, yes, I did this and owned up to the 

responsibility and not just trying to hide 

things. When you can own up to your 

responsibilities and maybe own up to your 

actions, yeah, I think that is it, just let your 

yes be yes.” 

G2 "Yeah, OK, I guess… Just 

everybody instead makes 

mistakes. " 

1. Go back in time, recalibrate, 

refresh, identify your values, and 

then return. 

2. Be more focused 

3. Demonstrate you have changed, 

growth potential 

4. Learn from mistakes  

 

“It has to be very clear that you have 

changed. 

Give the person a second chance, but if that 

growth potential has not been 

demonstrated, of course, there is no point 

in giving a second chance. So it depends on 

the person. ” 

H1 “Yes” 1. Actively correct inadequacies  

“It can be done.” 

H2 “Yes, because everyone deserves a 

second chance.” 

1. Conduct a self-assessment  

2. Communicate clearly and 

effectively 

3. Become accessible  

4. Change the atmosphere around 

you 

“OK, I feel once they notice that, workers 

are not able to relate to them. They should 

go back to the drawing board and see what 

they are not doing right or can do to 

improve the organisation…. Communicate 

clearly in a conducive atmosphere.” 

I1 “Well, why not? I will be happy to 

do so." 

1.  Be self-aware 

2. Actively contribute to humanity. 

“Be self-aware enough to realise that they 

have fallen off the wagon, and then now 

they want to be authentic again.” 

I2 "I am not too sure I can do that with 

responsibility." 

1. Develop and demonstrate 

integrity  

2. Be dependable 
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"The person has to develop the character of 

having integrity. That is, no matter what the 

situation is, he or she must stand by his or 

her word at all times and have the back of 

the team. That is when I think I, the person, 

can have the chance to lead again." 

 

 

Discussion  

The results above shed some light on this complex question on authentic leadership repair 

within a developing economy. It offers a probable path for inauthentic leaders seeking to 

become authentic, not just personally but also in the eyes of their followers. The phrase captures 

the conversion phase. The followers perceive that authentic leadership repair starts from there 

where the leader triggered by an event begins to reflect to assess his values beliefs. In the end, 

they become self-aware of inadequacies that plague their leadership.   This supports George's 

(2003a)assertion that on the five dimensions that authentic leaders should seek to develop over 

a lifetime; 1) understanding purpose, (2) practising solid values, (3) leading with heart, (4) 

establishing connected relationships (5) demonstrating self-discipline. Becoming authentic 

requires personal growth, experience and hard work. The findings here reveal the 

interconnectedness of self-awareness, values and resultant self-regulation.  

This is aptly captured by Luthans and Avolio's (2003) assertion that self-awareness is central 

to leadership development. Thus, the absence of self-awareness in areas of weakness may 

expose the leader to wrong decision-making as little effort will be made to strengthen and 

develop those shortcomings. Thus, the leader would be required to extend the current values 

as self-awareness and meaningful self-regulation. This will support the leader's development, 

which will regulate thoughts and behaviours.   For instance, Monzani et al. (2019b) found that 

leaders' experiences led to increased awareness of self, values, connectedness and presence, 

triggering the intent to develop authentic leadership. 

To conclude this phase, the followers expect that leaders apologise and develop an action plan 

for the next phase.   Even though some followers do not think leaders will apologise or provide 

clarity considering the hierarchal relationship. Followers still expect them to do so and see it 

as the right thing to do. For instance, follower F1 states: 

“Probably if she had explained herself as to why she took that stance to the subordinates, 

which she never did anyway." 

Scholars have offered strategies that may prove beneficial in repairing relationships strained 

by transgressions within extant literature. These strategies include offering explanations for 

violations, demonstrating concern for the victim, offering apologies (Leunissen et al., 2013)and 

showing self-punishment (Epitropaki et al., 2020), with leader apologies being the most 

prominent within extant literature(Byrne et al., 2014, Cels, 2017).   This helps to repair trust 

that has been violated between leaders and followers.    

The redemption phase describes the phase where authentic leaders take corrective action to 

address their inadequacies.   Scholars have identified several qualities of authentic leaders such 

as honesty, integrity,  transparency (Ngunjiri and Hernandez, 2017), effective communicators 

(Gill et al., 2018), self-awareness (Weiss et al., 2018b). These qualities are not enough to 

identify as authentic, as followers must acknowledge leadership. This suggests that aspiring 

authentic leaders should continue to demonstrate these qualities actively. In a similar vein, Li 
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et al. (2014) argue that authentic leaders demonstrate authenticity to themselves intra- 

personally and to subordinates interpersonally, portraying consistency that enable subordinates 

easily and confidently infer authenticity.  

The stories of the followers seem to back up the importance of self-disclosure, supporting 

extant literature that argues that authentic leaders express self-disclosure to surpass themselves 

and demonstrate that limits can be conquered, thus encouraging development (Luu and Vo, 

2020, Joo and Jo, 2017). Lending a voice on the role of self-disclosure, Qiu et al. (2019) argue 

that relational authenticity and transparency displayed in authentic leaders produce a high level 

of employee trust.   As Duncan et al. (2017) state, relational transparency is the degree to which 

the leader presents his/her true self (as opposed to a false and distorted self) to others, openly 

sharing Information and expressing his/her true thoughts and feelings. This reinforces a level 

of openness with others that allows others to be comfortable and forthcoming with their ideas, 

challenges, and opinions. Authentic leaders achieve effectiveness through self-initiated 

disclosure of authenticity, which followers interpret as trust and respect. Second, the 

connections created by authentic leaders with their subordinates are much more intimate and 

emotional (Li et al., 2014). Aspiring authentic leaders would only have succeeded when their 

followers noticed and acknowledged the changes made by authentic leaders.  

The third stage, the validation stage, is a delicate phase in authentic leadership repair as 

consistently described by the followers. The time for validating the change and reassessing the 

followers' initial inauthentic description as authentic underpinned the discussions. As followers 

consistently affirmed that shifting their perspectives required time to clear all doubts that the 

changes were fundamental and real. For the validation process, the needs of the followers take 

centre stage in their decision-making process. The authentic leaders’ ability to be open-minded, 

permitting diverse views was emphasised. This supports Gill and Caza's (2018) argument that 

promote mutual dialogue, thus listening to alternate views. 

Interestingly,  May et al. (2003) argue that an important issue to consider on why authentic 

leaders do not emerge as they should maybe have two key reasons.   These include (1) 

Organisational leaders focusing on short-term performance and neglecting the opinions of 

followers and (2) Being attentive to the business needs. In essence, Weiss et al. (2018a) suggest 

that interactions with followers support authentic leaders in replenishing personal resources, 

decreasing stress, and increasing engagement. In sum, the authentic leader can establish,  

maintain relationships and lead with purpose based on values that lead to them being perceived 

as desirable leaders contributing to their success(Lloyd-Walker and Walker, 2011) as authentic 

leaders are expected to demonstrate behaviours that show the alignment of leaders' values and 

principles to actions, promoting assurance that leader will act appropriately and establishing 

that followers are capable of the same(Hannah et al., 2011b). This is particularly important 

because a leader's inconsistent behaviour impacts followers' perceptions of authentic leadership 

across diverse contexts (Mehmood et al., 2019b). 

The discussions within the paper offer a path to authentic leadership repair by illuminating the 

expectations and judgements of followers within a developing economy context.   This is 

crucial, as it will facilitate authentic leadership development within organisations and society. 

As leadership is described as a process where individuals influence each other. These social 

interactions contextual variables may influence leadership and follower identities across diverse 

contexts and periods. Perhaps contradictory to DeRue and Ashford's (2010) argument 

recognises that identities evolve, however, argues that it becomes permanent for the leader and 

follower once an identity is assumed. Figure 2 provides an overview of the phases highlighting 

the critical actions within the subcategories. 
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Figure 2: Model of authentic leadership repair 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Conclusion  

Existing research towards a lack of coherent and clearly defined strategies for leadership repair 

is also evident within the authentic leadership domain. Hence, the study explores authentic 

leadership repair in Nigeria's developing economy. It offers a probable path for inauthentic 

leaders seeking to become authentic, not just personally but also in the eyes of their followers. 

The respondents identified 38 critical items in the repair process in addressing the research 

question. These items were broadly categorised in three phases of authentic leadership repair. 

The three phases are conversion, redemption and validation. The conversion phase is usually 

initiated by an event in the life of inauthentic leaders. This is the start of the three-stage process, 

all encapsulated in an undefined period. The actions within the stage equip the inauthentic 

leader for the repair process. The second phase, broadly categorised as the redemption phase, 

describes the process of gradually eradicating doubt, as the followers try to explore and assess 

the change of the stance of the aspiring authentic leader. This is a critical phase requiring 

conscious actions by the aspiring authentic leader, which must be evident to the followers. The 

Phase One: Conversion  

Be self-aware  

Recalibrate values  

Acknowledge inadequacies and learn from them 

Show remorse  

Explain yourself to provide clarity 

Apologise  

Set achievable goals  

 

 

 

 

 

 

Phase Three: Validation  

Espouse values openly 

Understand team needs,  

Prioritise people over profit  

Deliver on promises  

Actively contribute to humanity  

Reconnect and Inspire followers  

Be open-minded and willing to learn 

 

 

 

Phase Two: Redemption 

Demonstrate growth potentials 

Actively correct inadequacies    

Be transparent and consistent  

Demonstrate integrity vulnerability and be trustworthy  

Provide hope 

Be dependable, accessible, firm, focused and objective  

Step-in and make amends  

 

 

 

 

Changing the atmosphere around you  

Getting Equipped 

Taking ownership of the process 
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goal of the stage is to change the atmosphere around the authentic leader. For the final phase, 

the aspiring authentic leader actively takes ownership of the process, and followers' perceptions 

change over the period. Elaborating on the remedial steps recommended by the followers, this 

paper expands on the leadership repair propositions provided in the qualitative enquiry to offer 

a model of authentic leadership repair that failed leaders can adopt.    

 

This dynamic process of authentic leadership repair will be central to determining the path to 

redemption for failed or inauthentic leaders. This is a particularly crucial and essential area 

requiring extensive research by scholars, as it will constitute an avenue for leadership growth 

and mobility. Finally, the lack of progress in authentic leadership literature is attributed mainly 

to the absence of a clear path to leadership repair, which pervades leadership due to the 

complexity of this nature of research. However, it is crucial that scholars actively commence 

these discussions on leadership repair, as the findings presented in the study is a glimpse of the 

broad approaches inherent in leadership repair. Future research can unpack the perspectives of 

leaders and followers alike across contexts.  

 

Limitations of the study  

Despite the broad implications of the study's findings to the authentic leadership domain, some 

limitations are evident. The first relates to the perspectives pursued in the investigation of 

authentic leadership repair; specifically, only the followers' perceptions are captured in this 

study. While the study recognises that authentic leadership from the interactions between 

followers and leaders shapes its development over time, This study focused mainly on 

followers' perspectives because, consistent with extant literature, a person becomes an 

authentic leader when followers embrace the leader's behaviour and grant them legitimacy. 

However, future studies can explore the perceptions of authentic leaders within the repair 

process to broaden the current understanding.  
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