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Abstract
Purpose – Previous research has demonstrated strong relations between work characteristics (e.g. job
demands and job resources) and work outcomes such as work performance and work engagement.
So far, little attention has been given to the role of authenticity (i.e. employees’ ability to experience
their true selves) in these relations. The purpose of this paper is to explore the relationship of state
authenticity at work with job demands and resources on the one hand and work engagement, job
satisfaction, and subjective performance on the other hand.
Design/methodology/approach – In total, 680 Dutch bank employees participated to the study.
Structural equation modelling was used to test the goodness-of-fit of the hypothesized model.
Bootstrapping (Preacher and Hayes, 2008) was used to examine the meditative effect of state authenticity.
Findings – Results showed that job resources were positively associated with authenticity and, in
turn, that authenticity was positively related to work engagement, job satisfaction, and performance.
Moreover, state authenticity partially mediated the relationship between job resources and three
occupational outcomes.
Research limitations/implications – Main limitations to this study were the application of self-
report questionnaires, utilization of cross-sectional design, and participation of a homogeneous sample.
However, significant relationship between workplace characteristics, occupational outcomes, and state
authenticity enhances our current understanding of the JD-R Model.
Practical implications – Managers might consider enhancing state authenticity of employees by
investing in job resources, since high levels of authenticity was found to be strongly linked to positive
occupational outcomes.
Originality/value – This study is among the first to examine the role of authenticity at workplace
and highlights the importance of state authenticity for work-related outcomes.
Keywords Authenticity, Job satisfaction, Work engagement, Job performance, JD-R Model
Paper type Research paper

Questions regarding being authentic have attracted the attention of philosophers,
psychologists, aestheticians, and many other disciplines due to its fundamental nature
(Kernis and Goldman, 2006). Authenticity can be briefly explained as an individual’s ability
to act in accordance with his/her true self (Harter, 2002). It is the unobstructed operation
of one’s true or core self in one’s daily activities (Goldman and Kernis, 2002). High levels of
divergence from authenticity are assumed to lead to psychopathology (Schmid, 2005).
In other words, well-being can be affected negatively by the dissonance between
behaviours that are conducted and feelings that are authored by the self. Therefore,
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contemporary counselling approaches construe authenticity as a core dimension of
well-being and healthy functioning (May, 1981; Rogers, 1961; Wood et al., 2008).

In this study, we consider state authenticity as a central aspect of workplace
well-being and performance. Most people spend a large amount of time at work and it
seems crucial to understand the impact of experiencing authenticity within the work
environment. However, only few empirical studies investigated the deep-lying
functions of authenticity at work (Sheldon, 2004). One important reason for the dearth
of relevant empirical research on this issue is that at present there are only few valid
measures of authenticity (Wood et al., 2008). Moreover, most of these measures tap
authenticity in general and as a stable trait, rather than in relation to a specific context
(e.g. at work) and as a state. The latter implies that most of the currently
available measures are not well-suited for examining authenticity as a consequence
of environmental characteristics, since these measures assume authenticity – as a
trait – to be more or less stable across contexts and time, and should therefore not be
sensitive to changes across and within contexts.

The first aim of the present study is to examine how particular workplace
characteristics are associated with workplace authenticity. As authenticity is
considered to be a solid determinant of general well-being (Rogers, 1961), insight in
the relationship between workplace characteristics and authenticity might give us
indications on how to increase employee well-being at work.

A second aim is to examine the relationship between authenticity, indicators of
well-being at work (i.e. job satisfaction and work engagement) and job performance. By
doing so, we aim to demonstrate that authenticity is not only relevant for general
well-being but also for well-being at work and job performance. Recently, Van den
Bosch and Taris (2014) addressed the relevance of authenticity, using the person-
centred conception of Wood et al. (2008). In this study, we used the same conception in
order to compare the findings in a new sample.

A person-centred conception of authenticity
In their seminal paper, Wood et al. (2008) built on the person-centred model of Rogers
(1961) to define the tripartite structure of authenticity. In the present study, we also
consider this person-centred approach as the fundamental structure of authenticity.
According to this model, a person’s subjective and psychological well-being depends
strongly on the balance of three dimensions: self-alienation, authentic living, and social
influence. Self-alienation refers to the discrepancy between the true self and the
conscious awareness. The subjective experience of not being aware of oneself or feeling
out of touch with the actual self is an indicator of self-alienation (Van Den Bosch and
Taris, 2014).

The second dimension of authenticity is authentic living, which stands for the
expression of the emotions and behaviours in a way consistent with one’s conscious
awareness of physiological states, emotions, beliefs, and cognitions. Authentic living is
the expressed behaviours and experiences due to one’s conscious awareness of
physiological states, emotions, beliefs, and cognitions. Rogers (1961) argues that a
perfect match between a person’s actual physiological states, emotions, deep-lying
cognitions, and their consciously perceived environment is almost never possible, yet a
good fit is linked with well-being.

Finally, the third dimension is social influence. This dimension concerns the
influence of the environment (i.e. external influence) on an individual’s behaviour.
Humans are fundamentally social beings and they are affected by the influence of their
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social environment. Hence, the interaction of this environment and an individual’s
deep-lying cognitions is an essential determinant of authenticity (Schmid, 2005). That is,
external influences may interfere with one’s true self and conscious state or could affect
this conscious state, possibly affecting one’s behaviour or emotions. As a result, the
degree to which the influence of the social environment is accepted or withstood takes a
central role in determining both self-alienation and authentic living (Wood et al., 2008).

According to Schmid (2005), the level of experienced self-alienation and authentic
living might be influenced strongly by the social environment, thus may lead to
changes in experienced subjective authenticity. For instance, Sheldon et al. (1997)
reported variations in individuals’ experienced authenticity levels across different
roles. This shows that the authenticity level of an individual is not just a personality
characteristic or a trait, but may also be conceptualized as a state that facilitates the
adjustment of an individual to his/her particular role or functions.

Workplace characteristics and state authenticity: the job demands-resources
model (JD-R Model)
One of the main purposes of this research is to examine to what degree workplace
characteristics are related to authenticity. By doing so, we aim to find out which aspects
of the workplaces are strongly related to authenticity. By promoting these job
characteristics it might be possible to encourage them to express their true selves at
work, which could in turn yield a more favourable employee well-being. For instance, a
manager might invest in these relevant workplace characteristics in order to increase
workplace authenticity and the associated positive outcomes. To this aim, the JD-R
Model was used as the theoretical framework for understanding the relations between
workplace aspects and outcomes (e.g. Bakker and Demerouti, 2007). The JD-R Model
distinguishes between two broad categories of job characteristics, namely job demands
(the physical, social, and organizational aspects of the job that require physical
and/or psychological effort, and that are associated with certain physiological and/or
psychological costs) and job resources (physical, social, and organizational aspects of
the job that are functional in achieving work-related goals). Job demands are strongly
associated to negative work outcomes such as burnout and impaired health, through an
energetic process; whereas the presence of job resources are related to positive work
outcomes, such as work engagement and organizational commitment, through
motivational process (Demerouti et al., 2001; De Jonge et al., 2014).

In understanding the relationship between workplace aspects and authenticity, the
role of motivation is crucial. Ryan et al. (2005) addressed the importance of authenticity
within Self-Determination Theory (SDT) for understanding subjective well-being. SDT
(Deci and Ryan, 2000) is a theoretical framework that places different types of
individual motivational regulation for a particular activity on a continuum ranging
from fully intrinsic (the action is considered as inherently satisfying and enjoyable) to
fully extrinsic (performing this activity for its instrumental value). Intrinsically
motivated individuals perform their actions with a sense of volition and their actions
are autonomous; whereas the enactment of extrinsically motivated people depends on
the perception of a contingency between the behaviour and a desired consequence
(Gagné and Deci, 2005). The satisfaction of three psychological needs (for autonomy,
belongingness, and competence, respectively) are important for optimal functioning
(Deci and Ryan, 1985). When functioning authentic, people tend to think, feel, and
behave in ways that represent the fulfilment of such needs (Rogers, 1961). SDT argues
that individuals are authentic when their actions are congruent with their core self;
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thus, when they are autonomous and self-determining. There is considerable research
to show that satisfaction of these needs are linked to well-being (Kernis and Goldman,
2006; Sheldon and Elliot, 1999). Bettencourt and Sheldon (2001) also found that feeling
autonomy and belongingness in social roles were related with well-being, thus it is
plausible to expect people with satisfied needs at work (social role) to feel authentic and
report more favourable well-being. Findings of Van den Broeck et al. (2010) support this
expectation within the work context, as the degree of satisfaction of these three basic
needs was found to be strongly related to higher levels of task autonomy, social
support, job satisfaction, vigour, performance and intrinsic motivation, and low levels
of exhaustion.

In the present study, we measured three types of job demands (workload, mental
demands, emotional demands) and four types of job resources (autonomy, opportunities
for learning and development, supervisory support, and colleague support), which are in
line with the SDT research (Van Beek et al., 2012). Previous research has shown that job
resources stimulate intrinsic motivation by promoting growth, learning, development; and
they can fulfil basic human needs (Bakker and Derks, 2010). Therefore, a workplace with
high levels of autonomy, support, and opportunities for personal development might give
individuals a feeling of self-determination, belongingness, and competence through the
motivational process. As a result, we expect job resources to stimulate intrinsic motivation
by satisfying psychological needs and to be positively related with authenticity:

H1. Job resources are positively related to authenticity.

Conversely, high job demands have often been found to be related to negative
individual (i.e. ill-health) and organizational (i.e. exhaustion, etc.) outcomes (Hakanen
et al., 2008; Nahrgang et al., 2011; Roelen et al., 2007), possibly because of the energy
required to meet these high demands. From the point of view of SDT, high job demands
might thwart psychological needs through the psychophysiological costs and efforts
needed to meet these demands. For example, Van den Broeck et al. (2008) reported a
negative relationship between job demands and need satisfaction, with the latter in
turn leading to exhaustion. Employees with a high workload must exert much time and
effort in addressing these and may therefore be unable to find the opportunity to
satisfy their needs for autonomy, belongingness, and competence. In this sense, high
job demands can affect workers’ opportunities to act authentically at work through the
energetic process of the JD-R Model. From a slightly different angle, strong evidence for
the adverse effects of behaving inauthentically stems from the body of research on
emotional labour (e.g. Grandey et al., 2005). This research has shown that high levels of
emotional demands can lead individuals to exhibit emotional cues which are not really
experienced (surface acting), i.e., to act differently than they would when acting in
agreement with their authentic state. In short, both lines or reasoning lead us to expect
that highly demanding jobs might restrict individuals’ ability and/or opportunity to
act authentically:

H2. Job demands are negatively associated to authenticity.

Authenticity as a mediator of the association between workplace
characteristics and work outcomes
This section focuses on how experiencing state authenticity at work may be associated
with certain work outcomes, and more importantly, on authenticity as a possible
mediator of the associations between work characteristics and work outcomes. There is
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ample empirical evidence that workplace characteristics are strongly related to
employee well-being, such as work engagement, and several job-related outcomes, such
as absenteeism, turnover intention, job satisfaction, and performance (among others,
Koopmans et al., 2011; Schaufeli and Bakker, 2004; Schaufeli et al., 2009; Van Beek et al.,
2012). However, the psychological processes linking the experience of authenticity at
work to work-related outcomes have as yet not been examined.

As defined earlier, authenticity is the degree to which an individual’s values, beliefs,
and characteristics (or shortly, their true self) fit his/her environment. Whether
individuals “feel authentic” will often not be immediately evident, not even to the
individuals themselves. Rather, a process of cognitive evaluation is required in which
the degree of fit between one’s true self and the work environment (the job or the
organization) is assessed. In this sense, authenticity is a cognitive-affective
phenomenon (cf. Lenton et al., 2013). Since people spend a large part of their lives at
work, it seems reasonable to assume that having a job that fits one’s true self is
beneficial for the employee him/herself as well as for the organization (Ménard and
Brunet, 2011; Van Beek et al., 2012). This meshes well with Van den Bosch and Taris’s
(2014) finding that authenticity and job satisfaction are positively related. Although the
processes underlying this association are not entirely clear, it can be assumed that
authenticity (as a positive, cognitive-affective phenomenon) will be associated with
high satisfaction and positive work outcomes (Wood et al., 2008):

H3. Authenticity is positively related to job satisfaction.

Work engagement can be defined as a positive, fulfilling, work-related state of mind,
which is characterized by vigour (high levels of energy and mental resilience at work),
dedication (high levels of pride, challenge, significance, and enthusiasm regarding
work), and absorption (being fully concentrated and happily engrossed by the work)
(Bakker et al., 2008). Research on work engagement has shown that it is strongly
related to other positive work-related (such as organizational commitment, reduced
turnover intention, and good performance) and non-work-related (e.g. good health, and
marital satisfaction) outcomes (Bakker et al., 2005; Demerouti et al., 2009). Moreover,
Van Beek et al. (2012) found that employees who find their jobs interesting and
enjoyable and who find their jobs consistent with their own values experience higher
levels of work engagement. Based on Van Beek et al.’s (2012) findings, we also expect
that employees who experience high levels of authenticity at work report high levels of
work engagement:

H4. Authenticity is positively related to work engagement.

Finally, we examine the relation between authenticity and job performance. Koopmans
et al. (2011) reported that job performance is an important outcome since it will often be
associated with higher levels of productivity. They argue that performance is
facilitated by the presence of job resources, such as communication, feedback,
politeness, and collaboration. As outlined above, such characteristics may also promote
authenticity. For example, previous research on the so-called “happy-productive
worker” hypothesis has shown that “happy” (i.e. satisfied, low stress) workers tend to
be more productive than others (e.g. Taris and Schreurs, 2009). A job that agrees with
one’s values, beliefs, and interests might motivate an individual to invest more energy
in their work, thus enhancing performance (Gagné and Deci, 2005):

H5. Authenticity is positively associated with job performance.
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Figure 1 summarizes the expected relationships among the study variables. We expect
that job demands and resources are positively related to employees’ levels of
experienced authenticity. In turn, a high level of authenticity will be positively related
to job satisfaction, work engagement, and performance. Authenticity constitutes the
core point of this model, suggesting that authenticity mediates the relationships
between job characteristics on the one hand and satisfaction, engagement and
performance on the other:

H6. Authenticity at least partially mediates the relationship between job demands
and resources on the one hand and work performance, work engagement, and
job satisfaction on the other hand.

Method
Sample
An online survey was delivered among 2,023 employees of a large Dutch organization
in the banking and finance sector. In total, 680 surveys were completed and returned
(33.7 percent response rate). Of these 680 employees, 464 were male (68.2 percent).
Participants were on average 40 years-old (SD¼ 8.92) and 80.6 percent held a college or
university degree. Respondents had been working in their current position for on
average 3.9 years (SD¼ 6.64), and they worked for on average 42.7 hours per week
(SD¼ 8.47).

Measures
Job demands. Three types of job demands were measured, namely, workload (five
items, such as “Do you have to work very fast?”), mental demands (five items, for
example “Does your job require much concentration?”), and emotional demands (three
items, such as “Does your work put you in emotionally upsetting situations?”).
The items were taken from the Questionnaire on the Experience and Evaluation of
Work (QEEW; Van Veldhoven and Meijman, 1994). In all cases, a five-point frequency
scale was employed (1¼ “never”, 5¼ “always”).

Job resources. Autonomy was measured by three items, e.g., “Can you decide how to
perform your work?”. The opportunities for learning and development were assessed
by three items, including “Can you develop yourself within the company?” Supervisor
support was measured by three items, including “If necessary, can you ask your direct
manager for help?” Lastly, colleague support was assessed by three items, such as
“Can you count on your colleagues when you come across difficulties in your work?”
All items were scored on a five-point frequency scale (1¼ “never”; 5¼ “always”).
Again, all items were taken from the QEEW (Van Veldhoven and Meijman, 1994).

Work Authenticity was measured with the Individual Authenticity Measure at
Work (IAM Work, Van den Bosch and Taris, 2014). The IAM Work is a 12-item
adaptation of Wood et al.’s (2008) authenticity scale. Whereas the items of Wood et al.’s
scale refer to context-free, dispositional authenticity, the items of the IAM Work
explicitly refer to work as the context in which authenticity is experienced. Moreover,
rather than considering authenticity as a stable personal property, the IAM Work
construes authenticity as a concept that is contingent upon changes in the presumed
antecedents of authenticity – i.e., as a variable that reacts to and reflects such variation.
Consistent with Wood et al.’s (2008) original instrument, the IAM Work consists of
three dimensions; self-alienation (including “At work, I feel alienated from myself”),
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Proposed model

(model M1) for the
associations between

job demands,
job resources,

authenticity and its
presumed outcomes
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authentic living (e.g. “At work, I am true to myself”), and social influence (e.g., “At work,
I usually do what others tell me”). Each dimension was measured with four items
(1¼ “strongly disagree”, 7¼ “strongly agree”). Reliability analyses showed that the
reliability of the social influence subscale was low (α¼ 0.43). After removing one item
(“I make my own choices at work”), Cronbach’s α increased to 0.67. Post-hoc CFA
confirmed the original three-factor structure of the IAM Work scale ( χ2 (df¼ 44,
n¼ 680)¼ 271.334, po0.001; GFI¼ 0.93, AGFI¼ 0.90, CFI¼ 0.93, TLI¼ 0.92,
RMSEA¼ 0.09) over a single-factor solution (Δχ2 (2)¼ 1,270.10, po0.001).

Job Satisfaction was measured with three items devised by Van Veldhoven and
Meijman (1994), e.g., “I am satisfied with my current work” (1¼ “strongly disagree”,
7¼ “strongly agree”).

Work Engagement was evaluated by the short form of the Utrecht Work
Engagement Scale (Schaufeli et al., 2006). This measure assesses vigour, dedication,
and absorption with three items for each dimension. Sample items are “At work, I feel
strong and vigorous”(vigour), “I am enthusiastic about my job” (dedication), and “I feel
happy when I am working intensely” (absorption; 0¼ “never”, 6¼ “always”). Schaufeli
et al. (2006) recommend using the composite score of these three dimensions, thus,
participants’ scores on these three dimensions were averaged to yield a single score for
work engagement.

Finally, job performance was assessed by a single self-report item taken from the
World Health Organization Health and Work Performance Questionnaire (Kessler et al.,
2003). Since objective performance data could not be obtained, self-reported performance
was measured. The participants were asked to assess their overall work performance
using the item “On a scale from 0 to 10, where 0 is the worst performance and 10 is the
top performance, how would you rate your overall job performance on the days you
worked during the past 4 weeks?” There were three reasons for using a single-item
self-report global scale. First, this item was found to be a valid and inclusive measure of
job performance (Kessler et al., 2003). Second, it is difficult to obtain objective data on
performance levels of anonymous participants. Lastly, most of the existing surveys
consider particular occupations, thus have items referring to aspects that are relevant to
specific occupations, rather than aspects of performance in general. This scale has also
successfully been used in the past (Shimazu and Schaufeli, 2009).

Before testing the study hypotheses, the fit of the overall measurement model was
tested. Our hypothesized six-factor model (with all 17 scales loading on their respective
latent variables, cf. Figure 1) was tested and compared to a model with all scales
loading on one latent variable (one-factor solution) and a model with the 17 scales
loading on three separate latent variables (workplace characteristics, authenticity, and
occupational outcomes, three-factor solution). CFA showed that the proposed overall
measurement model fitted the data better ( χ2 (53)¼ 205.24, po0.001, GFI¼ 0.96,
CFI¼ 0.96, TLI¼ 0.94, RMSEA¼ 0.06) than the one-factor (Δχ2 (12)¼ 433.25,
po0.001) and three-factor solutions(Δχ2 (9)¼ 288.50, po0.001).

Results
Table I shows the means, standard deviations, scale reliabilities (Cronbach’s α), and the
correlations for the study variables. All job resources (i.e. autonomy, opportunities for
learning and development, colleague support, and supervisor support) correlated positively
with all three work outcomes (work engagement, performance, and job satisfaction).
Interestingly and contrary to previous research (e.g. Bakker and Demerouti, 2007;
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Schaufeli et al., 2009), the associations between the three job demands
(workload, mental demands, and emotional demands) and the work outcomes varied.
Workload and mental demands were positively related to work engagement, whereas
emotional and mental demands were negatively related to performance. Emotional
demands were also negatively related to job satisfaction. Job demands showed a very
weak relationship with authenticity dimensions. Only significant relationships were
between authentic living and mental demands (r¼ 0.12, po0.01) and emotional
demands and social influence (r¼−0.09, po0.05). As expected, the three dimensions
of authenticity (self-alienation, authentic living, and social influence) were significantly
and positively related to work engagement and job satisfaction. The only positive
relationship among the authenticity dimensions and performance was obtained for
self-alienation.

Testing the proposed model
Structural equation modelling was implemented in AMOS 16.0 (Arbuckle, 2007) to test
the goodness-of-fit (Byrne, 2009) for the hypothesized relationships and the partial
mediation model (M1). M1 showed a good fit to the data ( χ

2 (df¼ 53)¼ 194.11, po0.001,
GFI¼ 0.96, AGFI¼ 0.93, CFI¼ 0.94, TLI¼ 0.91, RMSEA¼ 0.06) and yielded better fit
indices than the full mediation model (M2: χ

2 (df¼ 62)¼ 273.39, po0.001, GFI¼ 0.94,
AGFI¼ 0.91, CFI¼ 0.91, TLI¼ 0.88, RMSEA¼ 0.07, M2−M1 Δx2 (df¼ 9,
n¼ 680)¼ 79.28, po0.001).

As shown in Figure 2, job resources were positively associated with workplace
authenticity ( β¼ 0.61, po0.01; H1 confirmed). The relationship between job demands
and workplace authenticity was not significant, rejecting H2. Workplace authenticity
was positively associated with job satisfaction ( β¼ 0.49, po0.01, H3 confirmed), work
engagement ( β¼ 0.43, po0.01, H4 confirmed) and job performance ( β¼ 0.17, po0.01,
H5 confirmed). In short, except for H2, we found empirical support for all of our
hypotheses regarding relationships among study variables.

Mediation analyses. Bootstrapping (Preacher and Hayes, 2008) was used to examine
the possible mediation effects of authenticity on workplace characteristics on the one
hand and occupational outcomes on the other hand (M1). Bootstrap samples were
generated from the data set (n¼ 680) and partial mediation model for M1 was tested
2,000 times. Our results indicate that authenticity partially mediated the relationship
between job resources on the one hand, and engagement ( β¼ 0.18, po0.01) and
satisfaction ( β¼ 0.22, po0.01) and fully mediated job performance ( β¼ 0.01, p¼ ns).
In total, 95 percent confidence interval bounds, standardized weights, and explained
variances are displayed at Table II. The direct and the indirect relationships are also
displayed in Figure 2 (direct effects are shown in parenthesis).

Discussion
The main purposes of this study were to investigate how characteristics of the work
environment are related to workplace authenticity and, in turn, how workplace
authenticity is related to three different kinds of work outcomes: job satisfaction, work
engagement, and job performance. By doing so, the present study is among the first to
examine authenticity in the workplace.

Interestingly, whereas high levels of job resources were – as expected – associated
with increased authenticity at work, job demands were unrelated to authenticity.
Van den Bosch and Taris (2014) found a weak but significant relationship between job
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demands and authenticity; however, in this study this association was not replicated.
Cooley and Yovanoff (1996) distinguished between two types of work characteristics,
namely; alterables and givens. This study assessed only hindering job demands and
supported the findings of Tims et al. (2013). They found that, even though employees
were given the chance of engaging in job crafting (the proactive redesign of the job by
the employees with the consideration of seeking resources, seeking challenges and
reducing the demands, cf. Berg et al., 2010), they did not decrease hindering job
demands. However, job resources and challenging job demands, which might fall into
the alterables category of Cooley and Yovanoff (1996) were increased. It shows that job
demands might be perceived as “given” characteristics of a job, thus large-scale
interventions would be needed to change them; whereas job resources were likely to be
increased by the employees. Therefore, managers might focus on helping employees
to increase their job resources in order to promote their authenticity, rather than to
decrease their job demands.

With regard to the work-related outcomes, our results showed that authenticity was
positively linked with job satisfaction, work engagement and performance (cf. M1)
partially mediating the effects of job resources. These findings show that not only the
characteristics of a job, but also the experience of one’s true self is a good indicator of
occupational well-being. These relationships are in line with previous findings (Ménard
and Brunet, 2011; Van den Bosch and Taris, 2014), and the robustness of these results
might encourage managers to take state authenticity at work into consideration in
order to obtain positive outcomes. Authenticity might in fact be functional for the
motivational process of JD-R Model (Bakker and Demerouti, 2007) and is strongly
related with positive occupational outcomes via work engagement. However, it is
important to underline the strong relationship among these variables rather than
offering a causal interpretation.

Study limitations
There are several limitations of this study. First, the participants filled in self-report
scales, which may have resulted in common-method variance (Podsakoff et al., 2003).
The concepts measured in this study, referring to workers’ levels of authenticity,
engagement, satisfaction and feelings on the characteristics of their jobs, are
notoriously difficult to observe objectively. Therefore, self-report surveys were
appropriate to map these experiences. Even though Spector (2006) argues that the
consequences of common-method variance are often overestimated, our results should
be interpreted carefully. Although it is hard to measure our study concepts objectively,

Indirect effects Bootstrapping
BC 95% CI

x→m→y Estimate SE Lower Upper
Explained variance in y

(%)

Job resources→authenticity→work
engagement 0.18* 0.04 0.10 0.28 43
Job resources→authenticity→job
performance 0.17* 0.04 0.10 0.27 9
Job resources→authenticity→job
satisfaction 0.21* 0.05 0.14 0.32 57
Notes: n¼ 680. *po0.01

Table II.
Specific indirect
pathways after
executing
bootstrapping
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we would encourage future researchers to use non-self-report means, such as company
records for performance, in order to avoid common-method variance.

Second, due to the cross-sectional nature of the data, causal interpretations of the
findings are not warranted. Although longitudinal data are needed to further validate
the relationships among the study variables, it should be noted that the present
findings mesh well with those obtained in previous research (Ménard and Brunet, 2011;
Van den Bosch and Taris, 2014). In this sense, the findings reported here are robust
across studies. The cross-sectional design also prevented us from testing
double-mediation models (Taris and Kompier, 2006), therefore we analyzed job
performance and satisfaction not as outcomes of work engagement (Bakker and Bal,
2010). Rather, all three concepts were analyzed at the same level as overall work-related
positive outcomes. Although this is not in line with the traditional JD-R framework,
it should be noted that the significant relationships between authenticity and
occupational outcome variables constitute the heart of this research, rather than the
associations among the outcome variables.

Further, our data set was relatively homogeneous, consisting of Dutch bank
employees only. This implies that the strength of the associations among the study
variables may have been estimated conservatively due to restriction-of-range effects.

A final limitation relates to the low internal consistency (α¼ 0.67) of the social
influence dimension of the authenticity scale. Although one of its items was excluded in
order to improve its reliability, the final α coefficient for this scale was still below the level
of 0.70 (Nunnaly, 1978). However, Schmitt (1996) criticizes the applicability of a “sacred”
coefficient level, arguing that even low α coefficients (around 0.50) do not seriously
attenuate the validity coefficients and can still be useful. In the study of Van den Bosch
and Taris (2014) the external influence dimension yielded also the lowest α score of all
three dimensions. Even though this limitation will usually not severely affect the study
findings (as authenticity will be generally measured as the combination of the three
subscales), findings regarding the social influence subscale deserve additional attention
when interpreting due to the dearth of research on workplace authenticity.

Scientific and practical implications
From a scientific point of view, the present study finds support for utilization of IAM
Work as an adequate measure for empirical studies by supporting the findings of
Van den Bosch and Taris (2014). However, we encourage researchers to investigate the
relation between authenticity and other individual (e.g. personality, motivation,
employability perceptions, etc.) or organizational (i.e. organizational citizenship
behaviour, turnover intention, and presenteeism) aspects in longitudinal designs to
enhance our understanding of the underlying dynamics of expressing true self at work.

From a practical point of view, our findings underline the importance of state
authenticity as a relevant concept in OHP, showing that job resources and job outcomes
might not be only related to worker well-being and performance through the
motivational process proposed in the JD-R Model (e.g. Bakker and Demerouti, 2007), but
also through authenticity, which can be considered as an additional resource and may
influence positive organizational outcomes. Apparently, since state authenticity is a
cognitive-affective concept, cognitions and affect are also relevant dimensions in the
interface between job resources and work outcomes.

Our findings might help managers to improve their subordinates’ workplace
conditions in order to obtain more favourable outcomes. The positive links between
job resources, authenticity, and positive work outcomes generate the most important
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findings of this study. These results suggest that managers could consider increasing
job resources in order to nurture self-determination processes among their employees,
as these resources are related to both high levels of authenticity and positive work
outcomes. Note that resources are considered as more changeable than job demands
(Tims et al., 2013), and it should therefore be easier to achieve positive outcomes
through changing job resources than by focusing on job demands. Indeed, in the
present study job demands were not associated with state authenticity, which is
consistent with the idea that from a practical point of view job resources are more
important for obtaining positive outcomes than job demands.

Concluding notes
The present study is among the first to investigate the role of authenticity in the
workplace. The results provide strong evidence for the relevance of authenticity in
the area of OHP, since this concept is linked to both job resources and work outcomes
such as job satisfaction, work engagement, and job performance. Moreover, this study
provided additional evidence for the validity of a newly developed state measure of
authenticity at work, the availability of which could spur interest in research on
authenticity in the workplace. All in all, this study suggests that paying attention
to employee authenticity could help companies to sustain a more positive working
environment by enhancing employee well-being and their fit to their jobs in the
long run.
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