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Abstract: Authentic leadership is the highest and most powerful level of
leadership. An authentic leader is expected to create an atmosphere of
security, loyalty and trust among members of the organization. Only under
these circumstances can an individual and group within the organization
progress. An authentic leader places his interest in the last place, and their
environment and employees are motivated in the right way that what they
know and love, can do in the best possible way. The purpose of the paper is to
analyze the characteristics of the authentic leaders and their impact on the
commitment of employees. The aim of the paper is to quantify the influence of
authentic leaders on the commitment of employees in travel agencies. The
results show that leaders' self-awareness, internalized moral and
transparency directly affect the commitment of employees to travel agencies.
Key words: authentic leadership, dimensions of authentic leadership,
employee commitment, travel agencies

SaZetak: Autenticno liderstvo predstavlja najvisi i najmocniji nivo liderstva.
Od autenticnog lidera se ocekije da napravi atmosferu sigurnosti, lojalnosti i
poverenja medu clanovima organizacije. Samo pod ovim uslovima pojedinac
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i grupa unutar organizacije mogu da napreduju. Autentican lider postavlja
svoj interes na poslednje mesto, a svoje okruzenje i zaposlene na pravi nacin
motivise da ono Sto znaju i vole, rade na najbolji moguci nacin. Svrha rada je
analiza karakteristika autenticnih lidera i njihov uticaj na posvecenost
zaposlenih. Cilj rada je kvantifikacija uticaja autenticnih lidera na
posvecenost zaposlenih u turistickim agencijama u Republici Srbiji. Rezultati
pokazuju da liderova samosvest, internalizovani moral i transparentnost,
direktno uticu na posvecenost zaposlenih u turistickim agencijama.

Kljuéne reci: autenticno liderstvo, dimenzije autenticnog liderstva,
posvecenost zaposlenih, turisticke agencije

1. INTRODUCTION

Leadership, as a process of influencing people to engage in achieving a
particular goal, is a multidisciplinary and extremely complex phenomenon.
The essence of leadership is the realization of the potential of the leaders'
personality and the employees who they lead (Menken, 2012) and it is located
in the ability of the leader to create and manage the vision and influence
employees to work towards achieving the vision. Leaders represent the drive
force of each organization. They primarily understand themselves, then other
individuals, the functioning of the organization and the environment in which
they operate. Different leaders' competences, including readiness for learning
and improvement, are also significant for the leadership process and for
leaders. It is understood that a leader affects employees and that they also
have an impact on him. The leader is a central figure, but without a group he
would not have anybody to manage. The leader transfers his own
interpretation of reality to his employees, and they see the organization, tasks
and processes through the prism of their leader.

Familiar ways and business models and organizational culture are rapidly
changing and evolving. Leading an the organization at a time of uncertainty is
stressful and puts leadership skills on the limit test. The role and purpose of
leadership are becoming questionable and require analysis, definition and
redefinition, as well as the development of new skills.

The latest style of leadership that has captured the attention of researchers is
an authentic leadership based on originality and a real manager (Northouse,
2017). Authentic leadership is unique and differs from leader to leader. The
mode of management of an authentic leader depends on the characteristics
and manner of behavior of the individual. An authentic leader is characterized
by positive mental abilities, a positive ethical climate, fostering an inner
moral perspective, balanced decision-making, quality work with followers
and continuous self-development (Ford, 2011). Authentic leaders are aware
of their values, quality and beliefs, they are confident, trustworthy, reliable
and honest. They focus on building relationships and strengths of employees
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by expanding their aspects and engaging them so that a positive
organizational context is created.

Authentic leadership has an impact on organizational behavior, commitment,
satisfaction with superior, job satisfaction and work performance of
employees (Mili¢, 2014). Employee commitment represents a high level of
interest, a high level of motivation for performing certain activities, but also
the importance that employees attach to it (Ovesni, 2014). Fornes et al.
(2008) define the commitment of employees using a theoretical construction
that includes two elements: commitment to management and commitment to
the organization. Commitment to management is most often determined as
the strength of identification with management and internalisation of the
value of management, and commitment to the organization as a psychological
and emotional connection of employees, that is, the strength of their
identification with the goals and values of the organization.

Known ways of working, business models and organizational culture are
changing rapidly. Travel agencies have uncertainties in business resulting
from accelerated technological advances and require new approach,
innovation, agile teams and an authentic way of guiding. Key words for
leaders in travel agencies become transparency, cooperation, meaning,
creativity and initiative. Even when it is clear on the intellectual level what
these values mean, it is difficult to implement them in the work environment
in travel agencies. Changes are inevitable, and the question is how to
successfully run a travel agency and its teams. Good practice examples show
that leaders who are capable of leading high performing teams in travel
agencies in times of uncertainty and rapid change have two characteristics:
authenticity and conscientious management. Authentic leadership is the basis
of a modern approach to travel agencies and directing employees to a
common goal.

Starting from the above, the aim of the paper is to determine the influence of
authentic leaders on the commitment of employees in travel agencies in the
Republic of Serbia. Authentic leaders are perceived through the prism of the
following characteristics: self-awareness, transparency in relationships,
balanced processing of information and internalized morale (Walumbwa et
al., 2008). These characteristics are used to determine the degree to which
employee dedication affects and which leader's characteristic has the greatest
direct impact.

2. COMMITMENTOF EMPLOYEES IN TOURISM

Service delivery implies that production and consumption are simultaneous.
For this reason, the service organization is characterized by direct contact and
communication between employees and consumers. This characteristic of
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service organizations represents a potential threat to consumer satisfaction,
and hence the success of organizations (Blesic et al., 2017). In order to
achieve customer satisfaction, the satisfaction and commitment of employees
should be the imperative of any service organization, including travel
agencies. Commitment represents an attitude that reflects the power of
relationships between an organization and employees (Johns, Saks, 2005).
Dedication is most often viewed in the context of feelings and beliefs about
the overall organization, but it can also be associated with feelings and beliefs
about certain units inside and outside the organization, such as a job, a team,
a group, an association, a trade union, a profession (commitment to the job,
the team, group, association, union, profession) (George, Jones, 2011).

The main components that contribute to employee loyalty and commitment
are loyalty to the organization, working conditions, benefits, location, career
and status. Positive benefits and involvement of employees in decision-
making of the organization have the greatest effect when it comes to
employee dedication, even more than monetary compensation (Ineson et al.,
2013). Employee commitment involves a strong belief in the goals of the
organization, investing effort to achieve the set goals and desires for the
organization's membership (Porter et al., 1974). Amstrong (1999) explained
that the creation of dedicated employees is necessary to create organizational
values.

Dedicated employees represent one of the most important factors for the
success of travel agencies in the Republic of Serbia. The active role of the
leader and the commitment of employees are the necessary conditions for the
long-term functioning of travel agencies with predispositions for further
growth and development. It is necessary to note that the commitment of
employees is largely influenced by leadership (Mili¢, 2014). Consequently, it
is of particular importance that leaders, through their behavior, rhetoric and
activities, stimulate employee dedication in order to create conditions for
adequate growth and development of travel agencies in the Republic of
Serbia in the long run.

One of the most important concerns of companies today is to ensure that
leaders reflect visions and strategies and maintain an appropriate
organizational climate and employee commitment (Yukl, Tracey, 1992).
Dedication has been highlighted as a key component of the success of travel
agencies in today's competitive tourism market. High levels of employee
dedication positively affect the commitment of people, customer loyalty and
the value and performance of the organization (Meyer, 2014). In order to
cultivate a culture of employee dedication, the leader should set the basics of
designing, measuring and evaluating proactive workplace practices that will
help attract and recruit talents with the skills and competencies needed for the
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growth and sustainability of travel agencies. Leaders can increase employees'
commitment and overall productivity of individual employees and the
agency. Well-executed and targeted development programs can increase
commitment, reduce the percentage of failures and the number of errors as a
result of greater competence and motivation of employees involved in
development programs.

3. AUTHENTIC LEADERS REQUIRED IN TRAVEL AGENCIES

In recent years, companies have faced significantly changed business
environment characteristics that require a very high degree of flexibility and
readiness to respond rapidly to external and internal impulses (Stojanovic-
Aleksi¢ et al., 2012). Since a few years ago, due to the combination of
organizational needs, the loss of credibility of models focused on the
individual and the increase in the speed of technological advancement,
changes have been made in the models of governance based on authenticity
and values, organizational culture and transparency in business, resulting in
the creating of the concept of authentic leaders (O' Reilly et al., 2010).
Authentic leadership is the foundation of modern leadership, because it unites
transformational, charismatic, spiritual and other positive leadership styles
(Bass, Steidlmeier, 1999). An authentic leader is self-aware, guided by
intuition, clarity and self-confidence, and works in accordance with these
values. They are constantly present, take a non-judgmental attitude, show
inner strength and are open to learning new skills. They know their strengths
and weaknesses and have preferences for learning and thinking that helps
them to connect with others and establish credibility in these relationships
(Komives et al., 2006). Authentic leadership requires a person to know who it
is and to be without fear or compromise in all situations. This has particular
significance when it comes to travel agencies, where a large number of
unforeseen circumstances can occur. An authentic leader goes beyond simple
delegation and gives people explanations to define, decide and work with
minimal intervention and directing. While management is focused on
maintaining functionality and efficiency, leadership is based on vision,
change and value (Bush, 2008). The task of the leader is to deal with the work
in the course in a positive and instructive manner that provides support to
employees in travel agencies, which is above all fair and transparent. The role
of the leader is to help team members to articulate the options that are
available.

With an authentic leadership, the focus on leadership abilities is greater than
on the personality traits, so scientists agree that it is an authentic leadership
skill that can be developed and influenced by the commitment of employees
(Luthans, Avolio, 2003). Employee commitment is important because of all
the positive outcomes generated in organizations (Schaufeli et al., 2008). An
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authentic leader in modern society views employees as a powerful source of
energy that emanates from ability, personality and knowledge, and can
inspire loyalty and enthusiasm for those who lead them. By their highest
quality, they consider the ability to solve the complex issues of employee
dedication that affects the efficiency, effectiveness, creativity and quality of
work. Travel agencies with quality leaders win competition, and on the other
hand, the bad performance of leadership leads to a loss of profit and
inefficiency of travel agencies, due to low employee dedication and
motivation, high levels of fluctuation and potentially toxic culture that can be
the result of poor leadership. Leaders, who are friendly, relaxed, attentive,
impartial, have supportive behaviors, which are excellent in communication,
appreciate their employees, contribute to greater commitment (Yukl, 1994).

4. SPECIFIC CHARACTERISTICS OF AUTHENTIC LEADERS

Each organizational culture has its own and specific authentic leadership
(Pavlovic, 2015). Each authentic leader functions within a branch structure
and has the task of changing and adapting it according to the new needs in the
environment, especially in the tourist market and in a turbulent atmosphere
where travel agencies in the Republic of Serbia do their business. Changes
are possible and carried out by authentic leaders (Pavlovic, 2016). George
(2003), as one of the greatest supporter of the concept of authentic leadership,
points out that the strategies of developing authentic leadership have become
relevant and necessary for achieving the desired results, while Begley (2006)
believes that authentic leaders should offer a creative response to social
consumers. The aforementioned refers to the business of travel agencies and
the functioning of the leaders within them.

Walumbwa et al. (2008) presented an authentic leadership through four
dimensions: self-awareness, transparency in relationships, balanced
processing of information and internalized morale.

Leader's self-awareness represents the starting point for the development of
an authentic leader. Thus, the individual constantly reveals their knowledge,
abilities, experiences, basic values, beliefs and desires (Avolio, Gardner,
2005). Self- awareness involves looking at oneself through interaction with
others (Kernis, 2003). Leaders with high self-awareness use self-knowledge
and opinion of other people in order to improve their management skills and
ability to develop employees and their motivation (Walumbwa et al, 2010).
There is a lot of research that confirms the assertion that self-awareness
positively influences leadership performance (Bratton et al., 2011).

Balanced processing of information is considered as a heart of personal
integrity and significantly influences decision makers and strategic actions
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(Ilies et al, 2005). It implies objectively analyzing all relevant information
before a decision is made (Walumbwa et al, 2010). The ability to
communicate well provides the leader with certain advantages: the precision
of expressing their attitudes, providing a vision, the power to encourage
others to action, the skill to gain more and better use of available time
(Mertins et al., 2003). At the same time, leaders need to pay equal attention to
the feedback they receive about themselves and their own leadership,
regardless of whether they are positive or negative information (Gardner,
2011). Human beings by nature hide their weaknesses, most often out of fear
(Mazutis, Slawinski, 2008). People need to emphasize their positive qualities
while hiding their weaknesses or showing them only to the close people.
Leaders, who carefully analyze positive and negative information, can
improve themselves, eliminate potential barriers, and give employees an
example of behavior.

Internalized morale is based on internal moral values and principles, and not
on external influences (Gardner, 2005). Leaders who have a high level of
moral awareness, think and behave in an ethical and socially responsible way.
A great deal of research has proven a positive relationship between moral
reasoning and authentic leadership (Sendjaya, 2016).

Transparency implies the leader's authentic representation of himself, his
thoughts, feelings and intentions for others. This ensures closeness, enters
confidence, and encourages employees to act the same way. Transparency
requires a person to be open to inquiries and feedback, and this is essential in
the process of organizational learning (Popper, Lipshitz, 2000). The lack of
transparency is a lack of integrity in behavior, i.e. there is no consistency
between what the leader tells employees and what they do and what is really
happening in the company (Avolio, 2016). An authentic leader maintains a
high level of relevance and honest communication in all situations (Mili¢,
2014).

If the leaders see themselves as authentic, emphasizing transparency,
balanced information processing, self-awareness and high ethical standards,
employees have more opportunities and access to work-based empowerment
structures, becoming more content and committed to their business (Azanza
et al., 2013).

5. THE IMPACT OF AUTHENTIC LEADERSHIP ON THE
COMMITMENT OF EMPLOYEES IN TRAVEL AGENCIES

The relationship between authentic leadership and the commitment of
employees to travel agencies in the Republic of Serbia can be understood
through theoretical mechanisms of positive interactions and personal
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identification of employees with the leader. Positive modeling is considered
the primary means by which authentic leaders influence employees, and it
includes a high level of self-awareness, balanced information processing,
moral development and transparency (Walumbwa et al., 2008). As a result of
authentic relationships between leaders and employees, commitment on the
part of employees is developing, and the aim of this paper is to measure to
what extent authentic leadership influences the commitment of employees in
travel agencies in the Republic of Serbia (the starting hypothesis).

The survey was conducted by interviewing and using a questionnaire (a
standardized questionnaire compiled in accordance with the research
objective based on theoretical and empirical backgrounds). The questionnaire
was distributed on a heterogeneous sample, which included employees in
travel agencies in the Republic of Serbia. The research was conducted in the
period from January to April 2019. In the presentation of the results of the
first part, descriptive analysis was used. The influence of authentic leadership
on the commitment of employees was tested using linear regression.
Authentic leadership is an independent variable, while commitment of
employees depends. The strength of the relationship between the identified
aspects was determined using Pearson's correlation coefficient.

Table 1. shows the structure of respondents according to demographic
characteristics.

Table 1. Demographic structure of respondents

Gender Age Education
-up to 25 years | 27 (24,5%) | - high school 53 (48%)
- male 66 (60%) - 26-35 years 34 (31%) - college 11 (10%)

- female 44(40%) - 36-45 years 29 (26%) - Bachelor's degree | 40 (36%)
- 46-55 years 16 (14,5%) | - Master's degree 6 (6%)
- over 56 years | 4 (4%)

Source: Author's calculation based on SPSS 20.0

Tables 2. and 3. show arithmetic mean and mean values of standard
deviation, reliability and correlation of variables.

Table 2. Arithmetic meanings and standard deviation

Dimension Mean | St. dev
Self-awareness 3,27 0,67
Balanced processing of information | 3,79 0,96
Internalized morale 3,89 0,93
Transparency 3,80 0,99
Employee commitment 3,75 0,88

Source: Author's calculation based on SPSS 20.0
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Table 3. Correlations of variables

Dimension Self- B alan.ced Internalized Employee
processing of Transparency .
awareness . ) morale commitment
information
Selt- |
awareness
Balanced
processing of 0.366 1
information
Internalized 0517 0.406 1
morale
Transparency 0.610 0.660 0.669 1
Employee 0.625 0.348 0.419 0.632 1
commitment

Source: Author's calculation based on SPSS 20.0

The results of the correlation analysis indicate the link between authentic
leadership and the commitment of employees to travel agencies. Correlation
analysis indicated a moderately significant correlation between the variables.
The hypothesis was tested by checking the value of the significance test and
the regression coefficient. The results show positive correlations between the
variables. It has been established that the commitment of employees in travel
agencies 1s significantly influenced by the following three dimensions of
authentic leadership: self-interest (B = 0.625), transparency (f = 0.632) and
internalized morality (B = 0.419), while the value that shows the impact of
balanced processing of information on commitment is lower ( = 0.348).

The results of the research have empirically confirmed that there is a positive
effect of authentic leadership on the employees in the travel agencies (R =
0.85; R2 = 72%; p <0.01; B = 0.504). The surveyed employees believe that
leaders have distinctive characteristics and abilities of authentic leaders. This
proves the theoretical assumptions that leaders who are self-aware and
transparent have a positive connection with employee dedication (Gardner et
al, 2005). Emery and Barker (2007) argued that authentic leadership is an
important factor for increasing job satisfaction among employees. Peterson et
al. (2012) found that authentic leadership has a positive effect on the
engagement of employees. Transparency and internalized morality according
to Loa et al. (2010) are not significantly related to the commitment of
employees, while self-awareness and balanced information processing have a
significant and positive relationship with the continued commitment of
employees. When the projections of employee and leader values are equal,
employee dedication increases, talented potential employees are attracted and
existing ones retained (Sabir et al., 2011). A general research by various
authors shows that a lack of authenticity can have negative consequences on
employee performance and employee commitment (Mili¢, 2014).
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6. CONCLUSION

The conditions, in which today's travel agencies operate, have become
changeable and what will happen in the upcoming period can often not be
foreseen. Therefore, the task that is being put in front of the leaders is not at
all easy, regardless of whether they run a small or large travel agency (a
subagent or a tour operator). Authentic leadership is considered one of the
ways to improve the situation in travel agencies in the Republic of Serbia.
The effectiveness of the leaders in travel agencies is of primary importance
for the survival of companies on the market. When developing the leadership
skills of current and future managers, there is no emphasis on soft skills or on
affable bosses. The essence is the development of leadership competencies
and investing in the performance, productivity and profitability of tourist
agencies leading to sustainable growth and competitive advantage. Travel
agencies seeking to achieve a competitive advantage on the market should
shift the focus of training for leaders to the initiative to develop the skills of
authentic leadership. It is very important that the leaders in the travel agencies
act according to the characteristics and skills of the authentic leaders. Travel
agencies that want to improve employees' commitment should focus on
developing the skills of an authentic leader. Creating an emphasis on self-
awareness, transparency, internalized morale and processing information in
an adequate way, creates an ethical spiral of growth and development, leads
to increased self-confidence, self-confidence and the success of an individual,
team and a complete travel agency. Creating respect without fear and
developing sustainable relationships, based on great trust, are the goals of an
authentic leader that strives to win in all situations.

The limitation of this work is reflected in a small sample and a narrow
territorial distribution (research should be carried out within the wider
population). The second limitation relates to the fact that only one branch is
included in the tourism industry. Future research should cover diverse
businesses that operate in tourism and hotel industry.
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