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IPLS-002: TWO WRONGS DON’T MAKE A RIGHT, OR DO THEY? THE EFFECTS OF LEADER 

RUDENESS IN RESPONSE TO FOLLOWER RUDENESS ON PERCEPTIONS OF INTERPERSONAL 

JUSTICE AND ETHICAL LEADERSHIP 

 

Abstract 

With the present paper, we challenge all too simplistic virtuous accounts of ethical leadership by 

showing that context matters. We specifically focus on preceding follower behavior and argue 

that such behavior critically qualifies how ethical subsequent leader behavior is perceived. 

Integrating scope of justice theory and accounts of moral emotions, we hypothesize that 

observers believe that disrespectfully (vs. respectfully) acting followers do (vs. do not) deserve 

disrespectful treatment. As a result, observers experience less (vs. more) anger following 

disrespectful (vs. respectful) leader behavior and consequently perceive the leadership as being 

less (vs. more) unethical. To test our hypotheses, we conducted an experiment in which 

participants ostensibly interacted with a fellow (dis)respectful follower and a (dis)respectful 

leader (Study 1), three experimental vignette studies (Studies 2a-c), and a critical incident study 

(Study 3). We find consistent support for the interaction rationale and the underlying processes. 

We discuss the resultant significant challenges for research on ethical leadership and the 

practice of the same.  
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IPLS-003: The development and maintenance of multiple leadership and tefunctioning 

A qualitative study of sports teams 

 

Abstract 

Teams often have more than one leader. This is referred to as multiple leadership. 

To date, not much is known about how multiple leadership emerges and how it can 

effectively contribute to team functioning. The current research, therefore, takes and 

inductive, qualitative research approach and explores how multiple leadership is 

established and maintained in different sports teams and how this relates to team 

functioning. We focused on national sports teams in the Netherlands as these have 

potentially more [than one?] ‘leader figures’ within their team. For our study purpose, 

we interviewed athletes (N= 35) and coaches (N =6) from national men’s, women’s and 

a national mixed teams and a sports club team, with a special emphasis on the Dutch 

national field hockey team over an extended period. Our main findings reveals that an 

organic process of emergence (i.e., the structure of multiple leadership emerges from the 

team itself) and a continuous maintenance of the multiple leadership structure seem to be 

the key factors in order to achieve an integrated collaboration. We propose a model of 

multiple leadership considering these factors, as well as cohesion and complexity, and 
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providing practical advice on when and how best to establish multiple leadership in 

teams. 
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IPLS-009: Leadership in A Tradititional African Context as seen in Chinua Achebe’s  

Things Fall Apart 

 

Abstract 

 

In this presentation, the author will showcase Chinua Achebe’s classic novel Things Fall Apart to 

better understand leadership in a traditional African context.  The novel provides readers with 

some major themes found in traditional African leadership. These themes include: (1) identity 

founded in one’s relationship with others; (2) the significance of collaboration, social harmony, 

and consensus; (3) the importance of shared cultural beliefs; and (4) the expectation that 

leaders be authentic. When examined as a whole, a traditional African perspective of leadership 

begins to emerge. Leadership in traditional African culture is an earned relational honor based 

on upholding the values of tribe, kinship, and age. The way leadership is earned is based not on 

being able to accomplish a task as quickly and efficiently as possible, but rather on the leader’s 

ability to create harmony in the group. In a traditional African approach to leadership, leaders 

are expected to be authentic and exemplify the values of the community. The moral dimension 

of leadership is based on the African concept of ubuntu, a humanistic value in which one finds 

identity in relationship with others in the community. Traditional African followers expect to 

actively participate in the leadership process rather than simply being directed from the top. 

Decisions are to be made collectively and in collaboration while building consensus. The best 

decision from an African standpoint is the decision that takes into account all perspectives and 

provides relational harmony. Traditional African leaders are expected to empower their 



 

 

followers and relate to the community and respect the traditions of the group rather than 

simply motivating them to obtain results.  
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IPLS-010: A supportive HR context - a buffer against the consequences of abusive supervision? 

 

Abstract 

 

Prior research has shown that abusive supervision is related to reduced employee well-being 

(Martinko, Harvey, Brees, & Mackey, 2013; Tepper, Simon, & Park, 2017). We looked into 

context aspects of this relationship and examined whether certain HR practices can buffer the 

impact of abusive supervision on employee irritation. Specifically, we tested whether training 

opportunities and complaint procedures serve as buffers and had competing hypotheses about 

the possible moderation effect. 

Our sample consisted of 95 subordinates in France who were on average 30.28 years old (SD = 

10.49), had 8.72 years of work experience (SD = 10.72), and had been working with their 

supervisor for 2.85 years (SD = 3.59). A total of 44 subordinates were male, the remaining 52 

were female. Participants completed Tepper’s (2000) scale on abusive supervision, the French 

Irritation scale (Mohr, Müller, Rigotti, Aycan, & Tschan, 2006), and three items from Villajos, 

Tordera, Peiró, and van Veldhoven’s (2019) scale to measure training and development (α = 

.83), and one item concerning complaint procedures from Wright et al. (2001).  

Results of a linear regression analysis showed that abusive supervision was positively 

associated with employee irritation. This model explained 12% of variance (p < .01). To 

analyse moderation effects, we used Hayes’ (2018) process macro . Both types of HR 

practices strengthened the positive relationship between abusive supervision and employee 

irritation. The results show that a seemingly supportive context may not necessarily have 

positive effects but increased irritation with employees who were exposed to abusive 

supervision – possibly because employees felt the abuse happened despite organizational 

support. The results are discussed with respect to its implications. 
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IPLS-011: Leaders’ competences to induce collective leadership and effectiveness: How military 

leaders can influence their unit outcomes? 

Abstract 

There are extensive body of literature describing individual leadership as an important 
element to affect various outcomes both positively and negatively. In parallel there is increasing 
interest among scholars where leadership is not seen as unidirectional influence but multidirectional 
process where all members despite of their positions are involved in the leadership process. Although 
military organizations are seen as hierarchical organizations with strict top-down chain of command, 
most of the activities are performed collectively where all personnel are expected to exercise 
leadership to succeed in completing the mission. This indicates that collective leadership is an 
outcome of the collective processes and acts as a mediator between commanders’ individual 
leadership behaviour and unit effectiveness. Therefore, the purpose of the study is two-fold. Firstly, 
to determine in what extent collective leadership is expressed in military environment, and secondly, 
to identify relationship between commanders’ leadership competencies and their unit collective 
leadership with effectiveness. 

To achieve purpose, the research was designed including three major components: 
commanders leadership behaviour, collective leadership, and unit effectiveness (see Figure 1). 
Commanders leadership behaviour is seen as a set of leadership competencies which are divided into 
three dimensions of leadership: relational, change, and task. Additionally, those dimensions 
distinguish intrapersonal and interpersonal competencies and sources of power. Relational dimension 
describes leaders’ authenticity through understanding of self-concept and open interaction with 
followers (Avolio & Gardner, 2005; Ilies, Morgeson, & Nahrgang, 2005) contributing to the trust within 
group. This dimension is assessed with extended authentic leadership questionnaire, where 
intrapersonal competencies are self-awareness, self-regulation and ethical regulation and balanced 
processing and relational transparency are interpersonal competencies. Change dimension includes 
transformational competencies to improve both individual and organizational performance (Gang 
Wang, Oh, Courtright, & Colbert, 2011) affecting motivation to develop. This dimension is assessed 
with Transformational Leadership Behaviour Inventory (Podsakoff, MacKenzie, Moorman, & Fetter, 
1990), where intrapersonal competencies are identifying and articulating vision, providing appropriate 
model, high performance expectations, and interpersonal competencies are fostering acceptance of 
group goals, providing individualized support, intellectual stimulation. Task dimension is enforcement 
of the rules (Ekvall, 1991) in order to accomplish the mission and characterized by transactional 
competencies which by Bass (1990) focus on exchange. This dimension was assessed by Leader 
Reward and Punishment Questionnaire (Podsakoff, Todor, Grover, & Huber, 1984) with its 
interpersonal competencies, which are contingent reward behaviour, contingent punishment 



behaviour, non-contingent reward behaviour and non-contingent punishment behaviour. Since 
collective leadership occurs on organizational or group level (Raelin, 2019), it was measured with 
Organizational Leadership Capability (Kivipõld & Vadi, 2010) which includes organizational alignment 
and cohesion, informal communication, extent of centralization and control-feedback system. Unit 
effectiveness is described through satisfaction with leader behavior, and perceived individual and unit 
performance. 

 

Figure 1. Design of the study 

 
Data was collected from major military training facilities of Estonian Defence Forces. Sample 

consists of conscripts (N= 1579) at mean age of 20.3 (SD 1.5) years, mostly male (98.8%) with 
secondary education (86.9%) who were divided into 45 platoons. Each respondent assessed their 
platoon leader leadership behavior, collective performance and unit effectiveness by filling the 
questionnaire. Preliminary results indicate that satisfaction with leader is highly positively related to 
most of the leadership competencies in each dimension, expect punitive behavior and performance 
expectations. Both individual and unit performance are directly moderately affected by commander 
leadership competencies, except punitive behavior which has no relations to personal or unit 
performance. Organizational alignment and cohesion are highly affected by change dimension 
intrapersonal competencies while extent of centralization has strongest connection to rewarding 
behaviour. Control and feedback system is affected strongly with both change and task dimensions. 
Finally, results are discussed and arisen issues are addressed, for example informal communication 
component displayed unsatisfactory internal consistency. 
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IPLS- 012: Leadership and Corruption in Context 

 

Abstract 

Corruption is “the abuse of entrusted power for private gain” (Transparency International, 

2011). Corruption plagues all organizations and it always occurs in a context. The words “corruption” 

and “leadership” rarely appear together. Searching PsycNet for publications with both “leadership” or 

“leader” and “corruption” or “corrupt” in the title pegged only nine items. Only three were in The 

Leadership Quarterly. Neal and Tansey’s (2010) case analysis highlighted the role of context in corrupt 

behavior and Chizema and Pogrebna (2019) reported two studies inspired by the emphasis on context in 

OB and leadership research (Johns, 2006; Oc, 2018). This is the extent of knowledge about context and 

corruption. The present paper proposes a research agenda to expand knowledge of leadership and 

corruption in organizational contexts. 

Difficulty of obtaining data may be deterring researchers. Transparency International’s 

Corruption Perceptions Index is based on self-report surveys. Face-to-face interviewing and even 

anonymous questionnaires are unlikely to yield valid data about corrupt behavior. Kong and Volkema’s 

(2016) use of national data obviates the problem, but only for macro-level analyses. Researching corrupt 

behavior requires experimentation but it will be restricted to the laboratory and will lack external 

validity. Bendahan et al. (2015) and Chizema and Pogrebna (2019) conducted successful laboratory 

experiments on the impact of leadership on corruption and Sundström (2019) used a design that 

combined survey and experimental methods in the field.  
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How much of a leader’s tendency to fight, condone, or commit corruption is rooted in attitude 

or personality and how much in contextual factors that facilitate or inhibit acting on corruption 

attitudes? Personnel psychologists use lie scales in personnel selection; perhaps the personality trait 

Honesty-Humility (Lee & Ashton, 2004; Wang, Dunlop, Parker, Griffin, & Gachunga, 2022) and “The Dark 

Triad” (narcissism, psychopathy, and Machiavellianism; Oda & Matsumoto-Oda, 2022) can predict 

corrupt behavior. Once validated, measures of traits that predict corrupt attitudes and behavior could 

be used in leader selection and promotion.  

Contextual factors worthy of research include the likelihood of being caught, the likelihood of 

being punished, and the severity of the punishment. Can means be devised to shelter leaders from the 

corrupting influence of toxic context? Or does corrupt context overpower everything else? Both 

leadership and corruption occur at multiple levels. Corruption varies between nations—even between 

continents—as well as between organizations, between units within organizations, and between 

individuals. Each more macro level is a context for the focal level, rendering context and levels always 

relevant. 

One relatively new organizational context intervention is the Compliance and Ethics Officer role 

tasked with training and oversight to ensure personnel obey ethical norms and legal boundaries. These 

officers struggle for legitimacy. They are a natural address for leadership researchers seeking fruitful 

collaboration with organizational insiders to study corruption.  

The maltreatment of whistle-blowers in organizations is abominable.  

Research on leadership and corruption in context is not easy. But neither is it easy to live with 

the knowledge that we, leadership researchers, are doing so little to advance what is known about 

corrupt leadership and how we can contribute to its reduction. We dare not continue neglecting corrupt 

leadership and context research lest we become accomplices.   



 

 

3 

 

References 

Chizema, A., & Pogrebna, G. (2019). The impact of government integrity and culture on corporate 

leadership practices: Evidence from the field and the laboratory. Leadership Quarterly, 

https://doi.org/10.1016/j.leaqua.2019.07.001  

Johns, G. (2006). The essential impact of context on organizational behavior. Academy of Management 

Review, 31, 386-408. 

Kong, D. T., & Volkema, R. (2016). Cultural endorsement of broad leadership prototypes and wealth as 

predictors of corruption. Social Indicators Research, 127(1), 139-152. 

Lee, K., & Ashton, M. C. (2004). Psychometric properties of the HEXACO personality 

inventory. Multivariate Behavioral Research, 39(2), 329-358.  

https://doi.org/10.1207/s15327906mbr3902_8 

Neal, M. W., & Tansey, R. (2010). The dynamics of effective corrupt leadership: Lessons from Rafik 

Hariri's political career in Lebanon. The Leadership Quarterly, 21(1), 33-49. 

Oc, B. (2018). Contextual leadership: A systematic review of how contextual factors shape leadership 

and its outcomes. Leadership Quarterly, 29, 218-235. 

Oda, R., & Matsumoto-Oda, A. (2022). HEXACO, Dark Triad and altruism in daily life. Personality and 

Individual Differences, 185, Article 111303. https://doi.org/10.1016/j.paid.2021.111303 

Sundström, A. (2019). Why do people pay bribes? A survey experiment with resource users. Social 

Science Quarterly. Advance online publication. 

Transparency International. (2011). The global coalition against corruption. Retrieved from 

http://archive.transparency.org/news_room/faq/corruption_faq  

Wang, Y., Dunlop, P. D., Parker, S. K., Griffin, M. A., & Gachunga, H. (2022). The moderating role of 

honesty‐humility in the association of agreeableness with interpersonal competency: A study of 

managers in two countries. Applied Psychology: An International Review, 71(1), 219–242.  

https://doi.org/10.1111/apps.12318 

 

https://doi.org/10.1016/j.leaqua.2019.07.001
https://psycnet.apa.org/doi/10.1207/s15327906mbr3902_8
https://psycnet.apa.org/doi/10.1016/j.paid.2021.111303
http://archive.transparency.org/news_room/faq/corruption_faq
https://psycnet.apa.org/doi/10.1111/apps.12318


 

1 
 

Alexandros Psychogios 
Birmingham City University  

Alexandros.psychogios@bcu.ac.uk       
 

Margarita Nyfoudi  
University of Birmingham  
M.Nyfoudi@bham.ac.uk 

 
Jon Gruda 

National University of Ireland Maynooth 
Jon.Gruda@mu.ie 

 

IPLS-013: In Spite of these Complexities:  

Exploring Leader-Follower relationships and the cascading effect of stress in 

complex contexts 

 

Abstract 
 

This is a current study that aims to examine leaders’ and follower’s responses to 
demanding and stressful working contexts like those of Project-Based Organizations 
(PBOs). By focusing on leaders’ and followers’ perceived adversity of working conditions 
as well as leader-follower relationships, the main practical outcome of this study is to 
develop organizational leaders’ stress-reduction skills. We focus on stress in the 
workplace as extant research has demonstrated the harmful effects of stress for 
employees, their teams and the organization as a whole. In particular, employees can 
become physically, emotionally and mentally exhausted. This leads to a state of burnout, 
making employees feeling demotivated and ultimately leading to lower job interest and 
performance decline (Maslach and Leiter, 2008). Hence, work-related stress seems to be 
one of the main elements of creating a hostile working environment that is dominated by 
adverse working conditions, which in turn can damage organizational citizenship and 
leader-follower relationships (Psychogios, et al, 2019).  

Studies have consistently demonstrated that the way in which leaders behave and 
respond at work creates a downward ripple effect in the organization, whereby 
employees model their leader’s behavior (Robertson & Barling, 2013). We believe the 
paucity of research on self-administered leader-focused work-stress reduction is 
potentially an overlooked yet highly fertile and impactful research area. Indeed, leaders 
not only can reduce the harmful impact of stress on their own health and behavior but 
also serve as a relief from stress with regard to their subordinates (Harms et al., 2017).  
Reactions of leaders who cannot handle stress well are even more exacerbated in highly 
turbulent and stressful contexts, so much so that the presence of leaders who can handle 
stress effectively is often required and sought by subordinates (Van Vugt, Hogan, &amp; 
Kaiser, 2008). 
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Cascading leader to follower behavioral effects are especially prevalent in contexts of 
adverse working conditions and increased stress levels (Baumert et al., 2014; Cottini and 
Lucifora, 2013). High turbulent and complex projects ran by PBOs can be included in this 
category. PBOs have become popular since their flexibility to deal with various projects 
(Bourouni et al., 2014). The context of PBO is a semi-autonomous and bounded 
production system, with its own local collaborative network that may transcend 
horizontal departments, cutting across other projects within the PBO and the PBO’s 
supply chain structures (Whitley, 2006). A context like this creates a very demanding and 
turbulent working environment, where managers need to moderate their behaviors 
(Johns, 2006) and adjust fast (Williams, 2013). This, in turn, can increase stress ruining the 
important relational identity of project leaders with their followers (Psychogios, Kapsali, 
Prouska, 2017).  

Our study seeks to understand how the leader-follower relationship is influenced by a 
complex project context and in particular aims: 

a) to understand how a complex project context is perceived by both leaders and 
followers 

b)  to understand how a complex project context affects leaders’ and followers’ 
capabilities  

c) to understand the impact of stress on leaders and followers when coping with 
project complexities   

Context 

Our study is conducted in a group of world-leading international engineering 
consultancies, with a portfolio that covers a wide range of complex projects in sectors like 
energy, transportation, environment, water and urban infrastructure. A prime example 
of complex project is High Speed 2 (HS2). Scheduled to open in phases between 2026 and 
2033, HS2 will be the second high-speed rail line in Britain. HS2 provides a very complex 
and challenging context in keeping it in scope, delivered on time and to budget 
(Department For Transportation, 2017).  

Research Design 

The research design is based on a mixed-method approach. In particular, qualitative and 
quantitative approaches are applied in two stages:  

 

In the first stage, firstly, we conduct interviews with a sample of managers (leaders) in 
order to examine their perceptions about both the complex nature of their context 
involved as well as their attitudes and behaviors regarding their stress levels and the 
methods they follow, if any, to reduce stress at work. Secondly, we conduct interviews 
with a sample of employees (followers) in order to explore further their relationship with 
their line managers and understand the emerging issues related to what makes this 
relationship more or less effective. Within this frame, a key focal area will be the role of 
their leaders’ stress in formulating this relationship. 
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In the second stage, a survey questionnaire will be administered to both leaders and their 
followers in order to measure individual differences and establish a baseline. Measures 
include leadership styles (McColl-Kennedy & Anderson, 2002), anxiety (Spielberger, et al, 
1983), personality (Goldberg et al., 2006), general attachment orientations (Fraley, 
Hudson, Heffernan, & Segal, 2015; Fraley, Waller, & Brennan, 2000; Gruda & Kafetsios, 
2019), as well as demographics, including age, gender, job level, number of supervisees, 
team size, work experience, supervisor experience etc.  In addition, followers’ evaluations 
of their leaders, including  implicit leadership traits (Epitropaki & Martin, 2004; 
Offermann, Kennedy Jr, & Wirtz, 1994), relationship-specific attachment to their leaders 
(Klohnen, Weller, Luo, & Choe, 2005), and overall leader-follower relationship quality 
(Graen & Uhl-Bien, 1995) is also taken into account. 

Results 

This is an ongoing project that is currently under development. For the moment, we are 
in a process of collecting quantitative data of managers and their direct reports that 
participate in various phases of projects that the company is involved. Interviews and an 
analysis of these results will follow. Preliminary results will be presented at the 
conference.   
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IPLS-015: How do leaders engage in sense-giving to explain a complex context? A case study 

for everyday sensegiving 

Abstract 

On September 6, 2012 a small Israeli infantry detachment patrolling the city of Hebron found itself 

outnumbered and under attack by an angry mob. The commanding officer decided not to confront 

the mob and retreated to a nearby store until reinforcements arrived. In the Israeli public 

questions arose as to the competence of the patrol and its commander. Surprisingly, the 

commander of the Judea and Samaria Division praised the young officer’s judgment in choosing 

restraint over force that might have sparked further rioting.  

This story and countless others represent one of the biggest challenges before organizations such 

as police, military, correctional facilities and clandestine services nowadays, namely controlling 

and directing the use of force (Grossman & Christensen, 2007). The aim is to create an 

organization whose members apply and use force but in a restraint manner depending on the 

context. This challenge poses a heavy toll on leaders who are required to communicate and 

sensegive the policy which is perceived as paradoxical.  

Sensegiving, the leader's attempt to influence the sensemaking process of his followers has 

mostly been studied in the context of change (Kraft, Sparr & Peus, 2018). Yet leaders engage in 

sensegiving all the time in their attempt to make the organizational policy better understood 

(Maitlis & Lawrence, 2007), especially when the policy holds contradictions and paradoxes with 

life and death implications.  

The aim of this study was to explore everyday sensegiving conducted by leaders in the context of 

a paradoxical policy with life and death implications and to identify triggers for sensegiving and 

the strategies leaders used as a result of those triggers. Using the grounded theory methodology 

60 members from various levels of field units serving in the West-Bank, ranging from plain soldiers 



 

 

to company commanders (middle management), were interviewed regarding the paradoxical 

"use of force" policy enacted by the IDF in the West-Bank. 

 The resulting grounded theory indicates that everyday sensegiving processes performed by 

leaders in the context of paradox are triggered either by observed or expected difficulties in 

meeting the paradoxical policy or by high levels of tension and resentment expressed by followers 

towards the policy (figure 1). Each trigger instigates a different set of sensegiving strategies. For 

example, elaborating on the policy in response to concerns about performance, and justifying the 

policy in response to expressed tensions brought about by the paradox. Findings also indicate that 

everyday sensegiving is aimed at maintaining the current understandings about the policy and 

results in the formation of small heuristics such as "dos and don'ts" rules.  

 

  

Figure 1: A grounded theory for sensegiving to paradoxical policy in extreme situations 
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IPLS-016: Managing affect for distribution of leadership to address organizational failure: 
Responding to the death of a teenage girl from anorexia 

 
 

Abstract 
 

Reflecting the theme of the conference, our study examines enactment of distributed leadership 
with particular concern to delineate influential aspects of context (Liden & Antonakis, 2009). We 
concern ourselves not just with the type of organization, in our case a professionalized 
organization with pronounced hierarchy (Abbott, 1988), but with the focal target of leadership in 
mind, in our case addressing organizational failure.   

    Despite considerable advocacy for enactment of distributed leadership to improve 
organizational performance (Gronn, 2002), studies highlight formally appointed leaders find it 
challenging to distribute their leadership influence to others (Heifetz, 1994). This is particularly so 
in the case of organizational failure within a professionalized organization, where first, an 
individual formal leader is scapegoated and others in the organization beyond the formally 
accountable leader fear blame and thus distance themselves from responsibility for the failure 
(Morris & Moore, 2000; Weick & Sutcliffe, 2003). Second, employees feel hopeless about 
prospects for organizational improvement in the face of professional hierarchy or a wider system 
that stymies their agency for organizational improvement (Apesoa-Varano & Varano, 2014). Yet 
there is little insight into how affect might be managed so that leadership is distributed for 
organizational improvement (Fitzsimmons, James & Denyer, 2011).  

Empirically, we examine a health and social care organization within England, which 
represents a revelatory context for our more general theoretical concerns, since organizational 
failure is publicly visible in health and social care organizations through media reports and, public 
inquiries (for examples in England, see public inquiry report produced by Laming, 2009) and fear 
of blame and other affective costs thus exacerbated (Shepherd & Cardon, 2009). Our focus lies 
with a most serious case of organizational failure, that of a death of a teenage girl from anorexia 
(‘Eloise’) because a health and social care organization failed to co-ordinate its services effectively. 
Empirically, over a three-year period, we followed the dynamics of distributing leadership from 
the immediate aftermath of organizational failure to the development of a more integrated 
service for young people with anorexia, which encompasses 67 interviews with 36 research 
subjects and 55 hours of observation of relevant meetings and organization development events. 

    Our empirical case elaborates a sequential process of distributing leadership so that managers’ 
and professionals’ leadership efforts are aligned with synergistic effect (Gronn, 2002). Such 



 

 

distribution relies upon the management of affect, with fear and hopelessness (and its corollary, 
hope) identified as prime emotions that follow organizational failure and subsequent service 
improvement. Through our empirical analysis we delineate four sequential affective episodes 
through which leadership is distributed: initially fear causes concentration of leadership towards 
the apex of professional and managerial organization, but then, second, fear of blame is used to 
enhance distribution of leadership amongst a wider professional and managerial constellation; 
followed by, third, professional compassion is re-invigorated towards hope for improvement and 
to enhance distribution of leadership encompassing core professionals on the frontline; and 
finally professional hierarchy is mediated to further engender hope for improvement and extend 
distribution of leadership to more peripheral professionals. 

Our study contributes towards understanding how affect might be managed following 
organizational failure so that fear is mitigated, hope and professional compassion invigorated to 
distribute leadership for organizational improvement (Fitzsimons, Turnball James & Denyer, 2011; 
Spillane, 2006). Our study thus provides insight into the mechanisms that underpin distribution 
of leadership. 

As with all research we recognize there may be specifics of our case that promote the need for 
additional research to further explore the generalizability of our ideas, which we seek to discuss 
further following presentation of our analysis. What may be specific to our case is that the 
individual accountable for organizational failure provided the spark for distributing leadership 
towards organizational improvement. Her actions, while no doubt driven by professional 
compassion, can be understood as a struggle to survive under the risk of becoming a scapegoat. 
In other instances, it may be those professionals nearer the frontline of service delivery, 
susceptible to the sentiment of care that underpins their compassion for the client (such as those 
reported in Wright, Zammuto & Liesch [2017], as possessors of “enduring moral emotions”), 
provide the spark. Hence, that managers drove organizational improvement in our case is not 
generalizable. What our model does illustrate, however, is that a sustainable solution for 
managing affect towards distribution of leadership can be understood as a matter of configuring 
the organization that is co-dependent on emotions invoked amongst both managers and 
professionals.  
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IPLS-017: The Kiss-Up-Kick-Down (KUKD) phenomenon: 

A resource-focused account to explain how some managers get ahead 

 

Abstract 

 

There are myriad organizational anecdotes about managers who advance their careers by 

ingratiating themselves with their superiors (“kiss-up”) while exploiting and abusing their 

subordinates (“kick-down”). Surprisingly, these real-world experiences are not echoed much in 

leadership research. This is a relevant shortcoming when considering that scholars have 

repeatedly called for studies that realistically specify the mechanisms and contexts in which 

managers’ leadership behaviors create function or dysfunction in contemporary organizations, 

especially when these scholars aspire to be relevant (Tourish, 2020). In our presentation, we 

spotlight this phenomenon and develop theory around it (Fisher et al., 2021) to better understand 

how, when, why, and with whom middle managers may engage in it. 

 

We define KUKD as a bidirectional dynamic behavioral pattern in that (1) it involves two 

behavioral strategies, namely kissing-up and kicking-down, which are (2) directed toward upper 

and lower hierarchical levels (3) in a dynamic way that is contingent on the resources available to 

the focal middle manager and the managers around them over time. As such, KUKD describes 

strategic vertical code switching (Anicich & Hirsh, 2017) in which middle managers alternate 

between kissing-up (when addressing upper hierarchical levels) and kicking-down (when 
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addressing lower hierarchical levels). Neither strategy alone is sufficient to qualify for our KUKD 

definition (i.e., multidimensional construct; Law et al., 1998). In focusing on this combination, our 

theorizing goes beyond extant research streams that have touched upon both behaviors (i.e., 

kissing-up and kicking-down) in isolation rather than treating them as a combined phenomenon. 

 

Because career progress is fundamentally tied to the availability of different resources (Ng & 

Feldman, 2014), our framework builds on the conservation of resources (COR) theory (Hobfoll, 

1989; Hobfoll et al., 1990) and its central tenet that people are motivated to obtain, retain, foster, 

and protect resources that provide instrumental benefits (Hobfoll et al., 2018). Drawing from this 

theoretical lens, we derive propositions regarding middle managers’ decision to engage in KUKD 

behaviors—and specifically, how it stems from the interplay of available resources among the 

relevant parties (middle managers and their superiors/subordinates). 

 

We plan to structure the presentation of our conceptual work at the IPLS conference as following: 

We first briefly review the link between resources and career progress from the perspective of 

the COR theory. We then outline how KUKD increases a manager’s resources through three 

resource-related pathways: an upper path involving superiors, a lower path involving 

subordinates, and an internal path related to the managers’ own self-regulatory resources. With 

the same theoretical resource lens, we also consider superiors’ and subordinates’ resources as 

boundary conditions. Lastly, we turn to the role of time as a constraining factor that determines 

whether managers are able to successfully advance their careers through effective resource-

related gains resulting from KUKD behaviors.   

 

In sum, our delineated conceptual framework is a much closer modeling of reality than what the 

extant literature has provided, which is often too narrow behaviorally, temporally, and 

contextually. By incorporating this additional complexity, we are able to recommend 

interventions that may help to subvert the KUKD phenomenon.    
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IPLS-021: 

The Fish can Rot from the Heart, not just the Head: Exploring the Detrimental Impact of 

Transgressions by Leaders at Multiple Levels of an Organization 

 

Abstract 

When leaders commit transgressions, they are seen by followers as failing to uphold established 

norms and expectations within the groups they lead (Abrams et al., 2013; Ditrich et al., 2017; 

Haslam et al., 2020) in ways that are generally detrimental to employee wellbeing, engagement, 

and retention (Epitropaki et al., 2020; Krylova et al., 2017; Shapiro et al., 2011). However, prior 

research has mainly focused on examining leader transgressions in single-level group structures, 

limiting its generalizability to modern organizational contexts that comprise systems of nested 

social structures (Ashforth & Johnson, 2001; Ellemers & Rink, 2005; van de Brake et al., 2020). In 

these contexts, an organization is a higher-level, superordinate group that consists of several 

lower-level, subordinate groups (e.g., work units, teams, departments). Considering the multi-

level nature of typical organizations, would a transgression committed by a higher-level 

organizational leader elicit similar reactions from employees compared to the same transgression 

committed by a lower-level workgroup leader? This is the question that we investigate in the 

current study.  

 

Our research explores the possibility that there are important cross-level dynamics whereby 

leader transgressions at one level (e.g., the organizational level) have differential effects on 

employee outcomes at different levels (e.g., workgroup level vs organizational level; Ashforth et 

al., 2011; Basford, 2014; Epitropaki et al., 2020). Based on social identity theorizing, we argued 

that organizational leader transgressions would affect organizational members’ experiences only 

at the organizational level, with their experiences of the workgroup remaining unaffected (i.e., a 
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workgroup protection effect). However, workgroup leader transgressions would impact 

organizational members’ experiences at both workgroup and organizational levels (i.e., an 

upward coloring effect).  

 

To test these ideas, we developed a 2 (leader group affiliation: workgroup vs. organizational) × 2 

(leader behavior: normative vs. transgressive) between-subjects experimental paradigm with the 

dependent variables (DVs) being (a) identification — workgroup and organization, (b in-role 

performance, and (c) perceptions of leader effectiveness. 360 adult participants (Mage = 37.24 

years, SD = 10.25) were recruited via Cloud Research. Participants then adopted the role of a 

junior cook that has been hired as a member of a kitchen team (workgroup) within a restaurant 

(organization). Within a timed condition, participants were to prepare ingredients for meals that 

have been ordered ostensibly by the restaurant’s customers. After the first set of tasks, 

participants were exposed to a scenario where one of the leaders (team leader or restaurant 

manager) was witnessed in an incident carrying out a transgressive (or normative) behavior 

(conditions were randomly assigned). Thereafter, participants continued with another set of work 

tasks. Identification and in-role performance were measured before and after the transgression 

scenario. Ratings of leader effectiveness were measured post-scenario.  

 

As hypothesized, we observed an upward coloring effect, where exposure to a transgressive 

workgroup leader was indeed detrimental not only to workers’ identification and judgements of 

leader effectiveness at the workgroup level, but also to the same variables at the organizational 

level. A workgroup protection effect was observed for ratings of perceived leader effectiveness, 

where the transgressive organizational leader had no significant impact on ratings of the 

workgroup-level leader, but it continued to have a detrimental impact on judgements of the 

organizational-level leader. Lastly, the workgroup leader transgression was detrimental to 

workers’ performance, but the organizational leader transgression had no such effect on workers’ 

performance.  

 

Overall, this study demonstrates that the transgressions of lower-level workgroup leaders can be 

as detrimental — and in some cases more detrimental — to workers than the transgressions of 

higher-level organizational leaders. In other words, the fish does not just rot from the head, but 

can also rot from its heart. 
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RE IPLS-022: Paradoxes of competition vs. sisterhood in women competing over leadership 

positions 

Abstract 

Women in labor organizations face duality and conflicting demands, concerning existing 

competition and struggles with other women in the organization, versus expectations for 

collaboration and sisterhood (Mavin, 2006;2008; Webber & Giuffre, 2019). On the one hand, 

women are expected to get along well together and to demonstrate sisterhood and 

collaboration. On the other hand, in the competitive organizational environment, they are 

expected to take part and compete with other men and women, in order to gain power and 

visibility. This paradoxical tension becomes more prominent when focusing on issues of 

organizational influence and leadership (Mavin, Grandy. & Williams, 2014; Margolis, 2017; 

Sheppard and Aquino, 2017; Zheng, Surgevil, & Kark, 2018). Research evidence suggest that 

competition between women within organizations are stereotyped and perceived as 

illegitimate. These conceptions might shape expectation that women in organizations will 

behave with accordance to feminine codes of leadership. Following this expectation can 

create a sense of tension for women when they are involved in conflicts over organizational 

influence and leadership (Margolis, 2017;  Marques, 2009; Mavin, 2006). Due to the growing 

numbers of women in leadership positions, the issue of struggle over influence and power 

among women, and how it is managed, is of major interest and significance.  

The current study focused on ways in which women perceive, interpret and navigate the 

tension caused by the competition-sisterhood paradox. In the study, we targeted feminist 

organizations for social change that highlight feminist management values. Feminist 

organizations tend to be more democratic, cooperative, advocate the reduction of 

bureaucracy and aim to flatten the hierarchy. In these organizations, the reduction of internal 

power and hierarchy as well as mutual understanding, compassion and sisterhood, are at the 

core of organizational discourse (Martin, 1990). Due to these organizational values operating 
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in the organizations, the issue of the paradox of collaboration/ sisterhood  versus competition 

becomes more acute.  The study is based on a qualitative method, of semi-structured in depth, 

face to face interviews of 40 women, managers, followers and volunteers, operating in these 

feminist organizations.  

In the current presentation, we review and analyze women’s subjective perception and 

interpretation of the two parts of the paradox - sisterhood and competition. First, we examine 

women's personal interpretation of the meaning of the term "sisterhood." We will address 

the various complexities and discourses that have arisen in relation to the concept, themes, 

and how it is related to women’s personal ability to deal with the contradicting expectations. 

Next, we will examine attitudes towards intragender competition and the perceived 

legitimacy, in the context of feminist organizations. 

In line with this perspective, we argue that women's personal interpretation of the 

solidarity behavior patterns among women in organizations, as well as their perceived 

legitimacy for intragender competition, effects their ability to contain the paradox. That is, the 

ability to acknowledge and account for the existence of interpersonal competition and power 

struggles, alongside expressions of solidarity and support. Alternatively, women will argue 

against the legitimacy of competitive conduct or power in intra-gender relations in the 

organization. We use the lens of the paradox approach as a theoretical framework (Smith & 

Lewis, 2011; Zheng, Surgevil, & Kark, 2018). 
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IPLS-023: A Match Made in Hell? Follower Attachment Anxiety and LMX Ambivalence: 

The moderating role of Leader Neuroticism 

 

A large body of research evidence has accrued to suggest that leader–member 

exchange (LMX)- the quality of the exchange relationship between a leader and a 

follower (Sparrowe & Liden, 1997)- is central to our understanding of how employees 

experience and behave in the workplace (Martin, Guillaume, Thomas, Lee, & Epitropaki, 

2016). Until recently, empirical research had assumed that LMX relationships are 

univalent, ranging from low to high quality. However, Lee, Thomas, Martin, & Guillaume 

(2019) demonstrated that it is common for LMX relationships to be ambivalent, 

comprising of the coexistence of positive and negative thoughts about the relationship. 

Initial evidence suggests that LMX ambivalence is distinct from overall LMX quality and 

has differential and negative effects on employee performance (Lee et al., 2019). These 

findings suggest that further investigation of LMX ambivalence is warranted, especially 

as research on ambivalent and indifferent workplace relationships has been slow to 

“arrive” (Methot, Melwani, & Rothman, 2017). Through the lens of attachment theory, 
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the current research seeks to understand when followers are more likely to perceive 

LMX ambivalence. Specifically, we posit that followers with an anxious attachment style 

- the tendency to worry that an attachment figure will not be available and responsive in 

times of need (Mikulincer & Shaver, 2007) – will be prone to perceive LMX ambivalence.  

Previous research has demonstrated that followers’ attachment styles influence 

their relationships with leaders (e.g., Maslyn, Schyns, & Farmer, 2017). This suggests 

that the attachment style of followers’ may be projected onto leaders and shape the 

way followers evaluate leader behaviors. Accordingly, in the current research we posit 

that followers with an anxious attachment style will be more likely to evaluate their LMX 

relationship as ambivalent. This is because anxious attachment is associated with a 

preoccupation with affirmation from other people and hyper-sensitivity to social and 

emotional cues from others (Fraley, Niedenthal, Marks, Brumbaugh, & Vicary, 2006). 

Additionally, by examining leader neuroticism as a moderator of this 

relationship, we answer the recent call for research to consider how individuals' 

attachment systems may be both activated and regulated in organizational 

environments (Yip, Ehrhardt, Black, & Walker, 2018). A fundamental tenet of 

attachment theory is the assertion that the attachment behavioral system is activated 

and salient in certain conditions, such as times of stress (Bowlby, 1969). We expect that 

when a leader tends to be neurotic (i.e., anxious, depressed, stressed, and moody; 

McCrae & Costa, 1987) they are likely activate an anxious followers’ chronic tendencies 

to worry and ruminate about the relationship.   



 

 

Across three empirical studies we tested our hypotheses, derived from 

attachment theory. In Study 1, we provided an examination of the link between 

follower’s anxious and avoidant attachment styles and LMX ambivalence. The 

relationship between attachment anxiety and LMX ambivalence was found to exist over 

a period of six months, while controlling for baseline levels of LMX ambivalence. In 

Study 2, we found that leader neuroticism accentuated the positive relationship 

between attachment anxiety and LMX ambivalence. Finally, in Study 3, we found 

evidence for moderated mediation with leader neuroticism strengthening the indirect 

relationship between employees’ attachment anxiety and both job performance 

(leader-rated) and ego depletion – via LMX ambivalence.   

To our knowledge, these are the first studies to test an antecedent of LMX 

ambivalence. Thus, by exploring follower attachment style we extend understanding of 

this concept and, more broadly, ambivalence in the workplace. This approach highlights 

that followers' attachment style may influence and bias their perceptions of leadership. 

This is important because prior research has tended to focus on leader behaviours as 

the dominant driver of LMX development (Martin, Epitropaki, Erdogan, & Thomas, 2019; 

Xu, Loi, Cai, & Liden, 2019), whereas we argue that the development of LMX 

ambivalence can be understood by examining follower attributes (i.e., attachment 

style).  In particular, the current research explores the way in which follower attachment 

style can sway their perceptions of leadership. 
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IPLS-026: Leadership effectiveness in multicultural team context: The advantages of leaders’ 

balanced identity configuration 

Despite the potential contribution of effective leadership behaviors to multicultural team (MCT) 

effectiveness, empirical and theoretical research on factors that lead to leadership effectiveness in this 

context is scarce (Adler & Aycan, 2018). To contribute to this research stream, we take a perspective that 

sees identities as a directional force for leaders’ actions (Lord & Hall, 2005), and rely on theories and 

research findings pointing at multicultural identity configurations as drivers of effectiveness in the 

multicultural context (Tadmor et al., 2012), to suggest that MCT leaders’ cultural identity configurations 

direct their effective behaviors. These findings revealed that marginal individuals (low identification with 

both home and host cultures) demonstrated higher effectiveness and adjustment than did assimilate or 

separated individuals (who identify with home or host culture only), although not as high as bicultural 

individuals (Lee et al., 2018; Tadmor et al., 2012). This pattern runs against the traditional acculturation 

perspective that viewed marginalization as an inferior acculturation strategy compared to all others (Berry, 

2006), and poses a question regarding which, and in what way, MCT leaders’ cultural identity 

configurations lead to effectiveness.  

To explore this research question, we focus on the commonalities between configurations of 

balanced identities as a directive force for leaders' behavior and effectiveness. We rely on Harush et al., 

(2016) conceptual development of the global acculturation model (Shokef & Erez, 2006), which specifically 

addresses the relation between two salient cultural identities in the MCT context. The local identity, which 
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reflects the individual's sense of belonging to the local-national culture, and the global identity, which 

reflects the individual's sense of belonging to a global, multicultural community. Harush et al. (2016) 

suggested that in a multicultural context, the balance (degree of symmetry) between local identity and 

global identity in the individual’s self is a meaningful predictor of adaptive behaviors. The model proposes 

that both marginal (low-low identification) and glocal (high-high identification) individuals will 

demonstrate more inclusive and less exclusive responses than individuals with unbalanced identities, who 

dominantly identify with one culture only (global or local). However, leaders do not only react but also 

need to behave proactively to lead. Therefore, additional theoretical and empirical development is 

necessary to understand the relationship between the balanced identity configurations of MCT leaders and 

their effective behaviors. 

 To address this theoretical and empirical gap, we develop a conceptual explanation delineating 

why and how leaders' balance between global and local identities is key in directing behaviors in the MCT 

context. First, based on the social identity theory (Tajfel & Turner, 1986), we conceptualize the marginals 

as members of their global and local groups regardless of their identification strength. Second, we use 

identity complexity theory (Roccas & Brewer, 2002) to argue that leaders with balanced identity 

configurations are higher in identity complexity than leaders with unbalanced identity configurations. 

Third, we explain the cognitive, emotional, and behavioral advantages of high identity complexity for MCT 

leaders, allowing a more accurate understanding of the social context, less bias, and more tolerance toward 

diverse team members (Roccas & Brewer, 2002). Last, we link identity configurations to transformational 

leadership behaviors (Avolio & Bass, 1995).  

To support our claims regarding the relationship between the balanced identity configurations of 

MCT leaders and their effective behaviors, we tested a research model that connects leaders’ identity 

configurations to their transformational leadership behaviors and their perceived leadership effectiveness 

in a study with 298 MBA students, who worked on a four-week joint project in 77 virtual MCTs. In each 

team, one team member was elected by the other team members to be the leader. We conducted a 

mediated multi-level polynomial regression procedure to capture the discrepancy levels between the two 



leader’s identities (global and local) in all configurations and their effect on the transformational 

leadership, and perceived leadership effectiveness reported by followers. The results supported our 

hypotheses, demonstrating that generally, leaders with balanced identity configurations (glocal or 

marginal) are higher on transformational leadership and are perceived as more effective than leaders with 

unbalanced identity configurations (global or local). Additionally, transformational leadership behaviors 

mediated the relationship between leaders’ identity configurations to their perceived leadership 

effectiveness.  

Our work provides theoretical and empirical development that explains how and why leaders’ identity 

configurations contribute to their effective behaviors in the MCT context.   
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IPLS-027: Into the Multiverse: Examining the Followers of Narcissistic Leaders – A Machine 

Learning Approach 

 

Abstract 

Narcissism is “a personality trait encompassing grandiosity, arrogance, self-absorption, 

entitlement, fragile self-esteem as well as hostility – is an attribute of many powerful leaders. 

Narcissistic leaders have grandiose belief systems and leadership styles, and are generally 

motivated by their needs for power and admiration rather than empathetic concern for the 

constituents and institutions they lead” (Rosenthal & Pittinsky, 2006). Narcissism is a multifaceted 

personality trait, comprised of vulnerable and grandiose narcissism (Smith et al., 2018), and forms 

one of the dark triad traits. Although mostly known as a dark triad trait, narcissistic individuals 

also oftentimes possess several characteristics, which can make them effective leaders (Judge et 

al., 2009). Therefore, one could argue that narcissism is indeed the brightest of the dark traits, 

and could be used to understand leadership further. 

Previous studies mostly have focused on assessing narcissism in leaders and examining under 

which conditions narcissistic leaders are more or less likely to be successful. For example, 

although narcissistic leaders likely lack empathy and are often found to “manipulate 

conservational patterns towards their own interests” (Judge et al., 2009), narcissistic individuals 

are likely to emerge as leaders in initial interactions (Ong et al., 2016). Their likelihood to emerge 

as a leader is most likely due to the authoritative component of narcissism (Brunell et al., 2008). 

Indeed, it seems that self-esteem and egotism, two traits that are strongly associated with 
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narcissism, are strong predictors of positive leadership evaluations (Paunonen et al., 2006). 

Similarly, the initial attribution of leadership to narcissistic individuals is likely due to the overlap 

with other personality traits as well, namely extraversion (Grijalva et al., 2015). Indeed, Grijalva 

et al. (2015) describe a curvilinear relationship, in that leaders with moderate levels of narcissism 

were most likely to be deemed effective. Yet, none of the previous studies have examined this 

topic from a leader-follower fit perspective. This is where our study comes in. 

In the presented study, we account for both leaders’ and followers’ personality traits and examine 

which follower personality traits are most likely to correspond to leader narcissism. In order to 

study these leader-follower interactions, we combine a machine learning (ML) approach and 

multiverse analysis to predict the personality traits of a large sample of leaders and engaged 

followers across 18 created multiverses and analyze hypothesized interactions using multilevel 

regressions, also accounting for leader gender moderation effects. We find that the interaction 

between leader narcissism and follower agreeableness and follower neuroticism positively 

predicts follower engagement, while the interaction between leader narcissism and follower 

openness negatively predicts follower engagement. In addition, we find that leader gender plays 

an important moderating role. Limitations and implications are discussed. 
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IPLS-029: How remembering predicts leadership outcomes through the use of a new events 
binding measure 
 
Abstract 

 

Although leadership scholars advocate paying more attention to the role of context as a major factor 

affecting leadership behaviors and outcomes, very few studies address this issue (Porter & 

McLaughlin, 2006). At the same time, externally directed learning approaches such as trainings and 

interventions are common ways to develop individuals’ leadership skills (Epitropaki et al., 2017). 

Integrating these two streams, we argue that events, which consist of personal context-specific 

experiences, are perceived and remembered as part of coherent memory. Individuals can recall the 

details and re-combine the information for skill development. Such a process allows one to form a 

coherent, integrated sense of the self, which enhances the individual’s (leader) identity. For 

instance, in the 2015 British Grand Prix (BGP) Lewis Hamilton called for a pitstop to change tyres for 

the upcoming rain that put him into lead. His decision was likely a result of drawing on knowledge 

structures he constructed from previous BGP events, which are part of his skills and are tied to his 

identity as being an F1 driver. So, if he becomes a team manager in the future, he can use the 

knowledge accumulated from experience to advise his drivers.  

     

Literature suggest that experience is essential for leader development (e.g., Avolio & Gardner, 2005). 

But how exactly does an experiential learning process occur so that self-relevant, context-specific 

leadership skills can be constructed to guide behaviours? We address this question by taking an 

internally directed learning approach, which we refer to as the micro-level cognitive processing of 

binding together features of experienced events. We maintain this as a critical aspect of “naturally” 

learning in which contextual information is stored in memory in a manner that facilitates skill 

development. We propose that through a micro-level cognitive processing of binding together 

features of experienced events, contextual information can be stored in memory in a manner that 

facilitates skill development, allowing people to build knowledge structures that enhance/crystallise 

one’s leader identity as well as being a basis for developing context-specific leadership skills. This 

research extends existing leadership literature by focusing on how people process information to 

build leadership-specific knowledge structures by drawing on their binding capacity of encoding and 



retrieving associated information in memory to inform leadership related self-concepts. We will 

explain this binding process and provide a procedure to measure individuals’ ability to bind event 

related-features and remember such information (i.e., binding capacity; BC).  

      

We refer BC to the ability people have to cognitively associate event related elements together and 

store such information in their memory. We believe that our binding ability can be elaborated into 

means-end chains that support goal pursuit, and at a still higher level, to identity development both 

on a gradual basis as events accumulate and on an inventive basis when one constructs a new 

identity. Therefore, it is critical to understand this micro-level which encodes information into a 

context-specific and associated identity. By successfully applying relevant knowledge to overcome 

leadership problems, individuals may become more confident and more motivated being to lead.  

       

Our BC measure adopted 12 event dimensions from three articles as rating questions with an extra 

dimension about event uncertainty. These dimensions include event novelty (if the event is 

familiar/novel), event disruptiveness (if the event stops one from doing something), and event 

criticality (the event needs to be prioritised) from Morgeson et al (2015) event system theory. From 

the chaos theory of career (Bright & Pryor, 2005), event controllability (how controllable the event 

is) and event influence (how influential the event is) were included. Hoffman and Lord (2013) 

categorized five dimensions including: self-relevance of the event or relevance with others, whether 

the event is static/dynamic, distinctive/ordinary, positive/negative, formal/informal.  

        

Participants were asked to do a memory recall task on the dimensions they rated for a remembered 

event in the order of which they appeared based on 8 randomly assigned dimensions. Binding is 

commonly used to indicate one’s level of working memory capacity which also positively relates to 

fluid intelligence (e.g., Shipstead et al., 2016). Therefore, participants’ IQ were measured with BC to 

validate our measure. Four studies were conducted to test our proposed hypotheses. We developed 

the new event binding measure in Study 1 (N=74), investigated the effect of event binding capacity 

and leadership experience on leader identity, leadership self-efficacy, and affective-identity 

motivation to lead in Study 2 (N=128), and the interactive effect of event binding capacity with self-

relevant/relational events on the leadership variables (Study 3, N=176; Study 4, N=173). Results 

suggested that individuals’ event binding capacity positively correlated with fluid intelligence. 

Individuals with higher event binding capacity and more leadership experience reported higher 

leader identity. A three-way interaction of event binding capacity, self-relevant events and relational 

events also predicted higher leader identity and leadership self-efficacy.  



 

We believe that individuals can construct leadership knowledge structures through learning from 

previously experienced events in a manner that refines relevant knowledge and enhances or 

crystallizes their leader identity. The type of experiences that are inspirational generally involves the 

individuals themselves, which then allows them to build the most self-relevant case-based 

knowledge to inform future behaviors. As people think back to events they have experienced, they 

may also reflect on the knowledge learned and apply it to relevant hypothetical future scenarios to 

guide actions. From a practical perspective, we think organisations and businesses can use our 

measure to help understand how people organise and interpret the events in people's daily work 

lives and how these events can promote personal growth. In the following section, we will draw 

from a wide range of literature to explain how bound event information forms the basis of 

leadership domain-specific knowledge structures that inform leadership related outcomes, 

specifically, leader identity, leadership self-efficacy and affective-identity motivation to lead 

identities.  
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IPLS-030: Competition between women in the workplace environment: Toward a 

comprehensive model of legitimation and denigration of women competition in 

organizations 

 

Abstract  

The main purpose of the current ongoing study is to seek for explanation and extend the 

knowledge regarding the gender gap in management positions, through the lens of 

gendered competition. Although tremendous progress has been made in the representation 

of women in workplace, they remain underrepresented in management positions (Kark & 

Eagly, 2010). One of the explanation for that underrepresentation is that men are more 

motivated by competitive incentives, and more effective in competitive environments 

(Gneezy, Niederle, and Rustichini, 2003). In our work, we examine an alternative 

explanation, arguing that competition among  women in management positions is perceived 

as less desirable, is discouraged by others and when evident it evokes negative feelings in 

other actors who view this.  

A review of the literature of gender stereotypes shows that stereotypes can influence the 

way people perceive situations in the organizational environment and influence peoples 

judgements and behaviors. There are two types of stereotypes: descriptive (what women 

and men are like) and prescriptive (what men and women should be like). Considerable 

research has focused on how perceived sex differences might hinder women being viewed 

as suitable leaders (e.g., Cejka & Eagly,1999; Glick, Wilk, & Perreault, 1995). In addition, 

there is broad evidence in research showing differences in how competition among men and 

among women is viewed, suggesting that women who compete for power and leadership 

can be perceived and judged more negatively (Niedrele & Vesterlund, 2005). In such cases 

there maybe backlash against women striving for leadership and influence. However, little is 

known about the question of ‘under which conditions it will be seen as legitimate for women 

to compete’? Meaning, what contextual factors may affect this. The current ongoing study 

will seek to advance the understanding of the contexts and situations in which women’s 

competition over leadership will be perceived more favourably. We offer a comprehensive 



model, that combines and integrates the individual, relational and environmental factors 

that influence (and might reduce) the negative perceptions towards women's’ competition. 

The current work includes four experiments. In our talk, we will present the findings of two 

to three studies. The first study compared men and women who were competing with same 

sex subjects.  It included 212 subjects (164 female and 48 males). The subjects read 1 out of 

4 scenarios describing competition over management position between two women or two 

men. In two scenarios, the main character (woman or man) competed the other person over 

management position, and in two scenarios, the main character did not compete. After 

reading the scenarios, the subjects completed questionnaire regarding their attitudes and 

feelings toward the main character in the scenario. 

The results indicated that there was more anger towards individuals (women and men) who 

were competing over management position (M= 1.86, 0.09) compared to no competition 

condition (M=1.4, s.d= 0.09), (F=7.2, p<0.01). In addition, we found an interaction effect, 

showing that while women felt more anger towards a woman who competed over 

management position with another woman compared to women who did not compete 

(M=2, s.d= 0.14, M= 1.3, s.d= 0.13) this different was not found towards a man who 

competed with another man (M=1.7, s.d=0.13, M=1.5, s.d=0.13) (F= 2.52, P<0.1). Men 

however, did not show the same pattern of behavior, meaning they felt the same anger 

toward the competition and non-competition conditions.   

The interaction effect was also found to be significant regarding admiration feeling of 

women subjects, but at the opposite direction. Meaning, the discrepancy between 

admiration feelings was smaller regarding woman in competition in comparison to non-

competing woman (M=2.6, s.d= 0.2, M= 2.5, s.d=0. 19), whereas women felt more 

admiration towards a non-competing man in comparison to a man who chooses to compete 

(M=2.8, s.d= 0.19, M= 2.17, s.d=0.19). Men however, felt the same (regarding admiration) 

towards the competition and non-competition conditions. The results indicate that there is a 

double-edged sword for women competing. On the one hand, women who compete for a 

management position evoke higher anger feelings toward them, although they are more 

highly admired.  

Study 2 will include more detailed scenarios and will also test differences in attributions of 

women and men towards competitive behavior over management in three conditions: 

competition over management, avoidance from competition, and neutral response to 

competition. We will test differences in casual attributions for choosing those behaviors 

under four motivational explanations (self-promotion, family reasons, organizational needs, 



and social agenda). This study will be finalized by the conference meeting. Study three and 

four will explore the contextual situations in which women who compete over influence are 

judged more positively. Situations in which women’s competition over leadership is 

perceived as legitimate. We aim to finalize also study three by the conference date. In this 

talk, we will present our theoretical model, as well as the findings of three studies and our 

plans for additional studies. Implications for women’ leadership in theory and practice will 

be discussed. 
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IPLS-033: Why splitting time periods does not eliminate endogeneity from common-method 
variance or other omitted variables 

 

 

Abstract 

 

When studying leadership, whether in a specific context or in general settings, 

researchers face a major empirical challenge: Endogeneity stemming from common-method 

variance and other omitted variables. Contextual factors are often modeled as predictors of 

leadership—whether as independent variables, mediators or moderators. Whatever the case, if 

these variables are measured unobserved factors may impact both the predictor and the 

outcome variable, potentially leading to a biased coefficient estimate of the predictor 

(Wooldridge, 2012). 

 Whereas this problem is increasingly discussed in the leadership and broader 

management literatures (Antonakis et al., 2010; Ketokivi & McIntosh, 2017; Reeb et al., 2012; 

Sajons, 2020; Shaver, 2019), there is an enduring misconception regarding appropriate 

remedies. Specifically, many scholars argue that measuring the explanatory variable x before the 

outcome variable y eliminates or reduces endogeneity stemming from omitted variables. This 

“post hoc ergo propter hoc” fallacy is reinforced by articles suggesting that “temporal … 

separation between predictor and criterion” is a way to “control” for common method variance 

(Podsakoff et al., 2012, p. 549) or that “time intervals between data collection points […] 

increase [ ] a researcher’s ability to control for common method bias” (Doty & Glick, 1998, p. 
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399); as well as editorials claiming that a way to “avoid CMV in the ex ante research design” is to 

“collect data at different points in time” (Chang et al., 2010, p. 179).   

Whereas temporal ordering is in fact a necessary condition for establishing a causal 

effect of x on y, it is not sufficient (Antonakis et al., 2010). The reason is that omitted variables 

tend to correlate with themselves over time and also with the outcome variable. An omitted 

variable at time 1 will therefore still have an association with the outcome variable at time 2.  

In this presentation, we aim to pinpoint this issue and provide researchers with possible 

tools to more rigorously study leadership and its’ context. To this end, we econometrically 

derive why the estimated effect of x on y is likely biased even when measuring x and y at 

different points in time and provide a graphical intuition for this issue. Using a simulated 

dataset, we demonstrate that endogeneity often persists when splitting time periods whether 

the effect is contextually moderated or not. Yet, we draw upon a review of recent publications 

in top management journals that we are currently conducting to provide concrete examples of 

argumentations used in the literature regarding the measurement of variables at different 

points in time as a supposed tool to reduce or eliminate endogeneity bias. In a next step, we are 

planning to also showcase the two-time period problem with real experimental data. 

Overall, we hope that our study will enable researchers to more rigorously study the 

context of leadership with designs that are less prone to endogeneity bias in order to 

meaningfully inform theory and practice. 
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IPLS-035: Fix the Game, Not the Dame: Restoring Equity in Leadership Evaluations 

 

Abstract 

Female leaders continue to face bias in the workplace compared to male leaders. When employees 

are evaluated differently because of who they are rather than how they perform, an ethical dilemma 

arises for leaders and organizations. Thus, bridging role congruity theory (Eagly & Karau, 2002) and 

social identity leadership theories (Hogg, 2001; van Knippenberg & Hogg, 2003), we proposed that 

gender biases in leadership evaluations can be overcome by manipulating diversity at the team level. 

Across two multiple-source, multiple-wave, and randomized field experiments, we tested whether 

team gender composition restored gender equity in leadership evaluations. In Study 1, we found that 

male leaders were rated as more prototypical in male-dominated groups, an advantage that was 

eliminated in gender-balanced groups. In Study 2, we replicated and extended this finding by showing 

that leader gender and team gender composition interacted to predict trust in the leader via team 

perceptions of leader prototypicality. The results showed causal support for the social identity model 

of organizational leadership and a boundary condition of role congruity theory. Beyond moral 

arguments of fairness, our findings also showed how, in the case of gender, team diversity can create 

a more level playing field for leaders. In summary, this research highlights a key context within which 

leadership is enacted–teams–as a potential source of bias, but also intervention, to restore gender 

equity in leadership evaluations by design. 

Reference: Gloor, J. L., Morf, M., Paustian-Underdahl, S., & Backes-Gellner, U. (2020). Fix the game, 

not the dame: Restoring equity in leadership evaluations. Journal of Business Ethics, 161(13), 497-511. 
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IPLS-036: Does seeing eye to eye on pre-training context influence followers perception of 

leadership training outcomes? 

 

Abstract 

 

Leadership research has been criticized for not sufficiently considering the organizational context 

that leadership takes place in (John, 2006; Oc, 2018). The same can be said for leadership training 

research. Despite prominent training-transfer models suggesting that contextual factors such as 

work climate and supervisor support are important factors for learning acquired during training 

being translated into behaviors at work (Baldwin & Ford, 1988; Burke & Hutchins, 2007), empirical 

focus on context is lacking. It could be argued, that context is particularly important in the case of 

leadership training as the ultimate beneficiaries of leadership training are not leaders themselves 

but their followers. Previous research has found that contextual factors had have an important 

impact on the outcomes of training. Others have revealed how differing perceptions between 

managers and their followers on context have detrimental impact on employee, leader, and 

organisational outcomes. In the present study, we integrate these findings of the importance of 

context and aligned perception to explain leadership training outcomes. We examine if 

(dis)agreements, i.e., perceptual distance, between leaders and their followers on two contextual 
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factors, the degree of formalisation and employee orientation, predicts followers’ ratings of 

changes in their leaders’ transformational leadership behaviors as a result of an leadership 

training intervention.  

Method 

The Leadership Training 

This study was set in the Swedish process industry. The leadership training, with 45 participating 

managers, spanned over six months and included both individual and group sessions. At the 

individual level, leaders were provided with 180 degree feedback on their transformational 

leadership behaviors from followers at the start-up of the training. Consultants provided an 

individual feedback-session with each leader, to discuss the results and develop an action-plan. 

In addition, four group sessions were provided. The first and second session introduced 

transformational leadership theory and leaders as drivers of change. The third session focused on 

the work environment and the forth session on preparation and discussing on how to use the 180-

degree feedback results.  Between the sessions, small group meetings were held (including 3-5 

leaders) to discuss challenges, share experiences from their departments, and lend each other 

support. Dialogs between the participating leader and his/her senior manager were also planned 

in between the sessions to set the stage for integration and vertical alignment of each leaders 

planned change. Training tasks, i.e. communicating change, feed-backing results, initiating dialog 

with employees, were given to the leaders by the consultants to work on individually between 

the sessions. 

Procedure and Participants 

All leaders in the leadership training were invited to participate in the study. Out of 64 leader, 45 

provided responses at both time points. The leaders’ employees were invited to participate in the 

study. In total, 389 employees were invited and 324 employees accepted the invitation. 

Participating leaders and employees fill out a survey before the training regarding formalisation 

and employee orientation (Fisther et al., 2014). Employees also rated leaders transformational 

leadership (MLQ: Bass & Avolio, 2004) pre- and post-training. 

Results 



 

 

We used polynomial regression with response surface analysis (Shanock et al., 2010) to examine 

if leader-team perceptual distance of formalization and employee orientation was related to 

leader development of transformational leadership. Thus, we investigated whether linear, non-

linear effects, and the interaction of the teams’ and leaders’ perception of formalization and 

employee orientation at Time 1 predicted leaders’ development of transformational leadership 

at Time 2. 

For formalisation, the slope of the line of congruence was significant and positive, implying that 

agreement between leaders and their teams on formalization at Time 1 positively influenced 

transformational leadership ratings at Time 2 (a1 = .61, p < .001). However, the curvature of the 

line of congruence was negative and significant (a2 = -.82, p = .003) indicating that there was a 

curvilinear effect along the line of congruence. Thus, when leaders and their teams agree that 

formalization are at moderate levels, ratings of transformational leadership at Time 2 are high, 

but when they agree that formalization is high, transformational leadership ratings at Time 2 are 

low. These findings suggesting that leaders develop less during leadership training when both 

leader and their teams agree that the level of formalization in the organization is high.  

For employee orientation, the slope of the line of congruence was positive and significant (a1 = 

.83, p < .001) suggesting that leaders’ and their teams’ agreement on employee orientation at 

Time 1 positively predicted transformational leadership at Time 2. The curvature of the line of 

congruence was also significant (a2 = -.35, p = .003) indicating a curvilinear effect along the line 

of congruence. Thus, when leaders and their teams agree that employee orientations are at high 

levels, the ratings of transformational leadership at Time 2 decline. The slope along the line of 

incongruence was positive and significant (a3 = 0.85, p = .001) suggesting that when leader rated 

employee orientation as higher compared to their team, teams ratings of transformational 

leadership at Time 2 was low.  

Discussion 

We examined the role that leader-team perceptual distance on contextual factors play for 

leadership development. We found that leaders’ and followers’ agreement on two discrete 

contextual factors, formalization and employee orientation, impacted on the development of 

transformational leadership behaviors during a leadership training. Our findings have a number 



 

 

of implications for future research on context and leadership. Our findings extend Oc’s (2018) 

framework (which builds on Johns (2006) categorical dimensions of context) on the role of context 

for leadership by suggesting that it is not only the level of contextual factors that play a role for 

leadership, it is also the extent to which leaders and followers agree on the context that matters. 

In addition, we show that Oc’s (2018) framework also is relevant for understanding how context 

matters for outcomes of leadership training. 

 

References 

Oc, B. (2018). Contextual leadership: A systematic review of how contextual factors shape 

leadership and its outcomes. The Leadership Quarterly, 29(1), 218-235. 

 

Johns, G. (2006). The essential impact of context on organizational behavior. Academy of 

Management Review, 31(2), 386-408. 



Wout de Vries1,  Harry Garretsen1, Janka I. Stoker1 and Hein Wendt2 

1. University of Groningen, Faculty of Economics and Business, Email: w.b.de.vries@rug.nl; 

j.h.garretsen@rug.nl;  j.i.stoker@rug.nl.  

2. Korn Ferry, Amsterdam, The Netherlands. Email: Hein.Wendt@kornferry.com 

 

IPLS-038: Leadership in the Face of a Looming Threat: The Brexit Referendum 

 

Abstract 

 

Our approach to analysing the relationship between leadership and context is to adopt an event-based 

perspective. Events constitute changes in context, and as such provide the necessary variation in 

context that can subsequently be linked to changes in leadership or leadership outcomes (Johns, 2006). 

Importantly, such an approach allows for investigating the (causal) role of the context as an antecedent 

to leadership, rather than as a moderator. Research in this domain is scarce, especially on the impact 

of large-scale events (Aguinis, Boyd, Pierce, & Short, 2011). This lack of research is problematic, given 

the ease with which one can identify external events that affect leaders, and the central role that 

leaders play during such events. We will present our research on the impact of the 2016 Brexit 

referendum outcome on managers in United Kingdom (UK). Brexit’s unexpected onset, widespread 

uncertainty, and need for leadership are contextual elements common to other large-scale shocks, so 

that Brexit allows us to draw valuable lessons about future shocks.  

 

A number of theories aid in predicting how leaders respond to such a large-scale event. Managers of 

organizations commonly classify external events in terms of opportunities or threats, paralleling Johns’ 

(2006) definition of context as “opportunities and constraints” (p. 386). Chattopadhyay, Glick, and 

Huber (2001) further distinguish between different types of opportunities and threats, depending on 

about:blank
about:blank
about:blank
about:blank


whether these primarily influence resources or control. Given the predicted negative consequences 

and widespread uncertainty surrounding Brexit, in our view this event is best characterized as a 

“control-reducing threat” (p. 939). In the face of such a threat, the framework by Chattopadhyay et al. 

(2001) predicts a general tendency for rigid behaviour (Staw, Sandelands, & Dutton, 1981). Specifically, 

this rigidity takes the form of a restriction in information processing and a constriction of control. 

Following Stoker, Garretsen, and Soudis (2019), we maintain that this rigid response corresponds best 

to directive leadership behaviours, and hypothesize therefore that the outcome of the Brexit 

referendum caused an increase in directive leadership in the UK. We further hypothesize that this 

increase was larger for managers at lower management levels, as in their daily operations these 

managers tend to give more specific directives compared to their higher level counterparts.  

 

Our analysis was performed on a large dataset as collected by a global consultancy agency in the 

context of their management training programs. This dataset covered subordinate ratings of the 

leadership style of 96,553 managers working for 1,862 organizations with headquarters in 68 

countries, allowing us to take a multi-level approach and to compare Brexit’s impact on managers in 

the UK with its impact in other countries. For the UK specifically, the data comprised 5,048 managers 

working for 281 organizations, measured between the 30th of May 2015—a year before the 

referendum—and the 23rd of August 2018. 

 

To assess Brexit’s impact, we estimated a number of hierarchical linear (multi-level) models that 

encompass two levels: the individual manager level and the organization level. These models 

compared managers measured before and after the referendum and included an organization-level 

random slope. Throughout, we assumed the referendum outcome to be an exogenous shock—an 

assumption supported by the unexpected nature of the outcome. Specifically, we based this 

assumption on the discrepancy between the actual referendum outcome and the predicted outcome 

in financial and betting markets, as well as in several opinion polls. We also used our wider sample to 



match the UK managers to comparable managers outside of the UK, and combine matching with 

difference-in-difference (DID) analysis to assess Brexit’s causal impact. 

 

In line with our hypothesizing, our multi-level results demonstrate that the Brexit referendum outcome 

caused an increase in directive leadership for UK managers, controlling for age, gender, tenure, and 

country of origin. We also consistently find these same results in our matching and DID analysis, where 

we vary the size of the control group and the pool of countries from which we draw managers. These 

findings are in line with the results by Stoker et al. (2019) for the 2008 financial crisis. We additionally 

find that the increase in directive leadership is primarily driven by managers at lower hierarchical 

levels. In a number of additional analyses, we find no differential effect for managers of organizations 

with relative large exports to the EU, of multinational organizations, or of organizations with 

headquarters outside of the UK.  

 

Overall, our current results illustrate the leadership consequences of a large-scale threatening event 

such as Brexit. The findings indicate that the increase in directive leadership persisted over the two-

year period following the referendum, demonstrating the impact of the long period of uncertainty on 

UK managers. We argue that there is a clear role of policy makers in shaping the duration of this period. 

We believe that these results allow for drawing valuable lessons about other large-scale events, or 

crises, that leaders are faced with, and that share many of the same features as Brexit. Similar to Brexit, 

crises such as wars, pandemics, and climate change, all constitute a shift in the macro context, pose 

threats, generate uncertainty, and require leadership.  
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IPLS-039: Leader Machiavellianism, (un)ethical climate and abusive supervision  

Abstract 

Machiavellianism, a dispositional tendency to manipulate and exploit others in order to maximize 

personal gain (Christie & Geis, 1970), has often been linked to harmful behaviors in the workplace and 

negative forms of leadership (e.g., Kiazad et al., 2010). Machiavellians (Machs) are frequent cheaters 

who reduce the social capital of a group (e.g., Gunnthorsdottir, McCabe, & Smith, 2002). They are 

strongly goal driven, do what is in their own best interest, and do not shy back from even using 

unethical, counterproductive, and abusive (leader) behavior (Gunnthorsdottir et al., 2002).  

 

However, Machiavellians do not always engage in these ‘dark’ types of behaviors (Greenbaum, Hill, 

Mawritz, & Quade, 2017). Preliminary evidence suggests that Mach leaders sometimes do not show 

or even suppress selfish behaviors (Den Hartog & Belschak, 2012). Indeed, despite some studies 

reporting a positive link between Machiavellianism and abusive supervision (e.g., Kiazad et al., 2010), 

overall meta-analytic effects for Machiavellianism in relation to abusive supervision failed to reach 

significance, suggesting that moderators might be at play here (Zhang & Bednall, 2016). Thus, the 

expression of trait Mach in harmful Mach behaviors may depend on the circumstances. Yet, little is 

known about the conditions that facilitate the expression of trait Machiavellianism in terms of leaders 

showing more or less abusive supervision.  

 

Here, we draw on trait activation theory to better understand the conditions under which Mach trait 
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expression is reduced or facilitated and under which Machiavellianism in leaders may potentially have 

more or less negative effects on followers. According to trait activation theory (e.g., Tett & Guterman, 

2000), personality traits are likely to manifest in specific behaviors only when situational cues for the 

expression of trait-relevant behavior are present (i.e., cues that are thematically connected to the 

trait). Consistent with trait activation theory, we argue that an unethical organizational climate, where 

conforming to company policies and regulations is of little consideration, that is a low rules climate 

(Victor & Cullen, 1988), favors Mach behaviors. Such an organizational climate of disregarding rules 

provides ample opportunities for hierarchical mistreatment to maximize self-interest. Similarly, an 

instrumental climate where members are willing and able to disregard morality and take advantage 

of others to achieve their own ends (Victor & Cullen, 1988) serves as a cue for the expression of the 

Mach trait. In such unethical organizational climates, Mach leaders will use all means available to 

achieve selfish goals and show abusive supervision as acting in self-centered and harsh ways is 

accepted behavior that does not run counter to the norm.  

 

In sum, we propose that the manifestation of trait-relevant behavior of leader Machiavellianism 

depends on the organizational (un)ethical climate: A low rules climate or a highly instrumental climate 

both offer relevant cues for Mach trait expression. In contrast, a high rules climate or a low 

instrumental climate, in which cues for Mach trait expression are absent or expression of selfishness 

and manipulative behavior is even discouraged, leader Machiavellianism is less likely to translate into 

showing abusive supervision as this runs counter the norm. When leader Machiavellianism is 

expressed in abusive supervision, this is also likely to affect the behavior and wellbeing of 

subordinates. Abused subordinates may withhold OCB as a safe way of retribution. Abusive 

supervision is also likely to cause chronic work related stress in the form of emotional exhaustion. 

Thus, we expect that when employees perceive their leaders’ behavior as abusive they will show less 

pro-organizational behavior in terms of OCB and report more emotional exhaustion. Our full 

theoretical model is summarized in Figure 1.  



 

We find support for our hypotheses in two studies of 219 and 183 leader-follower dyads. Both for a 

low rules climate and a high instrumental climate, leader Machiavellianism is positively related to 

leader abusive supervision, which, in turn, is negatively related to subordinate OCB and positively 

related to subordinate emotional exhaustion. However, when rules climate is high or instrumental 

climate is low, Mach behavior is not expressed, and thus there is no indirect effect of leader 

Machiavellianism on follower OCB and emotional exhaustion through leader abusive supervision. 

Thus, our study shows that the psychological work climate is critical for the expression of leader 

Machiavellianism in abusive behavior and the related negative consequences to occur. 

  

Figure 1. Full theoretical model 
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IPLS-041: To Help or Hinder?  
 

Female Leaders’ Reactions Toward Gossip Targets  
 
 
 
 

Background. Research and public discourse on women helping women in the workplace has 

surged in recent years (Zalis, 2019). Much of this material presents options for championing women’s 

leadership and advancement; less guidance is provided on how women can be supportive of one 

another in the face of potentially destructive situations. One common workplace example is the 

context of women-to-women gossip. Gossip refers to the sharing of negative information about an 

absent third party (Kurland & Pelled, 2000), and can form a critical foundation for developing 

interpersonal relationships, often at the expense of another person (Erdogan et al., 2015). This is 

observed most readily between the person sharing the gossip (i.e., gossiper), the person receiving 

the gossip (i.e., recipient), and the absent third party - the person being gossiped about (i.e., target). 

The literature has focused mostly on the effects of gossip on the gossiper’s reputation (Sommerfeld 

et al., 2008) and less on the interpersonal treatment of gossip targets, particularly from leaders and 

coworkers following a gossip incident. Thus, we examine how gossip targets might be treated 

following a gossip incident among female leaders. We focus on gossip recipients’ behavior (see 

Martinescu et al., 2015) and how a women-to-women gossip context influences behavior toward the 

gossip target. 



Purpose. Extant literature is mixed on the role of gossip in the workplace, particularly in the 

context of status differences. While some have characterized gossip as “the mutterings of the 

powerless” (Stewart, 2016), others point out the use of gossip to gain and even usurp those in 

power. As such, it has particular relevance for women’s leadership emergence, as numerous theories 

have discussed tokenism, “think manager, think male”, and the so-called “queen bee” syndrome. 

Workplace gossipers are likely to undermine significant people they admire or fear. This conflictual 

approach to gossip is summarized as: “Gossip comes from the individual who has the largest, yet 

most fragile, ego and who feels the greatest threat to their job security, self-esteem, popularity or 

status” (Leach, 2019). In the workplace, reputation is critical and easily tarnished by negative 

information. Thus, research is needed to explore how women leaders respond to gossip about other 

women in the workplace. Do female leaders help or hinder gossip targets? The present research 

examines female leaders as gossip recipients and their interpersonal behavioral reactions toward 

female gossip targets. 

 Method. Three weeks prior to a leadership development seminar sponsored by a regional 

women’s networking association, an online questionnaire was distributed to 150 female attendees 

working in various organizations. Participation was voluntary and confidential; however, participants 

were informed that their responses would be shared in aggregate at the seminar. Seventy-eight 

(52%) returned their questionnaires. Average age was forty-seven years, forty-five percent held a 

university education, and participants primarily worked in senior management (8.9%); management 

(11.5%); and support positions (36.7%). 

  To establish a women-to-women gossip context, we used the critical incident technique to 

elicit salient experiences of receiving workplace gossip from a female co-worker. After completing 

the critical incident, participants responded to several behavioral questions.   

Findings. Consistent with gender stereotypes, most gossip recipients identified the gossiper 

as female (87%). Similar to previous research (Martinescu, et al., 2019), gossipers were identified 



mainly as peers (55%), subordinates 18%), supervisors (9%), and ‘other’ (i.e., person on another 

team) (18%).  

Most gossip recipients reported that they would both not tell the gossip target and did not 

share the gossip with another person (64%). We also found support for interpersonal implications of 

gossip, as female leaders who received the gossip were less likely to avoid future interaction with the 

gossip target (2 (1) = 40.21, p < .001), more likely to introduce the gossip target to someone that 

would help her in her career (2 (1) = 13.13, p < .001), more likely to buy her a coffee (2 (1) = 18.51, 

p < .001), and more likely to sit beside her at lunch (2 (1) = 29.54, p < .001). However, the female 

leader who received the gossip was less likely to support the gossip target’s application for a pay 

raise (2 (1) = 3.28, p = .070), and less likely to bend a rule for her if the opportunity was presented 

(2 (1) = 24.82, p < .001). 

Contributions. This study examines an overlooked dynamic: the gossip recipient’s 

interpersonal behaviors toward gossip targets among female leaders. Our findings suggest that 

gossip is a complex dynamic through which women leaders both help and hinder other women’s 

progress.  

Limitations. Limitations of this study include selection bias (i.e., self-identified leaders), 

sample size, and social desirability. We intend to address these limitations in a larger study as well as 

examine potential affective mechanisms, such as shame, that explain the observed relationships. 
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IPLS-048: When CEOs used to take your order: CEO disclosures of experience in “unglamorous” 

jobs and leader effectiveness 

 

Abstract 

 

Theories have long suggested that more approachable leaders are more effective (e.g., House, 

1971). But appearing approachable may present a challenge for some leaders. For example, 

particularly high-status business leaders such as Chief Executive Officers (CEOs) may seem 

unapproachable (e.g., Garcia, Weaver, & Chen, 2019; Jones, Gergen, & Jones, 1963). Business 

leaders may be particularly at risk of appearing unapproachable when they work in contexts that 

further emphasize their high status, such as when CEOs are head of companies in industries that 

are stereotypically higher-status contexts (e.g., finance, technology) as opposed to stereotypically 

lower-status contexts (e.g., retail, manufacturing), or when a CEO’s personal background is high 

status (e.g., coming from a higher, rather than lower, socioeconomic status (SES) family). 

 

We propose that CEOs can thus benefit from exposing their ordinary sides: by disclosing 

experience working in unglamorous jobs (e.g., waiting tables), which should serve to enhance CEO 

approachability. Further, we propose that such disclosures will be most beneficial for CEOs who 

are most at risk of appearing unapproachable, namely CEOs who work in higher-status industry 

contexts and CEOs who come from a higher-SES background. Thus, a CEO’s disclosures about their 

“ordinary” past may interact with factors such as the organizational context in which they lead 

and their personal life context to shape employee evaluations of these business leaders. 

 

Three studies tested this question. First, an archival study examined whether CEOs (N=190) 

disclosing experience in unglamorous jobs in interviews in the New York Times’ Corner Office 

column was associated with higher CEO approval ratings. We developed and applied a coding 

scheme to the interviews to identify CEOs who disclosed working in unglamorous jobs (N=30 

CEOs, 15.8%). Examples included: “I had a million jobs growing up — everything from paperboy 



 

 

to working in warehouses” (David Cancel, CEO of Drift) and “My first job was as a janitor for local 

churches in Georgia, where I grew up” (Corey E. Thomas, CEO of Rapid7). We linked these data 

with CEOs’ approval ratings from Glassdoor.com, one of the largest databases of company 

reviews. Reviewers on Glassdoor.com have the option to select whether they approve, 

disapprove, or have no opinion of the organization’s CEO, and a percentage score for the number 

of reviewers who select “Approve” is calculated for each CEO. We identified whether the CEO 

worked in a high-status or low-status industry context, based on the framework provided in Glick, 

Wilk, and Perreault (1995). Results indicated that CEOs who disclosed working in unglamorous 

jobs had higher approval ratings, but only when the CEOs were head of an organization in a high-

status industry context. While CEOs in high-status contexts who disclosed that they had worked 

in unglamorous jobs had approximately 16% higher approval ratings, the approval ratings of CEOs 

in low-status contexts who disclosed that they had previously worked in unglamorous jobs did 

not differ from CEOs who did not disclose experience in unglamorous jobs. 

 

Second, an experimental study took advantage of the fact that Jeff Bezos, former CEO of a 

company in the high-status tech industry context, worked as a fry cook at McDonalds. Recruiting 

participants on Amazon’s Mechanical Turk (N=922, 52.5% men, 46.4% women, MAge=29.10, 

SDAge=12.11), we reminded them that as an “MTurker,” they work for Amazon, and that Jeff Bezos 

is their CEO (as was true at the time). All participants then read a short interview with Jeff Bezos 

based on actual newspaper articles. However, participants were randomly assigned to one of 

three conditions: 1) a control condition, in which they simply read the short interview, 2) an 

unglamorous job disclosure condition, where a question and response were added in which Jeff 

Bezos revealed his experience in an unglamorous job (e.g., “My first job was as a fry cook at 

McDonald’s … And there I learned that customer service is really hard”), or 3) a third-party 

disclosure condition, in which Jeff Bezos discussed customer service at McDonald’s from an 

observer’s point of view (e.g., “In the neighborhood where my family lived we had a McDonald’s 

… Customer service for them was really hard”). This third-party disclosure condition obviates 

length as a potential confound and allows us to test whether any discussion of the value of 

unglamorous jobs, rather than specifically self-disclosures of personal experience in unglamorous 

jobs, would have similar effects. Then participants answered the same CEO approval ratings 

question as on Glassdoor.com. When Jeff Bezos disclosed his experience in an unglamorous job 

in the interview, he received a 7.1% increase in approval ratings as compared to the control 



 

 

condition (i.e., 67.0% selected ‘approve’ compared to 59.9% in the control condition). The third-

party disclosure condition, however, did not boost approval ratings compared to the control 

condition (56.3% selected ‘approve’). This offers causal evidence in line with the archival study. 

 

Third, another experiment featuring a hypothetical CEO in a news article (N=409 adults recruited 

through personal networks, 58.2% women, 40.3% men, MAge=29.10, SDAge=9.93) tested whether 

a CEO’s personal background as high or low SES would shape the effects and aimed to explore 

possible mechanisms. Results indicated that disclosures were somewhat more effective for CEOs 

with a higher rather than lower SES background. Further disclosures increased perceived CEO 

approachability regardless of SES, and increased a CEO’s perceived empathy for workers in lower-

status jobs, particularly for higher-SES CEOs. 

 

In sum, we find that CEOs who emphasize their experience in unglamorous jobs (e.g., waitstaff, 

paper routes) are given higher approval ratings by employees on Glassdoor.com. But this is most 

evident for CEOs who worked in higher-status industry contexts, and to some degree, CEOs who 

come from a higher-status background. Overall, this research suggests that CEOs who come from 

humble beginnings – who have experience working in lower-status jobs – may be most effective, 

especially when they are at risk of appearing particularly unapproachable because they work in a 

high-status context or come from a high-status background.  
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IPLS-049: Leader Identity on the Fly: Intra-Personal Leader Identity Dynamics in 

Response to Strong Events 

 

Abstract 

Recent theorizing challenges the notion that leadership, and especially leader identities, 

are static (Epitropaki et al., 2017; Lord et al., 2016; Lord & Chui, 2017). Yet, we know little about 

the dynamics that characterize how and why leader identities change within individuals across 

short periods of time.  

From the perspective of event systems theory (Hoffman & Lord, 2013; Morgeson et al., 

2015) and temporal approaches to leadership (McClean et al., 2019), we seek to describe and 

predict dynamic patterns of individuals’ leader identity change. We challenge the notion of 

leader identity formation as a long-term, gradual development process, and instead suggests 

that it is best characterized as a dynamic pattern of identity ebbs and flows (McClean et al., 

2019). We argue that individuals’ leader identities vary around their preferred identity state 

(i.e., an identity-equilibrium), and that these identity dynamics can be quantified by the velocity 

(i.e., rate of change) and acceleration (i.e., change in velocity) at which intra-personal change 

occurs.  

Building on temporal (McClean et al., 2019) and event systems (Hoffmann & Lord, 2013; 

Morgeson et al., 2015) theories we propose that these leader identity dynamics are likely to be 

triggered by the experience of strong (i.e., critical, novel, disruptive. extraordinary) daily events. 

Strong events may disrupt routines and individuals respond with experimenting and negotiating 

who they are (not) in terms of leadership and followership. We argue that the experience of 

strong daily events facilitates fluctuations in leader identity salience, and that these events are 

more impactful in unfamiliar than familiar contexts.   



 

 

We collected experience sampling data from a total of 69 young adults (1,159 data 

points) at a University in the United Kingdom across seven-day periods at three different time 

points during the academic year. Using Dynamical Systems Modeling, we analyzed the velocity 

(i.e., rate of change) and the acceleration (i.e., change in velocity) as parameters of intra-

personal leader identity dynamics. Our findings show that experiencing strong daily events 

positively relates to changes in leader identity salience. Moreover, we show that over time the 

more frequent events change in strength, the more frequent individuals’ leader identity salience 

changes, too. This relationship was not stronger in unfamiliar as compared to more familiar 

contexts.  

Knowing that events facilitate leader identity dynamics has important implications for 

leader identity development as it suggests that experiencing strong events informs leader 

identity change and, ultimately, the formation of new preferred leader identity states (i.e., a 

new identity equilibrium). We will discuss further implications for theory and research in our 

presentation. 
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IPLS-052: Are the verbal charismatic leadership tactics universal? A first empirical 

investigation across cultures 

 

Abstract 

 

Cross-cultural studies identified charismatic leadership as universally desirable (House, Hanges, 

Javidan, Dorfman, & Gupta, 2004). Yet, what does it take to be perceived as charismatic across 

cultures? A growing literature has identified several verbal communication techniques (e.g., 

metaphors, rhetorical questions) that can lead to attributions of charisma, favor leader selection, 

and even increase followers’ performance (Holladay & Coombs, 1994; Howell & Frost, 1989; 

Jacquart & Antonakis, 2015; Meslec, Curseu, Fodor, & Kenda, 2020). However, theory and 

evidence about these charismatic leadership tactics (CLTs) come mainly from a handful Western 

countries (see, e.g., Ernst et al., 2021), raising questions concerning their cultural generalizability 

(cf. Den Hartog & Verburg, 1997). Thus, in this manuscript, we test whether the appreciation of 

the CLTs developed in Western contexts is culturally contingent. 

 

We focus on a highly consequential leader selection setting that has been often studied—U.S. 

presidential elections (e.g., Mio, Riggio, Levin, & Reese, 2005)—and explore whether candidates’ 

use of CLTs affects voting choices of American citizens with culturally heterogenous, non-U.S. 

ancestries. This empirical setting allows us to avoid methodological issues related to linguistic 

equivalence, which would be particularly problematic when studying CLTs delivered in different 

languages (cf. Bligh & Robinson, 2010). Our empirical approach—reminiscent of the 

“epidemiological approach” developed by economists (Fernández, 2011)—follows a simple 

intuition: The country where a person’s close-knit family (e.g., parents, grandparents) comes from 

can be used to identify individuals whose cultures are potentially different. Thus, descendants of 

migrants who now live in the same country can be seen as culturally heterogenous individuals 

who, however, experience similar contexts and speak the same native language. 
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Relying on secondary data covering thousands of individuals and 12 presidential elections (Smith, 

Davern, Freese, & Morgan, 2019), we explore if CLTs used by the various presidential candidates 

(measured by Jacquart & Antonakis, 2015) predict retrospective, self-reported voting choices and 

if voters’ cultural ancestry moderates this relationship. Following several empirical examples in 

political science (e.g., Markus, 1988; Nadeau & Lewis-Beck, 2001), in our regression models we 

control for various covariates at the election (e.g., incumbent party, economic performance 

before the election) and individual levels (e.g., political preferences of the respondent). Finally, to 

explore which specific cultural dimensions explain the patterns we observe, we study if the 

appreciation of CLTs is moderated by national cultural indexes previously suggested by the 

literature (House et al., 2004). 

 

Our findings suggest that CLTs tend to be appreciated by most cultural groups living in the U.S., 

albeit with some heterogeneity. Moreover, specific dimensions of national culture of origin (e.g., 

future orientation) predict the heterogenous response to leaders’ use of CLTs. However, these 

cultural dimensions are not always the ones documented by previous research on cross-cultural 

prototypes of charisma, suggesting that the same “charismatic leader” prototype might indicate 

rather different behaviors. In sum, our results indicate that charismatic behaviors might be 

culturally contingent, and suggest that much remains to be discovered when it comes to 

understanding how charisma pans out across different cultures. 
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IPLS-053: Inside the Leader-Follower “Double-Interact”: Interpersonal Dynamics and the 

Development of Leader-Member Exchange (LMX) 

 

Abstract 

One of the most prominent theories within organizational science that addresses relationships at 

work is Leader-Member Exchange (LMX) theory, which assumes that leaders do not develop the 

same relationships with all of their followers (Dansereau, Graen, & Haga, 1975). In its original 

articulation LMX was described as a dynamic interpersonal process between leader and a 

member, where the behavior of each dyad-member depends on that of the other, also referred 

to as ‘double-interacts’ (Graen & Scandura, 1987). The double interact is generally the basic unit 

of analysis for the co-determinacy and mutual influence in a dyadic relationship (Hollander, 1976), 

which makes it particularly relevant for the study of leadership.  

While LMX was originally framed as a dynamic interpersonal process (Dienesch & Liden, 1986; 

Graen & Scandura, 1987), it is rarely studied as such (Hofmans, et al., 2018). Methodological 

constraints on empirically measuring leader-follower dyads have resulted in a shift from an 

originally temporal conceptualization of LMX (e.g., Graen & Scandura, 1987), to a ‘static’ view 

where one studies the covariance between antecedents and outcomes of LMX quality (e.g., 

Dulebohn, et al., 2012). This ‘static’ approach obscured the role of time in LMX (e.g., Castillo & 

Trinh, 2018; Kim et al., 2019) and reduced LMX theory to a set of individual difference in leader-

member relationship quality. As a result, important temporal notions, such as the emergence, 

path-dependency, maintenance, and breakdown of leader-member relationships (e.g., non-

linearity), have remained underexposed in extant theorizing and empirical work on LMX. 

Therefore, the aim of this study is to bring LMX theory back to its original premise of a dynamic 

interpersonal process (i.e., the ‘double-interact’) and explore what role the double interact plays 

in the emergence of and sustainability of leader-follower relationship.  
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In this study, we take a dynamic systems approach and translate familiar static elements to their 

dynamic counterparts. Specifically, we capture the ‘double interacts’ (i.e., sequences of 

interpersonal behavior) by using the Interpersonal Circumplex (IPC) model as a map on which we 

can track topological change in the social interaction behavior of dyad-members over time (e.g., 

Sadler, et al., 2009). The pattern of interpersonal behavior that emerges over time is a function 

of dyad-members’ dynamic personality, the match between them, and their mutual influence on 

one another (Shoda, Tiernan, & Mischel, 2002). We dissect the emergent pattern of interpersonal 

behavior and show how these different patterns influence the quality and sustainability of the 

leader-member relationship. Next, we explain how this leads to four general LMX-development 

scenarios that differ in their quality and sustainability. We conclude with an overview of various 

methods that can be used to assess the propositions outlined in this paper. 

This paper makes several contributions to the LMX literature. First, we present a temporal 

conceptualization of the leader-member ‘double-interact’, which allows for studying LMX as the 

dynamic interpersonal process that it was intended to be (Graen & Scandura, 1987). Our 

conceptualization provides insight in the moment-to-moment interpersonal behavior dynamics in 

the leader-member dyad and can direct a new line of empirical inquiry into what happens in the 

‘double-interact’ over short time intervals. Second, we present a temporal theory (e.g., Roe, 2008) 

of LMX, with various propositions, that allows for temporal forecasting of how leader-follower 

relationships may unfold over time. Lastly, our temporal approach integrates trait-perspectives, 

behavioral-perspectives, LMX theory, and power structures into a unified model, thereby bridging 

largely disconnected fields in leadership research (Avolio, 2007).  
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IPLS-057: Contextualizing the “Impostor Syndrome”: Examining Distinctive Treatment 

 

Introduction 

Many successful leaders, from Sheryl Sandberg to Howard Schultz , have expressed 

feeling like an impostor – that they ended up in their esteemed leadership roles not because of 

merit or achievement but because of some oversight on the part of important others, or 

perhaps due to sheer luck. Despite their objective success, these individuals express difficulty 

internalizing their achievements and accomplishments and worry that they may be uncovered 

as frauds. This feeling is often referred to as “impostor phenomenon” or “impostor syndrome” 

(e.g., Bernat, 2008; Clance & Imes, 1978), and over the last decade, this topic, and the term 

“impostor syndrome”, in particular, has gained immense traction, both in academic research 

articles and in popular media outlets. 

As the term, imposter ‘syndrome’, implies, scholars have predominantly treated this 

concept has as a problematic personality trait or disposition; that is, as something that arises 

from within the individual ( e.g., Clance & Imes, 1978; Kolligian & Sternberg, 1991). As such, 

most research has focused its attention on examining individual characteristics that could 

explain feelings of imposterism (Bernard et al., 2002; Sakulku, 2011).  

The present research takes a different perspective on this phenomenon. Instead of 

conceptualizing imposterism as a trait or syndrome, we argue that impostor feelings are a 

psychological experience that can arise from the context in which people operate. As such, 

instead of examining characteristics within the individual, we examine contextual, 

organizational-level variables that could explain people’s impostor feelings. In this particular set 



 

 

of studies we focus how one’s everyday interactions and interpersonal relationships at work 

shape impostor feelings (Begeny, Huo, Smith & Ryan, 2019; Huo & Binning, 2008; Rogers & 

Ashforth, 2017). We aim to show that people who are treated with dignity and respect by their 

colleagues, and are appreciated for their qualities, knowledge, and ideas are less likely to feel 

like impostors.  

Method and Results 

We tested our predictions in three studies. Study 1 was a two-waved longitudinal study 

(N = 182). In both waves, our survey included measures of positive treatment (5 items; α > .70; 

Begeny et al., 2019) and impostor feelings (3 items; α > .70; Leary, 2007). We tested our 

predictions with multilevel structural equation modelling. The model showed good fit to the 

data. Furthermore, as expected, analysis revealed that changes in positive treatment over time 

predicted changes in impostor feelings (B = -.79, SE = .19, p < .001). 

Study 2 was a field experiment (N = 432). We randomly assigned participants to one of 

two conditions. In the positive treatment condition, participants were asked to describe two 

past instances in which a fellow employee or group of employees came to them for ideas, 

advice, or guidance on some work-related issue, or sought them out to utilize a particular skill or 

base of knowledge they possessed that could be useful in addressing a work-related matter. 

Participants in the control condition described the routes they take to and from work. After this 

manipulation, we measured participants’ impostor feelings (3 items; α > .70; Leary, 2007). As 

expected, participants reported lower levels of impostor feelings in the positive treatment 

condition (M = 2.69, SD = 1.49) compared to control condition (M = 3.09, SD = 1.48), F(1,425) = 

7.49, p < .01, d = .26.  

Study 3 was a preregistered, randomized double-blind experiment. We recruited 

individuals employed by organizations in the US and UK to complete a two-part study (N = 524). 



 

 

Prior to exposure to a distinctive treatment manipulation we assessed their general impostor 

levels. We then tested whether the effect of the manipulation of distinctive treatment differed 

as a function of individuals’ levels of impostor feelings. As expected, participants reported lower 

impostor feeling in the positive treatment condition (M = 2.70, SD = 0.78) compared to control 

condition (M = 2.89, SD = .77), F(1,519) = 7.66, p = .01, d = .25. Results further showed this effect 

was not moderated by individuals’ initial impostor levels, F(1,519) = 0.02, p = .88, d = .01, 

indicating that distinctive treatment benefitted both conventionally defined impostors and 

“non-impostors” alike. 

Conclusion 

Overall, the present research suggests that feelings of impostorism are a psychological 

experience that can arise in response to the context in which people function. In accordance, we 

show that how people are treated at work has important implications for whether they feel like 

impostors. In doing so, this research has important implications for how one would go about 

reducing feelings of impostorism. That is, instead of focusing on how women themselves should 

battle their impostor feelings (i.e., they should lean in, become more confident, and face their 

fears), our results suggest that organizations could play an important role in reducing such 

feelings by creating a context of support and respect.  
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IPLS-060: Attachment Orientations in Context: The Case of Cognitive Task Performance 

According to attachment theory (Bowlby, 1973, 1980), individuals develop characteristic coping 

orientations early in life that are activated when conflict and environmental threats arise. These 

attachment orientations are a function of individuals learning the degree of support and empathy to 

expect from important people in their lives when crises arise (Mikulincer & Shaver, 2007). Insecure 

attachment results from experiences with unavailability or unresponsive attachment figures. 

Insecurely attached individuals who seek to increase their proximity to attachment figure in times of 

threat are referred to as having an anxious attachment orientation. Insecurely attached individuals 

who refrain from seeking proximity to unresponsiveness figures are referred to as having an avoidant 

attachment orientation. Both of these orientations help shield individuals from any psychological or 

physical harm that might occur when threats arise (Simpson, Rholes, & Winterheld, 2010).  

In general, studies have documented the negative effect on task performance as a function 

of the type types of insecure attachment orientations (Edelstein, 2006; Fraley, Garner, & Shaver, 

2000). These studies have occurred in both laboratory as well as organizational contexts (Gruda & 

Kafetsios, 2019; Kafetsios & Gruda, 2018; Richards & Schat, 2011). In the present study, we 

examined whether leadership can be an instigating stressful interpersonal event that will negatively 

affect employees as a function of employees’ attachment style. Prior work has studied attachment 

orientation in the context of leadership (e.g., Underwood et al., 2016; Wyse, 2014). However, these 

studies have either studied the leader’s own attachment style on their effectiveness or the 

interaction between positive leadership styles and follower attachment orientation. In the present 
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study, we examine the consequence of follower attachment orientation when they have to interact 

with threatening and toxic leaders. Prior work has demonstrated that toxic leadership can lead to a 

variety of undesirable outcomes, such as greater employee unethical behavior and increased 

employee stress as well as diminished employee satisfaction, loss of group cohesion, and reduced 

productivity (Hannah et al., 2013).  

We present findings from a cross-sectional survey in which participants rated the current 

supervisor in terms of toxicity and indicated their level of satisfaction with their supervisor. 

Attachment orientations were used as predictors of supervisor satisfaction, moderated by the degree 

of toxic leadership. Results showed that, after controlling for the Big Five personality traits and 

demographics, relationship-specific attachment interacts with leadership toxicity in the prediction of 

supervisor satisfaction. In our presentation, we also discussed the implications and future directions 

of this research.  
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IPLS-066: The Backdrop of Leadership:  

How Environmental Features Influence Charisma Attributions 

 

Abstract 

 

Charismatic leaders yield considerable influence over other people (e.g., Banks et al., 2017; 

DeGroot, Kiker, & Cross, 2000). These leaders attract people's attention, sway their audience, and 

inspire and move masses (Fiol, Harris, & House, 1999; House, 1977; Weber, 1947). Given the 

influence these leaders have over their followers, it is critical to understand how leaders come to 

be perceived as charismatic. 

 

Research to date shows followers attribute charisma to leaders depending on how they look 

(Friedman, Riggio, & Casella, 1988), how they behave (Conger & Kanungo, 1987), and how they 

speak and interact with followers (Antonakis, Fenley, & Liechti, 2011; Kirkpatrick & Locke, 1996). 

Leaders do not possess charisma, but they can engage in verbal and non-verbal behaviors that 

signal charisma to their followers (Antonakis, Bastardoz, Jacquart, & Shamir, 2016; Bastardoz, 

2020). Research on charisma attributions focused mainly on the two actors at play: the leader and 

the follower. Strikingly, the role of the context within which leaders signal and followers attribute 

charisma has been somewhat overlooked (Antonakis et al., 2016).  

 

Here, we suggest that specific physical environment features influence charismatic attributions. 

Specifically, we propose that environments that induce the emotion of awe – such as grandiose 

buildings, imposing lecture halls, or magnificent landscapes – can enhance charismatic 

attributions to a leader. We build our theorizing on implicit leadership theories that suggest 

followers attribute charisma depending on whether their experience with the leader matches the 

prototypical charismatic leadership experience (e.g., Lord, Foti, & de Vader, 1984; Lord, Foti, & 

Phillips, 1982), and on research showing that the experience of awe is part of the charismatic 
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leadership prototype (e.g., Menges, Kilduff, Kern, & Bruch, 2015). We propose followers associate 

feeling in awe so strongly with the presence of a charismatic leader that the experience of the 

emotion, regardless of its source (in our case, the environment), will activate the prototype of a 

charismatic leader. We further propose that this is the case for unknown leaders but not known 

charismatic leaders who will activate the prototype immediately, so awe from the environment 

will have little additional effect.  

 

We test our ideas across a field and a laboratory experiment. In line with our idea, we find that a 

real leader giving a speech is attributed more charisma in an awe-inducing than an ordinary 

environment. We also show that, as predicted, awe-inducing environments do not increase 

charisma attributions for known charismatic leaders but do so when the leaders' faces are 

blackened, so they cannot be recognized and are thus unknown. We contribute to the literature 

on charisma and context (e.g., Brands, Menges, & Kilduff, 2015; Pillai & Meindl, 1998), and to our 

understanding of how different cues and signals interact to shape charismatic attributions. Finally, 

our findings bear practical implications as we can often change physical environments, and 

leaders should wisely choose where they give their next speech or hold their next meeting.  
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IPLS-069: Context or ‘milieu’? Deciphering the leadership puzzle in the age of cultural 
proletarianization 

 
 
 
Abstract 
 
The importance of context in achieving a more “situated” comprehension of the leadership puzzle 
has been demonstrated by a number of studies, helping to bring about a better understanding of 
contextual nuance in this field of research (Bryman et al. 1996; Lowe, 1996; Johns, 2006). Osborn et 
al. (2002), for example, illustrate how the temporal aspects and causal relationships in play between 
leaders and followers can be influenced and modified by different organizational contexts (stability, 
crisis, dynamic equilibrium, edge of chaos etc.). Nevertheless, researchers in this field have by and 
large continued to prioritize contextual specificities (cultural, linguistic, professional or sectoral), 
rather than considering the common features shared by these different contexts which serve as signs 
of the times or of the broader evolution of society in general (Delmas-Marty, 2016). Nor has much 
effort been made in the other direction, i.e. focusing on specific individuals working in organisations 
and their unique particularities. 
My ambition for this paper is to propose a new terminology for the analysis of context in leadership 
studies, embracing not only local and sector-specific characteristics, but also extending to the macro 
level, considering the particularities of our age in relation to previous eras, and to the micro level, the 
level of individual actors. To this end, I propose to supplement the term “context” with a 
philosophical concept put forward by Bernard Stiegler (2008, 2012, 2018), that of the “milieu.” In 
Petit’s definition (2013), “the milieu encompasses both that which exists around individuals 
(environment) and that which exists between individuals (medium). These two meanings of the term 
milieu are united in a philosophy of individuation whereby, in order to comprehend the relationship 
between the individual and the milieu, we must start from the mid-point of that relationship, i.e. the 
point at which neither the individual nor the milieu has yet been constituted. The milieu is therefore 
not, strictly speaking, exterior to the individual: the two are complementary, and this is what sets it 
apart from the environment.” 
The concept of “individuation” invoked here refers to the work of Gilbert Simondon (2012), as indeed 
does the term “milieu.” Individuation is a philosophical concept which enables us to understand the 
formation of our milieu in three dimensions: the psychological (individual), the technical and the 
social. The technical dimension – encompassing all exosomatic processes, for example social media – 
has a disproportionate effect on the ways in which we think individually and act collectively. 
Individuation – which is indivisible – is always a state of becoming. As for the “milieu,” which 
Simondon calls “dissociated,” it is the locus of technical, physical and social individuation, but only in 
the sense that collective co-individuation also creates this transitional space (a sort of “dual birth”). 
Stiegler (2017) also considers the milieu to be “dissociated” when individuals are deindividuated: in 
his opinion the defining feature of the essentially technical milieu in which we currently live is its 
“pharmacological” quality. He also contends that the phenomenon of deindividuation has spread to 
leadership itself, and to the members of what he calls “the elite,” who are suffering from a form of 
cultural proletarianization. 
By way of an example, he cites the words of retired Chair of the American Federal Reserve Alan 
Greenspan during the sub-prime mortgage crisis, admitting that he was simply incapable of offering a 
plausible explanation for what was happening. What Stiegler finds most striking here is the new 
phenomenon of widespread proletarianization, or functional stupidity (Alvesson and Spicer, 2016), 
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which ultimately afflicts all levels of the social hierarchy. The loss of knowledge engendered by 
automation (trading, automatic decision-making tools etc.) means that employees no longer feel like 
individuals in their working lives, they have in fact become dissociated from their milieu. And this 
phenomenon is particularly acute among “decision-makers”. 
Having established the context, the final section of this paper seeks to identify its implications for the 
practice of leadership, and the ethical risks of what Stiegler describes as the “industrial dilution of 
responsibility.” (2012, p. 12). In doing so, I invoke the notion of care (Nicholson and Kurucz, 2019), 
while reframing leadership training in terms of otium and negotium. Stiegler deploys these concepts 
to counteract the reductive calculocracy of existing systems for managing collective action, proposing 
instead a deproletarianization of the elites which requires us to take care of ourselves and of others 
(Deslandes, 2012). I then offer my own conclusions, before identifying potential avenues for future 
research opened up by this analysis. 
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Abstract 

Theoretical Background 

It has long been suggested that leader behavior needs to be aligned with the situation in order to be 

effective (Fiedler, 1971). Moreover, in today’s ever-changing business world situational demands are 

shifting regularly and thus, flexible adaptation is becoming more important to leaders (Halbesleben, 

Novicevic, Harvey, & Buckley, 2003; Yukl & Mahsud, 2010). The innovation process in particular is 

characterized by changing requirements and flexible adaptation of idea generation and 

implementation (Bledow, Frese, Anderson, Erez, & Farr, 2009). The model of ambidextrous 

leadership describes two specific leader behaviors taking the changing requirements of creativity and 

implementation into account (Rosing, Frese, & Bausch, 2011). First, opening leader behavior includes 

an encouragement of questioning existing rules and routines and taking different and new 

perspectives (Rosing et al., 2011). Second, setting deadlines and monitoring goal attainment are 

included in closing leader behavior (Rosing et al., 2011). Most importantly, the model suggests that 

leaders need to adapt opening and closing leader behavior flexibly to adequately support employees 

contingent on the situational demands of creativity or implementation within the innovation process 

(Rosing et al., 2011). Existing research on the model of ambidextrous leadership has provided initial 

support for the proposed relationships (Zacher, Robinson, & Rosing, 2016; Zacher & Rosing, 2015; 

Zacher & Wilden, 2014). However, the temporal, micro-level aspects regarding situational 

requirements to switch from implementation to creativity and vice versa are not well understood 

(Halbesleben et al., 2003; Rosing et al., 2011). Therefore, we sought to explore: What situations in 

the innovation process do leaders perceive to require a switch from creativity to implementation or 
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vice versa (RQ1)? Which indicators do they use to identify the need for a switch in a given situation 

(RQ2)? 

Method 
 

To analyze this research question 24 semi-structured interviews with leaders from a broad range of 

industries were conducted. Based on the critical incident technique, leaders were asked to report on 

situations in which a switch from creativity to implementation and vice versa occurred and which 

indicators they used in assessing that such a switch was required. Based on qualitative content 

analysis (Schreier, 2012), we explored characteristics of these situations and developed a framework 

of indicators that leaders use to identify the necessity for a switch. 

Results 
 

Regarding RQ1, we identified 47 situations out of which 18 implied a switch from creativity to 

implementation, 20 a switch from implementation to creativity and nine situations were mixed 

implying switches in both directions. The majority of situations were related to product rather than 

process innovations and concerned the field of technology, followed by marketing and human 

resources. Regarding RQ2, our framework of indicators requiring a switch from implementation to 

creativity contains five higher-level categories (further differentiated into subcategories), namely (1) 

a lack of ideas for a newly emerged problem, (2) problems with the implementation of an idea, (3) 

the availability of resources for creativity, (4) problems with available resources, (5) a missing fit 

between client needs and innovation outcomes, and (6) observations of general market 

developments. The framework of indicators requiring a switch from creativity to implementation 

encompasses seven higher-level categories, namely (1) immediate pressures to implement, (2) the 

high potential of a given idea, (3) a saturation in the process of generating ideas, (4) insufficient 

structure to further advance the innovation, (5) the availability of resources for implementation (6) 

the existence of guidelines, and (7) the need to preserve employee motivation. Most of these 



indicators originated from the innovation process itself (60%), followed by indicators from the 

environment outside of the organization (24%), and the organizational context (8%). 

Discussion 
 

Our study provides first in-depth insights into situations in the innovation process that require a 

switch between implementation and creativity. The perception of leaders of such situations is central 

to adapt leader behavior, and to optimally support employees in a given situation in the innovation 

process (Rosing et al., 2011). Our framework of switch indicators provides first theoretical insight into 

aspects to identify the changing requirements of innovation processes. It can also be used to train 

leaders how to identify situational requirements in practice. While focusing on leaders’ perceptions 

of such switch situations, by providing a framework of situational indicators we also lay the basis for 

future studies to test the link between these indicators and leader behavior. 
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Abstract 

Although many scholars consider the exercise of authority as an essential part of leadership, a 

prominent view conceptualizes leadership as the incremental influence over and above mechanical 

compliance to routine directives by formal authority (Katz & Kahn, 1978; Shamir & Eilam-Shamir, 2017). 

This conceptualization suggests that leadership does not require a position of authority within a hierarchy 

(Antonakis & Day, 2017) and that followership consists of freely conferred influence to leaders (Bastardoz 

& Van Vugt, 2019). Yet, the leadership field predominantly studies managers in formal supervisory 

positions within organizations (Bedeian & Hunt, 2006). This gap between how leadership is conceptualized 

and operationalized threatens the validity of much of the empirically based leadership research. Our aim 

in this manuscript is to assess the importance of such a gap and offer a way to reconcile and conceptually 

integrate the leadership literature going back to the roots of power and influence.  

We build on French and Raven (1959) “bases of social power” to conceptually integrate the full-

range leadership model with the bases or sources of influence (Antonakis & House, 2014; Bass, 1985; Bass 

& Riggio, 2006). We argue that (a) transactional leaders build on coercive, reward, and legitimate (referred 

collectively as “formal”) bases of power; (b) instrumental leaders rely on expert power; and (c) 

transformational (or charismatic) leaders build on a referent basis of power. Using French and Raven 

(1959) taxonomy as a common thread raises critical questions pertaining to the leadership literature.  



Integrating sources of power with the full range leadership model explains why different leadership 

styles are linked with different outcomes. Formal bases of power predict compliance, conformity, and task 

performance, whereas expert and referent power predict engagement, extra-role performance, and 

satisfaction. We also review the different motivational (extrinsic vs. intrinsic), emotional (fear vs. pleasure) 

and cognitive (role clarity vs. ambiguity) mechanisms explaining these relationships.  

This integration also helps us understand why focusing on managers who possess formal position 

power often confounds the study of leadership. Managers may or may not rely on expert or referent bases 

of power to affect followers, groups, and organizational outcomes; we then distinguish “pure” leaders, 

who rely solely on expertise or referent bases of power to influence followers, from “formal” leaders, who 

combine formal bases of power with expertise or referent bases, and from “authority” leaders, who use 

purely positional sources of power as influence levers. These distinctions also inform the study of 

leadership at different organizational levels, because it highlights that low-level employees cannot rely on 

formal bases of power to influence others or that high-level managers cannot be “pure” leaders because 

formal power over their followers taints their relationships. As new organizational designs are 

implemented (e.g., project work, flatter organizations, holacracy), we need to revisit and re-examine how 

power bases interact to affect leadership processes and outcomes, an area currently understudied.  

This approach also suggests that leadership is tied to the context or task, thus requiring leaders with 

different qualities and so, different bases of power. This dynamic perspective, underpinned by 

evolutionary theory, paints a more pragmatic and contemporary picture of leadership in which leader and 

follower identities are very often blurred. We review research discussing what contexts, tasks, or intended 

outcomes (e.g., conformity vs. creativity) should prescribe the relevant basis of power used.  

Finally, we will focus on other timely issues. For instance, approaching leadership from a power 

perspective helps reconcile the scattered “new-genre” leadership styles into a unifying framework. Given 

that the preferred methods to study leadership (i.e., using rating scales) favor attributions in line with 



cognitive classifications, we argue that ethical, authentic, or servant leadership styles all represent 

attributions made to leaders in certain situations relying on referent bases of power within a specific 

situation (e.g., a follower would consider a leader ethical for decisions that have a moral dimension). 

Another interesting aspect relates to the stability of the leader’s power source. Based on the power 

heterarchy construct (Aime, Humphrey, DeRue, & Paul, 2014), we aim to discuss how outcomes are 

affected whenever the basis of the leader’s power is unstable (and how the source of power may moderate 

these effects) or how followers and leaders deal and integrate the lack of stability in their behaviors. 

Finally, we discuss the literature on power and status from the psychological (Keltner, Gruenfeld, & 

Anderson, 2003) and sociological (Kim, Pinkley, & Fragale, 2005) literatures to inform leadership studies 

and raise interesting questions, such as why leaders who were elected based on anti-corruption values 

may ultimately succumb to corruption (e.g., Mandela’s African National Congress political party) or why 

individuals tend to become poor (or unethical) leaders whenever they are given formal power. 
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Abstract 

 

Leadership theory, research and measurement historically have focused on the positive qualities 

of leaders. An implicit assumption of this work was that dysfunctional leadership was akin to the 

absence of positive leadership (Hunter et al., 2007). In recent years, however, this perspective 

has changed as organizational scientists have begun to explicitly examine destructive leadership 

(Pelletier, 2010; 2012). A variety of new leadership constructs and related assessment tools have 

been introduced, such as abusive supervision (Tepper, 2000), toxic leadership (Lipman-Blumen, 

2005) and petty tyranny (Ashforth, 1994). Research has demonstrated that destructive 

leadership is related to a variety of undesirable outcomes, such as greater employee unethical 

behavior and diminished employee satisfaction, cohesion and productivity (Hannah et al., 2013).  

 

One issue with currently used measures of destructive leadership is that they use the same 

response format (i.e., Likert response scales) that are vulnerable to various cognitive-

consistency and social desirability biases (e.g., Hansbrough et al., 2015; Lord & Shondrick, 2011). 

Indeed, alternative response format methods have been proposed to reduce response biases in 

measurement. Forced-choice scales are one such method that address response biases in 

measurement. They consist of using sets (usually pairs) of statements matched in terms of social 

desirability, and force respondents to choose one of the two statements that is more 

characteristic of their leader. Unfortunately, forced-choice scales have limited utility for 
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correlational analyses because classical scoring methods create ipsative data1 (McCloy et al., 

2005). However, Stark and colleagues (Stark et al., 2005; Stark & Drasgow, 2002) solved this 

problem using an ideal-point item response theory (IRT) scoring model2. In these models, the 

probability of a person endorsing an item increases as the item’s content is closer to the 

person’s “true” attitude. The probability of non-endorsement increases as the item’s content is 

either less or more severe than the person’s “true” attitude.    

 

In the present research, we developed and tested a forced-choice multidimensional measure of 

destructive leadership and compared it to Schmidt’s (2008) Likert measure of destructive 

leadership. Specifically, we tested the construct and criterion-related validities of our measure in 

two studies. We found that the forced-choice version showed greater distinctiveness among the 

five destructive leadership dimensions and showed less method bias than Schmidt’s (2008) 

Likert measure. The methods and results of Studies One and Two are presented in our talk. 
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Abstract 

Despite the importance of leadership choices, people’s decisions about leaders can boil down to 

inferences from superficial qualities, like their facial appearance. Studies found that judgments of 

political candidates’ faces predict election outcomes, and that perceptions of executives’ faces 

correlate with the success of their companies (Tskhay & Rule, 2018). Moreover, leaders in 

different domains seem to look different (Olivola et al., 2014). Given that people support and 

select leaders based in part on how they appear, a leader whose face prototypically has the “right 

fit” to lead in a particular domain might seem more legitimate. Indeed, people depend on their 

implicit leadership theories (ILTs) to understand and evaluate leaders, and a leader’s appearance 

may be part of those stereotypes. Whereas the impact of facial appearance on ILTs has been 

studied, little is known about the relationship between facial appearance and implicit followership 

theories (IFTs). Furthermore, scholars have hypothesized the idea that people conceptualize 

followers as belonging to different cognitive categories across levels of analysis (e.g., at the 

hierarchical and organizational levels; Epitropaki et al., 2013).  

We therefore aimed to investigate whether the faces of followers and leaders from different 

occupational groups have distinct prototypical appearances. Drawing on Holland’s (1997) theory 

of vocational personalities and work environments, we examined three sets of occupations—

investigative (IRC), enterprising (EAC) and artistic (ASE)—with three goals: (i) to determine 

whether people can accurately identify individuals’ occupational group from just their faces, (ii) 
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to contribute to the ILT literature by examining whether leaders can be distinguished from 

followers across different occupational groups, and (iii) to contribute to the literature on 

vocational personality types by providing insight to the question of whether facial appearance 

corresponds to different work environments and vocational interests. 

Self-fulfilling prophecies could explain why the faces of leaders and followers in these domains 

might be distinct. Specifically, a person whose face looks “leader-like” might become a better 

leader because this person is more often treated like a leader by peers and mentors, more often 

selected for leadership tasks, and is given more opportunities to develop leadership abilities 

(Tskhay & Rule, 2018).  

Hypothesis 1: Leader vs. follower status will be accurately inferred from the face. 

Scholars view one’s choice of vocation as an expression of personality (Holland, 1997) and 

individuals tend to gravitate into occupations that match their personality and interests. Given 

that faces may convey a “kernel of truth” about personality (Tskhay & Rule, 2018), people who 

share occupational groups may therefore look more similar. Second, workplace socialization 

might prompt people to consciously alter their facial appearance in particular ways (i.e., hairstyle, 

grooming) or to nonconsciously adopt specific expressive habits (e.g., display rules) that promote 

the development of domain-specific facial appearances. Third, work environments involving 

frequently repeated work tasks might encourage certain facial expressions that shape facial 

appearance over time through repetitive action.  

Hypothesis 2: Occupational group membership will be accurately identified from the face. 

Specifically, group membership in (a) IRC, (b) EAC, and (c) ASE occupations will be reliably 

discerned from facial appearance.  

Methods  

Across two studies 102 participants rated the group and leadership status of 241 individuals’ 

photos downloaded by two hypothesis-blind research assistants from the professional 

networking website XING (www.xing.com). Target individuals came from the three different 

occupational groups: IRC occupations (mathematicians, physicists and computer scientists), EAC 

occupations (individuals working in marketing), ASE occupations (journalists and reporters); ca. 

80 individuals were from each occupation; and ca. 120 were leaders and 120 were followers. Only 

photos presenting a directly oriented face free of jewelry were used. Each photo was cropped, 

standardized for size, and converted to grayscale. The participants rated targets for leadership 

status (Does this person look like a typical leader?), occupation prototypicality for each of the IRC 
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(Does this person look like a typical mathematician/ physicist/ computer scientist?), EAC (Does this 

person look like a typical person working in marketing?), and ASE occupations (Does this person 

look like a typical journalist/reporter?) using 7-point scales. 

Results 

Because our research questions are at the level of the targets, we aggregated the participants’ 

ratings to produce a mean score for each target on each judgment (all ICC(k)s ≥ .88) and submitted 

these scores to a series of 2 (Status: leader, follower) × 3 (Occupation: IRC, EAC, ASE) ANOVAs for 

each rating. 

Across the two studies, we found that actual leaders had higher leader prototypicality ratings than 

faces of followers regardless of occupational context. Moreover, we found that a) Investigative 

persons had higher Investigative prototypicality ratings than Enterprising and Artistic persons, b) 

Enterprising persons had higher Enterprising prototypicality ratings than Investigative persons, 

but not than Artistic persons, and c) Artistic persons had higher Artistic prototypicality ratings 

than Investigative persons, but not than Enterprising persons. 

Discussion 

The findings suggest that people’s faces reflect their professions and their status within their 

professional domains. The distinction between occupational groups was especially salient for 

Investigative (e.g., mathematicians, physicists, computer scientists) versus Enterprising (e.g., 

individuals working in marketing) and Artistic occupations (e.g., journalists/reporters). Moreover, 

some individuals may find it easier to be categorized as leaders because their face looks more 

“leader-like” (Tskhay & Rule, 2018). These data therefore show that stereotypes about 

professions and leadership may possess a kernel of truth in the working world. Yet, regardless of 

some accuracy, “judging books by their covers” is ill-advised. 
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Abstract 

 

Leadership development research has been in a crisis (Probert & Turnbull, 2011) due to a fairly 

weak connection between theory and practice (Day, et al. 2014) and a lacking in systematic 

investigations of development initiatives (McCauley & Palus, 2021). Some believe this crisis is 

nearing an end with what has been an upsurge in leadership development research (Day, Riggio, 

Tan & Conger, 2021). Others fear it is ongoing as taken-for-granted assumptions about leadership 

are reinforced during development programmes in ways that may create problems (Schweiger, 

Müller & Güttel, 2020). This paper sides with the latter and worries that leadership theories may 

be destroying well-intended development practice. To contribute to the field with more reflexive 

theories and practices, this study introduced critical leadership studies (CLS) directly to a group of 

development practitioners during a workshop autumn 2019. The paper presents the design and 

outcome of this workshop and suggests CLS has potential to initiate change. 

 

Critical leadership studies  

CLS is a fairly new stream of research that helps us see and challenge hidden ideology, shaky 

assumptions and unforeseen consequences. Some have voiced that a number of heroic, 

masculine and individual-oriented assumptions about leadership are maintained through our 

leadership texts and education (Schweiger, et al., 2020). Others have pointed out that 

development programmes often teach individual leadership behaviour based on a leader-centric 

understanding of leadership and after an idea that "one size fits all" (McCauley & Palus, 2021, 

p.1). As a consequence, development programmes have become very similar (structurally) across 

industries and organizations, which means they largely overlook context (Diochon & Nizet, 2019) 

and seem oblivious to ideology and assumptions.  

 



 

 

Despite CLS´ potential to move leadership ideas beyond myths and heroes (Sinclair, 2007), it is 

seldom used in the field of leadership development. We find some studies that use CLS 

perspectives to “undo popular grandiose understandings of leadership as heroic and leader-

centric” (Nicholson & Carroll, 2013, p. 8). But more commonly, leadership development research 

tends to hold a prescriptive tone and focus on the creation of leadership competence, style, and 

identity (Vogel, et al., 2021), rather than on their problematisation or on how social, 

organisational and political settings tend to be ignored (Gagnon & Collinson, 2014). Furthermore, 

development practitioners are often oblivious to CLS as “radical and emancipatory” research is 

“unlikely to be read by practitioners” (Butler, et al., 2018, p. 429).  

 

This study set out to address this lack by bringing critical leadership perspectives directly to 

practitioners who can make a change, in the hopes that CLS may instil ideas for practical change 

and emancipatory effect, i.e. allow for “critical performativity” (Alvesson & Spicer, 2012). 

 

Methodology  

The research design was inspired by “engaged scholarship”, a “collaborative form of inquiry” 

between academics and practitioners who “coproduce knowledge about a complex problem” 

(Van de Ven & Johnson, 2006, p. 803). 24 leadership development directors/consultants were 

invited to together with critical/reflexive leadership scholars Alvesson, Cunliffe and Larsson and 

five facilitators. The scholars gave four 45 minutes presentations. Each session was followed by 

facilitated dialogue in small groups reflecting on own development programmes. I took notes 

during plenary discussions, conducted a focus-group discussion with the scholars and facilitators, 

and interviewed the participants twice after the workshop.   

 

Findings  

The participants were surprised to discover how grandiose the Leader had become in their 

programmes and how this implicitly contributed to a “dwarfing of subordinates”. There was a 

general embarrassment among many who explained they did not want to uphold this heroic, 

individualistic image. They used words such as vulnerable, fallible and “humanship” describing 

future programmes. However, although they were excited about the idea of stripping away 

grandiosity and heroism from future programmes, they feared it would be a difficult sell.  

 



 

 

There was a determination to stop “mindless copying of programmes”. Many wanted to “go back 

to basic” and focus on interaction and communication in “the context of everyday work”, rather 

than continue their quest for the latest leadership style (authentic, agile, humble). There was a 

renewed interest in reflection and although the majority found “reflexivity” difficult to grasp, 

some decided to explore this further. Many requested a follow-up workshop as they “experienced 

the contours of something different and important” but needed time and “a steady hand to push 

them down an unfamiliar road”. Due to COVID this workshop never took place, but follow-up 

interviews spring 2022 suggests several micro-changes have evolved, nevertheless.    
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IPLS-079: GOOD OR BAD NEWS? THE SHORT- AND LONG-TERM CONSEQUENCES OF LEAD-

FOUNDER EXIT FOR NEWLY PUBLIC FIRMS 

 

SHORT ABSTRACT 

Founder exit from a newly public firm could harm firm performance by creating turmoil and 

uncertainty but could also benefit performance by forcing the firm to adapt to professional 

management processes. We reconcile these opposing arguments by building on theories of shock 

events to investigate the consequences of founder exit for firm performance, over time. We investigate 

the UK entrepreneurial initial public offerings (IPOs) (2002–2010) and find that while the post-IPO exit 

of the lead founder is related to a short-term drop in stock value, in the long term, lead-founder exit is 

positively related to firm profitability. This positive effect of founder exit on profitability is stronger for 

firms with higher debt. We complement this observational data with a lab experiment in which we 

manipulate post-IPO founder exit to test its impact on participants’ (finance students in the role of 
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investors) evaluations. We find that uncertainty partially mediates the relationship between lead-

founder exit and investors’ evaluations. We contribute to the entrepreneurship literature by 

distinguishing between the short-term (reactive) and long-term (realized) effects of lead-founder exit 

from newly public firms. We also contribute to theories on shock events by introducing the concept of 

an ‘ambivalent’ shock-event, with both negative and positive potential consequences. Our core thesis 

is that ambivalent shock-events, such as the founder’s exit from a newly public firm, can create 

uncertainty and lead to negative short-term evaluations, but enhance performance in the long term.   

 
ELABORATE ABSTRACT 

  Founder exit is a key event in the entrepreneurial process (DeTienne, 2010; Wasserman, 

2003, 2017) for several reasons. First, exit represent an opportunity for the founders to realize the 

financial rewards of their efforts by selling their stake in the firm (Boeker & Karichalil, 2002; DeTienne, 

McKelvie, & Chandler, 2015; Rouse, 2016; Wennberg, Wiklund, DeTienne, & Cardon, 2010). Second, 

founder exit can affect economic activity as exited entrepreneurs often found or invest in new start-

ups (Hessels et al, 2011; Smallbone & Welter, 2001; Stam, Audretsch, & Meijaard, 2008). Finally, 

founder exit can lead to major changes in a firm’s strategic orientation, direction, and operations 

(Cooper & Bruno, 1977; Dobrev & Barnett, 2005; Shen & Cannella, 2002; Wasserman, 2003). 

Specifically, founder exit from newly public companies is a particularly interesting but curiously-

understudied context, because the IPO gives the opportunity for founders to walk away, exactly at the 

time when the firm secures large amounts of funding to grow (Souitaris, Zerbinati, Peng & Shepherd, 

2019). 

Despite the recent scholarly attention paid to entrepreneurial exit and its implications for 

entrepreneurs, economies, and firms’ strategic processes, there is still inconsistent empirical evidence 

regarding the effect of founder exit on subsequent firm performance. Some studies have suggested 

that founder exit has performance benefits because growing firms reach a point at which their 

management style needs to shift from being informal and entrepreneurial to more formal and 



structured (Daily & Dalton, 1992; Rubenson & Gupta, 1992). Replacing the lead founder with a 

professional CEO triggers this shift to more structured management processes, which can improve 

operations and increase the firm’s growth potential (Brinckmann & Hoegl, 2011; Guenther, Oertel, & 

Walgenbach, 2015; Souder, Simsek, & Johnson, 2012; Wasserman, 2003). 

  However, there is also contrasting evidence suggesting that lead founder exit has a negative 

effect on firm performance (Haveman & Khaire, 2004). Entrepreneurial businesses are highly 

centralized and are usually overly dependent on their founders. In the case of a founder’s departure, 

the void can create uncertainty (Karaevli, 2007) and can have a negative impact on the firm (Hofer & 

Charan, 1984). Moreover, in agreement with classic agency theory arguments, founders are often 

more motivated than professional managers (Villalonga & Amit, 2006), develop a higher level of 

attachment to their firms (Gao & Jain, 2012; Wasserman, 2003, 2006), and invest all their energy and 

entrepreneurial passion in their ventures (Cardon, Wincent, Singh, & Drnovsek, 2009; He, 2008). 

Therefore, replacing the founder may hinder firm performance (Adams, Almeida, & Ferreira, 2005, 

2009), reduce stock returns (Fahlenbrach, 2009), and even lead to failure (Haveman, 1993).  

Aiming to theoretically and empirically reconcile the discrepancy between these two streams 

of research, we ask, How does lead founder exit from a newly public firm influence firm performance? 

To address the above research question, we build on theories of shock events (Crawford, Thompson, 

& Ashforth, 2019; Lampel, Shamsie and Shapira, 2008; Morgeson, Mitchell, & Liu, 2015) to develop a 

“shock-uncertainty-adaptation” model of the performance implications of founder exit. We test this 

model with three studies. In Study 1, we collect data on founder exit for a sample of 168 

entrepreneurial firms that completed initial public offerings (IPOs) in London’s Alternative Investment 

Market (AIM) between 2002 and 2010. We then run an event study to explore the short-term effect of 

founder exit on stock performance for those firms that publicly announced their founder’s departure, 

within five years after the IPO. In Study 2, we complement the archival data of Study 1 with a scenario-

based experiment in which we manipulate post-IPO founder exit and capture participants’ (finance 

students’) firm evaluations. The purpose of Study 2 is to test the causal nature of the relationship 



between exit and short-term stock performance and to capture the effect of uncertainty as an 

underlying mechanism. Finally, in Study 3, we use the full sample of 168 IPOs (from Study 1) and follow 

the firms’ financial performance until 2016, resulting in an event-history panel-data model with an 

unbalanced sample of 864 firm-year observations over six years. We find that (1) in the short-term, 

lead founder exit is negatively associated with short-term stock performance; (2) the relationship 

between lead founder exit and investors’ negative short-term reactions are partially mediated by 

investor uncertainty; (3) in the long term, lead founder exit is positively associated with profitability; 

and (4) the positive effect of lead founder exit on long-term profitability is stronger for firms with 

higher debt.  

Our findings make two primary contributions to the literature on founder exit (e.g. DeTienne, 

2010; Souitaris, Zerbinati, Peng, & Shepherd, 2019; Wasserman, 2003, 2017). First, we reconcile the 

two opposing camps on the performance implications of lead founder exit by introducing different 

types of firm performance (i.e., short-term reactive performance captured by the stock market versus 

long-term realized performance captured by profitability). We show that while public firms’ stock-

market performance drops shortly after an exit announcement, in the long term, financial 

performance rises, especially for firms with higher debt. Second, we empirically capture our theorized 

mechanism for the short-term drop in stock-market performance—namely, uncertainty created by the 

shock event of founder exit. Therefore, we extend our understanding of the role of uncertainty created 

by founder exit. In addition, we contribute to broader theories on shock events (Crawford, Thompson, 

& Ashforth, 2019; Lampel, Shamsie and Shapira, 2009; Morgeson, Mitchell, & Liu, 2015) by introducing 

the concept of an ‘ambivalent’ shock-event with unclear consequences (negative and/or positive), and 

by offering a “shock-uncertainty-adaptation” model of the implications of organizational events, over 

time. Our main insight is that while shock events in organizations (such as founder exit from a newly 

public firm) often cause negative short-term reactions, they have the potential for long-term benefits.       
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IPLS-080: When leaders do what medical experts preach: Examining the role of 

prevention and intervention behaviors for followers’ sickness absenteeism 

 

 

Extended Abstract 

 
Health issues have become a leading cause for absenteeism from work and early 

retirement throughout OECD countries (OECD, 2018). Work-related health problems result 

in an economic loss of 4–6% of GDP for most countries (WHO, 2019). Given these financial 

implications as well as the negative consequences of illness for individuals, organizations, 

and the society as a whole, the fostering of employees’ health is a relevant topic, for which 

leaders play a crucial role. 

This is why there have been several approaches to capture “healthy leadership” in terms 

of specifically fostering employees’ physical and psychological health. Health-specific 

leadership might be important; however, we do not know enough yet to make a final verdict. 

This is due to three big limitations of prior healthy leadership approaches, which are that (1) 

they often have an unclear theoretical basis, (2) do not demonstrate incremental variance over 

and above well-established leadership concepts such as LMX and TFL, and (3) do not use 

objective health data in order to demonstrate their practical relevance (Rudolph, Murphy, & 

Zacher, 2019). 

Responding to these shortcomings of the field, the purpose of our study is three-fold. 

First, in studies 1-3, we theoretically derive our scale from the medical literature and derive 

actual health-related behaviors of leaders as recommended by Rudolph and colleagues (2019) 
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in their recent systematic review. Our domain-specific leadership style of health-focused 

leadership is targeted at protecting and restoring an employee’s health through prevention and 
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intervention behaviors. Hereby, health is defined as not only the absence of disease or 

infirmity but a state of complete physical, mental and social well-being (WHO, 1946, 1986). 

As a second objective, we strive to demonstrate the utility of HFL to explain variance 

in followers’ emotional exhaustion, objectively measured sickness absenteeism, job 

satisfaction, and turnover intention over and above the effects of more general leadership 

constructs, i.e., LMX and TFL (Study 4). By doing so, we follow the call of Rudolph et al. 

(2019) to establish incremental variance in proximal and more distal outcomes beyond LMX 

and TFL. 

Third, we do not only rely on self-reported single-source data but also use objective 

sick days as our major outcome variable. Thereby, we also follow the call of Rudolph et al. 

(2019) to gauge the impact of HFL against tangible behavioral metrics. In our case, we can 

calculate the advantage for the company by saving accumulated costs of about 500 Euros for 

one missed day of any given employee. 

To achieve these objectives, we conducted four independent studies to validate HFL 

and explore its relationships with different outcomes. In Study 1, we conducted 28 focus 

group interviews with 153 employees and managers of an industrial company in order to 

collect examples of prevention and intervention behavior successfully used in practice. In 

studies 2 and 3, we collected data from 96 members of the working population, respectively 

1,277 employees of a public service organization to establish the factorial structure of HFL. 

In Study 4, we used a sample of 806 employees of an automotive company to demonstrate 

the incremental predictive validity of HFL in terms of variance explained over and above 

LMX and TFL in emotional exhaustion, objectively measured sickness absenteeism, job 

satisfaction, and turnover intention. Implications for research and practice are discussed. 
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IPLS-086: Leader Narcissism in Context – The Role of Motivational Climates 

 

Abstract 

Leader narcissism has received increasing attention in the organizational literature over the past 

decade. However, an unresolved paradox remains; it appears that leader narcissism can be 

positive as well as negative for leaders themselves, followers, and organizations. The bright and 

dark sides of leader narcissism may be better understood by taking context into account. We 

examine how leader narcissism relates to follower trust in leaders and how this relationship is 

moderated by motivational climates, specifically performance and mastery climates, in 

organizations. In the first study, a multilevel and multisource survey of 546 work teams in the 

Netherlands, we hypothesized and found that the negative relationship between leader 

narcissism and trust was stronger as perceptions of performance climates increased, and weaker 

as perceptions of mastery climates increased. In Study 2 (a vignette study), we aim to test the 

interaction between leader narcissism and motivational climates as a predictor of leaders’ self-

enhancement strategies in interpersonal domains (agency, communion) to explain this 

relationship. Based on the findings, we discuss the importance of organizational contexts as they 

influence expressions of leaders’ narcissism and the implications for their followers.  

 

Theoretical Background 

Narcissism is a stable individual difference trait incorporating “the self, interpersonal 

relationships, and self-regulatory strategies” (Campbell et al., 2011, p. 269). Narcissists are driven 

by feelings of superiority and a grandiose self that puts relationships with others at risk. However, 

an unresolved paradox is that leader narcissism can be positive and negative. On the one hand, 

narcissistic individuals emerge as leaders, contribute to team performance (Nevicka et al., 2011), 

and attain career progress (Wille et al., 2019). On the other hand, leader narcissism is positively 

related to insensitivity to others, manipulative communication, and pseudo-transformational 

leadership (Blair et al., 2017). Recent evidence and theorizing points to the importance of 

moderators in the relationships between leader narcissism and outcomes (Carnevale et al., 2018; 



 

 

Thoroughgood et al., 2018). We examine the role of organizational context to better understand 

when leader narcissism has (less) negative effects. 

 

Motivational climates shape how people interact in organizations (Nerstad et al. 2013). They 

signal which behaviors are rewarded or punished. Leaders are receptive to the norms and 

standards of organizational climates (Wisse et al., 2019). In performance climates, success is 

defined by individual achievement, competition, and social comparison. We expect that 

performance climate strengthens narcissistic leaders’ motivation to self-enhance at the expense 

of others. In contrast, mastery climates signal that collaboration and support of others is 

expected, which may buffer the negative sides of narcissism and attenuate the negative 

relationship between leader narcissism and follower outcomes. 

 

Methods and Initial Results 

For Study 1, we collected data from 546 leaders (54.03% men, 45.60% women, 0.37% others; age: 

40.80 years (SD = 11.52)) and 1717 followers (45.50% men, 55.04% women, 0.46% others; age: 

35.21 years (SD = 12.88)). Leaders rated their own narcissism with the 16-item (α = .86) Narcissistic 

Personality Inventory (NPI) and their perceptions of performance and mastery climates with eight 

(α = .83) and six (α = .85) items of the Motivational Climate at Work Questionnaire. Followers 

rated their trust in the leader (5 items, α = .91). There was no significant direct relationship 

between leader narcissism and follower trust (γ = -0.30, SE = .30, p = .307), but the interaction 

terms with performance climate (γ = 0.30, SE = .14, p = .028) and mastery climate (γ = 0.15, SE = 

.06, p = .023) were both significant. Simple slope tests supported in line with our expectations 

that the relationship between narcissism and trust was negative and significant when the 

performance climate was high (vs non-significant when performance climate was low). The 

relationship between narcissism and trust was negative and significant when the mastery climate 

was low (vs non-significant when mastery climate was high).  For Study 2, we aim to collect data 

from supervisors in the UK with the online platform Prolific who rate their own narcissism and 

their responses to a scenario to manipulate performance and mastery climates.  

 

Conclusion 

Our research demonstrates how stable individual difference traits and contextual factors interact 

in the leadership domain with the potential to attenuate or fuel negative outcomes. According to 



 

 

our findings, although leader narcissism is generally a risk factor for leader-follower relationships, 

organizations can shape climates in which leader narcissism creates more vs. fewer issues.  
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IPLS- 090: All Roads Lead to Rome. Investigating Antecedents and Outcomes of Leader-

Follower Identity Conflict and Enhancement 

 

Leader-follower identities have been the focus of a burgeoning literature in recent years 

(for a review see Epitropaki, Kark, Mainemelis & Lord, 2017) and despite progress made, several 

questions remain with regards to their complexity and enactment in organizational settings. Prior 

research has highlighted the context sensitivity of leader-follower identities and their dynamic 

nature (e.g., Lord et al., 2001). Research on multiple identities has also shown that multiple 

identities can be activated simultaneously in organizational contexts (e.g., a professional identity 

and a leader identity) and individuals may experience an identity conflict or enhancement if more 

than one identities are coactivated (Ramarajan, Rothbard & Wilk, 2017). Individuals’ perceptions 

of leader and follower roles as orthogonal or complimentary have important implications for the 

self-views as potential leaders and their chances to step up to leadership positions.  

In the current paper, we introduce the notion of leader-follower identity conflict (i.e., a 

person’s view that being a leader is qualitatively different from being a follower and vice versa) 

and enhancement (a person’s perception that being a follower and being a leader is 

complimentary) and examine possible antecedents and outcomes. Drawing on self-concept (e.g., 

Shamir et al., 1993) and identity perspectives (Burke, 1991; Burke & Reitzes, 1991; Burke & Stets, 

1999), we propose a comprehensive model to understand the antecedents and outcomes of 

leader-follower identity conflict and enhancement.  

Based on the results of two time-lagged studies (N = 160, and N= 214 nested in 60 teams, 

respectively), we focus on the role of authoritarian and benevolent leadership as potentially 

shaping employees’ views of leader and follower roles as conflicting or enhancing and further 

explore how perceived leader-follower identity conflict and enhancement affect individuals’ 

leader identity strength and promotability ratings. Our results show authoritarian leadership to 

increase perceived leader-follower identity conflict whereas benevolent leadership is found to 

increase leader-follower identity enhancement. We further find leader-follower identity conflict 



 

 

to be negatively related to leader identity strength and manager-rated promotability whereas 

enhancement had non-significant effects. We also examine two motivational strivings, i.e., status 

and accomplishment motivation, as potential moderators of the serial relationship between 

authoritarian and benevolent leadership, identity conflict and enhancement, leader identity 

strength and promotability. Our paper casts light on the antecedents and outcomes of leader-

follower identity conflict and enhancement and highlights their importance for leadership 

development processes. 
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IPLS-092: Behind the numbers:  questioning questionnaires 

 

ABSTRACT  

 

The doubt 

Is complex, ambiguous and fluctuating social reality measurable? Sometimes yes, 

perhaps, but often not. At least not in the fairly straightforward way assumed by 

many quantitative researchers. This ethnographic study came about unexpectedly. 

It is inspired by the influential Laboratory life by Latour and Woolgar (1979) and 

other research that emerged as a side product of what at first seemed to be a well-

planned and confident research process, but then turned out to be something much 

more uncertain, open-ended and even counterintuitive. We believe that what we 

found out deserves the attention of those of us who conduct survey research into 

complex, social phenomena. 

 

The story 

We were five scholars from three different institutions and two countries aiming to 

conduct a survey study of drivers for learning and efficiency in the field of strategic 

advisory in the banking industry. The design of the questionnaire took a year to 

complete as we combed through all top journals for best theories and constructs 

and tested them with our contacts in the field for a “fit”. As part of our carefully 

crafted research design, our team conducted a pre-study. In order to assure a high 

response rate and accuracy from a hard-to-reach, busy and rather limited pool of 

respondents, I (the first author) would collect survey responses and meet over 

hundred respondents in person. All promised to lead to a successful project. 

 

Our approach allowed me to both collect survey responses and spend a significant 

amount of time at the consulting companies learning about these firms, the work 

conducted there and the people employed by them outside the survey-filling 
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instances. More importantly for this study, however, it enabled me to observe 

respondents as they filled in questionnaires. I noticed that too many questions 

seemed to be off, for too many constructs and respondents. They had, for 

respondents, multiple meanings or were experienced as irrelevant or impossible to 

answer. Many basic concepts like “the leader, “the project team” and “cultural 

differences” were highly ambiguous, and some simple words like “well-being” did 

not seem to fit the respondents’ reality even though the word itself was easily 

understood.  These spontaneous remarks surfaced with regularity in all countries 

and companies I visited.  Concerned with where our research was going, I started 

taking notes. I gradually gained a much more nuanced understanding of the study 

context and respondents than in our rather limited pre-study that focused mainly 

on fine-tuning the questionnaire without challenging the underlying assumptions. 

 

What I expected to be clear-cut questions I just had to collect responses for, 

triggered a range of unanticipated reactions instead. As the research project 

progressed, a picture of what was hidden behind the numbers started to emerge as 

I gradually collected enough surveys for a sophisticated statistical analysis based 

on hierarchical level modeling to be conducted. Because the respondents’ 

reactions were recurring and happened with regularity, it made sense to start 

documenting these by taking notes during and after the interviews while collecting 

the answers. I simply recorded observations and reflections of how individual 

respondents spontaneously reacted to a survey instrument, without eliciting 

questions purposefully. These reactions could include laughing or smiling, raising 

eyebrows, looking confused, appearing irritated, asking questions about the 

questions, sighing, or simply taking a relatively long time to answer. Clearly many 

found it difficult to match questions with their experiences and knowledge. The 

seemingly clear and what were thought of as easily answerable questions clashed 

with a social world not easily transferable to an “x” on a scale. 

 

The study 

These experiences triggered a research interest in what happens when researchers 

try to “collect” and respondents try to “produce” truthful representations of 

phenomena such as project work and leadership. Opening up the Pandora’s box of 

questionnaire filling and making explicit how interpretation is inherent in much 
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research in social sciences, not only qualitative but also quantitative, is an 

important task we focus on in this study.  

 

We thus report on a study of how questionnaires, at least sometimes, “really” work 

(see also Gobo & Mauceri, 2014), and discuss how questionnaire responses often 

are the result of a long chain of (mis)interpretation between the original author of 

a questionnaire and the final survey respondent. We ask: How do people make 

sense of survey questions? From the point of view of the respondents, to what extent 

are questions relevant and answerable? How can researchers be aware of 

problems of questionnaires when standardized items and complex reality do not 

meet?  And how can they deal with the problems? We address this theme especially 

when it comes to issues such as project work and leadership, the targets of the 

original study. We are not considering strictly individual, psychological issues, e.g. 

personality, where the subject matter is in a sense more “intact” or “contained” than 

with the much more fluctuating organizational phenomena such as project work or 

leadership relations. We investigate how people actually think about, make sense 

of and find questions (ir-)relevant and (non-)answerable.  

 

Our study contributes to the debate over the inherently contextual nature of 

research into complex social phenomena that we suggest present significant 

challenges for quantitative (but also qualitative) research we need to pay much 

more careful attention to.  We explore how at least at times survey research fails to 

do justice to the interpretive, ambiguous and contextual dimensions of the 

phenomena it sets out to rigorously study (see e.g. Potter & Wetherell, 1987).  
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IPLS-095: Exploring how multiple contexts influence the content of leadership 

 
 
 

Abstract  
 

Leadership is defined in multiple ways, but in general, both researchers and non- researchers 

hold a fairly accepted understanding of what leadership entails. Yet, more detailed analysis of how 

individuals define leadership and what they expect from their leaders varies considerably. Such 

differences in the content of leadership have been largely studied, in particular in terms of variations 

across cultural contexts (e.g., Dickson, Castaño, Magomaeva, & Den Hartog, 2012; Dorfman, Javidan, 

Hanges, Dastmalchian, & House, 2012). In this study, we focus on exploring how cultural and other 

contexts (Oc, 2018) influence the conceptualization of leadership. We draw on implicit theories of 

leadership (e.g., Lord & Maher, 1991; Offerman, Kennedy, & Wirtz, 1994) as done in other studies 

exploring the same question (e.g., Den Hartog, House, Hanges, Ruiz- Quintanilla, Dorfman, et al., 1999), 

but with a qualitative approach based on a unique dataset, and taking in consideration a broader range of 

contexts. We next explain why revisiting this topic is important and necessary, and how are approach 

expands existing work and provides new insights. 

First, it is important to acknowledge that leadership, and leadership expectations, evolve over 

time. Failures of leadership, both in the business domain, and in the political 



space, have prompted strong criticism of established conceptualisations of leadership – especially in 

terms of a potential disconnect from the current reality (e.g., Pfeffer, 2015). As such, monitoring and 

clarifying how leadership is defined and understood, especially in direct connection with how it is defined 

and understood in the real world, seems important. This is particularly relevant in the current context 

where contrasting models of leadership exist even within the same cultural contexts (e.g., Obama versus 

Trump), and where successful leaders are not always conforming to estasblished expectations about 

leadership (e.g., Elon Musk). Moreover, while the well-known GLOBE project has provided multiple and 

important insights with regard to both universal and specific aspects of leadership across cultural 

contexts, the GLOBE approach has limitations that have been highlighted in several critiques (e.g., Graen, 

2006). Last but not least, the focus on cultural context is important, but equally important are other 

contexts as well, such as generational differences (especially in the context of the much discussed – and 

debated - uniqueness of millennials), industry and sectors differences (highlighted already in GLOBE 

studies), or temporal differences (i.e., changes over time). 

We explore such contextual differences using a large database of qualitative data collected 

across multiple contexts and over multiple years via an instrument used for leadership development 

across the world, called The Leadership Circle. The instrument is a 360-degree feedback tool, where 

multiple raters evaluate a leader based on a range of leadership dimensions; the focus for this study 

however is not on the quantitative ratings, but on the open-ended comments provided by raters who are 

prompted to indicate both strengths and areas of development for each person evaluated, or what they 

should do more of, or less of, in terms of their leadership approach. There is also a final open-ended 

question where raters can provide any other comments with regard to the leadership capability of the 

leader evaluated. These comments represent a unique opportunity to 



identify (via content analysis) what individuals might consider important in terms of leadership capability, 

and therefore, in terms of what leadership is, from their perspective. The advantage over other 

approaches is that it does not request comments on a particular set of dimensions, or direct evaluations of 

what they think leadership is. Rather, freely generated comments about what is valuable, and what might 

be needed, in terms of leadership capability reveals indirectly, and more accurately, implicit models of 

leadership. This expands similar work done on exploring what people actually desires from their leaders 

(e.g., Nichols & Cottrell, 2014), while also relying on data based on episodic memory (i.e., knowledge 

derived from context-dependent events that are personally experienced), which has been proposed as a 

better approach then data based on semantic memory (Shondrick, Dinh, & Lord, 2010). Preliminary 

analysis suggests that while the existence of both universal and specific aspects of leadership across 

contexts persists (consistent with findings from previous studies), the way these aspects map across 

different contexts provides new insights on how contexts influence the content of leadership. 
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IPLS-101: Leading the way in leadership: Trickle-down gender diversity in academic publishing 

 

Abstract 

Research on the trickle-down effects of gender representation purports that gender 

representation at senior, mid- and lower-levels of the organization are bolstered by greater 

female representation at the top levels of the organization, thus a “top-down” approach (i.e. 

Gould et al., 2018). This stands in contrast to a “bottom up” approach wherein organizations seek 

to equip women with the skills, training, and connections they need to succeed up the ladder to 

leadership positions (Ely & Meyerson, 2010; Ely, Ibarra, & Kolb, 2011). 

Despite these insights into the role of board gender diversity and its impact on gender diversity in 

the lower levels of the organization, there is still an open question about the directionality of this 

relationship. In other words, it is difficult to determine if the observed effects are indeed top-

down in that having greater gender representation at the top yields increased gender diversity at 

the bottom or if the effects are reversed: having greater gender diversity at the bottom serves as 

a pipeline to the top (Biswas et al., 2021; Kirsch, 2018). In fact, these effects may even feed into 

one another such that the trickle-down effects of the initial increase in gender diversity at the top, 

which then feeds into the gender diversity at the bottom – which then creates a pipeline to the 

top (Biswas et al., 2021). To our knowledge, only one study has sought to disentangle these effects 

and indeed, found that the trickle-down effects were stronger than the bottom-up effects (Ali et 

al., 2021). However, a different context to make more robust claims. Therefore, we choose to 

study these effects in a more controlled environment like academic publishing, where 

appointments to the top position are unlikely to be influenced by gender diversity of the lower 

levels of the population to address the following general research question: 

Is the gender of the editor-in-chief and the gender representation of the senior editors associated 

with the gender representation of the editorial board (i.e. reviewers) and authors? 
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IPLS-104: Feel the power to be humble? Possible consequences for trust in leader and 

employees' job engagement 

 

Abstract 

Research on leader humility (Owens et al., 2013) clearly attests to its positive consequences for 

followers’ work-related outcomes, yet our knowledge about antecedents facilitating expressed 

humility is very limited (Kelemen et al., 2022). Drawing from theoretical works on leadership and 

power (Keltner et al., 2003, Rucker et al., 2012), we posit that leaders’ personal sense of power 

(Anderson et al., 2012) and their felt psychological closeness (Aron et al., 1992) to their team 

constitute important antecedents of leader humility. Specifically, we reason that the impact of a 

supervisor’s sense of power on humble leader behavior is qualified by the supervisor’s feelings of 

psychological closeness to their team. We further investigate the ramifications of this interaction 

in terms of leader effectiveness by assessing its indirect effects on subordinates’ job engagement 

and trust (via leader expressed humility). We test our notions using data from 69 supervisors and 

their 210 direct subordinates from various organizations and industries in a multi-level, multi-

source study. Results indicate that supervisors’ sense of power relates positively to expressed 

humility for supervisors feeling psychologically close to their team but negatively for supervisors 

feeling distant to their team. Results also support our indirect-effects hypotheses (i.e., job 

engagement and trust as organizational outcomes). These outcomes contribute to the recently 

started research on antecedents of leaders’ humble behavior by highlighting the importance of 

personal and situational factors in organizational contexts. Moreover, our study also advances the 

power literature by helping to resolve the inconsistent findings previously found regarding 

power's consequences. 
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IPLS-106: The organizational context of individual ambidexterity: Exploring the paradox of 

formal-informal control 

 

Abstract 

 

Organizations face multiple conflicting requirements, such as exploration versus exploitation 

(March, 1991), profit versus social responsibility (Margolis and Walsh, 2003), and collaboration 

versus control (Sundaramurthy and Lewis, 2003). As complexity and global competition increase 

and fast-paced technological cycles gain prevalence, these tensions are becoming increasingly 

salient (Lewis, 2000). In line with the insight that “leaders’ responses to these tensions may be a 

fundamental determinant of an organization’s fate”, paradox theory has developed a rich 

description of such tensions (Smith and Lewis, 2011: 381), which are characterized by “persistent 

contradictions between interdependent elements” (Schad et al., 2016: 6).  

The ability of individual employees (e.g., Gibson and Birkinshaw, 2004), managers (e.g., Mom et 

al., 2009), and executives (e.g., Smith and Tushman, 2005) to manage such paradoxical demands 

is an important micro-foundation of the organizational capability to do so. Yet, research on the 

individual level remains scarce (Schad et al., 2016). Recent paradox research has found enduring 

differences in individuals’ proclivity and ability to manage paradoxes (Miron-Spektor et al., 2018). 

This cognitive characteristic has been framed as the paradox mindset, and researchers have 

provided evidence of its moderating role on the performance effects of paradoxical tensions 

(Miron-Spektor et al., 2018). Individuals with a paradox mindset detect, cognitively represent, and 

engage paradoxical tensions in their environment. In this way, a paradox mindset is an important 

antecedent of the successful management of paradoxical tensions. However, we know little about 

the antecedents or evolution of a paradox mindset. The key question in this regard is whether 



 

 

such a mindset can be developed and, if so, how? In other words, “if paradoxical thinking can be 

taught, we need to clarify what might be some of the best ways to do so” (Schad et al., 2016: 41).  

To address this research gap, we build on psychological mindset theory (Dweck, 2006) to argue 

that a paradox mindset can indeed be developed. In addition, we differentiate between cognitive 

(e.g., Blackwell, Trzesniewski and Dweck, 2007) and behavioral (e.g., Aronson, Fried and Good, 

2002) antecedents of paradox mindset development. We predict that paradoxical role modeling 

by a leader might change a follower’s paradox mindset by prompting a cognitive change, and that 

the followers’ engagement in paradoxical tasks might change their paradox mindset by inducing 

a behavioral change. 

We draw on primary data covering 187 employees of two Central European companies to 

empirically test our hypotheses. Our study indicates that experiencing paradoxical leadership is 

associated with a paradox mindset, but the effect of paradoxical leadership is fully mediated by 

followers’ engagement in paradoxical tasks. Combining these insights with the notion from prior 

literature that a paradox mindset allows individuals to master paradoxical tensions, we suggest 

that paradoxical leadership, paradoxical behavior, and a paradox mindset are inherently linked to 

one another in a recursive, self-reinforcing feedback loop.  

Our results have important implications for both theory and practice. For theory, we develop the 

first model explaining how a paradox mindset can be developed. We differentiate between 

cognitive and behavioral angles, and describe the interplay between them. Furthermore, we 

contribute to our understanding of the effects of paradoxical leadership by outlining its` indirect 

effect on followers` paradox mindset. Finally, we extend current thinking about the relationship 

between paradoxical capabilities, such as a paradox mindset and paradoxical behavior. More 

specifically, our results suggest that a paradoxical capability not only leads to more paradoxical 



 

 

behavior, but that paradoxical behavior may also be associated with the development of more 

paradoxical capability. This calls into question linear conceptualizations of capability and behavior 

within the context of paradox, and introduces the notion of recursive, causal loops between the 

two. In addition, we identify practical ways that leaders can use our study to increase the 

paradoxical capabilities of their followers.  
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IPLS-107: Does creating a team identity need status? Followers as identity leader 

 

Abstract 

 

Most people do not work alone, but in the social context of teams. Therefore, it is important to 

understand, what constitutes a well-functioning working-team. One important factor is the 

development of a team identity. Team identity means a feeling of community and connectedness 

of the team members, and the adoption of the group norms, attitudes, and values by the team 

members (e.g. Eckel & Grossmann, 2005).  

 

But where does this team identity come from? In the team and leadership literature it is assumed 

that promoting this feeling of a shared identity in a team is the responsibility of the team leader.  

He or she should show characteristics and behaviors that promote the feeling of a team identity 

in every team member. To measure the extent to which leaders embody the qualities and fulfill 

the tasks that promote the development and maintaining of a team identity, the Identity 

Leadership Inventory (ILI, Steffens et al., 2014) scale has been developed. It encompasses four 

sub-facets: Identity Prototypicality, (the extent to which the leader is perceived as a typical 

member of this particular team), Identity Advancement, (the extent to which the leader promotes 

the interests of the team), Identity Entrepreneurship, (the extent to which the leader directly 

promotes a “we-feeling” in the team-members) and Identity Impresarioship, (the extent to which 

the leader provides activities and structures that bring the team together). High levels of identity 

leadership are connected to various positive outcomes like job satisfaction, innovation and less 

burnout (van Dick et al., 2018). 

 

However, it is an open question, whether identity leadership can only be shown by the official 

leader of a team or whether it may (frequently) happen that a "regular" team member takes over 

this responsibility and acts as an identity leader creating a positive team identity among the other 

team members. This would be plausible as in times of shared leadership concepts, leadership 



 

 

tasks are often transferred to team members (Pearce & Conger, 2002). Furthermore, leaders 

might not always be willing or able to perform identity leadership and all of its facets. Some 

leaders might not see it as a core task for them to promote the team identity others might not be 

able to do so, may it be because of lacking skills or motivation, or because the situation makes it 

difficult or even impossible for them (e.g. in remote or digital leadership situations). So, our main 

goal was to examine, whether identity leadership is also carried out by followers, how often this 

happens and what the consequences for a team are, when it happens. Additionally, we wanted 

to see, if it occurs that a leader and follower in a team simultaneously show the characteristics of 

an identity leader. 

 

To answer these questions, we conducted an online cross-sectional survey study with a within 

subject design. 198 participants from various backgrounds filled out the questionnaire. The 

participants had to rate their direct supervisor as well as the perceived team member who “makes 

the most effort for the team" on the ILI scale (this person could also be the participant 

him/herself). As dependent variables LMX, perceived leadership competence, identification with 

the leader, identification with the team, job satisfaction, perceived team cohesion and perceived 

team performance were measured.  

 

The results of the survey study showed that employees can also be identity leaders and that on 

average they even have significantly higher scores in their perceived ILI than regular leaders. Both 

the ILI of the leader and the follower as identity leader showed high correlations with the 

dependent variables. The correlations with the leader’s ILI were higher except for team cohesion 

and team identification. Further, we found significant interactions between the leader’s and the 

follower’s ILI in form of a compensation effect, which indicates that it is vital for the team that at 

least one person (regardless of status) cares for the team identity and it is optimal when a team 

has a leader and at least one follower that care for their team identity  

 

These results suggest that not only the leader of a team is shaping the team identity. Rather teams 

often have an “identity follower” instead of or in addition to an "identity leader". While having 

one person caring for the team and its identity is essential for a team to function, having more 

than one person is ideal. These findings suggest that it is not only important for leaders to perform 



 

 

identity leadership, but also to inspire his or her team members to engage in promoting and 

supporting the team identity as well. 
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IPLS-116: Autonomy in Distributed Teams: The Moderating Roles of Leader Role Clarity and 

Daily Team Communication 

 

 

Abstract 

 

In the current digital era, leaders increasingly have to use digital means to keep their team 

members coordinated on the one hand, and autonomous on the other. We propose that finding 

the right balance between team member autonomy and coordination is key for distributed team 

functioning, both in terms of team members’ experiences with their leaders as effective (Study 1 

– a time-lagged multisource field study with 34 leaders and 151 respective distributed team 

members), and in terms of team coordination (Study 2 – a diary study over two weeks with 150 

distributed team workers). The research results reveal that the curvilinear effects of autonomy 

on leader effectiveness and team coordination are contingent on the leaders’ own role clarity 

(Study 1) as well as on daily communication within the team at large (Study 2).  
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IPLS-117: The Moderating Role of Socio-Economic Status in the Leadership-Employee Well-being 
Link: A Meta-analysis and Representative Survey 

 

Abstract 

Employee stress, burnout, and poor health are at an all-time high, which is not only 

detrimental for employees themselves but also costly for organizations and society (Fischer & Boer, 

2011; OECD, 2015). One key workplace determinant of well-being and health is leadership, or the 

direct supervisor’s behaviors toward an employee. Leaders may benefit well-being and health by 

motivating and inspiring employees, by fostering positive relationships and offering support, or by 

providing direction and feedback (i.e., constructive leadership), but leaders may also contribute to 

burnout and ill-being through destructive or passive leadership (e.g., Kaluza, Boer, Buengeler, & van 

Dick, 2019; Montano, Reeske, Franke, & Hüffmeier, 2017; Schyns & Schilling, 2013; Skogstad, 

Hetland, Glasø, & Einarsen, 2014). However, we lack systematic knowledge which leadership 

behaviors affect employee well-being and when they do.  

We argue that leadership is particularly impactful for well-being of employees with lower 

socioeconomic status. For these employees, negative consequences of work-related stressors are 

likely to be amplified (e.g., Leana, Mittal, & Stiehl, 2012). Employees who do precarious work under 
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stressful conditions with little autonomy and control are particularly vulnerable for developing 

chronic health conditions (ZonMw, 2016). These employees may thus be more sensitive to 

leadership such that they may both particularly benefit from constructive leadership and suffer extra 

from destructive leadership. 

In the present study, we meta-analytically integrate the findings on the relationships of 

various forms of constructive and destructive leadership with indicators of employee well-being. We 

examine the role of employee socio-economic status as a moderator of the leadership-well-being 

link, using available dimensions of socioeconomic status of the study participants as reported in 

primary studies (education, occupation status). Based on a large-scale representative employee 

sample (N = 62.602), we extend these findings by studying non-permanent work contract as an 

additional occupation facet, and low income as another marker of lower socioeconomic status. In 

examining the leadership-well-being link for employees with lower as compared with higher 

socioeconomic status, we offer insights regarding whether the expected health risks of active 

destructive and passive leader behaviors and health benefits of constructive leader behaviors are 

indeed stronger for socioeconomically disadvantaged employees. Additionally, we explore the role 

of resources (autonomy, self-efficacy) and demands (work pressure, cognitive demands) as possible 

mechanisms through which constructive and destructive leadership relate to well-being. We derive 

theoretical and practical implications regarding leadership’s role in employee well-being for different 

employee groups.  
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IPLS-119: Actively Dealing with Change as a Leader: Change Leadership and Identity 

Leadership Interact to Predict Employees’ Engagement 

 

Abstract 

Work in organizations today is characterized by the ubiquity of change. This makes change a 

relevant context for leadership. The present research seeks to contribute to a better 

understanding of the effects of leadership behaviors in the context of change. Specifically, the 

purpose of this research is to examine both change-specific and identity-focused leadership 

behaviors of the same leaders and how their interaction affects followers. 

On the one hand, research has demonstrated that leadership behaviors actively addressing 

change at the group level (i.e. change leadership) strengthen followers' affective commitment to 

the change for leaders who are not viewed as transformational (Herold, Fedor, Caldwell, & Liu, 

2008). On the other hand, previous research provided evidence that leadership behaviors that are 

directed toward creating a shared social identity in the group (i.e. identity leadership; e.g., 

Steffens et al., 2014; van Dick et al., 2018) foster work engagement and reduce burnout of group 

members (Steffens, Haslam, Kerschreiter, Schuh, & van Dick, 2014). Moreover, theory and 

empirical research on organizational change support the idea that a sense of continuity is 

important during change processes with perceived collective continuity being the mechanism 

through which visions of continuity affect follower support for change (Venus, Stam, van 

Knippenberg, 2019). Identity leadership seems well suited to provide such a sense of continuity 

as it contributes to establishing and adapting a shared social identity.  

Building on this, the present research tested the hypothesis that change leadership and identity 

leadership interact in such a way that the relationship between change leadership and follower 

engagement and burnout is stronger when the respective leader also engages in identity 

leadership. In contrast, the relationship between change leadership and presenteeism was 

expected to be stronger when the identity leadership is low because identity leadership fosters 

the salience of a shared identity, and this might encourage followers to go beyond self-interest 

for the benefit of the group (Nielsen & Daniels, 2016).  
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To test these ideas, we conducted a longitudinal study with 224 participants from the working 

population. Results indicated that change leadership and identity leadership interacted such that 

the relationship between change leadership and work engagement was stronger when identity 

leadership was high. However, contrary to our prediction, no interaction effect was found for 

burnout. Furthermore, we did not observe a significant interaction effect of change leadership 

and identity leadership on presenteeism. In additional analyses, we inspected the four different 

facets of identity leadership (i.e. identity prototypicality, identity advancement, identity 

entrepreneurship, and identity impresarioship) separately as confirmatory factor analysis 

indicated that the four facets measure different aspects of identity leadership. Interestingly, 

analyses for presenteeism revealed that identity prototypicality but not the other three facets of 

identity leadership interacted significantly with change leadership such that the relationship 

between change leadership and presenteeism was stronger when identity prototypicality was 

low. 

Together these findings present a more nuanced picture of the effects of identity leadership and 

shed light on the fact that identity leadership in the context of change leadership may be a double-

edged sword: fostering the positive impact of change leadership on follower work engagement, 

but not providing protection against follower burnout or follower self-sacrifice in the sense of 

presenteeism. We will discuss the implications of these findings for research on leadership in the 

context of change. 
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IPLS-123: Implicit Peer Theory: Understanding the Construct and the Context 

 

Abstract 

Research on implicit leadership (and followership) theories has grown exponentially in the past two 

decades, with several reviews of the literature (Foti, Hansbrough, Epitropaki, & Coyle, 2014, 2017; 

Junker & van Dick, 2014). Most recently, Lowe and Riggio (2019), proposed the construct of implicit peer 

theories (IPTs) – cognitive representations of the personal characteristics that are possessed by an ideal 

co-worker or teammate. IPTs have obvious implications for developing good peer working relationships, 

but also for helping leaders to understand team dynamics and guide the process of building a team. 

 Early research on cognitive representations of peers can be traced to Fiedler’s (1967) work with 

“least preferred” and “most preferred” coworkers. Evaluations of least preferred coworkers were 

central to Fiedler’s Contingency model of effective leadership, but little was done with the “most 

preferred coworker” (MPC) construct. In our initial research, we explore evaluations of peers/coworkers 

using both the ILT measure (Offermann, Kennedy, & Wirtz, 1994) and Fiedler’s MPC measure. In 



addition to our preliminary findings with these measures, we also explore the role of both specific 

individual differences, and context, on evaluations of ideal peers/coworkers. 

 One individual difference variable that we are exploring in this research is whether individuals 

prefer working with peers who are similar, or peers who are “complementary” – possessing 

characteristics that are different from one’s own, and presumably expanding the dyad’s skill set. To do 

this, we asked over one hundred psychology students to rate themselves on the IPT and MPC measures, 

as well as soliciting ratings of their “ideal peer/coworker” using the same instruments. We also 

anticipate collecting data from a second sample, of working adults, in early 2020.  Results of this 

research will be presented will be presented at IPLS. 

Effects of Context on Implicit Peer Theories 

 There is little doubt that contextual factors serve to influence individuals’ IPTs. At the macro-

level, IPTs can be shaped by the national, regional, local, or organizational culture. For example, people 

from collectivistic societies may place greater value on cooperation among peers than people from more 

individualistic societies.  Regional and local identities may come into play as they are likely to increase 

perceived similarities and thus perceptions of prototypicality (Hogg & Terry, 2014).  Organizational 

cultures may influence implicit peer theories with clan cultures more likely to value knowledge sharing 

than hierarchy cultures (Wiewiora et al 2013).  The financial position of the firm, ranging from scarcity to 

munificence, may also serve as an important contextual moderator for viewing peers as competitors 

rather than collaborators (McCarthy & Rhodes, 2018). 

 The type of leader that peers are working under may also influence IPTs. For instance, if a leader 

is consistently authoritarian, followers’ IPTs may focus on more cooperative, loyal peers as ideal 

teammates. Finally, a history of team success/failure may serve to alter followers’ IPTs. Followers whose 

teams consistently fall short of performance goals may alter their IPTs to try to select and/or develop 

more successful teammates.  



Moving forward, our research will focus on examining …how the word “peer” is operationalized 

by respondents in studies of peer implicit theories including notions of similarity versus 

complementariness, expectations of reciprocity, and the role of success and failure in prior interactions.  

We are also interested in the extent to which IPT’s are malleable through training and development 

interventions.   
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IPLS-124:  
Betwixt and Between: Understanding the Multi-Level Temporal Context of Leadership 

 

Abstract 

The importance of context in organizational research has recently received a resurgence 

in terms of calls for scholarly focus (Johns, 2018).  Context has been considered with respect to 

the strategic environment among other things (Dess & Beard, 1984; Oc, 2018).  Throughout the 

last 15 years, leadership research has increasingly noted the importance of the temporal context 

in which leaders operate.  Bluedorn and Jaussi (2008) outline a number of different ways that 

temporal variables, including contextual variables, influence leaders and followers.  The goal of 

this research is to expand that work and in doing so, expand Bluedorn and Standifir’s (2006) 

construct of temporal imagination to a broader construct, temporal intelligence , or TQ.  In 

efforts to generate further theory for practicing leaders and scholars, we add an active 

component to that definition, thereby theorizing about leaders’ ability to actively navigate and 

create the temporal contexts in which they must lead. We coin the term temporal intelligence 

(TQ) and the how it involves leaders’ understanding, navigation, and creation of the temporal 

context that surrounds leaders. Specifically, we suggest that both leaders and scholars note that 

surrounding the leader are the external, strategic environment as well as the internal 

organizational environment, and both of those present temporally related contextual factors 

that require careful understanding, navigation, and creation on the part of the leader. We 

expand strategic leadership work by theorizing how leaders can make purposeful, intentional 

strategic decisions to proactively create the temporal context of the external environment. 
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The challenge is for leaders to have the TQ---the temporal intelligence-- to identify their 

own temporal preferences and understand the degree of fit of those with the contextual 

environment at all levels of analysis in which they are operating. For example, followers will 

have prototypical preferences for leaders and their temporal behaviors (Alipour, et al., 2017).  

From followers to the strategic environment, leaders must understand their temporal fit with 

the temporal context.  Then, leaders need to consider if and how to impact the context---both 

the environmental temporal context as well as the organizational temporal context in which 

they are operating.   

In considering a leader’s temporal intelligence and the temporal context, we theorize 

how the leader is influenced by both the external strategic temporal environment and the 

internal, organizational temporal environment.  We also theorize how a leader can be an active 

influencer of these environments as well.  Next, we describe how a leader can create, or 

influence, the temporal context in which s/he operates using the case of temporal depth.  

Temporal depth  

Leaders’ perceptions of time, in particular their temporal depth, will strongly influence 

what they define as the possible contexts that may influence their leadership and decision 

making. Temporal depth refers to how far into the future and the past a leader looks.  It is 

important for a leader to have high temporal intelligence (TQ) and understand his or her 

perspective on temporal depth, as it will directly influence his or her interpretation of the 

internal and external temporal context in which he or she is leading the organization.   

For example, a leader with a short temporal depth will define a “future trend” as 

something that will be the context in the next 1-3 years.  They may see something they already 

know as a “future trend”, because they are only looking forward and backwards in very close 



 

 

increments.  Leaders of this type, when asked what  “future trend” they see impacting their 

organization, may answer such a question with something already here, like “virtual teams” .   

Contrast this with a leader who has a long temporal depth and looks out into the future 

10 or 15 years to imagine what the environmental context will be like.  This leader will be able to 

see that the organization may not have the skill set necessary to operate in that environment, 

and begin to implement processes and programs that begin to equip the organization to be 

competitive.  

The challenge for this leader is to convey that context to followers and even the 

leadership team who may not have similarly long temporal depths---they may not be able to 

imagine that far out and thus not see the need to devote time and resources to building 

capabilities for that future.  This leader must navigate the current temporal context of this 

organization (one of short temporal depth), and then create a new temporal context 

characterized by a longer temporal depth.   

Leaders must grasp how their temporal perspective matches the strategic environment 

in which the organization is operating. If the leader is leading an organization that is competing 

in a strategic environment characterized by an industry with little dynamism, longstanding ways 

of operating and bound by age-old traditions, a leader with a long temporal depth may well 

recognized this.  S/he may also recognize the lack of a future orientation in that environment, 

and be able to leverage their own long temporal depth and ability to consider the future 

relatively far out.  In this case, this leader may be able to engage in strategically disruptive 

decisions and intentionally bring about change to the environment and shape a new temporal 

strategic context.   

 



 

 

  

References 

Alipour, K.K., Mohammed, S. & Martinez, P.N. (2017).  Incorporating temporality into implicit 

leadership and followership theories: Exploring inconsistencies between timebased 

expectations and actual behaviors. The Leadership Quarterly, 28, 300–316. 

Bluedorn, A. C. & Jaussi, K. S. (2008).  Leaders, followers and time.  The Leadership Quarterly ,19, 

654–668 

Bluedorn, A. C., & Standifer, R. L. (2006). Time and the temporal imagination. Academy of 

Management Learning and Education, 5, 196−206. 

Dess, G.G., & Beard, D.W. (1984). Dimensions of organizational task environments. 

Administrative Science Quarterly, 29, 52-73.   

Johns, G. (2018). Advances in the treatment of context in organizational research. Annual 

Review of Organizational Psychology and Organizational Behavior, 5, 21-46. 

Oc, B. (2018). Contextual leadership: A systematic review of how contextual factors shape 

leadership and its outcomes. The Leadership Quarterly, 29, 218-235. 



1 
 

Ilias Kapoutsis, Antonia Lampaki, Dimitra Stoumbou, Christina Markaki, Athanasios Kaniouras 

Athens University of Economics and Business, Athens, Greece 

ikapoutsis@aueb.gr ;  d.stoumpou@gmail.com 

 

IPLS-125: Mea Culpa: The role of leaders’ self-criticism in construing positive political contexts that 

encourage followers’ creativity and voice behavior 

 

 
Abstract 

 
“Being accessible, answering questions, admitting mistakes, and saying you’re sorry aren’t liabilities. 

They are exactly the tools you can use to build your credibility and authority to lead.” 

 
Jim Whitehurst, CEO of Red Hat 

 
 

Self-leadership research suggests that although individuals’ behavior require the support of a leader, 

their actions are ultimately controlled by internal rather than external forces (Stewart et al., 2011; 2019). 

In this regard, the concept of self-leadership challenges the notion that leadership requires a leader and 

a follower and suggests that individuals act as both leaders and followers. Empirical evidence indicates 

that, in general, self-leadership relates to positive work and career outcomes. In their review on self-

leadership, Stewart et al. (2011) found that self-leadership relates to higher individual performance, job 

satisfaction, self-efficacy, career success and lower absenteeism and work anxiety. 

 
Early work on self-leadership paid attention to self-influence strategies such as self-goal setting, 

self-rewards and self-criticism (Stewart et al., 2019). Self-criticism in particular is a self- leadership 

behavior that reflects individuals’ concerns about failure, self-blame and their inability to meet high 

standards and/or expectations set by the self or others. Manz and Sims (2001) suggested that when self-

criticism becomes a form of habitual self-punishment and guilt, it leads 
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to undesirable outcomes. However, self-criticism can be constructive and send positive signals to others 

that one is ready to accept responsibility for her own actions (Manz and Sims, 1991). 

 
Building on the notion of constructive self-criticism, we raise the question of whether leaders’ 

self-criticism behavior influence how followers evaluate social interactions and determine their 

corresponding behavior. Social learning theory (SLT; Bandura, 1977) suggests that followers observe and 

role model their leader’s behavior. In this regard, we argue that followers observe leaders’ self-criticism 

behavior and construe a positive perception of the organizations’ political context. In the eyes of 

followers, a self-critical leader sets the stage for open communication and motivates followers to 

challenge the status quo and vocalize their dissent. 

 
Organizational politics involve social interactions that aim at bridging conflicting interests by 

securing public support (Elbanna et al., 2017). Although neural in nature, followers may perceive 

organizational politics as positive or negative, depending on the leader’s political motives (Kapoutsis et al., 

2017). Here, we argue that followers attach benevolent motives to leaders who criticize themselves 

creating a positive perception of the political environment. In turn, we argue that positive politics 

facilitates creativity and voice behavior (see Figure 1). Such view is in line with recent reviews on 

creative leadership (see Mainemelis et al., 2015; Epitropaki et al., 2017) in which it was argued that 

supportive leadership encourages employee creativity by fostering intrinsic motivation, psychological 

safety and/or positive moods. 

 
To address our research question, we designed two studies. In the first study, we recruited 

participants from Prolific Academic – an online marketplace for recruitment of subjects in research 

– for a small fee. The sample consisted of 152 participants, restricting participation to participants from 

the UK, with an approval rate of at least 95% and that worked as full-time employees for at 
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least two years in teams of more than two members. To assure the quality of the data we included 

several screening questions that gauge attention and comprehension. 57% were women and they had 

35 years of age (SD = 9.63). In this online survey, we used established measures to assess leader self-

criticism, perceptions of organizational politics, individual creativity, and voice behavior. We analyzed 

the data using hierarchical linear regression. 

The results showed a positive relationship between leaders’ self-criticism and followers’ 

creativity and voice behavior. In addition, we found that positive organizational politics mediate the 

aforementioned relationships. The findings support our hypothesis that when followers view leaders as 

self-critical they perceive the political environment of the organization as supportive which, in turn, 

boost their creativity and increase voice behavior. 

In study 2 we recruited 120 participants from Prolific Academic for a small fee, using the same 

pre-screening criteria as in Study 1. 70% of the participants were women and they had a mean age of 

33.2 years (sd = 9.7). Here, we used two vignettes to manipulate leaders’ self-criticism (self-critical leader 

vs. non self-critical leader). Then, we requested from participants to imagine how it would be to work in 

such an environment and assessed their perception of organizational politics. Next, we gave participants 

the task to rate a set of products based on their novelty x usefulness and make a recommendation to 

the leader. At a later stage, their leader would decide whether they would follow this recommendation. 

Eventually, the scenario primed participants that their leader decided to reject their recommendation 

and assessed whether they would voice an objection. 

The results showed that we successfully manipulated self-criticism. Also, we constructively 

replicated the findings from Study 1 related to voice behavior. Specifically, we 
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found that positive politics fully mediate the relationship between followers’ perception of leader’s self-

criticism and voice behavior. 

Our research has theoretical and practical implications. With regard to the former, our research 

informs theory on self-leadership by showing that one’s self-leadership may influence the behavior of 

other individuals. Regarding the latter, to increase followers’ creativity and voice behavior, leaders need 

to be self-critical in a constructive way. Such self-influence behavior results in positive outcomes because 

it nurtures a positive political environment. Our research in unique because it runs contrary to the 

existing literature by showing that self-criticism and organizational politics have positive, rather than 

negative, implications. In our presentation, we will discuss the implications of these findings for theory 

and practice and provide meaningful insights for future research. 
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IPLS-126: Leading Across Contexts: Six Paths to 
Leadership 

 
 

Abstract 

It has long been recognized that the context in which leaders operate is important to their 

effectiveness, from classic situational leadership approaches (Hersey & Blanchard, 1969) to more 

contemporary studies (e.g., Hannah, Uhl-Bien, Avolio, & Cavarretta, 2009). Contexts represent not only 

individual factors and opportunities for leaders, but combine as broader categories to shape meaning 

(Johns, 2006) which should be considered in order to understand the range of effective leader behavior 

(Hernandez, Eberly, Avolio, & Johnson, 2011). In this study, we examine leader effectiveness across one 

such broad category, the set of paths taken to obtain positional organizational leadership. Through a set 

of semi-structured interviews with a wide variety of leaders, we compare and contrast six paths to 

leadership, and reporting differences and commonality in response to the varied opportunities and 

challenges inherent in the paths. 

Our research impetus springs from field work with leaders, primarily through managerial 

training and executive coaching engagements. As Zaccaro and his colleagues predict, these leaders were 

both shaped by their paths and exert influence upon it (2018). As we interacted with and listened to 

leaders, it became apparent that their particular contexts shaped their effectiveness with regard to their 

actions in response to path-specific opportunities and challenges. Through our conversation with these 

e]leaders, we identified a set of six paths to leadership positions: promoted from within, hired from the 

outside, elected, appointed, founded, and inherited. They reported not only differences, however; true 

to our expectations about the validity of existing leadership theory, many commonalities were apparent 

in effective leadership factors across paths. These preliminary impressions led to our research 

questions: 
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• RQ1: What are the commonalities and differences in leading across distinct positional 

paths? 

• RQ2: What are the challenges and opportunities of each positional leadership path? 
 
 

Method and Sample 
 

Although the field of leadership has an extensively developed research base, there is less 

known about the particular comparison across leadership paths that we seek. Therefore, it is 

appropriate to pursue qualitative methods to investigate our research questions. Specifically, we 

adopted grounded theory techniques (Strauss & Corbin, 1998) to learn from practicing leaders in varied 

organizational settings. Our sampling rationale was based on our preliminary identification of six paths 

to leadership described above, to include a variety of executive-level organizational leaders in each 

path. Although we initially set parameters for qualifying targeted subjects, such as executives of mid-to-

large cap businesses, having over 1000 employees, we found that it was difficult to maintain these 

standards across paths and industries. For instance, elected officials did not generally have direct 

control over large budgets, nor did they tend to employ a large staff. 

Using statements derived from early interviews, we validated the six paths through a Q- sort 

procedure with two sets of MBA students. To identify interviewees, we used professional contacts, 

including some connections through university colleagues, and occasionally the snowball technique of 

obtaining referrals from early interviewees. We interviewed 55 leaders, including 35 C-suite executives, 

7 members of U.S. Congress, 12 founders, and 9 inheriteds, and a variety of other leaders and expert 

key informants (note that many leaders qualified as representing multiple paths). 
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Data Collection and Analysis 
 

We conducted semi-structured interviews, asking various planned questions as well as queries 

that emerged organically as each interview unfolded and over time as our insights grew. Typically both 

authors together interviewed each interview subject, and each interview lasted about one hour. Our 

interview protocol was based on our research questions, emphasizing factors related to challenges and 

opportunities of the paths, as well as stories to illustrate their points. All interviews were audio-recorded 

and professionally transcribed verbatim. Our findings are based on a preliminary hand-coded analysis of 

the interviews by the authors, complemented with a separate software-assisted (NVivo) in-depth 

analysis by the authors with the assistance of a research assistant. Finally, the authors discussed the 

resulting themes and factors. 

 
 

Findings 
 

We will present our themes supported by the words of our interviewees, arranged as challenges, 

opportunities, and strategies to leverage. While too long for the limited space allowed in this 

submission, we provide a sample of themes, summarized in Table 1. 
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Six Paths to Leadership 
 

Table 1: Leader Distinctions by Paths Across Common Themes 

THEMES IN 
COMMON 

PROMOTED 
LEADER 

HIRED 
LEADER 

ELECTED 
LEADER 

APPOINTED 
LEADER 

FOUNDED 
LEADER 

INHERITED 
LEADER 

VISION Has track record of 
supporting the 
vision 

Connects with a 
vision distinct from 
his/her own 

Constituent 

connections, defer 

to party leaders; 

differ from other 

electeds 

Vision reflects the 

principal 

(appointer) and 

guides 

responsibilities 

Vision and ability 

set direction, 

attracts investors, 

employees, and 

customers 

Goes beyond 
business needs to 
encompass family 
across generations 

PERSONAL 
BRAND 

Blends with 

organization 

brand; difficult to 

re-brand in new 

position 

Valued outside 

perspective from 

prior companies; 

may reflect 

competitor brand 

Established through 
plans and 
campaigns 

Reflects the 
principal; 
challenge to fit in 

Significant draw 

for potential 

investors, 

employees, 

customers 

Assumes and 
sometimes extends 
the family brand 

CREDIBILITY Existing 
relationships and 
record within 
organization 

Expertise; need to 
prove loyalty and 
trust 

Judged by 
stakeholder 
interests, which 
may conflict 

Reflects the 
principal; must be 
proven to staff 

Gained through 
ability to attract 
investors and 
customers 

Reflects the family 
brand, track record, 
and relationships 

 
CULTURE 

Accepts and fits 
organizational 
culture; may not 
see deficiencies 

Assessed for 
cultural fit, 
differences 
weighed against 

value added 

Adapt to culture of 
governing capital; 
difficulty balancing 
with constituency 

Ability to fit 
principal’s values 
with idiosyncratic 
agency culture 

Source of the 
culture; can realize 
own vision 

“Family DNA” 
infuses the 
organization 

POWER AND 
AUTHORITY 

Clear source and 
connections but 
may struggle 
leading former 

peers 

Reflects the talent 
and knowledge 
brought to the 
organization 

From committee 
positions; clearly 
outlined by 
position or 

jurisdiction 

Appointment roles 
and responsibilities 
specify areas of 

authority 

Clear perceptions 
of rights to design 
and administer; 
tempered with 

need for buy-in 

Inherent in the 
family role 
(ownership, 
management, 

leadership) 

~ 



Philippe Jacquart 

jacquart@em-lyon.com 

Emlyon business school 

 

Brian S. Anderson 

andersonbri@umkc.edu 

Bloch School of Management 

University of Missouri 

 

IPLS-129: Dealing with endogeneity in latent construct models 
 

 

Abstract 

How do management scholars address endogeneity concerns in models with latent 

constructs? We reviewed a random sample of 120 manuscripts published in top management 

journals from 2015 to 2018 and found that the vast majority of these studies make no attempt to 

address endogeneity. This is a problematic finding. Because building prescriptive theory requires 

understanding causal processes, failing to account for endogeneity leads to biased nomological 

understanding; what we think we know is not what we actually know. Drawing from our review, we 

illustrate the endogeneity concerns in direct effect, mediation, and conditional indirect effect 

(moderation mediation) models with latent constructs. We then show how researchers mitigate 

these concerns with instrument variables using structural equation modeling and maximum 

likelihood estimation. We conclude with a series of best practices, and a discussion of practices 

researchers should avoid.  

We report the results of a simulation to show the real-world impact of failing to address 

endogeneity concerns. We also show how practices such as ignoring the chi-square statistic for 

evaluating model fit, collapsing latent constructs into observed variables, and using tools such as the 



PROCESS macro can mask, or even exacerbate, endogeneity problems. Finally, we illustrate how to 

correctly deal with endogeneity in latent models, and describe appropriate test statistics for model 

evaluation. We conclude with a series of best practices and, equally important, practices to avoid in 

observational research with latent constructs. 
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IPLS-130: Studying Leadership in Triads: Situating Leadership in Context 
 
 

Abstract 

Since Simmel’s Soziologie (1908, 1950) we know that going from dyads to triads has the 

greatest impact on relational dynamics than any other change in group size (Weick, 1979). For this 

reason, triads have become the focus of attention of organisational scholars across a number of 

disciplines. For example, findings from triadic studies have illuminated dynamics of innovation 

creation (Obstfeld, 2005), culture effects on entrepreneurship (Krackhardt & Kilduff, 2002), 

successful firefighters’ communication (Vidal & Roberts, 2014) or, at a more macro level, 

relationships in supply chains (Choi & Wu, 2009; Wynstra et al., 2015). Triadic theories, like the one 

on coalitions (Caplow, 1968), balance (Heider, 1958) or transitivity (Krackhardt, 1998), have proven 

so adaptable to be used to study different topics, from humour in the work place (Dwyer, 1991) and 

lobbying in Washington (Carpenter, Esterling, Lazer, 2004). However, despite their versatility, triads 

remain an 

under-utilised unit of observation in leadership, receiving so far little attention. Previous studies 

looking at triads (Sparrowe & Liden, 1997; Offstein, Madhavan, Gnyawali, 2006; Contractor, 

DeChurch, Carson, Carter, Keegan, 2012) have done so as embedded in broader networks, without 

zooming onto inter-triadic relational dynamics. 

This paper proposes that triads are a leadership configuration on its own right, 'a pattern 

of leadership' (Gronn, 2015, p.547) which illuminates unique leadership phenomena, additionally 

to configurations previously used dyads, groups and networks (Figure 1). The lack of attention to 

different leadership relational configurations has previously been lamented as a gap in the study of 

leadership (Gronn, 2002; Chreim, 2015; Fairhurst, 2016). 
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But it is more than that, it is revelatory of a tendency to study leadership as a decontextualized 

phenomenon both in groups and dyads (Liden & Antonakis, 2009). In groups it assumes 

convergence of goals amongst actors (Denis, Langley, Sergi, 2012), and suffers from lack of clarity 

of relational processes between leaders and followers (Tourish, 2019). In dyads, it ignores status 

differential, power (Lamertz & Aquino, 2004) and context specific assumptions, over-relying on 

reciprocity rather than other work logics, like, for example, self-preservation (Bernerth, Walker, 

Harris, 2016). Whilst, triads as 'a basic unity' illuminate processes that occur in groups, but not in 

dyads (Weick and Penner, 1966, p.191), as they 'provide a setting in which crucial properties of 

coalitions' and influence may be observed through face-to-face interactions (p.192). Formed by 

three individuals mutually influencing each other to attain leadership outcomes (Contractor et al., 

2012), triads offer new insights on phenomena previously not captured, or not suspected of 

relevance (Weick, 1989) by studying groups or dyads. 

Figure 1 – Triad as a Leadership Configuration additional to Dyads, Groups and Networks. 
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As an illustration (Figure 2), let's consider a manager, his/her own boss, and his/her own 

reportee. In this example the manager (henceforth defined as a connecting leader or connector) is 

involved in two leadership relationships, with his/her boss (hence forth the leader of the triad, 

reflecting the highest authority) and with his/her reportee (the follower of the triad, reflecting the 

lowest authority). 

Figure 2 – A Leadership Triad 
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This configuration illuminates three phenomena, named collectively as triadic leadership 

phenomena, for ease of understanding in this paper. The first such a phenomenon is the role co-

enactment: the connecting leader in a triad embodies concurrently the roles and the identity of a 

leader (of the reportee) and of a follower (of his/her boss), and as such he/she fuses the triad's 

‘different sides in the unity of his personality’(Simmell, 1950, p.137). The second one is the 

leadership mediation: where the connecting leader acts as a mediator between triad constituents, a 

clearing house of information, meanings and emotions. The peculiarities of this role are described by 

a plethora of triadic studies, where this connector can be seen as a divisive presence (divide et 

impera, Simmel, 1950), or as a unifying one (tertium iungens, Obstfeld, 2005), and can be further 

theorised by using concepts of brokerage (Gould and Fernandez, 1989). Lastly, the third leadership 

triadic phenomenon is defined as skip-level leadership relationship: whereby, the leader and the 

follower of the triad can also enter in a direct leadership relationship, by-passing the mediation of 

the connecting leader, even disempowering him/her. This latter aspect enriches our understanding 

of coalitions across hierarchical levels (Caplow, 1956; Weick & Penner, 1966). And can be 

investigated by using transitivity, occurring when all three ties (relationships) between the members 

of the triads are active (Krakchardt, 1998; Block, 2015). 

This paper contributes to leadership theory in three ways. First, it applies readily available 

triadic theories to leadership, evidencing and analysing the three understudied triadic phenomena. 

Second, it contributes to a long tradition of studies that answer to a dissatisfaction with what Gronn 

(2002, p. 425) calls the 'sacrosanct binaries of dualism': the leader centricity (i.e. the over-attribution 

of organizational outcomes to romanticised leaders; Meindle, Ehrlic, Dukheric, 1985; Meindl, 1995; 

Grint, 2005), and the leader-follower separation (Colinson, 2005; Grint 2010). Third, practically, 

triads capture mundane aspects of every-day leadership at the core of organizations, where people 

skip-level in communicating 
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to each other, challenging the dyadic leader-follower views of leadership In short, triads shift the 

research focus away from leadership as an administrative activity (i.e. following formal reporting 

lines), to leadership as an adaptive activity (i.e. happening through informal communication 

between organizational levels; Uhl-Bien & Marion, 2009; DeRue, 2011). In its further version the 

paper will present different kind of triads that are more likely to develop in different contexts. 
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IPLS-131: Top-down and bottom-up processes for shared leadership: The context provided by team 

members’ self-schemas, dyadic and team processes 

 

Abstract 

Shared leadership is defined as “an emergent team property of mutual influence and shared 

responsibility among team members whereby they lead each other toward goal achievement” (Wang, 

Waldman, & Zhang, 2014). Teams which show high levels of shared leadership have consistently been 

associated with better performance, as well as other desirable outcomes (Nicolaides et al., 2014; Wang 

et al., 2014). This leadership structure of teams implies the capacity of the team to make the best use 

of the available competences among their team members. As such, a team in which leadership is 

shared could be explained through its different team members enacting leader and follower roles at 

different points in time as required (Adriasola & Lord, 2020; Lord, Day, Zaccaro, Avolio, & Eagly, 2017). 

The cues for an individual to emerge as a leader might be determined by a combination between 

bottom up as well as top down processes. As such, individual’s own unique competencies, 

characteristics of the task, other team members or processes involving the whole team provide critical 

context for shared leadership emergence. 

Taking a bottom up perspective, team members bring to the team their own particular 

construction of the world, which impact their own functioning; but which might influence dyadic and 

team level processes too. Theory of personal construct argues that individuals unique construing of 

events have a critical role in driving interpretation, decision making and behavior of individuals 

(Fransella, 2003). In interactions, this construction processes become more complex, as others might 

impact the individual’s situational construction (e.g. eliciting certain aspects of the personal construct); 

but also where each individual’s construction process will play a role in the social process involving 

others (Fransella, 2003). Adriasola and Lord (2020) proposed an identity-based structural model for 

shared leadership, whereby they explain how team members’ identity compositions relating their 

leader and follower identities as well as processes associated to their individual self, are relevant for 

dyadic and team level processes, as well as being influenced by processes at these levels too. In this 

context, they argue that individual’s leader and follower self-schemas, as activated by other team 

members (e.g. potential dyadic partners) as well as the team (e.g. norms and group prototypes about 

leadership) can enhance or hinder their capacity to switch between leader and follower roles. As such, 



the self- schemas held by individuals (e.g. implicit leadership or followership prototypes), as well as the 

dyadic and collective constructions (e.g. group prototype of leadership and leadership norms) will 

provide critical context for shared leadership emergence. 

From a top down perspectives, group prototypes and norms will be critical. Group prototypes 

refer to the typical, the exemplar members of a group. It basically refers to the agreement of team 

members about everyday features of a group and help decide members belongingness status (Hogg & 

Terry, 2000). As such, a clear group prototype clarifies attributes, attitudes and behaviors that are 

associated to such groups and constitute the way team members enact their collective identity. Related 

to prototypes, group norms define those shared expectations team members have for each other 

involving the acceptability and non-acceptability of behaviors (Hackman, 1987). Norms have very strong 

influences on the range of behaviors that team members can engage in, tend to emerge very quickly 

and to become highly stable and difficult to change (Hackman, 2003). However, how do schemas, 

identities, and prototypes held by individual team members affect the emergence of various group 

norms related to shared leadership? And further, to what extent individual’s self-schemas about 

leadership are modified by team norms when a team develop shared leadership norms? 

In newly formed teams, individuals arrive with their own self-schemas about leadership and 

followership, which over time and due to the richness of team dynamic are likely to both influence team 

norms and be influenced by them. As such, a relevant and critical question relates to understand how 

the shared leadership norms emerge, and to what extent the individual team members’ leadership 

schemas impact the generation of such norms. On the other hand, it has been argued that shared 

leadership norms would impact individual team members’ schemas about leadership. This paper will 

address these questions theoretically focusing on leader and follower identity and the extent to which 

team member’s self-schemas about leadership affect how a team’s early emergence of (shared) 

leadership norms occur, and how clarity or ambiguity of group leadership prototypes might relate to 

conflict. Preliminary analysis of data collected in undergraduate teams working on a consultancy 

assignment over the semester will be presented and discussed. 
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IPLS-136: Trapped in an Abusive Supervisory Relationship:   

The Barriers Model of Abusive Supervision 

 

Abstract 

Aim 

Abused followers would often be better off if they were able to end the abusive relationship 

but doing so can be extremely difficult. Considering the far-reaching consequences of abusive 

supervision on follower’s lives (Mackey, Frieder, Brees, & Martinko, 2017; Tepper, Simon, & Park, 

2017), it is imperative that we understand better what hinders them to leave this toxic relationship. 

The aim of the current paper was to provide a theoretical framework explaining the barriers that 

prevent followers from ending an abusive supervisory relationship. With this theoretical framework, 

we wanted to stimulate future empirical research on the sustained nature of abusive supervision. 

We used the original barriers model on domestic abuse (Grigsby & Hartman, 1997) as a source of 

inspiration and adapt it to the work context to introduce the Barriers Model of Abusive Supervision.  

According to the core principles of ecological models (Sallis, Owen, & Fisher, 2015; Stokols, 

1992), any behavioral model is most useful if (1) it focuses on the context in which a certain behavior 

exists (in this case the work context); (2) it takes into account that that there are multiple levels of 

influence on people’s behavior (in our case followers’ decision to leave an abusive supervisor or 

not); (3) it acknowledges that the influences at different levels are not independent but interact to 

predict why followers do not leave; and finally (4) recognizes that multi-level interventions are best 

to create behavioral change. Accordingly, the Barriers Model of Abusive Supervision places the 

abused follower in the center of an onion-shaped model in which each layer represents broad 

categories or clusters of barriers that prevent followers from leaving their abusive supervisor. With 

each layer being peeled of, the barriers become more internally focused. Starting from the outer 

layer, the layers are: Barriers in the larger societal context (Layer 1), barriers in the organizational 
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context (Layer 2), barriers due to the abusive supervisor (Layer 3), and barriers originating from 

within the abused follower (Layer 4). These layers are considered to interact to explain follower 

behavior. 

 

Contributions 

The Barriers Model of Abusive Supervision addresses three main problems in the literature. First, 

while we know quite a bit about the determinants of abusive supervision (see Mackey et al., 2017; 

Zhang & Bednall, 2016), very few attempts have been made to understand the sustained nature of 

the phenomenon (Tepper, 2000) and why followers do not simply leave the abuser. Second, the 

scant literature on the sustained nature of abusive supervision is limited in the sense that it mainly 

takes a within-relationship perspective (Chan & McAllister, 2014; Klaussner, 2014; May, Wesche, 

Heinitz, & Kerschreiter, 2014; Oh & Farh, 2017) rather than taking into account barriers from outside 

the relationship. Third, the literature on abusive supervision has been criticized for being 

phenomenon rather than theory driven (Oh & Farh, 2017; Tepper, 2007). With the Barriers Model of 

Abusive Supervision, we offer a theoretical framework to explain why followers might be “trapped” 

in an abusive supervisory relationship by going beyond the dyadic leader-follower relationship and 

incorporate both internal and external barriers that followers face when dealing with supervisor 

abuse. With this model, we not only hope to guide future research in the domain, but also to foster 

scholarly and societal awareness of the complexity of abusive supervisory relationships. Our broad 

perspective may prevent victim blaming, foster a fuller understanding of abusive supervision, and 

help steer attempts to make policy changes inside and outside organizations (including multi-layer 

interventions) that help to prevent and solve the problem. 
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IPLS-137: The dragon learns to samba: Authentic leadership in a Chinese multinational in 

Brazil 

 

Abstract 

 

Rational of the paper  

There are a number of factors which might enable an organization to successfully navigate the 

challenges of breaking into and becoming successful in new international markets. Leadership is 

perhaps an obvious driver of such success. However, there is very little research which attempts 

to uncover how authentic leadership may facilitate such a process. There are a number of 

challenges organizations can face when attempting to break into new international markets, such 

as language barriers, cultural differences, as well as challenges for managing human resources 

and capital from abroad. These issues can be compounded when there are differences in 

expectations regarding who is in charge and who has the ability to make decisions and enact 

change in fast moving and dynamic situations.  

As China and Brazil move from being part of the abstract concept of the BRIC’s into growing global 

powers, their collaborative power is being brought further into focus. Chinese companies are a 

growing presence in Brazil thanks in part to the upgrading of their relationship to “a 

comprehensive strategic partnership” in 2012. Given that the leadership of Chinese and Brazilian 

companies differ in certain key areas related to culture, it may be worth understanding how 

leadership factors into the success of these types of collaborations.  

The objective of this study is to gain insights into how authentic leadership may be key to the 

ability of foreign multinational corporations to successfully integrate into new international 

markets. Using the case of a Chinese company, China Three Gorges Dam (CTG) and their 

integration into the Brazilian green energy market, this project sought to gain an understanding 



 

 

of how and in what way leadership facilitated the success of CTG in the Brazilian context. We 

propose that the authentic leadership of the founding CEO of CTG Brazil allowed CTG to flourish.  

Theoretical background 

Authentic Leadership (AL) is a form of leadership which is concerned with the self-awareness, self-

regulation and self-concordance of the leader. Authentic leaders have a high level of authenticity 

such that they know who they are and what they believe in. An authentic leader acts upon their 

core values and beliefs when interacting with others (Gardner, Cogliser, Davis, & Dickens, 2011; 

Walumbwa, Avolio, Gardner, Wernsing, & Peterson, 2008). According to Walumbwa et al., (2008), 

authentic leadership is comprised of four dimensions: self-awareness, balanced processing, 

relational transparency and an internalized moral perspective. However, it is worth noting that AL 

is conceptualized as a positive form of leadership. AL as a theory argues that it is followers who 

view a leader as authentic and subsequently authenticate the leader (Shamir and Eilam, 2005). 

Given the differences in understandings of what constitutes leadership across various cultures, it 

is therefore useful to understand how followers view authentic leadership in a cross-cultural 

context. Gaining insight to cross cultural similarities in perceptions of authenticity can better 

support the theory as a whole. In this way, this study makes a contribution by exploring 

conceptions of authenticity in a cross-cultural context by analyzing the leadership of a Chinese 

CEO in a multinational company in Brazil.   

Method 

This study takes an inductive and qualitative approach. The authors conducted interviews with 20 

key members of CTG. The participants came from across organizational levels from the CEO to 

lower level managers. All interviews were digitally recorded in order to allow for the transcription 

and analysis of the data. The interviews took approximately 60 to 90 mins each. The study 

received ethical approval from the authors institutional IRB. All study participants were provided 

with informed consent sheets prior to the interview. The interviews were analyzed using thematic 

analysis (Braun & Clark, 2006). This process involves a series of 6 steps and allows the researcher 

to identify key themes which emerge from the data.  

Findings 



 

 

The findings of this paper demonstrate how and in what ways authentic leadership can be a key 

driver of the successful integration of a multinational corporation into new international markets 

and the navigation of cultural and identity specific issues related to cross cultural factors 

associated within the context of these markets. More specifically, it was found that the leadership 

of the CEO of CTG Brazil, Mr. Li was a key driver of the success of the organization’s integration 

into the Brazilian energy market. One of the ways that Mr. Li exhibited balanced processing was 

that he brought in Chinese employees to act as the conduit of communication, translating and 

explaining Chinese organizational processes to the Brazilians and then translating the Brazilian 

cultural and regulatory context back to the CTG HQ in China.  

Further, Mr. Li empowered his employees, giving them agency to be themselves and choose how 

to enact their roles, this is a key example of relational transparency. He also allowed his employees 

to create their own organizational culture which equally valued and represented Chinese and 

Brazilian cultures, which we argue is an example of internalized moral perspective. Mr. Li was also 

incredibly self-aware as demonstrated by the fact that he has a deep personal understanding and 

appreciation of Brazilian culture. It is from this deep appreciation that Mr. Li had the interest and 

ability to explore and capitalize upon the opportunity for CTG to enter the Brazilian green energy 

market. Therefore, due to Mr. Li’s authentic leadership, and specifically, his self-awareness, CTG 

Brazil was able to bypass many of the shortcomings which have led to significant challenges faced 

by other Chinese multinationals in Brazil.  

Theoretical and practical implications 

We propose that the value of this research is that it provides greater understanding of how and 

in what ways authentic leadership can facilitate the successful integration of foreign companies 

into new international markets. This research also provides insights regarding the effective 

integration of business culture across cultural boundaries and innovation within a Chinese 

company in Brazil. This research could provide a better understanding and act as a possible 

template for future partnerships among businesses within emerging markets especially within the 

context of the BRICs. 
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IPLS-139: Leadership and the Italian Renaissance:  
A Historiometric Study of the Early Medici in Florence (1393-1521) 

 

Abstract 

The Italian Renaissance was a transformative period of humanistic ideals and 

extraordinary advances in art, architecture, literature, and science. The Tuscan city of Florence 

was her birthplace. For centuries scholars have steadfastly archived, transcribed, and translated 

artifacts of this extraordinary place in time. This paper examines the rich historical context of 

the Renaissance, and the insights that can be gleaned about leadership. Which aspects of 

leadership may have fueled the Italian Renaissance? In what ways do the unique theoretical 

lenses through which leadership scholars have peered enable an appreciation of the personal 

and societal outcomes of leadership during the Italian Renaissance?  

This study focuses on six individuals and their relation to governmental structures, 

guilds, elites, and neighboring city states (Naples, Rome, Venice, and Milan): Giovanni di Bicci 

de’ Medici (1360-1429), Cosimo de’ Medici (1389-1464), Piero di Cosimo de’ Medici (1418-

1469), Lorenzo de’ Medici (1449-1492), Piero di Lorenzo (1471-1503), and Giovanni di Lorenzo 

(Pope Leo X, 1475-1521). None was a prince, born with formal power. The first four were 

disproportionately influential in the direction and energy of the Italian Renaissance. The latter 

two were brothers whose leadership, each in its own way, prompted the full transition of a free 

Florentine Republic to a Duchy, from leadership that fostered informal to exclusively formal 

leadership. Piero di Lorenzo’s leadership had him permanently exiled two years into his term. 

Giovanni di Lorenzo would become Pope Leo X. Whereas the first four Medici led in confluence 

with the formal government groups in the Republic of Florentine, the actions of the later Medici 

were associated with the fall of the Republic and the inception of a hereditary monarchy.  

In order to understand Medici leadership during the Renaissance, this study begins with 

a conceptual integration of leadership theory around five facts that underpin the major domains 

of theorizing: feature, function, form, focus, and fit. Leadership theories of feature are those 

concerned with the personal characteristics of the individuals who are engaged in leadership or 

followership, how these individuals come to be involved in leadership (emergence), and how 



 

 

individuals develop the capabilities needed to lead (development). Theories of function examine 

the actions, decisions, and activities of those who are engaged in leadership and followership. 

Theories of form probe the system and structure of leadership. For example, the degree to 

which leadership is vertical, shared, distributed, and/or rotated. Theories of focus explore the 

direction toward which leadership actions, decisions, and activities are aimed. They examine the 

degree to which, and balance between, internal activities that regulate groups, teams, 

organizations, and nations, and external activities concerned with a group’s relation to external 

entities. Lastly theories of fit investigate the interrelation of leadership, situations, and context. 

They may examine the match of leadership and context, or the capacity for leadership to adapt 

to changing situational demands, for example. 

In order to examine the set of facets representing the current state of leadership 

theorizing, and their collective role in leadership during the Italian Renaissance, I conducted a 

historiometric analysis. Rich cases such as these lend themselves ideally to historiometric 

methods which “stand in stark contrast to the atemporal, decontextualized, open-ended naive 

appraisals of leaders (Parry et al., 2014).” From biographical material detailing the lives of the 

focal six Medici, I extract critical incidents germane to leadership, which are then categorized 

into the five facets. Also from biographical material, personal and social leadership outcomes 

are extracted. “Increasing the power of one’s regime” would be a personal outcome, whereas 

“creating cultural institutions” is a social outcome.  

The principal finding of this analysis is that leadership outcomes in context can be better 

explained through complements of theories, than by relying on any one facet of theorizing. The 

five facet approach enables meaningful connection points across what are mostly adjacent and 

siloed areas of leadership theory. The leadership of Giovanni di Bicci de’ Medici, who founded 

perhaps the most successful family business in all of Europe, is evident from examining theories 

of form, focus, and fit, though his leadership is not particularly well-accounted for using the two 

most prevalent areas of theorizing: feature and function. Cosimo di Giovanni de’ Medici’s 

leadership outcomes, on the other hand, could be predicted from practically any facet of 

leadership theorizing. This is not at all the case for Piero di Cosimo de’ Medici, whose leadership 

outcomes require one to examine the complement of theories, with no one area of theorizing 

accounting for his outcomes. The leadership outcomes of Lorenzo de’ Medici, known as “the 

Magnificent,” come into focus, perhaps predictably, from examining theories of feature and 

function, but less obviously so from theories of focus. Piero di Lorenzo de’ Medici, known as 



 

 

“the Unfortunate,” can be best understood by looking at the complement of all theories 

together. Lastly, the outcomes of Giovanni di Lorenzo de’ Medici, who became Pope Leo X, are 

best seen through the lens of function and focus theories.    

This study makes two contributions. To the leadership literature, it offers a conceptual 

integration of theories, specifying five facets that collectively account for the 16 major 

conceptual domains exemplified in recent reviews (Dinh et al., 2014). This integration is ripe for 

enabling synthesis and insights that come about by combining areas of theorizing. The second 

contribution is to offer a leadership-centric explanation for the Italian Renaissance. This period 

continues to have a profound impact on present day life, and understanding the leadership 

systems that ultimately supported such a creative and transformative period may yet offer 

insights useful to modern-day leaders and social movements. 
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IPLS-141: The European Union in Times of Crises: How Crises affect European Identification 

and what Identity Leadership can do 

 

Abstract 

The Covid-19 pandemic exemplifies how important associations like the European Union (EU) are 

since global crises can only be overcome on a global level. A common European identity lays the 

foundation for transnational support and cooperation (e.g., Jetten et al., 2020). Thus, it is 

important to understand how the pandemic affects European identification. Furthermore, it is not 

clear whether a common European identity strengthens transnational solidarity only among 

subgroups (e.g., nations; Gaertner et al., 1993) or also with people outside Europe. Our paper 

aims to fill this research gap in two steps: First, we follow an empirical approach and study two 

questions among people in Germany: 

1. How did Germans’ European identification develop during the first months of the 

pandemic? 

2. How did European identification affect moral attitudes towards people outside Europe 

and the willingness to share crucial resources with them? 

In the second, conceptual part we study how political leaders can bolster confidence in the EU 

and develop an identity-based framework of leader narratives. 

For the empirical part, we collected data via online surveys at three measurement points with 

four-week time lags from April 9th, 2020, to June 22nd, 2020 (final sample: N = 296). All study 

variables were included in all surveys. Since our research live-monitored a volatile socio-political 

development, our analysis takes an exploratory approach.  

In order to analyze our research questions, we fitted linear mixed models. The results indicate 

that European identification significantly decreased over all measurement points (b = -0.19, p < 



 

 

.001, 95%-CI [-0.26, -0.12]). Furthermore, we find that at all times European identification was 

associated with higher moral obligation to show concern for the welfare and interests of people 

outside Europe (b = 0.17, p = .003, 95%-CI [0.06, 0.28]) and a greater willingness to share resources 

with them in the context of the pandemic (b = 0.18, p = .001, 95%-CI [0.07, 0.29]). Overall, our 

study underscores the importance of strengthening European identification in times of crisis. 

In the second part of this research project, we investigated what political leaders can do in order 

to reinforce European identification. By analyzing success factors of populist EU-sceptic parties 

(e.g., Albertazzi & McDonnell, 2015), one finds that a driving force of their popularity are identity 

narratives which undermine identification of citizens with the EU and foment anti-EU attitudes 

(De Vries & van Kersbergen, 2007; Reese & Lauenstein, 2014). So far, research has focused on 

ways in which leaders use political narratives to diminish (rather than bolster) confidence in the 

EU. Furthermore, EU attitude research is often overly descriptive and lacking systematic work. 

However, it is important to gain a deeper understanding of why certain pro-EU narratives can be 

expected to ‘take hold’ and instill faith in the EU among the public at large. Therefore, the goal of 

this paper was to develop a conceptual, theoretically informed framework of leader narratives 

and to focus on the less-studied side of the coin: pro-EU narratives.  

Our identity-based framework of leader narratives is built on literature on social identity 

leadership (e.g., Haslam et al., 2020), and identity development (e.g., Batalha & Reynolds, 2012), 

leader-follower communication (e.g., Fladerer et al., 2021), and perceived collective continuity 

(e.g., Sani, 2007). 

The framework comprises the following elements: 1) crafting a (superordinate) group identity, i.e. 

understanding the group and reflecting on it; 2) managing the group identity, which includes 

creating collective continuity, using inclusive language, and promoting the superordinate identity 

while respecting subgroups; and 3) sustaining the group identity by championing collective goals 

and actualizing the identity content. Further, we discuss voice within the group as a relevant 

internal factor influencing the acceptance of leader narratives.  

In summary, our findings highlight the important role the EU plays in dealing with global crises, 

because a shared European identity can provide the basis not only for transnational solidarity, but 

also for loyalty to non-Europeans. However, crises like the Covid-19 pandemic seem to weaken 



 

 

European identification at the outset. While literature already indicates that identity leadership 

has the potential to counteract this development (Haslam et al., 2020), our paper develops a 

framework designed to clarify what (political) leaders (can) do to strengthen group members' 

social identifications. 
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IPLS-142: Do leaders matter? Evidence from 56 years of U.S. governor successions 

 

Abstract 

Societies are facing numerous grand challenges and leaders are increasingly counted on to 

provide solutions. Top-level institutional leaders are implicitly assumed to have an effect on 

important social and organizational outcomes. But can top-level leaders affect outcomes that 

unfold across space and time via various pathways? Some research streams have suggested 

that organizational outcomes may not be caused by, but are simply ascribed to the leader; 

leadership may merely be a social construction. We provide a rigorous test to determine 

whether leaders matter by exploiting a very controlled, though unusual leadership context, 

where leader discretion is large; that of U.S. state governors. This context allows us to 

estimate precisely what role top-level leaders may play in determining institutional outcomes, 

measured on a standard metric. We quantify the “leadership effect” in a sample of 500 

governors across the 50 states of the U.S. and the district of Columbia. We use a custom 

likelihood function to implement state-of-the-science methodical advances in variance 

decomposition on a sample of 2,985 governor-time observations, covering the periods 1963 

to 2019, to explain variance in real yearly Gross Domestic Product (GDP) growth. After 

having partialed out time effects (0.47 of the variance in real yearly GDP growth), we show 

that governors are responsible for 4.45% of the variation in real GDP growth, while state-

effects only account for 1.45% of the variation in real yearly GDP growth. Our results 

contradict earlier research suggesting that top-level leadership may not matter (e.g., Salancik 

& Pfeffer, 1977).  

 

Keywords: Leadership, Variance decomposition, Economic growth, Leader performance, 

GDP, Political Leadership, Maximum likelihood, Autoregression. 
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IPLS-143: Executive turnover: a survival analysis of the contextual factors that impact male 

and female leaders’ top management exit. 

 

Abstract 

 

 Women are representing an increasing percentage of the upper echelons of organizations. In 

2021, for the first time women comprised over 30% of senior-management roles globally 

(GrantThorton, 2021). With more and more women breaking through the glass-ceiling, scholarly 

interest has shifted from investigating the obstacles women face when trying to acquire a position 

of power, to understanding the experiences of women once they have successfully climbed the 

organizational ladder. Still, research has repeatedly shown that leadership occupations are 

inherently seen as stereotypical masculine roles (e.g., Eagly & Karau, 2002), resulting in barriers 

and obstacles for female leaders that men in senior positions do not face (e.g., Elsesser & Lever, 

2011; Glass & Cook, 2016).  
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 One such barrier that has been proposed by the literature, is women’s ability to retain their top 

level positions once they have achieved them. Indeed, multiple studies have indicated that 

women exit their leadership positions at significantly higher rates than do men (e.g., Becker-

Blease et al., 2016; Gayle et al., 2012; Guest, 2016; Gupta et al., 2020). Women seem to be of high 

risk of leaving their positions, which might seriously impede the growing representation of women 

in senior roles. So much so, that female candidates are hesitant to consider senior roles because 

they perceive great termination vulnerability (Klein et al., 2021). Nevertheless, many of these 

turnover studies have problems with the extensibility of their results, as they only look at CEO or 

(independent) director tenure, and/or do not provide data beyond 2014. More importantly, while 

long established concepts like role congruity and the think-manager-think-male stereotype 

provide theoretical explanation for the vulnerability of women’s appointments to senior 

positions, little empirical research has been dedicated to examining the contexts and push-factors 

that impact turnover among women in top positions, and what makes their appointments more 

unstable than those of men.  

Using survival analysis to investigate risk of turnover for a hand-collected sample of 1028 Fortune 

500 executives appointed between 2010 and 2020, we replicate earlier findings on women’s 

heightened rates of executive exit and find that women that are appointed to executive roles are 

1.43 times more likely to leave the top management team than male executives. Further, the 

current study expands on earlier studies and theories, and shows interesting differences of 

multiple contextual factors on the risk of turnover for men and women. For example, we find that 

being hired to a well-performing firm significantly decreases hazard rates for male executives, but 

not for women. Moreover, being appointed to an executive position in a team with a high 

proportion of Americans (compared to non-Americans) significantly decreases the probability of 

exit for men, while it increases the risk of exit for women. In similar vein, being American, rather 

than non-American, makes female appointees more likely to stay in the team, while for men, 

Nationality seems to have no effect on their risk of turnover. Finally, we find that men that are 

hired to more stable, powerful positions in the C-Suite are shielded from turnover compared to 

men that are hired to lower-level executive positions. For women, this shielding effect of power 

on probability of turnover is non-existent.  

 



 

 

The current study investigates how organizational, team and individual contexts at time of 

appointment impacts executive tenure. As such, we add to existing research by further studying 

the antecedents of possible executive turnover, and isolating such contextual effects for male and 

female leaders. By focussing specifically on contextual factors of executive appointments, we 

provide more insight into why women, starting from their appointment, experience higher 

probability of exiting their hard-won positions, and provide a possible explanation for leading 

women, organizations and other instances as to why women are still highly underrepresented in 

leadership positions. 
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IPLS-144: Two directions at once: How a manager can simultaneously lead and not lead 

 

Abstract 

In discussions of leadership and context, questions often regard how contexts influence the 

effectiveness of leadership and thus how leaders can influence the direction of an organization. 

In classic contingency approaches to leadership (Yukl, 2011), context was understood as an 

intervening variable that the leader needed to take into consideration in order to execute 

efficient leadership behavior. However, as argued by Osborn, Hunt, and Jauch (2002), context is 

more complex and influences the notions of leadership that become relevant in different 

circumstances.  DeRue and Ashford (2010) argue that for effective leadership to happen, claims 

to and grants of leadership positions must agree for “[c]larity and acceptance of leader-follower 

relationship” (DeRue & Ashford, 2010, Figure 1). Such reciprocity take place against the context 

of shared leadership-structure schemas. But also in these approaches, context is understood as 

a given. Such views have recently been challenged in leadership studies. Alvehus (2019) argued 

that framing activities by leaders and followers are shifting and overlapping, and that the 

context is therefore ambiguous. This also means that context, as well as leadership-structure 

schemas, are understood as fragile, fluctuating and ambiguous.  

 

In this paper, we argue that we need to appreciate context less as a ‘given’ and rather as 

something negotiated, dynamic and even ambiguous; context is thus not something that 

imposes itself on the actors, but something that is actively constructed in interaction (Dyrlund 

Wåhlin-Jacobsen & Larsson, 2021). We draw on two theoretical traditions. First, we 

conceptualize leadership as a collective, distributed process (Denis, Langley, & Sergi, 2012; 

Ospina, Foldy, Fairhurst, & Jackson, 2020; Raelin, 2016) where leader and follower identities are 



 

 

fluctuating and negotiated (Larsson & Lundholm, 2010, 2013). Second, we draw on theories of 

professional service organizations, characterized by multiple and sometimes conflicting 

institutional logics (Alvehus, 2022; Freidson, 2001). Leadership in such organizations depend on 

professional legitimacy as well as bureaucratic structures (Empson & Alvehus, 2020; Empson & 

Langley, 2015).  

 

In order to fully appreciate the nuances of context and interaction within it we draw on detailed 

qualitative methodology (Bryman, Stephens, & à Campo, 1996). The study is primarily based on 

observations during a one a municipal high school in southern Sweden. These observations were 

part of a larger ethnographic study of seven schools conducted over three years, encompassing 

111 interviews, 12 weeks of shadowing and 53 observations (Alvehus, Eklund, & Kastberg, 

2019). While the observations in and of themselves are unique, they are at the same time 

typical, illustrating tensions omnipresent in these organizations.  

 

We analyze two interaction sequences where a school leader aims to influence the direction of a 

work team. By attending to turning points in conversations that ‘may be observed empirically in 

leadership talk’ (Simpson et al., 2018: 646) we focus on the question of why attempts at turning 

the flow of talk in a certain direction succeed or not. We illustrate how some influence attempts 

change the direction of conversation, whilst others fail to do so, and we argue that this can be 

understood in relation to the way in which different actors are able to draw on different 

institutional logics. The school manager gains legitimacy when she is able to draw on a 

bureaucratic logic, whereas she fails (while others in the meeting succeed) in drawing on 

professional logic. Multiple contexts become relevant simultaneously, and are activated by 

actors in the interaction process. The outcomes of the leadership interactions are therefore not 

entirely confused or ambiguous, yet at the same time, they are not clear. In fact, they draw in 

two directions at once, depending on which contextual logic is considered salient. 
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IPLS-145: Making Career Initiative less Risky for Women. The Importance of Leader Identity 

and Peer Leadership IPT for Overcoming Women’s Leadership Risk Perceptions. 

 

Abstract 

 

In 2020, Zhang, Nahrgang, Ashford and DeRue demonstrated that leadership involves important 

perceived risks, thus nuancing the common preconception that it is something unequivocally 

desirable. The authors show that such risks negatively impact informal leadership behaviors for 

both men and women. In their paper on the same topic, Ryan, Hammond, MacCurtain and Cross 

(2020) further address the potential coping mechanisms that women in particular use to cope 

with these leadership risks. This current study builds on insights from both papers, exploring the 

effect of risk perceptions on formal career advancement for women, as well as potential boundary 

conditions and antecedents. 

Our study brings leadership image risk perceptions forward as one of the reasons why women’s 

underrepresentation in leadership is so persistent, even though structural barriers for female 

career advancement have been decreasing (Badura et al., 2018). We argue that image risk 

perceptions may be particularly challenging for women, given that formal female leaders are still 

confronted with myriad stereotypes and negative outcomes (Heilman, 2012). As such, the first 

research question of this study is: Do leadership image risk perceptions negatively affect female 

career advancement? 

Insofar leadership carries particular image risks for women, there may also be preconditions that 

limit those risks and their impact on career advancement. Given that leadership is a social 

endeavor that involves both a leader as well as followers (DeRue & Ashford, 2010), this study 

investigates one individual-level factor, and a social moderator. Specifically, we address the 

importance of seeing oneself as a leader by suggesting that leader identity not only increases 

career initiative directly, but that it can also alter the way that women view the risks that come 



 

 

with leadership. Second, we highlight the importance of peer approval in the female leadership 

process by looking at the moderating effect of peers’ implicit person theory about leadership. By 

doing so, we answer our second research question: What individual and contextual preconditions 

can mitigate the negative effects of risk perceptions for female career advancement? 

To answer our research questions, we collected data using questionnaires distributed amongst 

public servants in Belgium. The final sample for this study consists of 709 female employees within 

12 public organizations, and 1307 of their female and male peers. All female employees were 

working in positions requiring a Master’s degree and were between 21 and 50 years old (majority 

between 36 and 45 years old). Most employees had about 4 years of job tenure. We used the 

career initiative scale by Seibert et al. (2001), an abbreviated version of the leadership risk 

perceptions scales by Zhang et al. (2020), Hiller’s (2005) leader identity scale and a peer-rated 

leadership implicit person theory scale by Hoyt et al. (2012). Job tenure, organizational level and 

age were control variables, as well as interpersonal and instrumental risk (abbreviated; Zhang et 

al., 2020). In our analyses, we used the PROCESS 4.0 macro by Hayes (Model 8) to conduct a 

bootstrapped (5000) moderated mediation. 

We find that career initiative is negatively influenced by image risk perceptions (B = -.15; p < .01; 

see Figure 1). We also find a direct relationship between leader identity and career initiative (B = 

.26; p < .01) as well as the predicted effect of leader identity on image risk perceptions (B = -.08; 

p = 0.01). The indirect effect of leader identity on career initiative was only supported for those 

with low leader identity levels (B = .13; high LI: B = -.05). Our results further show a moderation 

effect of peer leadership implicit person theory on the relationship between leader identity and 

leadership image risk (B = .62; p = 0.01; see Figure 2). This suggests that peers’ implicit person 

theory is particularly important for those who have a low leader identity, while those with a high 

leader identity perceive reduced image risks even in contexts where peers hold an entity mindset 

about leadership. 

Figure 1 - Conceptual model and results  



 

 

 

Figure 2 - Moderation effect of peer leadership implicit person theory on the relationship between 

leader identity and perceived image risk. 
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IPLS-146: When leaders don’t belong: 

Consequences of daily exclusion from followers for leaders’ identity and work-life interference 

 

Abstract 

Leadership is inherently relational (DeRue & Ashford, 2010; Epitropaki et al., 2017) and 

the value that leaders gain from being a leader is strongly informed by them being included and 

accepted by their followers (Baumeister & Leary, 1995; DeRue & Ashford, 2010; Epitropaki et al., 

2017). Yet, leaders’ distinct position sets them apart from others and may make it difficult to 

connect with their followers (Zumaeta, 2019). That is, although leaders are likely to have 

frequent daily interactions with their followers (Lanaj et al., 2021), many of these interactions 

tend to be rather superficial (e.g., followers behaving inauthentically; Zumaeta, 2019). This is 

problematic as daily interactions with followers that fall below leaders’ need for inclusion may 

threaten the value and meaning they gain from being a leader. 

Following belongingness theory (Baumeister & Leary, 1995) and leadership identity 

theory (DeRue & Ashford, 2010; Epitropaki et al., 2017), we propose that daily exclusion from 

followers can pose a threat to leaders’ leadership identity and affect their experiences beyond 

work. Leadership identity threat arises if the value, meaning or enactment of leaders’ role is 

harmed (Petriglieri, 2011). Leadership identities inform leaders who they are in a specific 

situation and guide them how to behave (Epitropaki et al., 2017; Lord et al., 2016). As leadership 

identities are maintained in a daily process of reciprocal leadership grants and claims (DeRue & 

Ashford, 2010; Epitropaki et al., 2017), they can fluctuate across different days (Lanaj et al., 

2021). Exclusion from followers might signal leaders that they are not worthy of being granted 

leadership, thus threatening leaders’ leadership identities. Accordingly, we propose: 

Hypothesis 1: Leaders’ daily social exclusion from followers positively relates to 

leadership identity threat. 
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Although daily interactions with followers are essential for sustaining a leadership 

identity, the extent to which daily exclusion from followers threatens leaders’ identity is likely to 

depend upon leaders’ expectations on how leadership should be enacted. Leaders can have 

different beliefs on how leadership should be distributed (i.e., leadership structure schemes; 

LSS). Whereas some see leadership as exclusive to only one leader (i.e., hierarchical LSS), others 

define leadership as a shared process between multiple team members (DeRue & Ashford, 

2010). For leaders with hierarchical LSS, leadership is most effective if enacted alone. Contrary, 

leaders with shared LSS believe in flexible leader-follower roles. They define successful 

leadership as collectively engaging in the leadership process through interactions with their 

followers (DeRue & Ashford, 2010). Leaders with shared LSS thus expect from their followers to 

openly interact with them, which indicates that they as leaders are successful in their leadership 

roles. Therefore, for leaders with a shared LSS the sustainment of their leadership identity 

depends more strongly on followers’ inclusion. Accordingly, we propose: 

Hypothesis 2: The relationship between leaders’ daily social exclusion from followers 

and leadership identity threat is stronger for leaders with shared (vs. hierarchical) 

leadership structure schemes. 

Lastly, leadership identities are very central to the self-concepts of leaders, as such they 

are particularly keen on maintaining their identities (DeRue & Ashford, 2010; Epitropaki et al., 

2017) even beyond work (Hammond et al., 2017). Accordingly, prior studies showed that 

leaders’ daily leadership identity has consequences for leaders’ experiences at home (Lanaj et 

al., 2021), and that leaders who feel isolated at work ruminate after work (Gabriel et al., 2020). 

Thus, we argue that on days at which leaders experience threat due to exclusion from their 

followers, they will experience negative interference between their work and their personal 

lives after work. This relationship will be particularly strong for leaders with shared LSS.  

Hypothesis 3: The indirect effect of leaders’ daily social exclusion from followers on 

perceived work-life-interference via leadership identity threat is stronger for leader with 

shared (vs. hierarchical) leadership structure schemes. 

Method and Initial Results 

We conducted an experience sampling study with leaders (N = 140) from different 

companies in Germany. Participants completed an initial baseline survey (i.e., demographics, 



 

 

LSS), followed by one work week (Monday to Friday) with two daily surveys. The first daily 

survey was open from 12 p.m. to 8 p.m. and to be completed after work. It assessed daily 

exclusion from followers and leadership identity threat. The second daily survey was open from 

9 p.m. to 4 a.m. and to be completed before bedtime. It measured leaders’ work-life 

interference. We analyzed our data using multilevel modeling and controlled for leaders’ daily 

interaction time with followers as well as for the day of the week. 

Our preliminary results show that daily social exclusion from followers was positively 

related to leadership identity threat (𝛾 = .11, p < .001). Yet, only leaders with rather shared LSS 

felt threatened in their leadership identity (+1 SD, 𝛾 = .19, t = 4.35, p < .001), whereas leaders 

with rather hierarchical LSS did not (-1 SD, 𝛾 = .04, t = 0.92, p = .37). Similarly, the indirect effect 

of leaders’ exclusion from followers on work-life interference via leadership identity threat was 

significant for leaders with rather shared LSS (estimate = .04, 95% CI [.01, .08]), but not for 

leaders with hierarchical LSS (estimate = .02, 95% CI [.00, .04]). 

Contribution  

This research advances our understanding of daily predictors of leaders’ leadership identity 

threat. Also, we highlight how leaders’ experience of threatened leadership identity at work can 

have negative consequences at home. 
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IPLS-148: Do Individual Differences in Vulnerability to Disease Predict Employees' Work 

Outcomes in the Context of the COVID-19 Crisis? 

 

Abstract 

The COVID-19 pandemic poses a serious and prolonged global health threat, dramatically 

affecting working patterns worldwide and fundamentally changing people's work experiences. In 

line with recommendations from the World Health Organization (WHO, 2020), various key health 

measures to protect against COVID-19 have been applied in the workplace to avoid contracting 

and spreading infectious diseases in organizations (e.g., hand washing or disinfecting, wearing 

masks, mandatory working-from-home). However, it is yet unclear how employees coped with 

this health crisis and whether there are individual differences in their work-related experiences in 

the context of COVID-19. Indeed, the psychological impacts of COVID-19 on employees' work 

engagement are still underappreciated -- which has been acknowledged as the most significant 

indicator of the desirable work outcomes (i.e., a fulfilling, affective, and work-related state of 

mind; Schaufeli & Bakker, 2004). Furthermore, managers at workplaces are expected to play a 

vital role in creating a healthy, sustainable workplace (e.g., Barling et al., 2002; Franke & Felfe, 

2011). Yet it is unknown what kinds of managers -- with what prototypical qualities -- were most 

effective in motivating employees' work engagement in the context of the pandemic. The 

question arises whether more directive, dominant-style managers are more effective, as 

suggested by previous threat management research (e.g., Kakkar & Sivanathan, 2017; Van Vugt & 

Grabo, 2015) or whether there is a shift towards more empathic and compassionate leadership. 

 

In the present research, we argue that a fundamental factor in the way employees coped with the 

health crisis is the extent to which they perceived themselves to be vulnerable to infectious 

disease threats (i.e., perceived infectability, which is a reliable indicator of people's actual 

infection risk; Duncan, Schaller, & Park, 2009). Accordingly, we aim to examine whether 

employees with a high self-rated vulnerability to infectious disease have experienced lower levels 

of work engagement (i.e., disengagement) during the COVID-19 and how they adaptively respond 
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to these diseases at workplaces. Moreover, we further investigate what leadership style of their 

managers mitigates the negative impacts of self-rated infectability on work engagement. 

 

In the literature, an evolutionary-based theory, called the behavioral immune system (BIS, 

Schaller & Park, 2011), provides an appropriate theoretical framework to understand the 

potential social and psychological impacts of disease threats on employees. BIS argues that 

humans, besides the physiological immune system, have evolved psychological mechanisms that 

enable them to detect infectious pathogen threats in their social environment. These mechanisms 

trigger a suite of adaptive responses that prevent them from getting infected (e.g., via social 

distancing). Individual differences in vulnerability serve as critical cues that activate these disease-

avoidance mechanisms in people (e.g., Duncan et al., 2009; Neuberg et al., 2011). Besides, a 

specific feature of the BIS is its functional flexibility, which means that BIS reacts to salient 

contextual and physiological cues (Ackerman et al., 2018). Drawing upon BIS, we propose that 

during the pandemic, employees who believe they are especially vulnerable to getting infected 

are more concerned about workplace safety (i.e., perceptions that workers have regarding safety 

in their workplace; Hypothesis 1), resulting in lower levels of work engagement during the 

pandemic (Hypothesis 2). Furthermore, we explore whether the negative impacts of infectability 

on work engagement, such as workplace health and safety threats, are buffered by a particular 

leadership style from their supervisors. 

 

We conducted one pilot study (Study 1) and one pre-registered (Study 2) study, together with an 

ongoing experimental work (Study 3) employing different research designs and samples from the 

UK and China to test several predictions from the BIS theory. In the pilot study, we employed a 

daily diary study with both cross-sectional and time-lagged models, using a sample of 83 Chinese 

working adults with 415 daily observations to test our main hypotheses during the early phase of 

the pandemic (June 2020). In Study 2, we adopted a three-wave field survey with one-week 

intervals at the middle phases of the pandemic (May 2021), collecting data from around 260 UK-

based employees via Prolific. The current set of results provides substantial support to our 

hypotheses. Specifically, our data consistently supported the primary prediction that the 

perceived infectability of employees was negatively associated with their work engagement on 

both a daily basis and prospectively. We also examined the psychological processes through which 

disease-avoidance activation causes a lower work engagement. Results revealed that employees 



 

high in perceived infectability were more concerned about workplace safety during the pandemic. 

This cognition mediated the relationship between perceived infectability and work engagement. 

Finally, the pre-registered study did not suggest that the impact of infectability on work 

engagement was influenced by the supervisor having a directive or dominant leadership style. 

Moreover, to draw stronger causal inferences, we conducted a vignette study (Study 3) where we 

looked at the relationship between perceived infectability on work engagement in workplaces 

that were particularly safe or unsafe. In this study, we expect to find that in safe workplaces, such 

an impact disappears, hinting at the possibility that a safe workplace acts as a buffer against poor 

work outcomes in the context of a pandemic crisis. 

 

Our research makes three important theoretical contributions to the literature. First, by linking 

individual differences in infectability to work-related outcomes, we focus on a factor that has been 

neglected in past organizational psychology research but is suggested by adopting an evolutionary 

psychology approach. Second, we contribute to the work engagement literature revealing that 

perceived vulnerability to disease can be a crucial indicator of employees' work engagement 

during the COVID-19. Our results also suggest that a lower work engagement may be an adaptive 

avoidant response to a high infection risk, in line with the BIS. Lastly, we contribute to leadership 

research by showing that having a directive supervisor may positively affect a political or 

economic crisis, but not necessarily in a health crisis. Furthermore, our research also offers some 

timely, managerial implications. First, organizations would do well to acknowledge the role of 

individual differences in infectability to help understand why some employees have fared worse, 

health-wise and performance-wise, than others during the pandemic. Second, managers should 

consider how their leadership and/or communication style may influence employees' outcomes 

based on their vulnerability to infectious diseases. Although our research has a variety of 

strengths (e.g., a multi-source, multi-method, and multi-stage design throughout the outbreak), 

there are also several limitations. First, given the correlational nature of findings in the first two 

studies, we could not erase the possibility of common method bias. Second, we focus on (lower) 

work engagement as an adaptive disease-avoidance response. Still, other types of potentially 

adaptive responses also warrant attention (e.g., lowering organizational commitment in the 

context of a viral pandemic). Third, it would be a significant extension of our research to evaluate 

how employees high in infectability are coping after the crisis and how the availability of COVID-

19 vaccines affects their work satisfaction and engagement. 
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IPLS-149: Charisma is a costly signal 

 

Abstract 

 

Results from studies on person perception in an array of situations show that stereotypes based 

on cues like age, height, beauty, weight, sex (Judge & Cable, 2004; Koenig, Eagly, Mitchell, & 

Ristikari, 2011; Paluck et al., 2021; Pingitore, Dugoni, Tindale, & Spring, 1994; Todorov, Olivola, 

Dotsch, & Mende-Siedlecki, 2015). When evaluating others, people tend to draw on implicit 

contextual prototypes and then compare the target individual to this specific prototype (Lord, 

Brown, Harvey, & Hall, 2001).  

This cognitive process creates expectations, which guide information processing (Fiske & Taylor, 

1991); research shows too that such basic process affects the assessment of an individual's 

leadership capabilities insofar as there is an overlap between the actual and prototypical 

expectations one has of a leader (Antonakis, 2011). Research on charismatic leadership shows too 

that explicit signals sent by a target can fundamentally change how the target is assessed 

(Antonakis, Fenley, & Liechti, 2011). Such signals are designed to communicate information to 

reduce information asymmetries—the assumption behind this approach is that the production of 

the signal is costly, that is, difficult to emulate (Spence, 2002). So far, scholars have evidenced the 

positive effect of charismatic signaling in various settings, including high-level business and 

political settings (Jacquart & Antonakis, 2015), informal leadership settings (Tur, Harstad, & 

Antonakis, 2021), online settings (Fest, Kvaløy, Nieken, & Schöttner, 2021), as well as setting 

involving workers in the field or laboratory (Antonakis, d’Adda, Weber, & Zehnder, 2021; Meslec, 

Curseu, Fodor, & Kenda, 2020).  

Charismatic signaling is theorized to depend on the natural endowments of the person, such as 

intelligence and, knowing whether charisma is a costly signal is important for both selection and 

training. For example, crafting a story or using a suitable metaphor, which both represent markers 

of charisma signals, would require the speaker to have strong verbal and intelligence skills (Reh, 

Van Quaquebeke, & Giessner, 2017). Understanding how signaling one’s values may have second-

order effects in a repeated game (i.e., one cannot espouse one set of values and engage in actions 

that do not reify the values), or signaling one’s emotional state, confidence, or conviction, would 

probably also require higher intelligence in general—which is really about abstracting from 

condition-action and anticipating what will occur (Antonakis, Simonton, & Wai, 2019). However, 

to date, no research has indicated if, indeed, charismatic signaling is costly.  
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Using the platform provided by Prolific, we recorded  5-minute speeches of 848 participants in 

which they briefly described their leadership skills; we coded this speech for charisma using a 

deep neural network algorithm (Jensen et al., 2021). Participants also completed an intelligence 

test (ICAR) and a personality test (HEXACO). In addition to a flat-rate payout, we incentivized 

participants to give a convincing speech. We found that individuals with higher IQs had higher 

charismatic signaling scores, illustrating that specific individual traits allow for the emergence of 

charismatic signaling, suggesting that charisma is a costly signal. These findings have important 

implications for developing the charismatic leadership theory across various contexts and 

practical value for individuals and organizations.  
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IPLS-150: Employee Wellbeing in Times of Crises: The Role of Leadership 

 

Abstract 

 

Research goals. The COVID-19 pandemic has seriously impacted all aspects of daily working life 

since its beginning in early 2020. Among other changes and restrictions, many companies 

immediately shifted towards working from home. As a result, employees had to adapt to the crisis 

by establishing new daily routines, which for some meant attending meetings via zoom or teams 

while taking care of their children that needed to be homeschooled. In this challenging context, 

leaders might play a key role to guide organizations through the crisis as well as ensuring their 

employees’ wellbeing. While previous research has examined some aspects of crisis leadership, it 

remains unclear what leadership behaviors and approaches are effective for fostering employee 

wellbeing and performance in times of crises (Bartsch et al., 2021; Rudolph et al., 2021). Based on 

previous research, we examine which form of leadership (consideration and initiating structure; 

Fleishman, 1973) is particularly effective in the context of COVID-19, and how this effect can be 

explained. We focus on consideration and its effects on followers' optimism, and how this can be 

used to promote work engagement and well-being. Finally, we examine whether home-office 

situation, job insecurity, corona affectedness and self-leadership moderate those relationships.  

 

Theoretical Background. The Ohio state studies of the 1950’s identified two behaviors that 

remain relevant for understanding leadership to this day: consideration and initiating structure. 

Consideration is the degree to which leaders seem friendly and approachable, show concern for 

their employees’ needs, express their support, and focus on making work a pleasant experience.  

Leaders who initiate structure concentrate on the task at hand, clarify responsibilities and 

expectations, and provide a clear direction to their subordinates (Fleishman, 1973). While the two 

concepts were “forgotten” after the introduction of newer concepts such as transformational 

leadership, an impactful meta-analytic investigation indicated that the two concepts are related 



 

 

to work-relevant outcomes such as satisfaction, motivation, and performance (Judge et al., 2004). 

In addition, studies suggested that the two-factor model has incremental validity when controlling 

for the effects of other behaviors such as transformational leadership (Piccolo et al., 2012). Based 

on a functional perspective of leadership, leaders are those who guide employees toward the 

strategic goals of the organization as well as ensure that employee needs are met by providing 

socio-emotional support (Bavik et al., 2021). During uncertain times such as the COVID-19 crisis, 

the need for leadership might be even higher, which is why we argue that consideration and 

initiating structure should be particularly effective – especially for those individuals who work 

from home for the first time, are more insecure about their jobs, have lower self-leadership 

qualities and are personally affected by covid.  

Methods. In May and June 2020, 729 working individuals were surveyed in a three-wave 

longitudinal study, each two weeks apart, providing complete data. Of these, 380 were in their 

regular workplace, 174 worked from home with which they had prior experience, and 175 

worked from home with no prior experience.  

Results. In line with our expectations, we found direct positive effects of consideration on 

changes in engagement and job satisfaction. In contrast to our expectations, there was no effect 

on changes in job performance. Optimism appears to mediate the effect between consideration 

and satisfaction, but not engagement. Multigroup comparisons indicated that employees who 

worked from home (but not for the first time) were particularly responsive to consideration. No 

moderating effects were found for job insecurity, covid affectedness and self-leadership.  

Implications. Considerate behavior can help employees to develop a more positive attitude 

toward work, which is especially needed in times of crises. Organizations can optimize leader 

development programs by incorporating consideration as a particularly effective behavior. In 

terms of research, it is necessary to differ between those who are used to working from home 

vs. those who just started working from home. To enhance the understanding of leadership, 

further studies should collect data from multiple sources.  
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IPLS-151: The temporal structuring of fields as the context for leadership 

 

Abstract 

In recent years, leadership scholars have submitted to the so-called ‘practice turn’ (Carrol, 2007). 

Per definition, the practice perspective forwards the point of view that leadership occurs as a 

practice rather than from the traits or behaviours of particular individuals (Raelin, 2011). 

Leadership here is viewed as a process that unfolds in the moment and evolves over time in the 

context of a practice associated with a past and a present (Denis et al., 2010). In this abstract, we 

propose that temporal structuring is a pivotal yet underexplored context of leadership. Despite 

leadership studies proclaimed turn to practice, the temporal dimensions of leadership, including 

how the temporal experience of being a leader is influenced by past events and the socio-

historical practice, in which leadership is embedded, have remained underexplored (Denis et al., 

2010; Robinson & Kerr, 2018; Shamir, 2011). This tells us that leadership studies have not utilized 

the practice perspective to its fullest potential when it comes to dealing with questions of the 

temporal dimensions of leadership context. Thus, in this paper, we unfold an alternative 

perspective on leadership and context by turning to the practice theoretical framework of 

Bourdieu (1990; 2000) with a particular emphasis on temporality through his concepts of habitus 

and field. 

For Bourdieu (1990), consciousness is temporally structured through a habitus socialized 

in a field. Through practical experience, immersion, and investment in a field, agents acquire a set 

of embodied dispositions that endow them with a sense for what is likely or unlikely, possible or 

impossible, inscribed into present experience (Atkinson 2018). This practical sense is the sense for 

what can be expected from the future grounded in one’s experience of the past and, thereby, it 

intersects past, present and future (Bourdieu, 1963). Thus, like a farmer whose work is structured 

according to the rhythm of the seasons, or a teacher whose work is divided into semester-long 

blocks, temporal structures become so closely associated with certain organizational practices 

that they become taken for granted. In the meeting between a habitus and a field, the actions 

guided by practical sense become products of temporalization through which agents ‘transcend[s] 



 

 

the immediate present via practical mobilization of the past and practical anticipation of the 

future inscribed in the present in a state of objective potentiality’ (Bourdieu & Wacquant, 1992, 

p. 138). Thus, practical sense can be explained as a capacity for pre-reflexive anticipation of the 

forthcomings that present themselves in the configuration of the field, that is, the practical 

expectations that are constituted by agents’ necessary immersion and investment in the social 

world (Bourdieu, 2000). 

A Bourdieusian approach to leadership is not limited to the boundaries of the organization 

but takes forces in the organization’s environment into account (Robinson et al, 2021). Principal 

to Bourdieusian theorization is that research knowledge is established across analytical levels and 

thus in a dialectic between macro level structuring forces, meso level organizational structures, 

and the micro level experiences of leaders and the people they lead. To generate understandings 

of temporal impact on leadership, research designs must allow for the simultaneous investigation 

of leadership as experienced and leadership as structured, which in a Bourdieusian understanding 

is produced in a research dialectic between micro, meso and macro levels. The researcher must 

examine the continuous dialogues between habitus and field of leaders and followers that 

produce leadership and set its boundaries. Time becomes a constituent of leadership on multiple 

levels as a habitus develops through long-term socialization in a field, that is, through the time-

flow of memory and history, while leadership action takes place in the perceived present of agents 

invested in leadership practice (Bourdieu, 1990). 

Thus, a Bourdieusian perspective in this sense enables us to unfold an understanding of 

time as a constituent of leadership and its context by connecting time as experienced and 

constructed in day-to-day organizational life and time as objectively structured (Koll and Ernst, 

2021). In other words, we see leadership as a result of ongoing production and reproduction of 

temporal structures that guide and orient action. It follows that practices simultaneously shape 

and are shaped by temporal structures, which make time itself an organizational force constituted 

in and constituting of human action and consciousness. 

  



 

 

References 

Atkinson, W. (2019). Time for Bourdieu: Insights and oversights. Time & Society, 28(3), 951-970. 

Bourdieu, P. (1990). Time perspectives of the Kabyle. In The sociology of time (pp. 219-237). 

Palgrave Macmillan, London. 

Bourdieu, P. (1990). The logic of practice. Stanford university press. 

Bourdieu, P. (2000). Pascalian meditations. Stanford University Press. 

Bourdieu, P. & Wacquant, L. J. (1992). An invitation to reflexive sociology. Cambridge: Polity. 

Carroll, B., Levy, L., & Richmond, D. (2008). Leadership as practice: Challenging the competency 

paradigm. Leadership, 4(4), 363-379. 

Denis, J.-L., Langley, A., & Rouleau, L. (2010). The Practice of Leadership in the Messy World of 

Organizations. Leadership 6(1), 67-88. https://doi.org/10.1177/1742715009354233 

Koll, H., & Ernst, J. (2021). Caught between times: Explaining resistance to change through the 

tale of Don Quixote. In Pierre Bourdieu in Studies of Organization and Management: Societal 

Change and Transforming Fields (pp. 23-40). Routledge. 

Raelin, J. (2011). From leadership-as-practice to leaderful practice. Leadership, 7(2), 195-211. 

Robinson, S., & Kerr, R. (2018). Women leaders in the political field in Scotland: A socio-historical 

approach to the emergence of leaders. Leadership 14(6), 662-686. 

https://doi.org/10.1177/1742715017710592 

Robinson, S., Ernst, J., Thomassen, O. J., & Larsen, K. (2021). Introduction: Taking Bourdieu Further 

into Studies of Organizations and Management. In Pierre Bourdieu in Studies of Organization and 

Management: Societal Change and Transforming Fields (pp. 1-19). Routledge. 

Shamir, B. (2011, 2011/04/01/). Leadership takes time: Some implications of (not) taking time 

seriously in leadership research. The Leadership Quarterly, 22(2), 307-315. 

https://doi.org/https://doi.org/10.1016/j.leaqua.2011.02.006Lorem ipsum dolor sit amet, 

consectetur adipiscing elit. Vivamus maximus eu mi sed luctus. Aliquam luctus leo sit amet diam  

 

 



 

 

Florence Bernays, Jochen Menges.  

University of Zurich – Chair of HRM and Leadership 

florence.bernays@business.uzh.ch  

jochen.menges@business.uzh.ch 

 

IPLS-152:  

 Beguiled by a leader’s charisma: Attributions of charisma  

leave followers blind to a cognitive decrement 

 

Abstract 

 

One of the most prominent and common denominators that many successful leaders (Tourish & 

Vatcha, 2005; Bligh & Kohles, 2009) share is their power to evoke charisma attributions from 

followers. Charisma is a subjective attribution that lies in the eyes of the beholder (Conger & 

Kanungo, 1998; Pastor, Meindl, & Mayo, 2002), and leaders seek to evoke this attribution from 

their followers in an effort to increase their influence on followers (Yorges, Weiss, & Strickland, 

1999). 

One of the big questions in research on charismatic leadership is why those attributed with 

charisma wield such great sway over how followers think and behave. Previous research has 

pointed to the role of emotions, suggesting that the context these leaders build around 

themselves is one filled with positive emotions (Erez, Misangyi, Johnson, LePine, & Halverson, 

2008). Indeed, converging evidence has shown that charismatic leaders are masters of stirring 

the hearts of those around them (Bono, & Ilies, 2006). Although the emotional appeal of 

charismatic leaders is a compelling reason for people to choose to follow these leaders, we 

suggest that it does not provide a sufficient explanation for why these leaders yield such great 

influence over how people think and behave.     

Building on neurophysiological evidence (Schjoedt, Stodkilde-Jorgensen, Geertz, Lund & 

Roepstorff, 2011) and the feeling-as-information hypothesis (Schwarz & Clore, 1983), we put 

forth the idea that charismatic leaders’ influence is due to a “confident cognitive decrement” 

that these leaders promote in their followers. Specifically, we propose that attributions of 
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charisma suppress individuals’ critical and reflective thinking, while at the same time, boosting 

individuals’ confidence in the accuracy of their thinking.  

Our reasoning is rooted in research showing that charisma attributions tend to facilitate the 

reliance on intuitive, automatic, and effortless cognitive processes (i.e., Type 1 processes; 

Schjoedt et al., 2011). These processes are primarily involved when our thinking is guided by 

affect (i.e., “what feels right”) whereas logical, analytical, and deliberate thinking is steered by 

Type II processes (i.e., “what makes sense”) (Evans & Stanovich, 2013). Thus, if leaders evoke 

charisma attributions from followers, they are likely to also facilitate followers’ reliance on Type 

1 processes, reducing followers’ critical and reflective thinking. We hypothesize that the Type 1 

processes should manifest, for example, in inaccurate memories for a leader’s message. This 

means that once followers attribute charisma to a leader, they should be more likely to 

remember things that were actually not articulated, or which were mentioned differently, by 

the leader. At the same time, we suggest that individuals are blind to these cognitive 

inaccuracies because they infer a “sense of knowing” from the positive emotions that 

charismatic leaders evoke in them. In summary, we argue that charismatic leaders deteriorate 

the cognitive capacity of followers but promote their confidence because followers interpret 

their positive feelings as a confirmation that their thinking is accurate (Koellinger & Treffers, 

2015).  

We find support for our propositions in three experimental studies involving 648 participants. 

We created two versions of the same speech to promote different strengths of charisma 

attributions. These two versions differed only concerning the number of charismatic signaling 

tactics employed (high vs. low) but did not vary in their content or structure. At the beginning of 

each experiment, participants were asked to listen to one of the two speeches. Then, they were 

asked to rate the speaker’s charisma, their level of positive affect, and how confident they are in 

remembering the speech accurately. Then, they solved several cognitive reflection problems 

and a memory test about the speech. Finally, participants had the chance to follow the speaker 

on social media (study 3).  

Our findings suggest that when individuals attribute charisma to a leader, they are infatuated by 

the leader’s power to instill positive emotions such that they defer from reflecting the accuracy 

of their thinking without noticing it. We also find that the more confident individuals are that 

their memory is accurate, the more likely they chose to follow that leader. Our findings 



 

 

contribute to a better understanding of how charismatic leaders exert influence over followers 

but also point to risks of blind followership.  
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IPLS-153:  
What Makes an Inclusive Leader? Contextual Factors that Contribute to Inclusive Leadership 

 

 

Abstract 

Inclusive leadership has received increasing research and organizational attention, yet 

little is understood about the contextual conditions that encourage inclusive leader behaviors. 

Conceptual models of inclusive leadership have focused on leaders’ individual characteristics as 

contributing factors to leaders engaging in inclusive leadership. Specifically, leaders’ pro-

diversity beliefs, humility, and cognitive complexity have been theorized to facilitate inclusive 

leadership while empirical evidence has been provided showing that a leader’s moral identity 

encourages inclusive leadership behaviors (Randel, Galvin, Shore, Ehrhart, Chung, Dean, & 

Kedharnath, 2018; Rice, Young, & Sheridan, 2021). In addition, Van Knippenberg and Van Ginkel 

(2021) recently suggested that leaders’ interest in stimulating information elaboration in diverse 

teams could serve as a stimulus for inclusive leadership. Given the rapid rise in research 

attention devoted to inclusion and inclusive leadership (43 peer-reviewed publications related 

to inclusion exist in the year 2021 alone), our research seeks to further this body of knowledge 

and  address how  contextual  forces  propel leaders toward engaging in inclusive leadership 

(Lewin, 1951; Veli Korkmaz, van Engen, Knappert, & Schalk, in press).  

Extending research that has focused on leaders’ individual characteristics, we consider 

followers as part of the context that influences whether inclusive leadership occurs. Followers’ 

demographic characteristics relative to other followers and signals that followers send about 

their receptivity to inclusive leadership are among the follower-related variables likely to 



 

 

encourage inclusive leadership behaviors. Temporal considerations related to context are also 

expected to encourage inclusive leadership, including temporal urgency and temporal depth 

(Bluedorn & Jaussi, 2008; Levasseur, Shipp, Fried, Rousseau, & Zimbardo, 2020).  For example, at 

the launching stage of a work team or organization, inclusive leadership is posited to be 

increasingly likely as inclusion is a norm that leaders want to articulate as part of the norms 

involved in the team’s or organization’s mission and strategy (e.g., Kirkman, Rosen, Gibson, 

Tesluk, & McPherson, 2002).  

We build on Osborn and colleagues’ (2002) and Oc’s (2018) work on relevant contexts 

for leadership, theorizing that contexts involving change (such as crises, dynamism, and some 

degree of chaos) will encourage the prevalence of inclusive leadership since belongingness and 

value for uniqueness (the core elements of inclusive leadership; Randel et al., 2018) provide a 

sense of meaning and solace to counteract the uncertainty involved in these contexts. Previous 

work has theorized how leaders provide the impetus to inclusion climate (Boekhorst, 2015); the 

reverse of that should be true as well.  Inclusion climate will likely encourage inclusive 

leadership as leaders align their behavior with the emphasis of their organizational 

surroundings. The institutional environment, which incorporates socially constructed 

expectations stemming from the field or sector in which an organization operates, also is likely 

to positively impact the prevalence of inclusive leadership (DiMaggio & Powell, 1991; Scott & 

Meyer, 1991).  

We consider the impact of the contextual variables described above on inclusive 

leadership as they exist in environments of varying situational strength.  Research on situational 

strength suggests that individuals’ behavior is impacted by context when that context includes 

strong indicators for how to behave (such as a “red” traffic light) while behavior is influenced 

less by context (and more by personality) in weak situations (e.g., a “yellow” traffic light) 



 

 

(Mischel, 1968). A situational strength perspective offers interesting avenues of inquiry about 

how leaders may be more or less likely to engage in inclusive leadership due to contextual 

considerations (Meyer, Dalal, & Hermida, 2010; Alaybek, Dalal, Sheng, Morris, Tomassetti, & 

Holland, 2017), and thus our work will consider how the components of situational strength 

(clarity, consistency, constraints, and consequences) are likely to facilitate inclusive leadership.  
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IPL-154: The Effects of Leadership Behaviors on Psychological Distance, Coping and Job 

Performance During the COVID-19 Pandemic 

 

Abstract 

While early scholarly work has considered physical distance to be an important barrier for 

leadership, more recent research has suggested that leaders can still be perceived as ‘present’ or 

‘close’ in online interactions despite the physical distance (e.g., Antonakis & Atwater, 2002; Popper, 

2013).  

Building on this and by drawing from construal level theory (CLT; Liberman & Trope, 1998; Trope & 

Liberman, 2010),  which assumes that people who are not present in the direct experience of a 

person are psychologically distant, we argue that employees’ perceptions of psychological distance 

from the direct manager is an important variable to consider when working from home during the 

COVID-19 pandemic.  

Drawing from Yukl, Gordon, and Taber’s (2002) tripartite taxonomy of leadership behaviors, we 

focus on three core behaviors, namely initiating structure, consideration, and vision communication 

to examine how leadership behaviors exhibited by the manager during online work interactions 

affect employees’ perception of psychological distance from their manager.  

We specifically argue that initiating structure, which focuses on clarifying expectations, prioritizing 

tasks, and providing feedback (e.g., Judge et al., 2004), targets proximal, concrete, and short-term 

activities making tasks clearer and reducing psychological distance. 

Similarly, consideration behaviors are likely to matter in the context of remote work as leader 

consideration and expression of concern can instill positive emotions in followers that can decrease 

their perception of psychological distance from the leader (Van Boven et al., 2010). 

Furthermore, vision communication that addresses distal, long-term objectives, emphasize a 

common identity and offer a sense of meaning (e.g., Yagil, 1998) can also reduce psychological 

distance. 

We further argue that in the physically distant work conditions of the pandemic, employees’ 

psychological distance from the leader will be an important mediating mechanism of the relationship 

between leadership behaviors and employees’ ability to cope with the strain of the pandemic and 



sustain high levels of performance. Drawing from conservation of resources (COR) theory (Hobfoll, 

1989), we posit that leaders are important contextual coping resources for employees in the 

potentially threatening conditions of the pandemic. We further suggest that psychological distance 

will function as a resource signal (Halbesleben et al., 2014) regarding the availability of the leader as 

a coping resource.  

High psychological distance from the leader signals limited resource availability and further indicates 

to the individual that investment in active coping is less likely to have a positive effect. Thus, 

psychological distance will decrease active coping, such as task coping, and increase passive forms 

such as avoidance coping (Compas et al., 2001; Endler & Parker, 1994).  

Psychological distance and coping will further play a key role for employee task performance. 

Employees who perceive their leader as psychologically proximal and adopt active coping strategies 

will be more likely to stay focused on the tasks at hand and achieve high levels of performance in 

conditions of physical distancing (Brown et al., 2005). Based on this, we propose that: 

Hypothesis 1: (a) Initiating structure, (b) consideration, and (c) vision communication are negatively 

related to psychological distance. 

Hypothesis 2: Initiating structure is positively and indirectly related to task performance via 

psychological distance, and then via (a) task coping, (b) emotion coping, and (c) avoidance coping. 

Hypothesis 3: Consideration is positively and indirectly related to task performance via psychological 

distance, and then via (a) task coping, (b) emotion coping, and (c) avoidance coping. 

Hypothesis 4: Vision communication is positively and indirectly related to task performance via 

psychological distance, and then via (a) task coping, (b) emotion coping, and (c) avoidance coping. 

The proposed relationships are shown in Figure 1. 

 

Figure 1: Model showing hypothesized relationships. 



 

The proposed relationships will be examined using a four-wave time-lagged design with a one-week 

lag between waves. Data collected from 343 employees in the U.S. in April-May 2020 will be analyzed 

and we will be available to present results at the conference in May 2022. 

 

References 

Antonakis, J., & Atwater, L. (2002). Leader distance: a review and a proposed theory. The Leadership 
Quarterly, 13(6), 673-704. 

Brown, S. P., Westbrook, R. A., & Challagalla, G. (2005). Good cope, bad cope: Adaptive and 
maladaptive coping strategies following a critical negative work event. Journal of Applied Psychology, 
90(4), 792-798. 

Compas, B. E., Connor-Smith, J. K., Saltzman, H., Thomsen, A. H., & Wadsworth, M. E. (2001). Coping 
with stress during childhood and adolescence: Problems, progress, and potential in theory and 
research. Psychological Bulletin, 127(1), 87-127. 

Endler, N. S., & Parker, J. D. A. (1994). Assessment of multidimensional coping: Task, emotion, and 
avoidance strategies. Psychological Assessment, 6(1), 50-60. 

Halbesleben, J. R. B., Neveu, J.-P., Paustian-Underdahl, S. C., & Westman, M. (2014). Getting to the 
“COR”: Understanding the role of resources in conservation of resources theory. Journal of 
Management, 40(5), 1334-1364. 

Hobfoll, S. E. (1989). Conservation of resources: A new attempt at conceptualizing stress. American 
Psychologist, 44(3), 513-524. 

Judge, T. A., Piccolo, R. F., & Ilies, R. (2004). The forgotten ones? The validity of consideration and 
initiating structure in leadership research. Journal of Applied Psychology, 89(1), 36-51. 

Liberman, N., & Trope, Y. (1998). The role of feasibility and desirability considerations in near and 
distant future decisions: A test of temporal construal theory. Journal of Personality & Social 
Psychology, 75(1), 5-18. 

Popper, M. (2013). Leaders perceived as distant and close. Some implications for psychological 
theory on leadership. The Leadership Quarterly, 24(1), 1-8. 

Trope, Y., & Liberman, N. (2010). Construal-level theory of psychological distance. Psychological 
Review, 117(2), 440-463. 

Van Boven, L., Kane, J., McGraw, A. P., & Dale, J. (2010). Feeling close: Emotional intensity reduces 
perceived psychological distance. Journal of Personality and Social Psychology, 98(6), 872-885. 

Yagil, D. (1998). Charismatic leadership and organizational hierarchy: Attribution of charisma to close 
and distant leaders. The Leadership Quarterly, 9(2), 161-176. 

Yukl, G., Gordon, A., & Taber, T. (2002). A hierarchical taxonomy of leadership behavior: Integrating 
a half century of behavior research. Journal of Leadership & Organizational Studies, 9(1), 15-32. 



1 

 

 
Jennifer A. Harrison  

jharrison@em-normandie.fr 
EM Normandie Business School, France 

 
Maria Kakarika 

mkakarika@em-normandie.fr 
EM Normandie Business School, France 

 
Michelle Bligh 

michelle.bligh@cgu.edu 
Claremont Graduate University, USA 

 

 

IPLS-156: Gossiping Upwards: Leader-to-Follower Prosocial Gossip and Follower Reciprocation 

Depends on LMX 

 

Background. Gossip – also known as evaluative talk about an absent third party (Foster, 

2004) – has received increasing attention in the management literature. While the majority of this 

research has focused on gossip as a form of counterproductive or malicious behavior (Brady et al., 

2017), in recent years, gossip has been recognized as serving a cooperative function in the workplace 

(Dores Cruz et al., 2019; Erdogan et al., 2015). For instance, people may gossip to others in order to 

benefit them in some way (i.e., protection) – also known as prosocial gossip (Feinberg et al., 2014; 

Feinberg et al., 2012). More recently, Lee and Barnes (2021) proposed a conceptual process model, 

which suggests that prosocial gossip (i.e., gossip that is given to protect the receiver) influences the 

receiver’s benefit attributions and subsequent gossip reciprocation. More specifically, they outline 

how attributions of a gossip episode shape the recipient's subsequent response and behaviors and 

called for future research to empirically examine these relationships and their underlying power 

dynamics. 

One important power dynamic that may affect how prosocial gossip is perceived is the 

leader-follower relationship. From emerging empirical evidence, power relations that exist in the 

workplace appear to shape prosocial gossip, particularly making lateral prosocial gossip (i.e., with 

peers) more prevalent than upward (i.e., with leaders) or downward prosocial gossip (i.e., with 
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subordinates) (Farley, 2019; Kuo et al., 2018; Martinescu et al., 2019). The reasons for this lack of 

prevalence may be rooted in how gossip is perceived in unequal power relationships. For example, 

Martinescu and her colleagues (2019) found that gossiping with people with lower relative power is 

often perceived as inappropriate and or/harmful. Nevertheless, mentors may gossip with protégés to 

offer guidance and support (Fagenson-Eland et al., 1997), such as providing them with information 

useful for their careers (see also Martinescu, et al., 2014). That is, a leader’s gossip may offer 

important benefits to followers. Yet, how followers respond to these incidents is unclear. 

Purpose. The aim of the present research is to examine leader-to-follower prosocial gossip 

and follower responses. We draw from attribution theory to develop a process model of leader-to-

follower prosocial gossip that focuses on how follower’s attributions shape their subsequent 

response and behaviors to the leader’s gossiping behavior. We focus on follower benefit attributions, 

and subsequent felt obligation to reciprocate gossip to leaders. We further argue that the perceived 

quality of LMX by the follower is fundamental in influencing their responses.  

            Method. To test the hypotheses, we conducted two studies using the critical incident method. 

In Study 1, we asked senior-level employees to recall a situation when their leader provided helpful 

gossip and respond to questions about benefit attributions (Hypothesis 1) and a felt obligation to 

reciprocate the gossip (Hypothesis 2). We also asked whether the recalled incidents of leader 

prosocial gossip were in fact perceived as prosocial (i.e., motivated to help followers) relative to self-

concern motives (i.e., motivated by self-interest). In Study 2, we examined whether LMX moderated 

the relationship between follower benefit attributions and intentions to reciprocate the gossip 

(Hypothesis 3). We expected that under conditions of lower LMX reported by followers, follower 

benefit attributions and the motivation to reciprocate the gossip would be higher. 

Findings. Study 1 (80 senior-level employees in the financial sector) revealed that a benefit 

attribution to leader prosocial gossip is positively related to the obligation to reciprocate gossip. 

Study 2 (125 junior-level interns) extended these findings and showed that this relationship is 
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stronger for followers with low to moderate levels of LMX. Taken together, these findings shed light 

on the attribution-motivation process through which followers respond to leader prosocial gossip 

and the role of the leader-follower relationship (LMX).   

Contributions. This study contributes to research on prosocial gossip within leader-follower 

relationships. Specifically, it investigates prosocial gossip within the leader-follower dynamic from 

the follower’s perspective .  

Limitations. While this study focused on measuring one type of follower reaction to gossip in 

exchange relationships (i.e., reciprocation), we acknowledge that there are other possible responses 

to prosocial gossip from leaders that can be investigated in future studies. 
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IPLS-157: The pandemic that shocked managers across the world: the impact of the COVID-19 crisis 

on leadership behavior 

Abstract 

In March 2020, the COVID-19 virus turned into a pandemic that hit organizations globally. By 

studying the impact of the COVID-19 pandemic on leadership behavior, our paper contributes to the 

advancement of the field where it concerns both causal research and the role of context. The COVID-

19 shock is obviously a very relevant system-wide exogenous shock, one which impacts on 

individuals, organizations, sectors and countries globally (Jacquart, Santoni, Schudy, Sieweke, & 

Withers, 2020). Based on the threat-rigidity hypothesis, we hypothesize that this shock led to an 

increase in directive leadership behavior. We also argue that this relationship is context-specific. We 

develop four hypotheses to explain how contextual variables moderate the relationship between the 

COVID-19 crisis and leadership behavior. We propose that the magnitude and well-learned responses 

strengthen the effect of the crisis on directive leadership (Staw, Sandelands & Dutton, 1981). The 

magnitude of the crisis effect is measured by COVID-19 deaths (in percentage of the population), 

whereas the well-learned responses are operationalized via power distance, the level of Working 

From Home Potential and the level of management. 

 In our empirical analysis we employ a differences-in-differences design with treatment 

intensity and focus on the period of the first lockdown, March until June 2020, thereby being the 

demarcation of the exogenous shock of COVID-19. Using a dataset covering monthly data for almost 



27,000 managers across 48 countries and 32 sectors for January 2019 to December 2020, we find 

support for the threat-rigidity hypothesis. During the first lockdown, directive leadership increased 

significantly.  

 Moreover, we also find confirmation for almost all proposed moderators during this period. 

Given our research design of a DID model, where the moderators are to be seen as treatment 

intensity variables, we see these results as providing evidence for a causal impact of the COVID-19 

shock on directive leadership behavior. As hypothesized, in countries with relatively high numbers of 

COVID-19 deaths, we find a stronger increase in directive leadership. This finding indicates that the 

magnitude of the crisis matters for the effect of the shock. 

 With respect to the hypotheses that refer to the effect of well-learned responses, our results 

at the sectoral level confirm our hypothesis that in sectors with low- and mid-level of Working From 

Home Potential, there is an increase in directive leadership. Regarding the level of management, we 

find that low level managers show a somewhat higher increase in directive leadership following the 

crisis, thereby also confirming our hypothesis. 

 Our findings provide new evidence how large exogenous shocks like COVID-19 can impact 

leadership behavior. First, by investigating the effects of an exogenous shock on leadership behavior, 

we show how a global shock like the COVID-19 crisis can be used accordingly, and how the 

subsequent results can be given a causal interpretation via a DID research design (Antonakis et al., 

2019; Sieweke & Santoni, 2020). Moreover, by employing a DID research design setting, we are able 

to show how the effect of the threat of the COVID-19 pandemic is moderated by contextual 

variables. This provides further evidence on the relevance of the threat-rigidity hypothesis (Staw et 

al., 1981), in particular with respect to the magnitude and well-learned responses dimensions of this 

hypothesis. 



Our study is also relevant for leadership practitioners. Understanding how large exogenous 

shocks like COVID-19 might impact on leadership behavior is a necessary condition or first step for 

organizations and their managers to try to deal with such shocks.  

In addition, understanding why and how this impact might vary across different contexts is also 

important for leadership practice and HR-professionals. The results clearly show that the COVID-19 

crisis especially led to an increase of directive leadership of lower level managers, and of managers 

who worked in sectors with low and mid levels of Working From Home Potential. However, whether 

such an increase in directive leadership in these contexts is effective is rather doubtful (see also 

Stoker et al., 2021), and such behavior might even be detrimental to performance or innovation 

(Somech, 2005). These results are especially relevant for HR-practitioners in organizations, who can 

monitor possible changes in leadership behaviors especially for these groups, and assist managers in 

becoming aware of the effect of a crisis on their behavior.  
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IPLS-158: The Joint Process of Succession: Leading and Following in UK University Professional 

Services 
 
Abstract 
 
Succession, the replacement of a key figurehead, is a disruptive process for a successor, predecessor, 
and the inherited team (Farah et al., 2020). Succession literature has quantitative and corporate 
roots, investigating measurable aspects of the change, including CEO pay, stock price changes and 
successor characteristics (Kuntz et al., 2019). This ‘leader-centrist’, quantitative approach limits 
understanding of the experienced impact of succession, and the behaviours provoked. Using a 
constructionist approach, this article presents findings on when, and among whom, leading and 
following identities are enacted within succession.  
 
An initial exploration of responses to succession has been undertaken in the American educational 
management literature, where proactive and observational tendencies were identified among those 
adopting a follower identity (Schepker et al., 2017; Aravena, 2020). This is noteworthy for 
understanding what inherited staff contribute to succession but has not been expanded. We are no 
clearer on what motivates staff to work more proactively during succession, nor how this influences 
successors. There is opportunity to build on DeRue and Ashford’s (2010) social construction of leader 
and follower identities: by recognising that staff may not behave within their hierarchical role, the 
possibility that staff attempt to lead a successor is realised (Ashford and Sitkin, 2019). This article 
therefore also examines how staff behave during succession, and how this is perceived by a 
successor. 
 
This research is relevant to university professional services staff, who work within the non-academic 
alumni services, student support services, and financial and administrative support services 
(Whitehead, 2018). Although an underexplored staff cohort, what is known about them is an 
interesting context for succession research. Professional staff reportedly hold several 
responsibilities, with influence in different areas of their unit and institution (Ryttberg and 
Geschwind, 2019). They are adept at working with multiple stakeholders and a distributed 
leadership model (Jones et al., 2014), neither of which have been investigated in a succession 
context. Unfortunately, professional staff have been negatively depicted in the HE literature 
compared to academic staff (Whitehead, 2018), minimising the reported influence of professional 
staff on university life. There are new opportunities to explore staff contributions to succession.  
 
Staff and units also have long institutional memories (Fishman, 2019). This may influence where 
successors gather information in the early stages of their post, and how staff identify in succession. 
Moreover, the rigid organisational structure in universities may be reinforced by succession, 
changing the perception of successors entering a higher grade (McMaster, 2014). Too little is known 
about the professional staff profile to judge the implications of succession. Research should seek to 
understand how professional staff experience succession and how this shapes the granting and 
claiming of leading and following identities.  
 
This article applies a followership lens to succession, examining thirty qualitative in-depth interviews 
to understand how a succession context influences leadership formation within university 
professional service units. Looking at experiences fills the gap left by existing quantitative succession 
literature by establishing dialogues with inherited professional staff members and successors, 



documenting the implications this has for leadership relationships. The research was conducted 
within a diverse sample of UK universities and takes the first step to understanding succession from 
the perspective of staff outside senior leadership teams.  
 
Several findings were identified. This article shows how inherited staff claim a temporary leading 
role in the early stages of a new leadership appointment, and how the appointed successor may 
simultaneously be expected to adopt a following role. This develops the understanding of how a 
succession context changes the emergence of leadership. These findings show how staff proactively 
contribute to the succession environment, and at times influence, and lead, the successor. This 
finding extends those of DeRue and Ashford (2010), highlighting the mutual influence which 
characterises succession that has not previously been recognised.  
 
This research also makes practical recommendations. Universities should reconsider how they 
prepare their staff and incoming appointments for the behavioural changes which succession 
provokes. Staff should also be supported to understand how they can take ownership of their 
behaviour during succession and recognise the active role that they play in the assimilation process 
of a successor. Generally, this article repositions succession as a collective process of adapting to a 
leadership change in which staff and successors can expect to engage with both leading and 
following identities.  
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IPLS-159: A feature, not a bug: Sexual harassment as organizational context, and implications 

for leadership 

 

Abstract 

In this exploratory theoretical essay we leverage our early stage research project on sexual 

harassment and toxic workplace environments in a Danish-based, international craft brewing 

company to develop new perspectives on the notion of context and its relationship to the field 

of leadership. Our goal is to develop a theoretical reconceptualization of context sophisticated 

enough to do justice to the complexities of the phenomenon of sexual harassment and to 

provide the theoretical foundation for our study. On this basis we explore the argument that 

sexual harassment itself functions as a context that gets continually produced and reproduced—

and then subsequently naturalized as a feature of objective reality—by means of gendered (and 

sometimes violent) patterns of social interaction, relational processes, performative acts, and 

institutional practices.  

 

Close to 40% of all women report experiencing sexual harassment on the job—including 55% of 

women in senior leadership positions, 48% of lesbian women, and 45% of women working in 

technical fields (McKinsey & Company, 2021). These statistics suggest that women in many 

organizations and industries can basically expect to be harassed at work. For this reason, we 

investigate what it would mean to approach harassment not simply as an organizational 

shortcoming or leadership failure, but rather as a significant feature of working life and as an 

underexplored context for organizing and leadership activity. By reconceiving of sexual 

harassment as a context rather than an activity, we seek to clarify the definitions of and 

connections between sexual harassment and toxic workplace environments. At the same time, 

we seek to develop a relational perspective on both context and environment as social activities 

and practices rather than taken-for-granted objective realities or backdrops for organizational 

and leadership practices.  

 



 

 

Reconsidering Context 

 

We begin this thought experiment by reconsidering prevailing conceptualizations of context and 

how it influences behavior. Much of the organizational and leadership literature draws on 

spatial metaphors to tacitly or explicitly define contexts and environments as bounded, 

objective, often physical locations in which behaviors such as sexual harassment take place 

(Grossberg, 2012). At the same time, most of the research on sexual harassment has framed it 

as a collection of discrete acts and offenses in which certain individuals execute their will over 

others. This approach to harassment as discrete behavior rather than pervasive context 

minimizes the reach of harassing behaviors, discounts the extent to which they come to define 

victims’ experience of the workplace, and deflects inquiry into how the nature of organizational 

activity itself paves the way for such “behaviors.”  

 

We draw instead on critical theory to conceptualize contexts as sets of social, political, 

discursive, and organizing practices that actively construct locations, position persons, distribute 

resources, and structure power relations (Porter and Lyman, 2006; Grossberg, 2012). From this 

perspective, contexts are not just sites for social relations, they are social relations and 

practices, and they are often highly gendered (Spain, 1992; Phelps, 2012). This approach calls 

into question taken-for-granted distinctions between what constitutes incidental behavior 

versus working environment, and exposes the often politically-charged nature of such 

distinctions themselves. Thus, reconceiving of sexual harassment as gendered context rather 

than simply a behavior that takes place in a context allows for a fundamental re-examination of 

key assumptions about   organizations and leadership. 

 

Sexual Harassment and Leadership Studies 

 

The term “sexual harassment” first appeared in the 1970s (Farley, 1978) to refer to a range of 

behaviors and/or verbal acts from unwanted touching to sexual jokes that interfere with a 

person’s ability to do their work. Theoretical definitions vary, but most characterize harassment 

as “a psychological experience of undesired, offensive, and threatening sexual behavior, which 

takes place at the work setting” (Cantisano et al., 2008, p. 208). Recent research has begun to 

counter an earlier overemphasis on individual, “bad-apple” forms of behavior, highlighting 



 

 

instead the enabling role of hostile environments to argue that sexual harassment is a systemic, 

cultural issue (Cantisano et al., 2008), and to explore how gender oppression and power 

dynamics contribute to conditions under which sexual harassment occurs (McLaughlin et al., 

2012).  

 

Despite extensive recent attention in the media and elsewhere, sexual harassment within 

leadership and management studies remains under-researched. A cursory search on Web of 

Science for articles on sexual harassment or #metoo shows only a mere 289 results. Compare 

this to the same search for transformational leadership with 3,123 results, or teamwork with 

1,009 results, and the dearth of focus on sexual harassment is clear. The relative lack of 

attention paid to sexual harassment in leadership research suggests that many do not see sexual 

harassment as a leadership or management issue, let alone a context for leadership behaviors 

and dynamics.  

 

Sexual Harassment as Context: Mikkeller 

 

To perform such a re-examination and develop these ideas about context and sexual 

harassment, we delve into a very specific context by means of an in-depth, real-time case study 

of Mikkeller, the Copenhagen-based, international brewery, bar, and restaurant company that 

has spearheaded the global development of the craft beer industry. Over the past two years, 

Mikkeller has received intense scrutiny in the press and social media, as well as very harsh 

criticism and public protests, for what many have described as a toxic workplace culture, 

characterized by unfair treatment of employees (especially women), bullying, intimidation, 

dishonesty, sexual harassment, and a deep insensitivity and defensiveness against any criticism 

of the company or its leaders.   

 

In late 2021 and early 2022, a ten-part podcast entitled “Super Cool Toxic Workplace” dissected 

in lurid detail the disturbing behavior of members of the Mikkeller leadership team.  

In this paper we leverage the accounts available in the “Super Cool Toxic Workplace” podcast to 

lay the groundwork for our study by exploring previous research and available theoretical 

vocabularies that can help to develop a relational reconceptualization of context for leadership 

research—exploring, for example, how the context of sexual harassment helps makes sense of 



 

 

leadership tactics and strategies for avoiding accountability and displacing blame, and outlining 

an agenda for future leadership research.  
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IPLS-161: Respnding to conflict – How leader emotionally intelligent behavior affects 

employees’ conflict management behavior 

 

Abstract 

 

Dealing with conflict is key in a functioning workplace. While poorly managed workplace disputes 

can have severe negative impacts on an organization, causing stress (Dijkstra, van Dierendonck & 

Evers, 2005), decreased productivity (Jehn, 1997), and less organizational commitment (Thomas, 

Bliese & Jex, 2005), effective management of conflict can spark creativity (Farh, Lee & Farh, 2010) 

and better group decision making (Schulz-Hardt, Jochims & Frey, 2002). It is, therefore, necessary 

to sustainably foster constructive conflict management in organizations.  

 

The dual concern model (Thomas, 1992; Rahim, 1983) offers a framework to identifying 

constructive conflict management through postulating five distinctive conflict management styles 

(CMS). Even though research on CMS has flourished, these general individual tendencies appear 

to fall short of concretely describing conflict resolution in a specific, contextualized situation 

(Kabanoff, 1987; Williams, 2011). Moreover, CMS are assessed mostly through self-reports, which 

make them prone to self-serving biases (Thomas & Pondy, 1977). Consequently, we see a need 

for an objective, behaviorally focused measure, which we develop in the current research project. 

We employ a machine learning sentiment analysis to categorize reported behaviors into the five 

CMS. With 1000 manually classified responses, the trained model was then used to predict (N = 

18.101) open answers provided through a national online survey, using LightSide as interface 

(Mayfield & Rosé, 2012).  

 

But how can the likelihood that employees display constructive conflict management behavior be 

increased? Past research firstly points towards the positive effect of a person’s emotional 

intelligence (EI), their ability to recognize and regulate emotions (Salovey & Mayer, 1990). High EI 

ability is linked to more constructive conflict resolution approaches (e.g. Schlaerth, Ensari & 
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Christian, 2013), as well as increased joint value in negotiations (Foo, Elfenbein, Tan & Aik, 2004) 

and conflict management more broadly (Jordan & Troth, 2002). Secondly, leaders play an 

essential role in impacting their employees. Past research shows that constructive CMS in leaders 

correlates with positive leader-follower relationship quality (Green, 2008) and is linked to 

increased transformational leadership (Saeed, Almas, Anis-ul-Haq & Niazi, 2014). 

 

Taken together, we consequently assume that supervisor’s EI behavior should affect the conflict 

management behaviors of their employees. Corroborating this assumption, one study found 

evidence that employees of supervisors with higher trait-EI reported more integrating and 

compromising conflict management styles (Yu, Sardessai & Lu, 2006). Accordingly, we 

hypothesize that employees show more constructive conflict management behaviors if their 

leader acts more emotionally intelligently.  

 

To test this hypothesis, we regressed the previously categorized conflict management behavior 

of employees on leader emotionally intelligent behavior through a multinomial logistic regression 

(N=3639). Although small in effect, results showed significant differences in the effect of leader 

emotionally intelligent behavior for conflict management behavior of their employees. Overall, 

the results corroborate the impact of leader’s enactment of emotional intelligence in the 

workplace. 
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IPLS-162: The Face of Change: How the Context of CEO Turnover Affects Preferences for 

Candidates with Facial Appearance-Based Leadership Ability 

 

 

Abstract 

In the present research, we investigate how the reasons leading to CEO turnover – voluntary 

departure vs. involuntary dismissal – may affect how appearance-based leadership perceptions 

sway the hiring decision. Based on a randomized experiment, we show that when CEO turnover 

takes place involuntary, potential followers look for a successor CEO who exhibits higher 

appearance-based perceptions of leadership ability compared to when CEO turnover takes place 

voluntary. 

Prior research has demonstrated that appearance, in particular faces, plays an important role for 

the assessment of leaders (Poutvaara, 2014). Besides general preferences for leaders with certain 

facial appearance, recent work has shown that the context plays a vital role in the selection of 

formal leaders (based on their appearances). For instance, Little and colleagues (2007) found that 

subjects asked to vote on a leader in times of intergroup conflict preferred leadership candidates 

whose faces appeared more dominant. Yet when selection took place in peaceful times, subjects 

preferred candidates with faces signaling trustworthiness. Building on these findings, Little (2014) 

demonstrated that participants who first learned to associate certain facial features with physical 

ability and/or cooperation preferred potential leaders with facial appearances that were 

associated with physical ability or cooperation depending on whether they were selected for 

physically competitive or cooperative leadership roles. 

 However, CEO candidates with certain facial features do not necessarily possess greater 

leadership abilities, but their facial features may trigger attributional processes on the part of 

their followers who associate greater leadership abilities with them (Rule & Ambady, 2011). 



 

 

Despite the merits of previous research, we know very little as to how variations in the contexts 

in which CEO succession occurs affect the relation between face-to-trait inference and 

expectations of potential followers (Gomulya et al., 2017). This is worrisome given the stark 

differences in the transition processes of voluntary departures and involuntary turnover in terms 

of smoothness, uncertainty and disruption (Bedegood, 2021). For example, when change is 

involuntary, there might be strong emotional reactions among employees to upending routines, 

and more confusion and anxiety among members of the organization. The leadership ability 

requirements and expectations for an incoming CEO upon involuntary turnover are therefore 

likely to be much higher than for a CEO that is involved in a voluntary succession. 

To test this proposition, we conducted a randomized one-factorial between-subjects experiment 

as well as a correlational study among CEO turnovers at Fortune 500 companies. In the 

experiment, we manipulated the reason for change using four scenarios: involuntary (due to 

either (1) poor performance or (2) personal conduct) or voluntary (either (3) retirement or (4) 

new opportunity). A total of 114 participants recruited through Amazon Mechanical Turk 

completed the study. Participants were presented with pairs of CEOs who have been rated as 

similar on all personality traits (i.e., competence, dominance, likeability, facial maturity, and 

trustworthiness) except for their appearance-based leadership ability (pictures were drawn from 

Hopp et al., 2021). Participants were shown one of five CEO pairs at random, from which they had 

to select the candidate who was the most suitable successor from their point of view. The findings, 

depicted in Figure 1, showed that in case of an involuntary leave, candidates with higher perceived 

leadership prototypicality are picked with higher frequency compared to when the outgoing CEO 

left voluntary (poor performance: 76.9% high, 23.1% low; personal conduct; 65.5% high, 35.5% 

low; retirement: 54.5% high, 45.5 low; new opportunity: 50% high, 50% low). When collapsed, the 

distribution of chosen high- and low-leadership candidates differs significantly between the 

voluntary and involuntary treatments (involuntary: 70.9% high, 29.1% low vs. voluntary: 52.5%, 

47.5% low), X2(1, N = 114) = 4.05, p = .044. 

Our research project and preliminary findings are relevant for the literature on leadership and 

practice alike. At the time being we have limited knowledge as to how variations in contexts in 

which CEO succession occurs affects the relation between face-to-trait inference and expectations 

of potential followers (Gomulya et al., 2017). 



 

 

 

 

 

 
 

 

 

 

Figure 1: Frequencies of candidate chosen by treatment 

 

Understanding the attributional processes at play in leader selection is critical to improve 

organizational processes and outcomes. After all, the extant literature points out that 

attributional processes are often inaccurate, and assessors are often unaware that theses 

inferences are guiding their decision making (Todorov et al., 2015). Moreover, when appearance-

based cues are present individuals tend to neglect more relevant information and hence 

diminishes their ability to draw more accurate conclusions about the prospects of potential 

business leaders and ultimately their ability to influence the direction of a company's fortunes 

(Todorov et al., 2015). 
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IPLS-163: Shift, Suppress, Sever: Systemic Strategies for Dealing with Dark Leadership 

 

Abstract 

 

Recent instances of corporate misconduct have rekindled interest in leader dark personality traits 

as sources of negative behavior in the workplace, such as abusive supervision, sexual harassment, 

and bullying (LeBreton et al., 2018). Indeed, dark leader traits (most prominently narcissism, 

Machiavellianism, and psychopathy) have been shown to lead to negative outcomes for 

organizations, teams and individual followers (LeBreton et al., 2018). These traits share a common 

core in that they denote “the general tendency to maximize one's individual utility — 

disregarding, accepting, or malevolently provoking disutility for others —, accompanied by beliefs 

that serve as justifications” (Moshagen et al., 2018, p. 656). Leaders scoring high on these traits 

not only pursue their self-interest at the expense of others but also trigger a host of dysfunctional 

processes in their teams by playing favorites and promoting distrust or conflict. Their teams tend 

to be marked by turmoil, high turnover rates, a dearth of independent high-flyers, and a climate 

of silence and fear. Additionally, individual employees may feel victimized and reach out for help 

from confidential advisors, HR professionals or senior management. Thus, organizations may 

benefit from guidelines on how to tackle destructive leadership processes.  

Yet, our understanding of how to intervene and mitigate these negative outcomes is limited and, 

we argue, unidimensional. The few suggestions that have been made have mainly focused on 

interventions aimed at the dark leaders themselves. However, destructive leadership processes 

are rarely the result of individual leaders alone. Specifically, the holistic perspective on destructive 

leadership (Thoroughgood et al., 2018) contends that leader characteristics, such as dark 

personality traits, can only translate into negative outcomes if followers assist (for personal gain 

or because of shared values), or are unable to resist (due to fear, lack of care or courage, 
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normative commitment, or the need to be accepted) destructive leader behaviors, and if the 

organizational environment is conducive (i.e., enables or supports these behaviors). As such, 

destructive leadership processes are complex, dynamic and unfold over time. Moreover, they may 

also include constructive elements (e.g., supervision is abusive, but profit is made).  

Thus, if negative outcomes are the result of the interplay between elements in these three 

domains (i.e., leaders, followers, and the context), organizations intervening solely at the leader-

level will inevitably miss out on successful intervention opportunities. We therefore argue that it 

is critical to take a systemic approach and consider interventions aimed at elements in all three 

domains. A systemic approach not only affords organizations multiple levers to address 

destructive leadership processes but may also lead to more effective and sustainable solutions 

(bearing in mind that some time may be needed for interventions to manifest positive effects). 

Indeed, similar multi-faceted, socio-ecological approaches have been advocated and successfully 

applied in intervention programs aimed at tackling bullying in schools (William & Cliff, 2011). 

These approaches assume that bullying behavior is the combined outcome of bullies’ own traits 

and their interactions with others in a specific context. Recent meta-analytic results indeed 

suggest that programs focusing on the bullies, the victims, the bystanders (peers and parents), 

and the school context (climate, rules, and regulations) tend to be the most effective (Gaffney et 

al., 2021).  

We propose that interventions at different levels can be aimed at achieving three distinct goals: 

1) shifting behavior or dynamics (by reinforcing elements that support constructive processes); 2) 

suppressing behavior or dynamics (by containing elements that support destructive processes); 

or 3) severing ties (by taking an element out of the equation). By integrating literature from 

management, psychology, and educational sciences we propose a framework that could serve as 

a guideline for organizational interventions and spur future research on how to mitigate 

destructive leadership processes. 
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IPLS-164: The Impact of Socialization Process on Womens’ Leadership Attainment in Brazil 

 

Abstract 

 

Brazil has been identified as a “culture of honor” in which machismo and notions of men’s 

honor are tied to women’s behavior (GLICK et al., 2002). It would therefore be expected that there 

would be more sexist and negative views regarding women’s leadership attainment. And data 

shows, since only 3% of the biggest companies in Brazil are led by women, according to a study 

conducted by Bain & Company in partnership with LinkedIn (2019). With these factors in mind, I 

conducted a research entitled: The impact of socialization processes in a sexist society on 

women’s leadership attainment in Brazil.  

The main goal of this research is to focus on the Brazilian context that women grow up 

and understand how this may impact the consequences related to gender gap we still can observe 

on the country until nowadays. Through exploring how factors related to gender roles and gender 

stereotypes learned during childhood, commonly referred to in literature as “gender socialization 

processes” might interact with other social and psychological forces, such as sexism, to impact 

women’s leadership attainment I intend to answer the following research question: How do 

gender socialization processes in Brazil impact women’s leadership attainment? 

This research intended to support the gender equality movement in organizations, and also bring 

another point of view of how this issue can be addressed, for organizations and women 

themselves. 

mailto:luisasgimenez@gmail.com
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With the literature review, this theme could be analyzed through three lenses: the 

different theories to conceptualize gender and its consequences regarding society; how and why 

Brazil is a sexist country, giving context to its historical past and the machismo culture presence 

currently. Finally, with these factors in mind, I studied the struggles that women face when being 

in a leadership position. 

The literature on gender roles has clearly shown that they impact especially women when 

entering in the workplace, as this it is not aligned with their gender role, therefore they face 

uncomfortable, sexist and disrespectful situations when in a leadership position all because of 

their gender, which does not apply for male figures that occupy these positions, making the path 

to female leadership much more difficult and when achieved, much more fragile. This difficulty 

faced by women could be seen on the Glass Ceiling phenomena (POWELL, 2011), for instance, 

which is this incongruency that women must deal between their gender role and the leader role, 

as a leader is expected to perform exactly the opposite that the female gender is expected to 

perform. And when seeing through the reality of the Brazilian culture, my hypothesis was that the 

struggles got even bigger, as the heavy presence of the machismo culture may intensify this 

dynamic, and in the methods and methodology step I wanted to confirm this. 

Using Gender Theory as the theoretical framework, 11 men and women that occupy a 

leadership role in Brazilian society were interviewed using the qualitative method of one-on-one 

semi-structured interviews. This thesis was informed by a social constructionist methodology and 

the analysis phase consisted of applying thematic analysis, by coding and dividing the data within 

global themes, themes, and codes. Following the above referenced methodology and methods, 

the findings of this study portrait a figure of a country that still has some vestige of the stereotypes 

imposed during past generations where machismo was much more evident.  



 

 

Almost all of the female participants shared stories related to undermining them due to 

their gender, whereas no men could remember a situation related to it, portraying once again the 

impact of gender stereotypes and machismo culture in organizations. Also, it could be perceived 

the difference between how the sexist culture was present in the participants lives, and their 

parents, as nowadays although present, it is more hidden, and showing itself on benevolent 

sexism for instance. 

Regarding the leadership standards, the majority of the participants stated the need of 

communal traits in a leader, which was not aligned with the data from the literature review, and 

in contradiction to the situations women went through while in leadership positions, stating the 

influence of the gender socialization and sexist culture in Brazil once again. Therefore, the “think 

manager-think male” mentality is weakened, but unfortunately not vanished. 

There were some limitations when conducting this study that need to be highlighted, such 

as the time restriction and, due to the small size of the sample, the lack of generalizability. 

Regarding the practical implications that this study can generate, it should be mentioned 

the change and development of a new mentality related to women in organizations, from 

organizations and women themselves. Organizations should understand that, by putting a woman 

on a leadership role they have not reached gender equality still, the path is longer and more 

complex than this. They need to understand that the culture both Brazilian men and women are 

inserted on, and that the attitudes and beliefs perpetuated outside the company is also inside of 

it. If organizations really do want to help the gender equality movement, they need to invest on 

workshops, conversations, and support groups to minimize the sexist effects that women have 

faced and will unfortunately face inside the company, creating a supportive environment for 

women to grow. It is hoped that this study helps women go even further from their stereotype, 



 

 

and even closer to their true self, diminishing the gender gap in the industries and being 

supported by companies and society to do so. 
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IPLS-166: HOW ECOLOGY SHAPES VARIATIONS IN CULTURAL MODELS OF LEADERSHIP 

 

Abstract 

Why is it that in some nations the ideal of a political leader is someone who is strong, dominant, 

and authoritarian, whereas in other countries a charismatic, inspiring, and visionary leader is 

preferred? How come that managers in certain regions of the world are expected to operate 

with a directive style of leadership, whereas in other areas a more participative style is 

endorsed? Are these differences deep-rooted and virtually inflexible, or can they change in 

response to major societal events (e.g., war, economic recession) or workplace disruptions (e.g., 

digital transition, take-over)? To tackle these questions, we are developing an integrative 

theoretical framework that bridges cross-cultural and evolutionary leadership theories. 

Specifically, we aim to review and theorize about the ecological origins, functions, and social-

psychological mechanisms allowing culturally heterogeneous preferences for different leader 

attributes, styles and behaviors to emerge and to be transmitted over time. 

Cross-cultural and evolutionary perspectives on leadership: Can they communicate? 

Over the past two decades, leadership scholars have gathered important evidence on cross-

cultural variation in leadership practices and prototypes (e.g., House, Hanges, Javidan, Dorfman, 

& Gupta, 2004). According to this approach, the ideal attributes that followers expect from their 

leaders match the cultural context, explaining in turn which leadership styles are most likely to 

be practiced and appreciated across nation-states, regions, or lower- level groups. At around the 

same time, leadership scholars interested in evolutionarily informed accounts started to 

theorize and document universal psychological mechanisms thought to have evolved in our 

ancestral past to enable individuals to identify the best leader to follow in any given context 

(Van Vugt, Hogan, & Kaiser, 2008). According to this view, followers rely on ecologically adaptive 

heuristics that evolved to respond to the ancestral coordination problems typical of human 

group living. 

At first glance, the cross-cultural and the evolutionary approaches to leadership seem at 

loggerheads. Whereas cross-cultural work stresses cultural variation, evolutionary psychological 

accounts stress universality. While the cross-cultural approach conceptualizes culture as a given 

and sees specific dimensions of national culture (e.g., collectivism) as an explanans of 

leadership, evolutionary approaches see culture as an adaptive response, an explanandum that 

must depend on the interplay between our evolved followers’ psychology and pre-existing 

socio-ecological conditions (e.g., pathogen prevalence, resource scarcity). 



In this paper we want to argue that—despite the appearances—these two approaches have 

many potential compatibilities, which have been rarely explored in leadership studies (Garfield, 

Syme, & Hagen, 2020; Lonati, 2020; Van de Vliert, 2006) but are discussed in detail in other 

social and evolutionary sciences (see, e.g., Giuliano & Nunn, 2021; Mesoudi, 2019; Nettle, 2009; 

Sng, Neuberg, Varnum, & Kenrick, 2018). We borrow these concepts, evidence, and methods for 

our paper, developing then novel hypotheses about leadership, followership, and various 

contextual factors, with the objective of fostering an integrative model of leadership that 

connects several mid-level theories (cf. Antonakis, 2017). 

Benefits from integrating cross-cultural and evolutionary perspectives 

 

In a nutshell, our theoretical framework and review lead to the following conclusions: 

 

1. Specific contextual cues (e.g., geography, demography) can be studied as the ultimate, 

distal predictors of culturally variant leadership prototypes. This idea has been investigated only 

recently in leadership (Sheng, Andrews & Van Vugt, 2022), yet allows 

testing powerful evolutionary/historical theories about the origin of cultural models of 

leadership. 

2. The correlations between national culture and leadership prototypes that have been 

documented in the past decades do not illuminate the exact mechanisms through which 

different cultural models of leadership have emerged, are maintained, or are changed. Our 

framework, on the contrary, provides clear theoretical predictions about such mechanisms, 

allowing researchers to also formulate predictions about future changes in cultural models of 

leadership. 

3. Our framework opens the door to new questions that are not only related to culture 

and evolution, but also to information processing theories of leadership (Lord, Epitropaki, Foti, 

& Hansbrough, 2020). Specifically, we will touch upon the transmission of leadership prototypes 

between people, their development in early life, and their plasticity over individual lifetimes, 

allowing to appreciate the multi-level nature of culture (e.g., cultural differences across nations, 

generations, time periods). 

4. Finally, our review allows us to make some methodological considerations related to 

endogeneity concerns in cross-cultural studies (cf. Antonakis, Bendahan, Jacquart, & Lalive, 

2010), bringing also to the fore some methods that allow testing the psycho-social mechanisms 

related to our predictions with causally clean designs. 
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IPLS-168: Identity Construction Processes - Identity Play and Identity Work  

 

Abstract 

Especially in a context of transition, when there is a need for identity change, individuals should 

take an adaptive approach (Dutton et al., 2010) towards identity development by engaging in 

identity construction. This provides individuals with a sense of agency, encouraging personal 

initiative and empowerment. Identity construction refers to "the process through which 

[individuals'] come to define who they are" (Ashforth and Schinoff, 2016, p. 113). There are two 

distinct yet complementary identity construction processes, identity work (Sveningsson and 

Alvesson, 2003) and identity play (Ibarra and Petriglieri, 2010). Identity work refers to the 

engagement in forming, repairing, maintaining, and strengthening or revising an individual’s 

identity (Sveningsson and Alvesson, 2003), implying a purposeful, functional approach to identity 

construction (Pratt, 2012). Identity play refers to the engagement in discovering, imagining, 

inventing, and exploring or experimenting with an individual’s identity, implying a playful, creative 

approach to identity construction. Despite the great interest in the processes of identity 

construction (Brown, 2020), predominately identity work (Caza et al., 2018), contributions have 

been of theoretical and/or qualitative nature. Although this inductive approach has offered 

valuable insights, there is a need for quantitative research. Therefore, this research is in the 

process of developing a standalone identity work (ω= .79) and identity play (ω= .82) measure to 

be utilized for future identity-related research.   

An initial exploratory experimental pilot study was conducted to empirically investigate the 

impact of identity work and identity play on the engagement with possible future work selves. 

Possible selves, such as future work selves (Strauss et al., 2012), are key mechanisms for identity 

change (Ibarra, 1999). Future work selves are “an individual’s representation of himself or herself 

in the future that reflects his or her hopes and aspirations in relation to work” (Strauss et al., 2012, 

p. 580). By being able to mentally travel in time to construct one’s own future work selves (Braun 

and Lord, 2017), the individual can engage in a process of anticipation, preparation and simulation 



 

 

(Cross and Markus, 1994), leading to individual growth, identity elaboration (DeRue, 2011) or 

identity invention (Braun and Lord, 2017). Considering that engagement is a positive-affective 

emotional state (Schaufeli et al., 2006) the level of engagement with possible future work selves 

should be higher for identity play than for identity work. Identity play encourages a dream-like 

state for the individual, leading to high levels of immersion and absorption. Whereas identity 

work, despite encouraging high levels of dedication, discourages high emotional involvement.   

Methods. Participants (N=205), recruited via Prolific, were part-time or full-time employed to 

ensure a current active work identity. First, information on the individual (e.g., work/family 

situation, individual differences) was collected. Next, participants were randomly assigned to 

watch and listen to a 1-minute identity play, identity work or control treatment video, which were 

created based on existing literature. After engaging in the mental exercise presented in the 

videos, they wrote down a list of possible future work selves five years from now. Following this, 

participants rated their level of engagement with their possible future work selves. Regression 

analyses were used for the data evaluation.    

Initial Results. For the identity play measure there was a significant difference in scores for the 

identity play and identity work treatment group (MD= .32, 95% CI [.03, .61], η2= .03). However, 

for the identity work measure there was no significance difference in scores (MD= -.10, 95% CI [-

.37, .16], η2= .004). The level of engagement with possible future work selves was higher for the 

identity play condition than for the identity work condition (MD= .30, 95% CI [.00, .59], η2= .03).   

Identity play and identity work are imperative concepts for facilitating work, including leader, 

identity development. This pilot study empirically investigated identity work and identity play, 

providing a springboard for further discussion, investigation, and scale development. A novel 

identity play and identity work measure will be of great value for future research.   
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IPLS-169: Opening the Black Box of CEOs: The effect of a (Mis)match Between CEO Regulatory Focus 
and Constructive Behaviors during COVID-19 

 
Abstract 

Top leaders like CEOs are key drivers in shaping strategic behavior and influencing performance 

of their companies (Hambrick & Mason, 1984; Holmes Jr. et al., 2021; Nadkarni & Herrmann, 2010; 

Peterson et al., 2003). Grounded in upper echelon theory (Finkelstein, Hambrick, & Cannella, 2009) as 

well as in the strategic choice perspective (Child, 1972; Hrebiniak & Joyce, 1985; Oliver, 1991), previous 

research suggests that CEOs have the freedom to act on their own free will (Hambrick & Finkelstein, 

1987), are deliberate in forming strategies (Mintzberg, 1990), and use their own experiences of the past 

strategic situations to create meaningful (strategic) change (Seaton & Boyd, 2007). 

Regulatory focus theory holds that people differ in their chronic dispositions toward 

approaching pleasure and avoiding pain and therefore differ in their means of goal striving (Higgins, 

1998). Further, this theory suggests that people approach motivational situations with one of two 

approaches: a promotion focus or a prevention focus (Higgins, 1998). When individuals have a 

promotion focus, their primary concern is the gain of rewards, whereas prevention focused individuals 

are concerned with avoiding problems. As a result, promotion focused CEOs adopt riskier, action-

oriented responses while those with a prevention focus tend to give more conservative, inertial, or 

negative responses to situations (Kahneman, Rosenfield, Gandhi, & Blaser, 2016; Higgins & Spiegel, 

2004). These differences in the self-regulatory regulatory orientation of CEOs is generally considered to 

be a chronic characteristic or orientation, however specific environmental factors have been shown to 

alter specific regulatory focus states (Johnson, Smith, Wallace, Hill & Baron, 2015). 



In the current study, we investigate what happens when CEOs engage in behaviors during the 

COVID 19-pandmic which are misaligned with their chronic regulatory focus. Specifically, we examine 

whether CEOs’ chronic regulatory focus (both promotion and prevention focus) moderate the effect of 

different types of constructive leadership behaviors on employee perceptions of CEOs’ ability to assess 

information and make decisions in a crisis (Noonan Hadley, Pittinsky, Sommer, Zhu, 2011). 

Grounded in the literature on regulatory focus, regulatory fit theory holds that there are 

positive motivational benefits when situational strategic behaviors align with one’s chronic regulatory 

focus (Higgins, 2000). Under this logic, CEO’s may self-regulate their behavior to match (or mismatch) 

their chronic regulatory orientation. When self-regulated behavior and orientation are aligned, there are 

motivational benefits, increased engagement, and value creation (Higgins, 2006). The opposite is true 

when misalignment occurs. These match and mismatch effects are complex and can be seen at the team 

and organization levels (Johnson et al., 2015). 

However, scant evidence exists to understand observers’ (employee) perspectives on CEO regulatory 

(mis)fit in a crisis. Extreme situations upend business as usual and can change CEO’s motivation and 

behavior in ways that are not always intuitive. For example, using theories of terror management, it was 

found that mortality salience and CEO regulatory focus jointly affect CEOs self and other orientations 

during earnings calls. Prevention focused CEOs were found to increase their orientation towards others 

whereas promotion focused CEOs decreased in their self-orientation during earnings calls as mortality 

salience increased (Li, Chiu, Kong, Cropanzano, & Ho, 2021). We argue such innovation and changes in 

CEO behavior, represented through regulatory misfit can serve as a signal that CEOs are ready to go 

outside of their comfort zone and find unusual solutions in a crisis. Thus, a behavioral change of a CEO 

during a crisis 



represented through regulatory misfit, may be perceived as an advantage in dealing with uncertainty 

during a crisis by his or her followers. Based on these arguments, we developed the following 

hypothesis: 

Hypothesis 1: In the context of the COVID 19 crisis, there is an interaction between CEO 

regulatory focus and constructive leader behaviors such that CEOs whose behavior during the crisis 

differs from their chronic regulatory focus will be rated as more effective by their employees. 

Data Collection 
Approximately 298 employees working for 59 companies participated in an interview- based 

survey in the Summer of 2020 conducted over the phone or in person. Individual employees as well 

as company CEO’s provided verbal answers to survey questions regarding their workplace attitudes, 

individual differences, and perceptions of company performance. In addition to capturing CEO 

regulatory focus, employee perceptions of constructive leader behaviors, and CEO crisis leadership, 

participants provided demographic information. 

Approximately 26.75% of CEO’s and 53.36 % of employees were female and the average tenure of CEO’s 

was 9.34 years and the average tenure of employees was 2.80 years. 

Our data involve employees nested within firms, and therefore require the use of multilevel 

modeling to address issues of non-independence. For all regressions presented below, in addition to 

estimating random intercepts, Level 1 independent variables were centered within firms, while Level 2 

control variables were grand mean centered (Enders & Tofighi, 2007). 

Measures 
 

CEO Regulatory Focus (CEO rated). The promotion focus and prevention focus of each 

company’s CEO was measured using an 18-item self-report measure (Lockwood, Jordon & Kunda, 

2002). A total of 9 items were administered for each subdimension Items were measured 



on a 1-7 Likert Scale. Promotion focus Chronbach’s alpha = .83. Prevention Focus Chronbach’s alpha = 

.87. 

Constructive Leader Behaviors (Employee rated). Constructive leadership behaviors were 

measured using the constructive supervisor behavior scale (Mharapara et al., 2019). Four 

subdimensions were measured from employees on a Likert scale from 1-7. Ethical behaviors 

Chronbach’s alpha = .78. Networking behaviors Chronbach’s alpha = .72. Clarifying behaviors 

Chronbach’s alpha = .74. Recognizing behaviors Chronbach’s alpha = .78. 

Crisis Leadership. Employee perceptions of CEOs’ ability to make effective decisions in a crisis 

was captured using the Crisis leadership scale (C-LEAD; Noonan Hadley et al., 2011). 

Items were rated on a Likert scale from 1-7. Chronbach’s alpha = .79. 
 

Results 
 

Results indicate constructive leader behavior dimensions had a positive effect on employee 

perceptions of effective crisis leadership during the COVID-19 pandemic. However, regulatory focus 

moderated the effect of two of the four types of constructive leader behaviors. Specifically, recognizing 

behaviors and clarifying behaviors were dependent on a CEO’s levels of promotion and prevention 

focus. Importantly, the shape of the interactions suggests that for promotion focus, when CEO’s 

engaged in constructive leader behaviors which were in contrast to their typical regulatory focus, 

employees reported a greater level of crisis leadership than when a CEO behaved in a way that would be 

expected given his or her regulatory focus. For prevention focus, it appears that CEOs faced a penalty 

when they failed to engage in constructive behaviors if they were low in prevention focus. Results are 

reported in Tables 1-3 and Figures 1- 4. 



Table 1 

Means, Standard Deviations and Correlations of Study Variables 

  M SD 1 2 3 4 5 6 7 8 9 10 

1 Promotion Focus 5.22 0.82 0.83          

2 Prevention Focus 3.00 1.12 -0.63 0.87         
3 Networking Behavior 5.34 0.87 0.05 -0.07 0.72        
4 Ethical Behavior 5.71 0.86 -0.04 0.00 0.27 0.78       
5 Clarifying Behavior 5.71 0.75 -0.04 0.02 0.43 0.65 0.74      
6 Recognizing Behavior 5.77 0.76 0.03 0.03 0.33 0.62 0.69 0.78     
7 Crisis Leadership 5.33 0.66 -0.01 0.00 0.43 0.54 0.58 0.56 0.79    
8 CEO Tenure 9.34 5.18 -0.36 0.21 -0.05 0.01 -0.02 -0.06 -0.08 ~   
9 Employee Tenure 2.80 0.90 0.11 -0.03 0.21 0.09 0.21 0.20 0.15 -0.01 ~  

10 CEO Gender 0.27 0.44 0.19 -0.22 -0.02 -0.03 -0.10 -0.13 -0.05 -0.16 0.00 ~ 
11 Employee Gender 0.53 0.50 -0.07 0.07 0.01 -0.08 0.00 -0.05 -0.03 -0.05 0.03 0.05 

 
 

 
Table 2         

Promotion Focus and Constructive Leadership Behaviors Interactions Predicting Crisis Leadership 

Variable Model 1 Model 2 Model 3 Model 4 

   γ  SE  γ  SE  γ  SE  γ  SE  

Promotion Focus -0.06 0.07 -0.06 0.07 -0.06 0.07 -0.06 0.07 

Prevention Focus -0.04 0.05 -0.04 0.05 -0.04 0.05 -0.04 0.05 

Networking Behavior 0.31** 0.05       

Ethical Behavior   0.35** 0.05     

Clarifying Behavior     0.44** 0.04   

Recognizing Behavior       0.43** 0.05 

Promotion Focus x Networking Behavior 0.02 0.05       

Promotion Focus x Ethical Behavior   0.1 0.08     

 
Promotion Focus x Clarifying Behavior 

    - 
0.11** 

 
0.05 

  

 
Promotion Focus x Recognizing Behavior 

      - 
0.16** 

 
0.06 

 
CEO Tenure 

- 
0.02** 

 
0.01 

- 
0.02** 

 
0.01 

- 
0.02** 

 
0.01 

- 
0.02** 

 
0.01 

Employee Tenure 0.05 0.05 0.08 0.06 0.03 0.04 0.04 0.05 

CEO Gender 0.03 0.1 0.03 0.09 0.02 0.04 0.02 0.1 
Employee Gender 0.04 0.06 0.01 0.07 0.02 0.1 -0.01 0.05 

 
Table 3         

  Prevention Focus and Constructive Leadership Interactions Predicting Crisis Leadership  

Variable Model 1  Model 2 Model 3 Model 4 

 γ SE γ SE γ SE γ SE 

Promotion Focus -.06 .07 -.06 .07 -.06 .07 -.06 .07 

Prevention Focus -.04 .05 -.04 .05 -.04 .05 -.04 .05 
Networking Behavior .31** .05       



Ethical Behavior   .36** .05     

Clarifying Behavior     .45** .04   

Recognizing Behavior       .44** .05 
Prevention Focus x Networking 
Behavior 

 
-.01 

 
.03 

      

Prevention Focus x Ethical Behavior   .07 .08     

Prevention Focus x Clarifying Behavior     .11** .04   
Prevention Focus x Recognizing 
Behavior 

       
.14** 

 
.06 

CEO Tenure -.02** .01 -.02** .01 -.02** .01 -.01 .01 

Employee Tenure 0.05 0.05 0.08 0.05 0.03 0.05 0.1 0.05 

CEO Gender .03 .10 .03 .10 .02 .10 -.03 .04 
Employee Gender .05 .06 .01 .07 .03 .05 -.02 .07 
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Figure 1. Promotion Focus and Recognizing Behavior Interaction 
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Figure 2. Promotion Focus and Clarifying Behavior Interaction 
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Figure 3. Prevention Focus and Recognizing Behavior Interaction 



 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Figure 4. Prevention Focus and Clarifying Behavior Interaction 
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IPLS-170: YOUR UNPREDICTABILITY IS MAKING ME SICK! THE RELATIONSHIP BETWEEN 

INCONSISTENT LEADER BEHAVIOR AND FOLLOWER HEALTH 

 

Abstract 

 

Preliminary evidence on the effects of leader inconsistency shows its negative impact. 

For example, leaders who are inconsistent in how they make decisions are evaluated as less fair, 

and stir feelings of uncertainty (De Cremer, 2003). Furthermore, inconsistency between what 

leaders say and what they do relates negatively to organizational citizenship behavior (Dineen et 

al., 2006). In this study, we look at an overarching type of inconsistent leader behavior (ILB) 

which we define as behavior that is perceived by followers as erratic and unpredictable, varying 

without an apparent reason in the eye of the beholder (Van Gerven et al., 2021) and we link this 

to follower health in a large scale field study.  

Drawing on the job demands-resources theory (JD-R theory; Bakker & Demerouti, 2014; 

Demerouti et al., 2001), we propose that inconsistent leader behavior acts as a job demand 

since it sends conflicting signals to followers. This can provide an unsafe and unpredictable 

environment, discouraging followers from expressing their concerns and ideas. Psychological 

safety is the belief that the workplace is safe for interpersonal risk taking and chances of 

negative outcomes are low (Kahn, 1990). We argue that followers perceiving their leader as 

inconsistent become insecure and feel like they cannot trust their leader to not unfairly punish 

them when risk taking leads to unfavorable outcomes. Specifically, we expect ILB to be 

negatively related to follower psychological safety and in turn follower health. The relationship 

between psychological safety and (mental) health surprisingly has received little research 

attention. The work that has been done finds a negative relationship between psychological 

safety and stress and burnout (Fransen et al., 2020; Newman et al., 2017). Based on these 



 

 

findings, we expect an indirect relationship between inconsistent leader behavior and follower 

health via psychological safety. In our study, we used company recorded data on follower 

absenteeism due to health complaints as operationalization of follower health.  

Besides its main effects, according to the JD-R model, job demands also interact with job 

resources to affect well-being on the job (Bakker & Demerouti, 2007). One of the most 

important job resources is job autonomy (Bakker et al., 2005). Job autonomy is the amount of 

control over the execution of tasks (Bakker & Demerouti, 2007). More specifically, when it 

comes to dealing with job demands, job autonomy refers to the extent to which aspects of the 

stressor are controllable by the person who must experience it (Kahn & Byosserie, 1992). Based 

on JD-R theory, we theorize that job autonomy acts as a job resource to buffer the negative 

effect of job demand ILB on psychological safety. Followers high on autonomy are less 

dependent on their leader and thus may suffer less from ILB. In sum, we propose that the 

negative indirect relationship between ILB and follower health through a decrease in 

psychological safety is moderated by follower job autonomy. The full theoretical model is 

summarized in Figure 1. 

In a large scale field-study we find support for our model. ILB, psychological safety and 

job autonomy were measured with a survey and objectively recorded data on follower 

absenteeism due to health complaints was used as our operationalization of follower health. In 

line with our proposed model, ILB is positively related to follower’s health leaves through a 

negative effect on psychological safety, and the impact of ILB is weaker for followers with high 

job autonomy. With our study we answer the call for more research on the well-being outcomes 

of psychological safety and leadership. Furthermore, our study shows with hard data on 

absenteeism that ILB is an important new construct that, through diminishing psychological 

safety, can be detrimental to follower health.  



 

 

Figure 1. Full theoretical model  
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IPLS-171: It takes two to tango: Followers' co-production beliefs and empowering leadership 

effects on team-level outcomes through shaping the collective regulatory focus 

Abstract 

 

The current research explores the roles that both leaders and followers have in shaping collective-

motivational mechanisms that lead to team success.  Following Shamir's (2007) call for "reversing 

the lens" in leadership research, in this study we adopt the followership perspective (Carsten et 

al., 2010; Uhl-Bien et al., 2014),  examining leadership as “co-constructed” by both leaders and 

followers (Uhl-Bien et al., 2014). We focus on a specific follower’s characteristic, the follower's 

co-production belief, defined as the extent to which individuals believe the follower role involves 

partnering with leaders to advance the mission and achieve optimal levels of productivity (Carsten 

& Uhl-Bein, 2012; 2013). Follower’s co-production belief together with leader's empowering 

behavior (Sharma & Kirkman, 2015), are examined as antecedents to collective regulatory foci 

(CRF; Kark & Van Dijk, 2007,2019; Van Dijk et al.,2021), which in turn affect outcomes at the team-

level, such as organizational performance, organizational citizenship behavior (OCB), and 

emotional exhaustion. The research model is presented in Figure 1.  

We conducted a field study in a unique context: The Israel Prison Service (IPS).  The IPS is 

embedded in the country’s defense forces, and its organizational communication is semi-

militaristic (Goldberg, 2014). This unique context involves highly safety orientation with a strong 

emphasis on order and discipline. Our research population were newcomers prison-guards who 

participated in a 12-week certification course before starting their work in the IPS units. Our final 

sample included 928 prison-guards nested in 47 courses.  A three-wave data collection was 

conducted during each course. In the first wave (second week) co-production beliefs (IV) were 

measured, in the second wave (6-7 weeks later) leadership behaviors (IV) and the collective 

regulatory foci (Mediators) were measured, and in the third wave (2-3 weeks later) the outcomes 

(DV) were measured.  Regarding the outcomes, the organizational performances were measured 

by two indicators: one is the course commander’s evaluation of the whole team (course), and the 



 

 

second is the guard’s final course grade (aggregated to the team level). The two other outcomes, 

OCB and exhaustion, were measured by self-report questionnaires and were aggregated to the 

team level. A Multilevel Structural Equation Modeling (MSEM) was used to analyze the data.  

Our results show that collective-promotion focus significantly mediated the effects of both co-

production beliefs and empowering leadership on team-level organizational performance 

(commander’s course evaluation), as OCB and emotional exhaustion. More specifically, strong 

followers' co-production belief and empowering leadership were associated with a high collective 

promotion focus, which in turn predicted higher performance and OCB, and decreased emotional 

exhaustion. In contrary to our hypotheses, co-production beliefs and empowering leadership 

were not associated with the collective prevention focus. In addition, the collective prevention 

focus was associated (positively) with only emotional exhaustion. All the results are presented in 

Figure 1. 

Taking the followership perspective (Carsten et al., 2010; Uhl-Bien et al., 2014), our study 

contributes to the current knowledge on leadership processes by demonstrating the roles of both 

leader and followers in co-constructing team- processes and outcomes. The followers’ co-

production beliefs at the initial stages of the group formation were demonstrated as important 

factor in shaping further team processes, such as collective promotion focus. Yet, it seems that at 

least in the unique context of IPS, which is a hierarchical-military and discipline-based context, 

the role of the leader (i.e., leadership behavior) is more critical than the one of the followers. Our 

results show that empowering leadership had stronger effect on collective motivation than the 

followers’ role (i.e. co-production behaviors). The current study also expands our understanding 

of the emergence of collective regulatory focus and its potential antecedents and outcomes. 

However, in contrast to recent findings by Van Dijk et al. (2021), our study shows that the 

collective promotion is a stronger mediator than the collective prevention in leadership 

processes. This can be derived from various differences between the studies, such as the context 

and the type of study. More consideration is needed for this issue.  

Practically, our findings contribute to organizational knowledge by suggesting that in addition to 

leaders' training and development programs, organizations should invest in followership 

development, with the purpose of encouraging employees to believe in a more active role 

perception. As stated in our title: it takes two to tango… 



 

 

 

 

Figure 1: Direct and indirect effects of co-production beliefs and empowering leadership on the 

team-level outcomes via collective promotion and prevention foci;  Course-level standardized 

MLM coefficients. 
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IPLS-173: “What Makes a Match?”: A Narrative Investigation of the Process of LMX Development 

 

Abstract 

For over 40 years, Leader-Member Exchange (LMX) theory has received significant attention in the 

leadership literature, with a host of studies demonstrating its relationship to important outcomes such 

as job performance, work engagement and organizational commitment (Dulebohn, Bommer, Liden, 

Brouer, & Ferris, 2012). LMX theory distinguishes itself from other extant leadership theories in 

approaching leadership as a fundamentally social process, formed through a series of exchanges or 

“double-interacts” between leader and follower. In doing so, LMX theory acknowledges the role both 

leaders and followers play in defining the nature of the relationship (Day & Miscenko, 2015, Dulebohn 

et. al, 2012). 

 

Despite its popularity, research on how LMX relationships develop is scant, with most studies focusing 

on the outcomes of these relationships once they are already established. Consequently, the 

understanding of the process of how these leader-follower relationships form remains limited. To 

date, the only extant theorization is the role making model of Graen and Scandura (1987); while this 

model does offer a broad description of the nature of LMX relationships at different phases of 

development, it does not provide detailed explanations of the mechanisms that drive this 

development. Furthermore, in only presenting one pathway upon which LMX relationships develop, 

this model assumes a homogeneity in leader-follower relationships that is not supported by data and 

ignores the role of time in this process (Nahrgang & Seo, 2015). Thus, to better understand the 

different developmental trajectories upon which LMX relationships form, this study adopts a narrative 

design, using the stories participants tell as a means of categorizing and clarifying how this process 

unfolds (Langley, 1999).  

 

The value of this work is twofold. Firstly, in applying a dynamic approach to studying LMX 

development, this research provides insights into the temporal patterns of the behaviours, cognitions 

and affective responses that determine how and why LMX relationships reach certain levels of quality, 

responding to calls to include the concept of time in leadership research (Castillo & Trinh, 2018). 
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Secondly, in using the dyad as the central point of analysis, this research sheds further light on the 

role followers play in the leadership process (Sin & Nahrgang, 2009, Zhou & Schreisham, 2010).  

 

For this study, interviews with 45 followers and 43 leaders were conducted. Participants were asked 

to retrospectively tell the story of how their relationships developed over time, divide this story into 

distinct chapters, and provide ratings of LMX quality at each chapter. LMX Quality was measured using 

the LMX-MDM scale (Liden & Maslyn, 1998). These ratings resulted in graphs of LMX quality over time 

for each narrative. Narrative analysis of the qualitative interviews revealed five prototypical narratives 

of LMX development: Symbiotic Growth, Honeymoon Hangover, Keep Calm and Carry On, Struggle 

and Accept, and Crash and Burn. The five narratives capture the broad developmental pathways of 

LMX relationships, each with different mechanisms determining the quality and nature of the 

relationship.  

 

The narratives presented in this study demonstrate that leaders and followers do not view their 

relationship development as a strictly linear process, but rather one that is influenced by prior 

expectations, outside events, and cumulative experiences. From a contextual perspective, this 

research specifically acknowledges the role of time in the development of LMX relationships, and 

highlights how the sequencing of specific exchanges (e.g. affective events, specific behaviours) 

impacts relationship development. For example, the Struggle and Accept narrative demonstrates how 

dyads experience and move beyond negative affective events, and how these negative events impact 

how these relationships develop. 

 

The primary limitation of this research pertains the triangulation procedures used for low quality 

relationships, as researchers were only able to interview single leaders or followers in these 

relationships (rather than dyads). As such, comparison of the stories told by leaders and followers was 

not possible for these dyads, as it was in the other narratives. Future studies would benefit from a 

broader sampling approach.  In summary, the results of this study offer new insights into the role of 

time as an important contextual factor in the formation of LMX relationships, how optimal leader 

behaviours differ depending on the phase of relationship development, and how the sequencing of 

outside events, expectations and within dyad responses impacts this developmental process.  
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IPLS-174: Identity dynamics as antecedents of leadership styles 

 

Abstract 

Leader identity is one facet of an individual’s self-view that signifies the extent to which they are 

a leader or see themselves as one (Day & Harrison, 2007) and has implications for leader behaviors 

and leadership outcomes (e.g., Epitropaki et al., 2016). Shamir and Eilam (2005) argue that a 

strong leader identity is essential to the development of authentic leadership, while Johnson and 

colleagues (Johnson et al., 2012) evidence the influence on leader identity on transformational 

leadership.  

Given that leaders operate in a broader social  context, we extend this line of theorizing to 

consider the role meta-perceptions, that is, perceptions of how one is viewed by others 

(Gruttering & Meister, 2022), play in strengthening the effect of leader identity on these positive 

styles of leading. When it comes to work-relevant identities, Grutterink and Meister (2022) argue 

that when there is a discrepancy between how one views themselves and how they believe they 

are viewed by others this will lead to negative affective and performance outcomes. Therefore, 

having a strong leader identity, combined with the perception that this identity is widely endorsed 

in the workplace, will provide managers the confidence and assurance about their role as leaders 

increasing their efforts to enact authentic and transformational leadership. 

Although it is broadly recognized that people hold multiple identities that may enhance or conflict 

with each other (e.g., Ramarajan, 2014), with few exceptions, empirical work so far has mainly 

focused on individual identities in isolation (Bataille & Vough, 2022). Sy and McCoy (2014) propose 

that people engage in leader-follower role and identity switching during their interactions at work 

and that intrapersonal configurations of these two identities will have implications for leadership 

effectiveness. We argue that leaders who embrace leadership as a dynamic process, and see 

themselves as active participants whether they are engaging with the process as a leader or a 

follower, will be more motivated to promote virtuous and effective forms of leadership, such as 



 

 

transformational and authentic. Their identity as a follower will therefore enhance the influence 

of the leader identity on these leadership styles.      

H1a: Leader identity will be positively related to authentic leadership. 

H1b: The relationship between leader identity and authentic leadership will be moderated by 

perceived leader identity endorsement, such that it will be stronger for managers who consider 

their leader identity highly endorsed.  

H1b: The relationship between leader identity and authentic leadership will be moderated by 

follower identity, such that it will be stronger for managers who have a stronger follower identity.  

H2a: Leader identity will be positively related to transformational leadership. 

H2b: The relationship between leader identity and transformational leadership will be moderated 

by perceived leader identity endorsement, such that it will be stronger for managers who consider 

their leader identity highly endorsed.  

We collected data from organizational leaders (nt1 = 173; nt2 = 85; nmatched = 71) taking part in 

postgraduate level executive education programs at a UK university. Participants completed two 

online surveys approximately 6 weeks apart. The first survey collected data on the control 

variables (gender and age), the predictor (leader identity (Hiller, 2005; 5 items; α = .83) and the 

two moderators, perceived leader identity endorsement (Single Item adapted from Hiller, 2005) 

and follower identity (5 items; adapted from Hiller, 2005; α = .77). The second survey collected 

self-report data on the two leadership styles of interest, authentic leadership (Neider & 

Schriesheim, 2011; 14 items; α = .89) and transformational leadership (Rafferty & Griffin, 2004; 

15 items; α = .87). 

Leader identity is significantly and positively associated with the two leadership styles under study 

(Table 1), lending support for hypotheses H1a and H2a. We used the PROCESS v3.5 macro (Hayes, 

2018) to test the moderation effects we hypothesized. We found support for both moderating 

effects with authentic leadership as the outcome (H1b and H1c supported), but not for 

transformational leadership (H2b and H2c not supported).  



 

 

Table 1  

 

 

Figure 1. The moderating effect of perceived leader identity endorsement on the relationship 

between leader identity and authentic leadership 

Descriptive Statistics and Bivariate Correlations  

 M SD 1 2 3 4 5 6 

1. Gender 1.60 0.49       

2. Age 40.13 9.11 0.05      

3.  LI T1 4.65 1.15 0.06 .169*     

4. PLIE T1 5.29 1.27 -0.12 0.09 .498**    

5. FI T1 3.10 1.03 0.06 0.02 .172* -0.04   

6. AL T2 4.08 0.44 -0.16 -.270* .291** .375** -0.14  

7. TL T2  4.28 0.39 -0.05 -0.20 .292** .357** -0.09 .665** 

Note. Ns ranged from 71 (matched) to 173 (T1). LI = leader identity; PLIE = perceived 

leader identity endorsement; FI = follower identity; AL = authentic leadership; TL = 

transformational leadership; T1 = time 1; T2 = time 2. Gender: 1 = male, 2 female.  

* p < .05, ** p < .01, *** p < 0.01 



 

 

 

Figure 2. The moderating effect of follower identity on the relationship between leader identity 

and authentic leadership 

 

 



 

 

The overall model of the effect of leader identity on authentic leadership, moderated by perceived 

leader identity endorsement, was significant [F(5, 65) = 4.87, p < .001, R2 = .27]. The interaction 

between leader identity and perceived leader identity endorsement was found to be statistically 

significant [b = -.07; 95% CI (-.135, -.009), p < .05]. However, this was only significant at low levels 

of the moderator [conditional effect b = .13; 95% CI (.023, .234), p < .05], as showed by the blue 

markers on Figure 1.  

The overall model of the effect of leader identity on authentic leadership, moderated by follower 

identity, was significant [F(5, 79) = 4.84, p < .001, R2 = .23]. The interaction between leader 

identity and follower identity was found to be statistically significant [b = -.07; 95% CI (.007, .140), 

p < .05]. However, this was only significant at moderate [conditional effect b = .12; 95% CI (.040, 

.203), p < .01] and high levels of the moderator [conditional effect b = .18; 95% CI (.078, .283), p 

< .001], as showed by the red and green markers on Figure 2.  

Although authentic and transformational leadership overlap conceptually and in terms of their 

variance (e.g., Banks et al., 2016), our findings indicate that the identity dynamics underpinning 

each may be different. Interestingly, the identity-related dynamics underpinning authentic 

leadership seem more complex than for transformational leadership. 
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IPLS-175: Leadership as a sociomaterial accomplishment in the context  

of technology-mediated interaction 

 

Abstract 

 

Leadership never takes place in a vacuum and leadership which unfolds in a virtual environment 

is no exception. While information technology has been commonly recognised as one of the major 

factors influencing all parts of society, technology in general, and the virtual environment in 

particular is used rarely as an empirical context in leadership studies. Existing literature which 

explores leadership in a virtual context is largely based on various forms of reconstruction and 

rationalisation typical of surveys and interviews (Kahai et al, 2007). Leadership as it is enacted in 

virtual organisational encounters in situ and in real-time has received limited attention (e.g. 

Arverdsen and Hassert, 2020). Daily practices of doing leadership in the virtual environment seem 

to slip through analytical grasp and a variety of methodological opportunities remain 

underexplored.  

In the framework of our study, our treatment of the word “context” is meant not only to 

contribute to a growing number of leadership studies which acknowledge the importance of 

context to their findings but also to suggest our commitment to rethinking leadership as a 

collective sociomaterial accomplishment (achievement) which unfolds in the context of 

technology-mediated interaction. This approach is consistent with a growing  and promising field 

of research labelled as ‘sociomateriality’ (Orlikowski and Scott, 2008) in its analytical endeavour 

of understanding sociomaterial configurations that constitute leadership practices  (Balogun et 

al., 2014; Jarzabkowski and Pinch, 2013; Leonardi and Barley, 2010). According to Orlikowski 

(2007, p. 1437), a sociomaterial (emphasis added) approach ‘asserts that materiality is integral to 

organising, positing that the social and the material are constitutively entangled (emphasis in the 

original) in everyday life… the social and the material are inextricably related – there is no social 

that is not also material, and no material that is not also social’. Such shift in thinking, opens up 

important avenues by focusing an analytical lens on the sociomaterial aspects of everyday 

leadership practices (Clifton et al., 2021).  

While it is broadly accepted to see leadership as a process of constructing a shared sense of social 

and organizational reality, it is less clear how this is accomplished in practice, that is, how a 

particular suggested version of organisational reality comes to gain acceptance and legitimacy. In 

our research, our analytical lens is focused on exploring leadership as practice as it emerges and 

unfolds through the ‘moment-by-moment production of direction’ (Crevani and Endrissat, 2016, 

p. 42). Many studies of leadership as practice tend to paint very positive views on any consensus 

emerging out of discussion. Further, while collaborating online is seen as challenging, it remains 

to specify how online interaction contributes both to the challenges of establishing a shared sense 

of social reality, and how it might conversely enable it.  
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In this paper, we draw on a publicly available recording of a video meeting to challenge the 

positive views on emerging consensus and to argue that video conferencing offers particular and 

powerful capacities for establishing a shared and legitimate sense of organisational reality. 

Through a close analysis of the unusual level of conflict in the meeting in question, some of the 

fundamental challenges that needs to be handled for organised collaboration to be established 

are identified. Further, we show how a collaboration is finally established through a violent act, 

uniquely possible in the medium of a video conference. Despite the violence of the act, it is 

subsequently treated as legitimate. We discuss this in relation to different types of problems 

(Grint, 2005) and how, paradoxically, leadership in our case is accomplished through acts without 

any followership, and subsequently gaining followership and legitimacy, despite being in violation 

of organisational rationality and formal structure. We suggest that the existing studies of 

leadership in practice overly romantises leadership and the collective, and that leadership as 

much might be built on authoritarian and coercive acts, as on an emerging and inclusive 

consensus.  

The transcript of the extract which will be presented during the conference is taken from a 

recorded video of a Parish Council team meeting in December 2020 which is available on YouTube 

and which received wide spread media attention in the UK press. The analytical claims which will 

be presented during the conference are empirically grounded in the transcript of naturally 

occurring talk and can be assessed by referring to the data in a transcript.   
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IPLS-176: Leader self-complexity in a complex context: Scale development and validation 

 

Abstract 

 

Globalization and the technological revolution have created a complex and competitive landscape 

for organizations (Hitt,1998). An adaptive organization can match the organization’s internal 

complexity and the surrounding environment’s external complexity (Uhl-Bien et al., 2007). 

Leaders play an important role in the process of enhancing organization-environment fit and an 

adaptive leader should also demonstrate requisite complexity (Lord et al., 2011). Leader requisite 

complexity is a multidimensional construct (Lord et al., 2011) and this study focuses on leader 

self-complexity, since self provides a structure for organizing information and developing 

leadership skills, and plays an important role in managing the interface between leaders’ 

intrapersonal processes and social interactions (Hannah et al.,2009; Lord et al., 2011; Lord & Hall, 

2005).  

 

Leader self-complexity consists of self-differentiation: the number of leadership roles and 

associated self-aspects (e.g., traits, skills) contained within a leader’s self-concept; and self-

integration: the extent to which the leader’s self-concepts are integrated to form a coherent sense 

of self (Cotter, 2021; Hannah et al.,2013; Linville, 1985). While theories (Denison et al., 1995; Lord 

et al., 2011; Hannah et al., 2009) expound on the importance of leader self-complexity in 

enhancing adaptability, empirical research on this is scarce which may partially be due to the 

absence of a valid, reliable measure. This study aims to develop and validate measures of leader 

self-complexity that can be applied to the general working context.  
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Two types of measures were developed in our study. The first one is based on the trait sorting 

task (Linville, 1985). To develop the trait sorting measure, identifying the leadership roles and 

traits that leaders use to describe themselves is essential. After reviewing the literature on 

leadership roles and behaviors (e.g., Denison et al., 1995; Lawrence et al., 2009; Mintzberg,1975; 

Yukl, 2012; Zaccaro et al.,2001), we identified 20 leadership roles. We selected 130 traits 

according to studies on Implicit Leadership Theory (e.g., Den Hartog et al.,1999; Ling et al., 2000; 

Offermann & Coats, 2018). To revise the trait list, we also consider culture, which is an important 

contextual constraint on leadership perceptions (Lord et al., 2001). Three studies among the 

USA(N=241), UK(N=239) and Chinese(N=239) participants were conducted to identify the traits 

that describe the 20 leadership roles. We formed two 52-trait lists for USA/UK and Chinese 

participants respectively. As we expect, USA, UK, and Chinese participants showed both 

consistency and difference in trait selection. These traits and roles were used to measure leader 

self-complexity in study 4 (discuss in next part). 

 

The second type of measure is a self-rating scale. Referring to previous studies (Brook et al., 2008; 

Cotter, 2021; Yampolsky, et al.,2016), we generated 30 items. Study 4 was conducted among 252 

UK participants to validate these two measures. For the trait sorting measure, participants were 

asked to sort the traits into different leadership roles they used to describe themselves. We 

calculated the number of leadership roles they selected and the overlap among traits of these 

leadership roles as indicators of leader self-complexity (Rafaeli-Mor et al.,1999). For the self-

rating scale, participants were asked to rate on a 5-point scale. Results of EFA analysis on the self-

rating scale suggest that leader self-complexity is a three-dimensional construct (18 items were 

retained) comprised of the number of leadership roles (3 items, α=.84), leader self-differentiation 

(5 items, α=.80), and leader self-integration (8 items, α=.86). We also used Item Response Theory 

analysis to explore the performance of each item in the scale, which helps us further modify the 

items in the next stage. The results also provide evidence for the convergent, divergent, and 

predictive validity of the two types of measures.  
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IPLS-177: Followers shape the social context of leadership: 

Training employees in upward influence to increase leaders’ inclusive behavior 

 

Abstract 

 

Against the backdrop of an increasingly diverse workforce, inclusive leadership is crucial to 

leverage the potential of the employees. More specifically, leaders who behave inclusive by 

integrating different perspectives while simultaneously valuing the each employee’s unique 

characteristics (Shore et al., 2011) positively influence employee wellbeing and organizational 

performance (Ahmed et al., 2020; Mitchell et al., 2015). Moreover, due to their power to 

distribute resources, leaders have a considerable impact on the culture and communication in 

teams (Homan et al., 2020). Accordingly, scholars and practitioners alike have focused on 

developing leaders to initiate organizational change toward an inclusive company. However, the 

leaders’ time is limited, and they often cannot spend their rare resources on attending training 

programs. Tacking stock of the notion that followers exhibit social influence on leaders (Babalola 

et al., 2022; Oc & Bashshur, 2013), we propose an alternative approach to fostering inclusive 

leadership in organizations: We ask whether we can train followers in inclusive upward 

influence to increase their leaders’ inclusive mindset and behavior?  

 

We build on social cognitive theory (SCT; Bandura, 1986) to outline why it is theoretically 

plausible that followers can exert upward influence that stimulates inclusive leadership. In short, 

SCT states that individuals are susceptible to their social environment, as it provides individuals 
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with information on behaviors that are accepted in a certain context (Bandura, 1999). For 

leaders who aim to align their followers to achieve a joint goal, direct reports are an important 

source of social information. We predict that encouraging followers to develop ideas of what it 

means to be inclusive and act accordingly (i.e., inclusive upward influence) will encourage leaders 

to behave inclusively as well. When followers enact inclusive upward influence – that is behaviors 

towards the leader that encourage inclusive leadership – leaders experience inclusive behaviors as 

more salient in the environment (i.e., social learning effect) and recognize that showing inclusive 

behaviors is highly endorsed and even requested by their followers (i.e., leader endorsement 

effect). In terms of the underlying mechanism, the inclusive upward influence behaviors of followers 

should increase the leaders’ attention to inclusion and make them reflect on the beneficial 

aspects of inclusive leadership. We thus propose that leader inclusive attentiveness (i.e., the 

degree of attention a leader devotes to inclusion) represents the underlying mechanism linking 

follower inclusive upward influence behaviors with inclusive leadership. To train followers in 

inclusive upward influence, we develop theory-based mini-interventions (i.e., boosts) that 

consist of specific, attainable, and time-limited behavioral and/or cognitive challenges (Knight et 

al., 2021).  

 

Our study seeks to make three contributions to the literature. First, we add to the followership 

literature that has recently put a stronger emphasis on the notion that leader behavior can be 

shaped by follower behavior. Specifically, expanding on laboratory experiments that have 

artificially manipulated follower behavior to change the leaders’ reaction, we aim to test whether 

it is possible to train “real” followers in the field to change their leaders towards more inclusive 

behavior. By creating concrete boosts (i.e., short challenges that change follower behavior; Knight 

et al., 2021) in the context of our intervention, we extend the field’s understanding of how 

bottom-up influence can be exhibited by followers. Second, we ground our assumptions in SCT 

and specify a cognitive mechanism, i.e., leader inclusive attentiveness, to test how the training of 

followers may impact inclusive leadership. This contributes to the inclusive leadership literature 

that has mainly focused on the outcomes and related mechanisms but lacks knowledge on 

antecedents (Veli Korkmaz et al., 2022). Third, we also expand the inclusive leadership literature 

by proposing a behavior-focused conceptualization of inclusive leadership. In doing so, we go 

beyond extant literature on inclusive leadership that lacks conceptual consensus and often mixes 

up intentions, behaviors, and outcomes.  



 

 

The project will be submitted as a Registered Report for journal publication. To test our 

assumptions, we first suggest running a pre-study in which we derive the behavioral anchors of 

inclusive leadership using qualitative thematic analysis. In the main study, we then plan to 

implement a pre-test/post-test control group design over a six-week period with 134 teams to 

test whether training followers in inclusive upward influence can change the leader. We want to 

use the IPLS conference to receive feedback on our research design and the proposed studies.  
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IPLS-178: Developing innovation and resilience in higher education institution spaces: 
Frontline leadership in the context of an uncertain world 

 

 

Abstract 

 

Introduction   

Traditionally, higher educational institutions (HEIs) operate in disciplinary silos. We argue, 

therefore, that HEIs’ compartmentalization results in an inability to fully leverage assets that 

allow for inspiring innovation and creative processes.  Furthermore, volatile, uncertain, complex, 

and ambiguous (VUCA) environmental realities, while considering the pre- and present phases 

of the COVID-19 pandemic, demand the call for leadership style and performance to accept a 

different way. Implementing radical change requires leadership to pivot quickly as opposed to 

the incremental change practices more commonly embraced by standard operating procedures 

(SOPs). HEIs uphold leadership styles reflecting this characteristic silo-style, decision-making 

persona in academia.       
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The perception of a suboptimal use of talent and resources influences decision-making as 

leaders navigate through the frontline of adversities.  Inefficient processes and a failure to 

embrace an appropriate leadership style suited to the context, impedes the ability to innovate in 

the face of adversity (Andenoro, et al., 2017). For example, COVID-19 offers a glimpse of the 

potential failure of silo-thinking consequences and therefore, HEIs considerations morph to 

interdisciplinarity. Decision-making processes that are not efficacious produce a diminished 

return on investment (ROI) that challenge the organization’s sustainability.     

 

Andenoro and Moreland (2021) claim that the world’s complex challenges have eroded the 

underpinning of sustainability supporting HEIs across the national and global landscape. They 

call for a reimagined approach to applied strategic adaptive leadership in the face of 

complexity. Lindsay and Friesen (2021) claim that dynamic forces catalyze today’s volatile, 

uncertain, complex, and adaptive environment (VUCA). Their assertion is that solving complex 

problems requires distinctive approaches and, as leaders face collaborative interdisciplinary 

approaches,  they take full advantage of the combined bases of information and resources 

available.    

      

The role of leaders in cultural context is vital. However, Cotter-Lockard (2018) reports that 

Schein’s assessment of culture is multifaceted and dynamic, illustrative of the context of HEIs. 

While leaders help to create and manage culture, culture evolves through a group learning 

process and may take on a life of its own (Cotter-Lockard, 2018). The practice for ameliorating 

this conundrum is the creation of collaborative spaces in HEIs to further improve current 

processes and produce innovation.   

 
Cattell and Mead (2008) assert that a series of trait clusters align with leadership  



 

 

 
success including dominance, social boldness, openness-to-change, extraversion, warmth,  
 
liveliness, group-orientation, and reasoning abilities. Zager-Kocjan, et al (2021) claim  
 
that resilience was found to provide a mediating role in the relationship between leaders‘  
 
responses  and stressful circumstances.  They found that resilience contributes to adaptive  
 
responses in stressful contextual situations such as a pandemic or associated lockdown.  
 
 
Methodology  
 
A literature search from aggregated data bases will be employed to understand the current 

problem in relation to the experiences of others. Application of tools from a compendium of 

leadership and management sources will be considered.  This conceptual paper provides an 

assimilation of literature, integrated framework, and guidelines for future inquiry, (Gilson & 

Goldberg, 2015, p. 127). An evaluation of leadership practice and leadership outcomes of an HEI 

in the COVID-19 environment provides the leadership context for this dialogue.  The practice for 

ameliorating this conundrum is the creation of collaborative interdisciplinary leadership spaces 

in HEIs to further improve current processes and produce innovation.    

 

Future Considerations and Implications  

This proposal seeks to recommend structured and intentional interdisciplinary learning 

communities, both face to face and virtual, as a means of promoting interdisciplinary 

dialog.  Lindsay and Friesen (2021) look ahead to offer opportunities to explore process and 

outcome improvements. They offer concrete considerations for examining traditional 

approaches for application of innovative practice including grant processes, publications, 

workshops, collaborations across disciplines, and consortiums comprised of different domains 

(Lindsay & Friesen, 2021).  Finally, Smith (2003, 2009) appeals for an exploration of communities 



 

 

of practice that are communication conduits and tools engaged to ease the process of 

collaborative dialog and reflection.  The collective learning process and structure reflects a 

practice for cultivation of relationships around themes and common areas of interest. Wenger 

(as cited in Smith, 2003, 2009) describes a sense of identity that is established around a bonding 

process by those with a thirst for information; and who interact regularly around structure with 

defined domains of knowledge. Leadership in context, therefore, must continually be redefined 

according to the parameters and influencers that dominate the adversity at hand at any given 

time for HEIs. 
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Knowledge Management Perspectives 

 

Abstract 

 

In the fast-changing business environment, organizations encourage leaders to adopt flexible 

leadership strategies to address and balance various internal and external imperatives (Smith, 

Lewis & Tushman, 2016). Ambidextrous leadership, defined as the leader’s ability to flexible 

switch between two complementary leadership behaviors (opening leadership and/or closing 

leadership), has been proposed as an effective way to satisfy competing demands and adjust to 

conflicting situations (Rosing et al., 2010, p.199). Especially in the innovation context, managers 

and researchers have paid increasing attention on how ambidextrous leader cater for the 

changing demands of innovation, given opening leadership behavior stress on open employees’ 

minds to new idea to foster exploration; while closing leadership behavior leads employees to 

focus on meeting their goals in an efficient manner to maximize exploitation (Rosing et al., 2010). 

 

Despite growing work have focused on the positive outcomes resulting from ambidextrous 

leadership (Muller, Renzi & Will, 2020), limited research has empirically examined the negative 

sides of ambidextrous leadership. Therefore, a more comprehensive understanding of this 

complicated relationship is called for (Wang et al., 2020). Besides, the discrepancies across studies 

remain to be solved, since it hinders the theoretical development in this field and limit the 

possibilities for potential suggestions to optimize the leadership effects on innovation. 

 

To address these research gaps, this paper offers a comprehensive framework to illustrate both 

the positive effect and negative effect of ambidextrous leadership on innovation. On the one 

hand, drawing upon the conservation of resources theory (Hobfoll, 1989), we argue that under 

the ambidextrous leader, employees tend to consume resources (e.g., cognition, time and 

emotion) and energy when dealing with tensions and paradoxes presented by conflicting leaders’ 



 

 

roles. Thus, employees are more likely to suffer from role conflict, which in turn will lead to their 

ego depletion and ultimately reduce the innovation behaviors. On the other hand, from 

knowledge management perspective, opening leadership and closing leadership may encourage 

subordinates to absorb, create, store and apply knowledge in complementary ways. Thus, we 

assume that ambidextrous leaders can enhance employees’ dynamic capabilities, and this will 

lead to creative self-efficacy and enhanced innovation performance. An illustration of the 

hypothesized relationships can be found in Figure 1. 

 

Figure 1. The Proposed Model 

We collected data from the research and development teams at high-technology companies in 

China. Drawing on a sample of 190 participants (till 28/4/2022 will collect 390 in total), we found 

out that opening leadership with low level of closing leadership can promote employees’ 

innovation by encouraging their dynamic capabilities and creative self-efficacy; opening 

leadership with low level of closing leadership increases employees’ role conflict and ego 

depletion, which subsequently reduces innovation.  

 

This research makes contributions to the literature in several ways. Firstly, the study provides an 

overarching framework to unfold the positive and negative effects of ambidextrous leadership on 

innovation to reconcile the inconsistency of previous research on the links between ambidextrous 

leadership and employee innovation. Secondly, the serial moderated mediation model enriches 

our understanding of the complicated ways through which ambidextrous leadership can affect 

innovation. This provides more detailed explanation on how employees manage knowledge and 

perceive resource loss to achieve innovation requirements. Finally, this research extends the 

literature investigating the interaction of opening leadership and closing leadership to represent 

ambidextrous leadership, rather than examining the two leadership styles separately (Zacher, 

Robinson & Rosing, 2016). One advantage of this method is to figure out the additional effects of 



 

 

a second leader on innovation and paves the way for future research on how organizations may 

optimize the use of closing leadership to enhance the employee innovation performance. 
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IPLS-140: Leadership Networks in Extreme Contexts 

 

Abstract 

Space agencies around the world are preparing for the next bold human endeavor, a 

mission to Mars. One of the significant challenges stems from the extreme context, a small team 

living and working together for up to three years. Team leadership will be pivotal to mission 

success, providing direction, enabling creative thinking, minimizing conflicts, negotiating across 

expertise, and maintaining motivation throughout the mission. Whereas past space missions 

have viewed leadership as hierarchical, some features of deep space exploration are perhaps 

better-suited to shared leadership structures. The international nature of the mission, a 

collaboration among peers, the combination of crew members with, by design, very different 

areas of expertise, and the unprecedented autonomy of the crew all suggest that space crews 

may benefit from shared, as opposed to hierarchical leadership networks. In order to 

understand the role of leadership networks in deep space exploration, this study asks: what are 

the natural organizing processes of leadership networks in space crews? 

We observed 13, four-member analog space crews participating in a NASA ground-

based space analog study. The study was conducted in Houston, using the Human Exploration 

Research Analog, HERA. Each mission recruited a crew of four to live inside the analog for 30 or 

45 days. Crews were on a simulated space mission, either to land on an asteroid, or to orbit the 

moon. Members completed scientific and maintenance activities as they would do on an actual 

space mission. Psychologically important aspects of deep space exploration, communication 

delay, isolation from friends and family, periods of extended workload, sleep loss, and lack of 

privacy were present. We observed leadership networks across 13 crews who were a part of 

three campaigns. Campaign 3 was a series of four, 30 day missions. Campaigns 4 and 5 each 

included four crews living and working in the analog for 45 days. Due to Hurricane Harvey, a 

Campaign 4 crew had to be prematurely aborted, and so there was a fifth crew added. Each 

crew member was assigned to a role: commander, flight engineer, mission specialist 1, or 
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mission specialist 2, though the roles were symbolic and the commander had no formal 

authority.  

The three campaigns had some important differences that may have affected leadership 

dynamics. Campaign 3 was shorter, 30 days, compared to Campaigns 4 and 5 which were 45 

days. Campaign 4 had a sleep deprivation manipulation where crew members were restricted to 

no more than 5 hours of sleep per night during the work week. Campaign 6 had a privacy 

manipulation such that all interior walls of the habitat were removed. We observed leadership 

networks as they naturally occurred, via sociometric surveys administered to the crew every few 

days throughout the mission. The survey asked each crew member to respond to the question, 

“Who do you rely on for leadership?” Depending on mission length, we assessessed leadership 

networks between five to 11 times in each crew. 

The most prevalent leadership structure across all crews and observation periods was 

shared (58%), followed by hierarchical (28%) leadership. Fragmented leadership was the least 

prevalent, though we did observe it in 13% of cases, and at one point or another in five of 13 

crews. In every crew, at some point there was one leader, and at another point there were at 

least two leaders. That is to say that transitions between hierarchy and shared leadership were 

natural, appearing in each of the 13 crews at some point during the mission. As previously 

noted, we also observed a transition into a fragmented structure in five of the crews. This was a 

period when not a single crew member was recognized as leader by the other crew members, a 

particularly dangerous situation for a space crew to encounter when mission critical decisions 

need to be made and implemented.  

We examined the prevalence of each structure during each phase, finding an interesting 

association between leadership structure and mission timing such that fragmentation was most 

likely to occur during the fourth quarter, and shared leadership was most likely to characterize 

the crew on the first and last day, as compared to any day in between. Next, we examined 

differences in leadership structure prevalence by campaign. First, shared leadership was more 

likely with reduced privacy (Campaign 5) than in either of the other two campaigns. Second, 

fragmented leadership was more likely with sleep deprivation (Campaign 4) than in either of the 

other campaigns. 

Lastly, we examined the degree to which a given number of leaders at one time point is 

likely to predict a particular number of leaders at a subsequent time point. To do this, we 

conducted a series of multinomial regressions where each number of possible leaders at time 1 



 

 

was regressed on the number of leaders at time 0. For the case where there are zero, one, 

three, or four leaders, the most likely number of leaders to follow is zero, one, three, or four, 

respectively. That is, with these numbers of leaders, the mostly likely outcome is continuity. 

However, we did not find this to be the case with two leaders. When there were two leaders at 

time 0, all possible scenarios were equally likely to follow – zero, one, two, three, or four 

leaders. This might suggest an inherent instability to two leaders. Given the potential value of 

shared leadership forms in autonomous space missions, it is important  to understand the 

natural organizing principles of leadership networks.  

This study contributes to research on shared and distributed leadership by illuminating 

self-organizing dynamics of leadership in small teams, living and working together over time. 

Some findings, for example that alternating structures seem to occur naturally, that 

fragmentation is more likely at the end of mission, and that the case of two leaders is 

particularly unstable, present interesting  discoveries ripe for future work on team leadership. 

The study also holds practical value for teams operating in extreme contexts like space 

exploration.  
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