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Case 9.2: A Leader under Fire 
Case synopsis and analysis
This case study portrays Greg Mortenson, the subject of two best-selling books, Three Cups of Tea (2006) and Stones into Schools (2009).  Lost and sick after attempting to scale K2, Greg was nursed back to health by the villagers of remote Korphe, Afghanistan, and promised to build the village a school.  He did so, and his success led him to create the Central Asia Institute (CAI), a nonprofit organization that “empowers communities of Central Asia through literacy and education, especially for girls, promotes peace through education, and conveys the importance of these activities globally.”
The CAI built over 170 schools and helped educate more than 160,000 students.  Unfortunately, Greg’s story was challenged publicly for including fabrications.  As well, he was charged with improperly using CAI funding for his own advantage.  Greg did little to respond to these accusations.  He stated that the media painted a “distorted picture” of the situation but did not aggressively defend himself or the CAI.  Many did not know, however, that Greg was battling heart issues at the time of the accusations.  
Greg was extremely successful raising funds and building schools in Central Asia.  This case study asks students to explore authentic leadership more deeply and to consider the role of morality in the theory.
Learning objectives:
1. Students should demonstrate understanding of authentic leadership and be able to apply its main concepts to a leader.
2. Students should recognize the importance and difficulty of moral reasoning and transparency for a leader.
Answers to questions in the text:
1. Would you describe Greg Mortenson as an authentic leader? Explain your answer. 
Most students will assert that Greg is not an authentic leader.  There are many definitions for authentic leadership.  One of those viewpoints is the intrapersonal perspective, which focuses closely on the leader and what goes on within the leader.  It incorporates the leader’s self-knowledge, self-regulation, and self-concept.  A second way of defining authentic leadership is as an interpersonal process. This perspective outlines authentic leadership as relational, created by leaders and followers together (Eagly, 2005).  Finally, authentic leadership can be defined as something that can be nurtured in a leader, rather than a fixed trait. 
When the scandal at CAI broke, Greg did not seem to have a lot of self-regulation or transparency.  As well, he lost his ability to relate to his readers and some of his followers.  These followers felt deceived by Greg and wanted an explanation and an apology.  Thus, it seems as though he had neither intrapersonal nor interpersonal authentic leadership at the time of the scandal.   
Bill George’s research shows that authentic leaders demonstrate five basic characteristics: (1) They understand their purpose, (2) they have strong values about the right thing to do, (3) they establish trusting relationships with others, (4) they demonstrate self-discipline and act on their values, and (5) they are passionate about their mission (i.e., act from the heart) (Figure 9.2; George, 2003).  
Interestingly, prior to the scandal, many would have argued that Mortenson did understand his purpose and have strong values about educating women in Central Asia.  He was able to establish strong relationships with those in Central Asia and demonstrated self-discipline in the way he built and grew schools and the CAI.  Finally, he was passionate about his mission to educate.  Unfortunately, the scandal highlighted his morals and suggested that Greg did not have strong values about the “right thing to do.”  After all, he misused money and lied, and such behavior is not considered moral by most standards.  
2. In the chapter, we discussed moral reasoning and transparency as components of authentic leadership. Do you think Greg exhibited these components as part of his leadership? 
Greg did not exhibit transparency.  He did not disclose how he used the CAI funds and did not explain his actions after the scandal broke.  Indeed, he was largely silent. 
As well, it seems that Greg did not display moral reasoning.  Moral reasoning is the capacity to make ethical decisions about issues of right and wrong.  Higher levels of moral reasoning make it possible for an authentic leader to make decisions that transcend individual differences and align people toward a common goal.  Here, Greg misused the CAI’s money for personal purposes and never offered a valid explanation about this misuse.  He also misstated a few key points in his books.  Such misuse of money and fabrication is traditionally seen as wrong.  
Some students may argue that the misuse and fabrication were not wrong, because they helped his ultimate goal: advancing education in Central Asia.  This presents an interesting topic to explore with the class.  
3. How was Greg’s response to the allegations against him characteristic of an authentic leader?
Greg does not deny the allegations.  Rather, he merely asserts that there is more to the story.  As well, he did not use his failing health as an excuse for his behavior or as a tool to garner sympathy.  That behavior demonstrates resilience, self-awareness, and self-control.
On the other hand, many students will assert that Greg’s response was not appropriate.  They will argue that an authentic leader should apologize for transgressions and be transparent.
Potential teaching approaches: 
Below is a way to structure a class based on skill theory and case study 9.2:
· Hold a lecture on authentic leadership.
· Ask students to read case 9.2 and answer the questions.
· [bookmark: _GoBack]Consider watching the 60 Minutes clip about Mortenson.
· Discuss questions 1 through 3 in the case study as a class.
· Finally, the professor may choose to conduct in-class exercise 1 and/or 2 below.
  
Exercises for this case study: 
1) Students work individually or in small groups to apply George’s and Walumbwa and associates’ research (Figure 9.3) and the four key factors that influence authentic leadership (Table 9.1) to Greg’s leadership.  Then students share aloud in class.

2) In small groups, students should discuss why Greg’s actions may have been moral after all.  Did his fabrication serve the greater good, perhaps?  When might it be okay for an authentic leader to fabricate?  

Next, students should explore potential “personal uses” of the CAI’s money that could be explained.  Is it possible that his “misuse” of the funds helped the CAI?  Is it possible that Greg simply made a mistake?  Students should discuss this in small groups.

Then students should turn back time and create a statement that Greg could have made after the scandal broke.  Students should share that statement aloud in class.  

3) Individually or in small groups, students should create a list of action items that Greg could have done to repair his and the CAI’s reputations after the scandal broke.  What could/should he have done to remediate the damage immediately, in the first month, and within the year?  Students can share some of the recommendations with the class. 
