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Abstract; Scholars have begun to shift their focus from leadership to 
followership. The results of several studies indicate that followership has several 
positive impacts. One type of followership that exists is authentic followership. 
Several scholars have created several authentic followership models that have 
been published in journals. In this paper, we will discuss the strengths and 
weaknesses of existing authentic followership models. The method used in this 
paper is by conducting a scoping review to answer the research objectives. A 
scoping review is a method for synthesizing and categorizing research results 
based on the literature review that has been carried out. Furthermore, the analysis 
used in this scoping review is thematic analysis. As a result, each authentic 
followership model has its own strengths and weaknesses. In addition, based on 
the perspective of the underlying theory, the three existing authentic followership 
models can be divided into two perspectives. The two perspectives are state and 
trait perspectives. This paper will also discuss the criticism of the state and trait 
perspectives. The practical implication of this paper is that there is a need to 
develop an authentic followership model based on the results of existing 
research. 
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Introduction 
The topic of followership still gets 

less attention from scholars when 
compared to leadership. Many studies 
focus more on leadership qualities and 
ignore follower qualities. As a result, 
followership studies have less scientific 
theoretical literature when compared to 
leadership (Budiarto, 2005). The 
literature regarding the existence and 
importance of the concept of 
followership was first presented by 
Kelley (1988) in Harvard Business 
Review. Furthermore, followership has 
become an interesting topic for 
discussion because followers support 
the success of organizational 
functioning (Chaleff, 2009; Kelley, 1992; 
Oc & Bashshur, 2013; Robert Kelley, 
1988; Schindler, 2015; Uhl-Bien et al., 
2014; Zawawi et al., 2012; Zoogah, 
2014). 

Scholars have begun to shift their 
focus of attention from the topic of 
leadership to followership for several 
reasons. First, there were social changes 
in America and other countries due to 
the economic crisis in the early 1980s. 
As a result, many organizations are 
leaner in structure and some of the 
responsibility of the leader is delegated 
to followers. Second, social scientists 
began to discuss the active role of 
followers in the twentieth century. 
Corporate organizations in America 
experienced a golden age after World 
War II. American companies promise 
long-term job security to their 
employees in exchange for their loyalty 
to the company. This happened 
because the economic conditions at 
that time were stable. The stability of 
these conditions changed in the early 
1980s as the American industry 
experienced a crisis. As a result, there 
was a downsizing trend in the 1980s 
and 1990s. This condition makes the 
organizational structure flatter, power 

and responsibility are delegated to a 
group of people, including to followers. 
Leaders also expect initiative and risk -
taking by their followers. The loss of the 
psychological contract and the 
organizational pressure brought on by 
the downsizing trend of the 1980s and 
1990s were seen as opportunities for 
employees to form a new psychological 
contract in the form of partnership roles 
with their leaders. In addition, scholars 
began to recognize and discuss 
followership in the 20th century (Baker, 
2007). 

The initial view of the active 
followership theory was started in 1955 
by Hollander and Webb (1955), who 
argued that leaders and followers are 
not contradictory positions, instead 
seeing them as interdependent. 
Hollander and Julian (1969) conducted 
a review of the research results and 
concluded that leadership includes a 
two-way relationship between leaders 
and followers. In addition, Harold 
(1977) uses laboratory research to show 
how each party can influence the other 
in the leader-follower relationship. In 
1988, followership was stated by Kelley 
(1988) as worthy of respect and 
research through his work "In Praise of 
Followers". 

The results of several studies 
indicate that followership has several 
positive impacts. A better 
understanding of the concept of 
followership has the effect of improving 
training and organizational 
performance. Followership has a 
positive effect on training performance 
because the individual being trained by 
the leader will know how to act and 
behave as a follower (Crossman & 
Crossman, 2011). Followership can also 
increase organizational commitment 
(Lee & Reade, 2018), increase the 
perception of job satisfaction (Jin et al., 
2016), have a direct positive impact on 
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decision-making ability (Amin et al., 
2020), and also have a positive impact 
on shared values (Fontoura & Coelho, 
2020). In addition, followership is 
positively related to follower creativity 
(Kong dkk., 2019; Wang & Liang, 2020), 
and has an indirect positive relationship 
with follower work engagement 
(Veestraeten et al., 2020). 

In the context of the literature on 
followership, authentic followership is 
categorized into prescriptive groups. 
The meaning of the word prescriptive is 
that authentic followership theory 
focuses on the ideal behavior that must 
be displayed by followers (Crossman & 
Crossman, 2011). Several scholars have 
created several authentic followership 
models that have been published in 
journals (de Zilwa, 2016; Gardner dkk., 
2005; Oc dkk., 2020). Although there are 
already several published authentic 
followership models, it is better for 
these authentic followership models to 
be critically examined to gain a more 
complete understanding of what their 
strengths and weaknesses are. 
Furthermore, the literature review is 
also useful for seeing the theoretical 
basis of existing authentic followership 
models. 

 

Theoretical Framework 
In the following sections we 

discuss three existing frameworks for 
authentic followership models. 
1. A self-based model of authentic 

leader and follower development 
by Gardner et al. (2005).   

This model was created to 
develop Luthans and Avolio's (2003) 
theory of authentic leadership 
development, by providing a deeper 
understanding of the self-based 
perspective of authentic leaders and 
followers. Gardner et al. (2005) 
identified the need to include followers 
as a key element in building a 

leadership model, as stated by Howell 
and Shamir (2005). Model development 
by Gardner et al. (2005) was carried out 
by first defining the constructs of 
authenticity, authentic leadership, and 
authentic followership. Authentic 
followership itself is defined by Gardner 
et al. (2005) as a process of following 
with self-awareness in the form of 
values, identities, emotions, and 
motives or goals, so as to produce self-
regulation that is realized through 
internalization of values, processing of 
balanced information, objective 
relationships, and authentic behavior 
(actions guided by individual values, 
beliefs, and feelings). This model also 
provides an overview of the conceptual 
framework and is followed by a more 
in-depth discussion of authentic 
leadership and its impact on followers. 
Then, several propositions are 
proposed that can be studied through 
the discussion process. 

The theoretical basis used for this 
model is derived from the self and 
identity literature. Authenticity is 
defined as being honest with oneself, 
so that the literature on self and identity 
is very appropriate and informative for 
developing models. Gardner et al. 
(2005) view the personal history of 
leaders and trigger events as 
antecedents to the development of 
authentic leadership. According to this 
model, triggering events serve as a 
catalyst to increase the leader's self-
awareness, which can be perceived 
both positively and negatively. A key 
factor contributing to the development 
of authentic leadership is self-
awareness, or the leader's personal 
intuitive understanding. Self-awareness 
is related to self-reflection, such as 
reflection through introspection, so 
that authentic leaders gain clarity and 
conformity with core values, identities, 
emotions, motives, and goals. The 



 
Authentic Followership: Criticism of the Authentic Followership Models 

Utomo, Handoyo & fajrianthi 

 
 

| Psychosophia Vol. 3, No. 2 (2021) 

Page 76 of 11 

PSYCHOSOPHIA 
Journal of Psychology, Religion and Humanity 

second most important component of 
authentic leadership development is 
self-regulation. Based on this model, 
several features related to the self-
regulation process are distinguished, 
including internalized regulation, 
balanced information processing, 
authentic behavior, and relational 
transparency. 

The main view of this model is that 
authentic leaders actively and 
continuously become models for 
followers through words and actions 
that reflect self-awareness, balanced 
processing, transparency, and authentic 
behavior. Furthermore, authentic 
leaders serve as inputs for the 
development of authentic followers. 
Like leaders, this model states that the 
follower's personal history coupled with 
certain triggering events is the 
beginning of the emergence of 
authentic followership. Furthermore, 
when followers see the leader display a 
self-aware understanding and engage 
in transparent decision-making that 
reflects integrity and a commitment to 
core ethical values, they develop trust in 
the leader, thereby encouraging 
openness and authentic behavior. Over 
time, this could become the group 
norm for an ethical culture. This model 
also asserts that authentic leader 
integrity is demonstrated, resulting in 
high trust, attachment, and well-being 
among followers. It will encourage 
continued follower performance. 
Organizational culture also plays an 
important role in the model proposed 
by Gardner et al. (2005). An inclusive, 
caring, ethical, and strengths-based 
organizational culture can play a role in 
the development of authentic leaders 
and followers. Organizational culture 
acts as a context that can influence and 
is also influenced by authentic 
leadership and authentic followership. 
Furthermore, the contribution of 

authentic organizational members can 
encourage and maintain a positive 
organizational climate. 

 
2. Authentic followership model by de 

Zilwa (2014). 
The authentic followership model 

by de Zilwa (2014) is based on the case 
of the global financial crisis that 
occurred in 2008 in several companies, 
by analyzing how and why authentic 
followership can prevent or reduce 
financial stress and damage to the 
company's reputation. Furthermore, de 
Zilwa (2014) proposes and explains a 
new conceptual framework for authentic 
followership. Empirical testing of the 
authentic followership construct has not 
yet been carried out. However, the 
results of this work can identify the 
contribution of authentic followership to 
leadership effectiveness and 
organizational performance, as well as 
identify conditions that must be avoided 
in order for authentic followership to 
emerge. de Zilwa (2016) explains in 
stages how the followership model is 
structured. First, it provides an overview 
of the authentic followership construct 
to help the reader understand how the 
proposed proposition works. Second, it 
presents 3 positive outcome 
propositions that can arise through 
authentic followership. Third, it explains 
the practical impact of authentic 
followership on followers, leaders, and 
companies. 

De Zilwa's (2016) followership 
model is different from the model by 
Gardner et al. (2005). de Zilwa (2016) 
calls it an authentic followership model. 
Authentic followership, according to de 
Zilwa (2016), is a followership process 
consisting of components of the 
individual's psychological capacity for 
authenticity, strong reciprocal 
relationships between leaders and 
followers, and the existence of a positive 
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organizational culture. The main opinion 
of the authentic followership model is 
that authentic followership is a relational 
concept. The basis for authentic 
followership must be the individual's 
capacity for authenticity. Although 
individuals already have this capacity, 
they are not able to display authentic 
followership behavior (eg, suggesting 
innovations or criticizing the leader's 
decisions) if they are not equipped with 
the other two elements. The two 
elements are the relationship of 
followers to the leader and the context 
or organizational culture in which the 
relationship between followers and 
leaders occurs. The new framework for 
authentic followership is a 
comprehensive and powerful model 
because it consists of 3 important 
components (individual, dyadic 
relationship, and organization) and 
describes the process of interaction 
between each component. The key 
features of the new authentic 
followership construct are circular 
models and non-linear feedback. The 
meaning of non-linear feedback is that 
each component that builds authentic 
followership interacts with each other 
on an ongoing basis, which allows 
authentic followership to grow and 
survive. Furthermore, the new authentic 
followership construct is not a linear 
causal model. 

The first component of the 
authentic followership model is the 
individual follower, namely how the 
individual thinks and behaves, related to 
the psychological capacity or mind-set 
for authenticity. This capacity requires 4 
attributes, namely awareness, unbiased 
information processing, action, and 
relational orientation. The second 
component is the dyadic relationship 
between leader and follower, which 
relates to followers' secure attachment 
to the leader. The third component of 

the authentic followership model is the 
context or company setting, which is a 
characteristic of the company's 
organization. This includes a positive 
organizational culture and political 
conditions. A positive organizational 
culture is characterized by cohesion and 
cooperation as well as positive emotions 
such as optimism, hope, strength, trust, 
and appreciation. Organizational culture 
in de Zilwa's (2016) model acts as the 
context for the relationship between 
leaders and followers. 

 
3. Followers felt authenticity model 

by Oc et al. (2020). 
The follower felt authenticity 

model by Oc et al. (2020) is compiled by 
first explaining about authenticity, 
which can be influenced by several 
factors. These factors are leader 
humility, authenticity of leader humility, 
and follower vulnerability. Furthermore, 
Oc et al. (2020) discusses the impact of 
leader humility on follower 
vulnerability, the moderating role of 
leader humility authenticity, and the 
effect of follower vulnerability on 
followers' felt authenticity. Then, four 
hypotheses were proposed which were 
tested empirically in the field. The 
research method used is correlation 
research and experiments, through 4 
research processes (study). The first 
research process (study 1) was carried 
out with correlation to test the four 
hypotheses proposed. The second 
research process (study 2) used 
experimental methods to determine 
the causal effect by manipulating the 
leader's humility variable and testing its 
impact on followers' vulnerability. This 
is done to test hypothesis 1. The third 
research process (study 3) uses 
experimental methods to determine 
the impact of follower vulnerability on 
followers' felt authenticity (to test 
hypothesis 3). The fourth research 
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process (study 4) tested all hypotheses 
and tested whether the authenticity of 
leader humility moderated the impact 
of leader humility on followers' 
vulnerability, which in turn had an 
impact on followers' felt authenticity. 
The fourth research was conducted with 
an experimental design. The four 
research processes that have been 
carried out provide results that support 
all proposed hypotheses. 

The followership model of Oc et 
al. (2020) developed a mediation 
moderation model that theorizes about 
how and under what conditions a 
leader's humility relates to followers' 
felt authenticity. Follower perceived 
authenticity is described by Oc et al. 
(2020) as a condition for followers to be 
able to express themselves according to 
their thoughts and feelings based on 
the situation at hand. This model 
explains that followers feel less 
vulnerable when the leader expresses 
humility, and that this relationship is 
weakened when the authenticity of the 
leader's humility declines. In addition, 
this model states that follower 
vulnerability is negatively related to 
followers' feeling of authenticity. The 
lower the vulnerability of the follower, 
the more the follower can feel 
authenticity. In general, this model 
reveals that the indirect effect of leader 
humility on followers' felt authenticity 
through follower vulnerability is 
moderated by the authenticity of leader 
humility, so the indirect relationship is 
stronger for leaders whose humble 
behavior is more authentic. 

Research Methodology 
The method used in this research 

is scoping review. In addition, the 
analysis used is thematic analysis. The 
literature search was carried out using 
the Scopus, Sage, Proquest, Science 
Direct, Emerald Insight, JSTOR, Springer 

Link All Journals, Ebscohost, and 
Garuda databases. In the early stages of 
searching for journal articles, 331 
articles were obtained from 2000 
onwards using the keywords "Authentic 
Followership", "Authentic Follower", 
and "Follower Authenticity". The 
number of appropriate articles based 
on the results of the review on the title 
and abstract is 17 articles. Next, the 17 
articles are read in full paper to find 
articles that are relevant to the research 
question. This process generates 3 
relevant articles. In more detail, the 
process carried out can be described by 
the following prism flow chart (figure 1). 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Figure 1. Prism flow chart of the article selection 
process 
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Themes 
Strengths and weaknesses of 
authentic followership models 

Based on existing authentic 
followership models (de Zilwa, 2016; 
Gardner et al., 2005b; Oc et al., 2020), 
there are some things that can be 
evaluated. First, the model proposed by 
Gardner et al. (2005) saw the concept of 
authentic followership as an integral 
part and consequence of authentic 
leadership (did not see authentic 
followership as a separate concept). In 
addition, the model is only based on 
several propositions from the literature 
review that has been carried out. 
However, Gardner et al. (2005) were the 
first scholars to create an authentic 
followership model. Second, the model 
proposed by de Zilwa (2016) does view 
authentic followership as a separate 
concept. However, de Zilwa (2016) is 
unsure of the limitations of his model. 
De Zilwa (2016) also mentions that his 
model has an unclear time dimension 
regarding how long leaders and 
followers must work together so that 
followers believe in their leaders so that 
they can display authenticity. de Zilwa's 
(2016) authentic followership model is 
also built from propositions based on 
the results of a literature review. 
Criticisms that can be made of the 
model by Gardner et al. (2005) and de 
Zilwa (2016), namely that the two 
models are only based on the 
proposition of the results of a literature 
review and have not been tested 
empirically. In addition, a weakness of 
the literature review proposition is that 
Gardner et al. (2005) and de Zilwa 
(2016) assume that the reader has 
sufficient knowledge and intellectual 
background to understand the implicit 
meaning of the propositions proposed, 
so that there is a possibility that the 
implicit message of the proposition can 
not be captured by the reader. The next 

weakness is that the proposition of the 
results of a literature review has a 
tendency to predict outcomes that go 
beyond the scope of the objectives and 
the research methodology used (Avan 
& White, 2001).    

Evaluation was also carried out on 
the model proposed by Oc et al. (2020). 
The follower felt authenticity model by 
Oc et al. (2020) is indeed compiled 
based on the results of empirical 
studies. However, the authors found 
weaknesses based on research reports. 
The weakness is that Oc et al. (2020) 
explains that the definition of follower 
felt authenticity is only limited to 
certain work situations that are not 
related to the leader. This definition 
differs from Gardner et al. (2005) and de 
Zilwa (2016) descriptions of authentic 
followership, who attribute it to leaders. 
The second weakness is that there is an 
inconsistency between the measuring 
tools used to reveal followers' felt 
authenticity and the theoretical basis of 
authenticity described in the literature 
review. The authenticity discussed in 
the theory section is indeed based on 
the theory of state authenticity by 
Sedikides et al. (2017). However, the 
measuring instrument used to measure 
follower felt authenticity was not 
developed from the theory of state 
authenticity by Sedikides et al. (2017). 
The follower felt authenticity 
measurement tool was taken from the 
inauthentic measurement tool in the 
workplace by Erickson and Ritter (2001). 
Erickson and Ritter (2001) created a tool 
for measuring inauthenticity in the 
workplace based on the sociological 
theory of feelings and emotions 
(Hochschild, 1975). 

 
The dichotomy of state authenticity 
and trait authenticity perspectives 

The next critique relates to the 
theoretical perspective applied to 
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authentic followership models. When 
viewed from the perspective of the 
theory used, broadly speaking, the 
three existing authentic followership 
models are divided into two groups. 
The first group uses a state-based 
theory of authenticity perspective by 
Sedikides et al. (2017). The second 
group uses a trait-based theory of 
authenticity by Kernis (2003). The 
perspective of the state-based theory of 
authenticity is found in the follower felt 
authenticity model by Oc et al. (2020). 
While the authenticity theory 
perspective based on traits is used by 
Gardner et.al (2005) and de Zilwa’s 
(2016) authentic followership model. 

The dichotomy between state and 
trait theory perspectives is still 
controversial in psychological studies. 
In fact, Allen and Potkay (1981) call the 
perspective difference between state 
and trait theory arbitrary because it 
does not have a conceptual basis in 
terms of methodology. In addition, the 
concept of state and trait theory 
contains ambiguity and complexity 
based on the underlying concepts 
(Fridhandler, 1986). The dichotomy 
between the perspective of state 
authenticity and trait authenticity has 
just emerged in the writings of 
Sedikides et al. (2017) and Oc et al. 
(2020). As for Kernis (2003), Gardner et 
al. (2005), and de Zilwa (2016), they 
themselves did not mention the 
authenticity they used as trait 
authenticity. 

Based on the perspective of the 
underlying theory of authenticity, the 
theory of Kernis (2003) has advantages 
when compared to Sedikides et al. 
(2017). Kernis (2003) definition of 
authenticity is more comprehensive, 
because it includes a variety of 
individual daily activities along with the 
4 underlying components (awareness, 
objective information processing, 

actions, and relationships). While the 
definition of Sedikides et al. (2017) 
about authenticity is only limited to 
individual responses (emotions, 
cognitions, and actions) to the current 
situation. 

 
Conclusion 

Based on the results of the 
evaluation of the previous authentic 
followership models, it should be 
necessary to create a new authentic 
followership model based on the theory 
of authenticity by Kernis (2003) because 
it is more comprehensive in explaining 
authenticity. In addition, the authentic 
followership model to be built is 
suggested to refer to the model of 
Gardner et al. (2005). This is based on 
several considerations. First, the model 
of Gardner et al. (2005) is the only 
model (of the existing model) that links 
authentic leadership with authentic 
followership. Second, the results of a 
literature review show that there is 
indeed an effect of authentic leadership 
on authentic followership (Tak et al., 
2019; Yagil & Medler-Liraz, 2014). Third, 
the definition of Gardner et al. (2005) of 
authentic followership is classified as 
more complete when compared to 
other scholars. 
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