Leadership
Processes
and Follower
Self-ldentity

* ‘




Leadership Processes
and Follower Self-Identity

TLFeBOOK



LEA’S ORGANIZATION AND MANAGEMENT SERIES

Series Editors
Arthur P. Brief
Tulane University
James P. Walsh

University of Michigan
Associate Series Editors
P. Christopher Early
Indiana University
Sara L. Rynes
University of lowa

Ashforth ¢ Role Transitions in Organizational Life: An Identity-Based
Perspective

Bartunek * Organizational and Educational Change: The Life and Role
of a Change Agent Group

Beach ¢ Image Theory: Theoretical and Empirical Foundations

Brett/Brasgow ° The Psychology of Work: Theoretically Based Empirical
Research

Darley/Messick/Tyler ¢ Social Influences on Ethical Behavior in Organizations
Denison ¢ Managing Organizational Change in Transition Economies
Earley/Gibson * Multinational Work Teams: A New Perspective
Garud/Karnoe ¢ Path Dependence and Creation

Lant/Shapira ¢ Organizational Cognition: Computation and Interpretation
Lord/Brown ¢ Leadership Processes and Follower Self-Identity

Margolis/Walsh ¢ People and Profits? The Search Between a Company’s Social
and Financial Performance

Pearce * Organization and Management in the Embrace of the Government
Peterson/Mannix ¢ Leading and Managing People in the Dynamic Organization
Riggio/Murphy/Pirozzolo * Multiple Intelligences and Leadership

Thompson/Levine/Messick * Shared Cognition in Organizations:
The Management of Knowledge

TLFeBOOK



Leadership Processes
and Follower Self-Identity

Robert G. Lord
University of Akron

Douglas J. Brown
University of Waterloo

IE LAWRENCE ERLBAUM ASSOCIATES PUBLISHERS
2004 Mahwah, New Jersey London

TLFeBOOK



Copyright © 2004 by Lawrence Erlbaum Associates, Inc.
All rights reserved. No part of this book may be reproduced in any
form, by photostat, microform, retrieval system, or any other
means, without prior written permission of the publisher.

Lawrence Erlbaum Associates, Inc., Publishers
10 Industrial Avenue
Mahwah, NJ 07430

Cover design by Kathryn Houghtaling Lacey

Library of Congress Cataloging-in-Publication Data

Lord, Robert G. (Robert George), 1946-
Leadership processes and follower self-identity / Robert G. Lord,
Douglas J. Brown.
p. cm. — (Organization and management series)

Includes bibliographical references and index.

ISBN 0-8058-3892-9 (alk. Paper)

1. Leadership—Psychological aspects. 2. Self-perception. 3. Identity
(Psychology). L. Brown, DouglasJ.  II. LEA series in organiza-
tion and management.

HM1261.L67 2003

158’.4—dc21 2003040767

CIP

Books published by Lawrence Erlbaum Associates are printed on acid-

free paper, and their bindings are chosen for strength and durability.

Printed in the United States of America
10 9 8 7 6 5 4 3 2 1

TLFeBOOK



For their inspiration, companionship, love,
and patience, we dedicate this book
to Rosalie Hall, Lisa Keeping,
Jason Lord, and Nicole Lord

TLFeBOOK



TLFeBOOK



Contents

Series Foreword

Preface

Chapter 1:
Chapter 2:
Chapter 3:
Chapter 4:
Chapter 5:

Chapter 6:

Chapter 7:

Chapter 8:

References

Author Index

Subject Index

Common Sense, Science, and Leadership
The Working Self-Concept and Behavior
Level and Self-Concept
Temporary and Enduring Effects of Leaders
Generating a Mental Representation
of a Leader’s Behavior: Linking
Perception to WSC Activation

Leadership and Emotions

Leadership and Organizational Justice
with Christopher Selenta

The Value Added by a Second-Order,
Subordinate-Focused Approach
to Understanding Leadership Processes

ix

xi

12

33

68

100

125

155

185

218

237

245

vii

TLFeBOOK



TLFeBOOK



Series Foreword

When we began as editors of Lawrence Erlbaum Associates’ Organization
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tion. Reading Lord and Brown’s book is truly eye-opening. Enjoy the ad-
venture.
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Preface

This book presents a follower-centered perspective on leadership. We focus
on followers as the direct determinant of leadership effects because it is
generally through followers’ reactions and behaviors that leadership at-
tempts succeed or fail. Leadership theory, therefore, needs to be articulated
with a theory of how followers create meaning from leadership acts and
how this meaning helps followers self-regulate in specific contexts. In this
book we attempt to develop such a theory. We maintain that the central con-
struct in this process is the self-identity of followers. Many conscious and
more automatic self-regulatory processes depend on one’s currently active
self-identity, and many powerful forms of leadership are thought to influ-
ence the identity of followers.

In developing this theoretical perspective, we draw heavily from several
areas of research and theory. The most critical constructs do not come di-
rectly from the leadership literature, but rather from social and cognitive
theory pertaining to followers’ self-identity, self-regulatory processes, mo-
tivation, values, cognitions, emotions, and perceptions of social justice.
Leaders may have profound effects on these aspects of followers, and it is
by analyzing such indirect, follower-mediated leadership effects that we
develop most of our ideas regarding leadership theory and practice.

Due to its broad theoretical focus, this book is relevant to a number of au-
diences. Our principal concern is with the development of leadership the-
ory and the practice of leadership. Thus, the book is relevant to audiences in
management, applied psychology, and social psychology. We tried to de-
fine key constructs clearly and provide practical examples so that the book
could be accessible to advanced undergraduate students. However, the di-
versity of the underlying theoretical literatures and the complexity of the
framework we develop also make the book appropriate for graduate courses
in management, applied psychology or social psychology, and for readers
with a professional interest in leadership theory or leadership practice.
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Common Sense, Science,
and Leadership

“You can dream, create, design and build the most wonderful place in the
world ... but it requires people to make the dream a reality.”
—Walt Disney (www.quotemeonit.com)

“The great leader is not necessarily the one who does the greatest things, he
is the one who gets the people to do the greatest things.”
—Ronald Reagan (cited in Strock, 1998, p. 17)

“But I was moved by more than what he stood for or how much he knew. It
was how I felt around him....”
—George Stephanopoulis (1999, p. 31)

What is the meaning of leadership? The three quotes that begin this book
provide some hint to the reader into our thinking on the topic. In combina-
tion, these quotes foreshadow two of the key themes that run as undercur-
rents throughout our book. In the first two quotes, attributed to Walt Disney
and Ronald Reagan, a similar sense of leadership has been expressed. To-
gether the Disney and Regan quotes share acommon ideal: Leadership can-
not simply be reduced to a single great mind or individual. Instead both
quotes suggest that the accomplishments of great people are at best indirect,
operating through the accomplishments and actions of others.

In the third quote, attributed to George Stephanopoulis, arelated idea has
been communicated, but this time from a subordinate’s perspective. This
quote, drawn from Stephanopoulis’ recollections of his earliest encounters
with Bill Clinton, suggest that in part Clinton’s power derived not from his

1
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2 CHAPTER1

words or actions but rather from his ability to shift how George
Stephanopoulis felt about himself.

In combination the messages communicated in these quotes succinctly
express the definition of leadership that we develop throughout this book:
Leadership is a process through which one individual, the leader, changes
the way followers envision themselves. By shifting followers’ conceptions
of their identity, leaders often generate extraordinary outcomes for their na-
tions, institutions, organizations, and work groups. Such leaders change
our perceptions of how we are now and how we may be in the future or
whether we see ourselves as autonomous individuals or as members of
larger collectives. This has profound implications for how we think, feel,
and behave. In psychological terms, such leaders work though changing the
composition of followers’ self-concepts.

The importance of subordinate self-concepts to leadership processes has
been the focus of a limited number of scientific articles (e.g., Lord, Brown,
& Freiberg, 1999; Shamir, House, & Arthur, 1993; Shamir, Zakay, Brenin,
& Popper, 1998). These articles have laid the groundwork; however, space
constraints inherent in the normal journal-length articles preclude a full
theoretical integration of the leadership and self-concept literatures. This
limitation is not surprising given the extensive scientific treatment of each
of these separate topics. A search of the psychological database indicates
publication of over 7,000 articles on leadership and more than 12,000 arti-
cles on self-concept. Given the expansiveness of each of these literatures, a
handful of articles cannot do justice to any integrative efforts. Thus, our
overarching goal in writing this book was to present a fully elaborated
model of the structure and processes of subordinate self-concepts and to de-
scribe the mapping of leadership behaviors and processes onto this struc-
ture. For example, we address issues like how a leader’s use of pronouns in
communications—namely, the use of collective we pronouns vs. individu-
alistic “I”’ pronouns—can activate collective or individual self-concepts in
subordinates, respectively. This collective or individualistic structure can
then frame many other processes, such as a subordinate’s responses to orga-
nizational events, leadership activities, or other work processes. Ironically,
one of the factors that can be influenced by subordinate identities is the
schema that subordinates use to evaluate leadership, a topic we discuss in
more depth in a later chapter.

Because leaders are often salient and thus provide highly accessible ex-
planations for many types of events (Phillips & Lord, 1981), attempts to un-
derstand or influence outcomes of events often focus on the qualities of
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1. COMMON SENSE, SCIENCE, AND LEADERSHIP 3

leaders. Thus, much of the prior leadership literature has taken a relatively
one-sided view, emphasizing the leader’s traits and behaviors but neglect-
ing aspects of followers that moderate their responses to leadership. Early
approaches to leadership focused on traits that distinguished leaders from
nonleaders (Mann, 1959; Stogdill, 1948), and this approach has recently re-
gained popularity (Hogan, Curphy, & Hogan, 1994; Lord, De Vader,
Alliger, 1986). Overlapping this research, behaviorally oriented scholars
focused on leadership styles and their impact on subordinate satisfaction
and performance (F. E. Fiedler, 1964; Kerr & Schriesheim, 1974). More re-
cent behaviorally oriented research has emphasized transformational lead-
ership, a quality of leaders that involves both behaviors (Bass, 1985 ) and
traits (Judge & Bono, 2000), that are thought to be critical in changing orga-
nizations and individuals. All of these research approaches can be charac-
terized as leader-focused research.

These leader-focused studies have advanced our understanding of lead-
ers; they have been less successful, however, in advancing what we know
about leadership (Burns, 1978). Leaders may indeed be people who can be
understood in terms of traits and behavioral styles, but leadership is a social
process that involves both a leader and a follower (Graen & Scandura,
1987; Hollander, 1992; Hollander & Offermann, 1990; Lord & Mabher,
1991). Although great advances have been made in terms of understanding
the leader component of leadership, much less has been done to advance
our understanding of followers and the psychological processes and mech-
anisms that link leaders and followers. Such questions as how or why lead-
ers affect outcomes remain largely uncharted and poorly understood.

In part, we think that the neglect of processes and mechanisms that link
leaders and followers stems from the primary focus of prior research. As
Bobby J. Calder (1977) noted over 20 years ago, leader-centered research
stems from a common sense, implicit understanding of leadership pro-
cesses that view leaders as origins or causes of important outcomes. Com-
mon sense theories focus on what people can see easily, such as a leader’s
behavior, rather than less observable processes, such as a subordinates’s
psychological reaction to a leader’s behavior or a subordinate’s implicit
theory of what leaders should be.

Calder (1997) called commonsense theories first-order constructs, and
he distinguished them from second-order constructs that are grounded in
scientific theory rather than a perceptually based understanding of events.
Even today, leadership scholars often continue to study leadership in terms
of easily observable first-order constructs like leader behaviors and their di-
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4 CHAPTER1

rectimpact on easily measured outcomes (this perspective is shown by Path
A in Fig. 1.1) rather than in terms of underlying processes and mechanisms
that are derived from scientific theory. Unfortunately, easily observed rela-
tionships do not necessarily reflect the underlying causal structure of
events. More specifically, even though transformational leaders may ex-
hibit certain types of behavior, their effects on people and organizational
processes may not be directly produced by these behaviors. Instead, more
direct causes may lie in followers who are more proximal to the observed
and desired outcomes.

For a specific example of such effects, consider Dvir, Eden, Avolio,
and Shamir’s (2002) study. Using a longitudinal, randomized field ex-
periment, Dvir et al. applied popular behavioral theories of
transformational leadership to train leaders in the Israeli Defense
Forces. Potential leaders (cadets in the Israeli Defense Forces officer
training program) went through a 3-day workshop that embodied either
the major propositions of transformational leadership theory or a blend
of eclectic leadership theories. Subsequently 54 of 160 cadets were as-
signed to lead basic training platoons (34 who had experienced the
transformational leadership [experimental] workshop and 22 who had
attended the control workshop that covered eclectic leadership theo-
ries). The study then assessed the effects of training by comparing the
development of noncommissioned officers (NCOs) and recruits in these
experimental and control platoons. Results showed significant differ-

Neglected
Subordinate
Processes
C B
Leader's Traits A >l Observable
and Behaviors Outcomes

FIG. 1.1. Leader (A) and follower-centered (B and C) approaches to understanding
leadership.
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1. COMMON SENSE, SCIENCE, AND LEADERSHIP 5

ences in several NCO development variables (self-efficacy, collectivist
orientation, extra effort, and critical independent approach) that favored
the experimental platoons; in addition, recruits in these platoons showed
enhanced performance compared to control groups.

However, in attempting to pin down leadership behavior as the cause of
performance, Dvir et al. (2002) were not very successful. They suggested
that transformational leaders created “a stronger social bond among their di-
rect and indirect followers, thus improving the indirect followers’ perfor-
mance” (p. 742). Yet, they also acknowledged that several other explanations
were possible. What they did not show was that the effects of transforma-
tional leadership training were directly mediated by the transformational
leadership behavior of the cadets who went through the experimental work-
shop. Although this is an impressive field experiment, it reveals the weak-
nesses that a leader-focused theory has in explaining subordinate
performance. Without a thorough understanding of the mechanisms linking
leader activities to subordinate perceptions and subordinate reactions, we
simply cannot translate leadership training programs, even when theoreti-
cally grounded, into explanations of subordinate performance.

As shown by this example, Calder’s (1977) criticism reflects a very gen-
eral weakness in typical leader-focused approaches to leadership. When
leadership processes are not fully understood, training that focuses on
changing aspects of leaders often fails to produce the effects that would be
expected based on prior research. To provide another compelling example,
consider the case of the leadership research on the Pygmalion effect, which
is a type of self-fulfilling prophecy in which managers are led by research-
ers to believe that their subordinates have higher than normal ability. These
experimental manipulations of leader expectations, in turn, lead to greater
performance by subordinates.

Pygmalion effects are perhaps the most carefully developed and experi-
mentally tested field intervention in the leadership area (Eden, 1992). Eden
and his students have conducted nine field experiments that generally show
large effects on subordinates’ performance of experimental interventions
focused on manager expectations. These interventions may require as little
as 5 min to convey high expectations to managers. Nevertheless, Eden et
al.’s (2000) seven different subsequent applied interventions that trained
managers to convey high expectations to subordinates using workshops
that varied from 1 to 3 days have consistently failed to produce higher levels
of subordinate performance. As Eden et al. noted, there was little evidence
that the workshop influenced follower performance; the mean size of 61 ef-
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6 CHAPTER1

fects from the seven experiments was only .13. Again, this suggests that
there is some aspect of the high expectations of leaders who were naive with
respect to this manipulation in the original nine field experiments that was
not present when leaders were explicitly trained to communicate high ex-
pectations to followers in the seven workshops. Perhaps expectations were
communicated more genuinely when they were actually believed by man-
agers, and subordinates may have reacted to this nonverbal aspect of leader-
ship.

These examples reflect some of the best field research and field experi-
ments being done in the leadership area. Yet, they still illustrate the weak-
nesses in leader-focused approaches. Leader-focused training emphasizes
processes that are distant or distal to subordinate performance and reactions
rather than being tied to processes in followers that were more proximal to
the expected change. Consequently, we believe that these distal processes
are the wrong place to focus when attempting to understand leadership.

There is an alternative approach to leadership that will produce both
more fundamental theoretical insights and more successful leadership in-
tervention. Namely, the typical focus on leadership inquiries can be re-
versed, emphasizing the follower and factors in followers that produce
desired effects like high performance or organizational commitment
(e.g., Path B in Fig. 1.1). We can then work backwards and ask how lead-
ers can impact these follower processes (e.g., Path C in Fig. 1.1) Unlike
traditional leader-centric perspectives shown by Path A in Fig. 1.1, which
begin by documenting leader characteristics or behaviors and then linking
these variables to outcomes, we advocate a process-oriented and reverse-
engineered approach to leadership that is centered in followers. That is,
rather than: (a) describing what leaders do, (b) examining the relationship
between these activities and outcomes, and then (c) attempting to under-
stand why leadership effects occur, our approach emphasizes second-or-
der scientific constructs and processes that are localized in followers.
After all, subordinates produce the desirable organizational effects that
are generally attributed to their leaders. Thus, we maintain that the most
defensible strategy for leadership research and practice is to understand
factors central to subordinates’ motivation, affect, and development and
then work backwards to analyze how leaders might influence these pro-
cesses. That is, we should focus on Paths B and C in Fig. 1.1. Once fol-
lower-centered mechanisms and processes are understood theoretically
(Path B), sound linkages can be made to associated leader behaviors or
qualities (Path C).
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1. COMMON SENSE, SCIENCE, AND LEADERSHIP 7

In searching for the appropriate subordinate process to examine, we
want characteristics and processes that are (a) strongly connected to subor-
dinate motivational, affective, and developmental processes; (b) general
enough to explain many different types of behavior; and (c) well-grounded
in scientific research. As explained in the following section, based on these
criteria, we believe that follower self-concepts should be the focus of lead-
ership theory. We maintain that articulating the connections between lead-
ers and subordinates’ self-concepts will provide leadership researchers
with a platform to move beyond the study of leader behavior to the study of
leadership.

WHY THE FOLLOWER SELF-CONCEPT?

Critical readers will no doubt question why we have selected the follower
self-concept as the medium through which to understand leadership. In
large part, this choice reflects our conclusion that the self-concept, as con-
ceptualized by social, cognitive, and personality researchers, fits three key
requirements for leadership theory: It can account for influence, it is inter-
nal to the subordinate, and it is a robust construct. Next, we describe each of
these criteria and discuss how the self-concept meets each requirement.

Influence

Ultimately, leadership is a process of influence. In stating this we are not sug-
gesting an idea that is new for leadership researchers. Yukl and Van Fleet’s
(1992) excellent review of the leadership literature has previously noted that
the single thread uniting leadership researchers is their common interest in
influence, regardless of whether transformational leadership or leadership
perceptions is the focus of study. In particular, how is it that a leader changes
the behavior, attitudes, or reactions of a follower? Clearly, the effectiveness
of aleader depends on his or her ability to change subordinates—it is funda-
mental to our scientific and lay understanding of leadership. For example, the
firing of Toronto Blue Jays Manager Jim Fregosi following the 2000 baseball
campaign was attributed to the fact that he was unable to change the intensity
of his players’ play at critical times during the regular season. Ultimately,
Fregosi was perceived to lack the necessary leadership ability required to
raise players’ performance in key situations.

Based on this reasoning, our first assumption is that any process that un-
derlies leadership must be dynamic and must allow leaders to originate
change. As we articulate later, the dependence of followers’ self-concepts
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8 CHAPTER1

on social processes makes subordinates receptive to leader influence; thus,
this fits our first criterion.

Internal to Subordinates

To our first criterion we further add that the change must occur within sub-
ordinates. That is, leaders must shift cognitive, emotional, and motivational
processes within subordinates to exert influence because, as Kanfer and
Klimoski (2002) put it, “these components of the human mind form the
interactional nexus for ongoing transactions between internal and external
forces” (p. 475). Cognitive and social-cognitive researchers have estab-
lished over the last 20 years that human activity is guided by accessible
knowledge—the aspects of knowledge that come to mind most quickly
(Bargh, Chen, & Burrows, 1996; Fazio, Sanbonmatsu, Powell, & Kardes,
1986; Kunda, 1999). Thus, if a leader is to influence his or her subordinates,
he or she must be capable of shifting cognitions like follower attitudes or
the schemas, scripts, and other knowledge structures that are most accessi-
ble. Emotions are also critical because they are leading systems that alert
individuals to danger or potential rewards, and motivational systems trans-
late these emotional or cognitive reactions into environmentally oriented
responses.

Our examination of the literature suggests that both the influence and in-
ternal criteria are met by what psychologists refer to as the self-concept.
The self-concept consists of an individual’s knowledge about his or her own
self. This knowledge may include knowing which personality traits are
self-descriptive, having an image of one’s physical appearance, knowing
how one has behaved in certain types of situations, knowledge of what type
of person one wants to become, and so on. Furthermore, instead of being
conceptualized as a single, stable, monolithic structure, the self is believed
to be a system or confederation of self-schemas that are derived from past
experience (Markus & Wurf, 1987). In essence, the self is a collection of
small, relatively independent processing units that are elicited in different
contexts and each of which has specific cognitive, emotional, motivational,
and behavioral consequences. Because the self-concept is dynamic (i.e., its
content is situation dependent), leaders can influence their subordinates by
shifting the salience of different aspects of a subordinate’s self-concept or
by creating new aspects of the self-concept—a topic that is addressed more
fully at a later point in this book. Salient aspects of the self, in turn, will
guide subordinate’s behavior, feelings, and thoughts, ultimately impacting
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1. COMMON SENSE, SCIENCE, AND LEADERSHIP 9

individual, group, and organizational functioning. Thus, the self is an inter-
nal aspect of subordinates that can be influenced by leaders and also is criti-
cal in regulating subordinate mental and behavioral processes.

Another important aspect of the self concerns its potential to allow men-
tal time travel. People are unique among animals in their capacity for men-
tal time travel (Roberts, 2002; Tulving, 2002). They have the capacity to
reinstate a past situation and locate themselves in it; they also have the ca-
pacity to project the self into future contexts, anticipating possible actions
and their consequences for the self. This capacity develops in 4- to
6-year-old children as they begin to see the self as an abstraction and be-
come conscious of the self, a capacity referred to as autonoetic conscious-
ness (Wheeler, Stuss, & Tulving, 1997). People’s capacity to escape the
boundaries of the present through time travel allows them to conceptualize
future selves and to connect future selves with past selves. Issues related to
subordinate development would have little motivational or emotional im-
pact without this capacity.

The capacity to represent the self abstractly and to use time travel tech-
niques is also critical to episodic memory (Roberts, 2002; Tulving, 2002).
Episodic memory is distinct from the more general semantic memory be-
cause it is more context specific and located in a specific time and place. Ep-
isodic memory depends on frontal lobe structures central to autonotetic
consciousness (S. B. Klein, 2001). Furthermore, the self, episodic memory,
and emotions are all part of an integrated self-regulatory system (Allen et
al., 2002) that operates automatically as we appraise situations. Without
such self-relevant, emotional capacities, human motivation is substantially
diminished (Damasio, 1994). Thus, to influence subordinate motivation
and behavior, leaders must operate though these self-relevant systems. One
powerful way for leaders to do this is to serve as a guide for time travel, ar-
ticulating for subordinates possible future selves, future contexts, and con-
tingencies that relate these possibilities to the present.

Robust Nature of the Self

In addition to the aforementioned points, we further add that the self-con-
cept has one additional aspect that makes it particularly useful for under-
standing leadership—it is robust. Any mechanism proposed to underlie
leadership must be capable of accounting for a leader’s influence on a wide
spectrum of follower psychological, social, and cognitive outcomes, in-
cluding attitudes, schemas, motivation, emotions, external perceptions, and
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group attachment—just to name a few. The inability to meet this criterion
would lead unfortunately to the situation whereby different explanatory
mechanisms would be required to account for different types of outcomes
(e.g., one mechanism to account for emotional effects and a separate mech-
anism to account for attitudinal effects).

Does the self-concept meet this robustness criterion? Our examination
of the self-concept literature reveals that the self-concept has been linked to
a broad spectrum of psychological processes and outcomes (Banaji &
Prentice, 1994). These psychological processes include, but are not limited
to, affective reactions (Higgins, 1989; Linville, 1987), motivation (Carver
& Scheier, 1981; Kendzierski & Whitaker, 1997), self-regulation (Carver
& Scheier, 1998; Higgins, 1996), the development of interpersonal rela-
tionships (Baldwin & Sinclair, 1996; Murray, Holmes, & Griffin, 1996), in-
formation processing (Hilton, Klein, & von Hippel, 1991; Markus, 1977),
attributions and judgments regarding others (Catrambone & Markus,
1987), and (as already mentioned), episodic memory and time travel (Rob-
erts, 2002; Tulving, 2002). Given the association of the self-concept with
such a wide range of outcomes, it seems likely that it will be capable of ac-
counting for the wide range of outcomes that are necessary to understand
leadership. Thus, it is likely to satisfy our robustness criteria.

Based on this reasoning, we believe that the self represents an impor-
tant mechanism that can advance our understanding of leadership because
it can be influenced, is internal to subordinates, and is robust. Moreover,
we also believe that the self-concept literature holds the promise of con-
solidating leadership research under a single metatheoretical framework.
A common criticism of the leadership literature has been that it lacks co-
herence and structure, a reflection of the fact that no single underlying
mechanism or framework has been previously presented. In an attempt to
demonstrate the integrative potential of the self-concept, throughout this
book we connect our framework to that of previous leader-focused re-
search, showing how this approach can integrate otherwise disparate lines
of leadership research. This issue is also addressed directly in the con-
cluding chapter of this book.

ORGANIZATION OF THE BOOK
Rather than discuss the specific details of each chapter, it is our preference

instead to provide the reader with a general road map of the issues ad-
dressed in each section of the book. Given its size, complexity, and unfamil-
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1. COMMON SENSE, SCIENCE, AND LEADERSHIP 11

iarity to many readers, the first section of the book is devoted to the
self-concept. In chapters 2 through 4 we address several basic questions,
such as the following: What is the structure of the self-concept? What are
the mechanisms and processes that operate? How can leaders influence the
self-concept of followers? By the end of chapter 4, we hope that readers
have a clear understanding of the following ideas: The self-concept is dy-
namic; it can be conceptualized at different levels (i.e., individual, rela-
tional, and collective); it has a past, present, and future; and leaders can
affect it both temporarily and permanently. In the second portion of the
book, chapters 5 through 7, we move from a general discussion of the struc-
ture and processes associated with the self to a more detailed discussion of
the psychological and social processes associated with the various aspects
of the self. Here we focus on the motivational, affective, and justice impli-
cations of our self-concept model. In the final chapter, we provide a detailed
discussion of how previously proposed leadership models and theories map
onto the self-structure that we proposed. In addition to integrating specific
theories (e.g., transformational leadership), we also attempt to integrate
more generally accepted principles of the leadership literature. In particu-
lar, we show how the flexibility of the self-concept can be used to under-
stand the contingency viewpoint that has gained wide acceptance. In this
chapter, we also discuss several applied implications of our model of fol-
lower self-concepts and leadership, and we identify areas needing future re-
search.
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The Working Self-Concept
and Behavior

We explained in chapter 1 that our approach to understanding leadership
was to work backwards, using well-established psychological theories as a
basis for analyzing potential leadership activities and their consequences
for followers. We also suggested that the key to understanding effective
leadership was to understand follower self-concepts and how a leader influ-
ences these cognitive—affective mental structures. In this chapter we ad-
dress several questions that provide the needed psychological background
for this approach to leadership: What is the self-concept and how does it
vary as a function of context? What aspects of a follower’s self-concept are
most critical to understanding leadership effectiveness? What processes
and principles explain the linkage of self-structures to cognitions, affect,
and behavior? These questions can be answered by understanding what
self-theorists mean by the term working self-concept (WSC) and its role in
self-regulation. We discuss these issues now.

WHAT IS THE SELF-CONCEPT?
Definition and Function

In summarizing William James’ seminal perspective on the self, Kihlstrom
and S. B. Klein (1994) stated, “the self is the unquestionable, elementary,
universal fact of mental life, and the fundamental unit of analysis for a sci-
ence of mental life. It is the problem about which everything else revolves”
(p. 155). Because the mind can both represent the person who embodies it

12
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and objects or events in the external world, Kihlstron and S. B. Klein noted
that the selfis the point at which cognitive, personality, and social psychol-
ogy meet. Thus, understanding the self requires an integration of several ar-
eas of psychology. We touch on these streams of thought in this section, and
then we clarify our definition of the self-concept.

A grasp of cognitive psychology is needed to understand the self-con-
ceptbecause the self is fundamentally a knowledge structure that helps or-
ganize and gives meaning to memory. Indeed, it has been argued with
merit that attaching an object or event to the self imbues it with a special
meaning: For example, my car or my birthday is much more meaningful
than a car or a birthday. This self-relevance can then serve as a retrieval
cue that makes information more easily accessible and more richly con-
nected to other information. Much of the well-established memory advan-
tage of self-relevant information stems from organizational and
elaborative processes that, although typical of other types of memory, are
much greater for self-relevant memories (Kihlstrom & S. B. Klein, 1994).
The self is also central in a particular type of memory—episodic mem-
ory—which provides temporal organization to events. Indeed, several re-
searchers (Roberts, 2002; Tulving, 2002; Wheeler et al., 1997) stressed
that the ability to locate the self in time, both remembering one’s past and
projecting oneself into the future, is a uniquely human cognitive skill that
develops between the ages of 4 and 6. Wheeler et al. maintained that this
capacity for self-relevant time travel is necessary to exercise supervisory
control over systems involved with motivation, motor control, attention,
and language.

Knowledge of personality psychology is also necessary to understand
the self-concept. Just as traits and social categories (e.g., athletes, women,
and leaders) are used to understand others, they are also applied to describ-
ing oneself. Like other categories, self-relevant categories may begin with
exemplars or instances held largely intact in memory—my first dance or
my first hockey game. With repeated experience, more abstract, proto-
type-based representations for such categories develop: The selfis seen as a
dancer or a hockey player. When these categories are applied to the self,
self-description in terms of abstract prototypical qualities can occur: The
self is seen as graceful and coordinated or tough and aggressive. Applying
such processes to the leadership domain, with repeated leadership experi-
ence, one may come to describe oneself in terms prototypical of leaders in
general—a category that we have already noted is seen much like a person-
ality trait by many individuals. Hazel Markus (1977) explained that when
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people see a personality term as being both self-descriptive and important,
they are self-schematic on this trait. By self-schematic she meant that a par-
ticular trait category—independent, extroverted, intelligent and so on—op-
erated as a cognitive schema that organized both perceptual and behavioral
information for an individual.

A grasp of social psychology is needed to understand self-concept be-
cause our self-concept develops from and serves to regulate social inter-
actions. From infancy, babies respond to and mimic facial expressions
and voice quality, developing an emotionally based set of communication
skills and a sense of who they are in a social space or network. Through so-
cial interactions, personality is developed, and social reactions to our be-
haviors and qualities help to define who we are. The ability to gauge social
environments and present appropriate facial expressions then becomes a
critical aspect of intelligence (i.e., social intelligence). For leaders who
must operate in social environments, traits like self-monitoring, which
pertains to the ability to gauge appropriately and respond flexibly to so-
cial events, are critical. In fact, research shows that individuals high on
self-monitoring ability tend to emerge as leaders in informal groups (Day,
Schleicher, Unckless, & Hiller, 2002; Hall, Workman, & Marchioro,
1998; Zaccaro, Foti, & Kenny, 1991).

In short, our understanding of the self-concept is enriched by work in
many areas of psychology. Following Kihlstrom and S. B. Klein (1994),
we define the self as an overarching knowledge structure that organizes
memory and behavior. This structure includes many trait-like schemas
that organize social and self-perceptions in specific situations. It also in-
cludes script-like structures that help translate contextual cues into
self-consistent goals and behaviors. The self shares many qualities with
other knowledge structures, but it is also multidimensional, overlaying a
specific content domain (e.g., self-descriptive skills or personality cate-
gories that are self-relevant) with temporal and social dimensions. Lo-
calization of the self in time provides a dynamic continuity to who we
are and who we are becoming; whereas social reactions often provide
feedback that guides these dynamic processes and grounds trends in an
emotional context. Because of these dynamic properties, the self can
also function effectively as an executive unit, directing attention, lan-
guage, and other mental or motor processes. The multidimensional na-
ture of the self promotes easy elaboration of self-relevant information,
making such information more memorable and more useful for execu-
tive control of thoughts and actions.
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Contextual Nature of Knowledge

Commonsense views of personality conceptualize individuals as having
relatively general traits that are stable across situations. Applied to leader-
ship, this view suggests that individual leaders have relatively fixed styles
that will fit in some situations but will be unsuited to others. F. E. Fielder’s
(1964) contingency theory and most other contingency theories of leader-
ship provide good examples of this perspective in that they assume that
there are stable individual differences among leaders that are reflected in
behavioral tendencies or styles. F. E. Fiedler, Chemers, and Mahar (1976)
took this notion to the extreme by suggesting that situations should be engi-
neered to fit the leader’s particular style.

Similar commonsense views guide other social perceptions as well. For
example, the widely replicated phenomenon called the fundamental attri-
bution error describes an overreliance by perceivers on person-based ex-
planations for behavior and the corresponding underuse of situational
explanations: For example, crimes are explained in terms of qualities of
criminals rather than poverty and lack of education. Although these
commonsense theories have an intuitive appeal and may serve an important
cognitive function by simplifying our understanding of social events, they
are based on social perception processes that we know are biased.

In contrast to such commonsense theories, more recent views of person-
ality suggest that people behave quite flexibly, with personality being sta-
ble only within contexts (Mischel & Shoda, 1995). Mischel and Shoda
suggested that personality is actually composed of many context-specific
rules (or productions in their terms) that are accessed only in specific situa-
tions. More recent thinking in the leadership literature also suggests that
considerable situational flexibility exists, with appropriate scripts being ac-
cessed in different situations (Wofford & Goodwin, 1994) or perhaps even
being automatically modified to fit specific situations (Lord, Brown, &
Harvey, 2001). Both of these examples reflect the more general tendency of
individuals to rely on situations to cue or construct appropriate knowledge
structures, providing a functionally effective means of tuning knowledge
and behavior to situational requirements. For example, Wofford, Joplin,
and Comforth (1996) found that leaders who were generally participative
shifted to more directive scripts when they thought group members were
low in ability and when motivation and performance problems occurred.

It is well accepted among cognitive scientists that human knowledge
structures are organized contextually. This perspective is captured both em-

TLFeBOOK



16 CHAPTER2

pirically and theoretically by cognitive and social psychological research.
Empirically, Barsalou’s (1987) groundbreaking work provides one of the
earliest and clearest indications of the contextual dependency of human
knowledge. Barsalou found that the exemplars produced for the category
bird were influenced by the context within which the question was framed.
When a story context was a barnyard, subjects more readily retrieved the
exemplar of a chicken as an example of a bird; but when the context was
shifted to a suburban backyard, subjects more readily retrieved a robin as an
exemplar of a bird. As this research highlights, humans do not retrieve fixed
concepts from memory, instead they construct concepts in a contextually
sensitive fashion.

Lest the reader think that contextual sensitivity is limited to abstract con-
structs, such as birds, we also note that social psychologists and industrial psy-
chologists also have found knowledge activation and use to be contextually
guided (stereotypes and questionnaire responses: Feldman & Lynch, 1988; lead-
ership prototypes: Lord, Foti, & De Vader, 1984; attitudes: Wilson & Hodges,
1992). Within the leadership field, the work of Lord and his colleagues (dis-
cussed next) best demonstrates the context-driven nature of knowledge.

Using Rosch’s (1978) categorization theory as a conceptual basis, a se-
ries of studies (Baumgardner, Lord, & Forti, 1990; Lord et al., 1984; Lord
& Mabher, 1991) suggested that leadership prototypes can be arranged hier-
archically into three levels. At the highest level are the most abstract or
superordinate categories (e.g., leader vs. nonleader). At the middle, basic
level, contextual information is taken into account and different, contextu-
ally defined leadership prototypes are created (e.g., military, religious, or
sports leaders). For example, business leaders are thought to be honest, in-
sightful, likable, organized, motivators, good communicators, people ori-
ented, and goal oriented; military leaders are thought to be courageous,
strong, intelligent, role models, people oriented, and moral; religious lead-
ers are thought to be understanding, caring, intelligent, honest, moral, and
humorous (Baumgardner et al., 1990). At the lowest subordinate level in
this leadership hierarchy, different types of leaders within a context are dif-
ferentiated (e.g., distinguishing executive from middle or lower level lead-
ers within a particular context such as business). Most recently, this line of
thinking has been expanded to understand cultural differences that may un-
derlie the content of leadership prototypes (Den Hartog et al., 1999).

An interesting issue is how people are able to access automatically the
right knowledge in a specific situation, given their vast stores of knowledge
and the potentially limitless situations that they might encounter. One re-
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cent scientific development provides a model of how this may occur.
Connectionist models of cognitive processes, which have gained increas-
ing acceptance among cognitive (McClelland & Rumelhart, 1986;
Rumelhart & McClelland, 1986), social (Kunda & Thagard, 1998; E. R.
Smith, 1996), and industrial-organizational psychologists (Hanges, Lord,
& Dickson, 2000; Lord, Brown, & Harvey, 2001; Lord, Brown, Harvey, &
Hall, 2001), emphasize that meaningful units in environments can automat-
ically activate connected knowledge while inhibiting competing knowl-
edge. For example, recognizing the gender of a potential leader
automatically activates knowledge relevant to both leadership and gender,
leading both male and female observers to expect different types of leader-
ship behaviors from male and female leaders. That is, male leaders might be
expected to be more socially influential and decisive; whereas, female lead-
ers may be expected to be more participative or dedicated.

In short, empirical and theoretical work converge on the viewpoint that
human knowledge is contextually driven. The relevance of this finding in
the present context lies in the fact that the self is like many other conceptual
structures that exist in memory (Kihlstrom & S. B. Klein, 1994). Although
the precise content of self-knowledge may differ from that of other knowl-
edge structures, the processes and organizational principles are
generalizable. Not surprisingly then, like other knowledge structures, the
self too is bound by the constraints of the situation (Markus & Wurf, 1987).
In fact, Turner, Oakes, Haslam, and McGarty (1994) suggested that all
knowledge is recruited, used, and deployed to create a situationally defined
self-representation (p. 459). Just as we retrieve very different conceptual-
izations of what the construct bird means when we move from the backyard
to an arctic ice floe, we also retrieve different portions of our self-concepts
when we shift between different contexts.

THE WSC
Definition and Function

The WSC is the highly activated, contextually sensitive portion of the
self-concept that guides action and information processing on a mo-
ment-to-moment basis (Kihlstrom & S. B. Klein, 1994; Lord et al., 1999).
This term was introduced to the psychological literature by Markus and Wurf
(1987), who emphasized that the self-concept was not a unitary whole but
rather a confederation of selves that varied in their activation across times and
contexts. All possible selves are not simultaneously active because humans
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have relatively limited attentional capacity. We cannot simultaneously attend
to the memories and behavioral information associated with the many alter-
native self-concepts that we possess. To simplify processing and avoid poten-
tial conflict, one self-concept—the WSC—tends to predominate at any point
in time, thereby cueing a much more restricted set of cognitions, fewer poten-
tial affective reactions, and a small set of self- (and context-) appropriate be-
haviors. As described in the next chapter, self-identities can occur at
individual, interpersonal, or collective levels, but only one of these levels
tends to be active at any one time. We discuss only the individual level WSC
in this chapter, expanding our perspective to include the interpersonal- and
collective-level WSCs in chapter 3.

The activation of the specific content of the WSC varies depending on
the cues in one’s current context and immediate past history. For example,
one’s self-concept may include various role-related selves such as being a
parent, a child, a spouse, an employee, a university professor, a church
member, a Little League baseball coach, and so on. These alternative self-
concepts are associated with different social and physical contexts, and
they become active or relevant primarily when the right social and physical
cues are present. That is, one’s role as a parent is salient at home when car-
ing for one’s children, but one’s role as spouse may be more salient at home
when the children are asleep or not around. Similarly, one’s role as a univer-
sity professor is most salient in the university classroom or when working
with students in one’s office. Some self-concepts such as parent or spouse
may be closely linked, whereas other self-concepts such as parent and em-
ployee may be relatively separate or even conflicting.

Self-theorists also distinguish between peripheral and core self-
schemas. Peripheral self-schema like Little League coach tend to be active
only in very specific contexts, whereas more central core self-schemas such
as parent tend to be active across many more contexts. Core self-schemas
also tend to be connected to central values, a topic that will be addressed in
chapter 5.

Thus, as noted previously (Lord et al., 1999), “The WSC is a continually
shifting combination of core self-schemas and peripheral aspects of the self
made salient (i.e., activated) by context” (p. 176). We conceptualized the
WSC as mainly involving three types of components: self-views, which are
one’s perceived standing on salient attributes, and two types of comparative
standards—current goals, which have a short-run duration and are nar-
rowly focused, and possible selves, which have a long-term, future focus
and provide much broader comparative standards. Current goals and possi-
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ble selves have very different motivational and affective consequences, al-
though both can impact motivational and affective processes through their
comparison to self-views.

Markus and Wurf (1987) theorized that both intrapersonal and interper-
sonal activities are regulated by cybernetic processes involving the compar-
ison of self-views to either current goals or possible selves. Intrapersonally,
self-relevant cybernetic processes are engaged when we choose goals that
are consistent with current self-views. These goals then can activate
goal-relevant scripts that are the immediate guides for action (Lord &
Kernan, 1987; Wofford & Goodwin, 1994), and they provide the
fine-grained standards that are needed to evaluate outcomes by comparing
self-views to standards (Carver & Scheier, 1981; 1998; Karoly, 1993; Lord
& Levy, 1994). Regulation of who we are and who we are becoming occurs
through the linkage of possible selves and self-views in more complex,
long-term hierarchies that integrate multiple self-identities and task goals
(Cropanzano, James, & Citera, 1993). For example, the long-term goal of
becoming a competent, practicing psychologist may involve a variety of
self-views for graduate students that may include being a teacher, a student,
aresearcher, or a writer. Each domain, in turn, may have many subidentities
and complex sets of associated skills—teaching in large lectures, small
groups, or one-on-one may require very different self-views, scripts, and
behavioral repertoires.

Interpersonally, the self can have multiple effects on social perceptions.
The self may guide choice of partners and situations (Markus & Wurf,
1987). It may also activate dimensions used in social evaluations (Markus,
J. Smith, & Moreland, 1985). For example, Markus (1977) found that the
dimensions that characterized one’s own self-definition (e.g., independ-
ence vs. dependence) tended to also be used in evaluating others. The spe-
cific level chosen as a referent in such social evaluations may depend on
one’s self-views. As Dunning and Hayes (1996) showed, individuals who
saw themselves as being high in mathematical ability were harsher judges
of mathematical ability in others because they had more stringent defini-
tions of what constituted good mathematical ability. Thus, their self-views
affected their evaluations of others.

Alternative Motivational Processes and the WSC

So far we explained that the WSC engages a variety of self-regulatory pro-
cesses by the context-specific activation of three components—self-views,
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current goals, and possible selves. These three WSC components interact to
create control systems that regulate motivation and affect (Carver &
Scheier, 1981; Cropanzano et al., 1993; Lord & Levy, 1994). Control sys-
tems operate by comparing sensed feedback to relevant standards and then
responding in a manner that affects discrepancies. Thus, a control system
could involve any two of the three WSC components just discussed, with
one component providing the standard and the other the source of feedback.
Note that, when different comparisons are made, different motivational
processes are engaged.

Such possibilities are represented in Fig. 2.1, which identifies three as-
pects of motivation. The bottom part of this triangle corresponds to the acti-
vation of self-views and current goals. When these components are
compared, proximal motivational concerns are activated, and responses to
discrepancies are often affectively based. In contrast, when current goals
are compared to activated possible selves, more distal motivational pro-
cesses are created because the possible self is projected into the future. This
comparison is shown on the right side of Fig. 2.1. The left side of Fig. 2.1 re-
flects a self-development focus created by comparing self-views and possi-
ble selves. Self-views can be mapped onto future selves by creating
trajectories over time that are important in self-improvement motives
(Banaji & Prentice, 1994) and decision-making theories such as image the-
ory (Mitchell & Beach, 1990). As noted previously, future selves are linked
to the current context by the unique capacity of humans to time-travel (Rob-
erts, 2002; Tulving, 2002). In Fig. 2.1, the double-headed arrows in the
unlabeled center triangle symbolize possible linkages among constructs

Possible
Selves

Self-Views Current Goals

Proximal Motivation

FIG. 2.1. Model of the WSC.
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such as when possible selves activate (or inhibit) goals and vice versa. In the
following sections, we define these components in more detail and provide
specific propositions that link them to self-regulation. We also elaborate on
the three motivational processes represented by the sides of the triangle in
Fig. 2.1 and their relation to leadership processes.

WSC and the Regulation of Cognitions, Affect,
and Behavior

Self-Views. We already defined self-views as an individual’s per-
ceived standing on attributes made salient by a particular context. They
may pertain to attributes such as intellect, academic or athletic ability,
social skills, or physical attractiveness (McNulty & Swann, 1994; Pel-
ham & Swann, 1989). Many potential self-views can exist in long-term
memory, but only a few will be activated by situational cues at any par-
ticular moment. These self-views, along with current goals and possible
selves, constitute the WSC.

Once activated, self-views are an important basis for self-evaluation
(Higgins, 1989; 1998) as well as for evaluating others. As already men-
tioned, when self-views are used to evaluate others, perceivers may be
overly stringent. This effect occurs because of two processes. First,
self-views are likely to be positive, leading us to use them as anchors for
social judgments. Because these self-relevant comparison points are
higher than average, others must be exceptionally good to be evaluated
positively (Dunning & Hayes, 1996). Second, self-views are complex,
highly organized structures with many features, so it is unlikely that an-
other individual will match all of the attributes contained in self-views. A
less-than-perfect fit to a category definition produces lower evaluations
(Catrambone, Beike, & Niedenthal, 1996). For example, one may see
oneself as being athletic because he or she participates in many sports.
Consequently, when evaluating others who are playing well in a particular
sport, they will not be seen as being as athletic as their performance might
warrant because they match the perceiver’s self-views on only one aspect
of athleticism. The same type of process can apply to leadership percep-
tions, with leadership evaluations being especially stringent when the
perceivers also see themselves as leaders.

Orienting social relations along self-relevant dimensions can have unin-
tended and unrecognized consequences. In a study of dyadic leadership, we
found that supervisors who were self-schematic in terms of leadership (i.e.,
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had chronic self-structures that pertained to leadership) had less favorable
relations with their subordinates (Engle & Lord, 1997). One reason for this
effect may be that self-schemas provided stringent standards for evaluating
others, as we just explained, leading supervisors to form less favorable
evaluations of subordinates when those evaluations pertained to activated
self-views. In other words, it appeared that individuals who saw themselves
as being very high in leadership ability looked down on others whom they
saw as less so. Context—specifically, the supervisor—subordinate role—is
the key situational factor that could activate leadership self-schemas. Con-
sequently, we would expect this stringency effect to hold for supervisors
who were particularly conscious of their differential status and their super-
visory role. Although not tested by Engle and Lord, this possible moderator
could be examined in future research.

Possible Selves. Self-views define who the individual currently is,
whereas possible selves define who the individual could be (Markus &
Nurius, 1986). Hopes as well as fears for the future are contained in pos-
sible selves (Markus & Wurf, 1987). Although future-oriented and hy-
pothetical, possible selves have important consequences for
understanding current motivation, activities, and affective outcomes.
Indeed, we argued earlier (Lord et al., 1999) that the comparison of
self-views and possible selves underlies self-development activities.
Typically, development involves a projection of the self into the future
along a hypothetical time-based trajectory. Beach (1990) and Mitchell
and Beach (1990) investigated such self-based trajectories, which are
key organizational and evaluation mechanisms in image theory. For ex-
ample, an individual may have time markers for important life
events—graduate from college at age 22, be married by age 30, and have
afamily by age 35. These future goals are a source of motivation for cur-
rent activities, but they can also be a source of distress when time mark-
ers are passed without goal attainment.

Discrepancies of self-views from possible selves can be a source of ef-
fort and motivation, but when salient trajectories exist, the rate of progress
toward a possible self may also be a critical variable. Taking a more dy-
namic view of motivation, Carver and Scheier (1990; 1998) maintained that
the rate of progress in discrepancy reduction is more important than the ab-
solute size of discrepancies in explaining affective reactions. Several stud-
ies support this assertion (Brunstein, 1993; Hsee & Abelson, 1991;
Lawrence, Carver, & Scheier, 1997). For example, using a clever experi-
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mental design that altered velocity (i.e., rate of progress) for different ex-
perimental groups but created the same final performance level, Lawrence
et al. (1997) found that positive velocity was actually more important than
level of past performance in predicting changes in mood along a nega-
tive—positive dimension. Thus, a sense of perceived progress was more im-
portant than subjects’ current performance or what they had accomplished
in the recent past.

Harvey and Lord (1999) also found support for the importance of veloc-
ity, finding that perceived changes over time in social and job factors—that
is, perceived velocity—significantly predicted satisfaction with a wide va-
riety of social processes and job outcomes. The size of discrepancies from
standards did not have effects that were as large or widespread, indicating
that time-based developmental evaluations were more important.
Brunstein (1993) conducted a study of students’ attainment of self-gener-
ated goals over the course of a semester, finding that perceived progress
bore a strong relation with rated well-being. Perceived progress also fully
mediated the effects of goal commitment and goal attainability on subjec-
tive well-being.

Possible selves normally reflect ideals toward which an individual
strives, but they can also represent feared selves that individuals attempt to
avoid. Carver, Lawrence, and Scheier’s (1999) work on self-discrepancy
theory shows that feared selves were powerful sources of motivation, par-
ticularly for individuals who saw themselves as being relatively close to
feared selves. Thus, the push from avoiding undesired selves at times may
be stronger than the pull toward ideal selves. Effective leaders need to un-
derstand that both the feared and the desired selves of employees can be po-
tential sources of motivation or affective reactions. The contribution of
these two motivational components changes with one’s perceived proxim-
ity to each, with the more proximal source generally having greater impact.
Consequently, for individuals who are close to feared selves, articulating a
vision of an ideal may not have much motivational impact, but framing
work tasks in terms of feared selves may serve as a powerful motivator.
Conversely, for individuals close to ideal and far from feared selves, ex-
plaining how they can avoid feared selves may have minimal effects, but
linking work activities to ideal selves may be very motivating. Thus, lead-
ers must not only understand both ideal and feared selves, they must have
some sense of where subordinates see themselves with respect to these two
possibilities, and leaders must be able to incorporate such information into
leadership processes.
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Leaders can have a critical role in articulating possible selves (including
feared selves). Although many leadership researchers have focused on is-
sues such as a leader’s vision and charisma, a critical element may be the
joining of a leader’s vision with possible selves in the minds of followers,
particularly when followers’ collective identities are salient. Thus, a critical
task for leaders may be to construct group identities for followers that are
both appealing and consistent with a leader’s goals. Indeed, this is a critical
aspect of political leadership. Effective political leaders do not simply take
context and identity as given, but they actively construct both in a way that
reconfigures the social world (Reicher, 2002). Reicher noted that, by doing
this, political leaders make themselves prototypical of group identities and
make their projects normative for group members. In addition, by articulat-
ing future collective states, leaders can justify continued striving when cur-
rent situations may be unacceptable to followers, and they can inspire hope
for improvement.

These processes are illustrated by Martin Luther King, Jr.’s, activities in
the 1950s and 1960s in which he linked his antisegregation activities with
moral values that had broad appeal, arguing that individuals had a moral
right and responsibility to disobey unjust laws. Adopting a nonviolent ap-
proach to African-American civil rights activities, being arrested for peace-
ful demonstrations in Birmingham, AL, and risking police brutality
enhanced both his moral position and that of the African-American civil
rights movement. Such activities not only gained national attention, but
they made salient an ideal set of values—justice, nonviolence, and equal
rights in public accommodation and employment—that had broad appeal
to followers. His “I have a dream” speech, delivered on August 28, 1963, to
an audience of more than 200,000 civil rights supporters, articulated a fu-
ture state for the nation in which people would be treated as equals regard-
less of their color and be judged by their character, not the color of their skin
(Norrell, 1998). Thus, Martin Luther King, Jr., was successful in actively
constructing a new identity for African Americans and a new social order
for the nation by appealing to core values expressed in the Constitution,
“that all men are created equal,” and by describing a more appealing future
identity for followers. Importantly, King’s vision focused on a future ideal,
not the current situation, thus inspiring continued striving by civil rights ad-
vocates in spite of their discouraging current situation. His message also fo-
cused on progress or velocity in Carver and Scheier’s (1990, 1998) terms,
not current discrepancies. Indeed, the overarching label—civil rights
movement—itself focused on velocity and progress, not just the current
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status of African Americans. Furthermore, part of the motivational basis
that galvanized so many individuals was the change in velocity associated
with the movement and the activities of Martin Luther King, Jr.

Goals and Standards. Goals are contextualized schemas that of-
ten direct current information processing (Chartrand & Bargh, 1996;
Markus & Nurius, 1986). Because of their close relation to context,
goals often pertain to specific tasks, and they have a well-documented
relation to motivation (Locke & Latham, 1990). We include them in the
WSC because they have linkages to possible selves and self-views. They
are needed to help explain the self-regulatory aspects of the self-concept
(Carver & Scheier, 1998; Cropanzano et al., 1993; Markus & Waurf,
1987). Because they are contextually defined, goals have a strong im-
pact on proximal motivational processes, and they are crucial in activat-
ing the scripts (Lord & Kernan, 1987; Wofford & Goodwin, 1994) that
actually produce behavior.

Another important function of goals is that by providing a standard, they
help make feedback meaningful (Carver & Scheier, 1998; Hyland, 1988).
Social feedback from peers or leaders can gain meaning, in part, through
comparisons to goals. To illustrate this process, consider the fact that per-
formance feedback and performance levels typically show low relation-
ships with satisfaction (Iaffaldano & Muchinsky, 1985; Petty, McGee, &
Cavender, 1984). Yet, when such constructs are connected to goals and
feedback is interpreted in terms of how discrepant it is from current goals,
there may be very strong relations to satisfaction. Kernan and Lord’s (1991)
experimental study nicely illustrates this process. They found that feedback
on task performance had almost no relation with satisfaction, but when both
feedback and task goals were jointly used to predict satisfaction, both com-
ponents showed strong relationships with satisfaction. Leaders need to be
aware of such goal-based interpretations to manage feedback processes ef-
fectively in organizations.

However, leaders also need to be aware that, although goals by them-
selves can have powerful effects on motivation and behavior, the full impact
of goals may depend on their connection to self-structures. For example,
the volitional functions of goals are enhanced through connections to the
self (Kuhl, 1994, chap. 1). Kuhl stressed that the self-relevance of goals
helps one focus mental activities on current intentions and thereby enhance
volitional control, but self-relevance also provides flexibility to change in-
tentions when appropriate.
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Self-relevance can also engage different characteristic motivational ori-
entations that are important in guiding affective reactions to goal attain-
ment. For example, Rusting and Larsen (1998) noted that some individuals
(extraverts) tend to be oriented toward cues signaling rewards; tend to elab-
orate positive, reward-relevant information cognitively in memory; and,
consequently, can activate positive information faster. Contrasting person-
ality types (neurotics) tend to be more sensitive to punishment, tend to elab-
orate negative information in memory, and can activate negative
information faster. Extraverts tend to experience positive moods and inhibit
negative moods, whereas individuals high on neuroticism show the oppo-
site pattern. Such broad personality differences should produce self-struc-
tures with different emotional organizations for extraverts and neurotics
and goal orientations that emphasize attaining rewards and avoiding pun-
ishment, respectively.

Within this context, it is useful to consider how leadership theories have
approached the topic of goals. Some leadership theories such as path-goal
theory (House, 1971, 1996) focus directly on goals but ignore self-related
linkages. We might expect such leadership to produce volitional deficien-
cies in subordinates or task activity that is not very satisfying to followers.
Alternative leadership perspectives (Shamir et al., 1993) build on under-
standing the motivational consequences of self-relevance, arguing that
leaders have much more powerful effects when they engage self-relevant
motivational processes. Much of this literature has focused on understand-
ing what leaders need to do to be seen as charismatic, but our emphasis is on
how self-structures can serve as mediational processes, linking leadership
activities to subordinate motivational dynamics. For this reason, we return
to the issue of goals and self-relevant motivational processes, before exten-
sively considering how leadership fits into this process.

As shown in Fig. 2.1, goals engage different types of motivational pro-
cesses when combined with self-views than when combined with possible
selves. When goals are tied primarily to self views, proximal motivational
processes are engaged. Proximal motivation increases the need to see one-
self in a favorable light because one’s current standing is fully determined
in the short run. For this reason, self-enhancement motivation should pre-
dominate when self-regulatory activities are centered on maintaining a fa-
vorable self-view. Interestingly, Banaji and Prentice (1994) maintained that
self-enhancing motives are rooted primarily in the basic tendency to seek
pleasure and to avoid pain. Thus, focusing on the connection between goals
and self-views should make the affective relevance of tasks particularly sa-
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lient. Goal achievement can produce elation and failure creates dejection
when performance goals are relevant to self-views. The former emotions
should be particularly strong for extraverts, with the latter emotions being
accentuated in neurotics.

In contrast, as shown in Fig. 2.1, when goals are connected to possible
selves rather than self-views, more distal motivational processes predomi-
nate. Because the path from goals to possible selves is an internal, hypothet-
ical construction, there is both uncertainty and considerable flexibility in
this linkage. Accurate information is needed to gauge progress; therefore,
self-verification processes should predominate. Self-enhancement is less
critical because future outcomes are not yet determined. According to
Banaji and Prentice (1994), self-verification motivation is rooted primarily
in the needs for uncertainty reduction, consistency, and the ability to predict
and control the environment. Thus, distal motivational processes should
make cognitions especially salient. This reasoning is encapsulated in the
following proposition:

Proposition 2.1. Linking goals to self-views will accentuate self-enhance-
ment motivations and affective reactions to task feedback, whereas linking
goals to possible selves will promote self-verification motivation and cogni-
tive reactions to task feedback.

We already mentioned that goals and feedback can be combined to pro-
duce affective reactions to task performance. Yet, this process can be quite
different when proximal and distal motivational processes are involved.
Consider again Kernan and Lord’s (1991) study that involved a short-term
experimental task. Here the primary feedback one can get from perfor-
mance pertained to self-views, and the discrepancy of feedback from goals
strongly predicted satisfaction. In contrast, in their examination of job sat-
isfaction, Harvey and Lord (1999) found that discrepancies between job
characteristics and worker’s goals were unrelated to job satisfaction. How-
ever, velocity or rate of progress in approaching standards bore a strong re-
lation to satisfaction. This result suggests that a more future orientation was
involved in actual jobs, and possible selves may have been more relevant.
These differences in proximal and distal motivational processes are sum-
marized in the following two propositions:

Proposition 2.2. The relation of current goal-performance discrepancies to

task satisfaction will be highest when task goals are strongly linked to
self-views and proximal motivational processes are salient.
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Proposition 2.3. The relation of rate of change in goal-performance dis-
crepancies (i.e., velocity) to task satisfaction will be highest when task goals
are strongly linked to possible selves and distal motivational processes are
salient.

There may be additional consequences of linking goals to important
self-views, such as the dimension on which one is self-schematic. One con-
sequence is that the enhanced affective orientation may produce strong neg-
ative reactions and self-doubt when goals are not met, particularly when
one’s predominant orientation emphasizes negative emotions as with indi-
viduals who are high on neuroticism. Such affective reactions can interfere
with instrumental attempts to respond to discrepancies, especially for indi-
viduals who have difficulty suppressing negative emotions (Fabes &
Eisenberg, 1997).

Although linking self-views to goals may make goal-discrepant feed-
back debilitating, linkages to future possible selves can help protect the self
from the effects of unfavorable comparisons. For example, Lockwood and
Kunda (1997, Study 2) found that having accounting graduate students read
about a star fourth year accounting student created self-evaluative stan-
dards that had a demoralizing effect on fourth year graduate students, who
defined their self-views through comparison to this star pupil. As a conse-
quence, half of these senior graduate students denigrated the comparison
process, distancing themselves from this comparison to protect their
self-views. Just the opposite effect occurred for first year graduate students,
because their comparison involved a future possible self—how they might
be when they were fourth year students. They saw the comparison to a star
student as inspiring, and they viewed this comparison other as being very
similar to themselves. Thus, when interpreted in terms of self-views, poor
relative performance can undercut achievement activities through both mo-
tivational and cognitive mechanisms; but when interpreted in terms of pos-
sible selves, similar experiences do not have such detrimental effects. Such
effects are illustrated in the following proposition:

Proposition 2.4. The resiliency of task motivation when discrepancies are
encountered will be higher when task goals are strongly linked to possible
selves and lower when task goals are linked to self-views.

In this section we considered the effect of goals as an important stan-
dard in regulatory structures. We also stressed that this process operates
differently when goals are linked to self-views in proximal motivational
systems, compared to distal motivational systems in which goals are
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linked to future possible selves. We also suggested that both of these
self-relevant linkages produced more powerful effects on motivation than
externally justified goals. This is because self-relevance engages a num-
ber of affective, cognitive, and behavioral processes that are not triggered
by externally imposed goals.

These deficiencies in externally based motivation create problems for
leaders who are responsible to organizations or other constituencies for
goal accomplishment because leaders may marshal only impoverished mo-
tivational mechanisms if they directly impose goals on subordinates. An al-
ternative leadership approach, which we describe in chapter 5, is for leaders
to view self-structures as a key mediational process. Leadership activities
then can focus on activating the appropriate self, rather than directly stress-
ing specific goals.

Time, Motivation, and Leadership

Figure 2.1 highlights the fact that leaders need to consider the present and
future time distinction, which corresponds to the top-to-bottom dimension in
this figure. WSC components sometimes can involve proximal motivational
processes that focus on current concerns and yet at other times will empha-
size future-oriented, distal processes. Research indicates that there are indi-
vidual differences in the characteristic time perspective typically adopted
(Holman & Silver, 1998), but leaders and the environments they create can
also be important influences on time orientation. Leaders can help subordi-
nates develop a more integrated self-identity in which current goals and more
aggregate structures such as life tasks (Cantor & Kihlstrom, 1986) or per-
sonal projects (Cropanzano et al., 1993) create a cognitive bridge from
self-views to possible selves (the self-development [left] side of Fig. 2.1). Be-
cause self-structures link the past and future, time travel across this bridge
can have profound consequences that have been neglected by motivational
and leadership researchers (see Karniol & Ross, 1996).

Leaders can facilitate such time travel by helping subordinates link cur-
rent self-relevant issues to long-term development. For example, as previ-
ously described, Martin Luther King, Jr., linked specific, present-focused,
civil rights activities such as marches to long-term issues associated with
future ideals. Such linkages can enhance subordinates’ motivation and help
them surmount temporary setbacks while promoting more positive affec-
tive responses. Adopting a future orientation may be particularly important
in helping subordinates cope with crisis situations. Despite these potential

TLFeBOOK



30 CHAPTER2

benefits, there is relatively little research on the time orientations of leaders
and how these orientations may influence subordinates. One idea that de-
serves investigation is the possible effects of leader—subordinate congru-
ence in time orientations. We would expect leader—follower dynamics to be
facilitated when they share the same time orientation.

Time, Emotions, and Leadership

Karniol and Ross (1996) maintained that different emotions are generated
when the self is focused on the present compared to the future. Happiness,
anger and sadness tend to be associated with an immediate temporal per-
spective (the bottom of Fig. 2.1), whereas fear and hope are related to future
states (the left and right sides of the Fig. 2.1). Research suggests that
self-structures interact with these two different time orientations in fairly
subtle ways when producing emotional reactions.

Considering first the immediate temporal perspective, the favorableness
of organizational outcomes creates a sharp divide between positive and
negative emotions, with favorable outcomes being strongly associated with
happiness. Fairness of organizational processes is also important, with peo-
ple paying particularly close attention to procedural justice issues when
outcomes are negative (Brockner & Wiesenfeld, 1996; Cropanzano, Weiss,
Suckow, & Grandey, 2000). When organizational justice processes are seen
as unfairly favoring the self, Cropanzano et al. found that favorable out-
comes (e.g., a promotion) are associated with guilt. In contrast, when pro-
cedures unfairly favor others, favorable outcomes often produce emotions
related to pride, whereas unfavorable outcomes tend to result in anger. Be-
cause leaders often can influence the favorability of outcomes that subordi-
nates receive, they can have substantial effects on self-relevant emotional
processes. Yet, even when leaders cannot ensure favorable outcomes for
subordinates, they can often influence the fairness and, perhaps more im-
portant, the perceived fairness of organizational processes. Such leadership
activities may be critical in differentiating among emotions such as guilt,
pride, and anger. We discuss the relation of self-structures, leadership, and
procedural justice in more detail in chapter 7 where we suggest that the
standards used to evaluate fairness depend on the level (individual, rela-
tional, or collective) at which the self is defined.

Turning to the future-oriented time perspective, key constructs appear to
be fear and hope. In discussing possible selves, Markus and Nurius (1986)
noted that there are both desired selves that we hope to approach and feared
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selves that we attempt to avoid. Building on Markus and Narius’ work,
Carver et al. (1999) examined the relative effects of discrepancies between
self-views and qualities individuals either desired to attain or feared to be-
come. Discrepancies from feared selves showed the strongest relations to
all emotions that were examined (anxiety, guilt, contentment, depression,
and happiness). Carver et al.’s results are important in illustrating that we
need to know more about feared selves and their role in motivational and
emotional processes. Leaders can motivate subordinates by articulating
hoped-for possible selves, but in some instances it may be more effective to
emphasize avoiding feared selves. This is an area in which there is so little
research that no clear recommendations are possible. However, in a labora-
tory setting, Kass and Lord (2002) found that activating feared selves pro-
duced the lowest performance. One area worth investigating is the
interaction of hoped-for versus feared selves and other self-relevant indi-
vidual differences, such as the tendencies of extraverts to be more sensitive
to positive emotions and of neurotics to be more sensitive to negative emo-
tions. It seems plausible that, given their negative emotional tone, feared
selves may be more critical for individuals high on neuroticism, whereas
hoped-for selves may be more motivating for individuals high on extrover-
sion. In short, which aspects of possible selves leaders should emphasize
may depend partly, on the emotional orientation of followers.

SUMMARY

In this chapter we developed part of the conceptual framework that will be
used throughout this book. We defined the self as an overarching knowl-
edge structure that guides self- and social perceptions, memory, and behav-
ior. We noted that not all elements of the self are salient at any one time, and
we defined the currently active components as the WSC. Three WSC com-
ponents—self-views, current goals, and possible selves—were seen as crit-
ical constructs in regulating both intra- and interpersonal behavior. Much of
this self-regulatory capacity of the WSC comes from comparisons of
self-views to the other two components, with proximal and distal self-rele-
vant motivations having many different consequences.

This theory of the self and self-relevant dynamics is the type of broadly
relevant, scientifically based theory that should be used to develop a sec-
ond-order theory of leadership. Rather than being leader focused, as were
most of the commonsense leadership theories mentioned in chapter 1, the
perspective developed in this chapter is clearly subordinate focused.
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Leaders can be most effective when operating through these subordinate-
based constructs.

In the following chapter, we continue to elaborate on this theoretical
framework, introducing the distinction among three different levels of
self-identities (individual, interpersonal, and collective). As this concep-
tual framework develops, it becomes increasingly clear how leadership ac-
tivities should change when different types of self-concepts are
emphasized. Nevertheless, our focus is on the scientifically based, concep-
tual framework in the early chapters in this book. Later chapters are cen-
tered on the implications of this framework for understanding applied
leadership.
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Level and Self-Concept

In chapter 2 we defined the self-concept as an extensive knowledge struc-
ture containing many pieces of information relevant to the self. An impor-
tant idea is that not all information about the self is activated at any one
time. Different aspects of the self are activated in part by context, producing
aworking self-concept (WSC) that varied across situations. In addition, we
also defined the WSC as including three main components, self-views, pos-
sible selves, and current goals. In addition, we suggested that any two of
these components created a control system when used together. Pairing
self-views and current goals emphasizes proximal motivation and creates
an overriding performance orientation that may accentuate self-enhance-
ment motivation; pairing current goals and possible selves, in contrast, cre-
ates a distal, learning orientation that accentuates self-verification
motivation; finally, pairing self-views and possible selves creates a self-de-
velopment orientation that grounds the self in standards for progress that
may be either external (e.g., social comparison groups) or internal (e.g.,
personal values). This framework was depicted graphically in Fig. 2.1.

In this chapter we extend these ideas by noting that the self-concept can
be defined at alternative focal levels. Many individuals have noted that the
self-concept comprises both personal and social identities (Banaji &
Prentice, 1994; Turner et al., 1994). However, these identities are active at
different times, creating an individual or a personal WSC or, alternatively, a
social WSC. The personal or individual self is a categorization based on
comparisons to others that emphasize one’s own uniqueness. Social selves,
in contrast, are based on self-definition through relations with others or
through group membership (Banaji & Prentice, 1994; Brewer & Gardner,
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1996) and thus emphasize one’s similarities and connectedness. Therefore,
social identities anchor one’s self-concept in the broader social world (D. T.
Miller & Prentice, 1994), whereas personal identities anchor the self in
one’s own set of attitudes and personal values.

When we map the idea of level of self-concept onto the three compo-
nents of the WSC (self-views, possible selves, and current goals) discussed
in chapter 2, we create a rich framework for thinking about the resulting va-
riety of motivational control systems that may direct employee behavior.
Figure 3.1 presents a generic, hierarchical control system model patterned
after the work of Carver and Scheier (1998) and Cropanzano et al. (1993).
InFig. 3.1 time and information flow from left to right, and the triangles de-
pict comparators that compare sensed feedback from relevant environ-
ments to standards from higher level systems. Sensed feedback is always an
input on the lower, left side of the comparator triangles, and standards are
shown on the upper, left side of each comparator. Output from comparators
is shown on the right of each triangle as a standard for a lower level system
or for determining perceptions, affect, or behavioral reactions. Each com-
parator, along with input and output connections, thus provides a negative
feedback loop that senses discrepancies of perceived inputs from standards
and responds in a cognitive, affective, and/or behavioral sense. Discrep-
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FIG. 3.1. A hierarchical self-regulatory model lining the WSC to task performance.
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ancies are a key motivational construct in motivational and cognitive
self-regulatory theories (Carver & Scheier, 1998; Lord & Levy, 1994).

The hierarchical control system shown in Fig. 3.1 indicates how a series
of feedback loops can be used to connect self-relevant constructs that vary
in abstractness. This connection is accomplished by two types of mecha-
nisms. First, higher level systems (e.g., personal or social values such as he-
donism and beneficence, respectively) specify the goals for lower level
self-regulatory loops that more directly determine task performance (e.g.,
allocating resources using equity vs. equality norms). Thus, lower level
systems provide the means by which higher level systems achieve their
ends. Second, feedback from lower level systems flows back up to higher
level systems, grounding them in an appropriate task or project or so-
cial-personal reality. As shown in Fig. 3.1, control loops self-regulate by
comparing sensed input and standards in the triangular comparators, allow-
ing them to respond to sensed discrepancies with both cognitive and behav-
ioral changes. To simplify this figure, we depict only the behavioral
feedback, which is shown by dashed lines. This behavioral feedback oper-
ates through the external environment at the task level, but the feedback
processes are primarily internal to an individual at higher levels.

One type of feedback that is not shown in Fig. 3.1 but is often strategi-
cally important, is the modification of goals based on discrepancies. For ex-
ample, when task performance is substantially below one’s goals (e.g., a
student trying for an A in a course receives a C on the midterm), our re-
search (Campion & Lord, 1982; Kernan & Lord, 1991) has found that peo-
ple often lower goals to reduce the size of resulting discrepancies (e.g., the
student decides to try for a B). Campion and Lord (1982) called these types
of responses cognitive changes and differentiated them from behavioral re-
sponses, which are focused on the external environment. A cognitive ad-
justment of standards could be shown explicitly with a dashed line from
perceived discrepancies to task goals or from the project goals and knowl-
edge oval to the self-relevant projects standard, but we omitted these lines
to simplify Fig. 3.1.

Typically, both behavioral and cognitive task activities are focused at
lower levels when one is doing a task, but periodically progress is assessed
in more abstract, self-relevant terms. When this occurs, self-views are com-
pared to project requirements, and evaluations of self-efficacy or compe-
tence in a particular domain are made, as shown in the middle
self-evaluation triangle of Fig. 3.1. Itis here that the level of the WSC—that
is, whether it is personal or social—may result in substantially divergent re-
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sults, because it determines whether self-views will be compared to per-
sonal or socially based project standards. In other words, we occasionally
use feedback, particularly negative feedback, from task performance to
evaluate the appropriateness of self-relevant projects and self-views in
terms of higher level systems. When the control system is personally and
internally focused, the issue becomes the consistency of projects and WSCs
with the underlying values that organize and solidify one’s unique person-
ality. When the control system is socially focused, the issue becomes the
consistency of projects and WSCs with social values and higher level social
systems such as organizations, family, religious, or social groups. Although
such higher level evaluations occur infrequently, they are critical in terms of
maintaining task and project engagement. They may also be painful when
consistent negative feedback indicates that relevant goals and projects are
not being achieved, and a new means of integrating one’s activities in per-
sonal or social worlds is required.

Figure 3.1 shows that motivation and self-assessments are grounded in a
complex, dynamic feedback system involving at least three levels. It aligns
both the accomplishment of one’s task activities with the relevant WSC and
the WSC with higher level personal or social systems in a manner that al-
lows self-integration across projects and over a lifetime. Although motiva-
tion can be externally maintained without considering these higher level
systems by focusing only on task goals and feedback, such a basis for moti-
vation is often perceived as being coercive, and it undercuts personal auton-
omy and growth. In the long run, such purely external motivation may rob
the individual of intrinsic motivation and joy from task accomplishment
(Ryan & Deci, 2000), and it robs the organization of an individual’s full cre-
ative capacity and development as a member of an organization. Thus, to
understand how to motivate and lead individuals in ways that foster auton-
omy, self-regulation, creativity, and self-development, it is necessary for
leaders to adopt an integrated view that links task motivation and the self, as
shown in Fig. 3.1. In other words, a leadership style that is exclusively task
focused runs the long-term risk of undermining employee creativity,
growth, and self-motivation.

We indicated that Fig. 3.1 was generic in the sense that it could be used to
depict a variety of systems. Thinking back to our triangular model of the
WSC developed in chapter 2, one can see that we have only used two of the
three components in this figure, because we link self-views and current
goals and ignore possible selves. In the terminology of chapter 2, we
showed a proximal motivational system. If we replaced self-views in Fig.
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3.1 with possible selves, we would then have a distal motivational system.
Similarly, if we used self-views as the standard in the task regulation loop
and possible selves as the standard for self-evaluation, we would have the
developmental system discussed in chapter 2. It is in this sense that our flow
diagram is generic, because it may be easily modified to depict the dynamic
relations of proximal, distal, or developmental motivational systems. Fig-
ure 3.1 is also generic in the sense that the WSC can be grounded either in-
ternally in one’s personal values or externally in social values and norms.

We believe that such a generic model can have many practical benefits in
guiding a leader’s behavior. Consider the issue of giving negative feedback.
Such feedback can be accepted by employees and lead to learning and im-
proved future performance or it can be rejected and produce anger and low-
ered job involvement. What differentiates these two responses? We propose
that it is simply the specific content of the flow diagram shown in Fig. 3.1.
Specifically, we believe that the demotivating effects of negative feedback
can be minimized by emphasizing distal rather than proximal motivational
processes. In terms of Fig. 3.1, this shift from proximal to distal motivation
simply requires a substitution of possible selves for self-views in the
self-evaluation loop. Such a change also transforms the self-evaluation
loop to a learning rather than a performance orientation. Again, our point is
simply that a clearly articulated dynamic model of motivation provides a
means of integrating many dynamic aspects of performance.

The distinction between an internally focused, personal self and an ex-
ternally focused, social self is the primary topic of this chapter. However,
we now want to add one final distinction to this system by indicating that
there are two qualitatively different social selves that are grounded in inti-
mate, personal relations or less personal, collective systems. This distinc-
tion comes from work indicating that the social self can be partitioned into a
relational identity that is based on relations with specific others and a more
aggregate collective identity that is defined in terms of group membership
(Brewer & Gardner, 1996; Sedikides & Brewer, 2001). Gabriel and
Gardner (1999) reported that relational selves tend to be more important for
women, who are socialized to emphasize close social relations and tend to
base self-worth on related roles (e.g., being a good mother or wife). Men,
however, tend to emphasize collective identities and base self-worth on
their contributions to these collectives (e.g., contributing to a team or group
objective). Thus, we believe that the partitioning of social selves into rela-
tional and collective levels is critical to understanding gender-related dif-
ferences in leadership.
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For these reasons, we believe Brewer and Gardner’s (1996) three-level
depiction of self-identities—individual, relational, and collective—is a
very useful framework for understanding how the self-concept relates to
leadership and motivation. As shown in Fig. 3.2, we can use this framework
to extend our triangular model of the WSC into a triangular column with
three distinct levels. This expanded model of the WSC is described in this
chapter. We begin by describing each of these identity levels in more detail
and then focus on their implications for understanding how leaders can in-
fluence subordinates through these alternative WSCs.

Keep in mind that underlying this discussion of the WSC at each level
are complex, dynamic systems of the sort shown in Fig. 3.1 that comprise
proximal, distal, and developmental motivational systems that operate at
each of these identity levels. To illustrate, consider that distal motiva-
tional systems that link task goals and future possible selves could be
based on developing one’s own competence (personal-level identity),
building stronger relations with specific others (relational-level identity),
or enhancing the status and functioning of a specific group (collec-
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tive-level identity). To make this point more concrete, consider the fol-
lowing three examples of distal motivational systems that link task goals
and future possible selves—one each for the individual, relational, and
collective identity levels:

John’s boss is seriously ill, and John must take over some of the boss’s
committee leadership. Although he must put in some extra hours of work
and learn to read and interpret reports from the new management informa-
tion system, John sees this as an opportunity to demonstrate his skills at
public speaking and managing others. He believes that his own chances for
promotion may be helped as others also come to realize his competence
(individual level).

Vicki’s boss is also absent, and she must fill in for the boss. She sees this as
an important chance to show her loyalty to the boss and repay the occasions
when the boss has gone out on a limb by trusting Vicki’s judgment. Vicki
hopes this experience will deepen her already good relationship with the
boss (relational level).

Although Rafael’s boss was in an auto accident and is in critical condition,
the software development team he works for is maintaining its reputation
for meeting tight deadlines with quality solutions. Each member has
picked up one of the boss’s functions and is working hard to ensure that the
team’s high standards are not violated on their watch. They hope that this
commitment to the software group will help establish their reputation as a
team that can deliver products even under trying circumstances (collective
level).

LEVELS OF SELF-IDENTITY
Individual-Level Identity

Self-views arising from these three alternative levels reflect different social
processes. Self-views arising from the individual level emphasize dimen-
sions or attributes that are personally important and differentiate oneself
from others. Consequently, they should closely match salient or chronically
available self-schema. The personal meaning constructed from self-views
may involve comparisons to future selves when a developmental focus is
adopted; however, as Brewer and Gardner (1996) argued, at this level of
identity self-views generally gain meaning by comparisons to others.

If, as Brewer and Gardner (1996) suggested, worth at this level stems
from favorable comparisons to others, we would expect self-enhancing bi-
ases to be common. Yet, when translated into social perception processes,
the more favorable self-views arising from self-enhancement processes
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may, in turn, produce harsher evaluations of others when the selfis used as a
standard. Thus, leaders who adopt individual-level identities for them-
selves may self-enhance their own self-views, seeing themselves as pos-
sessing more leadership qualitites than their peers. Furthermore, because
they use this enhanced self-view as a standard in evaluating others, they
may also be overly critical in evaluating the leadership abilities of subordi-
nates, thus fostering a more directive and limiting leadership style with re-
spect to subordinates. Engle and Lord (1997) provided empirical support
for this reasoning in a study of 76 subordinates and their supervisors in the
marketing area. Specifically, they found that the extent to which supervi-
sors reported normative leadership or performance characteristics as being
self-descriptive was negatively correlated with both their subordinate’s re-
ported liking of the leader and their subordinate’s perceptions of the quality
of the leader—-member relationship. Thus, supervisors who saw themselves
very favorably in terms of leadership and performance characteristics had
more negative relations with their subordinates.

We stress that Engle and Lord’s (1997) study was correlational and cau-
sality must always be interpreted carefully, but it is interesting to speculate
on situations when this type of problem may be particularly acute. One such
situation is on jobs involving professionals or autonomous groups where
high degrees of self-management and self-leadership are required. In such
situations, the high standards of bosses who see themselves as leaders may
foster overly critical supervisory behavior that limits the leadership devel-
opment and leadership activities of their group members.

In addition, self-views at the individual level focus on independent
selves and may, therefore, be associated more with concerns pertaining to
the distribution of resources and instrumental social justice issues. In other
words, an individual-level focus may exacerbate worry about “Whether
I’m getting my fair share,” whether the resource is pay, perks, or praise.
Here again, we might expect biases related to self-enhancing self-views.
That is, because individuals are motivated to see their skills or abilities as
higher than others, they may also expect to receive a disproportionately
high level of outcomes. We discuss problems this may create for subordi-
nates’ justice perceptions in chapter 7, but here we briefly mention one
problem this can create for leaders themselves.

When leaders see themselves as warranting greater rewards, and in fact
are successful at attaining substantial rewards for themselves, it limits their
ability to develop collective identities in followers. Yorges, Weiss, and
Strickland (1999) showed experimentally that leaders who are thought to
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benefit personally from their actions are perceived by others as being less
charismatic than leaders who are seen as being self-sacrificing. Consistent
with this finding, David De Cremer (2002) showned that, compared to lead-
ers who benefitted from their activities, self-sacrificing leaders were not
only perceived as being higher on charisma, but they were able to motivate
others to cooperate more. These effects, in turn, were mediated by the per-
ceived legitimacy of leaders. Thus, it appears that subordinates will grant
influence to leaders and cooperate with others when leaders are not per-
ceived as being self-motivated, but subordinates are less willing to do this
when leaders themselves benefit. As De Cremer noted, only self-sacrificing
leaders were able to transform subordinates’ motives from a personal,
proself orientation to a collective, prosocial orientation.

Although our focus has been on self-views and problems associated with
both subordinate and leader self-enhancement biases, individual-level
identities can also involve possible selves and task goals. For both possible
selves and task goals, we expect the following three effects to occur: an em-
phasis on self-relevant dimensions as defined by self-schemas, striving for
worth through favorable social comparisons, and a tendency for self-en-
hancing biases. Thus, one may envision a future self with higher levels of
achievement than peers when achievement is defined along personally rele-
vant dimensions (e.g., wealth, physical attractiveness, achievement, and
friends) and greater achievement than would be expected based on past per-
formance or abilities. These long-run objectives may be translated into
more specific, self-relevant goals through a nesting of feedback loops pat-
terned after Fig. 3.1 (e.g., completing a work project, getting promoted, and
saving a given amount of money), which may also be evaluated in self-en-
hancing ways.

In short, when individual-level identities define the WSC, one’s compar-
ative abilities and outcomes are likely to be the critical factor regulating
intra- and interpersonal regulation. This may lead to biased perceptions of
both the self and others on self-relevant dimensions. Such biases may pro-
duce a number of practical problems for leaders pertaining to defining fair
rewards both for themselves (overreward problems) and for their subordi-
nates (underreward problems), giving appropriate performance feedback to
subordinates, encouraging organizational citizenship behaviors, or elicit-
ing appropriate work behavior (as we discuss in later chapters). To be bal-
anced, we should note that there may also be many benefits from an
individual-level focus such as when a leader has a unique insight or goal
and the individual-level focus is instrumental in achieving that vision. Such
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potential benefits need to be balanced against the risk of lowered charisma
and overevaluation of one’s own self-worth or effectiveness when leaders
adopt an individual-level focus.

Relational-Level Identity

At the relational level, our perceptions of how others perceive us, which
have been termed reflected appraisals (Mead, 1934; Shrauger &
Schoneman, 1979), serve as a primary determinant of self-views. In organi-
zational settings where leaders have high status and power, the feedback
they provide to others is likely to be a very important reflected appraisal that
helps others form self-views. Consistent with this argument, Higgins and
May (2001) noted that effective regulation requires that we have both
knowledge of our self from our own view point and knowledge from the
viewpoint of significant others or social groups with which we identify.
Tice and Baumeister (2001) placed even more emphasis on the interper-
sonal self proposing that, “The self is constructed, used, altered, and main-
tained as a way of connecting the individual organism to other members of
its species” (p. 71). Taking an evolutionary perspective, they argued that the
need to be connected with others is powerfully adaptive because it affords
access to resources required for both survival and reproduction. They
viewed the reflected self as an indicator (“sociometer” in their terms) of
belongingness and a proxy for access to social resources. Consequently,
when the reflected self is negative, it is likely to produce emotional reac-
tions because it conveys a threat to the resources needed for survival and re-
production. Given the power and resources controlled by organizational
leaders, the self-views they communicate to subordinates are likely to feed
into this already existing basis for subordinate self-regulation. Thus, the
self-appraisal reflected by leaders is likely to be an important organiza-
tional sociometer for subordinates. The leader’s appraisal signals subordi-
nate’s likely access to organizational resources and engages fundamental
self-regulatory mechanisms. In addition, this leader-related sociometer is
likely to produce both positive and negative emotional reactions in subordi-
nates, depending on the valence of the leader’s reflected appraisal.
Because emotions are important social cues, subordinates are likely to
be especially sensitive to affective feedback from leaders, using it as a basis
for constructing a reflected self-identity. Indeed, one function of communi-
cated emotions is that they allow individuals to discover and maintain so-
cial exchanges that are optimal to both parties (Keltner & Kring, 1998). For
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example, consider what may happen if I inadvertently criticize a group of
which a coworker is a member. Upon learning of this unintended insult, I
may be acutely embarrassed. My embarrassment communicates that I did
not intend to harm my coworker, who is then likely to respond with sympa-
thy and forgiveness. Thus, the emotions of embarrassment and sympathy
maintain an effective social linkage that has been inadvertently threatened.
Without these mitigating emotions, the likely response from the coworker
is anger because the self has been threatened and the effect was to undercut
an important work relationship.

For such reasons, communicating their affective reactions may, there-
fore, be particularly important for leaders. Affective reactions may in-
clude feelings of liking or disliking, enthusiasm, boredom, sympathy,
trust, and so on. Subordinates are likely to be sensitive to explicit expres-
sions of affect and the communication of affect through more implicit
means such as nonverbal behavior. Consequently, behavioral styles that
emphasize interactional justice and consideration (Bies, 2001; Tyler &
Lind, 1992) may have implications that extend beyond the simple assess-
ment of fairness. For example, Van den Bos and Lind (2002) argued that
fairness serves as a heuristic process that creates feelings of trust and a
willingness to follow authorities because subordinates who receive fair
treatment believe that authorities will not exploit them. These authors also
noted that the fairness heuristic is particularly important during times of
uncertainty such as when employee’s experience transitions or organiza-
tions change dramatically. Thus, as noted by the several aforementioned
justice researchers, interpersonal treatment conveys a sense of an individ-
ual’s value or worth to others and the likely future support by others. Good
interpersonal treatment could conceivably add to a subordinate’s sense of
security, willingness to admit and deal with mistakes, and allegiance to
the leader and organization.

We add that interpersonal treatment is also likely to be encoded by subor-
dinates in terms of an affective reaction. In other words, positive interper-
sonal treatment is likely to be interpreted and reciprocated by subordinates
not only in terms of fair treatment but also in feelings of liking. Consistent
with this argument, affective evaluations tend to form early in supe-
rior—subordinate interactions, and the degree to which dyadic partners like
each other is a good predictor of the eventual closeness of leader—member
relations and the value of leader—member exchanges (LMXs) to both par-
ties (Liden, Wayne, & Stilwell, 1993). The importance of such processes is
summarized in the following propositions.
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Proposition 3.1. A leader’s reflected appraisal will have a powerful impact
on a subordinate’s self-view. The appraisal will be communicated through
both cognitive and affective channels and by both explicit and implicit pro-
cesses.

Proposition 3.2. Reflected appraisals will be an important medium for sig-
naling the potential benefits of a social exchange to both leaders and subor-
dinates. These signals will be assimilated into affective evaluations of the
other party and into evaluations of the value of the dyadic exchange.

It is important to recognize that reflected appraisals occur continuously
as a normal part of social interactions; consequently, the processes on
which they rely are likely to be highly automated. For this reason, the impli-
cations of everyday contact for self-views may be less obvious to leaders
than are more formal, yet less frequent feedback processes such as perfor-
mance appraisals. Yet, the day-to-day treatment of subordinates may have
powerful effects on both leaders and followers because of its high fre-
quency and also because of its direct association with affective dimensions.
For example, numerous field experiments by Eden (1992) showed that
leaders with high expectations of subordinates actually had subordinates
who performed better. In addition, over time repeated high performance
will increase the subordinate’s own view of the self as competent and pro-
duce higher expectations for future performance.

Proposition 3.3. The relationship between a leader’s self-fulfilling prophe-
cies and a subordinate’s expectancies is mediated by changes in subordi-
nates’ self-views, a subordinate’s affective evaluations of the leader, and the
subordinate’s satisfaction with the dyadic exchange.

Eden’s (1992) work is interesting for another aspect that pertains to re-
flected appraisals. He conducted numerous studies of self-fulfilling proph-
ecies (SFPs) in field settings and found extensive support for this
phenomenon. Being true experiments, all of these studies shared the prop-
erty that the leaders were unaware of the research hypotheses and of the fact
that information provided to leaders regarding their subordinate’s ability
was part of an experimental manipulation. More recently, as discussed in
chapter 1, Eden et al.’s (2000) work has focused on training leaders to man-
age SFPs. Presumably leaders who are aware of the positive effects of SFPs
could deliberately communicate high expectations to all subordinates and
thereby use this technique to raise their self-efficacy and performance.

However, results from several of these training studies have produced
only small effects, suggesting that SFPs work better when they occur with-
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out actual awareness on the part of superiors. There are two plausible rea-
sons for this difference between the effects of deliberate and unaware use of
SFPs, and they both warrant future research. One reason may be that when
leaders are unaware of SFPs, they respond to subordinates more affectively
than cognitively, and affective information may be better at communicating
reflected appraisals to subordinates. A second reason may be that social ap-
praisals that are genuine are communicated through nonverbal behaviors
that are more affective than cognitive and are believed more readily by sub-
ordinates, whereas behaviors that are intentionally produced by leaders in
order to elevate subordinate self-efficacy may use less effective cognitive
channels. These alternative explanations for the failure of training interven-
tions could be resolved through future research.

Eden’s (1992) work illustrates the importance of interpersonal processes
to subordinate motivation. We would expect such effects to be accentuated
when the self is defined at a relational level. At this level, future possible
selves may also have strong ties to social processes. For example, Ibarra
(1999) examined the development of new identities for management con-
sultants and investment bankers who were in transitions to higher level
roles. She found that both groups adopted a provisional self, which lead to
experimentation with new behaviors and adjustment based on feedback.

In Ibarra’s (1999) study, three processes were critical to the development
of provisional selves, but they occurred with different individuals. We sug-
gest that these three processes may vary with individual, relational, and col-

TABLE 3.1

Development and Evaluation of Provisional Selves
as a Function of Identity Level

Identity Level Development Evaluation
Individual True-to-self strategy based  Based on provisional self in-
on internal values hibiting true character or
competence
Relational Holistic imitation of role Informal guidance from role
model (mentor) with models with whom they
whom strong affective identified

bonds existed

Collective Selective imitation from Implicit and explicit reactions
many others to customize from broader role set
provisional self
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lective self-orientations as shown in Table 3.1. Some people developed a
provisional self that was based on their own individual values, which we be-
lieve would be most likely when individual-level identities were salient.
Others imitated the qualities of a mentor, which should be most likely with
salient relational-level identities. Interestingly, wholesale imitation of an-
other’s style occurred when there were very strong affective bonds with a
mentor, which is consistent with our argument that affect would be particu-
larly strong at the relational level. It is also consistent with Aron and
McLaughlin-Volpe’s (2001) proposition that in close relationships, one
tends to include one’s partner in one’s self-definition. The third type of per-
son developed a provisional self that was an amalgam of many individuals’
styles, perhaps reflecting the development of a group prototype which has
proved to be critical to collective-level identities (e.g., Hains, Hogg, &
Duck, 1997). Though Ibarra did not frame her research in terms of identity
levels, we think the potential synthesis with Brewer and Gardner’s (1996)
framework for identity levels is very promising. It would be a good area for
future research on the transition of employees to new possible selves.

Such research might also examine how feedback processes varied with
identity level, as we have done in Table 3.1. Ibarra (1999) stressed that iden-
tity construction involves not only developing possible selves but also se-
lecting or discarding possibilities that have been considered. Ibarra
reported that participants using a true-to-self strategy discarded provisional
selves when behaviors consistent with provisional selves prevented them
from discovering their true character and competence. We suspect that such
concerns would be particularly troubling for individuals who tended to fo-
cus on individual-level identities. Other participants relied on implicit,
affectively based guidance from role models. As Ibarra noted, this feedback
was particularly meaningful due to identification with the role models,
which suggests arelational-level identity. This process illustrates the power
of reflected appraisals from leaders to not only convey evaluations of sub-
ordinates but to help shape the development of their organizational identity.
A more collective use of social feedback described by Ibarra was based on
both implicit and explicit feedback from a broader role set. Evaluation and
adjustment for these individuals involved the gradual development of a col-
lective-level identity that was consistent with a collective definition of a
good management consultant or investment banker.

In sum, both Eden’s (1992) research and Ibarra’s (1999) discussion of
provisional selves illustrates that at relational levels, a leader can have an
important impact on subordinates’s self-views or future possible selves.
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Moreover, such effects tend to be greater when strong affective bonds are
present between superiors and subordinates. These identities in turn may
give rise to unique task goals and reliance on social feedback sources as
ways to evaluate task accomplishment.

It is also likely that leaders differ in their comfort with and tendency to
develop close relations with subordinates. Complementing our perspec-
tive, Brower, Schoorman, and Tan (2000) analyzed relational leadership
from the perspective of leaders. A key factor in their model is the degree of
trust that leaders have in subordinates. They argued that the propensity to
trust is a trait-like quality that is influenced by experience, personality, and
culture. Translated into our terms, we would expect that leaders who em-
phasized relational identities would be high on the propensity to trust sub-
ordinates, and they would also tend to elicit relational identities from
subordinates. Brower et al. predicted that leaders high on the propensity to
trust subordinates are likely to develop more high-quality exchanges with
subordinates than are leaders who are low on this propensity. We would ex-
tend this prediction to leaders who are high on relational identities.

Collective-Level Identity

Collective level self-views involve social dynamics that are quite different
from the other two identity levels as they are based on the organizational
culture or on collective norms. When group identities (e.g., a work group,
department or branch, or whole organization) are salient, group members
view themselves in terms of the group prototype, and they generally evalu-
ate themselves positively on aspects of the self that are similar to the group
prototype. This is a substantial departure from the positive emphasis on dif-
ferences from others, which is the tendency when individual-level identi-
ties predominate, and it even stands apart from the relational identity’s
positive evaluation of complementary aspects of the self and the relevant
other. Hogg and his colleagues (Hains et al., 1997; Hogg, 2001; Hogg &
Terry, 2000) investigated this group prototype matching process in terms of
leadership definitions. They found that when group identities are salient,
leaders tend to be evaluated in terms of their fit with a specific group proto-
type rather than with a general leadership stereotype.

Collective-level identities have been a concern of leadership research-
ers for other reasons as well. It is widely thought that charismatic leaders
have powerful effects on subordinates because they shift subordinates’
identities from an individual to a collective level (Bass, 1985). Such shifts
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predispose followers to accept and work toward the collective identity de-
fined by a leader’s vision. Although such legitimacy of leaders can come
from a personally based identification consistent with relational identi-
ties, it can also reflect the inclusion of both leaders and followers in ethnic
or gender-based groups (Tyler, 1997), which suggests that a more collec-
tive identity is critical.

Identities at the collective level also have different dynamic properties.
For example, future possible selves may be closely connected to the prog-
ress of the group with which one identifies. One’s goals may center on con-
tributing to or advancing one’s group, and self-evaluation may involve
comparison to group-level norms rather than to individual values. Thus, the
social dynamics related to both self-development and more immediate mo-
tivational issues change as one moves from relational to collective levels,
becoming more abstract and independent of relations with a specific indi-
vidual. Such a difference has already been illustrated in our discussion of
Ibarra’s (1999) work (see Table 3.1). We interpreted that work as showing
that collective-level evaluations of provisional selves used feedback from a
much broader role set than did relational-level evaluations (which empha-
sized feedback from a single, close individual).

IDENTITY LEVELS AND WSCs
Inhibitory Relations Among Levels

There is good reason to believe that organizational members will have diffi-
culty activating more than one self-identity level at a time; when one level is
activated by a context, the other two levels tend to be inhibited or deacti-
vated. Martindale (1980) explicitly suggested that activating one identity
will inhibit the activation of other self-identities. Also, research on inter-
preting ambiguous stimuli (Malt, Ross, & Murphy, 1995) shows that peo-
ple use only a single cognitive schema when forming opinions and making
judgments. For example, subjects could not simultaneously encode infor-
mation about a home from the perspective of a home buyer and a burglar,
even though these contrasting schemas were equally available and equally
well-known. Thus, we believe that alternative levels of self-identity are un-
likely to be accessed simultaneously and incorporated into the WSC, al-
though it should be recognized that dyadic and group-level processes are
important to all levels of identity.

When such findings are generalized to an organizational context, they
imply that only one schema at a time can be used to understand people,
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events, or oneself. In terms of Fig. 3.1, this suggests that hierarchical con-
trol loops will be formed at the individual, relational, or collective levels,
but that they will not involve composites that cross levels. Thus, organiza-
tional members may not simultaneously be able to define themselves in
terms of a prototype associated with their work groups (e.g., a collec-
tive-level identity) and in terms of individual qualities that differentiate
themselves from coworkers (e.g., an individual-level identity). Similarly,
feedback from task performance will not simultaneously be interpreted in
terms of identities at different levels. Consequently, the importance of one
identity level should be highest when the other two identity levels are low.
This fact also means that subordinate behavior may appear inconsistent
over time as different WSCs become active—the same subordinates may be
self-centered when individual level WSCs are active yet cooperative and
group-oriented when collective level WSCs are active.

Individual Differences in Identity Levels

Chronic Self. Although we expect that most individuals will have
developed identities at all three levels, which identity typically guides
the WSC may reflect individual differences in chronic identities, re-
sponses to social cues from coworkers and leaders, or constraints from
situational factors such as organizational or national cultures. Focusing
on better defining and assessing the individual difference component,
Selenta and Lord (2002) developed new measures of individual, rela-
tional, and collective identities using factor analysis on a sample of 309
undergraduate students. They identified seven dimensions that describe
chronic differences in identities at these three levels—three aspects of
individual identity and two aspects each of relational and collective
identity. These dimensions are described further in Table 3.2. Selenta
and Lord also carefully assessed the construct validity of these dimen-
sions by examining their relation to other psychological constructs.

Four aspects of Selenta and Lord’s (2002) measurement development and
construct validation work are particularly noteworthy. First, there were very
clear relations of self-identities with two frequently studied constructs that
describe broad differences in where one characteristically focuses attention:
private self-consciousness (Fenigstein, Scheier, & Buss, 1975), which re-
flects a focus on one’s inner world, and public self-consciousness, which re-
flects a tendency to focus on the external, social world. Specifically, multiple
regression analyses showed that private self-consciousness was signifi-
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TABLE 3.2

Identity-Level Dimensions Developed by Selenta and Lord (2002)

Subscale Definition
Individual
Comparative identity Individual characteristics or achievements are compared
to others
Internal identity Self is defined through comparison to internal reference
points
Independence Preference for independent rather than social activities
Relational
Concern for others Helping, nurturing, and caring relationships with others
define the self
Relational identity Self is defined in terms of close relationships and
reflected self
Collective
Group achievement Group achievement and contribution to group define the
focus self
Group identity Self defined in terms of group and others’ reactions to it

cantly predicted by each of the three individual-level dimensions such
that greater private self-consciousness was associated with higher scores
on all three individual-level dimensions. In contrast, nonsignificant re-
gression weights were found for all the relational and collective dimen-
sions in predicting private self-consciousness. In contrast, when public
self-consciousness was regressed on these same seven measures of iden-
tity levels, none of the individual-level dimension regression weights was
significant, and all four of the relational-level and collective-level dimen-
sions had significant regression weights. Thus, for the most part, higher
levels of public self-consciousness were associated with a chronic ten-
dency to identify the self at the relational or collective levels. In sum, the
private versus public self-consciousness measure maps very nicely onto
the distinction between individual versus relational or collective
self-identities.

Second, Selenta and Lord (2002) found that responses on a measure im-
portant in cross-cultural research—Schwartz’s (1992) Value Survey—also
varied with identity levels. Schwartz extensively investigated cross-cultural
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differences in values, showing that patterns of values can be differentiated on
an individual—collective axis (Schwartz & Bilsky, 1987, 1990). Selenta and
Lord’s results are mostly consistent with expectations from Schwartz’s work,
showing that when values are regressed on all seven measures of identity lev-
els: (a) individually oriented values such as self-direction and achievement
were positively predicted by the individual-level dimension of internal iden-
tity and were generally unrelated to the four relational and collective di-
mensions, (b) benevolent values received positive regression weights for
relational identity dimensions (concern for others) and negative regression
weights for the individual-level dimension of comparison to others (CTO),
and (c) the collectively oriented values of tradition and conformity had neg-
ative weights for the individual-level CTO dimension and positive weights
on the collective-level dimensions of group identity. Thus, these results
show a clear pattern of individual-level values being predicted by individ-
ual-level identity dimensions, relational-level values (e.g., benevolence) be-
ing predicted by relational-level dimensions, and collective-level values
being predicted by collective-level identity dimensions as well as being nega-
tively related to individual-level identity dimensions. In short, Selenta and
Lord’s study clearly shows that identity dimensions have sensible relations
with self-consciousness and values.

Third, Selenta and Lord (2002) found that when all the items from the
seven measures of identity levels were jointly factor analyzed, the resulting
factor structure approximated the Individual-Relational-Collective iden-
tity-level distinctions of Brewer and Gardner (1996). More specifically,
when a four-dimensional factor solution was forced, most individual items
tended to load most highly on an Individual factor, relational items tended
to load most highly on the Relational factor, and most collective items
tended to load most highly on a Collective factor. However, in addition to
these three factors, they also found a fourth achievement-related factor
composed of the remaining items that cut across all three levels.

Fourth, Selenta and Lord (2002) found that mean scores on the iden-
tity-level dimensions varied with both gender and gender orientation. We
first discuss the general issue of gender and identities before summarizing
Selenta and Lord’s findings on this topic.

Gender. Gabriel and Gardner (1999) provided an important exten-
sion of the Brewer and Gardner (1996) framework by noting that there
are gender differences in identity level. Building on Eagly’s (1987) so-
cial role theory, they argued that women are socialized to adopt a more
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communal, nurturing role that tends to be oriented toward one-on-one
relationships. Thus, Gabriel and Gardner maintained that when women
adopt an interdependent identity, it tends to be at the relational rather
than the collective level. In contrast, men are socialized to adopt a more
agentic, competitive, group-level interpersonal identity. Consequently,
when men adopt an interdependent identity level, it tends to be at the col-
lective rather than the relational level.

Gabriel and Gardner (1999) found support for these assertions in five
different studies. All found no gender-related difference in individual-level
identities (which they called independent identities). However, consistent
with expectations, all five studies showed that within interdependent levels,
women tended to emphasize concerns associated with relational self-iden-
tities, whereas men tended to emphasize the more group-oriented concerns
associated with collective identities. Gabriel and Gardner’s research is
noteworthy for the range of variables examined, which included self-de-
scriptions, selective encoding and memory for social information, recollec-
tion of emotional experiences, and helping behavior that involved
self-sacrifice.

Consistent with expectations based on Gabriel and Gardner’s (1999)
work, Selenta and Lord (2002) also found gender-related differences in re-
ported identity level. They regressed Spence and Helmreich’s (1978) mea-
sures of masculinity and femininity on the seven identity dimensions
identified in Table 3.2, finding that masculinity received substantial nega-
tive regression weight for the concern for others relational dimension
(—.40), whereas when they regressed femininity on the same variables, the
concern for others relational dimension received a strong positive (.36)
weight. Both results show that women place more emphasis on relational
identities, which is consistent with Gabriel and Gardner’s findings. Based
on the previously mentioned Brower et al. (2000) theory of relational lead-
ership, one would also expect more feminine leaders to be more trusting of
subordinates and to develop higher level leader—member exchanges.

IDENTITY LEVELS AND LEADERSHIP

Having laid out our conceptual system for understanding the integration of
motivational processes with self-identities and understanding how the na-
ture of identities can change with levels, we can now directly address issues
related to leaders and leadership. An overriding principle with respect to
leadership is that self-identity operates as a boundary variable for leader-
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ship theories. Because very different psychological processes are likely in-
volved atindividual, relational, and collective levels, the appropriateness of
specific leadership theories and the effectiveness of specific types of lead-
ership behaviors will change with identity levels. Because gender also
covaries with identity level, this framework subsumes many gender-related
leadership effects as well. Before discussing how leadership activities may
vary with each identity level, we offer the following general principle sug-
gesting that self-identity is a boundary variable for leadership theory.

Proposition 3.4. Leadership activities will be more effective when they are
matched to appropriate identity levels of subordinates.

Individual-Level Leadership

When individual-level identities are salient, differentiation from others is a
critical psychological process and personal esteem is maintained by favor-
able social comparisons. This process underlies the differentiation of lead-
ers from followers in terms of underlying traits (see Lord et al., 1986), with
leadership status being an important source of worth and self-esteem to
leaders. One might expect threats or stress to accentuate this processes,
leading to greater differentiation and more hierarchically oriented leader-
ship during times of crisis.

Considerable research supports the idea that stress or crisis changes
leadership dynamics. Research has repeatedly found an association be-
tween crisis, leadership, and charisma. For example, Pillai (1996) experi-
mentally created a crisis vs. noncrisis experimental factor by giving
subjects bogus bad or good feedback on a course exam. In a subsequent
group exercise, she found that emergent leaders in crisis situations tended
to be more charismatic. Hunt, Boal, and Dodge (1999) also used an experi-
mental design to show that crisis expands the type of behaviors that produce
charismatic leadership perception to include crisis-responsive charisma as
well as the more general vision-based charisma. In addition, using a simu-
lated selection task, Emrich (1999) found greater false recognition of lead-
ership behaviors for an applicant for a managerial job when the applicant
was expected to manage a team in crisis versus a team that was performing
well even though perceivers in both context conditions received identical
information about the applicant. We suggest, however, that such effects
would be enhanced when individual-level identities were salient for both
leaders and followers, because esteem is maintained through differentia-
tion from others and favorable comparisons. This process, in turn, supports
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the appropriateness to both leaders and followers of a more hierarchical,
person-centered type of leadership (i.e., charisma).

When individual-level identities are salient, a leader’s behavior and the
organizational practices that leaders administer (e.g., feedback, rewards,
task assignments, and performance appraisals) can also differentiate one
subordinate from another. Leaders must effectively manage the meaning of
such processes to subordinates. Two types of meaning are particularly im-
portant. First, rewards and feedback can be seen as reflecting either fixed or
malleable subordinate skills and performance. Opportunities for growth
and development are much higher when skills are viewed as being mallea-
ble. Second, equity-based meanings associated with rewards are also likely
to be particularly important to subordinates when individual level identities
are salient. Rewards signal differences among individuals, and unequal dis-
tributions of rewards are likely to be justified in terms of different skills or
unequal contributions.

Leaders should be aware that although they may see feedback processes
and reward distribution as objectively based processes, they may not seem
that way to subordinates, particularly when interpreted in terms of individ-
ual-level identities. All subordinates may tend to see themselves in overly
favorable terms when compared to coworkers both in terms of selecting di-
mensions for comparison that are self-relevant and also in constructing
overly flattering self-views on these dimensions. Thus, when feedback in-
dicates lower-than-average performance, it is likely to be rejected by subor-
dinates, particularly if its self-relevance is stressed.

Also based on their own upwardly biased self-views, all subordinates
may see higher levels of outcomes as being warranted than would a more
objective observer. This tendency may be most extreme for individuals
who have the least ability. Kruger and Dunning (1999) found that overes-
timation of one’s own ability was particularly acute for individuals who
were lowest on ability. More specifically, across four different studies in-
volving humor, grammar, and logic, the bottom quartile of subjects whose
ability was actually at the 12th percentile estimated that their ability was
atthe 62nd percentile. Thus, even individuals who are lowest in ability see
themselves as being a better-than-average individual and, therefore, may
expect better-than-average outcomes for reward distributions to be per-
ceived as fair.

Because individual identities are internally focused, emphasizing pri-
vate rather than public self-consciousness, they facilitate behaviors that
have an internal origin in an individual’s values or attitudes. Thus, individ-
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ual attitudes predict behavioral intentions much better when individuals are
focused on independent rather than interdependent identities, whereas
norms have the opposite effect because they are more potent determinants
of behavior when collective identities are salient (Illingworth, 2001;
Ybarra & Trafimow, 1998). This distinction has many practical implica-
tions associated with eliciting or preventing specific types of behavior.
Consider, the many examples of poor corporate ethical behavior associated
with accounting practices that were uncovered in 2001 and 2002 (Enron,
WorldCom, etc). Such behavior is hard to explain when considered from
the perspective of typical ethical norms for corporate accounting behavior,
but it seems more understandable in conjunction with individual-level atti-
tudes and values that stressed growth, profits, and high stock prices. In
other words, it may reflect the conjunction of individually focused identi-
ties among executives and self-centered personal attitudes and values.
Hence, limiting such behavior in the future may require interventions fo-
cused at both typical executive WSCs and their norms and attitudes. More
specifically, changing norms to emphasize more ethical behavior may not
be very effective unless coupled with the development of more collective
identities; if executive identities remain at the individual level, then their
private attitudes and values would have to be changed to alter behavior sub-
stantially. This may be much more difficult than changing social norms.

Consider the opposite issue—encouraging behavior that benefits col-
lectives such as organizations or society. This may be much easier to do
when collective WSCs predominate. Research shows that leaders play
an important role in eliciting prosocial behavior, but it may also reflect
norms associated with collective units. For example, when building its
new union headquarters in the heart of Silicon Valley, Local 332 of the
International Brotherhood of Electrical Workers integrated expensive
solar photovoltaics into their building design because, as union orga-
nizer Jay James said, “It’s the right thing to do, plus it’s an area that’s
growing by leaps and bounds, where our members will find plenty of
work in the future” (Kerwin, 2002, p. 33). Thus, both societal benefits
and anticipated future organizational rewards justified this additional
expense, which was overwhelmingly supported by the union member-
ship according to James.

Another important implication of our model in Fig. 3.2 is that leadership
practices that focus on individual-level identities do not operate in isolation
but instead involve all three aspects of the WSC. That is, self-views, goals,
and possible selves interact; consequently, leadership activities focused on
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one component are likely to be less effective than a leadership strategy that
takes a more integrative approach. For example, motivational processes as-
sociated with goal setting and feedback may operate differently when goals
are linked with self-views as opposed to possible selves because they will
engage proximal as opposed to distal motivational processes. As previously
noted, focusing on self-views may make affect and self-enhancement more
salient. Leaders who focus on cognitive processes associated with mea-
sures such as contingent rewards, feedback, or transactional leadership ex-
changes may be surprised by subordinates’ affective reactions and
defensiveness, which only make sense when subordinates self-enhancing
biases are considered.

Linking goals to self-views may also make subordinates more vulnera-
ble to lower self-esteem when performance is lower than aspirations. This
can be seen by revisiting Fig. 3.1 and noting that task performance feeds
back to self-views in the self-evaluation loop. As a consequence of this
linkage, people may lower goals when faced with even temporary setbacks
as a means to manage dissatisfaction (Kernan & Lord, 1991) and to protect
self-esteem (Carver & Scheier, 1998).

Consistent with this reasoning, Kluger and DeNisi (1996) conducted a
meta-analysis of the literature on feedback interventions, finding that in
over one third of the studies, programs that increased feedback actually re-
duced performance. In explaining when feedback would have a positive or
negative consequence, these authors concluded that when feedback was in-
terpreted at lower, task-oriented levels, it increased performance by facili-
tating skill development; however, when feedback was interpreted at higher
self-relevant terms (e.g., How good am I at this task?), feedback interven-
tions tended to decrease performance. This result also is consistent with our
argument that an emphasis on self-views makes subordinates vulnerable to
a variety of performance disruptions.

In contrast to a focus on self-views, emphasizing motivational linkages
associated with possible selves may protect self-efficacy and motivational
processes from these negative effects. When the focus is on future possible
selves, performance feedback may be interpreted in more cognitive terms
that enhance learning and defensive coping responses may be avoided. In-
deed, if the association with possible selves maintains high self-efficacy
and high goals in the face of lower performance, substantial increases in
subsequent effort and performance may result from low prior performance
(Bandura & Cervone, 1986). Thus, if we think in terms of Fig. 3.1, focusing
on possible selves and distal motivation minimizes the relevance of task-re-
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lated discrepancies for self-views, whereas focusing in terms of proximal
motivation enhances this feedback path to self-views.

In short, the comparison of feedback to goals—a key motivational pro-
cess—gains meaning from the association between goals and self-relevant
constructs in the WSC, as we have shown in Fig. 3.1. This self-relevant con-
text then may moderate both cognitive and affective reactions to goal—per-
formance discrepancies, allowing some individuals to feel challenged and
inspired by the same objective circumstance that would be demoralizing to
others. Leadership activities and scientific theories of leadership need to be
grounded in such comprehensive perspectives rather than focus on isolated
components such as goal level, feedback processes, self-esteem, or self-ef-
ficacy. This argument is developed more thoroughly in subsequent chap-
ters; for now, we simply emphasize the value of a more comprehensive
perspective based on second-order as compared to commonsense theories
of leadership.

Relational-Level Leadership

Dyadic processes between leaders and followers can be expected to be-
come more important when the self is defined at the relational level. As al-
ready noted, leaders are important sources of reflected appraisal for
subordinates, and self-fulfilling expectancies (Eden, 1992) may have espe-
cially powerful effects on individual-level identities because subordinates
are highly motivated to construct favorable self-views. We were uncertain
as to whether Eden’s work fit best with individual- or relational-level iden-
tities because, although the effects of favorable self-views are more impor-
tant with individual-level identities, the role of leaders as sources of
feedback may be enhanced by relational identities. Consequently, we men-
tion this line of research in both sections.

Brewer and Gardner (1996) emphasized that relational-level identities
are based on role relations. Consistent with this position, leadership re-
search has found that role learning and reliable role performance are key
determinants of social interactions at dyadic levels (Graen & Scandura,
1987). However, because affective attachment is a key issue at this identity
level, we would expect the key medium for role clarification between lead-
ers and followers to be more affective than cognitive. Affect is also central
to relational processes between leaders and followers because it conveys
acceptable role performance, implies similarity in terms of attitudes and
values, and creates an ego-enhancing basis for subordinates to identify with
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leaders (Lord et al., 1999). Subordinates may also include leaders in their
self-definition when they have positive feelings toward a leader and close
personal relationships (Aron &McLaughlin-Volpe, 2001). Positive affect
may also signal to subordinates that their role in dyadic exchanges is se-
cure, permitting the exploration (Fredrickson, 1998) and errors (Ohlsson,
1996) required for learning new skills and roles.

Affective processes associated with role learning and the nature of LMXs
have been typically thought of in terms of lower level leadership, yet recent
research suggests that they may be important for the effective functioning of
top-level management teams as well. Barsade, Ward, Turner, and Sonnenfeld
(2000) looked at the extent to which CEOs in 62 Fortune 500 teams exhibited
similar degrees of positive affect with members of their top-level manage-
ment team. Diversity among team members in trait positive affect was associ-
ated with greater task and emotional conflict, more negative perceptions
regarding group relations, less participative leadership, and lower financial
performance of their firm. Although complex, Barsade et al. explained such
effects through relational processes in which the affective level of a dyadic
partner is reinforcing and produces attraction when it is reciprocated by the
other dyadic member. When one’s affective level is not validated by an inter-
action partner, attraction is reduced and the potential for conflict rather than
cooperation is increased. Interestingly, diversity among top-level manage-
ment team members in trait negative affect did not produce similar effects.
These authors reviewed evidence showing that positive affect has a stronger
relation to social processes, whereas negative affect results in more individ-
ual reactions such as psychological and physical stress.

Other recent research suggests that emotions can be transmitted auto-
matically from leaders to followers by contagion processes (Cherulnik,
Donley, Wiewel, & Miller, 2001; Lewis, 2000; Pugh, 2001) that are only
partially mediated by conscious cognitions. Thus, leaders may not be very
aware of the consequences of their own characteristic level of affect for
their relations with subordinates. When relational-level identities predomi-
nate, this lack of awareness of affective processes may be especially trou-
blesome. For example, leaders who are low on positive affect may transmit
reflected selves that are more negative than intended, serving to discourage
subordinates and undermine their sense of worth and value to the dyad. Fur-
thermore, contagion processes will infect subordinates with these negative
emotions of superiors.

The nature of behavioral linkages between leaders and followers is also
likely to be different when relational identities are salient. Leadership pro-
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cesses thatencourage a high-level LMX, such as active listening, being sensi-
tive to each person’s problems and concerns, and refraining from imposing
the views of management, are likely to be particularly effective (Gerstner &
Day, 1997). Interestingly, the same type of processes also convey standing in
terms of Tyler and Lind’s (1992) group inclusion model, signaling to subor-
dinates that a leader values them. Issues of social justice are also likely to be
translated into relational terms, with interactional justice (Bies, 2001) being a
key dimension on which leaders are evaluated. Because Gabriel and
Gardner’s (1999) work indicates that women tend to emphasize relational
identities, a more participative, supportive type of interaction is likely to be
expected and provided by female leaders (Eagly & Johnson, 1990). Both fe-
male leaders and female subordinates may be more sensitive to interactional
justice issues than their male counterparts to the extent that they emphasize
relational identities. Research (Johnson, Selenta, & Lord, 2003), which will
be discussed later in this chapter and in chapter 7, supports both of these ex-
pectations, indicating that interactional justice is more important for subordi-
nates with relational identities and for women.

Referring to the middle portion of Fig. 3.2, we again emphasize that the
WSC operates as a system, but that this system has different dynamics at
the relational level and different implications for leadership theory and
practice. Consider again the issue of motivating subordinates. This issue
can still be addressed in terms of goals, self-views, and possible selves at
the relational level, but the content of such constructs is likely to be differ-
ent at the individual level. The individual-level content may emphasize
independent achievement that differentiates subordinates from each other
in terms of effort or performance; however, at the relational level, the
meaning of work outcomes may be geared to relational issues associated
with acceptance, valuing others, group inclusion, and positive affect.
Thus, although performance facilitation, performance feedback, and dis-
tributional justice may be critical leadership issues at individual levels be-
cause they help differentiate subordinates, affective communication and
mentoring processes (Kram, 1985) are likely to be more central when re-
lational identities predominate because they reflect an inclusion of the in-
dividual in a social relationship. Mentoring conveys both a concern for the
worth of one’s subordinate as well as an understanding of developmental
processes linking self-views and possible selves. We would expect
mentoring processes to be particularly critical for female subordinates
and female leaders based on the gender-role perspective of Gabriel and
Gardner (1999). This expectation helps clarify a critical obstacle for fe-
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male leaders at upper organizational levels—namely, the lack of
same-gender, higher level leaders to serve as role models and mentors.
This absence is likely to be especially limiting for women, because their
relational orientation would make mentors more helpful to them than for
employees with individual or collective identities.

It is important to emphasize that many types of self-relevant pro-
cesses may be influenced by the mentoring relationship. For example,
individual skill levels and differences in work outcomes are still impor-
tant, but their interpretation is guided by the mentoring relationship.
Ibarra’s (1999) research on provisional selves, which was discussed ear-
lier, provides a nice example of this point. That is, the concerns of man-
agers in role transitions were still with self-development, but the way
that they developed provisional selves differed when there was a mentor
with whom there were strong affective bonds. We suspect that
mentoring and other relational leadership processes can also be used to
build a strong group-based identity. Indeed, this is likely to be an impor-
tant aspect of transformational leadership through which individuals are
integrated into larger social units. In contrast, if social relations are used
to differentiate individuals from others, then leadership is likely to be
perceived as more transactional.

Research on LMXs also illustrates the importance of leader—follower re-
lationships. We already noted that early expectations and affective reac-
tions predicted the quality of subsequent exchange relationships (Liden et
al., 1993). The point we make here is simply that 30 years of research on
LMXs has conclusively demonstrated the effect of exchange quality on a
number of important organizational outcomes. Specifically, in a meta-anal-
ysis of this area of leadership research, Gerstner and Day (1997) found that
the quality of the LMX was significantly related to job performance, satis-
faction with supervision, overall satisfaction, commitment, role conflict
(negative relation), role clarity, member competence, and turnover inten-
tions (negative relation). After reviewing the extensive LMX literature,
Gerstner and Day’s conclusion was “we view the relationship with one’s
supervisor as a lense through which the entire work experience is viewed”
(p- 840). Although not stated in terms of self-identities, this observation is
quite consistent with the emphasis we have placed on the reflected self as
communicated by leaders to followers. We would stress that many
dyadic-level processes—LMX, mentoring, interactional justice, and re-
flected selves—are likely to be more important when relational identities
are salient in employees’ WSC.
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Collective-Level Leadership

When the subordinate WSC is defined at this level, leadership practices that
foster group- or organizational-level identities should be particularly effec-
tive. Unit rather than individual-level performance should be an overriding
focus. Interestingly, Selenta and Lord (2002) found that at this level, group
members may be particularly concerned with the status of their group as
well as their own contribution to group performance; whereas at individual
levels, performance concerns center on differentiating oneself from others.
Rewards that focus on group outcomes are likely to be most important at
collective levels, and concerns with procedural rather than distributive jus-
tice are likely to predominate. Note that, social norms rather than individual
attitudes are likely to be major determinants of behavior (Ybarra &
Trafimow, 1998) when collective identities predominate, and group mem-
bers should be motivated by group welfare rather than individual gain.

This process is nicely illustrated by Illingworth’s (2001) work. He ma-
nipulated independent- and collective-level identities and examined their
moderating effect on the development of intentions to engage in organiza-
tional citizenship behavior (OCB). He found that an individual’s own atti-
tudes tended to be much better predictors of OCB intentions when
independent- (individual-) level identities predominated than when inter-
dependent- (relational- or collective-) level identities were elicited. The im-
portance of situational norms in predicting OCB intentions showed the
opposite moderating effect—being higher under interdependent than inde-
pendent conditions—but this effect varied more with specific OCBs.

Such research suggests that one can expect much higher levels of organi-
zational citizenship behaviors and processes like self-leadership (Neck,
Stewart, & Manz, 1996) with collective-level identities. Thus, rather than
being dependent on a formal leader, leadership processes may have more of
an emergent quality, reflecting the confluence of a variety of system factors
that impact an entire organizational unit as suggested elsewhere (Lord & W.
G. Smith, 1999). With emergent leadership, any group member may exhibit
leadership when their unique skills or experiences fit current demands,
making leadership a process that is distributed across a group rather than
being localized in a specific individual. Ireland and Hitt (1999) maintained
that such distributed leadership processes are required for organizations to
be successful in a knowledge economy.

Gehani and Lord (2003) extended this argument even further. They
maintained that in industries for which there is rapid, technology-driven
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change (e.g., computers and polymers), the key knowledge for effectively
spanning boundaries is likely to be localized in subordinates rather than
leaders. Thus, timely innovation and vision will need to reflect subordinate
rather than leader beliefs and perspectives even though leaders will still be
accountable for financial performance and resource allocation. To facilitate
such innovation, Gehani and Lord (2003) maintained that leaders need to
learn to trust subordinates and they need to grant greater power and influ-
ence to subordinates. Such processes permit top-line growth or value cre-
ation rather than just bottom-line growth through cost cutting. The
processes Gehani and Lord described amount to more than just empower-
ing subordinates; they reflect temporary role reversals between leaders and
followers. We suggest that such role reversals can work best where there is a
clear group identity as well as norms that make true leadership from all
group members acceptable. To be clear, we suggest that multiple-leader
groups, not leaderless groups, are required in such industries.

Social Justice

Social justice involves many complex organizational processes, but there is
an emerging consensus that social justice can be conceptualized in terms of
three processes that parallel our three levels of identity: distributive justice,
interactional justice, and procedural justice. Distributive justice pertains to
perceptions of the fairness of outcome distributions. It seems most consistent
with individual-level identities for a number of reasons. First, when the self is
defined at the individual level, one’s relative standing compared to others is
critical to maintaining a favorable self-evaluation. Distributive justice con-
cerns also emphasize the comparison of self to others on job-relevant dimen-
sions because fairness of outcome distributions depends on the perceived
ratio of outcomes to inputs for one’s self as compared to others. In addition,
outcomes often are important sources of feedback regarding one’s relative
performance in organizations; thus, outcomes may have an important sym-
bolic value when the self is defined at an individual level. An emphasis on
distributive justice also is consistent with a social exchange orientation,
which is characteristic of transactional leadership. Thus, one would expect
that transactional leadership, an emphasis on distribution of rewards, and an
individual-level identity all would be mutually compatible.

When the self is defined at a relational level, a different set of concerns is
likely to be salient. Specifically, interactional justice or the treatment of
subordinates in a manner that conveys dignity and respect is likely to be
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crucial. Such treatment symbolically communicates to subordinates that
they are valued by the leader and their organization (Tyler, 1997; Tyler,
Degoey, & H. Smith, 1996; Tyler & Lind, 1992). Such behavior also com-
municates caring for another individual, a quality thatis likely to be particu-
larly important when the self is defined at a relational level. Because
women are especially likely to have salient relational-level identities, rela-
tional treatment of female subordinates is likely to be particularly impor-
tant. High levels of consideration and more participative leadership styles
may be especially effective for leaders in such situations.

When collective aspects of self-identities are salient, procedural justice
is likely to be particularly important. This is because procedural justice in-
dicates that processes and policies are applied in a consistent manner across
individuals, benefitting all members of a group or collective, and the wel-
fare of the group as a whole is the primary concern when collective-level
identities are salient. Also, extensive research consistently shows that when
procedural justice is high, followers are less likely to base justice percep-
tions on their own outcomes (Brockner & Wiesenfeld, 1996).

Although this suggested parallel between identity levels and social jus-
tice has not received much research attention, there is some supporting em-
pirical evidence. Baker (1998) investigated how social communications
can prime different identity levels and also influence the salience of social
justice concerns. To do this, she adopted Brewer and Gardner’s (1996) tech-
nique and experimentally manipulated the identity cues inherent in social
communications using / and me pronouns to prime individual levels and us
and we to prime collective levels. This simple manipulation of pronouns in
instructions to an experimental task affected the importance of outcome,
treatment, and structural neutrality standards for social justice, with out-
comes being more important with individual-level cues and treatment and
structural neutrality being more important with collective level cues. Ty-
ler’s (1997) work indicates that both a leader’s perceived legitimacy and
subordinates’ affective relations with leaders are likely to be more depend-
ent on procedural justice when subordinates identify with a leader. Identifi-
cation may be increased by value congruence or membership in a common
ethnic group.

Our research on social justice (Johnson et al., 2003) nicely illustrates the
effects of identity levels. We predicted questionnaire ratings of satisfaction
with one’s supervisor from the four measures of justice developed by
Colquitt (2001). Colquitt separated interactional justice into two separate
scales—Interpersonal Justice and Informational Justice. We found that all
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four types of justice (distributive, informational, interpersonal, and proce-
dural) significantly predicted satisfaction with one’s supervisor (beta
weights were .13, .33, .34, and .18, respectively). Equally important, we
found a significant interaction between interpersonal justice and both iden-
tity and gender. Specifically, the strength of the relationship between inter-
personal justice and satisfaction with one’s supervisor increased with
Selenta and Lord’s (2002) concern for others measure of relational identi-
ties that was described in Table 3.2. Interpersonal justice was also a stron-
ger predictor for women than for men (the beta weight for women was .21
higher than for men). Thus, interpersonal justice perceptions were more
important for women and for individuals with relational identities.

One problem with most justice-related research is insufficient differenti-
ation of interdependent identities. Typically, if identities are addressed at
all, only the distinction between independent and interdependent identity
levels are made. However, we strongly believe that there are important in-
terdependent-level distinctions (relational vs. collective levels) that have
gender relevance and also may moderate the importance of interactional
versus procedural justice. For example, in the study just mentioned, we did
not find collective-level identity dimensions to moderate the importance of
social justice scales.

A study by Lind, Kray, and Thompson (1998) nicely illustrates the con-
sequence of ignoring identity levels, which is a problem with many studies
of social justice. Using an exemplary experimental design to investigate the
impact of social injustice to others verus personally experienced injustice
(denial of voice in both instances), they demonstrated that personally expe-
rienced injustice had a much greater impact. However, their subjects were
essentially strangers who were participating in part for rewards that were
distributed at an individual level (all members of groups were participants
in a separate lottery for a $100 prize). One would expect that very different
preferences might have resulted if a group-based reward structure had been
used or if members of the group had a common identity. Alternatively, one
might have expected that injustice to oneself versus others might have var-
ied with individual differences among subjects in the tendency to form indi-
vidual-, relational-, or collective-level identities.

Itis important to realize that social justice is not just of academic interest,
but it is important to many applied issues. Furthermore, justice and identity
are intertwined, as we just mentioned. Consider, for example, the problems
faced when large corporations such as Chrysler and Daimler-Benz merge.
A common problem in mergers such as this is creating a common identity
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from different firms with different cultures. Common identities are re-
quired to facilitate cooperation across the many functional areas in a com-
bined organization. Such cooperation is needed to allow technology
transfer and joint product development. To create integrated identities,
leaders must develop strategies to facilitate integration and symbolize a
collective- rather than individual-level identity. Unfortunately, in the case
of Chrysler and Daimler-Benz and many other mergers, executives who
constructed the merger received huge benefits, whereas many lower level
employees lost their jobs. Such results symbolize individual- rather than
group-oriented concerns on the part of leadership because they emphasize
distributive rather than procedural justice and benefits were given to a few
individuals but not to all groups. The consequence is that group identities,
cross-firm coordination, and the hoped-for synergy used to justify mergers
is then much less likely to occur.

One may ask why individual as opposed to collective identities would af-
fect the behavior of individuals in work contexts. There are several an-
swers. First, as Kuhnen, Hannover, and Schubert (2001) showed, individual
identities foster self-focused, context-independent forms of information
processing rather than context-oriented ways of processing information
that are associated with collective identities. This effect can be understood
in terms of Fig. 3.1 and 3.2 because the constraints on the WSC arise from
individual rather than social values when individual rather than social iden-
tities are salient. Thus, possibilities for synergy suggested by a new context
may be more likely to be missed when individual compared to collective
identities are salient after mergers. Also, as already noted, research shows
that behavior is more dependent on individual attitudes and values than on
group norms when individual identities are salient (Illingworth, 2001;
Ybarra & Trafimow, 1998). Recent research also shows that collective
identities and leader self-sacrificing behavior help transform goals from
being proself to prosocial (De Cremer, 2002; De Cremer & van
Knippenberg, 2002), with cooperative behavior being more likely when
prosocial goals are activated. Thus, several lines of research converge to
show that the information-processing, normative, and motivational bases
of behavior all change when collective rather than individual identities are
created by leaders. We expect that with most mergers such identities are re-
quired to help integrate the formerly separate parts into a new, interdepen-
dent organization. This cannot be done well when leaders’ own outcomes
symbolize an orientation toward a “me first” mentality rather than a collec-
tive orientation.
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CONCLUSIONS

In sum, in this chapter we argued that leadership processes are likely to be
quite different when different types of identities predominate. To be effec-
tive, leadership processes need to operate differently at each level. Al-
though all people have individual, relational, and collective identities, we
explained that qualitatively different cognitive, motivational, and social
processes occur when each of these three levels is the focus of the WSC. We
also suggested that, due to these powerful differences, these three self-iden-
tity levels are likely to operate as boundary conditions for specific leader-
ship theories. We can now more fully elaborate this suggestion in the
following proposition:

Proposition 3.5. Identity level is a critical boundary variable for leadership
theory, with the importance of many social and leadership processes varying
with identity level.

3.5a. When the self is defined at the individual level, leader expectancy
effects, effects of performance feedback, effects of contingent rewards,
and procedures related to distributive justice will have greater effects on
subordinate behavior and attitudes.

3.5b. When the selfis defined at the relational level, perceived and actual
leader—subordinate congruence in attitudes and values, leader affective
behaviors, and interactional justice will have greater effects on subordi-
nate behavior and attitudes.

3.5c. When the self is defined at the group (or organizational) level,
structural aspects of procedural justice, organizational identities, and
team-based or collective leadership will have greater effects on the be-
havior and attitudes of group members.

Practical Implications

The theory we laid out in this chapter implies that leaders face a rather
daunting task in terms of understanding differences among subordinates in
identity levels and in appropriately adjusting both a leader’s own behavior
and other organizational practices. We agree. Although we expect that lead-
ers who are higher in terms of social intelligence will tend to be most suc-
cessful in making such adjustments, it seems that the social perceptiveness
requirement exceeds the capabilities of even the most sensitive individuals.

What then might be the value of this approach? We think there are sev-
eral very practical benefits. First, emerging measurement techniques (e.g.,
Selenta & Lord, 2002) suggest that subordinates can be systematically as-
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sessed in terms of identity levels. Thus, there is certainly the potential to use
scientific measurement approaches rather than naive social perceptions as
an input to leadership processes. Organizations might benefit from careful
assessment of their subordinates’ identity levels and a systematic analysis
of whether they are compatible with desired human resource management
practices, organizational climate and culture, and leadership practices. Of
particular importance is the potential to understand some gender-related
leadership issues in terms of womens’ emphasis on relational identities
compared to mens’ emphasis on collective identities. Second, following
such systematic assessment, leadership training could be developed that as-
sists leaders in developing and practicing a leadership style that comple-
ments self-concept related processes. Third, and perhaps most important,
such an approach implies a need to integrate leadership activities and other
motivational and procedural processes in organizations. Consideration of
desired worker identity levels could be an important component of an orga-
nization’s human resources management strategy. Certainly such an ap-
proach is consistent with a more scientific and systems-based approach to
leadership than are more naive theories that merely focus on a leader’s traits
or behaviors.

SUMMARY

In this chapter, we explained how the self can be defined at three alternative
levels—individual, relational, and collective—and stressed that both
self-regulatory and interpersonal processes may operate differently at each
level. We reviewed evidence showing that self-focus and values vary with
identity levels, and we also found that social justice processes and identity
levels were likely to interact. Gender is also likely to affect identity levels,
with women emphasizing relational identities and men emphasizing col-
lective identities. Finally, we suggested that identity level operates as an im-
portant boundary level for leadership theories, and we offered a general
principle of effective leadership—that it should be matched to a subordi-
nate’s identity level.
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Temporary and Enduring
Effects of Leaders

In chapters 2 and 3 we developed a structural model of subordinates’
self-concepts with many implications: The self-concept is composed of
a variety of schema; only a limited number of schema are activated at
one time (e.g., WSC); the WSC involves self-views, current goals, and
future selves that vary with individual, relational, and collective levels;
hierarchies of control systems link task contexts and the self and per-
sonal or social values; and the self has an underlying temporal dimen-
sion connecting the past, present, and future. Although the structural
foundation of subordinates’ self-concepts is important, of equal rele-
vance for leadership scholars is the interplay between leaders and this
structure. Once the processes that underlie the connection between lead-
ers and subordinates are understood, scientifically based linkages can be
established.

In this chapter we discuss this dyadic process abstractly, and in subse-
quent chapters we deal explicitly with how processes like affect and social
justice interact with structure to create organizationally relevant outcomes
from leadership. For organizational purposes, the present chapter is divided
into two sections. In the first portion of this chapter we discuss how leaders
can have short-term effects on their subordinates. Here, our discussion cen-
ters on a leader’s capacity to activate different schemas temporarily within
subordinates’ WSCs. Following this discussion, we examine the potential
of leaders to alter a subordinate’s self-concept permanently by creating new
highly accessible self-schemas.

68
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TEMPORARY EFFECTS

As noted in chapter 2, the self is a dynamic, multifaceted structure that con-
tains many more schemas than can be activated at any given moment in time
(Markus & Wurf, 1987; Martindale, 1980). Instead of possessing a single
monolithic self, individuals possess an array of compartmentalized selves
(Kihlstrom & S. B. Klein, 1994; Markus & Wurf, 1987). Although the no-
tion of a multitude of self-concepts may seem strange to industrial-organi-
zational psychologists and organizational behavior researchers, as noted
previously, contextual flexibility is widely accepted in social and cognitive
psychology. Multiple, dynamic selves allow people to adjust and adapt to
their social worlds. In the language we utilized in prior chapters, the com-
position of the WSC shifts with circumstance—the Little League coach and
corporate CEO reflect different selves even when they are the same person.

The notion of a multidimensional self has important implications for
leadership theorists. Logically, if the self is a dynamic, shifting structure,
then leaders should be capable of exerting some control over the nature of
these shifts. In so doing, leaders can indirectly influence their subordinates’
behavior, thoughts, and feelings. We elaborate on this form of leadership in
the remainder of this section, discuss supporting research, and provide il-
lustrative examples.

Impact of the Organizational Environment on the Self

Categorization and Behavior. 1fthe WSCis highly susceptible to
context as suggested, then both shifts between (e.g., different CEOs)
and within (e.g., different supervisors) organizations may have the po-
tential to impact dramatically the aspects of the self that become acti-
vated in the WSC. How these contextual shifts influence a subordinate’s
self-concept is a function of the basic perceptual mechanisms that un-
derlie human cognition.

In our day-to-day activities, we do not simply react to environmental
stimuli, we interpret and transform our environments into meaningful inter-
nal symbolic structures (Lord & Maher, 1991). Perception is not passive.
People make sense of their environmental surroundings by automatically
categorizing these events into meaningful semantic structures. For exam-
ple, when we see a person, we do not see the features that make up the per-
son (e.g., nose, hair, ears, mouth, and legs), but instead we see some
meaningful gestalt or category, which we then attach to the individual stim-
ulus (e.g., man, woman, African American, nurse, doctor, or brother).

TLFeBOOK



70 CHAPTER4

Thus, rather than being confined to understanding the world in terms of the
surface-level features that are readily available, the world is understood in
terms of its deeper meaning, particularly its deeper meaning relative to the
self. For example, as discussed in the previous chapter, social justice is of-
ten interpreted in terms of what it implies regarding the worth of the self to a
group, to a specific role relationship, or in comparison to others.

As with any other environment, organizational settings and their partici-
pants can be categorized. And this categorization process is an important
aspect of how organizational actors interpret and make sense of their sur-
roundings (Weick, 1995). As members of an organization, we can catego-
rize the environment as a threat or an opportunity (Jackson & Dutton,
1988), something to be approached or avoided (Higgins, 1998), as play or
work (Glynn, 1994), or as a collectivistic or individualistic setting. Simi-
larly, organizational actors can be categorized into in-group or out-group
members (Tyler, 1997), White or African American, supervisor or subordi-
nate, and leader or nonleader (Lord et al., 1984). Such categorization sim-
plifies both perceptual processes and the generation of appropriate
responses (Macrae, Milne, & Bodenhausen, 1994). Regardless of the cate-
gories used, the role of categorization in simplifying behavior, thought, and
feeling remains. Ultimately, how we categorize our current situation influ-
ences who we are (i.e., coach or CEO).

The ease and effectiveness of categorization processes is highlighted in
research conducted by Glynn (1994). Glynn hypothesized that categoriza-
tion of a task as play or work can affect the manner in which a task is com-
pleted. To examine this possibility, Glynn recruited 82 graduate business
students and had them perform 12 different word puzzles under one of two
instruction sets. Participants in the work condition received instructions
that utilized work-related words in reference to the task and materials (e.g.,
raw material and production standard), whereas individuals in the play
condition received instructions that utilized play-related words (e.g., clue
and rules of the game). Consistent with Glynn’s a priori expectation, sub-
jects performing under the work-related conditions were more oriented to
quantity of responses, whereas those performing under play conditions
were more oriented to the quality of their responses. In addition, Glynn’s
study also indicated that differences in intrinsic motivation existed between
the two conditions. Not surprising, a task categorized as play is more intrin-
sically appealing than one categorized as work. Overall, Glynn’s research,
as well as others (e.g., Steele, Spencer, & Aronson, 2002), highlights the
importance of perceptual categorization on self-regulatory mechanisms.
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In part, categorization processes are necessitated by the limitations of
our information-processing capacities. Humans do not possess the cogni-
tive resources or the time to analyze each situation or organizational config-
uration that they confront. Instead, adaptable behavior requires a quick,
effortless, and perhaps even nonconscious interpretation of our environ-
mental surroundings. Categories allow us to move effortlessly beyond the
information that is given to activate other relevant information, some of
which is self-relevant (Macrae et al., 1994). They also allow us to respond
quickly to stimuli using generic, category-based responses, rather than
manufacturing a new response on the spot. Such processes, which have
been called recognition-primed decision making (Durso & Gronlund,
1999), increase efficiency by substituting accumulated knowledge for
effortful information processing once it is recognized that the situation is a
type that has been encountered in the past. The organization and informa-
tion inherent in self-structures facilitates such knowledge-based responses
because the critical recognition is that the situation is familiar to the self.
For example, “I (or we) have been here before.”

Consistent with this position, Higgins (1996) metaphorically referred to
the self as a digest, with different chapters of our self-concepts being
aligned to different environmental contingencies. As Higgins noted, a di-
gest “summarizes a body of information, especially contingency rules and
conclusions” (p. 1063). From Higgins’ viewpoint, the self-digest captures
the idea that self-knowledge summarizes information about oneself as an
object, facilitating adaptation to our external environment. Ultimately, Hig-
gins’ position on the self suggests that how an individual categorizes his or
her environment can have self-relevant implications.

Priming and Schema Accessibility. Perceptual categories are ca-
pable of temporarily priming or inhibiting related aspects of the self
(Higgins & Brendl, 1995), which either increases or decreases the sa-
lience of schema within an individual’s WSC. Priming simply means
that aspects of the immediate information-processing context can tem-
porarily make some schemas more accessible than others and conse-
quently more likely to be used in interpreting or responding to other
stimuli, often without any conscious awareness of this schema activa-
tion process by perceivers. Inhibition makes schemas less accessible
and less likely to be used in interpreting stimuli or generating responses.

This priming process is displayed in Fig. 4.1. As indicated, the categori-
zation of the broader social environment as supportive or unsupportive may
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Subordinate's Categorization
of Environment As
Supportive

Activation Inhibition

Working Self-
Concept

FIG. 4.1. Priming and the schema-activation—inhibition process.

influence the aspects of the self that are most accessible. In a supportive or-
ganizational environment, an individual’s WSC may become dominated by
schemas associated with security, self-confidence, and mastery-related
goals; whereas in an unsupportive environment, an individual’s WSC may
become dominated by schemas associated with insecurity, low self-confi-
dence, and performance-related goals. Although such relationships are
speculative, the main point is that environmental categorization will in-
crease the activation of some portions of the self while decreasing the acti-
vation of other portions of the self. Thus, activation and inhibition are two
means by which the categorization of environments affects self-schemas
and behavior.

A substantial amount of research supports the linkages between the envi-
ronment and the self (e.g., Baldwin, 1994; Bargh et al., 1996; Chen &
Bargh, 1997; Levy, 1996; Neuberg, 1988; Shoda, Mischel, & Wright,
1994). To provide but one example, Bargh et al. (1996) showed how prim-
ing different aspects of the self can influence an individual’s thoughts, af-
fect, and behavior. In particular, they examined what would happen if rude
or polite self-views were activated within research participants. To accom-
plish this objective, Bargh et al. randomly assigned subjects to complete
one of three types of scrambled sentence tasks. Some participants unscram-
bled sentences that contained words associated with rudeness (e.g., bold
and brazen); other subjects unscrambled sentences that contained words
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associated with politeness (e.g., considerate and polite); and a third, control
group unscrambled sentences that contained neutral words (e.g., exercising
and send).

The key dependent variable in Bargh et al.’s study (1996) was how long
the research participant would wait before interrupting the experimenter.
As part of the instructions for the study, subjects were informed to get the
experimenter when they had completed the unscrambled sentence task.
However, when subjects found the experimenter, he was engaged in a con-
versation with a second individual who was a confederate. Not surprising
given our previous discussion, participants who had been primed to think of
themselves as being polite were less likely to interrupt the experimenter’s
conversation than participants who had been primed to think of themselves
as rude. In fact, although over 60% of those subjects primed to think of
themselves as rude interrupted the experimenter within 10 min, less than
20% of those primed to think of themselves as polite did so. Such dramatic
results suggest that human categorization of the environment influences ac-
tion and that the self can be easily and automatically manipulated by seem-
ingly insignificant contextual information. Moreover, this research also
suggests that perceivers are not aware of this process.

Although Bargh et al.’s (1996) results may seem impressive, interesting,
and perhaps even entertaining to many leadership scholars, some readers
may view such examples as tangential for understanding leadership. We,
however, believe that the underlying processes investigated by researchers
such as Bargh do generalize directly to the leadership field. In fact, they
provide the basis for a general proposition that underlies much of the rea-
soning in this chapter:

Proposition 4.1. Effective leadership will be directly proportional to the de-
gree to which leaders are able to prime relevant aspects of a subordinate’s
self-concept.

Given their status and power within most organizational contexts, as
well as the fact that they are important sources of feedback and rewards, a
leaders’ actions, behaviors, and rhetoric are likely to be salient to all subor-
dinates. Consequently, leaders are very potent primes for subordinate
knowledge structures. As such, leaders can exert an enormous amount of
control over which aspects of the self-concept are most highly activated. In
the next two sections, we provide two concrete examples of how leaders can
prime different aspects of a subordinate’s self-concept.
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Communication. Two subtle priming mechanisms that are avail-
able to leaders are the verbal and nonverbal messages that they commu-
nicate to subordinates. Language is a social tool that is used to
communicate meaning. Coherent themes in a leader’s communications
provide an interpretive structure for subordinates in their environmental
sense-making attempts (Weick, 1979). The extent to which supervisors
can influence environmental interpretations through their use of verbal
communications is illustrated in many areas of the organizational be-
havior literature.

In the justice literature, for example, Greenberg (1994) used a field ex-
periment to examine how a company president’s delivery style influenced
employees’ responses to a smoking ban. In this study, participants were pre-
sented with one of four taped messages regarding the smoking ban that dif-
fered in one of two ways. First, the message presented was either high or
low in terms of thoroughness. Second, the message was either delivered in
an interpersonally sensitive or insensitive fashion. That is, the message var-
ied in terms of interactional justice. Interestingly, employees’ acceptance of
the message was dramatically influenced by these two factors. Both thor-
oughness and sensitivity had the expected effects on reactions to the mes-
sage. For example, reactions to the sensitive message were more positive
than reactions to the insensitive message. Moreover, the effect was stronger
for those individuals who smoked than those who were nonsmokers. In ef-
fect, Greenberg’s study suggests that the communication style exhibited by
a leader can influence the meaning of an organizational message. Findings
such as Greenberg’s are not isolated to smoking bans and have been found
across a wide assortment of negative outcomes (e.g., Brockner &
Wiesenfeld, 1996).

Not only can the style of communication restructure the interpretive
theme that is attached to events by subordinates, it can also influence the as-
pects of the self that are most highly activated. Supervisory rhetoric con-
veys meaning to subordinates and, as a result, increases the salience of
those aspects of the self-concept that are most appropriate to the meaning
attached to current circumstances. Brewer and Gardner’s (1996) research
suggests that self-relevant shifts may be as easily accomplished as chang-
ing pronoun usage. Specifically; they found that dramatic shifts occur when
individuals are exposed to the pronouns we versus they. Brewer and
Gardner had subjects complete a word search task that predominantly con-
tained the pronouns we or the pronoun they. Following the search task, sub-
jects completed an ostensibly separate task, one that required a
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self-description. Not surprising, subjects exposed to the we pronoun had a
collective-level identity primed to a greater extent than subjects in the they
condition. Lest the reader think that such pronoun priming effects are iso-
lated occurrences, it should be noted that similar findings have been re-
ported both in additional studies conducted by Gardner (e.g., Gardner,
Gabriel, & Lee, 1999) and by independent researchers (Baker, 1998). Over-
all, these results suggest that the language used by a leader can activate very
different aspects of the self.

Recognizing the power of words, a number of leading leadership schol-
ars have begun to explore the language of leadership (Conger, 1991). For
example, Shamir, Arthur, and House (1994; also see C. G. Emrich, Brower,
Feldman, & Garland, 2001) persuasively argued that charismatic leaders
can be differentiated from their noncharismatic counterparts by their
speech patterns. Interestingly, the pattern of communication discussed by
these researchers, and which is relevant to our model of self, is the tendency
for charismatic leaders to make numerous references to the collective iden-
tity of subordinates. According to Shamir et al., relative to noncharismatic
leaders, charismatic leaders make more references to the collective history
and collective interest of the group while making fewer references to indi-
vidual self-interest. Consistent with the position advanced by Shamir et al.
(1994), Fiol, Harris, and House (1999) found that charismatic leaders used
more inclusive language such as us and we rather than / and you.

This pattern of language usage among charismatic leaders is particularly
interesting to us insofar as it may reflect one of the primary mechanisms
through which leaders reorient their subordinates from individual- to col-
lective-level concerns (Bass, 1985). Although much is known about the
content of charismatic leadership behavior, little is known about the psy-
chological processes that underlie these effects (Bass, 1999). Based on our
previous discussion, we think that it is reasonable to postulate that the lan-
guage used by charismatic leaders primes collective identities within sub-
ordinates. Once activated, these primed collective identities serve to guide
subordinate behavior, perceptions, and feelings (e.g., organizational com-
mitment or sacrifice).

Self-Representations Cued by Leaders. For nearly 100 years, so-
cial psychologists have posited that the self-concept adjusts to accommo-
date our immediate social audiences. Symbolic interactionists (e.g.,
Mead, 1934), for example, have argued that an individual’s self-concept
is, to a large degree, based on communications from significant others.
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Similarly, W. James (1890, p. 294) noted that an individual has as many
selves as persons about whose opinion he or she cares. Cooley (1902) sug-
gested that, in the presence of significant others, individuals tend to adopt
the significant other’s view of the self. Aron and McLaughlin-Volpe
(2001) went even farther, maintaining that we incorporate the identities of
significant others into the self.

Anecdotal reports from the business world corroborate the theoretical po-
sition of these early social psychologists. For example, Aiko Morita, one of
the co-founders of Sony, was once described by a former employee as pos-
sessing two distinct personalities, each of which came out in the presence of
different audiences (Japanese vs. Western). This employee reported that
“Morita was really two personalities: when speaking English—with which
he was totally at home—he had a casual, effusive air and an active humorous
streak, while in Japanese he was much more the formal corporate leader”
(Masters, 2000, p. H2). As this quote illustrates, Morita was profoundly af-
fected by his changing social audience. Similarly, theory and observation
suggest that different types of leaders are capable of shifting activation within
an individual’s self-concept, thereby activating different WSCs.

Other empirical work further bolsters the notion that leaders may be able
to influence the aspects of the self-concept that are most salient at any given
moment in time (e.g., Baldwin, 1992, 1994, 1997; Baldwin, Carrell, &
Lopez, 1990; Baldwin & Holmes, 1987; Baldwin, Keelan, Fehr, Enns, &
Koh-Rangarajoo, 1997; Baldwin & Sinclair, 1996). Using a wide variety of
techniques, Baldwin and his colleagues showed empirically that self-rele-
vant judgments are changed when the social audience is changed. For in-
stance, Baldwin and Holmes (1987, Study 1) had college women either
visualize a college acquaintance or an older family member. Following a
10-min filler task, subjects rated the enjoyability of a sexually permissive
piece of fiction, an ostensibly unrelated task. Results indicated a significant
difference in the reported enjoyability of the passage for the two visualiza-
tion groups. Specifically, subjects asked to visualize an older family mem-
ber reported that the sexually oriented passage was much less enjoyable to
read than subjects who had visualized a college acquaintance. Consistent
with our position and Baldwin and Holmes’ (1987) data, the moment-to-
moment construction of the WSC is influenced by our immediate social
world.

Although Baldwin’s many studies we just referenced (also see McGuire
& Padawer-Singer, 1976) have documented links among social audiences,
such as grandparents, and attitudes, his research has not explicitly exam-
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ined whether organizational leaders have a similar impact; nor does it con-
nect leaders to a subordinate’s self-concept. Recent data we collected
addresses both of these issues (Brown, 2000). In this research, Brown dem-
onstrated that activating the image of an individual’s supervisor directly in-
fluenced an individual’s self-esteem.

Brown (2000) predicted that when leaders were salient, the stored men-
tal representation a subordinate held for his or her immediate supervisor
would exert a profound influence over a subordinate’s conceptualization of
self. He anticipated that supervisors who were perceived to focus on nega-
tive outcomes or who were transactional would have a negative impact on
the self-concept of followers. In contrast, he speculated that supervisors
who were perceived to focus on positive outcomes or who were
transformational would have a positive impact on the self-concept of fol-
lowers. To examine these ideas, a two-session laboratory investigation was
conducted in which subjects completed a series of measures regarding their
immediate work supervisors and additional significant others (these addi-
tional significant others were included to disguise the purpose of the study).
Subjects then returned to the lab 2 weeks later to ostensibly complete an ex-
periment dealing with visualization ability. At this session, subjects were
randomly assigned to either visualize their immediate work supervisor or
an inanimate object (the student center on campus). Importantly, this study
used a double-blind procedure in which neither the experimenter nor the
subject knew the conditions to which subjects were assigned. The purpose
of the leader visualization task was to increase the salience of the leader to
participants assigned to this condition. Upon completion of the visualiza-
tion task, subjects were asked to complete a series of additional tasks that
were being piloted for use in future studies. In reality, these tasks were the
true dependent variables in our research. A measure of state self-esteem
that was embedded among these measures is of primary interest in the con-
text of our discussion.

In keeping with the expectations outlined earlier, a pattern of findings
emerged which suggested that leaders do have an enormous influence over
the aspects of a subordinate’s self-concept that are most salient at any given
point in time. After controlling for trait self-esteem (a chronic individual
difference), we found that state self-esteem (which is situationally depend-
ent) was largely determined by the content of a subordinate’s mental repre-
sentation of his or her supervisor. For example, an instrument tapping the
degree to which a supervisor focused on mistakes and errors versus positive
outcomes was significantly related to self-reported state self-esteem in the
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supervisory visualization condition but not in the neutral object visualiza-
tion condition (r=.37 and r =.03, respectively). Similarly, a significant re-
lationship was found between transformational leadership and state
self-esteem in the supervisory visualization condition, but not in the neutral
object visualization condition (» = .28 and r = —.18, respectively). Thus,
these aspects of supervisors, which were measured 2 weeks earlier, affected
subject’s self-esteem only when they were in the supervisor visualization
condition.

A recent laboratory study conducted by Paul, Costley, Howell, Dorfman,
and Trafimow (2001) provides additional evidence that leaders can prime
different aspects of the self-concept of observers. Paul et al. examined
whether charismatic leaders increase the accessibility of the collective
self-concept. To investigate this possibility, Paul et al. randomly assigned
353 participants to read written vignettes that described a charismatic
leader, an individually considerate leader, or a combination of the two. Fol-
lowing exposure to the leader measure, participants completed a measure to
assess collective self-concept activation. Interestingly, their results indi-
cated that participants exposed to a charismatic leader had significantly
higher activation of the collective self-concept relative to those in the indi-
vidual consideration condition.

Results such as those reported by Paul et al. (2001) and Brown (2000) are
important because they demonstrate that leaders, as members of a subordi-
nate’s work environment, can prime different aspects of a subordinate’s
self-concept. However, these findings may be conservative estimates of the
true leader-priming effect that occurs in actual work settings. This is be-
cause the Brown (2000) prime was a recalled mental image, not the actual
leader, and the experiment was conducted in a context that is entirely differ-
ent from the work environment (i.e., a university lab). Thus, many of the
physical cues that serve to support the leader prime were not available. Sim-
ilarly Paul et al.’s (2001) study was again an experiment outside of a normal
work context, and the leader observed was not the subject’s actual leader.
We would anticipate that stronger effects would be found in organizational
settings with the physical presence of a leader serving as a prime.

In addition to the two priming examples discussed thus far, leaders can
influence subordinates’ WSC through a myriad of additional ways. The
goals, feedback, policies, visions, values, performance evaluation, and
compensation patterns implemented by leaders can also serve as powerful
environmental constraints on which aspects of a subordinate’s WSC is most
salient. For example, collectively-oriented goals, feedback, and compensa-
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tion should all increase the activation of collective aspects of the WSC. De-
spite our belief that leadership priming is a robust phenomenon, its efficacy
may be bounded by at least four factors: the strength of the prime source,
the salience of the prime source, subordinate sensitivity to leaders, and the
accessibility of the primed self-structure within the subordinate. These
moderators are shown in Fig. 4.2, and each of these boundary factors is dis-
cussed in the next few sections.

Moderators of Temporary Leadership-Priming Effects

The Strength of the Prime. The degree to which any event will
prime aspects of the WSC is dependent on the strength of the prime
source (e.g., the leader). Because priming operates through networks of
units, the more strongly activated a construct is, the more activation that
will be available to spread to related constructs in these networks. In
simple terms, the previous proposition implies that weak primes will
have weak effects, whereas strong primes will have strong effects.

Several factors may limit the strength of the leadership-priming effect.
One factor that can undermine leadership priming is the consistency of a
leader’s words, actions, and behaviors. This is because there are inhibitory
connections between diametrically different schema (e.g., individual-level
self and collective-level self). Thus, leaders who simultaneously activate
two incompatible aspects of an individual’s self-concept will have a muted
effect on the availability of schema in their subordinates. For example, if a
leader’s verbal communications prime an individual level of identity but the
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Accessibility of Self-Structure

FIG. 4.2. Moderators of temporary leadership-priming effects.
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goals he or she assigns emphasize a collective level of identity, then these
two sources of influence will counteract one another (e.g., “/ want you to
cooperate” rather than “We need you to cooperate”)

As a result of these processes, leaders must take great care to ensure
that their actions and words form a coherent symbolic representation to
subordinates. Incongruent aspects of the self will either negate one an-
other; produce behavior that is inconsistent over time; or, at a minimum,
the less dominant aspect of the self (e.g., the one not activated as highly)
will weaken the activation of the more dominant portion of the self. Con-
sequently, not only must a leader’s words and actions be consistent to acti-
vate desired aspects of a subordinate’s WSC effectively, they must also
operate in conjunction with other salient primes that may be available in
the work setting.

Salience of the Prime Source. In addition to the strength of the
prime, the leadership priming effect will also depend on a leader’s sa-
lience to his or her subordinates. In effect, a leader’s actions, words, and
policies cannot prime subordinates if they are not perceived. Although
this idea has not received direct scrutiny, it is congruent with findings
that have been reported in the leadership literature. Howell and
Hall-Merenda (1999), for example, found that transformational leaders
had a stronger effect on their subordinates when they were physically
close as opposed to distant. These findings make sense in terms both of
the priming framework developed thus far and recent research findings.
Sensibly, physically close leaders will spend greater amounts of time
with their subordinates than those who are not as physically close.
Greater amounts of contact between leader and subordinate should re-
sult in relevant cognitive categories being more strongly activated by
leaders. Consistent with this expectation, Dijksterhuis and van
Knippenberg (1998) showed that longer time exposures to stimulus cat-
egories leads to stronger priming effects. In their research, participants
were exposed to the category professor for either 9 min or 2 min. Not
surprising, those participants exposed to the category for longer time
had their behavior more strongly influenced than those participants ex-
posed for a shorter duration.

Recent work by Emrich et al. (2001) suggests one additional way in
which leaders can strengthen their priming effect. As they suggested, lead-
ers who infuse their verbal communications with image-based words (e.g.,
dream or imagine) will be more salient to their followers than those leaders
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who infuse their communications with concept-based words (e.g., produce,
idea, or think). In part, the strength of image-based communications lies in
the fact that this form of communication is more emotionally arousing (e.g.,
Miller & Marks, 1997) and is more richly connected and easily remem-
bered (e.g., Paivio, 1986) than concept-based communications. As a result
of these emotional and memorial differences, we anticipate that im-
age-based communications will generate stronger priming effects than
concept-based communications.

Subordinate Sensitivity to Leaders. lItis also likely that subordi-
nates will be more strongly primed when they are sensitive to their lead-
ers. Both personal and environmental factors may play a role in
determining a subordinate’s sensitivity to the leader. Individual differ-
ences among subordinates are not under the control of the leader, but en-
vironmental factors that enhance sensitivity to leadership may be
controllable by leaders.

Individual differences in subordinates are likely to moderate the strength
of the leadership priming effect. All else being equal, we believe that subor-
dinates who are sensitive to their external environments will be more
strongly influenced by their leaders than their less environmentally-fo-
cused colleagues. For example, individuals high in public self-conscious-
ness (e.g., Fenigstein et al., 1975), high in self-monitoring (Snyder, 1979),
or high in collective identities (Kuhnen et al., 2001) may be particularly
sensitive to the actions of their leaders; thus, they may be more likely to be
primed by aleader’s actions and communications. In addition to broad indi-
vidual differences, individual differences that are more relevant to the lead-
ership field may also influence the ability of leaders to prime aspects of a
subordinate’s WSC. For example, Meindl and Erlich (1987) proposed that
individuals differ in their romantic notions of leaders. In essence, individu-
als differ in the degree to which they view leaders as focal causes of organi-
zational events. The strength of these romantic notions of leadership should
be related to the priming effect discussed thus far.

In addition to individual differences among perceivers increasing the sa-
lience of a leader, broader environmental factors can also have a similar ef-
fect. Because subordinates look to their leaders to provide direction, leaders
become particularly important during times of crisis. By their very definition,
crises increase uncertainty and ambiguity which, in turn, increases the likeli-
hood that direction will be sought from one’s social groups (Festinger, 1954)
in general and a group’s leaders in particular. Consistent with this expecta-
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tion, research indicates that crisis contexts increase perceivers’ attributions of
leadership (Hunt et al., 1999; Meindl, 1995) and the unconscious activation
of the leader category (Emrich, 1999). Not only should a crisis generate a
search for leaders, but once located, a leader in a crisis situation should exert a
stronger effect on subordinates than in a noncrisis situation. These stronger
effects will emerge due to the increased salience of the leader to his or her
subordinates. With increased attention, a leader’s actions and words will have
greater opportunity to prime subordinates.

Note, however, that the generation of a situational crisis may, under cer-
tain circumstances, be detrimental for leadership perceptions as well as the
leadership-priming effect discussed to this point. Contrary to the previous
data (e.g., Huntetal., 1999), empirical work by Pillai and Meindl (1998) in-
dicates that charisma and crisis can be negatively associated under some
circumstances. Inconsistency in the empirical findings suggests that addi-
tional factors moderate the relationship between crisis and leadership per-
ceptions. Recently, Lord and Emrich (2000) suggested that the
inconsistency in these findings may stem from the attributions that
perceivers make regarding the cause of a crisis. In turn, these attributions
may determine whether crisis and leadership perceptions are positively or
negatively related. A negative relationship between crisis and leadership
perceptions should occur when perceivers attribute responsibility for the
crisis to a leader. In sharp contrast, a positive relationship between crisis
and leadership perceptions should occur when perceivers do not attribute
responsibility to a leader but instead view the leader as a potential solution
to a crisis. Although theoretically plausible, empirical work is required to
substantiate Lord and Emrich’s attributional explanation of these inconsis-
tent effects of crises.

In addition to naturally occurring crises, leaders can generate the percep-
tion of a crisis and thereby enhance their salience to subordinates. By fram-
ing the work or political environment as being uncertain, for example,
leaders can accentuate their centrality and importance to onlookers. For in-
stance, during the 2000 presidential campaign, George W. Bush repeatedly
highlighted the impending military crisis if action was not taken to improve
the current state of the military. Despite the fact that the U. S. military was
more powerful and better equipped than any other military force in the
world, through his words Bush was able to generate symbolically the per-
ception of a looming military crisis and the need for new leadership to deal
with this crisis. Through their rhetoric and actions, organizational as well as
political leaders can create the perception of crisis and thereby increase
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their influence over subordinates. Again, however, a potential leader must
be careful to ensure that he or she is not viewed as a causal agent of the cri-
sis. For George W. Bush, crisis generation served as a particularly good
strategy because he could not be blamed for the looming military crisis,
whereas Al Gore could be held accountable because he was part of the
Clinton administration that was responsible for the perceived crisis.

Ease of Activating Schemas. Finally, leadership-priming effects
may be moderated by the ease with which different aspects of a subordi-
nate’s self-concept can be activated. As noted in the previous chapter,
some aspects of the self are peripheral, whereas other aspects reflect
core dimensions of the self, and these self-schema differ in the ease with
which they can be activated (Markus, 1977). This basic principle of
self-concept activation is highlighted by several studies (e.g., Levy,
1996; Neuberg, 1988).

In one investigation, Neuberg (1988) had subjects play a prisoner’s di-
lemma game against another opponent (actually, the opponent was a com-
puter). Prior to playing prisoner’s dilemma, subjects were either primed
with neutral words (e.g., house or thought) or competitive words (e.g., com-
petitive or antagonistic). Although no effect emerged for the type of prime
to which subjects were exposed, there was an interaction between prime
type and individual differences. Competitive individuals (who were as-
sessed as such prior to the experiment) responded more competitively when
primed with the competitive primes than the neutral primes. In addition,
competitive individuals responded more competitively following the com-
petitive prime than subjects who had cooperative dispositions. If we as-
sume that individual differences in competitiveness are indicative of ease of
schema activation (i.e., higher competitiveness scores corresponding to
easier activation), then these results indicate that internal schemas interact
with environmental events to determine behavioral outcomes.

These results imply that leaders will have stronger effects when their be-
havior matches salient aspects of a subordinate’s self-concept. For in-
stance, because transformational leaders make more references to the
collective and focus individuals on collective goals, they should have a
stronger impact on individuals who are already chronically predisposed to-
ward a collective identity (i.e., they have accessible collective-level identi-
ties). In fact, Jung and Avolio’s (1999) research supports this idea.

In their research, Jung and Avolio (1999) had 153 Asian American and
194 White research participants work in ethnically homogeneous groups
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under the guidance of either a transformational or transactional leader. Be-
cause Asian Americans tend to have more salient collective self-identities
and Whites tend to have more salient individual self-identities (Markus &
Kitayama, 1991), transformational leaders should have a stronger impact
on Asian Americans than Whites. In fact, Jung and Avolio found that Asian
Americans working under the guidance of a transformational leader gener-
ated a greater number of ideas in an idea generation task than did Whites. In
contrast, the reverse pattern was found when the leader adopted a
transactional leadership style (which is more individualistic).

On the surface, Jung and Avolio’s (1999) findings and other leadership
researchers’ perspectives (e.g., Shamir et al., 1993) suggest that a leader’s
behavior must be matched with a subordinate’s self-concept. This also was
the logic underlying our Proposition 3.5 which stated that leadership is
more effective when matched to a subordinate’s identity level. Although
this is an important principle for understanding leadership, our focus on the
WSC and multiple selves implies some flexibility in subordinates. Both
collectivists and individualists possess the alternative self-construal. What
does differ between these two groups is how easily each aspect of the self
can be activated. As a result of this flexibility, given sufficiently strong
primes, collectivists can be made to act like individualists and individual-
ists can be made to act like collectivists. Thus, effective leadership when
leaders emphasize identity levels not central to subordinates is not impossi-
ble, it is just likely to be substantially harder, requiring stronger and more
consistent influence attempts, and it may be successful with a smaller pro-
portion of subordinates.

Research supports the idea that the WSC can be influenced by situational
information. For instance, Gardner et al. (1999) utilized the pronoun-priming
task to prime residents of Hong Kong and the United States with either a
matched (e.g., United States with individualistic and Hong Kong with
collectivistic) or mismatched identity (e.g., United States with collectivistic
and Hong Kong with individualistic). Importantly, the results of this research
indicated that participants’ self-construals shifted to match the prime. Thus,
as a whole, Hong Kong residents responded like residents of the U.S. when
primed with the individualistic prime, and United States residents responded
like Hong Kong residents when primed with the collective prime. Overall, re-
sults such as these demonstrate that the self is a flexible structure, one that
adapts to strong, salient environmental contingencies.

Keep in mind, however, that this research shows shifts in group means
associated with primes. It is also likely that these distributions overlapped
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substantially. The Hong Kong subjects with the strongest collective iden-
tities and the U.S. subjects with the strongest individual identities may
have behaved in ways that were inconsistent with their group’s mean.
Practicing leaders, in contrast to researchers, are often concerned with the
behavior of specific individuals rather than the group mean, and we sus-
pect that there are far fewer individuals who will behave inconsistently
with a leader’s philosophy when it is matched to the predominant identity
levels of subordinates.

Summary of Temporary Leadership Processes

Figure 4.2 provided a simple heuristic diagram of the short-run priming ef-
fects that we have discussed to this point. It shows that the degree to which
leaders influence followers will be a function of four factors: the strength
and coherence of a leader’s priming activities, a leader’s salience, a subor-
dinate’s sensitivity to leadership, and the ease with which different aspects
of the self can be activated. Ultimately, effective short-term leadership ef-
fects will depend on the full alignment of all these processes, whereas weak
or ineffectual short-term leadership effects will be due to a partial align-
ment of these three factors. These ideas are summarized in the following
proposition:

Proposition 4.2. Leaders can prime subordinate identities through multiple
means with the effectiveness of priming processes varying with (a) the
strength and coherence of primes, (b) the salience of leaders, (c) subordinate
sensitivity to leadership, and (d) follower differences in the ease with which
different aspects of the self can be activated.

ENDURING LEADERSHIP EFFECTS

Although we believe that temporary priming effects can operate within or-
ganizational settings, these effects provide only a limited vista on leader-
ship, reflecting effects that may last a few minutes, a few hours, or at most a
few days. Such short-term priming cannot adequately account for how a
leader extends his or her influence much beyond an immediate interaction.
Most leadership scholars would accept the idea that effective leaders have
effects that extend far beyond their immediate interactions with subordi-
nates. An extreme example of an extended effect is the influence that an or-
ganization’s founder can have on his or her organization when he or she is
no longer associated with an organization (Schein, 1992). Any theory of
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leadership needs to be capable of explaining these enduring effects. Sur-
prisingly, most leadership theories focus narrowly on short-run effects
(e.g., contingency views or influence attempts), whereas the theories that
are suggestive of long-term effects have not been adequately formalized in
terms of the basic psychological mechanisms that could account for these
effects (e.g., transformational leadership although currently popular, does
not have a clearly specified process as noted in chap. 1). Based on our previ-
ous discussion of priming, we think that there are at least two ways for lead-
ers to exert long-term effects on their subordinates. First, a leader can
become permanently associated with the work environment and thereby be
a permanent but indirect environmental prime. Second, leaders can change
the schemas within subordinates, creating new schemas or increasing the
chronic accessibility of preexisting schemas.

Permanent Environmental Priming

As noted earlier, the simple presence of a leader in an environment can cue
or prime related aspects of a subordinate’s self-concept (e.g., Baldwin,
1997; Brown, 2000). Implicitly, many readers probably assumed that such
effects are restricted to only those circumstances under which a leader is
physically present in a work setting. However, is it not possible for leaders
to cue aspects of a subordinate’s self-concept indirectly? We believe itis. In
fact, classical-conditioning processes that are well-known to psychologists
may allow aspects of the broader environment to serve as indirect cues to
portions of a subordinate’s WSC that were previously primed by leaders.
Probably most readers are already familiar with the general principles of
conditioning. Classical conditioning, as illustrated by Pavlov’s (1927)
demonstration that dogs salivate to a bell repeatedly paired with food, oc-
curs when a neutral stimulus such as the bell is paired with an uncondi-
tioned stimulus such as food that already causes a response like salivation.
Eventually, through repeated pairings of the neutral and unconditioned
stimulus, the neutral stimulus comes to elicit the unconditioned response.
Analogously, if subordinates are repeatedly exposed to their leaders in the
work setting, those aspects of a subordinate’s self-concept that are activated
in the presence of a leader should eventually become activated by work-re-
lated cues that are not directly associated with the leader. Thus, the color of
the walls, smell of the workplace, physical location of work, presence of co-
workers, or even the thought of work tasks may activate those aspects of the
self that are closely aligned with a leader even when the leader is not pres-
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ent. In other words, the organizational context can serve as an indirect
prime of the leader, extending his or her influence.

For several decades organizational scholars have discussed how leaders
can influence the broader organizational setting. In his 1960 book, McGregor
spent an entire chapter discussing how managers create the organizational
climate that is experienced by employees. At one level, leaders influence the
overall perceptions of the organization, whereas at another level, the climate
of an organization serves as a boundary factor on effective organizational
leadership (Kerr & Jerimier, 1978). This intertwining of leaders and organi-
zations has received limited empirical attention, yet the limited research that
is available does support this linkage. In one such survey study, Kozlowski
and Doherty (1989) found that subordinates’ perceptions of their overall rela-
tionship quality with a supervisor was positively associated with their work
climate perceptions. Although such survey findings and theory are sugges-
tive, experimental work is still required to establish a definitive causal link-
age between leaders and environments.

Despite this limited experimental support, anecdotal examples from the
business world clearly link the personalities of CEOs, organizational cul-
tures, and organizational performance. Consider the following two exam-
ples. Jack Welch, the retired CEO of General Electric Company (GE), has
been described as demanding, intense, coarse, sarcastic, volatile, and rest-
less by Business Week (2001). They maintained that Welch was able to
mold GE’s culture to reflect his own in-your-face personality type, rather
than conforming to GE’s prior culture. Furthermore, through extensive per-
sonal reviews of his 3,000 top executives as well as extensive teaching ac-
tivity in GE’s training center, which exposed him to 15,000 GE managers
and executives, Welch made his personal approach of micromanagement,
punishment of poor performance, and reward of good performance part of
the GE corporate culture. During his tenure, GE grew from a market value
of $12 billion in 1981 to $284 billion in 1998, but the real test of his effect
will be revealed by three factors: (a) whether his corporate style will persist
at GE after his retirement, (b) whether it will be carried to other corpora-
tions by the many managers who have taken jobs at other organizations, (c)
the proportion of GE employees who will be positively influenced by this
culture that emphasizes individual identities, competition rather than coop-
eration among managers, and a perform-or-get-out mentality.

In sharp contrast to Welch, the W. L. Gore company stressed self-man-
agement, employee empowerment, and willingness to take risks. Begun
literally as a basement operation that fabricated insulated wire in Bill
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Gore’s home, this innovative company has continued to grow and develop
new products. Although Bill Gore died in 1986, the company maintained
its original informal, nonbureaucratic, low-overhead style despite growth
to $1 billion in sales and 5,000 employees by 1992 (Shipper & Manz,
1992). Emphasizing a team-oriented, “unmanagement” style, based on
small plants and a close-knit interpersonal structure of associates (rather
than employees), the W. L. Gore company stressed commitment to, and
development of, employees and the organization. Compensation is based
on salary, profit sharing, and an Associate Stock Ownership Program, and
each new associate is required to have a sponsor that serves as coach and
advocate. Using four guiding principles (try to be fair, use freedom to
grow, make and keep commitments, and consult with others before taking
actions that can affect the company’s financial stability or reputation), as-
sociates are encouraged to make their own decisions as long as the organi-
zation’s survival is not threatened by the downside risk (Shipper & Manz,
1992). This unstructured environment may require adjustment by new as-
sociates, but it encourages people to think, experiment, and generate po-
tentially profitable ideas. The critical feature of this example is that it
shows how the values and practices of the W. L. Gore company’s founders
(Bill Gore, his wife Vieve, and his son Bob) became the core of acommon
corporate culture and an innovative, informal management style that
linked over 44 different plants worldwide.

We think part of the reason the W. L. Gore company’s approach was suc-
cessful is indirect priming. More specifically, the culture and organization
as a whole suggest an indirect leadership style (Day & Lord, 1988) that fo-
cuses on team members, not leaders. In addition, this approach is very suc-
cessful in creating collective identities and commitment to collective values
(fairness, shared rewards, innovation, and growth) not just individual suc-
cess. Welch’s approach, in contrast, focused on his direct contact with man-
agers and his frequent evaluations of them. Thus, the system he created may
be more dependent on his personality than the more group-oriented system
at W. L. Gore.

We are not aware of any experimental work in the organizational behav-
ior literature that has shown indirect priming; however, social psychologi-
cal findings indicate that associations between persons and physical
characteristics do occur easily and quickly. In one such study, Lewicki
(1985, Study 2) established that the personality traits assigned to one indi-
vidual generalize to similar others. During the first 30 min of this study,
subjects completed a task in which they interacted with a female experi-
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menter who acted in a friendly and warm manner. Following completion of
the first part of this study, subjects were then presented with photos of two
women and were asked to pick the individual who was kinder and friend-
lier. Importantly, the two women in the photos differed in their resemblance
to the friendly and warm female experimenter (e.g., one of the photo-
graphed women had short hair and glasses like the experimenter, whereas
the other had long hair and no glasses). Relative to the control group sub-
jects, who were asked to pick the kinder and friendlier woman with no prior
contact with the friendly and warm experimenter, experimental group sub-
jects were statistically more likely to choose the photo of the woman who
most closely resembled the experimenter.

Findings such as Lewicki’s (1985) demonstrate that spontaneous associ-
ations are drawn between people and things, yet the issue as to whether spe-
cific aspects of the self are linked to physical cues has not been fully
explored. Examples such as Welch’s effects on GE or the founders’ effects
on W. L. Gore suggest that not only physical cues, but leaders’ values, man-
agement practices, and personality can become important associations that
link individuals, corporate cultures, and identities. What we need are ex-
plicit theories and empirical studies that examine these types of priming.

Despite a dearth of direct empirical evidence linking leaders and organi-
zational cues, research in cognitive and social psychology indicates that the
human mind may be biased in favor of finding associative links to abstract
qualities of people such as personality, a tendency that is so strong that con-
nections are made even when no actual link exists (e.g., stereotyping and il-
lusory correlations). From an evolutionary standpoint, the human mind has
evolved to draw associative links quickly and easily because such a mecha-
nism has substantial survival value for the individual (e.g., eating Plant A
leads to illness or death, so people quickly learn disgust emotions in the
presence of Plant A). Specifically, there may be a particularly strong ten-
dency to draw contingency links between our external environments and
aspects of the self because individuals must regulate themselves in relation
to the external world (e.g., Higgins, 1996). Importantly, this external world
is both social and physical. Furthermore, the self and context are assimi-
lated in episodic memories (Tulving, 2002) that incorporate the affective
basis of such associations.

In a sense, a leader who becomes strongly associated with the work set-
ting will become omnipresent; he or she will permeate the work life of an
individual, group, or organization as our two prior examples illustrate. As
already noted, this relationship corresponds with prior work that indicates
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leaders are an important source of subordinate’s perceptions of the broader
organizational climate and culture of a firm (Schein, 1992). For example,
Johnson et al. (2003) found that the social justice perceptions employees
held with respect to management as a whole depended on their perceptions
of the fairness of their own supervisor. Although the association of a
leader’s image with the broader work environment should be a powerful in-
fluence mechanism, relatively little is known about this process either in
terms of the circumstances under which this effect can occur or its perva-
siveness in organizational settings. We believe this represents an important
avenue of future leadership research, one that has the potential to help ex-
plain how leaders’ influence organizational outcomes. The possibility for
permanent priming effects of the nature described in this section is captured
in the following proposition:

Proposition 4.3. Leaders can become chronic, indirect primes when work
environments activate the values and social identities repeatedly empha-
sized by leaders.

In addition to creating chronic environmental activation of schemas,
leaders can also engage in two additional processes that have long-term
consequences for the internal structure of the self. First, leaders can in-
crease the chronic accessibility of preexisting components of the WSC.
That is, leaders can increase the resting activation potential of a particular
knowledge structure. Overall, knowledge structures that possess stronger
resting activation will be more likely to be activated in any given context.
Second, leaders can create new content within the self. That is, through a
developmental process leaders can generate new internal structures within
individuals. In the next several sections, we discuss the role of leaders with
respect to both of these processes.

Bringing Peripheral Self-Schemas Into the Spotlight

As noted in the previous chapter, schemas differ in their level of chronic ac-
tivation. Some schemas are central to the self-concept and are chronically
available or, at the very least, are easily activated. Other schemas are pe-
ripheral and require a strong external push from the environment before
they are activated. One implication of this distinction for organizational
leaders is that they may need to make organizationally relevant but periph-
eral aspects of a subordinate’s self-concept more central. In part, the fre-
quent activation of particular aspects of the self-concept should increase
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their chronic accessibility. Such frequency effects can occur either by hav-
ing leaders repeatedly prime the same aspects of the self or by ensuring that
multiple environmental cues activate the same or similar dimensions of the
self. Through repeated activation, the resting activation level of a particular
knowledge structure should increase, thereby increasing the probability
that it will be activated and used again in the future.

To give one brief example of this process, consider the situation faced by
an individual upon joining an organization. New employees bring with
them many strong individual-level identities, but relational identities linked
to organizational members or collective identities based on work groups or
the organization as a whole are likely to be peripheral if they exist at all.
Thus, a primary task of leadership processes as well as other organizational
socialization experiences is to create and strengthen new organizationally
based social identities. Although such identities are likely to be peripheral
early in an organizational member’s tenure, effective leadership will make
them more central as a member’s organizational tenure increases.

Creating New Content in the Self

In addition to strengthening the accessibility of preexisting schemas, lead-
ers can also generate new schemas within their subordinates’ self-concepts.
In fact, the creation of appropriate self-concepts may be critical to the suc-
cess of subsequent leader influence attempts. Nonexistent aspects of the
self can no more be activated by a leader or organization than the script to
fix a tire will be activated in a mechanically inept individual who has a flat
tire. Similarly, enticing subordinates to act in a particular fashion will have
little or no effect if the self-relevant knowledge needed to guide and sustain
such behavior is not available: Knowledge must exist to be activated in a sit-
uation. As a consequence, successful leadership may require leaders not
only to prime and strengthen relevant self-structures but also to generate
new self-concept dimensions, ones appropriately aligned with the broader
organizational system (e.g., collective, interpersonal, or individual). Be-
liefs that one can do something for low self-esteem subordinates are a good
example of this point. Worline, Wrzesniewski, and Rafaeli (2002) gave
many examples of this process in their discussion of courage at work. Spe-
cifically, they argued that courageous behavior by leaders inspires follow-
ers and creates the belief in followers that they too can act in ways they
never thought were possible. This work on courage at work is discussed
more thoroughly in chapter 6.
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To better understand and structure how new schemas can be created, we
follow the general model presented by Ibarra (1999) in her qualitative in-
vestigation of the provisional selves of investment bankers and consultants.
Although not directly linked to organizational leadership, her model does
provide a useful heuristic for understanding how new self-knowledge
might be created. As such, Ibarra’s work provides important clues and in-
sight into the critical points of leverage and the boundary conditions that
constrain organizational leaders in their efforts to generate new schemas
within subordinates.

Before proceeding to a detailed discussion of the self-development pro-
cess, we note that in our view (Lord et al., 1999), as well as Ibarra’s (1999),
future possible selves play a fundamentally important role. In large part,
this reflects the fact that the generation of new self-knowledge is develop-
mental and follows a trajectory toward a new view of self at some point in
the future. Thus, it involves the time travel capacity afforded by human epi-
sodic memory and the autonoetic self (Wheeler et al., 1997). Like most epi-
sodic memories, developmental trajectories are likely to have a strong
affective component.

As discussed in chapter 3, Ibarra’s (1999) work examined how new pro-
fessional self-identities of investment bankers and management consul-
tants were generated at critical career junctures through a process of
experimenting with provisional selves—a construct very similar to possi-
ble selves. Generally speaking, these provisional selves represented differ-
ent possible selves (see chap 2), selves that individuals experimented with
at different points in their socialization into new organizational positions.
According to her data, new self-concepts were a function of an individual’s
engagement in the three-stage iterative process of observation, experimen-
tation, and evaluation (see Table 3.1). Although we present this as a se-
quence, as Ibarra noted, these three processes can occur in parallel.

During the observation stage, individuals observed role models and cre-
ated a repertoire of possible selves. In large part, this stage involved under-
standing the relevant behaviors and attitudes displayed by role models (i.e.,
role prototyping) and comparing the self to these models (i.e., identity
matching). The end result of this stage was the generation of a large reper-
toire of possibilities specifying who the self is and who it can become. Dur-
ing the experimentation stage, the declarative knowledge acquired at the
proceeding stage was “perfected experientially” (Ibarra, 1999, p. 776). In
other words, the different provisional selves created in the proceeding stage
were provisionally adopted and applied in one’s organizational context.
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The last stage, the feedback stage, incorporated an evaluative component.
Here, individuals selected and discarded aspects of provisional selves on
the basis of internal and external feedback. Furthermore, we expect this
stage was affectively intense because discarding even provisional selves al-
ters one’s identity and changes the WSC.

We expect that the process of adapting and discarding selves is dynamic,
and it continues over time. However, the end result of this process is the se-
lection of one or a limited set of possible selves that served as self-guides
for employees in their new organizational roles (see the self-development
face of the model presented in Figure 2.1). In our view, Ibarra’s (1999) work
can serve as a useful heuristic for understanding the role leaders have in the
generation of new schemas, a topic we address in the next three sections us-
ing her framework of observation, experimentation, and feedback stages.

Observation Stage. As afirst consideration, leaders need to com-
municate the content of new selves to subordinates during the observa-
tional stage. In large part, this can be accomplished by granting
subordinates access to a broad array of possible role models. Bandura’s
(1986) work suggests that those models who are most influential will be
those who achieve or continue to achieve important organizational re-
wards and recognition from key organizational powerholders (e.g.,
leaders). As aresult, leaders can substantially influence who employees
will look to in their efforts to create different provisional selves by ap-
propriately distributing organizational rewards and praise. Jack Welch
did this extraordinarily well. Furthermore, if organizational leaders
themselves hope to serve as a source of provisional selves, they must be
proximally available so that vicarious learning processes are facilitated.

In addition, leaders must be discerning in terms of the role models that
they choose to make available. A good example of the care that should be
taken in selecting available role models is evident from research. For in-
stance, Lockwood and Kunda (1997, Study 2) found that having accounting
students read about a star fourth-year accounting graduate student created
self-evaluative standards that were deflating for fourth year graduate stu-
dents. Apparently, having students compare their current selves to such
candidates was demotivating given the impossibility of meeting these stan-
dards. Indeed, half of these more senior graduate students engaged in
self-protective behavior by denigrating the comparison process and dis-
tancing themselves from the comparison. In sharp contrast, first year stu-
dents found the comparison process inspiring apparently because these
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students still had time to become stars by the end of their graduate career.
Furthermore, because this comparison was self-enhancing, first year stu-
dents saw the star as more similar to themselves. Lockwood and Kunda’s
work clearly highlights the need for leaders to consider carefully who will
serve as the most effective role model when it comes to the generation of
provisional selves.

Experimentation Stage. In addition to providing the content of a
potential self to subordinates, leaders must also facilitate and nurture the
adaptation of appropriate selves. As Ibarra (1999) noted, it is through
experimentation that individuals decide whether to adopt or reject a par-
ticular self (e.g., should I be a team player or should I look out for my
own self-interests?). Here, success and the positive state of “flow”
(Csikszentmihalyi, 1990) with a particular provisional self will deter-
mine whether it is adopted, whereas failure and frustration with a provi-
sional self may increase the likelihood that it will be abandoned.

At this stage the affect associated with different provisional selves may
be particularly crucial in determining which self a subordinate will em-
brace. The selfis not simply a cold cognitive storehouse; instead, it includes
both cognitive and affective elements (see chap 6 for a more detailed dis-
cussion of affect and the self). These cognitive and affective aspects of the
self are intricately woven together through associative connections (e.g.,
Bower, 1981) that are built up through a lifetime of experiences. The ability
of leaders to generate strong internal linkages between provisional selves
and positive emotional states should increase both the ease and willingness
of an individual to access repeatedly a particular domain of the self. In
short, during times of transitions leaders may need to help employees “feel
good” about the person they are becoming. Not only is affective informa-
tion more highly accessible than purely cognitive information (S. T.
Murphy & Zajonc, 1993), but individuals should be more motivated to ap-
proach pleasant affective states and avoid unpleasant affective states (Chen
& Bargh, 1997; Higgins, 1998). As a result of these two interacting pro-
cesses, we anticipate that the selves that generate the strongest positive af-
fect will be utilized more often; therefore, through use they will increase in
strength until they become habitual and unconscious.

A key goal of leaders then is to generate positive emotional linkages to
desirable possible selves. To do so, leaders need to be highly supportive and
nurturing of desired selves while they are developing. This may have been a
critical role of sponsors for new associates in the W. L. Gore organization
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discussed previously. The nurturing of desired selves may depend on the
ability of leaders to create a zone of self-schema development, a notion
based on Vygotsky’s (1978) developmental psychology. According to
Vygotsky, second party assistance in skill acquisition requires the develop-
ment of a zone of proximal development. In most cases, individuals are un-
able to engage in behaviors or cognitive operations perfectly the first time
around. Vygotsky noted that it was the responsibility of caretakers to create
zones of development that remained challenging yet not impossible for the
novice. For instance, in teaching a child to eat with a spoon, a parent may
begin by feeding a child; once coordination has improved, the parent will
then guide a child’s hand between bowl and mouth; finally, when the appro-
priate hand—eye coordination is acquired, the child is freed to feed himself
or herself. As this sequence indicates, caretakers must be sensitive to the
current capabilities of their charges and dynamically adjust challenges in
relation to this moving standard. For example, new associates at W. L. Gore
often needed guidance from sponsors to cope with the lack of structure and
high autonomy in that organization, but later on they are expected to func-
tion more autonomously.

Like skill acquisition and other forms of development, the adoption of
selves by subordinates requires leaders to adjust their supportiveness to
maximize the likelihood of successful implementation of a particular self
and thereby generate positive emotional associations with new schemas.
Individuals differ considerably in their resilience when acquiring new
selves (e.g., they vary in goal orientation); however, overall supportiveness
is essential if leaders are to generate new selves in their subordinates. Not
only will such supportive behavior increase the positive emotions experi-
enced when implementing a particular aspect of the self, but it should also
increase an individual’s self-efficacy for implementing this aspect of the
self. Together these two processes should be linked in a self-reinforcing
feedback cycle.

Feedback and Evaluation. Finally, individuals require feedback
regarding the success with which provisional selves are implemented.
Although Ibarra (1999) discussed both internal and external feedback,
we restrict our focus to her discussion of external feedback given its
clearer linkages with leadership. As noted earlier in this book, the self is
molded in part through the reflected appraisals of others (e.g., Mead,
1934). In the current context, how significant others such as leaders re-
act to a subordinate’s implementation of a provisional self will reflect
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back on the subordinate to indicate their degree of success. Reflected ap-
proval will result in the replication and strengthening of an aspect of the
self, whereas reflected disapproval will increase the likelihood that the
individual will abandon this aspect of the self. As a result, a leader’s
friendly smile, disapproving glare, look of contempt, or words of en-
couragement will all influence who a subordinate is and who he or she
strives to become.

With negative feedback, it may be very critical to distinguish between
feedback directed at the particular role behavior and feedback directed at
the overall person based on the Kluger and DeNisi (1996) study of feedback
discussed in chapter 3. For example, task-focused comments like, “That ap-
proach to customers doesn’t seem to work in this situation,” may be ac-
cepted with little discouragement; whereas more person-focused
statements like, “That approach wasn’t very smart,” may have negative
consequences for an entire work identity, not just a provisional self.

In view of this research, it is instructive to consider Jack Welch’s ap-
proach to evaluation. He graded managers as A, B, or C and advocated
pushing the C managers out the door to B or C companies, rather than trying
to make them into A or B managers (Bernstein, 1997). Clearly such evalua-
tion was person- rather than task-focused, and it upset employees, resulting
in the label “Neutron Jack™ being applied to their CEO. More important, we
suspect that such person-oriented feedback undercuts learning, although it
may be a strong source of motivation. It may also unite A and B managers
with the A+ GE identity, but alienate the C managers and encourage their
turnover. This point is important in another respect because it suggests that
powerful leaders can shape organizational cultures through attrition (or se-
lection) processes (Schneider, 1987) as well as through changing the identi-
ties of subordinates. Thus, a match between leaders and subordinates
identity levels (or goal orientation) can be achieved through human re-
source management policies, through changed subordinate identities, or
flexible leadership.

Critically, the impact of negative reflected appraisals also may depend
on the affective bond that is established early between a leader and a subor-
dinate. Negative feelings on the part of a follower toward a leader have det-
rimental consequences for the ultimate quality of a leader—subordinate
relationship (e.g., Liden et al.,1993), which in turn can lead to dysfunc-
tional organizational outcomes (Bauer & Green, 1998). In terms of re-
flected appraisals, a disapproving glare from a supervisor who is held in
contempt may be easily disregarded, ignored, or even viewed positively (al-
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though this is unlikely if the manager is also feared). As a result, an impera-
tive skill for organizational leaders, particularly those attempting to change
subordinate self-concepts, may be their ability to develop positive interper-
sonal bonds. Positive bonds operate like an emotional savings account that
can be drawn on at later times by leaders. Thus, it should not be too surpris-
ing that leader consideration consistently emerges as a key behavioral com-
petency in most taxonomies of leadership. We suggest here that it allows a
leader to provide critical feedback without undermining the exchange rela-
tionship with subordinates so long as it is done in a task- rather than per-
son-focused manner.

In short, these ideas regarding permanent changes in subordinate
self-identities can be summarized in the following proposition:

Proposition 4.4. Leaders can produce permanent changes in subordinate
identities by (a) making peripheral aspects of self-identities chronically
accessible; and (b) by creating new chronically accessible identities
through the subordinate’s observation, experimentation, and evaluation of
provisional selves.

Boundary Conditions on Self-Concept Change. Having utilized
Ibarra’s (1999) three stages as a framework, we would be remiss to ig-
nore a potential boundary condition that is suggested by her work. In
particular, Ibarra’s research is based on the premise that the self is most
susceptible to change during periods of transition or shock. Although in-
cremental change across a lifetime is likely, the most dramatic shifts oc-
cur during periods of transition, such as starting a new job, obtaining a
promotion, or changing workplace technology. This suggests that the
ability of leaders to generate new schemas may be particularly critical
early in a subordinate’s job tenure. At this stage a paramount concern for
organizations is the development of the shared organizational self-con-
cept. A shared organizational self-concept will not only ease communi-
cation and coordination among members and between the organization
and its members (Tindale, Meisenhleder, Dykema-Engblade, & Hogg,
2001), but it will also serve to legitimize organizational leaders who
have, in all likelihood, ascended to their positions based on fit with the
overall group prototype (Hains et al., 1997; Hogg, 2001). Thus, the me-
nagerie of communications (e.g., sagas and stories), role modeling,
mentoring, socialization and organizational rewards and punishments
that leaders (and organizations) weave in their attempts to communicate
possible selves to subordinates may be most successful if done early in
the socialization process.
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There is one other time when Ibarra’s notion (1999) of provisional selves
may apply. That is, during periods of reorientation and dramatic organiza-
tional change, such as when organizations adopt new technology or merge
with another organization. During dramatic reorientations, the roles, status,
social networks, competencies, and even jobs of many individuals may be
threatened (Tushman & P. Anderson, 1986; Tushman & Romanelli, 1985).
Identities may also need to change dramatically to accommodate new orga-
nizational realities. Here effective leaders need to realize that it is not just
what subordinates do that changes, but who they are may change as well.
Thus, a key aspect of leadership during reorientations may be to help subor-
dinates develop more appropriate provisional selves and help mold these
provisional selves into new organizational identities. It is unlikely that old
identities will be discarded before new identities are clarified and accepted.
Thus, appropriate identity management may be a critical aspect of avoiding
resistance to change. This reasoning leads to our final proposition:

Proposition 4.5. The development of new, chronically accessible identities
is most likely during (a) employee transitions and (b) dramatic organization
change.

Process Versus Content in Self-Identities. Although this chapter
has focused on the process associated with temporary and enduring ef-
fects of leaders that operate through changing the self-concept of em-
ployees, we have said little about the specific content. One exception
was Brown’s (2000) work that found that a leader’s self-regulatory focus
could be either promotion oriented, focusing on ideals to be attained, or
prevention oriented, stressing the avoidance of undesired outcomes by
conforming to ought self-guides. When leaders were visualized, these
different promotion or prevention contents became accessible in subor-
dinates and influenced their task behavior and task reactions.

Our two contrasting practical examples (GE and W. L. Gore) were cho-
sen because both are consistent with the process-related propositions de-
veloped in this chapter and because they reflect management styles with
very different content. Welch’s style at GM was clearly prevention ori-
ented, and it may have worked because GE was focused on efficiency and
cutting costs. In contrast, the W. L. Gore style was promotion oriented, and
it fit with the organizational orientation toward innovation and product de-
velopment. In other words, the content of the underlying motivational ori-
entation of these two leaders was consistent with their organization’s
strategy. Our main point is that both approaches fit with the same general
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process we have been describing although the content of the temporary and
permanent changes that were fostered by these dynamic leaders were quite
different though contextually appropriate.

There is, however, a tangential point that is worth mentioning. Both Jack
Welch at GE and Bill Gore at W. L. Gore appear to have been successful at
linking different organizational strategic orientations and compatible indi-
vidual motivational orientation to the self-structures of organizational mem-
bers. This approach to leadership may be an effective way to create a coherent
and powerful strategy implementation system. This point should be exam-
ined by future leadership research that needs to consider both the potential of
such self-based systems to function effectively in their specific environment
as well as their capacity to adapt to dramatic environmental changes.

SUMMARY

In this chapter we have extended our structural model of a subordinate’s
self-concept to discuss the processes through which leaders may activate,
create, and influence aspects of a subordinate’s self-concept. Short-run ef-
fects influence the activation of elements of the WSC. As noted in this
chapter, short-run effects can be understood through a consideration of the
strength of the source, the strength of the linkage, and the pre-existing rest-
ing levels of activation for any given schema. On the other hand, long-term
effects result either from the creation of associative links between leaders
and the broader organizational setting or through structural changes to the
self. Although discussed separately, these two processes may also work to-
gether in a complementary fashion.

The process by which these structural changes occur are particularly im-
portant for leadership scholars to understand given that knowledge which
does not exist can neither be activated in the short run nor be linked with en-
during features of the environment. We also noted that in highly effective
organizations, the human resources management practices and the overall
corporate strategy may also coalesce around the promotion versus preven-
tion orientation of leaders and the level of identity they emphasize.
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Generating a Mental
Representation of a Leader’s
Behavior: Linking Perception
to WSC Activation

To this point, we have identified the structure and operation of a subordi-
nate’s WSC (see chaps. 2 and 3), and we have suggested mechanisms that
theoretically can link leaders to the activation of various selves within this
structure (chap. 4). In effect, we have moved from the most proximal deter-
minants of organizational outcomes—chronic or temporary activation
within the WSC—to the psychological processes that lead to the activation
of these proximal structures (e.g., priming). Building on the previous chap-
ter, we now pose the following question: What is it precisely about leaders
that results in WSC activation and change? In the previous chapter we noted
that the manner in which the environment is categorized can have important
implications for the aspects of the WSC that will be most strongly acti-
vated; we did not however, focus on the content of subordinates’ mental
representations. In addition, we did not address the relation of content to the
basic processes that underlie the activation of these representations.

To address these concerns, we organized this chapter around three nar-
rower themes. First, does it make sense to integrate perceptual categoriza-
tion processes into our self-concept model of leadership; if so, how can we
do this? In the previous chapter we briefly touched on the idea that percep-
tual processes and categorization were important; in the current chapter we
present a more formal case for categorization processes as being essential
100
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mediators between leader actions and WSC activation. Second, we present
a heuristic framework that links leader behavior and action, subordinate
perceptions and categorization, and the self-concept together. In addition,
we also elaborate on the content of the perceptual layer, concentrating on
one broad perceptual category that has formed the basis of our prior work:
values (Lord & Brown, 2001). Third, we explicate our model through an
in-depth examination of how the values implied by a leader’s behaviors can
lead to self-concept activation.

Before addressing these issues, it is worthwhile to reiterate at this junc-
ture that although we continue to discuss the relationship between leaders
and the self-concept in a unidirectional fashion, in reality we believe that
the relationship is far more complicated. Not only are the self-concepts of
subordinates influenced by leaders, but these same self-concepts may also
influence what is perceived and attended to in the organizational environ-
ment. Social-cognitive researchers have demonstrated that the dimensions
that characterize one’s own self-definition are those that are used to evalu-
ate others (Dunning & Hayes, 1996; Markus, 1977). As a result, the
self-concept may assist us in understanding how perceptual (e.g., Lord et
al., 1984) and behavioral (e.g., Bass, 1985) perspectives on leadership can
be integrated.

DO PERCEPTUAL CATEGORIES MEDIATE
BETWEEN LEADERS AND THE WSC?

What is it about leaders that causes self-concept activation and change? If
readers are like us, the answer that springs most quickly to mind is that a
leader’s behavior or actions serve as the most proximal determinants of
self-concept activation. A widely shared assumption among leadership
scholars has been that leaders generate important organizational and
group outcomes through their behaviors (Brown & Lord, 2001). Neo-
phyte scholars are taught to approach leadership as a problem of identify-
ing the behaviors or traits that make a successful leader. They are
educated in the methodologies of the behavioral approach (e.g., behav-
ioral surveys) and utilize them nearly exclusively. Similarly, practical
leadership-training interventions have focused strictly on leader attitudes
and behaviors (e.g., Barling, Weber, & Kelloway, 1996; Dvir et al., 2002;
Eden et al., 2000).

The preeminence achieved by the behavioral approach within the leader-
ship mosaic has met with little opposition. In fact, it is highly likely that
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most readers can trace their earliest fascination with leadership directly
back to the study of one or more behavioral approaches. For more senior
scholars, their earliest interest and excitement in leadership probably
stems from reading about the Ohio State Leadership Studies and the
Leader Behavior Description Questionnaire (e.g., Schriesheim &
Stogdill, 1975) or the Michigan Leadership Studies (Likert, 1967). The
resurgence of recent interest in leadership has been the result of develop-
ing behavioral measures of transformational leadership, such as the
Multifactor Leadership Questionnaire (e.g., Bass, 1985; Bass & Avolio,
1990). Not only have behavioral approaches generated widespread ex-
citement, but they have also inspired others in their efforts to isolate and
bottle the essential elements of leaders. Since the Ohio State Leadership
Studies took place, no fewer than 16 behavioral taxonomies have been
suggested (Yukl, 2002, p. 62). Others have extended the behavioral ap-
proach by exploring the critical skills (Zaccaro & Klimoski, 2001), traits
(Judge & Bono, 2000), and emotional regulatory skills (e.g., Chemers,
Watson, & May, 2000) that account for a leader’s behaviors.

In many ways the behavioral paradigm within the leadership field re-
flects normal science (Kuhn, 1970). In the tradition of normal science, fact
gathering has continued for decades, culminating in the development of a
full-range leadership theory (Bass, 1985) that consolidates the behavioral
perspectives that have proceeded it. If democracy prevailed and our original
question was voted on, scholars would, in all probability, vote overwhelm-
ingly in favor of leader behaviors as the most proximal determinant of acti-
vation and change within a subordinate’s self-concept. Initial polling of the
early returns suggests as much (e.g., Lord et al., 1999; Shamir et al., 1993).

Yet, on further reflection, it seems that we too were myopic in our excite-
ment to incorporate what is known about the self-concept with behaviorally
oriented thinking about leadership. Although the gist of the behavioral pro-
cess may remain accurate, an important elementary process has been ne-
glected. Rather than a leader’s behavior being the immediate precursor to
WSC activation, it seems more consistent with a follower-centered per-
spective to focus on the mental representation or categorization of these be-
haviors as the most proximal influence on the self-concept change. In other
words, subordinates’ own internal sense-making processes mediate be-
tween a leader’s behaviors and their WSCs.

The link between observed behavior and mental representation high-
lights an additional place at which organizational leadership may break-
down. Ineffectual leadership results not simply from the inability of a single
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individual to engage in the appropriate behaviors but also from any diffi-
culty perceivers might have mapping those behaviors onto the intended
cognitive categories. For instance, why are culturally transplanted leaders
notoriously ineffective? Is it because they do not engage in leadership be-
havior, or is it because onlookers do not categorize the behavior in its in-
tended fashion? Similarly, why is it that Americans have difficulty seeing
radical Islamic leaders as possessing leadership qualities? Is it that these in-
dividuals do not behave in a leader-like manner, or is it because the behavior
of these leaders does not resonate internally in the same fashion with an
American audience? In our opinion, leadership models that do not explain
the encoding of a leader’s behavior effectively ignore the most basic psy-
chological process that mediates the influence of a leader’s behavior over
subordinates. As we discussed at length in the previous chapter, the objec-
tive external world is translated into an internal, psychologically meaning-
ful world—where physical wavelengths of differing amplitudes exist,
humans see colors of differing intensities. As a result, social phenomena,
such as a leader’s behaviors, can only be understood in terms of the knowl-
edge structures that they activate within subordinates (Brown & Lord,
2001). In articulating this perspective, we focus exclusively on cold cogni-
tive structures in this chapter, and we discuss the role of hot affective pro-
cesses in chapter 6. One brief example of affective effects nicely illustrates
our general argument as well as the value of incorporating both affect and
cognition in explanations of leadership.

Adopting the visualization methodology used by Brown (2000), Naidoo
and Lord (2002a) had a sample of employed students visualize either a neu-
tral setting (the student center) or their organizational supervisor. They then
collected ratings of this supervisor on a number of behavioral (charisma)
and perceptual dimensions (fit with leader prototype, LMXs, liking, and
comfort with the leader). The most striking difference between these two
conditions was that the affective state of subordinates, as assessed by the
Watson, Clark, and Tellegen (1988) Positive Affectivity and Negative
Affectivity Schedule (used as a state measure), strongly predicted ratings in
the leader visualization conditions (e.g., R* = .43 for charisma) but was
nonsignificantly related to leadership ratings in the neutral visualization
conditions (e.g., R* = .04 for charisma). The point is simply that the internal
meaning of leadership had a strong affective component in the visualization
condition but not when subjects were simply asked to describe their leader
without a vivid and accessible image of the person. Thus, we propose that
the internal image and the associated affect strongly influenced perceptions
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of leader behavior and the subjects’ relations with the leader. This idea leads
to the following proposition:

Proposition 5.1 Subordinate cognitions and affective reactions are the inter-
nal structures that mediate between leader behavior and subordinate re-
sponses.

Before continuing, it is worth reiterating that researchers in many other
areas also focus on the interrelationship between the internal mapping of
the external world and the self-concept. For instance, as we previously indi-
cated, social psychologists liken the self to a digest, with key aspects of this
structure linked to perceptions of environmental contingencies (Higgins,
1996). Similarly, neuroscientist Antonio Damasio (1999) wrote that the
“neural patterns and images necessary for consciousness to occur are those
which constitute proxies for the organism, for the object, and for the rela-
tionship between the two” (p. 20). Thus, consciousness depends on our
cognitive capacity to map simultaneously the external environment, our
self, and the relationship between the two. If we are to understand the influ-
ence of leadership on the WSC, we must first understand the internal men-
tal representations that are formed by perceivers.

This raises an interesting question for leadership scholars: How are lead-
ership behaviors mapped into internal representations of perceivers? A cur-
sory examination of the leadership literature reveals that little information
is available on this topic. In part, this difficulty arises from the bifurcation
that currently characterizes leadership work. On the one hand, researchers
who are interested in subordinate cognitive processes have not closely scru-
tinized how common behavioral taxonomies for leader behavior map onto
underlying cognitive structures (e.g., Lord & Maher, 1991). On the other
hand, leader-focused theories have given only passing consideration to the
internal mechanisms that mediate the relationship between a leader’s ac-
tions and observable outcomes. Instead, these behaviorally oriented per-
spectives have taken leadership behavior at face value, failing to consider
the underlying processes that connect them to deeper meaning structures
that exist within subordinates (Brown & Lord, 2001).

Strangely, although ignored at one level, the need to integrate the cogni-
tive and behavioral perspectives seems widely supported by researchers.
Scholars have discussed cognitive processes in their models (Conger &
Kanungo, 1998) as critical mediating mechanisms (Yammarino &
Dubinsky, 1994), as an important source of leadership ratings (e.g., Lord,
Binning, Rush, & Thomas, 1978), and in terms of the content of
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perceiver’s schemas of leadership (e.g., Offermann, Kennedy, & Wirtz,
1994). However, much of this work has not formally incorporated what is
known about the psychology of person perception. Thus, despite over 50
years of behaviorally based leadership research and 30 years of
cognitively based leadership research, these two approaches have not
been adequately integrated.

To address this gap, in the next section we propose a two-step framework
in which a leader’s behavior is first encoded in terms of fundamental per-
ceptual categories and then these perceptual categories directly influence a
subordinate’s self-concept. This framework will assist us in understanding
how a leader’s behavior connects to more basic psychological and social
processes. In addition, it should help us understand the social-cognitive ra-
tionale for why leadership is by necessity contingent.

A FRAMEWORK FOR SELF-RELEVANT
LEADERSHIP

To bridge the chasm between leader actions and subordinate self-concepts,
we propose that the relationship between the external world and the internal
self-system can be described by the process model outlined in Fig. 5.1. Al-

Environmental Environmental Environmental
feature 1 feature 2 feature 3
Perception N §>)

Input

AN GY e

Y vy Yy

Output Cognition, Affect, Motivation,

and Behavior

FIG. 5.1. A multilevel connectionist framework for self-relevant leadership.
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though our framework is based on contemporary social—cognitive research,
given a dearth of direct empirical data, at this point we conceptualize our
model simply as a heuristic guide. It is important to begin by noting the
boundaries of our model. Our model does not reflect either the psycholog-
ical or cognitive processes that determine a leader’s actions. Readers in-
terested in this topic are directed to other sources on the social-cognitive
processes that underlie leader cognition and action (e.g., Lord, Brown, &
Harvey, 2001; Martinko & Gardner, 1987; Wofford & Goodwin, 1994).
Our focus is on how a leader’s actions and subordinate knowledge are in-
tegrated to generate internal perceptions within subordinates and, ulti-
mately, how these internal perceptions generate change in the WSC.

As shown in Fig. 5.1, it is our contention that four broad layers are
necessary to describe fully how a leader’s actions influence organiza-
tional and group outcomes. First, multiple aspects of the environment
are sensed simultaneously, a step labeled Input in this figure. Second,
these multiple features are processed in parallel to create a cognitive
map of the external world (labeled Perception). Third, once created, ac-
tivation from this cognitive map spreads to schemas within the WSC, in-
fluencing the schema that will be most salient. Fourth, the schemas
within the self-concept that are most highly activated (e.g., individual,
relational, or collective) serve to regulate a subordinate’s cognition,
feelings, motivation, and actions, thereby influencing important out-
comes (i.e., labeled output).

The basic theoretical underpinnings for our framework are derived
from ideas that we developed elsewhere (e.g., Hanges et al., 2000; Lord,
Brown, & Harvey, 2001; Lord, Brown, Harvey, & Hall, 2001). In these
previous writings, we applied connectionist models of cognition (e.g., E.
R. Smith, 1996) to understand how perceivers generate contextually sen-
sitive prototypes of leadership and how leaders generate contextually ap-
propriate leadership behaviors (e.g., Lord, Brown, & Harvey, 2001; Lord,
Brown, Harvey, & Hall, 2001). Here, we extend these same basic pro-
cesses, as others have (e.g., Thagard & Kunda, 1998), to better understand
how subordinates perceive and categorize leader behaviors. To under-
stand the basic social-cognitive mechanisms that underlie our frame-
work, the next section provides a limited review of connectionism; then,
we return to a detailed discussion of Fig. 5.1. For the more curious read-
ers, we recommend other sources on the topic of connectionism (e.g.,
McClelland & Rumelhart, 1986; Rumelhart & McClelland, 1986; E. R.
Smith, 1996).
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CONNECTIONISM: A PRIMER

Inrecent years there has been an explosion of interest in connectionist mod-
els in the psychological literature. These models have been broadly applied
by basic psychologists to understand phenomena such as language compre-
hension (MacDonald & Christiansen, 2002) and memory and language
(Kashima, Woolcock, & Kashima, 2000). In addition to their utility for un-
derstanding basic psychological processes, social psychologists too have
begun to apply these models to understand a broad range of issues such as
stereotyping (Queller & E. R. Smith, 2002) and attributions (Van
Overwalle & Van Rooy, 2001). As E. R. Smith (1996) noted, connectionist
models potentially represent a paradigm shift from older conceptualiza-
tions of human information processing.

Connectionist networks are systems of neuron-like processing units that
continuously integrate information from input sources and pass the result-
ing activation (or inhibition) on to connected units (e.g., E. R. Smith, 1996).
To understand how this activation spreads and settles into an interpretation,
three basic connectionist principles are particularly relevant for our frame-
work. In effect, these three basic processes serve as the foundation on which
perceptions of leaders are formed.

First, connectionist models suggest that multiple pieces of information
are processed and taken into account in parallel. In generating a meaning of
an event or environmental setting, perceivers do not simply focus on one as-
pect of the settings then another; instead, multiple pieces of information
(both cognitive and affective) are processed and applied in parallel by
perceivers. An important implication of this principle is that meaning will
not be confined to the activation of a single unit, but instead it will be con-
veyed by the entire pattern of activation that occurs within a network. In
connectionist terms, such models are referred to as distributed representa-
tion models. As E. R. Smith (1996) notes, the “activity of a single unit has
no fixed meaning independent of the pattern of which it is a part” (p. 895).
To capture this idea, Fig. 5.1 contains multiple sources of input. In practice,
this implication means that a leader’s actions and behaviors do not occur in
isolation; instead, they are understood and interpreted within a broad social
and historical context.

Second, the pattern of activation that emerges is dependent not only on
the input into the system but also on the interconnection that exists among
the basic units and the strength with which these units are interrelated.
Units can be connected through either positive or negative constraints
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(Thagard & Kunda, 1998). A positive constraint occurs when two units are
positively related or when activation of one unit results in activation of a
second unit (e.g., being insightful and intelligent). In contrast, two units
have a negative constraint when the activation of one unit inhibits the acti-
vation of a second unit (e.g., being dishonest and open). The dynamic inter-
play between the sources of input and the interconnections among the
knowledge or emotions that are activated results in the human information
system settling into a particular schema or interpretation for an event or be-
havior. In terms of Fig. 5.1, this feature suggests that the perceptual schema
settled on by perceivers will be a function of the positive and negative con-
straints that exist among the basic perceptual units.

Third, the amount of activation or inhibition that is transmitted be-
tween units depends on the weights linking these units. These weights are
learned over time and reflect the strength of positive or negative con-
straints that underlie an individual’s knowledge (see Hanges, Lord,
Godfrey, & Raver, 2002). In large part, this third principle captures the ac-
cumulated history that an individual has with a particular supervisor, or-
ganization, context, or culture. In other words, knowledge or learning in
connectionist systems is retained in the weights connecting units. It is re-
generated again when these weights are subsequently used to interpret
similar input. Through such learning, supervisory and leader actions have
long-term consequences, consequences that extend beyond the immedi-
ate interactions they have with followers. Moreover, these connection
weights are not simply due to personal experiences with leaders, but also
they can form vicariously on the basis of how leaders treat fellow cowork-
ers (e.g., Bandura, 1977). For instance, employee mistakes combined
with leader anger and outrage (e.g., verbally chastising or firing the mis-
take maker) may lead to a very different meaning of mistakes within an or-
ganizational setting compared to a leader who responds with under-
standing to worker errors.

In short, in connectionist networks multiple, weighted constraints
among units operate in parallel to construct a meaning that links a leader’s
qualities and actions with subordinates’ WSCs. By simultaneously satisfy-
ing multiple sets of positive and negative constraints, perceivers produce a
coherent, integrated, internal cognitive map of the social environment
(Thagard & Kunda, 1998) that embeds leadership in a self-relevant, social
context. This process automatically incorporates past learning related to
the leader, the context, and the self, because this learning is reflected in the
weights that constrain processing.
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OPERATION OF THE HEURISTIC FRAMEWORK

Now that we have discussed the basics of connectionism, we return to our
heuristic framework shown in Fig. 5.1 and its specific levels. In each of the
following sections we discuss each of the precise links that we have hypoth-
esized to underlie our model. In connectionist terms, Fig. 5.1 is multilay-
ered feed-forward model with perceptions and the self-concept
representing hidden layers.

Input to Perception

Conceptually, the first two layers of Fig. 5.1 involve basic person percep-
tion processes. A key distinguishing feature of our framework, relative to
other leadership theories, is that we conceive of person perception and behav-
ioral encoding as critical psychological processes. For leaders to function ef-
fectively, their actions, behaviors, policies, or words must be processed,
understood, and encoded by an organizational audience. If actions are not
seen, heard, or sensed, they cannot be encoded; therefore, they can have no
influence over subsequent thought, behavior, or affect. Thus, for instance, al-
though current leadership research suggests that environmental monitoring
and vision creation are critical skills for senior-level leaders (e.g., Zaccaro &
Banks, 2001), in our view these skills will be ineffectual unless they are cou-
pled with mechanisms that allow for subordinate encoding.

At the heart of our framework is the most basic premise that behaviors are
not the currency of social interaction and social perceptions. In our view,
perceivers translate surface-level behaviors into more meaningful underlying
cognitive structures (Brown & Lord, 2001). Consider for a moment the follow-
ing quotes that were reported by ESPN Columnist Chris Mortensen (2001,
Sept. 26) in an article entitled, “Jeff George Misjudged Importance of QB
Leadership.” In this article, written during the 2001-2002 National Football
League season, Mortensen reported that many of the Washington Redskin
players were disgruntled with Jeff George’s team leadership after the team got
off to a disappointing start. In this article several of the players were quoted as
follows: “Plays like he is scared,” “doesn’t compete,” “no confidence,” and
“not prepared.” The important point of this example is not so much what the
players stated but rather what they did not state. What we do not see in any of
these player quotes is any explicit reference to behavior. Nowhere is there any
direct scrutiny or discussion of the specific actions or behaviors displayed by
Jeff George; instead, the players’ descriptions of George’s lack of leadership
are communicated economically—in this case, in trait terms.
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The fact that none of the players mentioned George’s behavior is not sur-
prising when considered in light of contemporary social-cognition re-
search. Such work has documented that behavior is spontaneously and
automatically encoded in terms of deeper cognitive structures. For in-
stance, many scholars have examined the strong tendency of perceivers to
encode behavior in terms of the underlying trait constructs that are implied
by the behavior (e.g., K. Fiedler & Schenck, 2001; Uleman & Moskowitz,
1994; Van Overwalle, Drenth, & Marsman, 1999). Overall, this research
suggests that perceivers automatically translate the behavior of other social
actors into its underlying traits, a process that occurs unconsciously and re-
gardless of the processing goals that the perceiver has in mind at any given
instant (Uleman & Moskowitz, 1994).

It is surprising, given the state of basic social-cognition research, that,
for the most part, leadership models have generally failed to incorporate
psychological mechanisms that can account for how a leader’s behaviors
are encoded internally by perceivers. In fact, the only serious consideration
of encoding processes has been restricted to cognitive leadership models.
Rather than explicate how the encoding of leader behaviors occurs, these
models have taken the encoding of behavior in terms of deeper structures as
a given. For instance, Lord et al.’s (1984) categorization theory, suggests
that the application of the label leader to a target depends on a two-stage
process. First, the behaviors of a target must be encoded. Second, character-
istics of the target must be compared to a prototype that exists in memory.
Although categorization theory acknowledges the role of encoding, the im-
portance of encoding has been overshadowed by concerns with the struc-
ture and content of the leader prototype (e.g., Lord, Brown, & Harvey,
2001; Offermann et al., 1994). Ultimately, however, the extent to which an
individual will be perceived as a leader and impact followers depends not
simply on the prototype that is currently in use but also on the strength with
which prototypical traits and characteristics are applied to a target. An im-
portant implication of this suggestion is that impression management is es-
sential for effective leadership (i.e., leaders must manage the impression
that they are dedicated, intelligent, etc.).

It is clear from prior research that difficulties will arise for leaders at the
encoding stage. In large part, the difficulties that arise are a function of the
fact that social actions are not mapped internally in an analogous manner
across subjects or across situations. Instead, action is replete with ambigu-
ity and, thus, is subject to multiple interpretations. As Weick (1995) noted,
all objects and events are defined within a context and meaning cannot be
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decided on unless a context is available to the perceiver (pp. 52-53). In con-
templating the importance of context consider the following question:
Which number is larger, 9 or 2217 Before labeling the previous question as
obvious, consider for a moment the counterintuitive results Birnbaum
(1999) reported. Birnbaum randomly assigned participants in a be-
tween-subject experiment to either rate the number 9 or the number 221 on
a 10-point scale that ranged from very, very small (1) to very, very large
(10). Interestingly, Birnbaum found that 9 was judged to be significantly
larger than 221 by subjects regardless of gender or education level. In ex-
plaining these effects, Birnbaum suggested that the two numbers bring to
mind very different contexts. Whereas 9 is judged in terms of single-digit
numbers, 221 is judged in terms of three-digit numbers. For Birnbaum,
these results represent a scathing criticism of between-subject designs, at
least when subjective decisions are made. Our intended purpose, however,
is to demonstrate simply that human cognition is dependent on the broader
context within which it occurs.

As with the numerical size judgments in Birnbaum’s (1999) study, mak-
ing sense of social actors is contextually driven. In most instances, multiple
interpretations are available for any action. To circumvent the ambiguity in-
herent in this sense-making process, social-cognitive researchers have pro-
posed connectionist models of human social perception (e.g., Read &
Miller, 1998; E. R. Smith, 1996; Thagard & Kunda, 1998). Following the
connectionist principles outlined earlier, these models maintain that
perceivers simultaneously integrate multiple pieces of information from
multiple modalities and that the meaning of the action emerges from the
multitude of information that is available in a given context (Read & Miller,
1998). Clearly, this process suggests that “identical behavior may be inter-
preted differently in different contexts” (Thagard & Kunda, 1998, p. 8).

To understand the social-perceptual implications of this viewpoint, con-
sider for a moment that you have witnessed one individual push a second in-
dividual (see Thagard & Kunda, 1998, p. 8). Although on the surface this
action may appear simple to understand, it is, in fact, open to a multitude of
interpretations. For instance, it may be interpreted as either a violent push
or ajovial shove by the observer. What is your interpretation? Clearly, with-
out contextual information the judgment is quite difficult, if not impossible.
However, imagine that in addition to seeing the push you also see that the
instigator of the shove was an African-American man, and now imagine
that the same shove was instigated by a White man. How might the race of
the instigator influence the meaning of the shove? Now imagine that you
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also see the facial expression of the instigator as he shoves his companion.
Is he smiling or frowning? Perhaps you also know something about the in-
stigator—for instance, he has just been released from prison or he has just
become a circus clown. This simple example illustrates how context helps
to determine meaning.

The need to consider the broader context within which a leader’s behav-
ior is observed should come as little surprise to leadership scholars who
have known for some time that a key to being an effective leader is paying
attention to situational contingencies (see Chemers, 2001). A moment of
reflection indicates that our perceptions of leaders are influenced by a wide
array of factors, all of which are simultaneously integrated by observers.
Such factors have been examined in a piecemeal fashion by researchers
showing that the categorization of leader behaviors is dependent on nonver-
bal behaviors (e.g., Awamleh & Gardner, 1999), gender (Hall et al., 1998),
emotional displays (Naidoo & Lord, 2002b), situational crises (Emrich,
1999; Hunt et al., 1999), group performance (e.g., Rush, Phillips, & Lord,
1981), and culture (Jung & Avolio, 1999). Clearly, as is the case with gen-
eral person perception, multiple sources of input are needed to understand
and classify a leader’s behavior. To capture the interpretive complexity that
is inherent in social action, our model incorporates (see Fig. 5.1) multiple
input sources, and it suggests that the interpretation settled on by perceivers
depends, at least in part, on the complex array of factors that are simulta-
neously available. In effect, we are asserting that leadership is a
situationally embedded process (Lord & Smith, 1999).

To understand the importance that context plays in encoding a leader’s
behaviors, consider for a moment a recently completed study by Brown,
Scott, and Mattison (2002). These authors were interested in how the gen-
der of the target leader interacted with the type of leader behavior displayed
(agentic vs. communal) to influence the encoding of the behavior. To ad-
dress this issue, they adopted a spontaneous trait inference methodology
whereby perceivers were presented first with a leader behavior on a com-
puter screen and immediately after with a word or nonword. Subjects then
indicated whether the second stimulus was in fact a word (lexical decision),
and their reaction times for this judgment were recorded. Critically, on
many trials the word following the leader behavior was an aspect of the
leader prototype that was implied by the behavior (e.g., dedicated or intelli-
gent). For example, one behavior that was presented to participants was, “In
a personal crisis Bradley gives time off to his employees” which was found
in pilot testing to be indicative of “compassionate” behavior. Accordingly,
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the speed with which participants were able to make the word or nonword
lexical decision served as an indirect index of the efficiency with which the
perceiver was capable of translating the behavior into its underlying mean-
ing, in this case the relevant aspect of the leader prototype.

The results of Brown et al.’s (2002) research revealed that no differences
existed in participants’ reaction times across three conditions: communal
behaviors paired with a male target (CB—male), communal behaviors
paired with a female target (CB—female), or agentic behaviors paired with a
male target (AB—male). In contrast to these three conditions, participants
were far slower at encoding agentic behaviors when they were paired with a
female target (AB—female). This pattern of results suggests that partici-
pants were equally adept at encoding leadership behavior in terms of the
underlying leader prototypical element for the AB-male, CB—male, and
CB—female conditions. However, when presented with AB—female infor-
mation, participants had difficulty encoding the behavior in terms of its un-
derlying category. Following the rationale of spontaneous trait inference
researchers, these findings suggest that the underlying element of the leader
prototype was more strongly primed in the AB-male, and CB-male,
CB-female conditions than for the AB—female condition. These results im-
ply that perceivers had difficulty encoding the behavior into the
prototypical element when women engaged in agentic behaviors.

These findings are interesting in two ways. First, they are fully consistent
with the gender bias effects that have been reported for leadership evalua-
tions (Eagly, Makhijani, & Klonsky, 1992). In their meta-analysis Eagly
and her colleagues reported that women faced bias when they engaged in
agentic behaviors but not when they engaged in communal behaviors.
Moreover, no bias existed against men regardless of whether they engaged
in communal or agentic behaviors. In fact, the results of Brown et al.’s
(2002) investigation extend those reported in the meta-analysis, suggesting
that bias may not simply arise at the time of evaluation or judgment but in-
stead partially occurs when the behavior is encoded. That is, when a woman
engages in a behavior that would be encoded as assertive, perceivers have
more difficulty associating this behavior with a leadership prototype than
they would for a male target. Second, and more pertinent to the current dis-
cussion, these results highlight the need to consider how multiple aspects of
the context are utilized by perceivers when they encode and interpret leader
behaviors. Participants in Brown et al.’s study clearly did not simply rely on
the behavioral information that was available to them, instead they simulta-
neously considered both the gender and behavior of the target.
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As a second example of how contextual factors influence the interpreta-
tion and reactions to leader behaviors, consider Casimir’s (2001) recently
published article. In his research Casimir examined how different combina-
tions of leadership behavior influenced perceptions of the leader. In partic-
ular, Casimir created vignettes that varied the ordering and temporal
spacing of socioemotional and task-oriented leadership behaviors, and he
examined both individual preferences and liking for these different combi-
nations. The results of this research indicated that particular combinations
of leader behaviors were preferred and liked better by perceivers (e.g., sup-
port immediately proceeding pressure). Overall, Casimir’s data suggest
that the behavior emitted by a leader may generate a context within which
subsequent behavior is interpreted by perceivers.

In addition to the need to consider leadership behavior within a broader
context, it is also worthwhile to note the linkages that exist between the in-
terpretation that is settled on by perceivers and more basic social-cognitive
processes, such as the attributions that are drawn by perceivers. Consider
Yorges et al.’s (1999) recent study conducted. Yorges et al. randomly as-
signed participants to read one of three vignettes in which the amount of
self-sacrifice endured by a leader was manipulated—the leader benefitted,
made personal sacrifices, or was unaffected (control condition). The impact
of the self-sacrifice manipulation was then examined in terms of how much
influence the leader would have over subordinates, assessed as the degree to
which participants believed that subordinates should comply with the
leader’s request of donating money to a relief fund. Not surprising, a main
effect was found for the self-sacrifice manipulation, such that participants
indicated a greater willingness to comply with the leader’s request in the
self-sacrifice condition relative to either the benefitting or the control con-
dition. Moreover, the effect of the self-sacrifice manipulation was mediated
by the attributions that were drawn regarding the leaders’ self-sacrificial be-
havior. As this example highlights, attributional processes may be an im-
portant consideration for understanding the interpretations that are settled
on by perceivers. In our view, attributional processes will moderate the en-
coding processes of perceivers.

To this point, we outlined how the meaning and perceptions that are
formed regarding a leader’s actions are a function of the multiple stimuli
that impinge on the perceiver. As aresult, the meaning that leader behaviors
generate within perceivers is dependent on the broader context within
which the behavior occurs. Multiple factors are simultaneously considered
and used by perceivers; as a result, the effectiveness of leader activities will,
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by necessity, be contingent (Chemers, 2001). In the following section, we
move to the next layer in our framework and (a) reflect on the content of the
categories that leaders activate and (b) consider how these perceptual
schema may constrain activation in the WSC. Our thinking described in this
section is summarized by the following proposition:

Proposition 5.2. The cognitive and affective meaning of leader behaviors
constructed by a perceiver depends on the simultaneous consideration of
multiple contextual constraints.

Perception to WSC

Although it should come as little surprise that we believe the perceiver’s
leadership prototype will serve as a key mediating perceptual category, our
focus in this chapter is to explore how leader actions may be encoded in
terms of the underlying values that are communicated by those actions. In
this regard, we suggest that a leader’s actions and behaviors activate differ-
ent values within subordinates’ perceptual systems. For instance, very dif-
ferent values will be communicated to subordinates when leaders make
personal sacrifices for their work groups versus when they take personal
liberties and advantage of their organizational position. As Chemers (1997)
noted, a critical function of leaders is to model the normative expectencies
that define the social norms and values within which a work group operates.
In the current context we consider values not only because they are impor-
tant in organizational life, but also because they represent fundamental tru-
isms that are applied and processed in an automatic and unquestioned
manner by perceivers (Maio & Olson, 1998).

The possibility that value activation is the direct outgrowth of leadership
activities has important implications for the self-concept model that we de-
veloped in previous chapters. As noted by Cropanzano et al. (1993), the ac-
tivation of self-structures occurs in part because of ties to more general
normative constructs such as values that are implied by a given situation.
Although direct evidence for this position is scant, two bodies of recent
scholarly work do support this basic premise. First, data show that focusing
individuals on the self results in the activation of an individual’s core values
(Verplanken & Holland, 2002). Second, theoretical work and research
demonstrates that different self-identity levels may be tied to specific value
structures (Oishi, Schmmack, Diener, & Suh, 1998; Rohan, 2000; Selenta
& Lord, 2002; Triandis, 1989).
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In recent work Verplanken and Holland (2002, Study 5) examined whether
or not manipulating self-focus enhanced the accessibility of central values. In
this research, individuals were preselected on the basis of whether altruistic
values (e.g., helpful and equality) were central or peripheral. These two groups
of subjects were then randomly assigned to either a high- or low-self-focus
condition. Individuals in the high-self-focus condition searched for and circled
words that were relevant to the self (e.g., I and me), whereas those in the
low-self-focus condition searched for neutral words (e.g., it and an). Following
the self-focus manipulation, individuals were provided with the opportunity to
engage in an altruistic action (i.e., donating money). Not surprising, those indi-
viduals for whom altruistic values were most central and who had been primed
to think about the self were more likely to act in accordance with these acti-
vated values (i.e., donate money). In effect, priming the self indirectly activated
the core values that the individual endorsed.

Not only has research demonstrated links between an individual’s concep-
tualization of self and values, but the available data also demonstrate that spe-
cific patterns of values may be related to specific self-concepts (e.g.,
individual, relational, or collective). In a correlational study, Oishi and his
colleagues (1998) examined the relationship between dimensions of
Schwartz’s (1992) values taxonomy and individual differences in the inde-
pendent—collective self-concept. Overall, Oishi et al.’s results suggest that,
although the independent self was positively associated with valuing power,
achievement, hedonism, and self-direction, it was negatively associated with
valuing security, conformity, tradition, and benevolence. In contrast, scores
on collectivism indicated precisely the opposite pattern with respect to these
values. In addition to individual-level data, data at the level of societal cul-
tures exhibit similar patterns, with cultures that are characteristically de-
scribed as collectivist having values that are distinct from those that are
characteristically described as individualist (Triandis, 1994).

Consistent with the available empirical data, recent value models have
drawn similar conclusions regarding the connections between value sys-
tems and the self-concept. For instance, Rohan (2000) suggested that the
path linking social value systems to social value priorities to social behav-
ior may involve priming the collective self, and the path linking personal
value systems to personal value priorities to behavior may involve priming
the private self (i.e., individual). Thus, according to Rohan, identity level
mediates the relationship between the values that are salient in a given con-
text and outcomes. We elaborate on the importance of values within organi-
zations and discuss the structure and content of values next.
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Values. Thereis little doubt that values play an important role in or-
ganizational life. As but one example, consider the person—organization
(P-0) fit literature (Kristof, 1996). P-O fit has been found to influence
job seekers’ choices of what jobs to pursue (e.g., Cable & Judge, 1996);
the personnel judgments made by recruiters (Kristoff-Brown, 2000);
and the ultimate satisfaction, commitment, and turnover intentions of
employees (e.g., Bretz & Judge, 1994; Cable & Judge, 1996). Generally,
positive outcomes for organizations are linearly related to the degree of
overlap that exists between individuals and organizations. Although
seemingly tangential, this research is relevant to the current context in-
sofar as the P-O fit literature is largely premised on the value overlap
that exists between individuals and organizations, suggesting that val-
ues are salient perceptual categories that guide organizational judg-
ments and behavior. We also note that perceived values are likely to
produce affective reactions as well. The fact that we do not address such
affective consequences of values is simply because affect is covered in
the following chapter.

The importance of values for organizational life is not surprising when
viewed in light of the fact that stability is a key requirement for any social
system (Schein, 1992, p. 282). There are a number of reasons to suspect that
the communication and endorsement of a set of socially shared values is es-
sential for the generation of stable and predictable internal organizational
environments. First, because values are “desirable states, objects, goals, or
behaviors, transcending specific situations and applied as normative stan-
dards to judge and to choose among alternative modes of behavior”
(Schwartz, 1992, p. 2), they provide frameworks that generate the develop-
ment of socially sanctioned purposes and coherence to behavior across sit-
uations. Second, because they are normative standards, values are a basis
for generating behaviors that fit the needs of groups or larger social units.
Third, several theorists (Rohan, 2000; Schwartz, 1992) have noted that val-
ues serve as standards that can be used to evaluate other people as well as to
justify one’s actions to others. Thus, it is not surprising that groups impose
negative sanctions on group members who deviate from group norms (see
Marques, Abrams, Paez, & Hogg, 2001) and that leadership assignment is
at least partially dependent on fit with a group’s prototypical beliefs (e.g.,
Hains et al., 1997; Hogg, 2001; Hogg, Hains, & Mason, 1998).

Although values have not been traditionally focal for leadership re-
searchers, recent trends suggest that their interest in understanding how
leadership is related to values is increasing (e.g., Dickson, D. B. Smith,
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Grojean, & Ehrhart, 2001; J. L. Thomas, Dickson, & Bliese, 2001). For in-
stance, Thomas et al. examined the relationship between a leader’s values
and evaluator’s leadership ratings. Using a sample of 818 Reserve Officers’
Training Corps cadets, they found that affiliation and achievement values
predicted subsequent leadership ratings. Overall, Thomas et al.’s results in-
dicate that values may be an important source of information used by
perceivers when evaluating leadership targets. Others have extended this
general notion, suggesting that not only are communications from leaders
salient to perceivers but also that the organizational values that are most sa-
lient are a direct outgrowth of a leaders activities (Dicksonetal.,2001; Lord
& Brown, 2001).

In line with our previous work (Lord & Brown, 2001) and consistent
with the suggestions of others (e.g., Rohan, 2000), we contend that leader
behaviors activate different values in subordinates, and that the values that
are activated are associated with different aspects of the WSC. Following
our prior work, we utilized Schwartz’s (1992, 1999) universal conceptual-
ization of values to capture the content of the values that are likely to be acti-
vated by organizational leaders. According to Schwartz’s empirical work,
there are 10 underlying universal values that are shared by most of human-
ity: self-direction, stimulation, hedonism, achievement, power, security,
conformity, tradition, benevolence, and universalism. These value types are
arranged in a two dimensional space with a circular structure (see Fig. 5.2).
Note that this circular structure conveys information regarding the dynamic
interrelationships that exist among the values. In this regard, there are both
compatibilities and conflicts among the values, with adjacent values tend-
ing to co-occur (e.g., achievement and hedonism) and values on the oppo-
site sides of the circumplex being in conflict (e.g., self-direction or
stimulation vs. conformity, tradition, and security).

In many respects the circular structure Schwartz (1992) outlined overlaps
nicely with the connectionist framework we outlined earlier. Previously, we
noted that meaning is created through the aggregate patterns of activation
that, as a whole, represent meaningful mental processes (Hanges et al., 2002;
Read, Vaneman, & L. Miller, 1997; E. R. Smith, 1996). Moreover, we sug-
gested that, in part, the pattern that emerges is a function of the positive and
negative constraints that exist among the basic units (in addition to the input).
This perspective is fully consistent with P. B. Smith and Schwartz (1997)
who highlighted the importance of value patterns, stating that the “meaning
of a value is understood by its associations—positive, negative, and neu-
tral—with other concepts” (p. 82). Thus, positive and negative constraints
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FIG. 5.2. Organization of Schwartz’s value types. Note: From “A Rose by Any Name?
The Values Construct ” by Meg J Rohan, 2000, Personality and Social Psychology Review,
4(3), pp. 255-277. Copyright © 2000 by Lawrence Erlbaum Associates. Reprinted with
permission.

among values are crucial to constructing their meaning, with positive con-
straints occurring between adjacent values and negative constraints between
values on opposite sides of Schwartz’s circumplex model.

Consistent with this perspective, larger, more meaningful patterns or
value schemas do emerge as four higher order factors underlie the 10 uni-
versal values Schwartz (1992) proposed. In this respect, Schwartz labeled
these higher order factors as openness to change, conservatism, self-tran-
scendence, and self-enhancement. Note that, although we utilized
Schwartz’s structure, in Fig. 5.2 we employed the dimensional labels that
have been developed and applied by Rohan (2000). In large part, we uti-
lized her labels because they make greater intuitive sense when overlaid
with the self-concept dimensions discussed in previous chapters and be-
cause they may avoid evaluative misinterpretation (e.g., openness is better
than conservatism). For our purposes, the key dimension in Fig. 5.2 is focus
on social context outcomes versus focus on individual outcomes because
the poles of this dimension distinguish among values that are likely to
prime different self-structures—collective self-identities and individual
self-identities, respectively.
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On the basis of the internal structure of values, we draw two interrelated
conclusions. First, we expect that the pattern of values that becomes most
highly salient in an organizational context will be partially dependent on
the compatibilities and conflicts that exist between the basic value types
(i.e., positive and negative constraints). Second, as outlined elsewhere
(Lord & Brown, 2001), networks of unorganized constructs will not pro-
vide as strong or enduring sources of activation as will highly organized
networks. A direct implication of these two points is that a leader’s effec-
tiveness will depend on his or her ability to activate a coherent set of values
within subordinates. As a result, leaders who simultaneously behave in
ways that activate multiple value schema will undermine their own effec-
tiveness. Alternatively, leaders whose behavior is out of alignment with
other salient value sources in an organization may be equally ineffectual in
their attempts to influence their subordinates. For instance, leaders who si-
multaneously emphasize individual achievement and benevolence values
may be largely ineffective because such a pattern of behaviors activates in-
compatible value schemas within subordinates.

The ideas we developed in this section can be summarized as follows:

Proposition 5.3. Patterns of values activated by leader behaviors can be or-
ganized along an individual-collective dimension.

Proposition 5.4. Patterns of values mediate between leader behavior and
WSC activation.

Proposition 5.5. Leader behavior has its greatest effect when it activates co-
herent patterns of values.

The argument we have been developing is abstract, but it can also be
clearly seen in real examples. To illustrate, recall the very different leader-
ship styles of Jack Welch at GE and Bill Gore at W. L. Gore. Welch’s
high-pressure style, in which he personally graded managers as A, B, or C,
and advocated pushing the Cs out the door, conveys very different values
than Bill Gore’s approach of granting high autonomy to subordinates and
tolerating mistakes as long as they do not sink the ship. We suspect that
these different value systems activated very different WSCs among GE and
W. L. Gore employees, which, in turn, produced prevention versus promo-
tion-based motivational orientations.

To our knowledge, there is only limited direct scientific evidence to sup-
port the linkage between leader behavior and value structure activation.
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Komar and Brown (2002) completed two investigations to test directly the
idea that leaders can activate different value structures in subordinates. To
test of the plausibility of this value activation hypothesis, they initially
completed a two-session study. In this investigation, subjects were 24 stu-
dents from an upper level psychology class who had recently returned from
a work term. During the initial session, participants completed a series of
individual difference measures and assessments of their work term.
Critically, embedded within this initial booklet was the Multifactor Leader-
ship Questionnaire (MLQ), an instrument designed to assess
transformational leadership. Subjects were asked to rate their work term su-
pervisor on this instrument. Three days following the initial session, partic-
ipants completed a second, ostensibly separate questionnaire. Importantly,
one component of this questionnaire required participants to write a physi-
cal description of the supervisor that had been rated 3 days earlier. The pur-
pose of this paragraph was to prime the presence of their prior work term
supervisor. Immediately following the completion of this written descrip-
tion, participants completed the Schwartz Value Inventory. Would the com-
pletion of the Schwartz Value Inventory be influenced by the degree to
which the work term supervisor was deemed to be transformational? Sur-
prising, the answer was yes! A very strong and significant correlation (r =
.63, p <.01) was found between the MLQ ratings and the degree to which
participants endorsed self-transcendent values as being personally descrip-
tive. Self- transcendent values are values such as universalism and benevo-
lence, which correspond to the focus on social context outcomes axis in Fig.
5.2. Moreover, no such relationship emerged between the transformational
leadership ratings and participant endorsement of self-enhancement values
(r=-.02, ns). These values (achievement and power) correspond to the fo-
cus on individual outcomes axis in Fig. 5.2.

Although Komar and Brown’s (2002) Study 1 results provide initial sup-
port for the leader value activation hypothesis, critical readers may con-
clude that the nature of this effect is quite speculative given the absence of a
control group or an experimental manipulation. To address this concern,
Komar and Brown completed a second study that directly manipulated par-
ticipant exposure to a transformational leader. In this instance, 30 partici-
pants were recruited and randomly assigned to either a transformational
leader prime or control prime condition. Unlike Study 1 in which the im-
pact of transformational leadership was assessed directly in terms of the de-
gree to which participants endorsed self-transcendent values, Study 2
assessed value activation indirectly through a subsequent judgment task.
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This task, which was performed following the transformational leader or
control condition prime, required subjects to make promotion judgments
for 15 hypothetical employees who differed along seven dimensions (e.g.,
reliability, work performance). After familiarizing themselves with the em-
ployees, participants were asked to select the two employees most deserv-
ing of promotion. Because values serve as standards that are used to
evaluate people and events (Schwartz, 1999), Komar and Brown speculated
that if transformational leaders do activate self-transcendent values, this ef-
fect would be detectable through the average scores of the selected employ-
ees along one dimension—team orientation. Coinciding with their
expectation, a significant difference emerged such that participants in the
transformational leader condition, relative to those in the control condition,
selected employees who, on average, had higher team orientation scores.

In addition to this limited direct evidence that leaders activate values in
subordinates, there is also indirect evidence that is consistent with this pre-
diction. For instance, De Cremer and van Knippenberg (2002) manipulated
whether a leader exhibited self-sacrificial behavior for the benefit of his or
her group and examined the effect of this manipulation on cooperation,
group identification, and belonging. From our perspective, we would antic-
ipate that sacrificial leadership behaviors (which are group oriented) would
activate self-transcendence or focus on social context outcome values in
subordinates. Although De Cremer and van Knippenberg did not assess
whether the activation of values mediated the relationship between their
leadership manipulation and the outcomes, their results demonstrated a
pattern that was consistent with this expectation. In this regard, relative to
subordinates in the no self-sacrificial leadership condition, those in the
self-sacrificial leadership condition were more likely to cooperate in the al-
location of resources, were more likely to identify with the group, and ex-
pressed feelings of belongingness. Although the current study cannot be
taken as a direct test of our framework, De Cremer and van Knippenberg’s
outcomes are fully consistent with our expectations, as are Yorges et al.’s
(1999) results.

In addition to evidence that has established clear linkages between
leader behaviors and outcomes, other research demonstrates that the sa-
lience of different values is consistent with the activation of different levels
of self-identity (Korsgaard, Meglino, & Lester, 1996, 1997). For instance,
Korsgaard et al. (1996, Study 1) found that individuals who were high in
their concern for others were less predisposed to engage in rational decision
making, as opposed to those low in their concern for others. That is, these
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individuals were less likely to consider their personal self-interest (i.e., ig-
nore payoffs and risk) when making a decision. Furthermore, in a follow-up
investigation Korsgaard et al. (1996, Study 2) found similar results when
the value of concern for others was manipulated. Such results indicate that
external sources (e.g., leaders) may be capable of influencing the values
that are most salient and thereby influencing how individuals regulate
themselves on a moment-by-moment basis. These findings suggest that
typical response patterns that are consistent with the individual self are cir-
cumvented by activating collective values. Although previous work has not
directly demonstrated the leader behavior to value perceptions to WSC
linkages, the available data reviewed in this chapter are consistent with our
general framework, suggesting that direct tests are warranted.

WSC to Output

The final consideration in our model is the linkage that exists between WSC
activation and output. Because we highlighted this relationship in previous
chapters (chaps. 2 and 3) we will not examine this linkage in great depth here.
As noted earlier and elsewhere, those aspects of the most highly activated as-
pects of the self serve as the most proximal regulators of human activity
(Cropanzano et al., 1993; Lord et al., 1999), and they do this, in part, through
the type of task goals they activate. For example, De Cremer (2002) found
that self-sacrificing versus self-benefitting behaviors of leaders activate col-
lective versus individual identities and prosocial versus proself goals, respec-
tively. Thus, both identities and the task goals primed by those identities will
regulate the behavior, thoughts, and feelings that are produced in reaction to a
specific situation. This idea can be stated more formally in the following
proposition, which also represents the key idea behind several propositions
developed in chapter 2 (Propositions 2.1 to 2.4):

Proposition 5.6. Behaviors, thoughts, and feelings are regulated by the joint
effects of identities (self-views or possible selves) and goals.

SUMMARY

As explained in this chapter, the impact of leader actions and behaviors on
the self-concept are mediated by the activation of perceptual constructs that
exist in the eye of the beholder. Unlike prior behaviorally focused models,
which have largely ignored social-cognitive mediational mechanisms, our
model suggests that social cognition is paramount for understanding the
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impact of leaders on subordinates. In addition, this chapter, in combination
with previous chapters, highlighted our belief (Lord & Brown, 2001) that
although value networks serve as general constraints on human self-regula-
tion, such constraints need to be translated into more proximal constructs to
understand immediate affective, behavioral, and cognitive functioning
(Cropanzano et al., 1993; Kanfer, 1990). This occurs when salient values
influence the likelihood that particular self-identities and associated goals
will be activated.

In this chapter we focused on cold cognitive categories. In the next chap-
ter we shift gears slightly and discuss the role of hot affective processes to
understand how a leader’s actions can influence a subordinate’s WSC.
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Leadership and Emotions

LEADERSHIP, EMOTIONS,
AND SELF-RELEVANT AFFECTIVE EVENTS

In prior chapters we showed that affective reactions to task performance
provide an important metacognitive input that helps regulate effort and task
engagement. We also found that affective reactions were an important me-
dium for leader—follower communications and that liking as early as the
first 2 weeks of interaction predicted the quality of leader/member ex-
changes up to 6 months later (Liden et al., 1993). Emotional reactions are
also thought to be an important component of charismatic leadership (Yukl,
2002). Charismatic leaders are able to combine their vision with a strong
emotional appeal to followers (Awamleh & Gardner, 1999). In addition,
Dirk (2000) found that trust in one’s leader, an emotional as well as cogni-
tive evaluation, fully mediated the relation of past to future team perfor-
mance. In short, affect is an important aspect of leader—follower reactions,
and it is a critical aspect of leadership processes in general. Affective reac-
tions are also likely to be an important consequence of the perceivers’ men-
tal representations of leaders, which were discussed in the previous chapter.

Need for an Integrated Cognitive-Emotional
Perspective on Leadership

Despite these persuasive findings showing the importance of emotions,
leadership theories have generally focused on more cognitive ele-
ments—such as the development of leader vision, learning and prob-
lem-solving skills, a leader’s centrality in interpersonal networks, the
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nature of leadership prototypes, or the model of mental representations of
leadership developed in the last chapter. In contrast, the theory and mea-
surement of affective processes has been ignored by leadership researchers
or, alternatively, has been approached from a cognitive framework that em-
phasizes attitudes rather than basic emotional processes (Brief & Weiss,
2002). This focus on cognitions has greatly enhanced our understanding of
many aspects of leadership processes, yet there are also sound reasons to
believe that affective reactions structure all social interactions (Keltner &
Kring, 1998; Levenson, 1994; Srull & Wyer, 1989), and that much of this
process may be nonverbal and implicit. Thus, it may not be possible to have
a full understanding of leadership processes if they are viewed only from a
cognitive perspective. Consequently, in this chapter we develop an alterna-
tive emotion-based perspective on leadership, then we show how it can be
integrated with more traditional, cognitively oriented leadership research.

Self-Relevant Leadership and Emotions

The perspective we have developed so far in this book provides an ideal
foundation for considering emotional processes associated with leader-
ship. There are many reasons for expecting a leader’s impact on subordi-
nate self-structures to have profound emotional consequences. First,
self-structures have extensive and strong linkages to both cognitive and
motivational processes as we illustrated in prior chapters. Second, emo-
tional reactions are generally thought to begin with a primary appraisal pro-
cess in which harm or benefit to the self and one’s currently active goals are
automatically assessed (Lazarus, 1991; Weiss, 2002), and such appraisals
may structure perceptions of leaders as well as other organizational stimuli
(L. A.James & L. R. James, 1989). Because leaders can facilitate both goal
attainment and self-development, it seems likely that organizational mem-
bers would respond more intensely to leaders than to other organizational
stimuli, particularly when the self-relevance of a leader’s actions is salient.
Third, as we just explained, perceptions of leaders can be encoded in terms
of value structures, and values show strong relations to the self (see the dis-
cussion of this issue in chap. 5) and to normative expectations. Both of these
linkages should make representations of leaders affectively laden. Fourth,
as we described in detail, leadership may have its greatest effect when it di-
rectly impacts the WSC of subordinates, and influencing the self-identities
of subordinates is a strategy that is gaining increased attention in the leader-
ship literature (Reicher & Hopkins, in press; Shamir et al., 1993; van
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Knippenberg & Hogg, 2003). Fifth, Markus’ (1977) seminal research
shows that attempts to influence the core self-constructs of others are typi-
cally resisted. Hence, we might expect conflict and anxiety to center on ex-
plicit attempts by leaders to change organizational identities.

More research showing that emotions and self-structures are important
comes from the justice literature. This literature indicates that interpersonal
treatment that conveys dignity and social respect—interactional jus-
tice—has direct implications for the worth of the behavioral target (Bies,
2001). Bies also noted that interactional justice is strongly related to
self-esteem and that it produces strong affective reactions: Interactional
justice is described as a “hot and burning” (p. 90) experience. Consistent
with this argument, a recent meta-analysis (Cohen-Carasch & Spector,
2001) found that interactional justice was strongly correlated with the qual-
ity of leader—member exchanges (mean r=.66) and satisfaction with super-
visors (mean r = .52).

The importance of interactional justice is also illustrated by research on
anger in the workplace (Fitness, 2000; Glomb & Hulin, 1997). For exam-
ple, Fitness (2000) showed that anger can result from unfavorable treatment
of the social self by leaders. Although intense hatred was not a common
emotion experienced in Fitness’s sample of workers, when it occurred, it
tended to be in response to public criticism or humiliation of an employee
from higher power members of an organization. Moderate to high levels of
hate were also associated with unjust or demeaning treatment by one’s su-
pervisor. If such supervisor behavior is part of a continuing, abusive pat-
tern, it is likely to result in voluntary turnover and low job and life
satisfaction (Tepper, 2000). Thus, a lack of interactional justice is associ-
ated with supervisor behavior that undermines the self, and it produces ex-
treme emotional reactions, lower job satisfaction, and greater turnover.

Finally, Tiedens (2000) conducted both laboratory and field studies
showing that social status and emotions are strongly related, producing a
vicious cycle in organizations. People expect different emotions from indi-
viduals of high status (anger for unfavorable outcomes, and pride for favor-
able outcomes) and low status (guilt for unfavorable outcomes and
appreciation for favorable outcomes). Furthermore, people use emotional
cues to infer status and gauge appropriate organizational roles and compen-
sation. Thus, status, which indicates how the self is valued by others, affects
emotions which, in turn, affect perceived status. This vicious cycle illus-
trates the role of emotions and social views of the self in creating or main-
taining organizational hierarchies.
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We think these arguments make a compelling case that self-relevant
leadership is likely to provoke emotional responses in subordinates. Unfor-
tunately, the literature on leadership and emotions is still in an embryonic
stage (Brief & Weiss, 2002), and there is no comprehensive framework for
analyzing a leader’s effect on subordinates’ emotions. Consequently, the
central focus of this chapter is on adapting a widely used framework—the
affective events theory (AET) (Weiss & Cropanzano, 1996)—to the leader-
ship field.

Specifically, we propose that because basic emotions have a strong physi-
ological basis that was developed through evolution, the structure of emo-
tional processes provides a framework for understanding the structure of
self-relevant leadership. This framework complements the more cognitively
based analysis in the previous chapters. Furthermore, as already illustrated,
we propose that the self-relevant actions of leaders are likely to produce
strong reactions in followers, evoking responses that reflect basic emotions
(e.g., anger, fear, happiness, sadness, surprise, and disgust).

Following AET, we also would expect there to be an important
microlevel dynamic that builds on the basic emotions triggered by affec-
tive events and their appraisal to create strong action tendencies. For ex-
ample, fear, a basic emotion, may trigger a fight or flight response, and a
leader’s role in such situations may be to orient followers toward one of
these two responses while helping subordinates interpret and manage as-
sociated emotions. Interpretation, in turn, often demands integrating af-
fective events with one’s WSC and evaluating whether events are
internally or externally caused. Causal assessment can then moderate the
intensity of self-relevant emotions: Favorable outcomes can produce
pride if internally caused but guilt or gratitude if produced by external fac-
tors; unfavorable outcomes produce sadness if internally caused but anger
if produced by external causes (Cropanzano et al., 2000; Tiedens, 2000).
Thus, AET helps us understand the structure of events, cognitions, and
emotions in a manner that dovetails nicely with the perspectives devel-
oped in previous chapters.

Prior to discussing AET, we describe the perspective on emotions devel-
oped by evolutionary psychologists because it explains why emotions
should be viewed as a fundamental aspect of social processes like leader-
ship. Subsequent to this chapter’s discussion of AET, we use this frame-
work for developing a more integrative perspective on leadership that also
incorporates cognitive processes. We then show why processes like cour-
age (Worline et al., 2002), transformational leadership, and charisma pro-
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duce emotional reactions in observers, and we discuss the practical
implications of this perspective.

EMOTIONS: A FUNDAMENTAL
SOCIAL PROCESS

Evolutionary View

The capacity to express and perceive emotions is often viewed as a critical
factor in the evolution of the human species. Evolutionary psychology
views specific emotions as solutions to adaptive problems confronted by
our distant ancestors. Adaptive problems are evolutionarily long-enduring,
recurrent clusters of conditions that pertain to either reproduction or sur-
vival (Cosmides & Tooby, 2000). However, as Cosmides and Tooby noted,
reproduction involves a causal network that reaches out to encompass all
aspects of human life. Therefore, adaptive solutions to reproduction prob-
lems, particularly those related to emotional processes, crosscut all facets
of human life, providing a ubiquitous underpinning for social processes.

The broad impact of evolutionary adaptations can be seen in the central
role afforded emotions in explaining human activity. Although emotions
can be thought of as local, behavioral responses to specific problems such
as instinctual behaviors in response to threat, emotions also function as
higher order organizing devices. More specifically, emotions are seen as
superordinate programs that direct the operation and interaction of other
subprograms governing processes such as perception, attention, inference,
learning, memory, goal choice, motivation, physiological reactions, motor
systems, communication systems, energy levels, and effort allocation
(Cosmides & Tooby, 2000).

The evolutionary viewpoint also structures current views regarding in-
formation processing. As Weiss (2002) noted, human cognitions are gener-
ally viewed as being modular in structure, having evolved to deal with
specific types of problems. The brain, therefore, is not a general purpose
computer but rather a set of domain-specific programs and structures de-
signed to deal with different problems. Modern human behavior builds on
the specifics of these programs and structures that have evolved over mil-
lions of years of human evolutionary history and billions of years of animal
evolution. Because of the brain’s modular structure, it is critically depend-
ent on higher level coordinating devices such as emotions.

This argument echos our reasoning from chapter 2 regarding the WSC as
being the currently active aspect of a confederation of selves that had a cen-
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tral role in self-regulation. We maintained that the WSC was contextually
determined. In this chapter we elaborate on this argument by noting that an
important aspect of context is the emotions that are elicited. Furthermore,
as Allen et al. (2002) argued, emotions are critical in activating the most
context-specific aspect of memory—episodic memory. Thus, the modular
structure of the brain, the role of emotions in defining contexts, and the de-
pendence of episodic memory on both emotions and the self all imply that
affect will be fundamental in activating various WSCs.

Emotions and Interpersonal Processes

Emotions, particularly as expressed by facial, postural, and vocal variation,
provide arapid, ubiquitous, and generally automatic guide to social interac-
tions. Thus, emotions serve as a means of coordinating interpersonal as
well as intrapersonal processes. This coordinating mechanism works well
in most settings because the rules for displaying and reading emotions re-
flect both the human evolutionary heritage and the effects of formal and in-
formal socialization processes that may be culturally or organizationally
based (Ashforth & Saks, 2002; Tiedens, 2000). Within these dual evolu-
tionary and organizational constraints, emotions provide the underlying
structure for many cognitive and social processes in organizations.
Several very different scientific approaches have been successfully ap-
plied to understanding how emotions affect interpersonal processes. One
approach, which emphasizes interpersonal communication, has direct ties
to issues related to leadership. For example, affective expression is often
viewed as being useful in amplifying the effects of a leader’s vision
(Holladay & Coombs, 1993; Paul et al., 2001) or as serving a communica-
tive function that may be even more important than a leader’s vision
(Awamleh & Gardner, 1999). From this perspective, affect may increase
the salience of leaders, make their message more memorable, or increase
the personal relevance of a leader’s vision. Epitomizing this communica-
tion-based approach, Emrich et al., (2001) recently analyzed speeches of
U.S. presidents, finding that the use of emotion-evoking images compared
to emphasizing concepts in rhetoric was related to perceptions of a presi-
dent’s greatness or charisma. Images arouse a sensory experience such as a
mental picture or sound that resonates at a deeper, emotional level in
perceivers according to Emrich and her colleagues. In sum, emotional reac-
tions in followers may be as important as content in terms of drawing a fol-
lower toward a leader’s vision and enlisting the support of followers.
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Emotions can also influence interpersonal processes through a very dif-
ferent mechanism that is more similar to disease transmission than commu-
nications. For example, emotional contagion (Hatfield, Cacioppo, &
Rapson, 1994 ) can infect followers with a leader’s emotions through auto-
matic processes of which neither the follower nor the leader may be aware.
Emotional contagion occurs because of the strong automatic tendency for
people to mimic the facial expressions of others, and one’s own facial ex-
pression directly affects the emotions that are felt. Such results are shown in
aclever experiment by Cherulnik et al. (2001) that focused on the facial ex-
pressions of both leaders and observers. Specifically, they conducted two
experiments in which subjects viewed videotapes of leaders previously se-
lected to be high or low in charisma. While watching these videotapes, the
subjects themselves were videotaped for subsequent coding of facial ex-
pressions. Results showed that viewing charismatic leadership caused ob-
servers to smile more frequently and more intensely and to maintain more
direct eye contact with the stimulus leader. Such mimicry of facial expres-
sions is the first step in emotional contagion processes. As just noted, emo-
tional contagion is completed by the direct impact of facial expressions on
felt emotions, which is a well-replicated experimental finding (Adelmann
& Zajonc, 1989; Deckers, 2001). Cherulnik et al., however, did not assess
this final part of the emotional contagion process.

A third link between emotions and interpersonal processes stems from
the dependence of people on others. Human beings are inherently social,
depending on others for nurture, rewards, and, ultimately, survival and re-
production. This perspective is reflected in many psychological theories.
For example, Tice and Baumeister (2001) noted that the need to belong is
powerfully adaptive, and Fiske (2002) argued that emotions are proxies for
the expected long-run adaptive value of a relationship for an individual. In
addition, groups can provide a basis for exploring possible selves (Cantor,
Kemmelmeier, Basten, & Prentice, 2002; Ibarra, 1999) and for developing
integrated identities (Hogg, 2001).

Humans are unique among mammals in the development of the capacity
to view the self abstractly in a manner that is distinct from one’s current
context and that projects over time (Roberts, 2002; Tulving, 2002; Wheeler
et al., 1997). Consequently, many of the interpersonal functions just noted
become abstractly represented in terms of one’s own view of the self and
one’s perceived public image of the self (i.e., face). Tice and Baumiester
(2001) captured this argument succinctly by noting that, “The self is con-
structed, used, altered, and maintained as a way of connecting the individ-
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ual organism to other members of its species” (p.71). Information that
directly affects these public and private selves often produces substantial
emotional reactions because it has implications for a variety of socially me-
diated outcomes. Self-esteem thus may serve as an inner meter of one’s in-
terpersonal connections and access to socially mediated resources (Leary
& Baumeister, 2000). Therefore, the self, one’s social status, social re-
wards, and emotions are highly related. As we already showed, leaders who
control many organizational outcomes can profoundly affect self-identities
and self-esteem through their normal communications, and they have the
formal power to change the organizational status of individuals. Conse-
quently, leaders have the potential to produce strong emotions in followers
through their actions that affect both subordinates’ public and private views
of themselves.

In summary, emotions can amplify symbolically based, verbal commu-
nications of leaders; they can directly infect followers with the emotions
expressed by leaders; and they can convey information regarding one’s po-
tential for growth and rewards from group membership. Also, emotions are a
particularly powerful basis for leadership because there are several basic
emotions, which are thought to have innate and unique neural substrates
(Panksepp, 2000), as well as unique and universal facial expressions (Keltner
& Ekman, 2000). Emotions such as anger, disgust, fear, happiness, sadness,
surprise, and contempt are generally seen as being basic and, therefore, are
widely recognized across cultures (Weiss, 2002). Basic emotions also have
associated action tendencies (e.g., fear is associated with a flight or fight re-
sponse) that give rise to prototypical sequences of events (Russell & Feldman
Barrett, 1999), and emotions can be used to infer status (Tiedens, 2000). This
means that if leaders can evoke appropriate emotions in followers, they also
evoke strong action tendencies that can be linked to the leader’s vision or di-
rectives and can reinforce the higher status of leaders. Thus, when leaders
trigger strong emotions in followers, they are initiating an affective event,
with its own dynamics and a variety of potential outcomes. This perspective
on leadership is developed in the following section.

LEADERSHIP AND AFFECTIVE EVENTS
Emotional Leadership as an Affective Event

To understand fully how basic emotions and leadership interact, we suggest
that a new paradigm based on AET is needed for thinking about and exam-
ining the emotional aspects of leadership. Figure 6.1 shows the basic AET
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FIG. 6.1. An AET model of emotional leadership.

framework adapted to leadership processes. Note that specific affective
events pertaining either to a leader or to work tasks are the most proximal
determinants of affective reactions, rather than general features of the work
or leadership environment. This means that, although important, it is not
task characteristics or organizational culture that directly influence affec-
tive reactions; rather, affect is determined primarily by the more microlevel
social events that occur within this general context. A related implication is
that leadership events should be studied as microlevel processes. Another
important implication of the AET model is that a subordinate’s appraisal of
the leader—event and the emotions produced by that appraisal are critical
mediational processes linking leadership events with attitudes and behav-
iors toward the leader. A fourth implication of this model is that the effects
of an affective event, which may be the episode in which critical aspects of
leadership occur, depends on how it is perceived and reacted to by subordi-
nates. Thus, many individual difference variables associated with affective
interpretation and reactions may need to be incorporated into leadership
theories. A fifth implication is that the structure of leadership events may
reflect the structure of underlying emotions. A final implication is that there
are alternative routes to behavior toward a leader (or work task environ-
ment). In some instances, behavior is driven mainly by affective processes;
whereas in other instances, behavior may have a more cognitive or judg-
mental basis. These aspects of an AET paradigm are summarized as six
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principles in Table 6.1, which represent the key propositions of this chapter.
Their theoretical basis and implications for leadership are discussed in the
following sections.

Implications of an AET Approach to Leadership

Need for Assessment of Proximal Events and Microlevel Episodes.
Weiss and Cropanzano (1996) asserted that affective reactions occur in re-
sponse to specific events, not to general features of one’s work environ-
ment. They also explained that emotions are not responses to single events
but rather occur as a coherent episode or a “series of emotional transac-
tions with the environment, all coherently organized around a single un-
derlying theme” (p. 41). The episode is characterized by continuous
emotional engagement that produces high arousal and a focus on issues
related to the underlying emotional theme. Although each theme may in-
deed have a meaningful aggregate level that reflects emotional valence or
intensity averaged over time, there is also considerable variability over
time, within episodes. Moreover, the variability of emotions within an ep-
isode may have different relations to outcomes such as performance or job
satisfaction than does the aggregate emotional tone of different episodes.
That is, change in emotions may sometimes be the critical factor causing
organizational behavior. Consequently, if microlevel analyses were not
examined, both important internal dynamics and important consequences
of emotional episodes would be missed.

TABLE 6.1

Principles of Leadership Affective Events Theory

1. Affective events are proximal determinants of affective reactions toward leaders.

2. Microlevel assessment is required because affective reactions change over time
in response to leadership events.

3. Primary and secondary affective appraisals are mediational processes linking
leadership events and reactions to leaders.

4. Biologically based individual differences moderate affective reactions to events.

5. The structure of behavior and perceptions reflects the structure of basic emo-
tions.

6. Behavior or attitudes toward leaders may be affectively or cognitively
(attitudinally) driven.
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This AET perspective implies that the emotional aspects of leadership
may not just reflect general tendencies of leaders or subordinates but rather
more complex episodes of leadership and subordinate reactions with im-
portant internal dynamics. For example, the leadership qualities of a mili-
tary leader may become manifest in how he or she handles one specific
combat episode and how that episode is appraised and reacted to by follow-
ers. Similarly, a CEO’s actions in response to a specific business situation
and the reactions of their followers may be crucial in understanding organi-
zational leadership processes. Each of these episodes may have an overall
affective theme, yet there may also be many cycles of leader behavior, sub-
ordinate appraisal, and leadership perceptions that occur within each epi-
sode. The emotional effects of such cycles would be lost if we only
considered the aggregate effect of each episode on leadership processes.
Similarly, they would be missed if we focused on enduring aspects of the
environment rather than the microlevel processes related to emotions.

Appraisals as Mediational Processes. The mediating role of ap-
praisal in AET suggests that it is an important process in which some as-
pects of leadership perceptions are constructed. Although there has been
extensive research linking leadership perceptions to cognitive processes
such as prototype matching (see Lord & Mabher, 1991, for areview), there
is comparatively little research on how emotions affect leadership percep-
tions. We maintain that primary and secondary emotional appraisals are a
key element in this process. Primary appraisals occur quickly in response
to an event and assess the potential harm or benefit to the self or current
goals. Secondary appraisals are more deliberate and assess the potential
of aperceiver to cope with an event and to assign causality for an event.

L. A. James and L. R. James (1989) also noted that appraisals are rele-
vant to leadership, but they developed a broader argument, proposing that
primary appraisals produce integrated and parsimonious cognitive structures
pertaining to emotionally relevant aspects of work environments. They tested
this idea using multiple data sets from applied settings, finding strong sup-
port for a higher order factor in all data sets that they believed reflected a
“higher order schema for appraising the degree to which the environment is
personally beneficial versus personally detrimental (damaging or painful) to
the self and therefore one’s well being” (p. 740). We believe this higher order
schema is merely the emotional context for cognitions created by emotional
reactions to the affective events in a work environment. Importantly, L. A.
James and L. R. James found cognitions pertaining to a leader’s trust and sup-

TLFeBOOK



136 CHAPTER6

port as well as a leader’s goal facilitation to be strongly related to this higher
order factor (loadings were generally near .90).

Laboratory research is also consistent with this argument that primary
appraisals structure the meaning of environmental stimuli for perceivers.
For example, Naidoo and Lord (2002b) found that the changes in positive
affectivity produced by exposure to a leadership stimulus were strongly re-
lated to perceptions of charismatic leadership. This effect is consistent with
the operation of automatic primary appraisal processes with respect to lead-
ership, even though subjects knew that they would not be harmed or helped
by the leadership stimulus they evaluated.

Secondary appraisals also have important linkages to leadership pro-
cesses. Secondary appraisals require that one integrate situational informa-
tion about an event with the event’s outcomes. Thus, they require both more
time and more cognitive resources than primary appraisals, but they can still
be completed quickly for most events, requiring only a few seconds. Consid-
erable evidence indicates that one aspect of secondary appraisal—attribu-
tions of causality to leaders—is an important determinant of leadership
perceptions. For example, experimentally provided information regarding a
leader’s performance has been widely shown to affect perceptions of leader-
ship. (For a review of this literature, see Lord, 1985.) However, this perfor-
mance cue effect only occurs when perceivers appraise the leader as having
been causally responsible for the performance outcome.

This appraisal of causality may involve careful causal reasoning that as-
similates situational information with outcomes, or it may be based merely
on perceptual aspects of an event such as how central a leader was in one’s
field of view, as shown by Phillips and Lord (1981). Subsequent research
(M. R. Murphy & Jones, 1993) indicates that the schemas used to encode
events (person vs. situational schemas) can also affect causal assessments
to leaders and the outcome of secondary appraisals. Interestingly, high
arousal focuses attention and memory on central rather than peripheral de-
tails of events (Deckers, 2001, chap.6). Because leaders are likely to be cen-
tral in many affective events while situational details are peripheral, this
focusing process is likely to increase the use of person rather than situa-
tional schemas; therefore, causal attributions to leaders are likely to in-
crease as emotional arousal increases. As Tiedens (2000) noted, the
emotions expressed by leaders can also serve as cues for competence and
status, which may have implicit effects on secondary appraisal.

In short, both primary and secondary appraisals of subordinates are
likely to be important in influencing their affective reactions to an event and
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in constructing leadership assessments. We suggest that this process pro-
vides both an immediate affective indicator of leadership stimuli as being
potentially beneficial or harmful (the change in the perceivers own affective
state) and an attribution of personal responsibility for outcomes to potential
leaders. In slower paced and less emotionally intense situations, this
affectively based information is then likely to be integrated with cognitive
information about the leader; but in faster paced, emotionally intense envi-
ronments, behavioral responses are likely to be driven by one’s affective re-
actions as created by ongoing primary and secondary appraisals of social
stimuli, as suggested by AET (see Fig. 6.1).

Individual Differences in Appraisals. Research regarding indi-
vidual differences in the orientation of both affective and motivational
systems is beginning to coalesce into a coherent picture. One type of dif-
ference pertains to the intensity of an individual’s reactions to positive
events, and it is associated with an approach-related motivational orien-
tation. Variability on this dimension can be assessed with one of the Big
Five personality dimensions, extraversion, and also with the highly cor-
related Positive Affectivity Scale of the Positive and Negative Affect
Schedule (PANAS)(Watson et al., 1988). Higher scores are indicative of
greater reactivity to positive events, which has been confirmed by func-
tional Magnetic Resource Imaging neuroimaging studies (Canli et al.,
2001; Davidson, 1992). As Carver (2001) noted, this dimension also re-
lates to the behavioral activation system (Gray, 1990), and it is associ-
ated with approach-related motivation.

A second type of individual difference concerns reactivity to negative
events. This dimension, which is independent of reactivity to positive
events, can be assessed with the Big Five dimension of neuroticism, which
is highly correlated with the Negative Affectivity Scale of the PANAS.
Neuroimaging research indicates that the intensity of reaction to negative
stimuli is correlated with neuroticism (Canli et al., 2001; Davidson, 1992),
and individual differences on this dimension are associated with Gray’s
(1990) behavioral inhibition system for avoidance motivation. One predic-
tion based on assimilating these individual difference effects with our prior
discussion of secondary appraisal would be that attributions of a leader’s
causal role in an affective event would vary with individual differences in
perceivers that influence the intensity of their affective reactions. Intense
reactions should produce greater focusing on central details such as leaders
and increased tendencies to encode in terms of person rather than situa-
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tional schemas. Consequently, causal attributions to leaders in negative af-
fective events should increase with perceiver neuroticism because
neuroticism will affect the intensity of reactions to negative events;
whereas attributions of responsibility for positive events should increase
with extraversion because it influences the intensity of reactions to positive
events. As Tiedens (2000) noted, the emotions used by a leader such as an-
ger are also cues indicating status and potential competence. Emotions
such as sadness or guilt imply lower status and competence. Individuals
high in neuroticism should be most sensitive to such negative emotions.

The implications of such differences for appraisals of leadership need to
be systematically investigated, but our preliminary research indicates some
intriguing possibilities. The previously referenced Naidoo and Lord
(2002b) study suggests that changes in positive affectivity are strongly as-
sociated with charismatic leadership perceptions. Thus, it shows that
emotional reactions can translate directly into charisma and leadership
perceptions. Few effects were observed for negative affectivity in Naidoo
and Lord’s study. This may occur because positive affectivity has stronger
relations to social processes than does negative affectivity as suggested by
prior research (Barsade et al., 2000). However, the minimal effects for
negative affectivity found by Naidoo and Lord may also reflect the nature
of the experimental context. That study did not involve any personal
threat or potential harm to subjects. In more negative situations, one might
expect negative affectivity to predict appraisals of affective events; conse-
quently, reductions in negative affect might be associated with leadership.
Indeed, experimental research shows that perceptions of charismatic
leadership tend to be higher in crisis situations (Emrich, 1999; Pillai,
1996). Thus, one important function of leaders may be to reduce a
perceiver’s anxiety in crises by making positive rather than negative out-
comes more salient. If individuals high in negative affectivity react more
intensely to crises, then they have more potential to be positively affected
by charismatic leadership. Effective leadership in crises may reduce neg-
ative affect as well as increase positive affect, suggesting a role for both
positive and negative affectivity measures in understanding appraisals of
and reactions to affective events related to leadership.

Subsequent research with real organizational leaders (Naidoo & Lord,
2002a) nicely illustrates the role of negative affect. This research compared
subjects’ descriptions of their organizational supervisors after two different
types of visualization instructions. In one condition, subjects were asked to
visualize their supervisor, imagining what he or she looked like, what his or

TLFeBOOK



6. LEADERSHIP AND EMOTIONS 139

her voice sounded like, what it would be like if the supervisor were present
in the room and so on. In the neutral condition, they were asked to visualize
the student center. After visualization, subject’s ratings of their supervisor
on several popular leadership scales and measures of subject’s state and
trait positive and negative affectivity were collected. In the neutral visual-
ization condition, there were few significant correlations between
perceiver affect and leadership ratings; but in the leader visualization con-
dition, both positive and negative affectivity were significantly correlated
with leadership perceptions. Positive affectivity effects tended to be redun-
dant with rated supervisor effectiveness, but the effects of state negative
affectivity were independent of rated performance and affected almost all
dependent variables. Thus, as we suspected, ratings of leadership for super-
visors in actual organizations are also highly dependent on the degree of
negative affect associated with a leader’s image.

The two Naidoo and Lords’ (2002a, 2002b) studies also illustrate an im-
portant principle of AET that was discussed previously. In the first study
(Naidoo & Lord, 2002b), subjects listened to a specific event (a charismatic
speech), and it was the change in affect from subjects’ baseline level (state
positive affectivity minus trait positive affectivity) that predicted leadership
perceptions. This is the type of microlevel event we suggested leadership re-
searchers should examine (see Principle 2 in Table 6.1). In contrast, in the
second study (Naidoo & Lord, 2002a), subjects visualized their actual work
supervisor and then made leadership ratings. Such ratings, which are typical
of most leadership research, would reflect average reactions across many
events. Although still related to perceiver affect, these aggregate leadership
ratings reflected only the level of affect created by the visualization proce-
dure (state positive affectivity or state negative affectivity). Thus, change in
affect had little effect on ratings. These ratings reflected time-aggregated re-
actions to leaders, not the microlevel processes of AET. Taken together, these
two studies provide strong evidence for the value of considering individual
differences in reactivity to affective events as an important factor in leader-
ship processes. Thus, as we previously proposed, leadership depends on
perceivers’ reactions, not just a potential leader’s behaviors.

Affect as an Underlying Structure to Leadership Events. We ex-
plained earlier that emotions operate as higher order organizing devices
for many cognitive and behavioral processes. Consequently, one might
expect the structure of emotions to serve as an underlying structure to af-
fective events related to leadership. Emotions are often thought to have a
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circumplex structure in which different emotions are arranged around a
circle with two axes: one related to a positive—negative valence distinc-
tion and the other to the intensity of emotions (Diener, 1999). The
circumplex model is shown in Fig. 6.2.

This model is relevant to leadership in several ways. One way is that it
provides a means for analyzing the effects of individual differences on
emotional and motivational processes. Watson et al.’s (1988) measures of
positive and negative affectivity are obliquely related to the circumplex di-
mensions as shown by the dashed lines in Fig. 6.2. Thus, they relate to how
strongly people are likely to experience positive and negative emotions, re-
spectively, as our previous examples (Naidoo & Lord, 2002a, 2002b) illus-
trated. Carver (2001) made a compelling case that these same dimensions
reflect the tendency to engage in approach versus avoidance motivational
systems. Thus, the circumplex model shows how emotions and motivations
tend to be aligned.

We suggest that, to be effective, leaders need to be sensitive to this align-
ment of emotions and motivation and that many leadership activities may
function to move subordinates within this structure. For example, some
leaders may tend to emphasize promotional motivational activities, and
others emphasize prevention (Brown, 2000), and this orientation may need
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FIG. 6.2. Circumplex model of emotions.

TLFeBOOK



6. LEADERSHIP AND EMOTIONS 141

to be matched to followers’ positive affectivity or negative affectivity, re-
spectively. Other leadership activities may be directed at managing emo-
tional intensity. In crisis situations, when emotions are typically intense,
leaders may need to manage emotions prior to addressing substantive is-
sues. In contrast, during normal times, when most subordinates experience
emotions on the bottom portion of the circumplex model, leaders may need
to create stronger emotions to gain attention and motivate subordinates.
Emotional valence may also need to be managed by leaders. Individuals
who see circumstances (or themselves) too negatively may need to be en-
couraged by leaders to prevent disengagement from tasks or organizations;
whereas individuals who are too far toward the positive side of the
circumplex may need leadership that develops more realistic appraisals of
situations (or themselves). In short, diagnosing the location of subordinates
and current situations in terms of the circumplex model may be helpful in
indicating the type of leadership that is required.

The circumplex model may also be useful for understanding the cogni-
tive underpinnings of many types of routine behavior. Russell and
Feldman Barrett (1999) maintained that core affect, which is defined by
conscious feelings of activation and pleasantness or unpleasantness, is as-
sociated with prototypical emotional episodes. Thus, prototypical emo-
tional episodes and core affect can be located on the perimeter of the
circumplex model. Prototypical emotional episodes involve discrete
emotions that have different structures and routinized behavioral tenden-
cies. In more general terms, core affect tends to trigger specific behavior
and cognitive scripts. Thus, the way we think and respond to situations
may depend on strong emotional cues. If leaders want to change subordi-
nates cognitions or behaviors, they may first need to address the core af-
fect of subordinates.

It may also be useful to think of a leader’s own responses in terms of core
affect. Wofford and Goodwin (1994) maintained that leadership can be
understood in terms of metacognitive processes, such as the leadership
scripts, that organize and generate leader responses to situations. Al-
though they tend to emphasize cognitive assessments of causality in ex-
plaining which scripts leaders will use (Wofford et al., 1996), it may also
be useful to investigate core affect that leaders experience as a potential
cue to activating their leadership scripts. For example, Norris-Watts and
Lord (2002) examined the effects of stereotype threat (which we view as a
negative emotion) on female leaders’ decision making, finding that ste-
reotype threat not only produced more autocratic decisions, but it also
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shifted the basis for these decision processes from the leader’s underlying
self-schemas to social norms.

Affect- and Judgment-Driven Routes to Behavior. The AET
maintains that behavior can be a direct result of affective reactions to an
event or it can result from a more deliberative process that makes use of
attitudes and judgment processes. Our generalization implies that affec-
tive reactions, leadership perceptions, and behavior toward a leader may
also have either a more affective or attitudinal basis. One way to under-
stand this process is to use Scherer’s (1994) perspective on the af-
fect—behavior linkage. He suggested that emotions decouple the
stimulus and behavioral response, which is equivalent to saying that
emotional appraisals and reactions mediate between affective events
and behavior. However, Scherer went on to say that for intense emo-
tions, there is an evolutionary-based need to have rapid and reliable re-
sponses released by the affective stimulus. Consequently, for intense
emotions, the action tendencies are very strong and are highly depend-
ent on the nature of the emotional event; for less intense emotions, how-
ever, behavioral systems can be more flexible, and the mediational role
of appraisal is increased. Applied to leadership, this argument implies
that with intense episodes, leadership may be closely tied to the struc-
ture of underlying emotions (e.g., anger, fear, sadness, and joy), and sub-
ordinate responses may be affectively driven by responses to
prototypical emotional events; with less intense episodes, more
cognitively based attitudes may predict responses.

Lord and Harvey (2002) adapted this principle to an information pro-
cessing-perspective. They argued that emotional processing is much faster
than symbolically based cognitive processing. With intense emotions, there
is often a need for an instantaneous response, and there is not much time for
careful thought. In such circumstances, strong emotions coupled with pre-
conscious categorization processes (based on the connectionist architectures
discussed in chap. 5) directly cue behavior. With less intense emotions, more
flexible conscious processes associated with secondary appraisal have time
to intervene between a stimulus and response. In such cases, appraisals can
be more complete, including knowledge retrieved from memory or con-
structed on the spot through reasoning processes. Secondary appraisals can
modify or suppress the responses initiated by primary appraisal, although
cognitive load and high emotional intensity make suppression of emotions
very difficult (Wegner, 1994; Wenzlaff & Bates, 2000).
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Cognitive and Affective Encoding of Leadership Events

Cognitive Assessments of Emotional Processes. Although in-
formation given in the previous sections suggest that emotions are an
important part of leadership processes, they also suggest that there will
be substantial problems using traditional questionnaire-based method-
ologies to investigate the specifics of emotional leadership processes.
One problem is that emotions are automatic, often having effects that are
unrecognized, and they involve primitive, nonverbal mechanisms. Con-
sequently, the specifics of emotional processes associated with leader-
ship are unlikely to be symbolically represented in a way that can be
accessed directly through the questionnaire methodology generally
used to describe leadership processes. For example, the emotions of char-
ismatic leaders may influence followers by an emotional contagion pro-
cess that involves facial mimicry and the effects of facial expressions on
emotions that were described earlier in this chapter (Cherulnik et al.,
2001). Subordinates are likely to be unaware of such processes. Further-
more, charismatic leaders maintain more eye contact with followers,
which makes these leaders more central in followers’ visual fields. Visual
salience, in turn, affects followers’ assessments of leader causality for
outcomes (Phillips & Lord, 1981). Thus, emotion-relevant, nonverbal be-
havior can affect more cognitive aspects of secondary appraisal such as
assessment of causality. In short, even though the overall result of emo-
tional episodes will affect many types of questionnaire-based ratings of
leadership behaviors, this does not mean that the nature of emotional pro-
cesses can be revealed by questionnaire methodologies. Thus, new ways
of thinking about and assessing leadership are required.

The inability of subjects to describe the specific emotional processes as-
sociated with leadership adequately is clearly shown in an experiment con-
ducted by Naidoo and Lord (2002b). They had subjects listen to a
prerecorded speech that was either high or low in imagery. While listening
to the speech, subjects also viewed a picture of a leader who had a neutral
emotional expression, and they made continuous ratings of this leader’s
charisma. Unbeknownst to subjects, in some experimental conditions, the
neutral leader picture was replaced by a picture of the same leader smiling
or showing an angry expression. This was done by presenting the smiling or
frowning picture for only 33 ms, which is too fast for conscious perception.
Subliminal smiles or frowns were presented every 20 s. Results showed that
individuals who were especially sensitive to negative stimuli (subjects high
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in negative affectivity) responded to the frown condition with reduced trust
of the leader, less time looking at the leader, and a more negative overall af-
fective response. Subjects who were more sensitive to positive information
(subjects high in positive affectivity) responded to the subliminal smile
condition with more time looking at the leader, less overall negative affect,
and a more favorable response to the high-imagery speech, provided that
they understood the speech’s meaning. In other words, charismatic leader-
ship ratings and subjects’ emotional responses were directly affected by the
subliminal facial expressions that were present for only one six-hundredth
of the time subjects viewed the stimulus leader. This experiment illustrates
the power and subtlety of the emotional aspects of leadership. It also im-
plies that subjects would be unable to describe the specifics of the underly-
ing processes because they had subliminal effects.

Of course, in real-life situations, perceivers often would be aware of their
affective response and many of the stimuli that produced this affect. How-
ever, many specific details of task or social stimuli can still be lost when we
automatically create a personal meaning for social stimuli through affective
appraisals. As suggested by AET, this personal meaning is the proximal de-
terminant of both affective and cognitive responses to leaders. Individual
differences in the tendency to respond intensively to positive or negative
stimuli (positive or negative affectivity) may be as important as differences
in knowledge related to leadership (implicit leadership theories) in con-
structing this personal understanding of a leadership event. Thus, both lead-
ers and perceivers provide important components in affective events related
to leadership, and the components they provide are both affective and cog-
nitive in nature.

Cognitively Based Theories of Leadership. Our focus on affec-
tive events and leadership does not mean that more cognitive processes
are unimportant. Many crucial aspects of leadership can be explained by
cognitive theory (see e.g., Lord & Maher, 1991). Furthermore, even
highly emotional events are often analyzed from a cognitive perspective
by both leaders and followers who seek to understand why they felt or
behaved in a certain manner. It might also be reasonably argued that
most normal leadership is more cognitive than emotional. Such leader-
ship reflects the application of both explicit and implicit theories about
leadership by leaders and followers. Followers use extensively devel-
oped cognitive structures and metacognitive processes to understand
and remember a leader’s behavior (Lord, Brown, & Harvey, 2001). Sim-
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ilarly, the enactment of leadership behaviors can be explained by the im-
plicit theories, self-schemas, and metacognitive processes of leaders
that are used in reacting to subordinates or leadership situations (W.
Smith, Brown, Lord, & Engle, 1999; Wofford & Goodwin, 1994;
Wofford, Goodwin & Whittington, 1998; Wofford et al., 1996).

Cognitions, Emotions, and Extraordinary Leadership. Although
cognitive explanations of leadership are critical, there is also clear sup-
port for the argument that extraordinary leadership—Ileadership that
changes people and organizations in fundamental ways—has a strong
affective component. By definition, extraordinary leadership is only
needed periodically (Tushman & Romanelli, 1985), but it may be criti-
cal for the successful development of individuals or for the appropriate
evolution of organizations. It is during reorientation periods that charis-
matic leaders leave lasting imprints. Our point is simply that such reori-
entations are affective as well as cognitive shocks, and they should be
analyzed as both an affective and cognitive phenomena. Our use of
Weiss and Cropanzano’s (1996) AET as a template for such leadership
processes provides a necessary complement to more cognitive explana-
tions of reorientations (Lord & Maher, 1991; Porac, Thomas, &
Baden-Fuller, 1989). Although not emphasizing leadership directly,
Worline et al. (2002) provided a model of courage at work and the
changes it produces that embodies many of the elements of AET. Be-
cause extraordinary leadership is often courageous, we take a brief look
at their theory in the following section.

Courage and Leadership Behavior. Worline et al. (2002) ad-
dressed a process that many would argue is central to leadership—cour-
age. By courage they meant behavior that breaks with expectations and
normal organizational routines to create a new structure for higher per-
formance. Courageous events are perceived by actors as being risky,
but they are carried out in spite of associated fear to achieve an impor-
tant underlying value. Courageous events have many consequences
that involve both cognitive and emotional factors: They change the
agency of both actors and observers and the quality of connections
among the individuals involved, and they can often change organiza-
tions as a whole. Thus, they produce effects often associated with char-
ismatic leadership, but the underlying process described by Worline et
al. is more general.
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One key aspect of courageous events is that they break with prior rou-
tines and expectations and, therefore, are appraised as being risky by both
actors and observers. Thus, like AET, emotional appraisal processes are
central in courageous events. Careful cognitive processing is also impor-
tant, in part, because courageous events are unexpected. Another key factor
is that courageous events are socially embedded; therefore, they often
change the nature of connections among individuals. Worline et al. (2002)
also noted that courageous events tend to be encoded in terms of stories
rather than abstract principles. This factor suggests that they have more of a
basis in episodic than semantic memory. As mentioned previously, Allen et
al. (2002) explained that episodic memory has a more central emotional
component than semantic memory, so it makes sense that courage is story
based rather than analytic.

Although courageous events evoke fear in observers, observers also see
that actors have successfully managed fear by responding with courage.
Thus, courageous events often have an inspirational aspect that enhances
the perceptions of worth and agency for observers. Coping with fear be-
comes a catalyst for enhanced competence, and leadership is associated
with transforming this fear into positive self- and organizational percep-
tions. In other words, through primary appraisals, observers recognize
that potential harm is associated with courageous actions. This reaction in
observers initially activates fear responses, garners attention, and makes
courageous acts more memorable. Successful resolution of events
through courageous actions then changes emotions in observers, and it
changes attributions of the personal qualities of courageous organiza-
tional members (e.g., leaders). Seeing this pattern makes observers be-
lieve that they too can respond to fear with courage, thereby enhancing
their own perceived competence and agency. We already noted that others
(Naidoo & Lord, 2002b) found that increased positive affect is strongly
associated with perceptions of charisma in perceivers. What Worline et
al.’s (2002) perspective adds is the recognition that this process also trans-
forms the observer’s self-perceptions, resulting in enhanced self-worth
and greater agency.

The Connection of Affective Events to Self-Structures
As noted at the outset of this chapter, there are several types of research in-

dicating that leadership events that engage the self-structures of followers
are likely to produce strong affective responses. One argument that has al-
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ready been developed is that primary appraisals assess the relevance of
stimuli to the self and to current goals. A second argument, which is a cen-
tral point of this book, is that subordinates learn about their self-identity
from the affective reactions of others, and leaders are important sources of
feedback. A third argument comes from the extensive literature on charis-
matic leadership. Simply put, charismatic leaders are thought to have emo-
tional impacts on subordinates, in part, because they engage self-structures
of subordinates (Shamir et al., 1993).

An additional point is that self-esteem can indicate social belongingness
and be a meter indicating the quality of interpersonal connections and the
likelihood of garnering externally mediated resources. As Tice and
Baumeister (2001) noted, the four qualities that form the basis for self-es-
teem—competence at task performance, likeability of personal traits, physi-
cal attractiveness, and moral goodness—are also the criteria used by groups
to exclude or include individuals. Thus, leadership that relates to these four
qualities is likely to produce strong self-relevant emotions.

Finally, as noted in the previous chapter, the values that a leader embod-
ies can activate identities at different levels, some implying individual-level
identities and others activating collective-level identities. Values, in turn,
are likely to be closely related to affect. Consequently, the value-based
meaning the followers attach to a leader is also likely to activate particular
emotions as well as particular WSCs.

Levels of Self-Identity and AET. Another central point of this
book is that behavior and cognitions are generally regulated by one’s
WSC, and the WSC can be defined at alternative levels of identity. Our
application of AET explains that leader behavior that potentially harms
or benefits the self can produce strong emotions. Integrating these two
perspectives implies that the type of behavior that is self-relevant varies
with level of identity. When the WSC is based on individual-level identi-
ties, leader behavior that compares one individual to another, either di-
rectly or indirectly through allocating rewards, is likely to produce
emotional reactions in subordinates. This is because such behavior has
implications for the self-worth and self-esteem of subordinates and, in
turn, their probability of attaining socially mediated rewards. When this is
done in front of other organizational members, emotional reactions are
likely to be particularly strong. Thus, leader behavior with implications
for task competence, personal traits, physical attractiveness, or moral
goodness, which influence self-esteem, should be particularly likely to
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trigger affective events and strong emotions when individual-level WCSs
predominate. We would also expect that leader behavior with relevance to
individual-level values would produce affective reactions when individ-
ual-level WSCs predominate. Our prior discussion of Jack Welch at GE
again provides a compelling example of such processes.

When the WSC is based on relational identities, leader behavior that
conveys a change in affective evaluations of subordinates is likely to trig-
ger affective events, particularly when the change is in a negative direc-
tion. Again, the precipitating leader behavior may be direct, such as
expressing displeasure at a subordinate, or it may be indirect such as
changes in the nature of leader—member exchanges. When the WSC is de-
fined at the collective level, we suggest that evaluations of one’s focal
group or comparisons of one’s group to other groups are likely to produce
affective reactions. Itis also likely that information that bears on inclusion
or exclusion in groups would also produce affective reactions. Finally,
values relevant to WSCs at either of these collective-level identities may
also produce affective reactions.

Although interesting theoretically, one might ask how such a synthesis
would be relevant to a practicing leader. One answer is that it specifies the
type of leader actions that are likely to produce strong emotional reactions
in subordinates and, according to AET, are also likely to produce
affectively rather than more cognitively driven behavior. In such cases,
leaders must deal with emotions of followers as well as their cognitions. In-
deed, emotions must often be dealt with before cognitive messages can be
adequately processed by subordinates. Others have argued that effective
leaders may be particularly sensitive to subordinate emotions (Goleman,
Boyatzis, & McKee, 2002), but we argue that such sensitivity needs to be
coupled with an understanding of how identity level can constrain the mi-
cro-processes in affective events.

Feedback and AET. Thinking of AET in terms of levels of identi-
ties and one’s WSC also yields benefits for understanding feedback pro-
cesses between leaders and subordinates. Although most models of
motivation or self-regulation indicate that feedback is critical to pro-
ducing effective behavior, increasing the amount of feedback available
to subordinates can often reduce organizational performance (Kluger
& DeNisi, 1996). One possible explanation for such negative effects of
feedback suggested by Kluger and DeNisi is that the feedback is inter-
preted at too high a level, being interpreted in terms of its meaning for
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self-worth of subordinates. Based on the material covered in this chap-
ter, we would recast these findings by suggesting that such self-rele-
vant feedback is likely to trigger self-relevant affective events in
subordinates, which in turn require resource-demanding emotional
regulation that interferes with feedback-based learning. Furthermore,
we would argue that the identity level of subordinates would help spec-
ify what type of feedback is likely to be seen as self-relevant. For exam-
ple, feedback on task performance level, particularly if presented in
relation to other workers, could be interpreted in self-relevant terms
with an individual-level WSC, but this is less likely with relational- or
collective-level WSCs. Kluger and DeNisi argued that feedback that is
interpreted at levels below the self that either deal with metacognitive
issues or provide task relevant information are more likely to improve
performance. A critical issue for leaders who attempt to provide feed-
back, particularly negative feedback, at these levels is to avoid self-rel-
evant implications.

Although we described the WSC as a metacontrol structure that guides
cognitions, motivation, affect, and behavior in previous chapters, this does
not mean that performance feedback, particularly negative feedback,
should be framed at the level of self-structures (e.g., “ You didn’t do very
well”). Feedback at the strategic (e.g., “Coordination with coworkers needs
to be increased”) or task level (e.g., “Refer problems with product quality to
Mr. Smith”) may be much more effective. Feedback that undercuts a subor-
dinate’s self-worth can lead to task disengagement as a means to cope with
the perceived threat (Carver & Scheier, 1998). In other words, subordinates
may tune out such feedback and the tasks to which it relates. Another useful
strategy that has been shown to minimize such effects is to frame feedback
in terms of the future rather than the present, thereby engaging possible
selves rather than self-views (see Fig. 2.1). Other research also shows that
framing tasks in terms of ideal rather than ought or feared selves (Kass &
Lord, 2002) produces significantly higher performance.

Meaning and AET. A more general answer to the question of what
type of events produce affective reactions is provided by revisiting the
theoretical perspective developed in chapter 5. In this chapter, we ar-
gued that patterns of values can be used to activate particular identities,
and we suggested that these patterns are processed by networks of neu-
ron-like units. These neural networks allow one to construct personal
meanings from external stimuli and current goals. Thus, in very general
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terms, one might argue that it is the personal meaning of stimuli that pro-
vokes affective reactions, and this personal meaning is constructed from
networks that involve self-structures. Indeed, as noted in chapter 5,
Damasio (1999) argued that the core of human consciousness is the cog-
nitive capacity to represent the external environment, the self and to see
the relationship between the two. Thus, any leader action that directly
influences the self or changes the relation of the self to key task, social,
or organizational environments is likely to produce affective reactions.
We also noted in various places that humans have a very specific mem-
ory system—episodic memory—for storing and accessing context-spe-
cific, self-relevant information and for time travel within this system.
Therefore, the meaning that leaders help construct can be a past, present,
or future self-relevant episode.

One additional function of neural networks may be to mediate between
very fast-acting emotional architectures, which produce the microlevel cy-
cles in emotional episodes, and much slower acting symbolic-level archi-
tectures, which register and store the time-aggregated level of positive or
negative valence for an episode. Emotional architectures are genetically
based processing systems that can operate in very fast time frames (10 to 50
ms) and are quite independent of cognitive load; whereas symbolic archi-
tectures use rule-based processes that are much slower (500 to 10,000 ms),
are generally serial in their operation, and are quite sensitive to cognitive
load (Lord & Harvey, 2002). Neural networks are capable of extracting
structure from environments through automatic, implicit learning. Thus,
they can detect patterns in emotional episodes or in longer term interactions
with familiar others. In addition, because they operate in an intermediate
time frame between emotional and symbolic architectures (typically 250 to
500 ms), they are ideal mechanisms for automatically integrating momen-
tary emotional reactions in affective episodes into more meaningful and en-
during affective assessments of stimuli.

To see how such automatic integration may work, consider, for example,
processes involved in listening to the speech of a charismatic leader. Re-
search suggests that a charismatic leader frequently will use emotion-evok-
ing images, facial expressions, and eye contact to infect followers with
emotions. However, these are only micolevel events that need to be inte-
grated into lasting assessments of the leader in terms of trust, comfort, lik-
ing, and acceptance of his or her vision. This can be done through two
processes that involve neural networks. First, as already mentioned, neural
networks may register underlying statistical patterns in environments so
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that episodes with a predominant positive theme are experienced and re-
membered as being positive, and those with a predominant negative theme
are represented negatively.

Second, neural networks can be tuned by emotions that operate on bias-
ing factors that make specific types of networks easier or harder to activate.
(See Lord, Hanges, & Godfrey, 2002, for an explanation of this process.)
Thus, very strong emotions can make some networks more likely to be acti-
vated, whereas others are unlikely to be used as perceivers construct endur-
ing meanings for events. For example, when charismatic leaders evoke fear
in followers, it may automatically activate prevention-related self-guides
and inhibit promotion-related motivational structures. Prevention-related
motivational structures may then structure the theme of emotional episodes
and perceivers’ reactions to them. This orientation can, in turn, affect many
motivational processes in subordinates such as their willingness to think
creatively and try new options, their level of performance anxiety, their
willingness to take risks, or their tendency to maintain full task engagement
when challenged or when momentary setbacks are encountered. Further-
more, all of these effects may occur implicitly as emotions prime specific
types of self-relevant motivational processes. Our contrast between Jack
Welch and Bill Gore provides an applied example of such processes,
whereas Naidoo and Lord (2002b) provided a scientific example. They
found that subliminally presented angry faces undermined trust in the
leader for subjects who were high on negative affectivity and were in high-
imagery conditions.

Thus, connectionist systems can serve three important functions: They
extract statistical regularities in environments; link emotional and sym-
bolic systems; and, as noted in chapter 5, represent patterns of values that
underlie meaning. Thus, they can link internal patterns of cognitions and
emotions with external regularities in environments. Chapter 5 notes that
leaders can operate through such processes to change WSCs. This is a
highly individual process that can be closely related to stable individual
differences like personality, but note that it has a more aggregate analog in
terms of organizational culture (Schein, 1992). Indeed, the schemas that
develop from consistencies in organizational environment may be the
source of the deep structure for cultures as noted by Lord and Maher
(1991). The important point for leaders to recognize is that at both the in-
dividual and the organizational levels, the affective basis of such struc-
tures may make them difficult to change through cognitive processes.
Considerable research (Fabrigar & Petty, 1999; S. T. Murphy & Zajoc,
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1993) shows that affectively based attitudes are influenced more by affec-
tive than cognitively based persuasion. If the same principle applies to
structures like scripts or schemas, then it implies that affectively based as-
pects of personality or organizational culture may be most susceptible to
affectively based leadership.

Crisis and AET. One final implication concerns the relation be-
tween AET and crisis. Crises are, by definition, affective events, and a
critical requirement of leadership is to steer organizations and follow-
ers through crisis-related circumstances. Crisis also fosters both the
selection of charismatic leaders (Pillai, 1996) and the perceptions that
potential leaders have high leadership qualities (Emrich, 1999). One
critical aspect of this process may be the use of emotions by leaders to
elicit particular types of responses by subordinates. Although the emo-
tional impact of charismatic leaders may be carefully orchestrated by
their use of rhetoric, gestures, eye contact, and facial expressions
(Emrich et al., 2001), it is also possible that the underlying emotional
and motivational tendencies of leaders are revealed through the
microlevel processes in these affective events. As we described at the
outset of this chapter, humans have hard-wired, genetically based ca-
pacities to perceive and react to emotions much faster than conscious
processes can operate. Furthermore, as we just explained, through cul-
tural experience and unique learning histories, perceivers can develop
connectionist networks that can implicitly integrate fast-acting emo-
tions in creating personal meanings for affective events. Thus, leaders
who experience fear and focus on preventing loss in crises are likely to
convey emotions that evoke the same responses in followers; whereas
leaders who respond courageously to crises are likely to increase both
their own sense of agency and that of followers (Worline et al., 2002).
Indeed, as some laboratory research suggests, charismatic leadership
may be strongly associated with the ability of leaders to enhance fol-
lowers positive affect during periods of crisis (Naidoo & Lord, 2002b).
We believe that our AET model coupled with microlevel assessment of
emotional processes associated with leadership can be very helpful in
understanding such processes.

Implications for measuring leadership. Leadership research has
generally used methodologies based on the implicit assumption that
subordinates’ reactions to leadership could be understood as reactions to
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overall behavioral tendencies of leaders. Thus, common behavioral
questionnaires such as the Leader Behavior Description Questionnaire
(Stogdill, 1963) or the MLQ (Bass, 1985) ask about the extent to which
leaders engage in specific types of behavior across situations. How-
ever, as one generalizes from AET to leadership, one might expect con-
siderable variability over time in one’s affective assessment of
leadership (or any other social perception for that matter). Further-
more, that variability may be associated with important effects of lead-
ership on subordinate processes such as motivation or satisfaction.
Such effects would be missed with just the summary reactions to affec-
tive events or behavioral styles.

Of course, an AET perspective also implies that we cannot just ask
leaders or followers to describe affective events and their reactions long
after they occur. Rather, these events, and subordinates’ reactions to
them need to be measured in real time, as they occur, ideally using infor-
mation rich methodologies (physiological measures or audio and video
recordings) not just verbal descriptions. Furthermore, if dyads rather
than individuals are the appropriate unit of analysis for AET, it may be
necessary to link such methodologies for measuring leadership to mea-
sures of subordinate reactions to leaders. This is because, ultimately,
leadership involves the meanings created by subordinates for affective
events, not just the behaviors or visions of specific leaders. We know of
no studies that use such real-time methodologies, but they are feasible
from a technical perspective. Retrospective, verbally based methodolo-
gies may be useful for helping to identify some events as being central to
leadership, butitis unlikely that they can provide a full understanding of
the dynamics of leadership processes within particular episodes, such as
how leadership may change affective reactions of subordinates or how
subordinates create emotionally based meanings from a leader’s actions
and expressions.

SUMMARY

In this chapter we explained that emotions are faster acting but less flexible
types of processing systems than more conscious cognitions. Emotions
arise from evolution-based brain structures that coordinate many other
types of processes, particularly those needed to respond to external events
that threaten the self. For this reason, we suggested that an emotion-based
structure underlies many social events and cognitive structures. Conse-
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quently, we proposed that AET provided an ideal structure for understand-
ing leadership processes and their microlevel dynamics. We also suggested
that many leadership events would reflect the circumplex-based structure
that underlies emotions. Throughout this chapter we stressed the close link-
age between the self and emotions, and we noted many practical implica-
tions of thinking of effective leadership as operating through self-relevant
emotions.
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Leadership
and Organizational Justice

with Christopher Selenta

A SHIFT IN FOCUS

A fundamental tenet in the preceding chapters has been that leadership is a
social process that is contingent on the perceptions of followers and the
meaning they create (also see Hall & Lord, 1995; Hollander & Offerman,
1990; Lord & Maher, 1991; Meindl, 1995). We maintained that a leader can
influence various follower attitudes and behaviors by creating affective re-
actions in followers and by influencing a follower’s working self-concept
(WSC)—the dynamic collection of self-representations having cognitive,
affective, and behavioral consequences. We also stressed that the WSC is
an integrating mechanism linking one’s task context with broad sets of pe-
ripheral and core self-schemas that vary with the individual, relational, or
collective levels of the self-concept. In this chapter, this framework will be
expanded by shifting our focus to a more applied workplace topic—organi-
zational justice. We argue that leaders can influence justice perceptions via
their followers’ self-concepts.

Organizational justice refers to perceptions of fairness in organizational
settings (Cropanzano & Greenberg, 1997), and we will use the terms fair-
ness and justice interchangeably. Justice perceptions have important rami-
fications for organizations through their relationships with various
organizational attitudes and behavioral outcomes. Some of these outcomes
include trust and satisfaction in leaders (Peterson, 1999; Pillai,
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Schriesheim, & Williams, 1999; Tyler & Caine, 1981), organizational citi-
zenship behaviors (OCBs) (Moorman, Blakely, & Niehoff, 1998; Skarlicki
& Latham, 1996), reactions to selection procedures and decisions (Ployhart
& Ryan, 1997; Ployhart, Ryan, & Bennett, 1999), performance appraisal
(Cawley, Keeping, & Levy, 1998), and workplace retaliation (Skarlicki &
Folger, 1997; Skarlicki, Folger, & Tesluk, 1999). This partial listing of or-
ganizationally relevant outcomes shows the importance of justice consider-
ations in organizations. Moreover, focusing on organizational justice helps
to illustrate the applied relevance of the theoretical framework that we de-
veloped in this book.

TYPES OF JUSTICE

The notion of justice has intuitive meaning for most individuals, yet re-
searchers have shown that there are several facets to organizational justice.
A two-factor approach to organizational justice has distinguished between
distributive and procedural justice. Distributive justice focuses on whether
outcomes are consistent with norms for outcome allocation (e.g., equity or
equality; Colquitt, 2001), whereas procedural justice pertains to the fair-
ness of the methods used to produce outcome distribution decisions. Dis-
tributive and procedural justice are each important in their own right, yet as
we discuss in a subsequent section, considerable research suggests that they
also interact (Brockner &Wiesenfeld, 1996), with high procedural justice
compensating for low outcomes.

Although the two-factor approach to organizational justice has been use-
ful, Bies (2001) and Bies and Moag (1986) argued that the nature of the in-
terpersonal treatment one receives from another person reflects a third type
of justice—interactional justice. Moreover, because leaders often interact
directly with subordinates, interactional justice should be particularly im-
portant for understanding leadership processes. Bies (2001) provided ex-
tensive evidence showing that people can distinguish interactional from
procedural justice. More interestingly, he linked interactional justice to
one’s sense of self, that is, one’s self-identity. Indeed, we argue that each of
the three types of organizational justice are linked to one’s self-identity and
that it is through an understanding of the self-identity issue that leaders can
affect particular justice perceptions.

At a basic level, the importance of organizational justice to leadership
processes is shown by Fitness’ (2000) study of anger in the workplace. She
examined anger-inducing events in the workplace, finding that 69% of the
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anger-inducing events instigated by a superior involved unjust treatment,
whereas only 28% of coworker- and 16% of subordinate-instigated events
involved unjust treatment. Although Fitness’ operationalization of unjust
treatment was not limited to a specific type of justice, the results demon-
strate the importance of justice for understanding leadership in relation to a
basic-level issue such as emotional processing. This fundamental nature of
organizational justice and leaders’ role in it merits an analysis of a more
proximal determinant of justice perceptions—the self-concept.

ORGANIZATIONAL JUSTICE THROUGH
THE LENS OF THE SELF-CONCEPT

Perception is a key element in defining organizational justice as it high-
lights the subjective, and thus idiographic, nature of fairness—what may
seem fair to a particular person, relationship, or group may not necessarily
be considered fair by another person, relationship, or group. The subjective
nature of organizational justice, however, raises the question of what mech-
anism determines different justice perceptions.

We believe that perceptions of organizational justice are regulated, in
part, by one’s WSC (Markus & Nurius, 1986; Markus & Wurf, 1987). More
specifically, the linkages between the WSC and justice-related events at
work are responsible for the meaning attached to justice. This is because it
is through the WSC that justice events at work are linked with underlying
personal, relational, or social-collective values that give meaning to events.
For example, when others treat a person unfairly and the individual level of
the WSC is active, injustice may imply that others have a low evaluation of
one’s abilities or worth. When the WSC is defined at the relational level, in-
justice may indicate that one’s dyadic partner will not consider what is best
for the relationship and cannot be trusted. When the collective level of the
WSC is salient, injustice may be linked to the self through more general,
collective values, indicating a lack of concern for organizational norms and
values.

Throughout this book we maintained that leaders are an important ele-
ment of the social context in organizations. Consequently, leaders are in a
position to activate implicitly or communicate explicitly different values by
priming the WSC which, in turn, moderates the processes that drive justice
perceptions. An overarching proposition of this chapter is that both the jus-
tice dimensions (distributive, interactional, or procedural) relevant to an as-
sessment of justice and the standards for fairness on each dimension will
change as identity levels vary.
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These processes are discussed in detail in the following sections in terms
of two interrelated mechanisms by which leaders can indirectly affect orga-
nizational justice. Specifically, leaders can affect both the justice dimen-
sions that are salient and the standards by which distributive, interactional,
or procedural justice are evaluated. We believe such processes have power-
ful effects on organizational justice perceptions and are achieved through
the mediating mechanism of a subordinate’s WSC (i.e., Leadership —
WSC — Organizational Justice (OJ). However, perceived justice also
likely reflects underlying values communicated by leaders so that justice
processes also feed back to the WSC, either reinforcing or undercutting an
identity that has been activated (i.e., Leadership » WSC, — OJ, & WSC |,
where  indexes time) For example, as previously discussed in chapter 5,
when a leader advocates group-oriented values but is seen as unfairly bene-
fitting from group actions rather than being self-sacrificing, this action un-
dercuts any existing group-level identity and suggests that individual-level
“me-first” values are more important. These values then determine what
type of justice becomes relevant for interpreting justice-related events
through their impact on the WSC.

We turn now to a discussion of the two interrelated mechanisms by
which the self affects organizational justice perceptions. The first mecha-
nism influences whether distributive, interactional, or procedural justice
dimensions receive the most weight in determining evaluations of fairness.
The second mechanism pertains to the development of standards of com-
parison for evaluating justice-related events.

MECHANISM 1: DIFFERENTIAL WEIGHTING
OF JUSTICE DIMENSIONS

A critical issue in understanding overall assessments of fairness is to know
how distributive, interactional, and procedural justice are differentially
weighted by individuals. Most analyses of justice perceptions use group
data with weights for a given dimension of justice being determined by
some statistical procedure such as multiple regression. However, al-
though multiple regression analyses represent group averages, they may
not be an accurate description of any specific individual. People are gen-
erally thought to be limited information processors who simplify percep-
tual and evaluative processes; thus, they are unlikely to use all three
dimensions (Lind, 2001). Instead, people are more likely to use only one
or two justice dimensions, with the use of these dimensions varying
across time and across individuals. Group data represents an amalgam-
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ation of these cross-time and cross-person processes that may be an inac-
curate representation of specific individual processes because such an
amalgamation ignores individual preferences or tendencies to process
justice-related information in terms of outcomes or interpersonal or pro-
cedural aspects.

What is needed to better understand how individuals function in evaluat-
ing justice is some way to sort individuals who emphasize the same aspects
of justice into groups. We propose that the individual, relational, and collec-
tive levels of the WSC provide a good basis for such sorting of individuals,
because they orient individuals toward factors consistent with either dis-
tributive, interactional, or procedural justice. The WSC varies with context;
thus, it could reflect the contextual factors that accentuate specific aspects
of justice in specific situations. In addition, the WSC also reflects chronic
differences across individuals; thus, it could indicate consistent tendencies
of individuals to emphasize certain aspects of justice events.

The following sections explicitly analyze how the WSC level that is ac-
tive should influence the importance of the distributive, interactional, and
procedural justice dimensions. We propose that for each of the three
self-concept levels—individual, relational, and collective—there is a cor-
responding type of justice that is made salient by contextual influences on
one’s WSC and, therefore, should be more central in one’s evaluation of
justice. More specifically, we expect a focus at the individual level of
self-construal to be related primarily to distributive justice concerns,
whereas a focus at the relational level of self-construal should be related
primarily to interactional justice concerns. Finally, a focus at the collective
level of self-construal should entail concerns with procedural justice. We
discuss each of these three linkages in the following sections.

Individual Level Identity and Distributive Justice

Each of the self-concept levels was covered in detail in chapter 3, so here we
briefly review the elements that characterize each level (see also Brewer &
Gardner, 1996; Markus & Kitayama, 1991; Triandis, 1989) as they bear on
organizational justice. At the individual level, individuals engage in inter-
personal comparisons based on their traits, abilities, and other relevant
characteristics. This process essentially serves to differentiate an actor
from others, such that self-worth is determined through favorable compari-
sons to relevant others (Brewer & Gardner, 1996; Lord et al., 1999). The in-
dividual-level WSC may become manifested through various organi-
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zational practices, such as performance appraisal and formal reward struc-
tures, that have the effect of differentiating among organizational members
(Lord et al., 1999).

The tendency at the individual level toward differentiation with regard to
others based on elements in the social context becomes more interesting
when viewed in light of distributive justice. Distributive justice refers to
people’s perceptions that the outcomes they receive are fair (Cropanzano &
Greenberg, 1997). We expect that employees focused at the individual level
will view outcomes, such as pay, promotions, or benefits, as important
bases for self-evaluation. In addition, because leaders often administer out-
comes, the outcomes symbolically represent the employee’s position rela-
tive to other coworkers as communicated by the leader.

This perspective has two important applied implications. First, be-
cause individuals are motivated to maintain a favorable view of the self
(Deckers, 2001), from an equity perspective they will see their ability and
contribution to a task as being greater than they actually are, predisposing
them to expect greater-than-average outcomes and, most likely, creating
perceptions of injustice. Kruger and Dunning’s (1999) empirical research
has shown that even people who are in the lowest quartile of performance
see themselves as being above average. Therefore, we could expect that
almost all individuals would believe they warrant greater than average
outcomes.

The second implication is that the meaning of injustice will also have im-
plications for self-worth, implying lower levels of self-worth than one’s bi-
ased ability perceptions suggest. Negative affective reactions are one likely
consequence of this justice-based self-relevant meaning because it repre-
sents a threat to the self that would be detected by primary appraisals (see
chap. 6). In addition to negative affective reactions, we would expect that
lower self-worth has other consequences, such as lower task self-efficacy,
more difficulty engaging in difficult tasks, and greater vulnerability to tem-
porary task setbacks. Leaders who generally cannot provide sufficient re-
wards to achieve perceived fairness from the perspective of all subordinates
solely on the basis of distributive justice need to support the self-worth of
subordinates and achieve organizational justice through other means re-
lated to interactional or procedural justice. Such actions would minimize
the indirect, ripple effects of low-perceived distributive justice on work be-
havior and attitudes, but this approach may not work for individuals who
are chronically focused at individual levels and are primarily concerned
with distributive justice.
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Relational-Level Identity and Interactional Justice

The self can also be defined at a more social level in which one’s motivation
involves concerns for the welfare of specific others (Brewer & Gardner,
1996; Markus & Kitayama, 1991). When the WSC is defined at the rela-
tional level, individuals are focused on fulfilling their roles in relationships
with other people, with the other person’s welfare being a salient social mo-
tive. Self-worth arises from appropriate role behavior as conveyed through
the reactions of the other (Brewer & Gardner, 1996). Furthermore, when
others are close, their identities may be incorporated into the self (Aron &
McLaughlin-Volpe, 2001).

This interpersonally oriented level of the self is congruent with work on
interactional justice, which refers to the interpersonal treatment that one re-
ceives from another person (Bies, 2001; Bies & Moag, 1986). Acknowl-
edging that interactional justice was initially couched within a
decision-making context, Bies (2001) more recently argued that interper-
sonal concerns are distinguishable from the decision-making processes
that characterize procedural justice. Indeed, this emphasis on interpersonal
concerns is consistent with research indicating that people have a funda-
mental motivation to maintain interconnectedness with other people
(Baumeister & Leary, 1995).

The prominence of interpersonal concerns should be most salient when
an individual’s WSC is defined at the relational level. Such an interpersonal
focus should lead individuals to be sensitive to aspects of fairness reflecting
the extent to which their relationship with a significant other (e.g., the
leader) is successful. This success is likely evaluated by the degree to which
an individual perceives the absence of threats to the self (e.g., derogations,
disrespect, and deception) when interacting with another individual (Bies,
2001). Indeed, Van den Bos and Lind (2002) recently argued that trust in
authorities, such as supervisors, is derived from justice-based heuristics. As
such, interactional justice is likely to convey to members of role relations
that their dyadic relationship is beneficial rather than exploitive or harmful
and that the self-concept they develop within this relationship is safe. Thus,
interactional justice would seem to be a prerequisite for the full develop-
ment of role relationships such as dyadic-level leadership.

The developmental aspects of interactional justice have been considered
by two recent theoretical articles (Lord et al., 1999; Scandura, 1999).
Scandura suggested that social justice affects the nature of the
leader—member exchange that develops between superior—subordinate
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dyads. She noted that interactional justice evaluations are critical early in
the role-making process because subordinates evaluate initial exchanges
with leaders. Justice may be particularly important at this stage because it
serves a broad heuristic purpose in resolving uncertainty (Lind, 2001; Van
den Bos & Lind, 2002). Thus, interactional justice signals to subordinates
that leaders and authority in general can be trusted and that efforts will be
rewarded. In Scandura’s model, over time, subordinates are differentiated
into in-groups and out-groups with distributive justice contributing to out-
group membership and procedural justice contributing to in-group mem-
bership. Moreover, in-group membership is determined by interactional
justice. Lord et al. (1999) independently reached similar conclusions,
maintaining that relational identities and interactional justice would be par-
ticularly important early in dyadic relations. They also suggested that
interactional justice was a critical bifurcating variable, with low-
interactional justice fostering individual-level identities and high-
interactional justice setting the stage for the development of collective-
level identities. The main implication of both of these theories is that orga-
nizational justice, particularly interactional justice, is an important aspect
of employee developmental processes in organizations. Issues such as the
development of leader—member exchanges or the acceptance of a collective
organizational identity cannot be fully understood without incorporating an
understanding of social justice processes.

The idea that social justice is important from a developmental perspec-
tive is also consistent with research on the group-value relational model
(Lind & Tyler, 1988; Tyler, 1997; Tyler & Lind, 1992). Briefly stated, the
rationale of the model is that individuals are sensitive to procedures be-
cause they are indicative of the group’s values, as well as the extent to which
the individual is valued by the group or authority enacting the procedure
(Tyler & Lind, 1992). Although the model deals with groups, it also applies
to the quality of interaction with the authorities who represent the group.
Consequently, followers focused at the relational level are likely to monitor
their interactions with leaders for signs of interpersonal fairness that, in
turn, validate their relationship with the leader and the entire organization.

Tyler (1997) reviewed several studies supporting the group-value rela-
tional model. Specifically, in several large surveys he found that the per-
ceived legitimacy of a leader depended on instrumental issues pertaining to
the favorablity and control over outcomes received by employees. Legiti-
macy also depended on relational issues involving the communication of
identity-relevant information through neutrality, trustworthiness, and sta-
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tus recognition (dignity and respect). Although both instrumental and rela-
tional concerns were important, relational concerns had larger and more
general effects. Furthermore, the importance of relational issues increased
with factors that enhanced either a subordinate’s personal bonds with the
supervisor or identification with the organization as a whole.

Although Tyler’s (1997) work is important and relevant to our concern,
he did not distinguish between relational- and collective-level processes.
Consequently, it is hard to disentangle the leadership-related aspects of
his studies from effects at the more collective, organizational level. This
distinction may not be so important for testing justice theory, butitis criti-
cal for understanding where to apply justice theory to change organiza-
tional practices.

A practical issue related to such research is whether leaders should focus
on interactional or procedural justice. We argued that this depends on a sub-
ordinate’s identity level, but our coverage of justice and relational identities
also suggests that interactional justice will be particularly important when
employees are new to either an organization or their work unit. For such
employees, we would expect both procedural and distributive justice infor-
mation to be lacking. Consequently, their leaders should pay particular at-
tention to interactional justice. Leaders should be particularly careful to
treat new employees with dignity, respect, and politeness. Furthermore,
this issue is likely to be particularly important for new female employees
who tend to emphasize relational concerns (Gabriel & Gardner, 1999). One
additional issue related to employees who lack information on procedural
or distributive justice is that they also may use heuristics based on
interactional justice to draw inferences about these other justice dimen-
sions as implied by the work of Van den Bos and Lind (2002) on the
substitutability of justice dimensions.

Collective-Level Identity and Procedural Justice

As asocial self, the collective level of the self-concept differs from the rela-
tional self in that the social relationships move beyond the dyadic level to a
more inclusive orientation of the group as a whole, with less of an emphasis
on personalized attachments. Thus, when focused at the collective level, in-
dividuals should be concerned with the extent to which leaders represent
the prototype of the in-group as research has shown (Hains et al., 1997;
Hogg, 2001; Hogg et al., 1998). Self-worth at the collective level arises
from favorable intergroup comparisons (Brewer & Gardner, 1996).
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As discussed in the section on the relational self and interactional justice,
social identity models can be used to explain why procedural justice may be
more important when a collective self-representation is active in the WSC.
When focused at the collective level, an individual should be most con-
cerned with the procedures that are enacted for the whole group because
they are representative of the group’s values and the extent to which an indi-
vidual is valued by the group or organization (Tyler & Lind, 1992). Interest-
ingly, this concern may have more of a cognitive than affective basis,
whereas relational identities may place more relative emphasis on affect
(Lord et al., 1999).

Support for the Level of Identity
and Justice Dimension Linkages

Our alignment of relational identities with interactional justice and of col-
lective identities with procedural justice is congruent with other research
that has attempted to distinguish between interactional and procedural jus-
tice based on person- and organization-oriented mechanisms. For example,
Masterson, Lewis, Goldman, and Taylor (2000) argued that interactional
justice perceptions should influence supervisor-oriented attitudes and be-
haviors through LMX (the quality of the leader—follower relationship), but
they maintained that procedural justice operates through a more collective
variable, perceived organizational support (POS), which reflects the qual-
ity of the employee—organization relationship. Because LMX reflects a
dyadic, role relationship with one’s supervisor, we believe it may be most
important when relational identities are salient, whereas POS should reflect
more collective factors because it pertains to treatment from the organiza-
tion as a whole. Because of the potential parallel with our framework, we
discuss the Masterson et al. study in more detail.

Masterson et al. (2000) analyzed responses from 651employees using
structural equation modeling (SEM). Two of their findings are critical to
our argument. First, they found procedural justice to predict POS but not
LMX, whereas interactional justice predicted LMX but not POS. Second,
mediational hypotheses were generally confirmed: LMXs mediated the ef-
fects of interactional justice on supervisor-directed OCBs and job satisfac-
tion, whereas POS mediated the effects of procedural justice on
organization-directed OCBs, organizational commitment, job satisfaction,
and intentions to quit. Together, these results are suggestive of two separate
routes—relation-oriented and collective-oriented routes—for understand-
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ing interactional and procedural justice. If LMX and POS are most impor-
tant with salient relational and collective identities, respectively, then
Masterson et al.’s mediational results are exactly what our theory would
predict. Similarly, Moorman et al. (1998) also found POS to mediate the re-
lationship between procedural justice and several OCBs, which again
shows the relationship between procedural justice and more collective, or-
ganization-directed behaviors.

Pillai et al. (1999) provided additional support for this theoretical frame-
work. Using SEM, they examined the mediating effects of organizational
justice and trust of supervisor in the relationship of leadership to several de-
pendent variables. Using economic exchange- and social exchange-based
arguments, Pillai et al. theorized and found support for the relationship be-
tween transactional leadership and distributive justice, as well as the rela-
tionship between transformational leadership and procedural justice. In
addition, as expected from our theoretical framework, links that are incon-
sistent with salient identity had no significant effects in Pillai et al.’s
study—neither transactional leadership and procedural justice nor trans-
formational leadership and distributive justice were significantly related in
their SEM model. Among the other results, transformational leadership had
an indirect effect on trust, mediated by procedural justice, as well as a com-
paratively larger direct effect on trust. Although Pillai et al. did not assess
self-identity, these results are consistent with our theoretical framework. In
other words, the primed identity should affect the salience of procedural
and distributive justice. Unfortunately, Pillai et al. did not distinguish be-
tween interactional and procedural justice in their measurement of proce-
dural justice, which precludes a better understanding of the role of
interactional justice.

Although the latter research provides indirect support for our ideas, re-
search by Brockner, Chen, Mannix, Leung, and Skarlicki (2000) and
Kwong and Leung (2002) provided some direct support for our ideas con-
cerning the Brockner and Wiesenfeld (1996) interaction of distributive and
procedural justice. Brockner and Wiesenfeld reviewed results from 45 in-
dependent samples in which justice was examined in both laboratory and
field studies. They found an interaction between procedural and distribu-
tive justice such that distributive justice mattered most when procedural
Jjustice was perceived as being low. Specifically, outcome favorability was
positively related to the favorability of participants’ reactions when proce-
dural justice was low; but reactions were favorable regardless of the out-
come favorability when procedural justice was high. This result was quite
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consistent across samples and across a variety of dependent variables such
as satisfaction, organizational commitment, acceptance of court decisions,
task productivity, theft, and trust in and satisfaction with supervisors.

One practical implication of the Brockner and Wiesenfeld (1996) inter-
action is that when distributive justice is low, attention to procedural justice
can have a broad positive impact on many organizational outcomes. This
approach is likely to be a low-cost solution for organizations trying to be
fair to employees (Brockner & Wiesenfeld, 1996). This implication is more
informative, however, in light of recent research showing that individuals
operating at a relational or collective level may be more amenable to
interactional or procedural justice manipulations, which is consistent with
our contention that justice dimensions will be differentially weighted de-
pending on the level of the WSC that is active.

As such, across three studies, Brockner et al. (2000) found that the
Brockner and Wiesenfeld (1996) interaction depended on the level of self-
construal. More specifically, their results revealed that high-procedural jus-
tice mitigated the effects of low-outcome favorability on participant reac-
tions for those participants with an interdependent self-construal. The
rationale Brockner et al. developed for these effects was that procedural
justice indicated that authorities could be trusted, which means that low
current outcomes will eventually be redressed in the future. Trust, in turn, is
more important when social exchanges are more important, which is likely
with interdependent compared to independent self-construals. Although
Brockner et al. did not distinguish between relational and collective inter-
dependent identities, their logic seems to apply equally well to these two
social identity levels.

More recently, Kwong and Leung (2002) examined the extent to which
relational and collective orientations moderated the Brockner and
Wiesenfeld (1996) interaction. Interestingly, they also examined the extent
to which interactional justice interacted with outcome favorability. In the
first of two studies, Kwong and Leung found that closeness of a specific
other moderated the interaction of interactional justice and outcome
favorability on feelings of happiness in light of an interpersonal dispute.
The results showed that, for those who viewed the dyadic agent as a close
other, interactional justice compensated for poor outcomes. In a second
study, Kwong and Leung used organizational commitment to represent the
importance of the organizational relationship—that is, a collective orienta-
tion—for employees. Prior organizational commitment moderated both the
interactions of procedural justice and outcome favorability as well as
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interactional justice and outcome favorability in terms of reactions to a sal-
ary freeze or reduction.

Thinking in terms of Brockner et al.’s (2000) theory, the Kwong and
Leung (2002) results seem to imply that trust can be inferred from
interactional as well as procedural justice; therefore, either of these justice
dimensions can convey a sense that future outcomes will compensate for
current injustices. They also showed that the importance of the interaction
party (whether an individual or an organization) moderates the interaction
of justice dimensions, with importance depending on the level of a partici-
pant’s self-construal. This research adds further credence to the suggestion
made earlier that justice may be important in developing high-quality ex-
changes between leaders and subordinates (Lord et al., 1999; Scandura,
1999) and that this process is also dependent on subordinates’ identity level.
What is now needed is an experimental study that directly manipulates
identity level and directly establishes trust as an important mediational pro-
cess that is inferred from justice as suggested by Van den Bos and Lind
(2002). These results also show the value of our prior suggestion that sort-
ing individuals into groups who emphasize the same aspects of justice
would help advance our understanding of justice processes. As we sug-
gested, this research shows the effectiveness of grouping individuals based
on identity level.

In sum, the preceding research suggests that the conceptual distinction
between interactional and procedural justice, based on interpersonal and
collective mechanisms, has substantial merit and that different justice di-
mensions are likely to receive differential weighting, in terms of informa-
tion processing, depending on the level of the WSC that is active. Our
theorizing regarding identities and justice dimensions can be summarized
by the following proposition:

Proposition 7.1. Identity will influence the dimension of justice that is sa-
lient, with individual level identity priming distributive justice, relational-
level identity priming interactional justice, and collective-level identity
priming procedural justice.

Use of Justice Dimensions in a Dynamic Model
of Justice Evaluation

Thus far, we argued that different dimensions of justice are likely to align

with different WSC levels. In this section, we discuss how this idea can be
used to develop a fairly simple dynamic model of justice evaluation, shown
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in Fig. 7.1. In Fig. 7.1 we show three possible feedback loops, with each
corresponding to a specific justice dimension and a specific level of the
WSC. We maintain that these loops generally are not active at the same
time, partly because this would create an excessive information-processing
demand, and fairness processes may be used to reduce not increase uncer-
tainty and information processing (Lind, 2001; Van den Bos & Lind, 2002).
Instead, different dimensions may be used by different people or at differ-
ent times to evaluate organizational justice. Therefore, the issue of differen-
tial weighting of justice dimensions translates into the information-
processing question of which justice evaluation loop is currently active.
Thatissue, in turn, depends on the specific level of the WSC that is active.
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FIG. 7.1. Levels of WSC and justice dimensions.
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To specify dynamic processes in Fig. 7.1, we adopted the standard con-
ventions from control theory to show how self-regulatory systems function.
In this figure, time and information flow from left to right, and the triangles
depict comparators that compare sensed feedback from relevant environ-
ments to standards from higher level systems. Sensed feedback is always an
input on the lower, left side of the comparator triangles, and standards are
shown on the upper, left side of each comparator. Output from the compara-
tors is shown on the right of each triangle as a standard for a lower level sys-
tem or for determining perceptions, affect, or behavioral reactions. Each
comparator, along with input and output connections, thus provides a nega-
tive feedback loop that senses discrepancies of perceived inputs from stan-
dards and responds in a cognitive, affective, and/or behavioral sense.
Discrepancies are a key motivational construct in motivational and cogni-
tive self-regulatory theories (Carver & Scheier, 1998; Lord & Levy, 1994).

Each justice evaluation feedback loop in Fig. 7.1 begins with a standard
derived from the WSC. Justice events are then compared against this stan-
dard to assess their consistency with the standards. When justice events
meet or exceed standards, we perceive justice and react positively; but
when standards are higher than actual events, we perceive injustice and re-
act negatively. Thus, justice events are also affective events, and the AET
model discussed in chapter 6 is also relevant. These positive or negative re-
actions then have consequences for organizations in terms of the attitudes
and behavioral outcomes noted at the beginning of this chapter. An addi-
tional consequence is that these reactions also feed back to self-views (see
Fig. 7.2) to impact perceived self-worth and, ultimately, have a delayed,
second-order effect on justice evaluations and affective reactions. This pro-
cess reflects a dynamic, contextually sensitive approach to evaluating jus-
tice-related events that is regulated through the self-concept.

For example, consider an individual focused at the individual level of the
WSC who views pay as a relevant basis for self-evaluation and, conse-
quently, has a salient distributive justice standard. This individual would
then be expected to focus on and evaluate justice-related events such as pay,
promotions, and formal recognitions vis a vis the salient standard. The end
result of this justice evaluation process is a justice perception that is then
manifested in terms of organizational effects either through affectively
driven or more attitudinally driven processes.

Despite its initial complexity to one not familiar with control or self-regu-
latory theories (e.g., Carver & Scheier, 1998), an important advantage of this
model is that it is relatively simple in terms of the information processes in-
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FIG. 7.2. A dynamic model of organizational justice evaluation.

volved and, consequently, does not require extensive information-processing
resources from individuals. In most cases, a quick and narrowly focused eval-
uation will likely reveal that organizational practices are fair, and workers can
then focus on other issues. However, when one perceives injustice, complex-
ity can be increased in two ways to provide a more comprehensive evaluation
of justice. One way is to reconsider one’s abilities and worth to determine if
one’s initial expectations were too high. This means of resolving injustice,
however, may require a reorientation of self-views that threatens self-esteem
and worth. Another means of extending one’s assessment of justice is to con-
sider a second justice dimension.

Evaluating a second justice dimension is likely to occur when the initial
assessment indicates unfairness or, as already discussed, when one lacks
sufficient information to make judgments on one aspect of justice, because
one may substitute judgments from other dimensions (Lind, 2001; Van den
Bos & Lind, 2002). For example, a person guided by an individual-level
WSC who perceives that he or she is receiving insufficient outcomes using
the top feedback loop in Fig. 7.1 may then consider more relational or col-
lective issues assessing whether interactional or procedural justice exist.
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That is, the person may make two or possibly three sequential justice deci-
sions—Are my outcomes fair? Does my boss respect me? Or are organiza-
tional procedures fair? A similar sequence may occur for individuals who
simply lack information regarding distributive justice.

Each of these decisions may involve simple judgments from a single
loop shown in Fig. 7.1, which consumes few processing resources. Thus,
we suggest that each loop is still considered in isolation, but that fairness
may at times involve more than one sequential decision. However, certain
combinations of judgments—for example unfairness on each decision
considered—are likely to be particularly troubling to individuals. More-
over, if the original level of self-identity remains activated, we would ex-
pect that, over time, an individual will periodically return to the
corresponding loop to reevaluate the particular justice dimension in a pro-
cess of rumination.

Although we are positing that justice dimensions are considered sequen-
tially and in isolation (this suggestion can be tested using process-oriented
methodology), when aggregate, group-level data is analyzed, the conse-
quence of such sequential processing may look like an interaction of justice
dimensions. Extensive research supports such interactions among justice
dimensions, but we again stress that there is no reason to assume that results
from aggregate analyses of group data precisely describe individual-level
processes. By this, we mean that the existence of statistical interactions
does not necessarily imply that each individual jointly considers justice di-
mensions in a multiplicative manner. These interactions could just as easily
result from the simpler, sequential consideration of justice dimensions. In-
deed, many of the studies showing interactions between distributive and
procedural justice use independent experimental manipulations of these di-
mensions that may be processed as discrete, dichotomous judgments (e.g.,
fair—unfair outcomes and fair—unfair processes) rather than as multiplica-
tive assessments of fairness.

Simpler processes also have the advantage that they are more general,
being plausible in environments that tax information-processing resources
as well as those that do not. Organizational justice judgments seem almost
ubiquitous in organizational environments based on the number of factors
they have been shown to affect; thus, it seems likely that they are produced
by relatively simple, general processes. Consequently, although justice di-
mensions may interact or substitute for each other, they are still likely to be
considered sequentially by individuals. This reasoning is summarized in
the following two propositions:
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Proposition 7.2. Evaluation of organizational justice will involve sequential
evaluation of justice dimensions, beginning with that dimension most
closely associated with the current level of the WSC and terminating when a
dimension indicates that fairness has occurred.

Proposition 7.3. There will be interactions among justice dimensions such
that negative reactions to organizational justice will be most extreme when
all dimensions that are considered indicate a lack of fairness.

MECHANISM 2: DIFFERENT STANDARDS
FOR JUST LEADERSHIP

Standards

Up to this point, we discussed the weighting of organizational justice ac-
cording to which level of self-identity is currently active. Moreover, in Fig.
7.1 we expanded the differential-weighting issue to incorporate a justice
evaluation process in which a justice event is compared to a justice standard
(e.g., distributive) corresponding to a specific level of the WSC (e.g., indi-
vidual) resulting in a more dynamic model. In this section, we address more
directly the development of these justice standards in terms of the WSC.

We believe that the justice standards depend on perception of one’s own
self-worth, which means that justice is dynamically regulated around dif-
ferent levels for different individuals. Individuals with unfavorable self-as-
sessments may accept lower levels of outcomes, dyadic exchanges, or
group identities than individuals with more favorable self-assessments.
Consequently, the actual judgments produced by the justice evaluation pro-
cesses shown in Fig. 7.1 can vary across individuals with similar types of
identities, depending on their perceived self-worth. This issue, then, con-
cerns the operation of comparison processes across each of the three panels
of Fig. 7.1, whereas the issue of differential weighting of standards pertains
to which of the three panels would be used by a particular individual or at a
particular time.

Linking standards to self-worth, of course, raises the question of how
self-worth is determined. We believe that the nature of the standards is
likely to vary with the level at which the WSC is defined. Based on our ear-
lier discussion, we expect that at the individual level, self-worth is deter-
mined by evaluating one’s traits and characteristics in comparison to
others; at the relational level, self-worth is determined by the fulfillment of
one’s role in the relationship; and at the collective level, self-worth is deter-
mined in terms of the favorability of intergroup comparisons (Brewer &
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Gardner, 1996). Comparison of self-views to these different standards,
therefore, creates a basis for self-worth and justice expectations, as well as
for assessing the meaning of justice-related events.

The process we just described can be represented by three hierarchically
nested feedback loops of the type already described. This organization,
which is shown in Fig. 7.2, is a common way to represent self-regulatory
processes (Carver & Scheier, 1998; Lord & Levy, 1994; Powers, 1973).
This figure has three types of feedback loops—one associated with justice
evaluation, one associated with self-evaluation, and one associated with
WSC activation. This system is still efficient in terms of information pro-
cessing because each loop creates minimal processing demands, and higher
level loops are used less frequently than lower level loops, which are used
only when lower level loops fail to resolve discrepancies.

The evaluation of one’s leaders is also shown in Fig. 7.2 as part of a larger
feedback loop flowing from justice perceptions. The latter loop feeds
back into the WSC because a leader’s actions in a justice event symbolize
values that influence the WSC. For example, when subordinates are asked
to accept a salary freeze, but management gets large raises, values sup-
porting a collective orientation toward an organization are undercut,
whereas an individual-level, everyone-for-themselves orientation is
primed. As such, the three-level feedback system shown in Fig. 7.2 graph-
ically illustrates how the WSC is embedded in a social context of which a
leader is an important part. This framework also shows how the WSC
helps determine perceived self-worth, which then creates an idiosyncratic
self-regulatory context for understanding justice events with ultimate
consequences for both the wider organization and for exchanges with the
leader connected to the justice event.

Justice Standards at Different Identity Levels

Having laid out the underlying dynamics in Fig. 7.2, we are now in a posi-
tion to discuss how this system would operate differently with different lev-
els of the WSC. At the individual level, one’s position along the self-worth
dimension depends on whether one sees himself or herself (called
self-views in Fig. 7.2) as being better or worse than comparison others
(called standards for self-worth in Fig. 7.2), which then creates different
standards for expected outcomes and for justice. An individual who sees
himself or herself as being relatively worse than others would require less
favorable outcomes for an exchange to be defined as fair. Conversely,
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someone who sees himself or herself as better than others would have more
stringent outcome standards for evaluating the fairness of social exchanges.
For example, a manager whose unit ranks in the top 5% of a company’s per-
forming units will have different contract expectations than one whose
units are in the bottom 5%. Thus, at the individual level, self-worth affects
the amount of organizational rewards that a subordinate needs to achieve or
maintain perceptions of justice.

At the relational level, one’s evaluation of self-worth depends on
whether one sees oneself as deserving a close bond with the leader, based
on what he or she considers to be suitable behavior in the role relationship
with that leader. An individual with high self-worth would require a lot of
consideration from and social interaction with the leader, whereas someone
with low self-worth would require less consideration from and social inter-
action with the leader in an interpersonal sense. Thus, in the former case, an
individual would require a higher level of LM X with the leader and greater
consideration for the leader to be seen as fair. The meaning of justice or in-
justice would also reflect back on the value of one’s role and one’s ability to
fulfill it as shown by the dotted line to self-views in Fig. 7.2. When justice is
lacking in role relationships, it is likely that a relationship-oriented individ-
ual will denigrate the role as a means to minimize the affective conse-
quences of injustice. Therefore, low-perceived justice may undercut
existing levels of LMX or satisfaction with one’s leader, as the employee
disengages from the role relations with one’s supervisor. It is also likely, as
discussed earlier, that one would consider other aspects of justice, reacting
most negatively when they all indicate unfairness.

Lastly, at the collective level, one’s position along the self-worth dimen-
sion is based on the extent to which one views the respective in-group favor-
ably in comparison to other groups. An individual who is high on this
dimension views his or her in-group as having high worth and would have a
stringent definition of what is considered as fair to the group. They should
use this stringent standard in evaluating themselves, other group members,
and a group’s leader. As such, to be seen as just, a leader may need to be seen
as representative of the in-group (relative to the out-group) before followers
with strong collective identities will accept their acts as just (Hogg, 2001;
Tyler, 1997). For example, a prototypical leader should serve as an effective
symbol of the larger collective and thereby prime a more collective identity.
With such a collective identity in place, followers may be more likely to em-
phasize procedural aspects that are likely to affect the group as a whole (De
Cremer, 2002; De Cremer & van Knippenberg, 2002).
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As explained in the previous section, most individuals are motivated to see
their contributions to a social exchange as greater than average. Therefore,
we predict that at the individual level, subordinates are likely to require
greater-than-average outcomes to meet their definitions of fairness, which
are grounded in upwardly biased, self-worth standards. Similarly, when the
WSC is defined at the relational level, subordinates will require
greater-than-average consideration and interaction from the leader to meet
their definitions of fairness. Lastly, those with a collective WSC will require
greater-than-average conformity to group prototypes, both for themselves,
other group members, and their leaders. Our expectations concerning the
level of standards are summarized in the following propositions:

Proposition 7.4. The level of justice standards will depend on evaluations of
self-worth, and evaluations of self-worth will depend on the level of the
WSC that is activated.

Proposition 7.5. Fairness judgments will show an upward bias with an indi-
vidual-level identity yielding greater-than-average expected outcomes, a re-
lational-level identity yielding greater-than-average expected consideration
and interaction with one’s leader, and a collective-level identity yielding ex-
pectations of greater-than-average conformity to group prototypes.

LEADERSHIP AND INJUSTICE:
PRACTICAL IMPLICATIONS

Leaders as Managers of Injustice

Figures 7.1 and 7.2 show how employees are likely to integrate their active
self-identity with justice perceptions, with the consequence of this regula-
tion being not only reactions to organizational justice but also changes in at-
titudes and work behaviors. Thus, many important work outcomes may
require an understanding of organizational justice processes for leaders to
be effective, and this understanding, in turn, requires an understanding of
how justice evaluations are embedded in self-structures. These issues are
particularly important when leaders are dealing with new employees or are
attempting to manage change. Similarly, a major problem for leaders is that
of managing perceptions of injustice so as to avoid the many negative con-
sequences that can result. How should this be done?

We suggest that although high-perceived self-worth can lead to per-
ceived injustice, maintaining subordinates’ views of high self-worth is es-
sential not only for their health and happiness but also because self-worth is
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a basis for successfully managing challenging tasks. Thus, leaders must
convey to subordinates that the lack of sufficient outcomes reflects real
constraints on outcome distribution, not low assessments of subordinate
self-worth. This can be done by being particularly careful to combine infor-
mation on low-outcome distribution with high-interactional and procedural
justice. Such an approach would indicate that although outcomes are lower
than self-based expectations, leaders and organizations can still be trusted
and are still concerned with employee welfare.

When Not to Use E-Mail

Consider the following example of how not to handle this process. In an at-
tempt to create a more efficient allocation of resources within his college, a
dean at one of our universities unilaterally proposed eliminating a doctoral
program. This was done without prior discussion of this option with rele-
vant faculty members in the affected department and without a face-to-face
meeting to explain this decision. Instead, the message was conveyed by
e-mail near the end of the semester when everyone was naturally working
harder than normal to finish academic year activities. Not only did this deci-
sion produce strong emotional reactions, but the eventual decision was not
accepted by many department members, producing a 2-year struggle with
university administrators to reverse the decision or find an acceptable alter-
native, which is still ongoing.

Why were reactions so strong and persistent when the dean was a legiti-
mate administrator whose responsibilities include resource allocation deci-
sions? First, interactional justice was low because the dean chose e-mail
rather than a face-to-face meeting. Low-interactional justice can indicate that
individuals are not valued by the authority. Furthermore, because the change
created high uncertainty, individuals were particularly likely to pay attention
to justice processes as a means to judge the trustworthiness of the dean, just as
Van den Bos and Lind’s (2002) fairness heuristic theory would predict. Sec-
ond, faculty members were given little voice in the initial proposal, although
they did provide a counterproposal that was not accepted. Hence, their per-
ceptions of procedural justice were also low. Third, given the heavy workload
near the end of the semester, distributional outcomes were also low relative to
required inputs. Thus, no matter how this initial decision was evaluated, it
was perceived as being unfair, and trust of the dean was undermined.

Life is full of unexpected and unfair events, so why should an event such
as this persist unresolved for almost 2 years? One reason undoubtedly is the
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slow pace of academic decision, but another has to do with the model shown
in Fig. 7.2. In this model, justice events are not evaluated in isolation, but in-
stead they are considered in the immediate context of self-views and
self-worth. Consistent with this model, the self-views of affected faculty
members were threatened. Their immediate response was to arrange a
face-to-face meeting with the dean where they presented comparative data
on publications, citations, and the grants they had obtained. This meeting
can be viewed as an attempt to reaffirm their self-worth both to each other
and to arelevant authority by maintaining high self-views. Indeed, one pos-
itive outcome of this meeting was a reaffirmation on the part of the dean that
the faculty were indeed of very high caliber.

But again, the issue was not resolved, and again, one reason can be seen
in a further examination of Fig. 7.2. Note that in this figure the bottom line
goes through leadership perceptions to contextual primes that activate the
WSC. The critical contextual factors at this level are values, which tend to
be personal values when individual-level identities are salient, and social
values when collective identities are salient, as they were in this case. In
fact, the doctoral program in question had been a major focus of the six fac-
ulty members involved for several years, and their group identity had co-
alesced around this issue. In terms of Cropanzano et al.’s (1993) study, the
program had become a self-relevant personal project linking immediate
task activities with higher level identities and values. Thus, the program
served to integrate the identities of these individuals into a social and pro-
fessional academic world. Without this program, the basis for an important
aspect of the faculty members’ identities and their connections to an impor-
tant social group was eliminated. We believe it was this higher level linkage
that made it so difficult for the faculty members to give up this program. In-
deed, consistent with this reasoning, their current activities are focused at
transforming this program into one that is more acceptable to the adminis-
tration and still consistent with the professional identities, research inter-
ests, and social relations of the faculty members involved. In other words,
they are actively constructing an alternative WSC that has more institu-
tional support. In Ibarra’s (1999) terms, they are creating group-level provi-
sional selves. As this rather long example clearly illustrates, the application
of organizational justice in organizational decision-making processes is a
complex issue, in part, because justice is both a proxy for trust in authorities
and a means of linking identities to organizational activities.

What should the dean have done to avoid these problems? Rather than
just making and communicating decisions, he should have developed a pro-
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cess that simultaneously addressed the social justice and identity-related is-
sues associated with this decision. Although time consuming, such an
approach would have required less of the dean’s time than it is taking to re-
pair the consequences of decision making that ignored these issues. How
could these joint justice and identity concerns have been integrated with de-
cision processes? First, the dean should have met face to face with the af-
fected individuals to provide information, explain why reduction decisions
needed to be made, and indicate his concern for them as individuals as well
as his desire to avoid harming them professionally. Research shows that
such meetings can minimize the negative effects of layoffs and plant
closings (Brockner & Greenberg, 1990). Second, the dean should have
used procedures to provide a voice for faculty members regarding this deci-
sion. Such procedures were added after the fact, but because they did not
originate with the dean, they did not symbolize a concern with procedural
justice. Third, the dean should have realized that the program was a per-
sonal project central to the identity of several individuals. Consequently, it
was unlikely that they could accept the demise of this program until an al-
ternative, work-related WSC had been constructed. Therefore, the dean
should have involved subordinates in constructing alternative identities that
preserved both their collective group identity and the status associated with
it. We suspect that this issue is quite general, coming to the forefront when-
ever competence-destroying change (Tushman & Anderson, 1986) is con-
templated in organizations. In such cases, leaders need to participate
actively in constructing alternative identities before affected individuals are
likely to respond positively to change attempts.

Linkage of Organizational Justice
with Motivational Processes

One reason for the widespread applied interest in organizational justice is
its potential relation to job performance as well as organizational decision
making. Indeed, one of the most intriguing aspects of Adams’ (1965) model
of equity theory was the demonstration that individuals would alter job per-
formance to restore equity. More recent research has focused on job behav-
iors linked with more collective identities such as OCBs and cooperative
behavior. However, despite the linkage of justice with job performance,
there are no accepted models specifying how this process works. Our theo-
retical perspective provides a starting point in developing such an under-
standing because it links justice with the self, and we showed throughout
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this book how the self can affect motivational processes. Van den Bos and
Lind (2002) made a similar point stating that, “the self-concept is the criti-
cal organizing principle, referent point, or integrative framework for di-
verse perceptions, feelings, and behaviors” (p. 5). They stressed the value
of the self in uncertainty management, maintaining that when the self and
its place in the world are uncertain, the meaning of existence is threatened.
In terms of their theory, organizational justice then operates as a heuristic
process for developing trust in authorities, which is particularly important
during times of uncertainty, such as when the future is unpredictable, when
organizational change is ongoing, or when employees experience various
career transitions.

Uncertainty management theory is certainly a step forward in under-
standing the linkage of the self, the organization, and performance. Yet,
we think still more precision is needed in understanding this process.
Therefore, in Fig. 7.3 we revisit a slightly different model linking the
WSC and task performance that was developed earlier (see Fig. 3.1 and
the related discussion). This model shows the linkage of the WSC to stan-
dards for self-relevant projects and specific task goals, and it reflects a de-
tailed specification of the proximal motivational process described in
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FIG. 7.3. A hierarchical self-regulatory model linking the WSC to task performance.
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chapters 2 and 3. It is well recognized that task goals and task perfor-
mance feedback serve to create self-regulatory systems that can be nested
hierarchically (see Carver & Scheier, 1998) within self- and value sys-
tems. And, itis also well-known that such systems are immediate determi-
nants of task performance. Thus, Fig. 7.3 reflects accepted theories of
self-regulation that were previously discussed.

What is not widely recognized is that such systems are also exactly the
type of systems that determine social fairness evaluations. Indeed, a com-
parison of Fig. 7.2 and 7.3 show that they differ primarily in terms of the
feedback loops on the far right, which involve justice evaluation loops and
task regulation, respectively. The models are quite similar in that both the
justice evaluation and the task regulation feedback loops are embedded
within the same type of WSC activation and self-evaluation loops. This of-
fers the possibility that the linkage between justice evaluation and task be-
haviors can be understood by considering the potential interaction of the
same Self-Evaluation feedback loop (the middle feedback loop in Fig. 7.2
and 7.3) with the feedback loops on the far right sides of these two figures.

We offer two brief examples to show how this process might work, but
our objective here is simply to show, on a more detailed level, how justice
and task performance could be dynamically linked rather than to offer a for-
mal theory. For example, consider again the equity theory finding that when
subjects are paid by the hour but are undercompensated, they lower inputs
to restore justice. What is unspecified in this theory is precisely how ineq-
uity produces lower performance. However, if we consider the effects of in-
justice on self-views as shown by the middle feedback line in Fig. 7.2, we
can see that lower-than-expected compensations could lower task-relevant
self-views through feedback processes. For example, despite the need to
maintain a favorable self-image, some employees may reason, “If I get less
pay than Bill, I must not be as good at my job as he is.” However, when the
same conclusion, “I’m not as good at my job as Bill is,” is translated into re-
vised task performance goals, lower self-views also lower performance
standards. Performance is regulated around goals (Locke & Latham, 1990),
so these new task goals naturally produce lower performance. This example
makes sense primarily for one who has an individual-level WSC, because it
orients one toward social comparisons to determine worth and distributive
justice issues.

When a collective-level WSC is involved, the dynamic linkages are simi-
lar, but the content can be expected to vary substantially. Consider, for ex-
ample, the effect of a leader’s self-sacrificing versus self-benefitting
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behavior on group member cooperation (De Cremer & van Knippenberg,
2002). The organizational justice model of Fig. 7.2 shows that the percep-
tions of unfair benefits are likely to affect leadership perceptions negatively
in the bottom feedback loop of this model. This, in turn, feeds back to influ-
ence contextual primes for the WSC. Figure 7.3 is more specific on these
contextual primes, differentiating primes that activate individual-level
identities and personal values from those that activate social identities and
social values. Thus, we might expect a leader’s self-benefitting behavior to
activate an individual-level WSC, whereas self-sacrificing behavior would
activate a collective level WSC. As shown in Fig. 7.3, these general self-ori-
entations can become translated into self-relevant projects and then eventu-
ally into task-oriented goals. As De Cremer (2002) noted, task goals can be
either proself or prosocial, and these different types of goals can affect the
occurrence of cooperative task behaviors. Thus, the interpretation of the
justice-relevant behaviors of leaders shown in Fig. 7.2 can explain the basis
for task goal transformations in Fig. 7.3 because of their common linkage
through values and the WSC.

Our main point in these two examples is that the feedback effects of orga-
nizational justice evaluations may operate through self-relevant processes
and may be responsible for translating justice effects into task-relevant or-
ganizational behaviors. Such explanations are possible because we have an
integrated model explaining how the self regulates task behavior in Fig. 7.3
which corresponds to our justice model in Fig. 7.2. The practical value of
such a model, then, is that it can help specify the likely consequences of
leader actions. Many of these consequences would not be clear without a
specific dynamic model as a guide. Without such an understanding of moti-
vational processes, leaders would operate much like our dean in the previ-
ous example of an e-mail-communicated organizational change, with no
way to anticipate the self-evaluation or self-activation effects of their in-
tended organizational decisions.

EMPIRICAL SUPPORT
FOR AN IDENTITY-BASED JUSTICE MODEL

In this chapter, we laid out a rather complex model of organizational justice
and identities in Fig. 7.1 through 7.3 We also discussed both the fit of this
model with existing literature and the practical implications of this perspec-
tive. In this final section of this chapter, we comment on how the model can
be tested empirically. Our initial approach to the issue of empirical support
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was to examine preexisting data from 191 employed students collected by
Johnson et al. (2003). As we would expect from our model, justice and
identity interacted in predicting satisfaction with leaders or management.
Specifically, the effects of interpersonal justice on several dependent vari-
ables (e.g., satisfaction with leaders, management in general, and interper-
sonally relevant OCBs) increased with the extent to which subjects
reported strong relational identities. Neither the interaction of individual
identities with distributive justice nor the interaction of collective identities
with procedural justice were significant, but this may largely reflect the ef-
fects of the student sample, which consisted of mostly new employees and a
predominance of part-time employees.

We also found that gender interacted with interpersonal justice, with the
relationship between satisfaction with leadership and interpersonal justice
being higher for women than men. This result is consistent with Gabriel and
Gardner’s (1999) research indicating that women tend to put more empha-
sis on interpersonal relations, whereas men emphasize more group-ori-
ented collective identities. Thus, both individuals high in relational
identities and women, place more weight on interpersonal justice in pre-
dicting satisfaction with their leader. These are important results because
they indicate that an individual’s identity level moderates the effects of in-
terpersonal justice on relations to leaders. In addition, we found no signifi-
cant interactions of interpersonal justice with collective identity, which
confirms our expectation that these two dimensions of identity should be
treated separately. Interestingly, when looking at organizationally relevant
OCBs, we found an interaction between gender and procedural justice that
indicated men placed more weight on procedural justice than women in de-
termining collectively oriented OCBs. We did not find this for individually
oriented OCBs or satisfaction with management. This again is consistent
with Gabriel and Gardner’s research showing that women and men empha-
size relational and collective identities, respectively.

Although encouraging, as noted previously, weights from regression
analyses on aggregate data provide only a rough test of the type of model
developed in this chapter. A better approach would be to use reaction time
data to investigate the speed with which justice- or performance- related
constructs could be accessed. For example, based on Proposition 7.1, we
might expect positive associations between reaction times for justice di-
mensions and associated identities such that reactions to distributive jus-
tice questions would be faster when individual-level identities were
primed or were chronically accessible, reactions to interactional justice
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questions would be fastest with salient relational identities, and responses
to procedural justice questions would be fastest with salient collective
identities.

Similarly, the substitutability of justice dimensions suggested by Propo-
sition 7.2 implies that the availability of justice dimensions that are not cen-
tral to an identity level will be higher when injustice exists for prior justice
evaluations. For example, individuals with salient individual level identi-
ties should rely first on distributive justice information in judging fairness
of organizational practices, and their evaluations should incorporate proce-
dural or interactional justice information only when distributive justice is
low. Thus, procedural or interactional justice information should be more
accessible when distributive justice is low than when it is high. The logic
linking performance and justice evaluation systems as depicted in Fig. 7.2
and 7.3 could also be tested by examining whether low-distributive justice
led people to lower task goals, as implied by some equity theory research,
or whether a leader’s emphasis on self-sacrifice rather than self-benefit
makes prosocial goals more accessible than proself goals, as De Cremer’s
(2002) research suggest.

SUMMARY

This chapter extended the consideration of identity level to the area of or-
ganizational justice. The distinction between distributive, interactional,
and procedural justice was explained, and a natural relation among iden-
tity levels and types of organizational justice was proposed. Specifically,
we proposed that distributive justice should be most salient when an indi-
vidual-level identity is activated, interactional justice should be most sa-
lient when a relational-level identity is activated, and procedural justice
should be salient when a collective-level identity is activated. We also
suggested that justice dimensions that matched the current level of the
WSC will be evaluated first in appraising justice events; but when evalua-
tions of these dimensions suggest unfairness, additional justice dimen-
sions will be evaluated.

We also explained that the linkage of organizational justice and identi-
ties can be represented by a system of three hierarchically nested feedback
loops in which justice is evaluated, self-worth is assessed, and the currently
active identity is aligned with the organizational context. In such control
systems, effects flow in both directions, with the WSC constraining per-
sonal projects and justice standards through top-down, feed-forward pro-
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cesses, and justice evaluations feeding back to justice standards,
self-views, leadership perceptions, and activated values. Such control sys-
tems were used to show how justice evaluation and leadership perceptions
are part of dynamic systems of values and identities in organizations. We
also noted that organizational justice, particularly interactional justice, has
heuristic value because it symbolizes many things to employees, such as
trust and value by one’s leader and organization.
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The Value Added

by a Second-Order,
Subordinate-Focused
Approach to Understanding
Leadership Processes

We began this book by arguing that, despite extensive research, the sci-
entific understanding of leadership was incomplete because leader-
ship researchers, like most naive observers, focused on the perceived
qualities of leaders, especially the behavior of leaders. The problem
with that approach is that leaders are thought to affect organizational
outcomes largely through their impact on subordinates. Thus, leaders
may initiate the leadership process, but they do not complete it. Subor-
dinates do! Because leadership effects are largely mediated by fol-
lower self-regulatory processes, we maintained that it made sense to
focus on subordinate self-regulation as the source of a second-order,
scientifically grounded theory of leadership processes and then work
backwards, by using reverse engineering, to obtain a more comprehen-
sive understanding of leadership processes. In simpler terms, under-
standing leadership demands more than understanding leadership
traits or behavior; it also requires an understanding of how followers
perceive those behaviors; how these perceptions make followers feel
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and think about themselves; and, ultimately, what these thoughts and
feelings make followers want to do.

To understand subordinate self-regulatory processes, we introduced the
construct of a working self-concept, and proposed that the WSC operated
as a self-regulatory, control system. Like other self-regulatory systems
(e.g., Carver & Scheier, 1998), we suggested that the WSC guided thoughts
and actions by comparing sensed input to internal standards and then re-
sponding both cognitively and affectively to the perceived discrepancy of
sensed input from standards. We elaborated this simple idea by noting that
the WSC could shift among three types of self-regulatory systems con-
cerned with proximal motivation, distal motivation, or self-development
(see Fig. 2.1); we extended this idea further by noting that the content of the
relevant self-regulatory system (self-views, possible- selves, and current
goals) also changed when the WSC was defined at individual, relational, or
collective levels (see Fig. 3.2). Self-regulatory feedback loops are often
viewed as being embedded in hierarchies of feedback loops that vary in ab-
stractness (Carver & Scheier, 1981, 1998; Lord & Hanges, 1987; Powers,
1973) as we showed in Figs. 3.1 and 7.3. We argued that the self provided
the most useful level of abstractness for understanding leadership pro-
cesses because it could be influenced by leaders and yet was internal to sub-
ordinates. Importantly, the self was also robust in the sense that it pertained
to a wide spectrum of follower psychological processes that were social,
cognitive, affective, and motivational.

In the prior chapters we showed how this perspective could be elabo-
rated to understand a number of issues: the relation of self-regulatory
systems to subordinates’ motivation, cognitions, and affect; how this
system could be linked to leaders and the values that their actions sym-
bolized; and how such a system could be applied to understanding com-
plex social processes such as social justice. In the current chapter, we
step back from the content of the theory we developed and evaluate three
related issues that pertain to the value added to the scientific literature by
this approach to understanding leadership processes. Specifically, we
address the potential yield of this approach in terms of scientific ideas
that can guide further theory development; we explain how this theoreti-
cal approach could be used to develop more successful applied interven-
tions that are grounded in a scientific understanding of leadership
processes rather than more commonsense ideas about leadership; and,
finally, we discuss ways that future research could more fully develop
this approach. We turn now to those issues.
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FOLLOWER-CENTERED LEADERSHIP PROCESSES
AND LEADERSHIP THEORY: VALUE ADDED

Capacity to Integrate Prior Theory

Theoretical Richness or Theoretical Confusion? Inacommonly
expressed axiom, some leadership scholars have suggested that there are
as many approaches to leadership as there are leadership researchers
(Yukl & Van Fleet, 1992). Although there can be little doubt that this
statement exaggerates the heterogeneity of perspectives that can be
found in the leadership literature, there also can be little doubt that, as a
discipline, we are in no danger of experiencing a theoretical shortfall.
The breadth and diversity of opinion that has characterized the social
scientific investigation of leadership over the last 100 years has served
as both a strength and weakness of the field. Simultaneously, leadership
scholars have created a theoretically rich, vibrant discipline, as well as
one that has become a confusing array of constructs, propositions, theo-
ries, and results.

Consider for a moment how the varying perspectives and approaches to
leadership interconnect. For instance, what is the relationship between
transformational leadership, LMX and self-sacrificial leadership? How do
contingency perspectives fit with other theories of leadership? How can sub-
ordinate focused social-cognitive models be integrated with behaviorally fo-
cused leader models? How do leadership processes vary across culture? To
date, the task of answering such questions has been nearly impossible, in
large part, because no general overarching framework exists.

One motive that guided us while writing this book was our hope to create
a leadership framework, one that could assist researchers and practitioners
who have been as puzzled as we have by how the different pieces of the
leadership puzzle fit together. To this end, we began this book by suggesting
that the investigation of leadership should emanate from an understanding
of subordinates, rather than leaders, because subordinates produce the out-
comes that are most often credited to leaders. In particular, we suggested
that advances could be made in terms of understanding how subordinates’
self-concepts mediated leader actions. In our view, the self provides a fun-
damental psychological context within which contemporary leadership
theories can be organized, integrated, and understood. In the following sec-
tions, we concretely operationalize this objective by discussing how the
self-concept framework that has unfolded throughout this book can be heu-
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ristically used to organize and connect seemingly disparate leadership per-
spectives. In subsequent portions of this chapter we move beyond specific
theories and discuss the self framework in terms of its more general impli-
cations for understanding basic leadership principles (e.g., contingency
views) and broader contextual issues (e.g., culture).

Identity Level as a Heuristic Framework for Leadership: Individual

Identity. One way in which leadership theories can be systemati-
cally organized is in terms of their common focus on subordinates’ indi-
vidual self-concepts. As we outlined in previous chapters, the
individual-level self is characterized by attempts to differentiate the self
from others, leading individuals to evaluate their worth in a contingent
manner. A number of viewpoints on leadership appear to be particularly
applicable to this identity level. For instance, one might situate at the in-
dividual-level leadership theories that have focused on monitoring,
feedback, and contingent rewards (Komaki, 1986; Larson & Callahan,
1990; Podsakoff, Todor, & Skov, 1982); transactional exchanges (Hol-
lander, 1964); and distributive justice (Tyler, 1997). In each of these
cases, a leader’s activities establish an environment that accentuates the
need for an individual to be focused on his or her own personal responsi-
bilities, performance, and outcomes. Similarly, we suspect that, outside
of any formal theory of leadership, any leader activities that are per-
ceived as self-benefiting by subordinates should function in such a way
as to increase the salience of individualistic identities within subordi-
nates (De Cremer, 2002).

Relational-Level Leadership Theories. In addition to situating
theories in relation to the individual self, some theoretical positions on
leadership share a common focus in terms of a subordinate’s rela-
tional-level self-identity. As the reader may recall, a relational perspec-
tive suggests that the self is the result of interpersonal processes that
unfold between a leader and a subordinate. It is at the relational level that
our perceptions of how others perceive us, which have been termed re-
flected appraisals (Shrauger & Schoneman, 1979), serve as the primary
determinant of our self-views and, thus, how we will regulate ourselves.
Perhaps most exemplary of this level is the self-fulfilling prophecy work
(SFP) laid out by Dov Eden and his colleagues over the past 20 years.

In numerous field experiments with the Israeli military, Eden (1992) re-
peatedly demonstrated that a leader’s expectations for a subordinate influ-
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ence the subordinate’s subsequent work performance. For instance, in the
first experiment conducted with the Israeli military, Eden and Shani (1982)
manipulated the expectations that boot camp instructors held for the soldiers
who would be participating in basic training. Four days prior to the soldiers
arrival at basic training, the instructor’s expectations for each soldier were
manipulated by informing each instructor of the soldier’s potential (high, av-
erage, or low). Unbeknownst to the instructors, the information regarding
each soldier’s potential was an experimental manipulation that was inde-
pendent of each soldier’s true ability. The effect of this manipulation was
evaluated at the end of basic training by assessing soldiers’ performance on
four dependent variables—achievement on multiple-choice exams in three
subjects and weapons proficiency, as rated by an impartial evaluator who was
unaware of the expectation manipulation. Impressively, the results of this
field experiment revealed that those designated as high performers signifi-
cantly outperformed the low and average performers on all four dependent
variables under investigation. Findings such as these are interesting within
the current context because they suggest that reflected appraisals are a potent
tool available to organizational leaders.

Interestingly, we think that similar theorizing about the relational self
and reflected appraisals may provide useful insights into leader effects that
emerge at the group or organizational level. Although Eden’s (1992) work
primarily focused on the direct communication of a reflected appraisal to a
subordinate, it seems quite plausible that similar mechanisms can account
for how leaders impact larger groups of subordinates through organiza-
tional climates. Several scholars have noted that a leader’s impact on subor-
dinates may lie in the creation of different organizational climates. For
example, in reviewing laboratory research conducted by Kurt Lewin,
George Litwin and Robert Stringer (1968) concluded that the climate cre-
ated by Lewin’s leaders “proved to be more powerful than previously ac-
quired behavior tendencies, and it was able to change the observed behavior
patterns of group members” (p. 36). More recent research with charismatic
leaders continues to support such linkages between leader behaviors, orga-
nizational climates, and organizational performance (e.g., Koene,
Vogelaar, & Soeters, 2002). Despite such work, the influence mechanism
remains somewhat mysterious. Why is it that an organizational climate
should change individual behavior?

In our view, the influence that is derived through climate stems from a
combination of several key characteristics of the self that allow for the oc-
currence of anticipatory reflected appraisals. Ultimately, climates commu-
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nicate to individuals the norms and values that are broadly shared
throughout a group. As with any normative structure, these norms both
communicate descriptive information to individuals (how people are) as
well as prescriptive information (how people should behave). Thus, when
combined with an individual’s capacity to project himself or herself into the
future (see Tulving, 2002), climates allow the individual to anticipate the
reflected appraisals of others for any given attitude or behavior. Conceptu-
alizing leadership in broader terms, the mechanism outlined here recog-
nizes that any member of an organization can act as an agent of leadership
(Lord & W. G. Smith, 1999), instilling appropriate role-based behavior for
any other organizational member. That is, leader effects become routinized
when the anticipated reflected appraisal of one’s coworkers acts to con-
strain and regulate behavior within the acceptable prescriptive bounds that
are dictated by an organization’s climate. Andersen and Chen’s (2002) the-
ory of the relational self, which is discussed in a subsequent section of this
chapter, makes a very similar point, maintaining that there are as many
selves as there are significant others. Their work suggests that significant
coworkers may have effects that are similar to leaders.

Collective-Level Leadership Theories. In many domains, effec-
tive leadership depends on the ability of leaders to construct collective
identities for their subordinates. For instance, the success of many
sports teams hinges on a coaches’ ability to shift players from being in-
ternally focused on their own welfare (e.g., personal performance bo-
nuses) to being externally focused on advancing the group’s agenda
(e.g., winning). In recent years, a number of leadership theories have
been proposed that can be integrated in terms of their common focus on
creating collective-level identities within subordinates. Most salient
in this grouping are the transformational, charismatic, and self-sacrifi-
cial leadership approaches that have grown in popularity in recent
years. In contrast to transactional leadership, which we noted appeals
to an individual’s self-interest, transformational, charismatic, and
self-sacrificial leadership styles are thought to have their effects on or-
ganizations because they transform individuals to move beyond their
own self-interests (Yukl, 2002). That is, subordinates working with
leaders who display these behaviors come to identify more strongly
with the organization and the people they work with, oftentimes lead-
ing them to work counter to their own best interests for the good of the
company.
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Although previous frameworks have not organized these theories in terms
of their relationship to the collective self, the available data suggest that inte-
grative efforts may provide useful insights into the similarity that exists
among these approaches. For instance, research on self-sacrificial leadership
has shown that self-sacrificial leaders are perceived to be more charismatic
(e.g., De Cremer, 2002; Yorges et al., 1999) and that these types of leaders
transform subordinates to adopt a social orientation (De Cremer, 2002). Sim-
ilarly, transformational leadership research has shown that it is related to col-
lective outcomes, such as affective organizational commitment and
organizational citizenship behavior (Lowe, Kroeck, & Sivasubramaniam,
1996; Podsakoff, Mackenzie, Moorman, & Fetter, 1990), and that it is related
to subordinates’ collective identities (Conger, Kanungo, & Menon, 2000;
Paul et al., 2001). Moreover, transformational leadership research has shown
that this leadership style exhibits stronger effects among individuals who al-
ready hold collective-level identities (Jung & Avolio, 1999).

In combination, the available empirical data lead us to conclude that
self-sacrificial, charismatic, and transformational leadership styles operate
similarly through subordinates’ collective identities. In addition, we suspect
that many of the relationships that exist between these theories and other
leadership theories can be easily understood in terms of a common linkage
with subordinates’ collective level identities. For instance, consider LMX
theories of leadership. LM X focuses on dyadic relationship that emerges be-
tween a given leader and a follower (Gerstner & Day, 1997). Yet, previous re-
search has demonstrated that LMX and transformational theories are very
highly intercorrelated (Gerstner & Day, 1997), at least when measured by
questionnaires. In our view, such findings are not surprising given that high
LMXs may also help create collective-level identities. In this regard, the pat-
tern of treatment received from a supervisor not only reflects the dyadic rela-
tionship that exists within a given supervisor—subordinate pair, but it also
communicates how valued the subordinate is to the larger group (Tyler &
Lind, 1992). Thus, just as transformational leadership behavior or self-sacri-
ficial behavior on the part of the leader can lead subordinates to define the self
in collective terms, so too can a high-quality exchange with a supervisor. As a
result, both theories may simply reflect alternative pathways to activating a
subordinate’s collective identity.

In short, we showed that many leadership theories can be organized in
terms of the identity level at which they operate or their effect on identity
levels. Additional details relating leadership theories to identity levels and
specific aspects of the WSC are presented in Lord et al. (1999).
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Capacity to Generate Novel Insights

Leadership Processes and Meaning. Johnson-Laird (1989), a noted
cognitive scientist, argued that people do not respond to the environment
directly but, instead, to the internal meaning they construct from environ-
mental cues. Meaning, in turn, is often derived from mental models of the
environment and how it works. We suggest that a powerful type of mental
model is the representation people have of themselves in particular situa-
tions. As already noted, the self is constructed in a context-sensitive way
that highlights an environment’s potential to harm or benefit an individual.
It is this aspect that makes environments meaningful. Individuals continu-
ally monitor and react to this aspect of meaning through primary appraisal
processes, and they use emotional reactions as an alert system to indicate
when environments offer high potential benefit or harm. One important the-
oretical insight our perspective provides is that it is not leader behavior per
se that is important to understand, but rather it is the meaning of that behav-
ior for subordinates as interpreted through their mental model of the self in
a current context or, as we defined it, their WSC. The WSC, then, is an im-
portant mediator of leadership effects, translating them into emotional re-
actions, cognitions, and self-regulatory processes.

By now, this perspective is likely to be so familiar to the reader that it
does not seem novel; however, it is worth restating that such follower-cen-
tered perspectives on leadership processes are rare. Furthermore, we articu-
lated this concept at a broad, abstract level in differentiating among
individual, relational, and collective WSCs. We also showed how this broad
level can be translated into more specific proximal, distal, or developmental
motivational systems (see Fig. 2.1) and how these systems, in turn, can be
tied to self-regulation in terms of context-specific tasks (see Figs. 3.1 and
7.3). Thus, our theory specifies how leaders can influence a subordinate’s
intended meaning in a particular context through very general interpretive
systems (the WSC and its level) or through more focused, self-regulatory
hierarchies. It also explains why framing tasks in terms of potential gains or
losses (Kahneman & Tversky, 1979) can have such powerful effects on
thoughts and behavior, namely, because it transforms the subjects’ meaning
and self-regulatory system from one form to another (from gain- to loss-ori-
ented WSCs).

Integrating Cognitions and Emotions. As noted in chapter 6,
much of the prior leadership literature is cognitively oriented in either
its methodology or its substantive focus. In that chapter, we made the
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case for considering the emotional side of leadership in terms of affec-
tive events and how they were perceived and reacted to by others. A
novel benefit of our perspective is that the self-identity and, particularly,
the WSC automatically integrates both emotions and cognitions, meld-
ing them into a self-regulatory system that produces behavior and is then
guided by behavioral effects as reflected in feedback from task and so-
cial systems. Primary appraisals, the resulting emotions, the self-guides
associated with learning versus performance goals, and the goal hierar-
chies that forge links to specific environments all have both emotional
and cognitive components that are integrated with respect to a nexus
provided by the WSC. What this perspective offers to leadership theory
is a way to understand how emotions and cognitions are integrated by
followers and a way to see how both the cognitive and emotional activi-
ties of leaders influence this process.

Multiple Selves and Midrange Theories. A problem shared by
both personality and leadership theory is one of finding mid-range theo-
retical perspectives—theories that are broad enough to generalize
across situations yet are specific enough to yield reasonably accurate
predictions or guides to behavior. For example, in a compelling but
overly specific view on personality, Mischel and Shoda (1995) argued
that personality is comprised of situation-specific self-regulatory pro-
cesses that generalize within situations across time, but not across situa-
tions. Taken to their extreme, contingency theories regarding leadership
provide a similar perspective.

Our perspective suggests that there may be a way to organize contexts
into larger units that still have coherence at a deeper level. We suggest
thinking of differences in WSCs in a coherent way provides this deeper
level of analysis that can generate midrange theories of both personality
and leadership. In the previous section of this chapter we showed how this
perspective can help organize leadership theories. With respect to personal-
ity theory, we will simply sketch out a general argument.

We agree with Mischel and Shoda (1995) that self-regulation requires
context-specific productions (if—then statements), but rather than seeking
the context as the source of the conditions satisfied by the if component of
productions, we believe it is more fruitful to define the if component in
terms of the internal meaning of the context for subordinates as suggested
by Johnson-Laird (1989). As we already argued, internal meaning can be
explained in terms of the nature of the self-system or WSC that is devel-
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oped. This meaning may generalize across contexts, suggesting areas in
which the effects of personality will also generalize.

J.R. Anderson’s (1983, 1987) Adaptive Control of Thought (ACT¥*) ar-
chitecture is also production based, and he demonstrated that goals provide
a deep structure that can trigger the automatic application of skill across
contexts. We simply maintain that this same principle can be applied one or
two levels up in a subordinate’s goal hierarchy. To carry this analogy a bit
further, activating a WSC then would correspond to activating a specific
type of personality in subordinates, and changing WSCs (either tempo-
rarily or permanently) would correspond to changing a subordinate’s oper-
ating personality. Thus, leaders can be thought of as influencing
subordinates by changing the aspects of their personality that are active in
work contexts. S. M. Andersen and Chen (2002) extended this same idea to
the effects of significant others on self-regulation by positing that the acti-
vation from significant others spreads to a companion self-with-signifi-
cant-other representation that guides behavior.

Leaders as Regulators of Individual-Society Connections. We
argued that leaders can change the WSC of subordinates by activating
different sets of values. Schwartz (1992, 1999), however, argued that so-
cietal values reflect societal solutions to enduring problems. Thus, by
altering the pattern of values that is salient to individuals, leaders also
change the connection of individuals to larger societies and the societal
problems they are oriented toward solving. A prototypical example of
such leadership is illustrated by John F. Kennedy’s challenge from his
inaugural address, “Ask not what your country can do for you—ask what
you can do for your country” (Kennedy, John Fitzgerald, Microsoft
Encarta Encyclopedia, 1999). This simple challenge effectively moves
followers from individual to collective orientations and from a focus on
getting to giving.

Seeing leadership as regulating the connection of a subordinate’s
self-regulatory system to society also shows how leaders can address social
problems while still allowing maximum autonomy to followers. Rather
than ordering subordinates to behave in a manner that benefits society or
creating social norms for desired behaviors, effective leaders activate a
WSC that produces desired behaviors through subordinates’ own self-regu-
latory structures. Through such processes, leaders are likely to gain com-
mitment to addressing societal problems rather than superficial
compliance. As Yukl (2002, pp. 142—-143) noted, effective leadership is not
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controlling. We add that effective leadership is more likely to be inspiring
and that inspiration comes from helping subordinates see how they are con-
nected through common values to a larger society.

Capacity to Integrate Broader Social Science Research. Although
not a specific insight, we believe a novel benefit of the perspective on
leadership processes that we have developed is its broad capacity to inte-
grate social science research. In addition to the burgeoning literature on
self-identity, we included thinking on evolution, emotions, cognitions,
social cognitions, social perceptions, motivation, self-regulatory sys-
tems, individual differences, personality, social justice, and values. In
addition, we discussed how specific theoretical findings in these areas
have implications for leadership. To give but one brief additional exam-
ple, consider Gabriel and Gardner’s (1999) finding that women tend to
develop collective identities at the relational level, whereas men tend to
develop collective identities in terms of larger social units. Our theoreti-
cal perspective transforms this curious fact into an understanding of how
men and women are likely to differ in their self-regulatory systems, the
meaning they construct in a particular context, and their leadership re-
quirements.

VALUE ADDED TO THE PRACTICE
OF LEADERSHIP

Moving Leadership Theory Closer
to the Source of Effects

As we discussed in chapter 1, one problem that plagues leadership interven-
tions is that they are typically focused on leaders, whereas the hoped-for ef-
fects of interventions are created by followers’ responses. The leader only
initiates a process that is completed by other organizational members. Con-
siderable variance in the effects of interventions can be created by variabil-
ity in the meaning of these interventions to followers and followers’
reactions to the meaning they construct. Without a clear understanding of
these follower-centered aspects of leadership processes, the effects of inter-
ventions are unlikely to be very predictable. In other terms, follower mean-
ing construction and reactions are mediating processes for a leader’s
effects, and mediators explain more variance in dependent variables than
antecedents because they are closer in a causal sense to the intended effect.
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Based on this logic, we expect that one important applied value of the
theory that we developed is that it moves leadership theory closer to the
source of a leader’s effects. By understanding how leadership affects subor-
dinates’ feelings and cognitions, practitioners should be able to design in-
terventions that are more effective, and they have a better idea what to
examine when interventions do not produce their intended effect. For ex-
ample, practitioners may want to understand what an intervention means to
subordinates rather than just how it is viewed by leaders. Answers to these
questions might be helpful: Does an intervention engage promotion versus
prevention orientations in subordinates? (This may be as much a function
of individual differences in subordinates as differences in leader skills or
behavior.) Does this intervention activate self-views versus possible
selves? (This again may be a function of differences in subordinates, not
differences in leaders.)

By understanding mediating as well as antecedent leadership processes,
practitioners can also consider other ways to produce the intended effect.
For example, an individual’s WSC may be as dependent on the values
stressed by an organizational culture as it is on the values primed by a
leader’s actions. Thus, if our concern is with creating a collective rather
than an individual WSC, practitioners can compare the effectiveness of
leadership interventions to those involving culture change. Leadership
change may not be the best solution to all types of organizational problems.
Without a focus on subordinate-centered mediating processes, such com-
parisons would not be as clear.

Robust Theory and Robust Practice

At the outset, we noted that one advantage to using the self-concept as the
theoretical mortar that binds leadership together was the self’s robust ca-
pacity to link leadership and organizational events. Leaders affect many
processes and outcomes and; as a result, any theoretical mechanism that at-
tempts to explain leadership should be capable of accounting for similar
variation in the outcomes that are of interest to organizational scholars. Our
reading of the self-concept literature suggests that it fits this criterion, as it
has been linked to a broad spectrum of psychological processes and out-
comes (Banaji & Prentice, 1994). Throughout this book we noted numer-
ous linkages between aspects of the self and outcomes; however, given that
these examples were dispersed throughout the entirety of our book, it may
be worth revisiting this issue—examining a single self-construal.
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Consider for a moment just the individual level of the self. We suggested
throughout this book that the individual self is one of the pathways through
which organizational leadership operates. What outcomes might organiza-
tional leaders and organizations anticipate if this is the chosen leadership
pathway? How might this pathway change the nature and operation of our
organizational theories? How might this pathway shift the weight we assign
to different factors when forming a decision? We consider some of these is-
sues next, exploring how leaders who activate the individual self may
change the very nature and determinants of subordinate behavior, motiva-
tion, and perception.

As a starting point, we begin with the most basic issue of how the activa-
tion of the individual self can shift the determinants of an organizational ac-
tor’s behavior. According to the theory of planned behavior (Ajzen, 1991),
behavior is proximally regulated by behavioral intentions, which, in turn,
are a function of an individual’s attitude toward the behavior and social
norms. Attitudes comprise an individual’s beliefs about the behavior in
question, whereas subjective norms capture the expectations that others
may hold as to which behaviors should be engaged. Although prior work
has indicated that subjective norms do not consistently predict behavior,
more recent work has indicated that the level at which the self is defined
may be an important moderator of the weight assigned to subjective norms
(Ybarra & Trafimow, 1998). In this regard, Ybarra and Trafimow found that
although the activation of the collective self led participants to weigh sub-
jective norms more heavily in deciding behavioral intentions, the activation
of the individual self led participants to weigh attitudes more heavily. How
might such effects bear out in an organizational setting for leaders who op-
erate through the individual self? Illingworth (2001) and Venkatesh, Mor-
ris, and Ackerman’s (2000) work provides two examples.

As the reader may recall, Illingworth (2001) found that an individual’s
own attitudes tended to be much better predictors of OCB intentions when
individual-level identities predominated than when interdependent (rela-
tional or collective) identities were elicited. The importance of situational
norms in predicting OCB intentions showed the opposite moderating ef-
fect, being higher under interdependent than independent conditions, but
this effect varied more with specific OCBs. In line with Illingworth’s find-
ings, Venkatesh et al. (2000) found that the relationship between attitudes,
subjective norms, and the adaptation of software by employees depended
on the gender of the employee, a demographic variable known to coincide
with self-construal (Cross & Madson, 1997). Venkatesh et al.’s results sug-
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gested that although men’s adaptation of the software was determined by
attitudes, women’s adaptation to the software was influenced by subjective
norms. Venkatesh et al.’s study did not directly investigate the self, but their
results are consistent with men being oriented toward more individual iden-
tities and women emphasizing collective identities.

Results such as these highlight how the antecedents of behavioral inten-
tions can shift when different components of the self are salient. Practically,
these findings, once integrated with our leadership model, suggest that
when leadership operates through the individual self, organizationally
based attempts to implement change must be targeted at changing attitudes.
Interestingly, this perspective also suggests that interventions that are de-
signed to change organizational actors’ behavior by shifting individual atti-
tudes may have little efficacy when the leadership process that is in
operation occurs through the activation of the collective self.

As asecond example of how the self may determine important outcomes,
consider the issue of intrinsic motivation and how it can be altered when the
self is shifted between different levels. In line with contemporary wisdom
noted earlier in this book that although motivation can be externally main-
tained, such a basis for motivation may, over the long run, rob individual’s of
the joy and intrinsic motivation that they derive from a task (Ryan & Deci,
2000). From this perspective, motivation derives from an actor’s need to ex-
ercise personal control and self-determination over his or her environment. In
the end, we are motivated, persist, and enjoy tasks that provide us with con-
trol and the ability to determine our own destiny. In contrast, when we are
robbed of self-determination and control, several negative outcomes result,
such as lowered intrinsic motivation, lower life satisfaction, and poorer
health (Ryan & Deci, 2000). It seems evident, given discussions of empower-
ment, employee participation, and employee ownership, that organizational
scholars too have accepted the importance of self-determination. Yet, will
self-determination transcend different leadership pathways?

Although we have no doubt that self-determination is an important con-
sideration within organizations that implement leadership through the indi-
vidual self, self-determination may become less relevant as collective
leadership pathways are utilized. Consider for a moment the cross-cultural
findings reported by Iyengar and Lepper (1999). In their investigation,
Iyengar and Lepper compared American students who are known to be in-
dividualistic and Asian American students who are known to be
collectivistic in terms of their intrinsic motivation to engage in a mathemat-
ics task under one of three conditions. Here, students were assigned to a
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condition in which they had full and personal control over the environment,
the environment had been established by an in-group (i.e., students from
one’s class), or the environment had been established by an out-group (i.e.,
students from another school). According to the logic of self-determination
theory, one might predict that the highest level of intrinsic motivation
should occur in the full control condition. Consistent with this expectation
the intrinsic motivation of American students was at its highest when per-
sonal choice was accentuated as compared with the in-group and out-group
conditions. In sharp contrast, the Asian students exhibited the highest in-
trinsic motivation when an in-group determined the work setting. Results
such as these suggest that although the principles of self-determination may
be an important determinant of employee motivation within organizations,
their applicability may be bounded by the leadership and self-systems that
are in place within an organization.

As a final example of how the different leadership pathways might
change fundamental psychological processes, consider attributional pro-
cesses. Attributions are clearly an important aspect of organizational life, in-
fluencing the development of trust (Korsgaard, Brodt, & Whitener, 2002),
self-esteem (Schroth & Pradhan, 2000), disciplinary decisions (Liden et al,
1999), and motivation (K. M. Thomas & Mathieu, 1994), to provide but a few
examples. Basic psychological research that has examined attributional pro-
cesses has indicated that observers oftentimes make the fundamental attribu-
tion error whereby they underestimate the degree to which behavior is shaped
by the situation and overestimate the extent to which it is influenced by a per-
son’s disposition (Ross, 1977). As Dan Gilbert (1989), a noted social psy-
chologist, outlined, this process occurs unconsciously and spontaneously.
According to Gilbert, perceivers automatically categorize behavior (e.g., that
is an aggressive behavior) and characterize the actor (e.g., he or she must be
aggressive), and it is only when sufficient cognitive resources and motivation
exist that perceivers will take situational influences into account (e.g., per-
haps the excessive heat caused the aggressive act). As a result of the funda-
mental attribution error, as perceivers we infer that social agents are
personally responsible for workplace events.

Despite its robustness, is the inference of personal agency and responsi-
bility an inherent aspect of our psychological makeup, occurring equally
for all perceivers? As readers may already suspect, a key determinant of the
degree to which perceivers make the fundamental attribution error is the
level at which their self-concept is defined (Morris & Peng, 1994; Newman,
1993; Zarate, Uleman, & Voils, 2001). Newman (1993), for instance, found
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that degree of individualism reported by participants was associated with
their tendency to infer traits from behaviors. Similarly, Morris and Peng
(1994) demonstrated that the attributions that are made by perceivers vary
as a function of a culture’s level on an individualism—collectivism dimen-
sion. Despite the fact that leadership scholars have not investigated whether
differing leadership styles can influence attributions, we see little reason to
suspect otherwise.

In summary, because the self is the fundamental regulator of human ac-
tivity, thought, and affect, it can serve as a powerful integrative umbrella for
leadership researchers, allowing them to understand how a wide spectrum
of psychological, social, and cognitive outcomes may co-occur with differ-
ent leader orientations. Furthermore, as we demonstrated through the pre-
vious examples, by understanding leader influence through the self, we
can, as researchers and practitioners, develop a better understanding of the
psychological context that will evolve within an organization. Leaders who
influence organizational outcomes by activating an individual
self-construal within their subordinates should anticipate that this influ-
ence will be widespread, altering the precursors of behavior, the locus of in-
trinsic motivation, and the very perceptions that guide subordinates.

Improving Organizational Leadership:
Fundamental Assumptions

Throughout this book we approached the integration of leadership and the
self-concept primarily through the eyes of a researcher, laying out a model
that can be both subjected to empirical validation and used to form a meta-
framework. Theory is, of course, not neutral. As with any leadership theory,
our framework is premised on certain fundamental assumptions regarding
human nature, the meaning of leadership, the appropriate modes of investi-
gation, and the nature of the questions that should be addressed. The influ-
ence of the assumptions that embody leadership theories does not, however,
end at the doors of researchers’ labs.

Instead, these assumptions permeate practice and implementation
throughout our discipline. For instance, the dominant behavioral perspective
of leadership has not only served to guide most research throughout the disci-
pline’s history, but the basic assumptions of the approach have trickled down
and influenced current interventions and organizational practices (Day,
2001). That s, if our theories assume that CEOs and senior managers are the
direct cause of organizational outcomes, then, by extension, we might also
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suggest that, in practice, senior-level mangers should be compensated hand-
somely and that training budgets should be skewed toward providing training
opportunities to these same managers. Although the direct application of our
model remains a distant goal, one dependent on the outcomes of future em-
pirical tests, we too have assumptions, and, as such, it may be worthwhile to
highlight how some of these assumptions may play out practically.

One basic premise of our model is that leadership is a social influence
process and that leaders are simply one component of a system. As we em-
phasized throughout this book, the most immediate cause of many of the
outcomes that are valued by organizations result from the diligence, hard
work, and ability of subordinates. Unlike some approaches (e.g., Meindl,
1995; Meindl, Ehrlich, & Dukerich, 1985), we do not question that leaders
are important; they are simply one aspect of a larger system. Effective orga-
nizational leadership is dependent on how well all components of the sys-
tem are operating in tandem. Although executives may conceive of a better
product, it will be ineffectual if the right people with the appropriate skills
are not in place to produce and sell the product; similarly, a better executive
vision requires people to enact the vision.

An important implication that derives from this systems view of organi-
zational leadership is that effective leadership is dependent on the invest-
ment that organizations make into both understanding their people and the
tasks that they perform. In essence, effective leadership is contingent on the
human resource practices that are engaged in by an organization—without
competent and skilled employees, leaders cannot be effective. As a result,
we suspect that organizations that invest heavily in their employees and hu-
man resources, particularly in industries in which skill change is rapid, will
have the most effective leadership system. Front line employees must have
the necessary skills and training to complete the tasks that are required of
them. Similarly, selection, job analysis, and placement become essential el-
ements in the implementation and creation of effective organizational lead-
ership processes, as people must be appropriately positioned into jobs that
fit their unique constellation of skills. In the end, we assume that leadership
effectiveness is about the functioning of a system, and, as such, leadership
interventions must be targeted at improving all components of the system,
not any single component.

A second premise of our model is that subordinate perceptions are an im-
portant determinant of effective organizational leadership. In our view,
leadership is truly in the eye of the beholder. As we noted previously, subor-
dinates do not react to the behavior that is engaged in by leaders but rather to
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the meaning that this behavior creates. This has two important implications
for the creation of effective organizational leaders. First, to function effec-
tively, organizational managers must be trained in terms of the meaning that
they need to create through their actions. A direct corollary of this premise is
that interventions directed at leaders should not focus on training specific be-
haviors because, as we noted previously, meaning is context dependent. In-
stead, training should be focused on the content of the meaning that will be
projected to subordinates and the skills that are needed to regulate meaning in
terms of this image. In many respects this position converges with others who
have independently arrived at the same conclusion regarding the centrality of
meaning creation in leadership (e.g., Gardner & Avolio, 1998). A second im-
plication of this premise for organizational practice is that effective leader-
ship must be coupled with feedback systems. That is, as with any other
control system, if a leader is to adequately regulate meaning creation, he or
she must be aware of whether his or her behavior matches or deviates from
this intended standard (Carver & Scheier, 1998). Given this, it comes as no
surprise to us that social sensitivity plays an important role in leadership (e.g.,
Zaccaro et al., 1991) and that the implementation of upward feedback sys-
tems are associated with increases in subordinates’ perceptions of leadership
(Atwater, Roush, & Fischthal, 1995).

Although our discussion has centered on the practical implications of
two of the components of our model, others could be discussed just as easily.
For instance, if, as we assume, self-concept change is most likely during peri-
ods of transition, then how might organizations create processes that will si-
multaneously minimize disruptions while maximizing the influence of
organizational leaders (e.g., job rotation or job enlargement)? If, as we as-
sume, the salience of organizational leaders is associated with the degree of
influence that is exerted over subordinates, then how might organizations
take advantage of this process (e.g., small span of control)? The point that we
wish to stress is not that we have drawn assumptions about the nature of lead-
ership, but that, as with any theory, the assumptions outlined in our model
have practical implications that extend beyond research questions.

Multilevel Views of Leadership: Moving Up,
Moving Across, Moving Down,

and Moving Through Time

It is widely recognized that leadership is a multilevel process (Dansereau,
1995; Dansereau & Yammarino, 1998; Hall & Lord, 1995), with leadership
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often crossing boundaries as one moves from organizations to groups, to
dyads, to individuals, and to intraindividual processes. This multilevel as-
pect of leadership has raised two nagging problems for both theory and
practice. The first problem pertains to the level at which data should be an-
alyzed whether testing theory or evaluating interventions, and the second
problem concerns the level at which theoretical variables should be mea-
sured or interventions should be focused to be most effective. Early ap-
proaches to such issues focused on the appropriate analysis of data
(Dansereau, Alutto, & Yammarino, 1984), whereas later approaches (K.
J. Klein, Dansereau, & Hall, 1994) stressed that this was a problem of the-
ory formulation as well as data analysis. A practical strength of our ap-
proach that focuses on the follower’s WSC is that it provides a theoretical
system for moving beyond the follower level or the leader level when con-
sidering appropriate applied practice. In this section, we briefly illustrate
how our theoretical system could be used as a guide to apply at four alter-
native levels of analysis associated with moving up, moving across, mov-
ing down, or moving through time.

Moving Up. We use the term moving up to mean leadership prac-
tices that consider the effects of higher level entities such as organiza-
tional or societal culture on leadership practice. For example, it is widely
recognized that organizations are becoming multinational and that expa-
triate managers have substantial difficulties and high rates of failure
(Shaw, 1990). Such problems have often been understood in terms of cul-
tural variation in the way leadership is defined by perceivers (Den Hartog
etal., 1999; Hanges etal., 2000) or in terms of the value structures that dif-
ferentiate cultures (Hofstede, 1980). Our theoretical perspective provides
a more integrated framework for this practical issue.

Specifically, by providing a microlevel cognitive model of how leaders
use the values they espouse and symbolize to activate a WSC in followers,
as we did in chapter 5, we provide a common mechanism for both culture
and leadership to influence followers: the effect of values on the follower’s
WSC. Furthermore, we suggested a three-level distinction—collective, re-
lational, or individual—that is affected by the values represented by leaders
and cultures. What this system implies for practice is that congruence in the
identity level implied by cultural values and leader values is required for
leaders to have a powerful effect on subordinates’ WSC. This is basically an
extension of Propositions 5.3, 5.4, and 5.5 that includes culture as another
source of values. For example, leaders who have been successful by es-
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pousing values that prime an individual-level WSC in followers are likely
to have problems moving to collective cultures because the values they es-
pouse and the self-regulatory systems they engender in followers are incon-
sistent with the higher level culture.

In the context of Fig. 3.2, leaders may be operating at the top of our trian-
gular column, whereas subordinates are located at the bottom of this col-
umn. What this means in more concrete terms is that the proximal
motivational systems stressed by leaders and culture are likely to be incon-
sistent: Leaders are likely to stress values and WSC components that elicit
self-views based on differentiating the self from others, or they may empha-
size goals that are proself; whereas subordinates are likely to be most recep-
tive to self-views that show how the self is part of a larger group, and they
may emphasize goals that are pro-social. Such issues are natural out-
growths of follower-centered views of leadership, and they contrast with
leader-centered views that would stress how leadership prototypes changed
with culture (e.g., Gerstner & Day, 1994; Hanges et al., 2000).

What are the practical implications of this issue? First, they suggest
that cross-cultural training of expatriate leaders needs to focus not just on
how leadership prototypes differ across cultures but also on how leaders
need to adjust the values they espouse and the identities they prime to be
consistent with workers in the host culture. If our focus is on selection or
job assignment instead of training, similar principles apply—the match
between the host culture and a leader’s value—identity orientation should
be considered as a potential part of a selection or job assignment system.
The same issues operate in reverse when leaders remain in their original
culture but workers come from cultures where different identity levels
predominate. In both cases, the overriding issue is that many leadership
effects are likely to be mediated by the WSC and the associated self-regu-
latory systems of followers.

Certainly, the notion of situational contingencies is not a new idea in
the leadership field (e.g., Fiedler, 1964; 1971). Our point is simply that
leaders, being a linkage between cultural values, subordinate identities,
and self-regulatory processes, need to be oriented towards these contin-
gencies. A similar argument could be developed at the level of organiza-
tional rather than national culture. For instance, as already suggested, the
values of Jack Welch and GE prime different identities and self-regula-
tory orientations than do those of Bill Gore and the W. L. Gore company.
However, we leave elaboration of such organizational-level applications
to the reader.
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Moving Across. We use the term moving across to describe dyadic
levels of analysis that pertain to the cross-person processes involved in
LMXs. The theories developed in chapter 4 described both short- and
long-term effects that leaders can have on subordinates’ WSC. The no-
tion of reflected appraisal and, particularly, our emphasis on relational
identities also help to specify important dyadic-level processes. Thus,
our theoretical perspective complements the extensive work on LMXs
(see Gerstner & Day, 1997, for a review of this literature).

The major practical benefit of our theory is that we specify how lead-
ers can impact on the subordinate’s WSC in Propositions 4.1 through
4.5. These are testable propositions that could be examined in a particu-
lar organizational context and, if supported, could be used as a guide to
effective leadership influence. In these propositions, we lay out a theory
of how and when leaders can alter the way subordinates self-regulate.
We think this may have immense practical benefits for understanding ef-
fective dyadic-level leadership. Of particular importance is that we sug-
gest specific processes by which identities are developed: the
observation, experimentation, and evaluation of provisional selves by
subordinates. We also describe how this process varies with level of
identity (see Table 3.1). Essentially, we specified how leaders can con-
tribute to employee development and socialization processes and how
this process varies with identity level. However, rather than focusing on
socialization in terms of norms or specific roles, we took a more em-
ployee-centered approach that stresses the development of identities
and employee self-regulation. Although we avoided popular terms such
as empowerment, it is worth noting that this approach to employee de-
velopment has the potential to create autonomous, empowered employ-
ees who satisfy organizational needs because organizational needs are
consistent with employees’ identities.

Moving Down. We use the term moving down to reflect levels of
analysis that are within specific individuals. The WSC is a linkage to
such intraindividual processes (Markus & Wurf, 1987), which can be
both cognitive and affective. In level of analysis terms (Hall & Lord,
1995), these intraindividual processes reflect parts rather than entity re-
lations, because these processes change over time within a specific indi-
vidual (an entity). For example, we noted how a shift from using self-
views to possible selves as standards in a control system shifts orienta-
tions from proximal to distal motivational processes. Similarly, a shiftin
orientation from positive to negative affect can provoke a change from
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promotion- to prevention-oriented self-guides, reframing many motiva-
tional processes. The main practical point here is for leaders to recog-
nize that the WSC is a continually changing self-regulatory system that
both guides and is guided by affect as well as cognitions.

In other words, employee behavior and thought is a microlevel process
that is guided by these dynamics. Although selection, training, job assign-
ment, and socialization may be oriented toward stable differences across in-
dividuals (entity-level effects), actual behavior is more dynamic and
variable. We provided a theoretical system that addresses these momentary
dynamics in terms of affective events, for example, or in terms of hierarchi-
cally oriented self-regulatory processes. Understanding employee self-reg-
ulation at this level, and the potential role of leaders in this process can then
provide a guide for leaders in terms of how they should behave to be effec-
tive as circumstances change with respect to a particular employee.

Consider for example, the issue of an unfavorable reaction of an em-
ployee (or employees) to an organizational or leadership event. Most lead-
ership theories provide no guidelines as to how a leader should react at this
microlevel of analysis. Our approach, however, suggests several diagnostic
issues that might be explored such as: Was the reaction driven by cognitive
or affective processes? (Speed of response may be one cue.) If affect seems
critical, was the reaction in response to potential threats (real or only per-
ceived) to the subordinate’s self or to goals that are central to the self? (A
clear grasp of identity levels and their translation into organizational goals
may help one understand this issue.) Was the subordinate’s response reflec-
tive of organizational justice considerations or their implications for the
self-worth of the subordinate? (Here again the perspective given in chap. 7
would be helpful.) Alternatively, if responses were more attitudinally
driven, is it possible that the wrong level of identity was used by the subor-
dinate to interpret organizational events or that leadership activities sym-
bolized the wrong values to subordinates?

The point of such questions is simply to illustrate that, because itis inher-
ently dynamic, the theory we developed has value at the microlevel in terms
of understanding within-person variability in terms of the interaction of
self-regulatory processes and leadership or organizational events. Prac-
ticing leaders have to deal with such moment-to-moment issues, and most
leadership theories provide little help because they treat subordinates as
constant entities. Our approach extends to followers and follower’s
self-regulatory processes; thereby, it provides a framework for thinking
about and addressing within-person processes.
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Moving Through Time. We use the term moving through time to
describe a final level of analysis because it affects the potential aggrega-
tion of effects across leaders of the same subordinate. By moving
through time we mean that people do not exist only in the present, but
they have the potential to time travel, revisiting past selves and situa-
tions and projecting into the future. It appears that only humans have the
unique capacity for time travel (Roberts, 2002; Tulving, 2002). The
practical point here, as noted in our discussion of the self-development
face of Fig. 3.2, is that perceived movement toward desired possible
selves is a source of emotions and drive for individual, dyadic, and soci-
etal entities depending on the level of the WSC. Thus, leaders can have
powerful effects on such units by influencing subordinates’ views of the
future or their perceived capacity to move toward desired selves.

However, to do this effectively leaders either have to be oriented toward
the current WSC levels of their subordinates or they must first prime the ap-
propriate level in those subordinates. Our framework makes it possible to
see how a leader can tap into the projected movement of entities over time
as a means of exerting influence. In addition, as we will briefly explain, it
may be extended to see how the effects of various leaders can also cumulate
over time. We do this by generalizing S. M. Andersen and Chen’s (2002) re-
cently proposed theory on the relational self to the leadership domain.

S. M. Andersen and Chen (2002) developed a social-cognitive theory
that maintains that past assumptions and experiences in relationships with
significant others tend to resurface in relations with new people, a process
they called transference. Our extension is merely to suggest that leaders are
one type of significant other. In S. M. Andersen and Chen’s theory, signifi-
cant-other representations are chronically accessible (as leader representa-
tions may be at work) and are highly laden with affect. They proposed that
when the significant-other representation is activated, a companion
self-with-significant-other representation is also activated, through spread-
ing activation from the other representation to the self-representation. This
spreading activation infuses the WSC with knowledge that is associated
with the relevant relational self. In other words, significant others, like lead-
ers, make different aspects of the subordinate’s WSC accessible in the pres-
ence of leaders or when a mental image of leaders is salient to subordinates.

Three aspects of this self-with-significant-other relationship are note-
worthy. One aspect is that the standards held by the significant other for the
self and the memories of one’s ability to meet those standards are particu-
larly important. This idea is quite consistent with Higgin’s (1989, 1996)
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self-discrepancy theory, which is central to both our theory and that of S. M.
Andersen and Chen (2002), and it implies that standards can suggest a pro-
motion or prevention orientation. A second aspect is that the relation of sig-
nificant others with the self likely occurs through connectionist
architectures because many aspects of the other—looks, smell, gestures, fa-
cial features, behaviors, habits and attitudes—can prime multiple produc-
tions within an individual and thereby automatically affect behavior.
Productions are merely simple if-then relationships, in which particular
configurations of environmental cues (the if) define the conditions neces-
sary to trigger a behavioral, cognitive, or affective reaction (the then). The
third aspect of S. M. Andersen and Chen’s theory is that not only are
idiographic aspects of the self activated by this process, but socially shared
constructs such as social identities or social categories can also be acti-
vated. Thus, a leader who is sexist may activate not only the thoughts and
feelings in female subordinates that are associated with that specific rela-
tionship, he or she also can activate stereotypic beliefs about the abilities of
women and can make stereotype threat salient.

In sum, S. M. Andersen and Chen (2002) describe many of the properties
we already discussed, but they did not do so in the context of leadership.
Given the many similarities between their theory and ours, we believe that it
makes sense to discuss their notion of transference in terms of its applied
implications for leadership. This generalization of S. M. Andersen and
Chen’s theory would predict that when new leaders share many aspects
with prior leaders, they automatically activate some of the same facets of a
subordinate’s WSC that prior leaders did. In other words, transference al-
lows prior relations to travel through time, reactivating relevant aspects of
the WSC when similar leaders are encountered. For example, the effects of
adrill sergeant on one’s WSC and all the skills and competencies associated
with a trainee’s relationship with that sergeant can be activated by new lead-
ers who are similar to that sergeant. The effects of a parent or a favorite (or
hated) teacher also can generalize to new settings when the new individual
is similar to prior significant others. Through such mechanisms, par-
ent—child behavioral relations can generalize to spouse—spouse relations or
to superior—subordinate relations (see Keller, 1999, for an empirical exam-
ple of such processes).

Applying this idea to organizations implies that organizations may need
to pay as much attention to leadership systems as they do to the leadership
qualities of specific individuals. When selection—attraction—attrition pro-
cesses (Schneider, 1987) create homogeneity among leaders in a particular
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culture, then relational leadership qualities are likely to generalize from
one leader to another, producing consistency in the activated WSCs and as-
sociated skills of subordinates. This process may have both desirable and
undesirable consequences. When turnover among leaders is high for what-
ever reason (e.g., among leaders in military combat or among team leaders
at McDonalds), transference processes may produce continuity in the WSC
that is evoked by leader—-member relations and the self-regulatory pro-
cesses that it elicits in subordinates. On the other hand, dissimilarities with
prior leaders, particularly those associated with memberships in salient so-
cial categories (e.g., race, and gender), may make it harder for new leaders
to inspire or motivate individuals because they do not automatically acti-
vate the appropriate WSC. Female leaders in traditionally male organiza-
tional hierarchies may experience such problems.

In short, we suggest that both individuals and leader—-member relations
can travel through time, relying on the WSC as a vehicle that transports
skills, affective reactions, self-guides, and self-regulatory tendencies to
new possible selves or new social relations. This process needs to be effec-
tively managed in many types of organizations, from businesses to govern-
ment to education to the military. Analyzing this process in terms of the
WSC and the level at which it is defined, as did in this book, provides a
framework for thinking about how organizations should manage such
leader transference processes.

Interestingly, leadership prototypes, which prior research has shown to
be constrained by contexts like business, education, military, or religion
(Lord, Brown, Harvey, & Hall, 2001; Lord & Maher, 1991), may thus func-
tion not only to help perceivers recognize leaders but also to activate the
skills and self-regulatory capacities associated with prior leaders in these
specific contexts. Thus, the recognition of leadership by observers (which
may be an implicit as well as explicit process) may be the first step in the
transference of prior, context-dependent relational identities to new leader-
ship relations. When transference works well, effective leadership and ef-
fective self-regulation by organization members should be much easier.
However, it is also possible that inappropriate self-regulatory strategies
(e.g., reactance, feared selves, and low self-efficacy) will also be activated
by transference processes. In such circumstances, the effectiveness of cur-
rent leaders may be diminished by the negative effects of prior leaders. For
example, the carryover of a bad teacher’s negative effects on a student’s atti-
tudes toward learning may be one such problem that must be addressed by
new teachers who have superficial similarities with the prior teacher.
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FUTURE RESEARCH NEEDS

Need for Empirical Assessment

In this book we proposed a new way to think of leadership based on so-
cial-cognitive and self-regulatory theories. The theory that was developed
was based on extensive social science research; nevertheless, it reflects our
interpretation and our inferences from this research. Hence, it needs to be
empirically tested, particularly before it is applied. Our discussion of ap-
plied relevance was mainly to show how the theory could be useful, but our
suggestions should be carefully assessed with validation studies as part of
their application.

Critical Research Issues and Propositions

As a convenient way to summarize the main ideas, we developed several
key propositions in each chapter. These propositions are summarized in
Table 8.1 and provide specific guides to further research. However, be-
cause there are many propositions, 31 in all, it may be useful to discuss fu-
ture research needs in broader terms, which we do in the following brief
sections.

Self-Regulation with Respect to the Self. Based on many per-
suasive treatments of the self and self-regulatory processes (e.g., Carver
& Scheier, 1998; Cropanzano et al., 1993; Higgins, 1998; Markus &
Waurf, 1987), we explained self-regulation in terms of hierarchies that
extend from abstract principles, to individual identities, to specific task
objectives. We also proposed a framework shown in Fig. 2.1, that used
pairs of WSC components—self-views and goals, possible selves and
goals, and possible selves and self-views—to create three different
types of self-regulatory systems associated with proximal motivation,
distal motivation, and self-development motivation, respectively. This
framework is consistent with extensive motivational and social cogni-
tive research, yet it has not been tested in precisely these terms. Future
research needs to determine whether differentiating between self-views
and possible selves has the many effects on motivation that we sug-
gested in Propositions 2.1 through 2.4, and it also needs to demonstrate
the value of focusing on the three types of self-regulatory systems that
we depict on the sides of the triangle in Fig. 2.1.
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TABLE 8.1

Summary of Propositions by Topic and Chapter

Topics and Propositions

Motivation, self-views, possible selves, and goals

2.1.

2.2.

2.3.

24.

Linking goals to self-views will accentuate self-enhancement motivations and af-
fective reactions to task feedback, whereas linking goals to possible selves will
promote self-verification motivation and cognitive reactions to task feedback.

The relation of current goal-performance discrepancies to task satisfaction
will be highest when task goals are strongly linked to self-views and proxi-
mal motivational processes are salient.

The relation of rate of change in goal-performance discrepancies (i.e., veloc-
ity) to task satisfaction will be highest when task goals are strongly linked to
possible selves and distal motivational processes are salient.

The resiliency of task motivation when discrepancies are encountered will be
higher when task goals are strongly linked to possible selves and lower when
task goals are linked to self-views.

Identities as communicated by leaders and as boundaries to leadership processes

3.1

3.2.

3.3.

3.4.

3.5.

A leader’s reflected appraisal will have a powerful impact on a subordinate’s
self-view. The appraisal will be communicated through both cognitive and af-
fective channels and by both explicit and implicit processes.

Reflected appraisals will be an important medium for signaling the potential
benefits of a social exchange to both leaders and subordinates. These signals
will be assimilated into affective evaluations of the other party and into evalu-
ations of the value of the dyadic exchange.

The relationship between a leader’s self-fulfilling prophecies and a subordi-
nate’s expectancies is mediated by changes in subordinates’ self-views, a sub-
ordinate’s affective evaluations of the leader, and the subordinate’s
satisfaction with the dyadic exchange.

Leadership activities will be more effective when they are matched to appro-
priate identity levels of subordinates.

Identity level is a critical boundary variable for leadership theory, with the im-
portance of many social and leadership processes varying with identity level.

3.5a. When the self is defined at the individual level, leader expectancy ef-
fects, effects of performance feedback, effects of contingent rewards,
and procedures related to distributive justice will have greater effects
on subordinates’ behaviors and attitudes.

3.5b. When the self is defined at the relational level, perceived and actual
leader—subordinate congruence in attitudes and values, leader affective

behaviors, and interactional justice will have greater effects on subordi-
nate behavior and attitudes.

continued on next page
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3.5¢c. When the self is defined at the group (or organizational) level, struc-
tural aspects of procedural justice, organizational identities, and
team-based or collective leadership will have greater effects on the be-
havior and attitudes of group member.

Temporary and enduring effects of leaders on subordinates’ identities

4.1. Effective leadership will be directly proportional to the degree to which lead-
ers are able to prime relevant aspects of a subordinate’s self-concept.

4.2. Leaders can prime subordinate identities through multiple means, with the ef-
fectiveness of priming processes varying with (a) the strength and coherence
of primes, (b) the salience of leaders, (c) subordinate sensitivity to leader-
ship, and (d) follower differences in the ease with which different aspects of
the self can be activated.

4.3. Leaders can become chronic, indirect primes when work environments acti-
vate the values and social identities repeatedly emphasized by leaders.

4.4. Leaders can produce permanent changes in subordinate identities by (a)
making peripheral aspects of self-identities chronically accessible; and (b) by
creating new chronically accessible identities through subordinates’ observa-
tion, experimentation, and evaluation of provisional selves.

4.5. The development of new, chronically accessible identities is most likely dur-
ing (a) employee transitions and (b) dramatic organization change.

Meaning, values, and WSC activation

5.1. Subordinate cognitions and affective reactions are the internal structures that
mediate between leader behavior and subordinate responses.

5.2. The cognitive and affective meaning of leader behaviors constructed by a
perceiver depends on the simultaneous consideration of multiple contextual
constraints.

5.3. Patterns of values activated by leader behaviors can be organized along an
individual-collective dimension.

5.4. Patterns of values mediate between leader behavior and WSC activation.

5.5. Leader behavior has its greatest effect when it activates coherent patterns of
values.

5.6. Behavior, thoughts, and feelings are regulated by the joint effects of identities
(self-views or possible selves) and goals.

Leadership as an affective event (see Table 6.1)

6.1. Affective events are proximal determinants of affective reactions toward
leaders.

6.2. Microlevel assessment is required because affective reactions change over
time in response to leadership events.

6.3. Primary and secondary affective appraisals are mediational processes linking
leadership events and reactions to leaders.
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6.4. Biologically based individual differences moderate affective reactions to
events.

6.5. The structure of behavior and perceptions reflects the structure of basic emo-
tions.

6.6. Behavior or attitudes toward leaders may be affectively or cognitively
(attitudinally) driven.

Social justice, leadership, and the WSC

7.1. Identity will influence the dimension of justice that is salient, with individual
level identity priming distributive justice, relational-level identity priming
interactional justice, and collective-level identity priming procedural justice.

7.2. Evaluation of organizational justice will involve sequential evaluation of jus-
tice dimensions, beginning with that dimension most closely associated with
the current level of the WSC, and terminating when a dimension indicates
that fairness has occurred.

7.3. There will be interactions among justice dimensions such that negative reac-
tions to organizational justice will be most extreme when all dimensions that
are considered indicate a lack of fairness.

7.4. The level of justice standards will depend on evaluations of self-worth, and
evaluations of self-worth will depend on the level of the WSC that is acti-
vated.

7.5. Fairness judgments will show an upward bias with an individual-level iden-
tity yielding greater-than-average expected outcomes, a relational-level iden-
tity yielding greater-than-average expected consideration and interaction with
one’s leader, and a collective-level identity yielding expectations of
greater-than-average conformity to group prototypes.

Are There Really Three Distinct Identity Levels? There is over-
whelming empirical support for differentiating between individual- and
collective-level identities, but despite the persuasive arguments (Brewer
& Gardner, 1996; Sedikides & Brewer, 2001) and other support that was
discussed in this book (S. M. Andersen & Chen, 2002; Gabriel & Gardner,
1999; Gardner et al., 1999; Selenta & Lord, 2002), the three-level identity
system we based our theory on has not been conclusively established.
This issue needs further research, particularly with respect to leadership.

Specifically, we need to establish whether the activation of a WSC in-
volving relational identities precludes the simultaneous activation of a
WSC at individual and collective levels, as we suggested, or whether rela-
tional identities are more complementary, adding to rather than supplanting
a WSC defined at the other two levels. Our expectation is that at all three
levels, the WSCs (which are systems of self-relevant information, not uni-
tary wholes) tend to show lateral inhibition in that when one type of WSCis
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activated, competing WSCs are inhibited. Lateral inhibition has been dem-
onstrated with respect to goals and intentions, so it makes sense to apply it
to WSCs as well. As Marsh, Hicks, and Bryan (1999) explained, this lateral
inhibition of competing intentions can also be understood by assuming that
there is simply a fixed amount of activation in working memory, and if it is
allocated to one intention, less activation is available for other possible in-
tentions. We expect that the same principle applies at the WSC level.

Critical types of evidence related to these issues would be research that
determines whether priming contrasting levels (e.g., collective or individ-
ual) makes WSCs associated with relational identities less accessible.
The differential accessibility of WSCs at these three levels of self should
also be related to the ability to functionally organize tasks that may exist at
competing identity levels. Research showing that these three identity lev-
els moderate processes in specific substantive areas, as we showed for so-
cial justice in chapter 7 (see also Johnson et al., 2003), would also be quite
helpful. We make one more methodological note: It is critical for such re-
search to control for gender-related effects because initial research (John-
sonetal.,2003; Selenta & Lord, 2002), as well as that of others (Gabriel &
Gardner, 1999; Gardner et al., 1999), shows that relational identities tend
to be more important for women, whereas collective identities are more
important to men.

It is worth taking time to elaborate the functional reasoning behind ex-
pecting lateral inhibition among all three levels of the self-identity.
Namely, we argued that the WSC manages self-regulation by integrating
self-knowledge, current goals, and knowledge of potential threats or ben-
efits into the environment. For such a system to function effectively, the
WSC must be a source of organization, simplification, and selection of
this information in forming intentions. Although people certainly have
the capacity to process some types of information in parallel, the human
physical implementation system is generally constrained to operate in a
serial fashion (e.g., we cannot be in two different places at the same time).
Thus, as we move from thought systems to action systems, parallel capac-
ities must be seriated, and this may occur, in part, by keeping the WSCs
associated with alternative identity levels separate. Because the collec-
tive, relational, and individual identities map onto different types of enti-
ties—collectives, dyads, or individuals—it also seems logical that actions
related to such entities will be relatively distinct. Thus, we expect that the
coherence and independence of WSCs at different levels may be related to
the ability to maintain a functional organization of thoughts and actions.
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One danger with the intermixing of information, affect, and intention as-
sociated with different WSCs is that the activation from the self would be
spread among so many competing constructs that needed actions would
never be implemented.

We argued that leaders need to be coherent in activating a specific WSC
level. Such coherence would complement the capacity of lateral inhibition
processes to keep various WSCs separate while engaged in self-relevant ac-
tion. This capacity of followers may be important to understanding both in-
dividual differences in self-regulatory effectiveness and the dynamics
guiding behavior within an individual over time.

Intraindividual Variability. An additional issue warranting re-
search concerns the extent to which the WSC changes over time. A par-
ticularly interesting question is whether variability tends to occur
within a particular identity level (e.g., shifting from proximal to distal
motivational concerns at the individual level) or whether changes tend
to occur across levels (e.g., changing from individual to relational
identities). We assumed that people are malleable, but degree of mal-
leability may be an important individual difference. We also assumed
that primes from connectionist networks, particularly value networks,
were important sources of variability. This assumption needs to be em-
pirically investigated using available priming methodology (see Mar-
tin, Strack, & Stapel, 2001). One point Martin et al. (2001) noted is that
blatant primes often produce contrast effects, whereas more subtle
primes produce assimilation of constructs with primes. Research using
priming to influence the WSC (as well as practicing leaders) should
use less blatant approaches.

Leadership and WSC Change. We argued that leaders can operate
through connectionist networks to alter the WSC of subordinates in
Propositions 4.1 through 4.5. These propositions also need to be tested.
Martinetal.’s (2001) review on priming implies that leader-priming pro-
cesses may work better if they are subtle rather than blatant. Because be-
havior implicitly activates a value rather than activating it explicitly, the
symbolic value of a leader’s behavior may be particularly important in
priming a subordinate’s WSC, as we suggested previously. Our asser-
tion that activating values is the main medium by which leaders prime
various WSCs (Propositions 5.2 through 5.6) also needs to be tested, as
do our distinctions between short-run (Propositions 4.1 and 4.2) and
more enduring changes (Propositions 4.3 through 4.5).
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Emotions and Leadership Events. In chapter 6, we developed a
perspective on emotions and leadership processes based on AET. This
has several implications for understanding leadership and the self-re-
lated processes that are detailed in Propositions 6.1 through 6.6. Several
ideas in this chapter suggest exciting areas of future research. One is that
emotions are triggered by primary appraisals that involve threats or ben-
efits to the self and operate as mediational processes linking leadership
events and reactions to a leader (Proposition 6.3). We would expect that
this process would be moderated by the level of one’s WSC. For exam-
ple, events that produced threats to an individual-level identity would
produce less extreme emotional responses when collective- rather than
individual-level WSCs were active. Another important idea is that affec-
tive events have a microlevel structure that is important for understand-
ing leadership and may not be well represented in typical leadership
questionnaires (Proposition 6.2). This perspective requires careful ex-
perimental research.

We also think the proposal that the structure of behavior and leadership
perceptions reflects the underlying structure of emotions (Proposition 6.5)
should be carefully evaluated. Consistent with this idea, L. A. James and L.
R. James (1989) showed that hedonic relevance was important to the hierar-
chical structure of leadership measures, and Naidoo and Lord (2002a) also
found a hierarchical factor underlying leadership scales that was based on
emotions. Specifically, Naidoo and Lord’s research found that negative
affectivity was more central to leadership measures than positive
affectivity, which is consistent with other research that suggests leadership
perceptions are affected by crisis, but this idea also needs to be tested more
extensively.

Leadership, Justice, and the WSC. We noted that social justice in
organizations is often an event that produces emotional reactions and,
thus, is affected by the level of the currently active WSC. We suggested
several propositions with respect to this idea in chapter 7 that need to be
empirically examined (Propositions 7.1 through 7.5). Such research
should keep in mind that our theory implies that there is a dual role of
leaders in justice events. Leaders can be central factors because they al-
locate rewards, interact directly with subordinates, and often determine
organizational procedures. Through such behaviors leaders can thereby
directly affect all three justice dimensions that were discussed. Leaders
also play a second role in that they can activate various WSCs, which
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moderate justice reactions according to our theory. Researchers at-
tempting to understand leadership and social justice need to consider
this indirect effect as well as the more direct effects of leaders.

CONCLUDING THOUGHTS

In this chapter we have considered several issues relevant to the value of
the leadership framework developed in this book. We believe that the case
for the value added by our framework is compelling. Further, we think
that the practical implications are also substantial, although application
should await further scientific research. Though the issues we covered
were complex and research is continually evolving, we think three gen-
eral conclusions are warranted. First, there is a great deal to be gained
from a scientifically-based, follower-centered approach to understanding
leadership processes. Second, this approach can be structured by thinking
in terms of follower self-concepts that can exist at individual, relational or
collective levels. Third, many process-related dynamics can be clarified
by recognizing that the currently active self, the working self-concept,
changes across time and circumstances. Leaders have much to do with
such changes.

Having said this, we will close by simply restating our definition from
Chapter 1 of what we believe is the most fundamental aspect of leadership
processes: Leadership is a process through which one individual, the
leader, changes the way followers envision themselves. Through this pro-
cess leaders and followers jointly create meaning for many organizational
behaviors and events. This is a critical processes because subordinates’
responses to organizational events are guided by the meaning they help to
create.
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