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Section A: Journal Article



Cover Letter

Prof. John Antonakis
Editor-in-Chief

The Leadership Quarterly
[ADDRESS]

11 November 2019

Dear Prof. Antonakis,

I am writing to submit our manuscript entitles “Interrupting the flow: Time-use preference
and leader-member exchange” for consideration as a Leadership Quarterly research article.
This qualitative study explored the constructs of time-use preference and polychronicity as
they related to the dyadic relationships between leaders and members. By interviewing 20
individuals within a single organization, we found that time-use preference differences
manifest in the workplace, that these differences and their manifestations impact on leader-
member exchange (LMX) affecting the quality of relationships, and that leaders and members
adapt their behaviors according to the time-use preferences of one another, as well as the

environment they are working in.

In a world where organizations constantly need to do more with less, use of time becomes an
increasingly important topic which is often unaddressed. Understanding how this individual
characteristic changes dyadic relationships is the focus of this study. Given the interest in
LMX and the ongoing conversation in The Leadership Quarterly developing a deeper
understanding of the dyadic relationship between leaders and members, our contribution is
of great interest to your readership as a step towards more completely understanding the
factors influencing LM X differentiation. This article sheds new light on the topic by including
time-use preferences, building an understanding of how monochronicity and polychronicity
manifest, how they play out in relationships, and how leaders and members adjust their time-

use behaviors.

This article is in a similar vein, but from a different perspective, to the article by Alipour,
Mohammed and Martinez (2017) titled “Incorporating temporality into implicit leadership
and followership theories: Exploring inconsistencies in time-based expectations and actual

behaviors”, which was published in The Leadership Quarterly in 2017.



Each of the authors confirms that this manuscript has not been previously published and is
not currently under consideration by any other journal. Additionally, both of the authors have
approved the contents of this paper and have agreed to The Leadership Quarterly’s

submission policies.

Each named author has substantially contributed to conducting the underlying research and
drafting this manuscript. Additionally, to the best of our knowledge, the named authors have

no conflict of interest, financial or otherwise.

Sincerely,

Angela Glover

MBA Candidate

The University of Pretoria’s Gordon Institute of Business Science
26 Melville Road, Illovo, Johannesburg

18309250(@mygibs.co.za

+27 72 109 1235

Motivation for selecting The Leadership Quarterly

The Leadership Quarterly was rated 4 by the Academic Journal Guide in 2018 (Scopus
indexed) and leads the conversation on leader-member exchange. In addition to the strong
alignment on the LMX construct of the study, The Leadership Quarterly has also previously
published work on time-related topics, including a seminal article by a leading researcher in
the temporal field, Allen Bluedorn. This journal is open to accepting qualitative research
articles, and expects such manuscripts to be between 12,000 to 15,000 words long; it does

not prescribe the format of the submission or the referencing style.



Section B: Literature Review and

Research Methodology
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1 Literature Review

1.1 Introduction

The literature review hones in first on the construct of time-use preference,
discussing the inherent characteristics thereof and why this is important to business.
An exploration of earlier theories pertaining to time-use follows to provide contextual
background, as well as a justification of the specific definition used in this study.
Thereafter, leader-member exchange (LMX) is discussed, and the importance of
LMX differentiation, specifically as it pertains to time-use preference and dyadic
relationships, is argued. Finally, we discuss entrainment and what it means for

individual behaviour, before summarising the argument.

1.2 Time-use preference

A shared expectation of time is required within organisations, if only to co-ordinate
activities within and between teams (Hampden-Turner & Trompenaars, 2011). The
manner in which time is perceived, managed and reconciled by individuals can be
described and defined based on several constructs. Early studies used a variety of
definitions and constructs in order to understand this complex concept; these can be

considered complementary to one another.

The first construct, and the focus of this study, denotes a preferred pattern of time-
use, defined as a spectrum from monochronicity and polychronicity, referring to how
work is done (Hall, 1977). A second construct pertains to time management
behaviours: control and efficient use of own time (Macan, Shahani, Dipboye, &
Phillips, 1990); and a third relates to time awareness, which is the degree to which
individuals are aware of and concerned with time’s passing (Landy, Rastegary,
Thayer, & Colvin, 1991). Fourthly, an alternative construct is urgency, describing how
quickly work is done and the extent to which individuals tend to rush while completing
a task (Conte, Rizzuto, & Steiner, 1999). More recent work includes the concepts of
temporal depth, relating to time horizons considered when contemplating the past
and the future (Bluedorn, 2002), and finally psychological time, which is concerned

with psychological perceptions of the reality of time (Nowack, 2016).
The time-use preference concept, as a spectrum of monochronicity to polychronicity,
was first identified as a factor influencing behaviour of individuals by Hall (1977),

specifically as it pertained to culture and how a culture understands time, and the
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preferred temporal pattern of behaviour (Conte et al., 1999). Hall (1977) defined
monochronicity as an importance placed on schedules, deadlines, plans and
punctuality. In contrast, polychronicity prioritised interpersonal relationships over the
arbitrariness of linear time, and preferred to combine multiple tasks simultaneously,
not objecting to interruptions. Further expansion on the definition characterised
polychronic individuals as multitaskers who prefer to be involved in many projects or
operations simultaneous, while monochronic individuals prefer to work linearly on

sequential tasks, focussing on one thing at a time.

The definition has evolved and been debated over time, and has since split into two
different streams of thought and research (Capdeferro, Romero, & Barbera, 2014).
One of these streams focusses on the aspect of multitasking as a time-use
preference, and has refined the definition of polychronicity as “the extent to which
people engage themselves in two or more activities simultaneously” (Bluedorn, 2002,
p. 48). More recently, polychronicity has been defined by Poposki and Oswald (2010)
as “an individual’s preference for shifting attention among ongoing tasks, rather than
focusing on one task until completion and then switching to another task” (Poposki
& Oswald, 2010, p. 250). This is the truest to the original definition by Hall (1977)
and contains more nuanced value than a preference for multitasking alone
(Capdeferro et al., 2014).

While this construct may seem abstract, its impact is very real, affecting how
individuals behave. As society continuously accelerates and life moves at a faster
pace (Rosa, 2013) and pushes individuals, teams and organisations to do more with
less, time becomes a finite resource that must be optimised. Polychronicity is a key
to unlocking more productivity, allowing individuals to make more efficient use of their

time and juggle the many tasks they are faced with to deliver (Persing, 1999).

Indeed, polychronicity is a measurable construct, observable at an individual level.
Three of the most prominent measurement instruments are: the Inventory of
Polychronic Values (Bluedorn et al., 1999), which uses a series of statements to
place the respondent onto a spectrum of polychronicity-monochronicity; the
Multitasking Preference Inventory, which uses a 14-item scale to indicate an
individual's preference to complete multiple tasks simultaneously (Poposki &
Oswald, 2010); and the Polychronic-Monochronic Tendency Scale (PMTS)
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(Lindquist & Kaufman-Scarborough, 2007), a five-factor scale built to define
individual time-use preference. However, there has been a dearth of qualitative
research using these classification tools in sampling, to better explore the underlying

factors of time-use preference and behaviour.

Within homogenous societal cultures, there may be a large overlap between
behaviour of individuals and groups, and their own preference, as organisations are
built on the context within which they develop, thereby naturally aligning to the
environment (Adams & van Eerde, 2010). However, organisations and teams
typically represent cross-sections of diverse cultures and creeds, where individuals
bring to the organisation their own traits, skills and competencies, as well as
behaviours and preferences (Harvey, 2015). The diversity in the environment means
that individuals with conflicting or misaligned behaviours and preferences will
inevitably need to work together and find a way to collaborate (van Dick, van
Knippenberg, Hagele, Guillaume, & Brodbeck, 2008), despite fundamental
differences they may have. The conceptualisation and understanding of time are
crucial constructs which can diverge across cultures, making the topic particularly
pertinent in increasingly multicultural, diverse workplace, where behavioural norms
which may be taken for granted within a specific culture, might be unusual or even
unacceptable in a different culture (Brislin & Kim, 2003). The importance of

deepening the understanding of this construct cannot be understated.

Beyond individual preference, certain environments are also more suitable to
monochronic or polychronic tendencies; for instance, a fast-paced environment
dealing with complexity and ambiguity and a need to manage multiple stakeholders
is described as a polychronic environment (Schein, 1991). In contrast, an
environment where accuracy, quality and correctness are valued over speed would
be described as monochronic. Polychronicity has been found to be positively
correlated to performance in environments where juggling multiple tasks

simultaneously is a requirement (Kantrowitz, Grelle, Beaty, & Wolf, 2012).
Despite the extensive body of knowledge about time-use preference, we do not yet

understand how time-use preference differences between individuals manifestin the

workplace, how individuals may adapt their behaviours, or how individuals cope with
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differences in preferences and behaviours, be it their own or those of their peers,

leaders, or subordinates.

1.3 Leader-Member Exchange (LMX)

While time-use preference is the theoretical concept under examination, the theory
of LMX provides a framework with which to understand relationships between
leaders and members as an influence on organisational outcomes. LMX as a theory,
originally termed “vertical dyad linkage theory”, focuses on the dyadic relationships
between leaders and followers. This is complementary to other leadership theories,
which are concerned mainly with the leader as an individual and leadership at an
organizational level (Graen & Uhl-Bien, 1995). The core concept of this theory is that
the dyadic relationships which are developed between leaders and their team
members, differ in quality and type as a result of the varying social exchanges that

occur between them (Martin, Thomas, Legood, & Dello Russo, 2018).

First developed by Dansereau, Graen and Haga (1975), the theory asserts that
leaders divide members into two groups: the in-group and the out-group. Members
of the in-group experience high-quality interactions with the leader, and a relationship
built on respect and mutual trust (Martin, Guillaume, Thomas, Lee, & Epitropaki,
2016). Members of the out-group display opposing characteristics: low quality

interactions with the leader and low trust (Graen & Uhl-Bien, 1995).

Members of the in-group, who benefit from high-quality exchanges, have a better
grasp of the vision and intentions of the leaders, and become managerial surrogates,
improving structural efficiencies (Dansereau et al., 1975). LMX has been shown to
have an effect on work outcomes, with higher quality LMX relationships and
interactions (as seen in the in-group) yielding more positive work outcomes, such as
task engagement, organisational citizenship behaviour and turnover intentions
(Dansereau et al., 1975). This highlights the importance to organisational success of
the relationship between a leader and their follower, and an obligation to better

understand this dynamic.
Personality and individual characteristics play a pivotal role in LMX, where individuals
who are compatible on a personal level will naturally find it easier to build a quality

relationship (Bernerth, Armenakis, Feild, Giles, & Walker, 2008).
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While individuals who have known each other and worked together for a year or more
may be able to identify each other’s time-use preferences, polychronicity is a factor
that is often mistaken for impatience or irritability (Conte et al., 1999). This possible
misperception, and the impact it may have on relationships, is pertinent to the theory
of LMX, which is centred on the differing quality of dyadic relationships held by a
leader and members of their team (Martin et al., 2018). Thus, the often-unaddressed
nature of time-use preference becomes a potentially powerful player in these
relationships, affecting their quality and thus impacting on organisational outcomes.
An understanding of the nature of time-use preference in LMX relationships is critical
to allow both leaders and members to better manage the impacts of their preferences

and behaviours.

1.4 LMX Differentiation

The development of the varying relationships between leaders and members occurs
through a process known as LMX differentiation (Liden, Erdogan, Wayne, &
Sparrowe, 2006), which is an unconscious process undergone by leader and
member during the establishment of their relationships. By the end of this process, it
is likely that a member will belong to either the in-group or the out-group or into a

range of differing quality LMX relationships (Martin et al., 2018).

LMX differentiation manifests as LMX disparity, which is a (real or perceived)
difference in how resources are allocated to different individuals (Herdman, Yang, &
Arthur, 2017). While measuring the differentiation levels is important to understand
the dynamics within a team (Herdman et al., 2017), more vital for a general
application is to understand how this process occurs, in order to better manage

outcomes.

The LMX differentiation process is influenced by a number of factors, the full extent
of which is not yet completely understood. These can be observed at the
organisational level through organisational culture, structure and human resources
practices; at the group level through culture, composition and size; at the individual
level (leader) through leadership style, and leaders’ relationships and exchanges
with their leaders; and finally, at individual level (member) through the desire of a

subordinate to become a fully internalised employee (Henderson, Liden, Glibkowski,
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& Chaudhry, 2009). While at the individual level (leader), much attention has been
placed on leadership style and tangible factors’ influence on LMX differentiation,
intangible factors such a career guidance and emotional support also play a vital role

in this process (Henderson et al., 2009).

A shortcoming of existing research, however, as identified by X.-P. Chen, He and
Weng (2018), is a lack of understanding of the source or basis for LMX differentiation.
The basis for differentiation is important to employees, who want to know that they
are being treated fairly. Employees are concerned with and pay attention to the
factors which result in them being treated differently to the colleagues (Y. Chen, Yu,
& Son, 2014). In addition, understanding the antecedents of LMX differentiation
would help to identify factors which would aid in-group effectiveness (Lee, Chae, &
Shin, 2016), helping to improve performance and delivery of organisational
citizenship behaviours. A more complete understanding of the reasons which may
underlie LMX disparity, may help employees and leaders to better manage these

relationships and the impacts thereof.

Polychronicity is classified as an individual difference characteristic, and is
associated with various personality traits specific to the individual (Conte & Gintoft,
2005), for instance, extroversion. Personality traits have been shown to play a role
on LMX quality and differentiation (Bernerth et al., 2008), where perceived similarities
between leaders and members can improve the quality of the relationship, or the
ease with which a relationship develops. For this reason, it is argued that behavioural
and individual difference characteristics, including time-use preference, exhibited by
leaders and followers affect the LMX differentiation process as intangible factors and

features of a leadership style.

1.5 Entrainment

Further to the manifestations of time-use preference differences and their nature in
leader-member relationships, is the question of how individuals adapt their
behaviours with respect to time-use. Entrainment is a biological concept that has
been extrapolated into organisational psychology, which is defined as a
synchronisation of pace or cycle of activity, adjusted to match the pace or cycle of
another activity (Bluedorn & Jaussi, 2008). Put another way, entrainment pertains to

making an adjustment to one’s own behaviour to meet the rhythm of another.
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In a dyadic relationship, entrainment occurs on an emotional level as well as a social
level (Cropanzano, Dasborough, & Weiss, 2017), where leaders and members
experience contagion of one another's general affect, particularly where leader-
member relationships are strong. It thus follows that individuals will adapt their time-
use behaviour to meet one another's preferences and needs under certain
circumstances, as a by-product of entrainment as they seek to synchronise. The
literature does not tell us, though, how these adaptations take place, who adapts to

whom, or how the adaptations affect individuals and relationships.

1.6 Conclusion

Time-use preference is a behavioural facet often ignored when confronting elements
of culture and individual differences. Time-use preference affects the way individuals
behave, interact, complete tasks and are perceived. LMX focuses on the dyadic
relationship between leader and member. A vital tenet of LMX is the concept of LMX
differentiation: the process through which LMX relationships of varying quality are
developed. The antecedents of LMX differentiation include behavioural characteristic
exhibited by leaders and followers, and the interactions between them. The impact
of similarities or dissimilarities between leaders and followers on this specific

spectrum is unexplored, and therefore its role in LMX differentiation is not known.

It is clear from the literature that a variety of factors influence LMX differentiation, but
these are not well understood. This research aims to expand the understanding of
further behaviours and their effects on individuals and relationships through
examining time-use preferences as a specific individual difference characteristic.
Time-use preference is a pervasive feature of workplace behaviour which is often
unacknowledged, but must play a role in LMX by its very nature and the fact that
individuals often have varying preferences. The exploration of time-use preference
as a facet of preference and behaviour pertaining to LMX thus becomes a vital
contribution to the body of knowledge as we work towards a more comprehensive,
concrete conceptualization of this complex dyadic dynamic. Through this study, we
want to determine how time-use preference differences manifest in the workplace;
to understand the role time-use preference plays in LMX differentiation; and find out
whether leaders and members adjust their time-use behaviours based on each

other’s preferences.

60



2 Research Methodology and Design

2.1 Introduction

This section outlines the research methodology which was used in this study. The
selected methodology is derived from the earlier literature review with the intention
to explore, using an interpretivist philosophy and qualitative methods, the outlined

research questions.

2.2 Research Design & Methodology

This study is concerned with human preferences and behaviour as pertinent to one
specific characteristic (time-use), and its nature within dyadic relationships and
interactions between leaders and members. The impact on the individual and
interactions and differing quality of relationships is of interest here, therefore an

interpretivist philosophy was adopted (Glaser & Strauss, 2009).

In order to gain deeper insights into constructs in question, semi-structured
interviews were conducted using open-ended questions, thus aligning with

interpretivist or constructivist philosophies (Creswell & Creswell, 2017).

The research questions pertained to an under-explored area of human preferences,
behaviour and interactions. Due to the qualitative nature of the study, as well as the
unexplored nature of this cross-construct investigation, an inductive approach was
employed (Glaser & Strauss, 2009). This approach allowed a deeper understanding
of the complexities underlying the temporal factors in organisations, specifically as
they relate to LMX differentiation. The purpose of this study was to develop a new
understanding of a seldom-addressed topic, where there is a lack of existing, prior
research, particularly connecting LMX and time-use preference. Therefore, as per
guidelines provided by Saunders and Lewis (2017) qualitative methods in this study
were deployed with an exploratory lens. This approach allowed exploration of the
nature of time-use preference within LMX, taking into consideration the complex

interdependencies which may lie therein.

2.3 Population, sampling and unit of analysis
This study comprised of an exploration of different dyadic relationships across
different teams. Leaders and members of teams were interviewed, to gain insight

into their responses on the specified research questions. To control for organization-
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specific factors, the research was conducted amongst leaders and members in a
single financial institution. The institution was selected due to the variety of functions
performed within it, allowing a selection from multiple disciplines, including customer
service, operations, finance, compliance and marketing, ensuring a representation
of different work types within the sample (Creswell & Creswell, 2017). This supported
the purposive sampling design of the exploration, where individuals meeting
particular characteristics (diversity of time-use preference, job type and work
experience) were deliberately sought out (Morse, 2004). Focusing on a single
organization and one business unit within it allowed for depth and richness of
perspectives. The selected organization is known as an innovator in its sector and
drives an owner-manager culture, despite being focused largely on risk mitigation
and sound financial services practices. Employees deal with varying levels of
complexity in an often fast-paced environment, with complex demands and multiple
stakeholders. In addition, the organization comprises of a diverse workforce
reflecting the composition of the greater society, making it an appropriate context in

which to study time-use preferences in relationships.

The population consisted of leaders and their teams within a financial institution in
South Africa. The unit of analysis in this study was the dyadic relationship between
leaders and members, examined primarily from the leader’s point of view, and

secondarily from the members’ perspective to validate the data.

As a qualitative study, a small sample size was required to gather depth of insight
rather than breadth. The dyadic nature of the relationships under examination
necessitated observation and study from two different perspectives. Firstly, nine
leaders were interviewed using semi-structured interview guides and non-probability
purposive sampling (Corbin & Strauss, 2008). These leaders were selected based
on their experience and how many members they had reporting to them, as well as
a representation of different time-use preferences, as identified using the Inventory
of Polychronic Values (IPV) (Bluedorn, Kalliath, Strube, & Martin, 1999). Secondly,
11 members were selected from the direct reports of the interviewed leaders.
Members, who may also be leaders in their own right, were selected through non-
probability purposive sampling and interviewed using the same interview guide, but

with the questions rephrased to position the members’ points of view.
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Participants were selected to ensure variety and depth of experience, job type, and
time-use preference, enabling richer insights (Eisenhardt & Graebner, 2007).
Adequate representation was ensured by including multiple ranges of experience
and responsibilities in the sample, thus reducing bias and allowing for additional axes

for analysis.

Table 1: Details of interviewed sample: Leaders

Reference Number of direct Indicated time-use
Code Tenure as manager reports preference
LO1 18 months 3 Monochronic
L02 8 months 4 Polychronic/flexible
LO3 18 years 4 Polychronic
L04 7 years 7 Monochronic/flexible
LO5 5 years 3 Monochronic
LO6 12 years 8 Monochronic/flexible
LO7 7 years 7 Monochronic/flexible
LO8 13 years 6 Monochronic
LO9 9 years 13 Monochronic

Table 2: Details of interviewed sample: Members

Reference Tenure with current Manager of own Indicated time-use
Code manager team preference
MoO1 6 months Yes Polychronic
M02 2 years 6 months No Monochronic
MO03 4 years Yes Polychronic/flexible
MO04 1 years No Polychronic/flexible
MO05 4 years Yes Monochronic
MO06 2 years Yes Polychronic
MO07 3 years Yes Monochronic
MO8 1 year 2 months No Monochronic
M09 2 years Yes Polychronic
M10 4 years Yes Polychronic
M11 1 years 6 months Yes Monochronic

By covering these dimensions, it became possible to contrast the responses of
leaders, with varying degrees of experience, and differing ranges of responsibilities.

This was done to ensure that there was adequate representation of an array of
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encounters relating to time-use preference, and that there were several cases which
could be compared and validated. This also allowed additional axes for analysis, as
well as identifying directions for future studies. This is the preferred approach, to
prevent a bias toward a sample of leaders of similar characteristics who may have
become homogenous over time, given that they all work in the same organisation
(Creswell & Creswell, 2017). This was all to allow effective analysis of the data at the

level of the individual as well as the dyadic relationship.

2.4 Data collection tool

Single, face-to-face interviews were held with each participant over a six-week
period, aligning to a cross-sectional approach (Creswell & Creswell, 2017). This was
considered an effective time horizon for studying point-in-time states of relationships.
The interviews with the leaders lasted an average of 37 minutes, for a total of 330
minutes. The interviews with the members lasted an average of 27 minutes, for a
total of exactly 300 minutes. In all, 630 minutes of interviews were conducted,
recorded and analysed. The interviews continued until saturation was reached and
no additional codes could be added to the data (Creswell, Hanson, Clark Plano, &
Morales, 2007), i.e. a state of adequate definition and an explanation of all concepts
was achieved (Corbin & Strauss, 2008).

Reflection between interviews allowed for an iterative distillation of the most pertinent
questions to streamline the interview guide (Flick, 2014). The first version of the
interview guide was aligned very closely to the research questions, allowing
participants to expand on their interpretation of the concepts at hand. However, after
the first two interviews, it became apparent that the concept of monochronicity and
time preference was too abstract for the participants to grapple with in such a short
time frame, resulting in time spent during the interview to bed down the concept.
Thus, it was decided to include a stronger introduction to the subject matter, and to

leverage the IPV (Bluedorn et al., 1999) to frame the concept in a consistent manner.

Questions in the interview guide were arranged along three themes: 1) manifestation
of time-use preferences; 2) impact thereof on relationships; and 3) adaptation to
differences in time-use preferences. Section one focused on the respondent’s own
time-use preference and behaviour (including an adaptation of the IPV (Bluedorn et

al., 1999) to provide an indicative classification of individuals as polychronic or
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monochronic) and asked individuals to compare their time-use behaviour within a
work context to their preference within a personal context. Section two examined the
relationships between leaders and members, asking participants to describe the
time-use preference of their leader or member as well as the quality of the dyadic
relationship between them. Section three questioned the adaptions and behavioural
shifts experienced in the workplace by asking what adaptations the respondent may
have made to adapt to a leader or member, as well as what adaptations they had

observed a leader, member or peer making to adapt to others.

Table 3: Research Question and Interview Question Mapping

Research Questions | Interview Questions: Leaders | Interview Questions: Members
Research Question 1: | 1. Tell me about how you like 1. Tell me about how you like to
How do time-use to use your time at work? use your time at work?
preference differences | 2. Inventory of Polychronic 2. Inventory of Polychronic
manifest? Values Values
Research Question 2: | 1. Please tell me about your 1. Please tell me about your
How do time-use team — who are your manager — how would you
preference differences members, how long have describe your relationship
impact on dyadic you worked with each of with them, how do you work
relationships? them? together?
2. How would you describe 2. How would you describe their
their time-use preferences time-use preferences and
and behaviours? How do behaviours? How do you
you experience their time experience their time use?
use?
Research Question 3: | 1. What about your team 1. Do you ever have to adjust
How do leaders and members, do they behave your time-use behaviour to
members adapt their consistently or have you align to the needs of your
time-use behaviours? seen shifts after they joined manager?

the team? 2. Has your manager ever

2. Do you see differences or adjusted their behaviour, to
similarities in how your meet your needs?
current teams behaves in 3. Do you see differences or
respect to time, with teams similarities in how your
you have managed in the manager behaves in respect
past? to time, with teams you have

managed in the past?

Participants were also asked to base their responses on their behaviour in the
workplace, and then to compare and contrast it to their behaviour in their personal
lives. This allowed them to understand the difference between a preference and a
behaviour, and to gain some perspective on not only their lived experiences, but also
those of their members and leaders. In addition, a final open-ended question

regarding anything further the subject wanted to add allowed for inclusion of
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additional insights related to the topic at hand, but not covered by the questions
(Gillham, 2000).

Single interviews were held with each participant, and all interviews were carried out
over a six-week period, aligning to a cross-sectional approach (Creswell & Creswell,
2017). The nature of the study allows this time horizon to be effective, as it examines
the differing relationships among leaders and members at a point in time.
Participants provided their informed consent to participate and also gave permission

for the interviews to be recorded.

Interviews with leaders lasted an average of 37 minutes, with a total of 330 minutes.
Interviews with members lasted an average of 27 minutes, for a total of 300 minutes.

All'in all, 630 minutes of interviews were conducted, recorded and analysed.

2.5 Data analysis

All interviews were recorded and transcribed to be imported into the software along
with the recordings. To commence coding, 57 codes were generated based on the
literature review, consisting of constructs that were expected in the data, for instance:
preference, behaviour, monochronic, differentiation. Coding followed an inductive
approach (Bryant & Charmaz, 2019), building on the expected codes with new

insights gathered through the coding process.

Data were analysed using thematic coding in order to identify core themes as well
as divergent views. Specialized software was used to code the data, then categorize
them and collate themes. The process described by Braun and Clarke (2006) was
used: familiarising self with data, generating initial codes, searching for themes,
reviewing themes, defining and naming themes, and finally producing a report.
Coding and analysis were conducted iteratively in parallel with the interviews, to
ensure that theoretical saturation was reached before ending the interview process,

as per purposive sampling practices (Morse, 2004).

The first six interviews were conducted with leaders, thereafter leader and member
interviews became interspersed. The analysis of the first member interview
increased the rate of addition of new codes, showing fresh insights and a new

perspective, validating the inclusion of members into the sample. In addition, the
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responses from members could be compared to those of the leaders, using the same
codes to describe aspects from differing perspectives. For examples, some leaders
would describe their own adaptations to adjust to their members, and the adaptations
they expect from their members to adjust to them. Similarly, members would describe
their experiences of adaptations to leadership as well as leaders’ adaptations to
them. These were coded respectively as “adapt to leader” and “adapt to member” to

create a holistic view of adaptations.

Number of codes per interview

30
0 I . n I H m - .

Figure 1: Graph illustrating saturation of data

After coding was completed and codes reconciled, a total of 86 codes remained
covering 958 quotes, with no code containing less than three quotations. The codes
were then grouped together into categories using the “clustering” approach
described by Miles and Huberman (1994), creating a total of nine categories from
the 86 codes. These categories were then further grouped to answer the three

research questions.

2.6 Data reliability and validity

In order to ensure quality and trustworthiness throughout the study, several methods
were implemented to constantly ensure appropriate rigor, validity and reliability in the
iterative, qualitative process (Morse, Barrett, Mayan, Olson, & Spiers, 2002).

For confirmability, interviews were conducted with employees of varying tenure,
tapping into richness of knowledge of their lived experiences. Approaches and
methods were discussed with academic colleagues, and information sets gathered
from differing perspectives were tested against each other using the insights from

the theoretical sampling approach (Eisenhardt & Graebner, 2007).
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To validate the findings of this interpretivist study, disconfirming evidence was sought
within the data after the primary themes were identified. Small pockets of
disconfirming evidence were found, for example, a minority of respondents did not
identify time-use preference as a factor in their dyadic relationships, and some
leaders did not describe differentiation between their members. When weighed
against the confirming evidence and the complex nature of the topic at hand, these
minority insights were not deemed adequate to negate the findings of the study
(Creswell & Miller, 2000).

For reliability of results, interview guides were designed to limit expression of the
researcher’'s own views, and were tested on non-participants before the research
commenced in order to obtain feedback on the questions themselves. Observer error
and bias were mitigated by recording and transcribing the interviews before
commencing analysis (Saunders & Lewis, 2017). During the analysis phase, a
coding system and codebook were developed in order to further ensure reliability, as
well as to enable inter-rate reliability for future generalizability (Morse, 2015). For
further generalizability, interviews continued to saturation and beyond, providing
solid reach of information. Purposive sampling was employed to glean insights from
both leaders and members to provide a comprehensive view of the topic, particularly
as it pertains to the dyadic relationship across differing time-use preferences (Corbin
& Strauss, 2008).

For the sake of integrity, participants were assured of confidentiality and anonymity
as part of the introduction to the interviews. The questions were non-threatening and
efforts were made to put interviewees at ease throughout the process. Potential
prompts were included in the semi-structured interview guide for use by the

researcher if necessary (Gillham, 2005).

Transferability was addressed by using a recognised instrument (Bluedorn et al.,
1999) to obtain indicative time-use preference from respondents to support the non-
probability purposive sampling approach (Morse et al.,, 2002). A standardized
interview protocol was used in this study (Gillham, 2005), and clear, transparent

procedures for coding and analysis were implemented (Miles & Huberman, 1994).
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2.7 Research limitations

While all possible steps were taken to ensure quality in this study, qualitative
research is inherently subjective and can be influenced by biases (Saunders & Lewis,
2017). In addition, the time-frame and nature of the research project resulted in

further limitations, as listed below:

¢ This study focused mainly on the multi-tasking aspect of polychronicity, but
polychronicity contains several dimensions such as punctuality and a
preference for scheduling which were not included in the scope of this study.

e This study was limited to one organisation which provided a polychronic
context, therefore future research should test this conceptual model in a
monochronic context, as well as perform comparisons across different
organisations.

e The use of the IPV aided in sampling, but the mono-method qualitative design
of this study did not permit its use as a quantitative tool in this study.

¢ In addition, it was expected that an element of culture would emerge in this
study, given the multicultural nature of the organisation as well as literature
reviewed on the topic (Brislin & Kim, 2003). While this did not emerge from
the research, a future study could focus more on cultural aspects to attempt
to draw this out or to eliminate it as a cultural dimension, or expand the study

to a broader geographical area or a completely different cultural context.

2.8 Conclusion

This study used qualitative methods and an interpretivist philosophy to gain deeper
insight into a construct which is not well understood: time-use preference.
Specifically, within the context of LMX, the research explored the nature of time-use
preference within LMX differentiation. Semi-structured interviews with leaders and
their team members within a South African financial institution were used to gather
the data, which was then analysed thematically. The themes were then used to
explicate how time use preference differences manifest; to understand the role of
time-use preference in LMX differentiation processes; and finally, to determine
whether and how leaders and members adjust their time-use behaviours based on

each other’s preferences.
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GUIDE FOR AUTHORS

We now differentiate between the requirements for new and revised submissions. You may choose to
submit your manuscript as a single Word or PDF file to be used in the refereeing process. Only when
your paper is at the revision stage, will you be requested to put your paper in to a 'correct format'
for acceptance and provide the items required for the publication of your article.

To find out more, please visit the Preparation section below.

INTRODUCTION

EDITORIAL POLICY
The Leadership Quarterly is a social-science journal dedicated to advancing our understanding of
leadership as a phenomenon, how to study it, as well as its practical implications.

The journal seeks contributions from various disciplinary perspectives, including psychology broadly
defined (i.e., industrial-organizational, social, evolutionary, biological, differential), management
(i.e., organizational behavior, strategy, organizational theory), political science, sociology, economics
(i.e., personnel, behavioral, labor), anthropology, history, and methodology. Equally desirable are
contributions from multidisciplinary perspectives.

The aim of the journal is to publish scholarly research, theory, and developmental application from
diverse fields of inquiry about leadership. The journal will consider studies of leaders from all walks
of social life, including formal or informal leaders of any type of group or organization; non-human
leadership will also be considered.

Contact Details for Submission
Authors who experience technical difficulties in submitting their paper via EVISE should contact
leadershipquarterly @elsevier.com

Apart from special issue calls or the Yearly Review issue call, which provide specific submissions
instructions, the Editor in Chief of The Leadership Quarterly will consider articles for regular issues;
authors should consult the following editorials, published in 2017a Editorial , 2017b Editorial , 2019
Editorial Articles published in a regular issue of the journal can reflect any epistemological point of
view and can encompass one of the following types:

Full length articles, including (a) empirical studies, which can consist of deductive (i.e., theory driven)
or inductive (i.e., exploratory research having little or no theory), (b) theoretical articles, (c) meta-
analyses, (d) systematic or narrative reviews, (e) in-depth critiques and reflections that shed new light
on leadership as a phenomenon, (f) applied methodological articles that present more robust ways
in which to study leadership, or which make use of methodological developments from other fields,
and (g) adversarial collaborations in the form of an exchange of letters or debates on a particular
topic. Such manuscripts should normally be between 12,000 to 15,000 words, all inclusive (i.e.,
abstract, text, figures, tables, and references). Longer manuscripts will be considered a long as their
contribution is commensurate. Short communications, including (a) basic research, particularly the
sort that makes an important discovery for which there is little theory to guide the interpretation of
the results, (b) replication studies, whether providing additional evidence for or against a particular
theory or finding, or (c) methodologically strong studies that present null results. As concerns (b) and
(c), the key criterion that will determine acceptance is that such studies are robustly designed and
well powered, and whose contribution to the research record will be informative for meta-analyses,
reviews, and critiques. Short communications manuscripts should normally be between 5,000 to
10,000 words, all inclusive (i.e., abstract, text, figures, tables, and references). Commentaries of
published articles should highlight issues that extend, reinterpret, or question findings presented.
Such manuscripts should normally be between 3,000 to 5,000 words, all inclusive (i.e., abstract,
text, figures, tables, and references). Proposals-these include proposals regarding (a) registered
reports [ see detailed guidelines ], or (b) results-masked articles. Registered reports propose to
undertake an original empirical study, wherein data have not yet been gathered; in this case authors
submit a proposal consisting of an introduction, literature review with hypotheses, and method,
which if found appropriate by the editor, is sent for review. Such a proposal may be accepted,
revised, or rejected. Authors whose registered report proposals are accepted then gather the data
and write up their findings; to the extent that the write up and conclusions are faithful to the accepted
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proposal, the manuscript will usually be accepted regardless of whether findings are supported or
statistically significant. Results-masked articles concern manuscripts whose data already have been
gathered; in this case, authors submit a manuscript consisting of an introduction, literature review
with hypotheses, and method, which is reviewed. The proposal can either be accepted or rejected (in
rare instances, such proposals may be revised for clarity); that is, any flaws in the theory or method
cannot normally be corrected given that the data have been gathered already. Similar to registered
reports, to the extent that the write up and conclusions are faithful to the accepted proposal, the
manuscript will usually be accepted regardless of the findings.

Declare all data (i.e., all variables) that were gathered and their stopping rules, along with all
treatments and all experiments (failed or significant) and not just selectively report statistically
significant findings.

Report a correlation matrix, ideally at the item level (or at the factor level if there are too many
items), with means and standard deviations (if the matrix is very large, it can be included as on-line
supplementary material). For experimental data, binary variables for conditions should be included in
the correlation matrix. Interactions modeled for predictors also have to be included in the correlation
matrix.

For studies that do not have a large sample size (less than 100), include the data in an Appendix
table unless the correlation table reports everything at the item-level.

To the extent possible, post data on permanent repositories. The journal does provide facilities to
make data available, see: https://www.elsevier.com/authors/author-services/research-data

For meta-analyses, include in an Appendix all studies used in the meta-analysis along with sample
sizes and effect sizes of these articles; conduct appropriate tests (e.g., forest or funnel plots) to
determine if there is possible publication bias.

Report the size of the effect and the uncertainty of the estimate, that is, the standard error along
with the exact p-value (unless the p-value is very small in which case p less than 0.0001 will suffice);
confidence intervals can be reported too in tables (space permitting) or in text where relevant.

As for measures of effect, elasticities or semi-elasticities, standardized estimates (if warranted and
if measurement errors are removed from the independent and dependent variables), or some other
metric of effect (odds ratio, incidence response ratio, etc.) can help establish the economic or practical
significance of the results, as is plotting results and showing marginal effects, particularly for non-
linear models.

Disclose the data cleaning or processing procedures to arrive at analyzed datasets and results (e.g.,
computational steps, programing or needed computer codes)

The study should fully describe its methods and procedures so that other researchers are able to
faithfully reproduce it.

Limitations of the article should be honestly assessed and discussed.

Authors who have gathered data that will be or have been used in multiple publications, and this
regardless if this data will overlap substantially or not with the current submission, must declare this
information in the cover letter to the editor at submission. This declaration must include a description
of the variables gathered and how they will be used across the different studies

You can use this list to carry out a final check of your submission before you send it to the journal for
review. Please check the relevant section in this Guide for Authors for more details.

Ensure that the following items are present:

One author has been designated as the corresponding author with contact details:
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e E-mail address
e Full postal address

All necessary files have been uploaded:

Manuscript:

e Include keywords

e All figures (include relevant captions)

¢ All tables (including titles, description, footnotes)

e Ensure all figure and table citations in the text match the files provided
¢ Indicate clearly if color should be used for any figures in print
Graphical Abstracts / Highlights files (where applicable)

Supplemental files (where applicable)

Further considerations

e Manuscript has been 'spell checked' and 'grammar checked'

¢ All references mentioned in the Reference List are cited in the text, and vice versa

e Permission has been obtained for use of copyrighted material from other sources (including the
Internet)

e A competing interests statement is provided, even if the authors have no competing interests to
declare

¢ Journal policies detailed in this guide have been reviewed

For further information, visit our Support Center.

BEFORE YOU BEGIN

Please see our information pages on Ethics in publishing and Ethical guidelines for journal publication.

All authors must disclose any financial and personal relationships with other people or organizations
that could inappropriately influence (bias) their work. Examples of potential competing interests
include employment, consultancies, stock ownership, honoraria, paid expert testimony, patent
applications/registrations, and grants or other funding. Authors must disclose any interests in two
places: 1. A summary declaration of interest statement in the title page file (if double-blind) or the
manuscript file (if single-blind). If there are no interests to declare then please state this: 'Declarations
of interest: none'. This summary statement will be ultimately published if the article is accepted.
2. Detailed disclosures as part of a separate Declaration of Interest form, which forms part of the
journal's official records. It is important for potential interests to be declared in both places and that
the information matches. More information.

Submission of an article implies that the work described has not been published previously (except in
the form of an abstract, a published lecture or academic thesis, see 'Multiple, redundant or concurrent
publication' for more information), that it is not under consideration for publication elsewhere, that
its publication is approved by all authors and tacitly or explicitly by the responsible authorities where
the work was carried out, and that, if accepted, it will not be published elsewhere in the same form, in
English or in any other language, including electronically without the written consent of the copyright-
holder. To verify originality, your article may be checked by the originality detection service Crossref
Similarity Check.

Authors invited to revise and resubmit their paper, or authors of published articles must be willing to
supply their dataset if requested by the editor in a speedy manner (i.e., within a month of request).
Thus, prior to submitting an article to the journal, authors must ensure that funding agencies, ethics
review boards, or other bodies who have an interest in the data, authorize that the data be released
to the journal, whether this concerns data that is quantitative or qualitative. In the case of qualitative
data, authors must take the needed safeguards to ensure participant or institutional anonymity can
be guaranteed via redaction or masking of identifying information. The data will only be shared with
the editors/reviewer and will not be made publicly available.
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Preprints

Please note that preprints can be shared anywhere at any time, in line with Elsevier's sharing policy.
Sharing your preprints e.g. on a preprint server will not count as prior publication (see 'Multiple,
redundant or concurrent publication' for more information).

Inclusive language acknowledges diversity, conveys respect to all people, is sensitive to differences,
and promotes equal opportunities. Articles should make no assumptions about the beliefs or
commitments of any reader, should contain nothing which might imply that one individual is superior
to another on the grounds of race, sex, culture or any other characteristic, and should use inclusive
language throughout. Authors should ensure that writing is free from bias, for instance by using 'he
or she', 'his/her' instead of 'he' or 'his', and by making use of job titles that are free of stereotyping
(e.g. 'chairperson' instead of 'chairman' and 'flight attendant' instead of 'stewardess').

Authors are expected to consider carefully the list and order of authors before submitting their
manuscript and provide the definitive list of authors at the time of the original submission. Any
addition, deletion or rearrangement of author names in the authorship list should be made only
before the manuscript has been accepted and only if approved by the journal Editor. To request such
a change, the Editor must receive the following from the corresponding author: (a) the reason
for the change in author list and (b) written confirmation (e-mail, letter) from all authors that they
agree with the addition, removal or rearrangement. In the case of addition or removal of authors,
this includes confirmation from the author being added or removed.

Only in exceptional circumstances will the Editor consider the addition, deletion or rearrangement of
authors after the manuscript has been accepted. While the Editor considers the request, publication
of the manuscript will be suspended. If the manuscript has already been published in an online issue,
any requests approved by the Editor will result in a corrigendum.

Upon acceptance of an article, authors will be asked to complete a 'Journal Publishing Agreement' (see
more information on this). An e-mail will be sent to the corresponding author confirming receipt of
the manuscript together with a 'Journal Publishing Agreement' form or a link to the online version
of this agreement.

Subscribers may reproduce tables of contents or prepare lists of articles including abstracts for internal
circulation within their institutions. Permission of the Publisher is required for resale or distribution
outside the institution and for all other derivative works, including compilations and translations. If
excerpts from other copyrighted works are included, the author(s) must obtain written permission
from the copyright owners and credit the source(s) in the article. Elsevier has preprinted forms for
use by authors in these cases.

For gold open access articles: Upon acceptance of an article, authors will be asked to complete an
'Exclusive License Agreement' (more information). Permitted third party reuse of gold open access
articles is determined by the author's choice of user license.

Author rights
As an author you (or your employer or institution) have certain rights to reuse your work. More
information.

Elsevier supports responsible sharing
Find out how you can share your research published in Elsevier journals.

You are requested to identify who provided financial support for the conduct of the research and/or
preparation of the article and to briefly describe the role of the sponsor(s), if any, in study design; in
the collection, analysis and interpretation of data; in the writing of the report; and in the decision to
submit the article for publication. If the funding source(s) had no such involvement then this should
be stated.

Funding body agreements and policies

Elsevier has established a number of agreements with funding bodies which allow authors to comply
with their funder's open access policies. Some funding bodies will reimburse the author for the gold
open access publication fee. Details of existing agreements are available online.
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This journal offers authors a choice in publishing their research:

Subscription

¢ Articles are made available to subscribers as well as developing countries and patient groups through
our universal access programs.

e No open access publication fee payable by authors.

e The Author is entitled to post the accepted manuscript in their institution's repository and make this
public after an embargo period (known as green Open Access). The published journal article cannot be
shared publicly, for example on ResearchGate or Academia.edu, to ensure the sustainability of peer-
reviewed research in journal publications. The embargo period for this journal can be found below.
Gold open access

e Articles are freely available to both subscribers and the wider public with permitted reuse.

e A gold open access publication fee is payable by authors or on their behalf, e.g. by their research
funder or institution.

Regardless of how you choose to publish your article, the journal will apply the same peer review
criteria and acceptance standards.

For gold open access articles, permitted third party (re)use is defined by the following Creative
Commons user licenses:

Creative Commons Attribution (CC BY)

Lets others distribute and copy the article, create extracts, abstracts, and other revised versions,
adaptations or derivative works of or from an article (such as a translation), include in a collective
work (such as an anthology), text or data mine the article, even for commercial purposes, as long
as they credit the author(s), do not represent the author as endorsing their adaptation of the article,
and do not modify the article in such a way as to damage the author's honor or reputation.

Creative Commons Attribution-NonCommercial-NoDerivs (CC BY-NC-ND)

For non-commercial purposes, lets others distribute and copy the article, and to include in a collective
work (such as an anthology), as long as they credit the author(s) and provided they do not alter or
modify the article.

The gold open access publication fee for this journal is USD 1800, excluding taxes. Learn more about
Elsevier's pricing policy: https://www.elsevier.com/openaccesspricing.

Green open access

Authors can share their research in a variety of different ways and Elsevier has a number of green open
access options available. We recommend authors see our open access page for further information.
Authors can also self-archive their manuscripts immediately and enable public access from their
institution's repository after an embargo period. This is the version that has been accepted for
publication and which typically includes author-incorporated changes suggested during submission,
peer review and in editor-author communications. Embargo period: For subscription articles, an
appropriate amount of time is needed for journals to deliver value to subscribing customers before
an article becomes freely available to the public. This is the embargo period and it begins from the
date the article is formally published online in its final and fully citable form. Find out more.

This journal has an embargo period of 36 months.

Elsevier Researcher Academy

Researcher Academy is a free e-learning platform designed to support early and mid-career
researchers throughout their research journey. The "Learn" environment at Researcher Academy
offers several interactive modules, webinars, downloadable guides and resources to guide you through
the process of writing for research and going through peer review. Feel free to use these free resources
to improve your submission and navigate the publication process with ease.

Language (usage and editing services)

Please write your text in good English (American or British usage is accepted, but not a mixture of
these). Authors who feel their English language manuscript may require editing to eliminate possible
grammatical or spelling errors and to conform to correct scientific English may wish to use the English
Language Editing service available from Elsevier's Author Services.
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Studies on patients or volunteers require ethics committee approval and informed consent, which
should be documented in the paper. Appropriate consents, permissions and releases must be obtained
where an author wishes to include case details or other personal information or images of patients
and any other individuals in an Elsevier publication. Written consents must be retained by the author
but copies should not be provided to the journal. Only if specifically requested by the journal in
exceptional circumstances (for example if a legal issue arises) the author must provide copies of the
consents or evidence that such consents have been obtained. For more information, please review the
Elsevier Policy on the Use of Images or Personal Information of Patients or other Individuals. Unless
you have written permission from the patient (or, where applicable, the next of kin), the personal
details of any patient included in any part of the article and in any supplementary materials (including
all illustrations and videos) must be removed before submission.

Submission to this journal proceeds totally online and you will be guided stepwise through the creation
and uploading of your files. The system automatically converts source files to a single PDF file of the
article, which is used in the peer-review process. Please note that even though manuscript source
files are converted to PDF files at submission for the review process, these source files are needed for
further processing after acceptance. All correspondence, including notification of the Editor's decision
and requests for revision, takes place by e-mail removing the need for a paper trail.

To maintain anonymity, only the title should appear on the manuscript. Attach a cover
page with the title of the manuscript, the author(s), affiliation(s), and a complete mailing
address for the corresponding author. Editorial questions should be directed to John Antonakis
John.Antonakis@unil.ch

Submit your article
Please submit your article via https://www.evise.com/profile/api/navigate/LEAQUA

PREPARATION

Submission to this journal proceeds totally online and you will be guided stepwise through the creation
and uploading of your files. The system automatically converts your files to a single PDF file, which
is used in the peer-review process.

As part of the Your Paper Your Way service, you may choose to submit your manuscript as a single file
to be used in the refereeing process. This can be a PDF file or a Word document, in any format or lay-
out that can be used by referees to evaluate your manuscript. It should contain high enough quality
figures for refereeing. If you prefer to do so, you may still provide all or some of the source files at
the initial submission. Please note that individual figure files larger than 10 MB must be uploaded
separately.

References

There are no strict requirements on reference formatting at submission. References can be in any
style or format as long as the style is consistent. Where applicable, author(s) name(s), journal title/
book title, chapter title/article title, year of publication, volume number/book chapter and the article
number or pagination must be present. Use of DOI is highly encouraged. The reference style used by
the journal will be applied to the accepted article by Elsevier at the proof stage. Note that missing
data will be highlighted at proof stage for the author to correct.

Formatting requirements

There are no strict formatting requirements but all manuscripts must contain the essential elements
needed to convey your manuscript, for example Abstract, Keywords, Introduction, Materials and
Methods, Results, Conclusions, Artwork and Tables with Captions.

If your article includes any Videos and/or other Supplementary material, this should be included in
your initial submission for peer review purposes.

Divide the article into clearly defined sections.
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This journal operates a double blind review process. All contributions will be initially assessed by the
editor for suitability for the journal. Papers deemed suitable are then typically sent to a minimum of
two independent expert reviewers to assess the scientific quality of the paper. The Editor is responsible
for the final decision regarding acceptance or rejection of articles. The Editor's decision is final. More
information on types of peer review.

Please note that empirical articles that are revised will, in addition the usual review process, be
checked by the method advisor associate editor to ensure that reporting guidelines are followed, that
there are no reporting errors, that there are no flaws in estimation, and that all limitations are clearly
mentioned.

This journal uses double-blind review, which means the identities of the authors are concealed from
the reviewers, and vice versa. More information is available on our website. To facilitate this, please
include the following separately:

Title page (with author details): This should include the title, authors' names, affiliations,
acknowledgements and any Declaration of Interest statement, and a complete address for the
corresponding author including an e-mail address.

Blinded manuscript (no author details): The main body of the paper (including the references,
figures, tables and any acknowledgements) should not include any identifying information, such as
the authors' names or affiliations.

Use of word processing software

Regardless of the file format of the original submission, at revision you must provide us with an
editable file of the entire article. Keep the layout of the text as simple as possible. Most formatting
codes will be removed and replaced on processing the article. The electronic text should be prepared
in a way very similar to that of conventional manuscripts (see also the Guide to Publishing with
Elsevier). See also the section on Electronic artwork.

To avoid unnecessary errors you are strongly advised to use the 'spell-check' and 'grammar-check’
functions of your word processor.

e Title. Concise and informative. Titles are often used in information-retrieval systems. Avoid
abbreviations and formulae where possible.

o Author names and affiliations. Please clearly indicate the given name(s) and family name(s)
of each author and check that all names are accurately spelled. You can add your name between
parentheses in your own script behind the English transliteration. Present the authors' affiliation
addresses (where the actual work was done) below the names. Indicate all affiliations with a lower-
case superscript letter immediately after the author's name and in front of the appropriate address.
Provide the full postal address of each affiliation, including the country name and, if available, the
e-mail address of each author.

e Corresponding author. Clearly indicate who will handle correspondence at all stages of refereeing
and publication, also post-publication. This responsibility includes answering any future queries about
Methodology and Materials. Ensure that the e-mail address is given and that contact details
are kept up to date by the corresponding author.

e Present/permanent address. If an author has moved since the work described in the article was
done, or was visiting at the time, a 'Present address' (or 'Permanent address') may be indicated as
a footnote to that author's name. The address at which the author actually did the work must be
retained as the main, affiliation address. Superscript Arabic numerals are used for such footnotes.

Highlights are optional yet highly encouraged for this journal, as they increase the discoverability of
your article via search engines. They consist of a short collection of bullet points that capture the
novel results of your research as well as new methods that were used during the study (if any). Please
have a look at the examples here: example Highlights.

Highlights should be submitted in a separate editable file in the online submission system. Please
use 'Highlights' in the file name and include 3 to 5 bullet points (maximum 85 characters, including
spaces, per bullet point).
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e Include an abstract of 150 words or less.
e Type all copy-including abstract, quotations, tabular material-notes, and references-double- spaced,
allowing a 1-inch margin on all sides.

Immediately after the abstract, provide 3-5 keywords, using American spelling and avoiding
general and plural terms and multiple concepts (avoid, for example, "and", "of"). Be sparing with
abbreviations: only abbreviations firmly established in the field may be eligible. These keywords will
be used for indexing purposes.

Formatting of funding sources
List funding sources in this standard way to facilitate compliance to funder's requirements:

Funding: This work was supported by the National Institutes of Health [grant numbers xxxx, yyyy];
the Bill & Melinda Gates Foundation, Seattle, WA [grant number zzzz]; and the United States Institutes
of Peace [grant number aaaa].

It is not necessary to include detailed descriptions on the program or type of grants and awards. When
funding is from a block grant or other resources available to a university, college, or other research
institution, submit the name of the institute or organization that provided the funding.

If no funding has been provided for the research, please include the following sentence:

This research did not receive any specific grant from funding agencies in the public, commercial, or
not-for-profit sectors.

Footnotes

Footnotes should be used sparingly. Number them consecutively throughout the article. Many word
processors build footnotes into the text, and this feature may be used. Should this not be the case,
indicate the position of footnotes in the text and present the footnotes themselves separately at the
end of the article.

Artwork General
e Illustrations and charts should be referred to as "Figures" in the text.

Electronic artwork

General points

e Make sure you use uniform lettering and sizing of your original artwork.

e Preferred fonts: Arial (or Helvetica), Times New Roman (or Times), Symbol, Courier.

e Number the illustrations according to their sequence in the text.

e Use a logical naming convention for your artwork files.

¢ Indicate per figure if it is a single, 1.5 or 2-column fitting image.

e For Word submissions only, you may still provide figures and their captions, and tables within a
single file at the revision stage.

e Please note that individual figure files larger than 10 MB must be provided in separate source files.
A detailed guide on electronic artwork is available.

You are urged to visit this site; some excerpts from the detailed information are given here.
Formats

Regardless of the application used, when your electronic artwork is finalized, please 'save as' or
convert the images to one of the following formats (note the resolution requirements for line drawings,
halftones, and line/halftone combinations given below):

EPS (or PDF): Vector drawings. Embed the font or save the text as 'graphics'.

TIFF (or JPG): Color or grayscale photographs (halftones): always use a minimum of 300 dpi.

TIFF (or JPG): Bitmapped line drawings: use a minimum of 1000 dpi.

TIFF (or JPG): Combinations bitmapped line/half-tone (color or grayscale): a minimum of 500 dpi
is required.

Please do not:

e Supply files that are optimized for screen use (e.g., GIF, BMP, PICT, WPG); the resolution is too low.
e Supply files that are too low in resolution.

e Submit graphics that are disproportionately large for the content.
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Color artwork

Please make sure that artwork files are in an acceptable format (TIFF (or JPEG), EPS (or PDF), or
MS Office files) and with the correct resolution. If, together with your accepted article, you submit
usable color figures then Elsevier will ensure, at no additional charge, that these figures will appear
in color online (e.g., ScienceDirect and other sites) regardless of whether or not these illustrations
are reproduced in color in the printed version. For color reproduction in print, you will receive
information regarding the costs from Elsevier after receipt of your accepted article. Please
indicate your preference for color: in print or online only. Further information on the preparation of
electronic artwork.

Figure captions

Ensure that each illustration has a caption. A caption should comprise a brief title (not on the figure
itself) and a description of the illustration. Keep text in the illustrations themselves to a minimum but
explain all symbols and abbreviations used.

Type all tables on separate pages, numbered consecutively, with brief descriptive titles, and place
at the end of the manuscript following references. Placement in text is located by a phrase such as
"Insert Table 1 about here" set off in brackets from the rest of text.

References to published works must be cited in text according to the author/date system and listed
alphabetically as a separate appendix titled "References" at the end of the manuscript. Examples
follow:

Agor. W. H. (1984). Intuitive management: Integrating left and right brain management sKills.
Cambridge. MA: Harvard University Press.

Cameron. K. S. & Whetten. D. S. (1983). Organizational effectiveness.

Princeton. NJ: Van Nostrand.

Trivers. R. L. (1987). The evolution of reciprocal altruism. Quarterly Review of Biology.

46. 35-47.

For other examples, consult The Publication Manual of the American Psychological
Association, 6th edition, ISBN 978-1-4338-0561-5, copies of which may be ordered from
http://books.apa.org/books.cfm?id=4200067 or APA Order Dept.,, P.O.B. 2710, Hyattsville, MD
20784, USA or APA, 3 Henrietta Street, London, WC3E 8LU, UK. Details concerning this referencing
style can also be found at http://linguistics.byu.edu/faculty/henrichsenl/apa/apa01.html.

List:

Data references

This journal encourages you to cite underlying or relevant datasets in your manuscript by citing them
in your text and including a data reference in your Reference List. Data references should include the
following elements: author name(s), dataset title, data repository, version (where available), year,
and global persistent identifier. Add [dataset] immediately before the reference so we can properly
identify it as a data reference. The [dataset] identifier will not appear in your published article.

Reference management software

Most Elsevier journals have their reference template available in many of the most popular reference
management software products. These include all products that support Citation Style Language
styles, such as Mendeley. Using citation plug-ins from these products, authors only need to select
the appropriate journal template when preparing their article, after which citations and bibliographies
will be automatically formatted in the journal's style. If no template is yet available for this journal,
please follow the format of the sample references and citations as shown in this Guide. If you use
reference management software, please ensure that you remove all field codes before submitting
the electronic manuscript. More information on how to remove field codes from different reference
management software.

Users of Mendeley Desktop can easily install the reference style for this journal by clicking the following
link:

http://open.mendeley.com/use-citation-style/the-leadership-quarterly

When preparing your manuscript, you will then be able to select this style using the Mendeley plug-
ins for Microsoft Word or LibreOffice.
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Reference formatting

There are no strict requirements on reference formatting at submission. References can be in any
style or format as long as the style is consistent. Where applicable, author(s) name(s), journal title/
book title, chapter title/article title, year of publication, volume number/book chapter and the article
number or pagination must be present. Use of DOI is highly encouraged. The reference style used by
the journal will be applied to the accepted article by Elsevier at the proof stage. Note that missing data
will be highlighted at proof stage for the author to correct. If you do wish to format the references
yourself they should be arranged according to the following examples:

Reference style

Text: Citations in the text should follow the referencing style used by the American Psychological
Association. You are referred to the Publication Manual of the American Psychological Association,
Sixth Edition, ISBN 978-1-4338-0561-5, copies of which may be ordered online or APA Order Dept.,
P.0.B. 2710, Hyattsville, MD 20784, USA or APA, 3 Henrietta Street, London, WC3E 8LU, UK.

List: references should be arranged first alphabetically and then further sorted chronologically if
necessary. More than one reference from the same author(s) in the same year must be identified by
the letters 'a’, 'b', 'c', etc., placed after the year of publication.

Examples:

Reference to a journal publication:

Van der Geer, J., Hanraads, J. A. J.,, & Lupton, R. A. (2010). The art of writing a scientific article.
Journal of Scientific Communications, 163, 51-59. https://doi.org/10.1016/j.5¢.2010.00372.
Reference to a journal publication with an article number:

Van der Geer, J., Hanraads, J. A. J.,, & Lupton, R. A. (2018). The art of writing a scientific article.
Heliyon, 19, e00205. https://doi.org/10.1016/j.heliyon.2018.e00205.

Reference to a book:

Strunk, W., Jr., & White, E. B. (2000). The elements of style. (4th ed.). New York: Longman, (Chapter
4).

Reference to a chapter in an edited book:

Mettam, G. R., & Adams, L. B. (2009). How to prepare an electronic version of your article. In B. S.
Jones, & R. Z. Smith (Eds.), Introduction to the electronic age (pp. 281-304). New York: E-Publishing
Inc.

Reference to a website:

Cancer Research UK. Cancer statistics reports for the UK. (2003). http://www.cancerresearchuk.org/
aboutcancer/statistics/cancerstatsreport/ Accessed 13 March 2003.

Reference to a dataset:

[dataset] Oguro, M., Imahiro, S., Saito, S., Nakashizuka, T. (2015). Mortality data for Japanese
oak wilt disease and surrounding forest compositions. Mendeley Data, v1. https://doi.org/10.17632/
xwjo98nb39r.1.

Reference to a conference paper or poster presentation:

Engle, E.K., Cash, T.F,, & Jarry, J.L. (2009, November). The Body Image Behaviours Inventory-3:
Development and validation of the Body Image Compulsive Actions and Body Image Avoidance Scales.
Poster session presentation at the meeting of the Association for Behavioural and Cognitive Therapies,
New York, NY.

Elsevier accepts video material and animation sequences to support and enhance your scientific
research. Authors who have video or animation files that they wish to submit with their article are
strongly encouraged to include links to these within the body of the article. This can be done in the
same way as a figure or table by referring to the video or animation content and noting in the body
text where it should be placed. All submitted files should be properly labeled so that they directly
relate to the video file's content. . In order to ensure that your video or animation material is directly
usable, please provide the file in one of our recommended file formats with a preferred maximum
size of 150 MB per file, 1 GB in total. Video and animation files supplied will be published online in
the electronic version of your article in Elsevier Web products, including ScienceDirect. Please supply
'stills' with your files: you can choose any frame from the video or animation or make a separate
image. These will be used instead of standard icons and will personalize the link to your video data. For
more detailed instructions please visit our video instruction pages. Note: since video and animation
cannot be embedded in the print version of the journal, please provide text for both the electronic
and the print version for the portions of the article that refer to this content.

AUTHOR INFORMATION PACK 15 Sep 2019 www.elsevier.com/locate/leaqua 15


http://books.apa.org/books.cfm?id=4200067
https://www.sciencedirect.com
https://www.elsevier.com/authors/author-schemas/artwork-and-media-instructions

Include interactive data visualizations in your publication and let your readers interact and engage
more closely with your research. Follow the instructions here to find out about available data
visualization options and how to include them with your article.

Supplementary material such as applications, images and sound clips, can be published with your
article to enhance it. Submitted supplementary items are published exactly as they are received (Excel
or PowerPoint files will appear as such online). Please submit your material together with the article
and supply a concise, descriptive caption for each supplementary file. If you wish to make changes to
supplementary material during any stage of the process, please make sure to provide an updated file.
Do not annotate any corrections on a previous version. Please switch off the 'Track Changes' option
in Microsoft Office files as these will appear in the published version.

This journal encourages and enables you to share data that supports your research publication
where appropriate, and enables you to interlink the data with your published articles. Research data
refers to the results of observations or experimentation that validate research findings. To facilitate
reproducibility and data reuse, this journal also encourages you to share your software, code, models,
algorithms, protocols, methods and other useful materials related to the project.

Below are a number of ways in which you can associate data with your article or make a statement
about the availability of your data when submitting your manuscript. If you are sharing data in one of
these ways, you are encouraged to cite the data in your manuscript and reference list. Please refer to
the "References" section for more information about data citation. For more information on depositing,
sharing and using research data and other relevant research materials, visit the research data page.

Data linking

If you have made your research data available in a data repository, you can link your article directly to
the dataset. Elsevier collaborates with a number of repositories to link articles on ScienceDirect with
relevant repositories, giving readers access to underlying data that gives them a better understanding
of the research described.

There are different ways to link your datasets to your article. When available, you can directly link
your dataset to your article by providing the relevant information in the submission system. For more
information, visit the database linking page.

For supported data repositories a repository banner will automatically appear next to your published
article on ScienceDirect.

In addition, you can link to relevant data or entities through identifiers within the text of your
manuscript, using the following format: Database: xxxx (e.g., TAIR: AT1G01020; CCDC: 734053;
PDB: 1XFN).

Mendeley Data

This journal supports Mendeley Data, enabling you to deposit any research data (including raw and
processed data, video, code, software, algorithms, protocols, and methods) associated with your
manuscript in a free-to-use, open access repository. During the submission process, after uploading
your manuscript, you will have the opportunity to upload your relevant datasets directly to Mendeley
Data. The datasets will be listed and directly accessible to readers next to your published article online.

For more information, visit the Mendeley Data for journals page.

Data statement

To foster transparency, we encourage you to state the availability of your data in your submission.
This may be a requirement of your funding body or institution. If your data is unavailable to access
or unsuitable to post, you will have the opportunity to indicate why during the submission process,
for example by stating that the research data is confidential. The statement will appear with your
published article on ScienceDirect. For more information, visit the Data Statement page.
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If authors believe that a decision was taken in error or is unjustifiable, appeals can be addressed to
the Editor in Chief. If the appeal appears to be well motivated the editor will (a) for a decision having
been taken by the editor, reconsider the decision or (b) in the event that the decision concerns that
of an associate editor, request the associate editor to take a position on the authors appeal. Appeals
may be accepted or denied, and depending on circumstances, articles may be sent out for further
review prior to a final decision being taken by the Editor in Chief.

AFTER ACCEPTANCE

Corresponding authors will receive an e-mail with a link to our online proofing system, allowing
annotation and correction of proofs online. The environment is similar to MS Word: in addition to
editing text, you can also comment on figures/tables and answer questions from the Copy Editor.
Web-based proofing provides a faster and less error-prone process by allowing you to directly type
your corrections, eliminating the potential introduction of errors.

If preferred, you can still choose to annotate and upload your edits on the PDF version. All instructions
for proofing will be given in the e-mail we send to authors, including alternative methods to the online
version and PDF.

We will do everything possible to get your article published quickly and accurately. Please use this
proof only for checking the typesetting, editing, completeness and correctness of the text, tables and
figures. Significant changes to the article as accepted for publication will only be considered at this
stage with permission from the Editor. It is important to ensure that all corrections are sent back
to us in one communication. Please check carefully before replying, as inclusion of any subsequent
corrections cannot be guaranteed. Proofreading is solely your responsibility.

The corresponding author will, at no cost, receive a customized Share Link providing 50 days free
access to the final published version of the article on ScienceDirect. The Share Link can be used for
sharing the article via any communication channel, including email and social media. For an extra
charge, paper offprints can be ordered via the offprint order form which is sent once the article is
accepted for publication. Both corresponding and co-authors may order offprints at any time via
Elsevier's Author Services. Corresponding authors who have published their article gold open access
do not receive a Share Link as their final published version of the article is available open access on
ScienceDirect and can be shared through the article DOI link.

AUTHOR INQUIRIES

Visit the Elsevier Support Center to find the answers you need. Here you will find everything from
Frequently Asked Questions to ways to get in touch.

You can also check the status of your submitted article or find out when your accepted article will
be published.
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AUTHOR INFORMATION PACK 15 Sep 2019 www.elsevier.com/locate/leaqua 17


https://www.elsevier.com/authors/journal-authors/submit-your-paper/sharing-and-promoting-your-article/share-link
https://www.sciencedirect.com/
https://webshop.elsevier.com/myarticleservices/offprints/
https://service.elsevier.com/app/home/supporthub/publishing
https://service.elsevier.com/app/answers/detail/a_id/29155/supporthub/publishing/kw/status+submitted+article/
https://service.elsevier.com/app/answers/detail/a_id/5981/kw/5981/p/13783/supporthub/publishing
https://service.elsevier.com/app/answers/detail/a_id/5981/kw/5981/p/13783/supporthub/publishing

Appendix 2: Exemplar Article

96



Meister, A., Sinclair, A., & Jehn, K. A. (2017). Identities under scrutiny: How women
leaders navigate feeling misidentified at work. The Leadership Quarterly, 28(5),

672-690. https://doi.org/10.1016/j.leaqua.2017.01.009

97



The Leadership Quarterly 28 (2017) 672-690

Contents lists available at ScienceDirect

The
Leadership
Quarterly @

The Leadership Quarterly

journal homepage: www.elsevier.com/locate/leaqua

Identities under scrutiny: How women leaders navigate feeling @CmssMark
misidentified at work

Alyson Meister **, Amanda Sinclair®, Karen A. Jehn"

@ School of Management, The University of Los Andes, Bogotd, Colombia
P Melbourne Business School, Carlton, Australia

ARTICLE INFO ABSTRACT
Atticle history: The identities of women leaders can fall under intense scrutiny; they are often confronted with
Received 22 April 2016 other's perceptions of them—perceptions that may not be wholly accurate. Through in-depth
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qualitative interviews of senior women leaders working in male-dominated industries, we ex-
plore how they experience and respond to feeling misidentified (internal identity asymmetry;
Meister, Jehn, & Thatcher, 2014) throughout their careers. Employing grounded theory
methods, we uncover how women are likely to experience asymmetry, and discover it be-
Keywords: comes most salient during personal and professional identity transitions. We build theory

:ge“?w . with respect to how women leaders navigate feeling misidentified, and find with time and
G::dlg asymmetry power the experience becomes less salient. Our study draws together and contributes to

Leadership both the identity and leadership literatures by exploring an important identity challenge facing
women leaders in industries that are striving for a greater gender-balance in senior positions.
© 2017 Elsevier Inc. All rights reserved.

“When you're in the spotlight as a woman, you know you're being judged constantly. [ mean, it is just never ending.”
[Hillary Clinton, Interview with ABC, 2014]

Introduction

In organizations, leaders learn that it matters how those they work with perceive them. From the ever-expanding body of
management literature imploring leaders to create, present, and manage their leadership identities (e.g., George, 2003; Goffee
& Jones, 2005; Irvine & Reger, 2006; Sinclair, 2013), to the rising use and sophistication of feedback instruments that provide
leaders with insight into how others see them (Peiperl, 2001; Zenger, Folkman, & Edinger, 2011), modern leaders are compelled
to acknowledge how they are perceived. Further, as recent scholarship highlights how mere appearances can influence how peo-
ple select and evaluate leaders at work (e.g., Geys, 2014; Little, 2014; Poutvaara, 2014), leaders may become prone to considering
and managing how others see them at work.

As our quote above depicts, women in leadership roles can face additional struggles with respect to navigating and managing
the perceptions of others. For example, literature shows that while women and men leaders may behave and perform similarly

* Corresponding author.
E-mail addresses: al. meister@uniandes.edu.co (A. Meister), a.sinclair@mbs.edu (A. Sinclair), k. jehn@mbs.edu (K.A. Jehn).
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when in comparable leadership roles (Vecchio, 2003), women still tend to be perceived less favorably as potential candidates for
leadership roles, and when performing these roles, their behavior is also judged less favorably (Eagly & Karau, 2002; Ragins &
Winkel, 2011). This is because leadership is often conceptualized as a stereotypically ‘masculine’ endeavor requiring agentic qual-
ities, bodies and behavior (Eagly & Karau, 2002; Kark & Eagly, 2010; Koenig, Eagly, Mitchell, & Ristikari, 2011; Sinclair, 1998).
Women who conform to the behavioral requirements of the role can be seen to be violating the communal ‘warm and kind’ fe-
male societal role expectations (Eagly & Karau, 2002; Heilman & Parks-Stamm, 2007; Heilman, Wallen, Fuchs, & Tamkins, 2004;
Johnson, Murphy, Zewdie, & Reichard, 2008). These harsher judgments can lead to women leaders being labeled ‘dragon lady’,
‘battle axe’, ‘honorary men’ or ‘flawed women’ (Etzkowitz, Kemelgor, & Uzzi, 2000; Tannen, 1994). Consequently, women may
discover that their identities as leaders—particularly those who work as minorities in traditionally male professions—can be sub-
ject to intense scrutiny (Bell, Sinclair, Broadbridge, & Broadbridge, 2016; Kanter, 1977; Mavin, Bryans, & Cunningham, 2010;
Mavin & Grandy, 2016), and they may be confronted with how others perceive their identities—perceptions that may be inaccu-
rate. They may subsequently feel pressured to invest thought, time and effort into managing other's perceptions, and to develop
coping responses to navigate this experience (Bell et al.,, 2016; Meister, Jehn, & Thatcher, 2014; Swann, Johnson, & Bosson, 2009).
Drawing together the identity, gender and leadership literatures, we thus seek to examine how and when women leaders in
male-dominated organizations experience this scrutiny of their identities, and the coping processes in which they engage to nav-
igate the experience.

To accomplish this, through qualitative research we explore women's experiences of feeling misidentified by their colleagues
throughout their careers. Also called ‘internal identity asymmetry’, feeling misidentified at work is experienced when an individ-
ual believes that others ascribe incorrect or unwanted identities to him or her, neglecting identities that might be highly salient to
him or her (Meister et al., 2014). This is grounded in research that suggests that it is an individual's perceptions of a phenomenon
that ultimately drives their responses (e.g., Burns & Vollmeyer, 1998; Homan, van Knippenberg, Van Kleef, & De Dreu, 2007; Jehn,
Rispens, & Thatcher, 2010). We thus suggest that a woman's belief that asymmetry exists drives her experience at work, despite
whether it exists in reality. This perceived misalignment ignites the need to re-negotiate one's self-identities with oneself or with
the other, in order to reduce discrepancies (or dissonance) and move toward congruence (Festinger, 1957; Swann, Rentfrow, &
Guinn, 2003; Swann et al., 2009). The concept of asymmetry captures experienced misalignment between perceptions without
predetermining whether the experience is harmful or not—asymmetries may be interpreted as either negative or positive, and
this valence assessment may influence differential outcomes (Meister et al., 2014). Further, an asymmetry may be based on
any of an individual's self-identities, which may or may not include experiences of stereotype. For example, while an asymmetry
could be based on gender stereotypes, it could also be based on how a woman thinks that others see her professional role at work
(e.g., “others see my role incongruently to how I see my role”).

In exploring internal identity asymmetry with women leaders, our article makes several contributions to scholarship. First, we
contribute to the identity literature with an in-depth empirical study of internal identity asymmetry with women leaders. While
the concept has been identified as theoretically important to individuals at work (e.g., influencing well-being and relationships;
Meister et al., 2014), we still have little understanding of when it may be most likely to happen, how individuals (in our case,
women leaders) experience it, and the specific identity negotiation and coping processes they might use to navigate the experi-
ence. By exploring this phenomenon qualitatively, we provide empirical depth (Conger, 1998) and build theory regarding how
and when women leaders in male dominated industries might be most likely to experience being misidentified. We draw on sev-
eral bodies of literature to explore the ways they navigate the experience, including the deliberated strategies they volunteer as
well as those that are emergent and given meaning retrospectively. In doing so, a richer and more nuanced understanding of the
experience of asymmetry emerges, providing a basis for future empirical work.

Second, we answer recent calls in the leadership literature for exploration into how leaders “see and define themselves, as well
as understanding the complex ways in which these self-definitions develop, change, and are influenced by leader-follower inter-
actions and contexts” (Epitropaki, Kark, Mainemelis, & Lord, 2017 p. 1). Our research does this by exploring how women leaders'
beliefs that they are misidentified might influence their experience at work. This is important, because despite the many initia-
tives to support women in corporate leadership in the past decades, there remain comparatively few women who occupy senior
leadership roles, particularly in male-dominated industries such as engineering, construction, and finance (Kark & Eagly, 2010).
Previous research has identified numerous factors contributing to women's exclusion from the top, such as work-family issues,
discrimination, and organizational barriers to women advancing (e.g., Eagly & Carli, 2007; Ely & Rhode, 2010; Kark & Eagly,
2010; Sinclair, 1998), yet this research suggests women continue to experience invisible yet powerful obstacles in accessing lead-
ership roles and being supported to perform their best (Ibarra, Ely, & Kolb, 2013). A recent study shows, for example, that the
often unfriendly and hostile working environment surrounding women engineers drives them to leave engineering all together
(Fouad, 2014). By employing in depth interviews, we explore the identity tensions this difficult environment can elicit for senior
women including tensions with respect to how they believe their colleagues perceive them, and how these experiences influence
them.

Finally, our theory and research makes practical contributions to leadership practice. Our findings suggest that internal identity
asymmetry may profoundly influence women leaders in male-dominated industries with the potential to damage success, well-
being and longevity in their roles and professions. We find that women may feel more misidentified during times of professional
(e.g., the transition to leadership) or personal identity transitions (such as pregnancy) that are unavoidably experienced publicly
at work, and we unpack the various strategies they employ in response to this dynamic. Armed with this knowledge, we suggest
how women leaders might devise strategies to pre-empt or deliberately respond to the experience, potentially helping to circum-
vent the downsides to asymmetry. Further, we suggest that the experience of feeling misidentified may become less potent over
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time as women mature and gain more formal authority throughout their careers. Organizations will benefit from awareness of the
asymmetry that women leaders might experience throughout their careers, in order to provide support and guidance, and to ed-
ucate other team members about the importance of acknowledging the self-identities of the individual.

Negotiating identities at work

While the concept and definition of identity varies across bodies of research, we adhere to the definition that understands
identity as the subjective knowledge, meanings, and experiences, which together define an individual (Alvesson, Ashcraft, &
Thomas, 2008; Gecas, 1982; Ramarajan, 2014). For example, an individual may describe his or herself at several levels of self-con-
strual (Brewer & Gardner, 1996): the individual level, with identities based on attributes, traits, or competencies (e.g., intelligent,
creative, or outgoing); the relational level, with identities based on interpersonal or social roles (e.g., mother, supervisor); or the
collective level, with broader social categories or group memberships, such as organizational or professional memberships, or ra-
cial and cultural identities. Individuals also typically have desired, provisional, unwanted, metaphorical, future identities, which
are also referred to as ‘selves’ (Ibarra, 1999; Nyberg & Sveningsson, 2014; Petriglieri & Stein, 2012; Roberts, 2005).

How individuals define themselves and the salience of those identities are mutable, evolving in response to contextual feed-
back and cues from the surrounding social environment. While most scholars agree that individuals have multiple identities,
some suggest that identities are organized in an internal salience hierarchy, with various identities having a different probability
of being invoked in a given social situation (Gecas, 1982; Stryker, 1968). Others suggest that selves co-exist in more chaotic,
sometimes contradictory collections (Alvesson et al., 2008; Collinson, 2003; Collinson, 2006; Sveningsson & Alvesson, 2003). An
individual's self-identity at any point in time is thus “the activated portion of the overall self-concept, that, at that specific
time, guides information processing, affect, and behavior” (Van Knippenberg, Van Knippenberg, De Cremer, & Hogg, 2004). For
example, outside work a woman may define herself as a mother, a yoga enthusiast, and member of an environmental association.
At work, she may see herself as leader and engineer. We focus on how women leaders define themselves in the work context, and
how they believe that their colleagues define them in return.

While in some respects leaders can subjectively determine who they are at work, constructing a professional identity (or lead-
ership identity) in an organization is a complex process of both claiming identities, and being granted and validated on those
identities through social interactions (Ashforth & Schinoff, 2016; DeRue & Ashford, 2010; Epitropaki et al., 2017; Ibarra, Snook,
& Guillén Ramo, 2010). Thus, despite how leaders self-identify, they must contend with identities ascribed to them, for example
based on visible or assumed characteristics (e.g., gender, or race, or physical disability), based on roles (e.g., as a leader you must
be intelligent, decisive, or agentic), or based on organizational expectations. Consequently individuals engage in ongoing external
and internal identity negotiation (Collinson, 2003; Sinclair, 2011). Inwardly focused, identity work is how individuals' craft, exper-
iment with, and shape their self-narratives to make sense of who they are (Ashforth, Harrison, & Corley, 2008; Ibarra & Petriglieri,
2010; Snow & Anderson, 1987; Sveningsson & Alvesson, 2003). Identity negotiation (Swann, 1987; Swann et al., 2009) and im-
pression management (e.g., Giacalone & Rosenfeld, 1989; Guadagno & Cialdini, 2007; Leary & Kowalski, 1990; Schlenker, 1980)
processes are more outwardly focused, influencing how individual's shape their identities in the eyes of others.

Women leaders and the experience of identity asymmetry

As individuals engage in identity negotiation processes in their organizations, they may confront discrepancies between how
they self-identify and how they believe others identify them. This conscious misalignment between their self-views and how they
believe others see them (despite how others might actually see them) is defined as internal identity asymmetry (Meister et al.,
2014). An internal identity asymmetry may be with respect to a specific identity (e.g., gender, role), or it may be an overall ex-
perience capturing the extent to which individuals believe that a significant other (or ‘others’ as the case may be) misidentifies
them. As individuals prefer to move toward congruence between their self-views and external views (Swann & Read, 1980;
Swann et al., 2003) to reduce cognitive dissonance (a discomfort experienced when an individual holds conflicting cognitions;
Abelson et al., 1968; Aronson, 1969; Festinger, 1957), asymmetry is thus an uncomfortable or stressful experience. Despite this,
some asymmetries might be interpreted as highly negative, while others might be more positive or aspirational (Ibarra, 2015)
and this appraisal directs the likely response and outcome (Meister et al., 2014).

While all individuals in organizations can face internal identity asymmetries, women face a unique set of challenges. In a so-
ciety that has traditionally conceptualized leadership as particularly a masculine endeavor (Eagly & Karau, 2002; Fletcher, 2004;
Sinclair, 2011), women aspiring to leadership roles may be disadvantaged before they even embark on leadership positions, due
to deeply embedded societal unconscious bias and expectations (Hogue & Lord, 2007; Johnson et al., 2008). Negotiating, claiming,
and being granted leadership identities presents a challenge for women leaders (Eagly, 2005; Sinclair, 2013), who are often cat-
egorized as women first, and leaders second (Scott & Brown, 2006). Indeed, research shows that minorities (such as women in
leadership) may experience that they are not seen as legitimate nor credible members of their profession, causing difficulties
with respect to claiming professional identities or roles (Bartel & Dutton, 2001; Clair, Humberd, Caruso, & Roberts, 2012). Despite
how a woman might see herself, gender often becomes salient to others around her because of the scarcity of women in such
positions and this expectation that leaders will be men (Eagly & Carli, 2007; Eagly & Karau, 2002; Ely, 1995; Kanter, 1977). Ad-
ditionally, on a physical level, women in leadership positions often face heightened visibility and scrutiny of their bodies and
physical characteristics as a central part of their identity (Bell et al., 2016; Hall & Donaghue, 2013; Sinclair, 1998, 2005). Thus
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despite how a woman self-identifies at work, she might not be afforded those identities from those around her, and may conse-
quently be prone to experiencing internal identity asymmetry.

Feeling stereotyped by gender is one form of internal identity asymmetry in that a woman believes that others categorize or
stereotype her based on gender, while she might not see herself in that way. Previous research highlights the many ways in
which women experience stereotyping or exclusion based on their gender and how they resist, challenge, and negotiate their
identities amidst these dynamics (e.g., Denissen, 2010; Ely, 1995; Faulkner, 2009; Gill, Mills, Franzway, & Sharp, 2008;
Jorgenson, 2002; Kvande, 1999; Miller, 2004; Peterson, 2010; Powell, Bagilhole, & Dainty, 2009; Sinclair, 1998). Stepping back
and exploring perceived asymmetries based on a number of subjective work-related identities, we seek to develop an experienced
account of how and when women experience feeling misidentified throughout their careers (which, we discover may or may not
include asymmetries based on gender stereotypes). Further, we explore the process of responding to and coping with the expe-
rience over time. With this aim, we investigate three research questions:

Q1: How do women leaders experience internal identity asymmetries at work?
Q2: When in their career are women leaders most likely to experience internal identity asymmetries?
Q3: How do women leaders respond to internal identity asymmetries?

Methods

To address these questions, we used an interpretivist, grounded theory approach to data collection and analysis, which is often
used to develop insights into new or poorly understood phenomena, or to extend our insight into existing theoretical perspectives
(Glaser & Strauss, 1967, 2009; O'Reilly & Marx, 2012; Strauss & Corbin, 1994). As is common in studies employing grounded
theory methods (Kreiner, Hollensbe, & Sheep, 2006; Pratt, Rockmann, & Kaufmann, 2006; Vough, Bataille, Noh, & Lee, 2015),
we bounded the context for which we could derive findings and theoretical insights by adopting a purposeful sample (see:
Neuman, 2002; Patton, 1990; Strauss & Corbin, 1990; Suri, 2011), which in the study of leadership, is when the researcher
intentionally selects participants “who can contribute an in-depth, information-rich understanding of the phenomenon under
investigation” (Klenke, 2008p. 211). In our case, we narrowed our focus to senior women leaders working in traditionally
male-dominated industries to generate insight into their experiences in this context—one that still faces a significant deficit of
women in senior positions. Our research methodology is thus appropriate for this type of exploration, and serves to provide
ideas and themes for future more externally valid and widely applicable research.

Sample and data collection

We conducted in-depth semi-structured interviews with 21 women leaders across three traditionally male-dominated indus-
tries in Australia: construction (6 women), engineering (10 women), and finance (5 women). All of the women interviewed sug-
gested they were a minority as a woman in their industry throughout their varied careers, which became more poignant as time
progressed and they became more senior. Twenty identified as Caucasian, and one identified as Asian. To facilitate access to this
senior executive women sample (which represents an elite group, often difficult to access), and aiming for a strong response rate,
we started by ‘cold-calling’ (drawing on contacts and networks), and then used the snowball sampling technique (Noy, 2008;
Cycyota & Harrison, 2006). Specifically, we started by contacting a woman leader who had been named in the press as the
CEO of large engineering firm. She agreed to participate, and after the interview recommended several other senior women
leaders she thought might also be willing to participate. We contacted her recommendations, and continued this process. Only
one of the women contacted refused to participate, as she was about to move internationally.

The women we interviewed fell naturally into two groups, corresponding to organizational seniority: Level 1, typically CEO or
Board Level, and Level 2, typically senior leader or director level. Level 1 leaders, of which we interviewed 8, ranged from 45 to
55 years in age, all leading large organizations (>1500 employees). Level 2 leaders, of which we interviewed 13, were typically
32-45 years in age, 2-4 levels beneath the CEO, and leading large teams or divisions. This allowed us to compare and contrast
the experiences of more versus less senior women. They were ensured confidentiality, and were given the opportunity to opt-
out of the project at any point. Thus, in this article participants' names have been replaced with pseudonyms, and any other iden-
tifying information has been removed.

Our primary source of data was semi-structured in-depth interviews that were conducted by the first author, which were
voice-recorded and professionally transcribed. Ranging from 45 to 120 min, we started the interviews by asking the participants
to walk us through their career histories. During this career history, we asked how they believed they are/were perceived by their
colleagues, whether they felt others' perceptions (of them) were accurate, and their responses to these experiences. If a misalign-
ment in perceptions was experienced (internal identity asymmetry), we invited the woman to develop a narrative (to tell a de-
tailed story) about it (refer to Appendix A for a summary of the interview protocol). Self-narratives, or reflexive stories, are a way
that individuals make sense of and express their own identity (Ibarra & Barbulescu, 2010; Sveningsson & Alvesson, 2003), and
walking through life (or, in our case, career) histories is a method often used by qualitative research useful to bring forth such
narratives (Chase, 2007; Vough et al., 2015). These interviews provided explicit, spoken data with respect to the experience of
internal identity asymmetry, and their responses to it. Shorter interviews reflect that the woman experienced fewer asymmetries,
while in the longer interviews, the woman had likely experienced several. In total, 20 of the 21 women experienced one (or sev-
eral) experiences of feeling misidentified, totaling just over 60 asymmetry experiences.
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As a complementary data source, the researcher conducting the interview collected observational data and recorded extensive
field notes of the tone of voice, body-language, or displayed emotion during the interview process. Specifically, the interviewer
made note of what time in the interview a woman mentioned an asymmetry, and what emotion, body language or tone of
voice accompanied this narrative, so we could later link this to the written content of the interview. For example, if a woman
cried, or raised her voice in anger in the retelling of a narrative, this emotion was recorded through interviewer observation.
Later, (as we will further detail in the analysis section), the researcher could listen to the interview with the transcript in
hand, and make note of the valence (e.g., was the asymmetry a positive or negative experience?). Triangulating the data by
using both explicit (spoken) and implicit (unspoken—observational) data, for us, was critical to confirm, challenge, or simply ob-
serve what unspoken or unstated emotion might be expressed during the interview.

Analysis

As we wanted to build theory with respect to women leaders' experiences of feeling misidentified, we followed a grounded
theory-development approach, moving back and forth between data collection (interviews), coding, thematic analysis, and con-
sulting existing theory and literature (Glaser & Strauss, 1967; Locke, 2001; O'Reilly & Marx, 2012). This method is similar to
that used by other qualitative researchers exploring identity and identity work in organizations (e.g., Kreiner et al., 2006;
Ladge, Clair, & Greenberg, 2012; Pratt et al., 2006). Providing rigor when both analyzing and presenting our qualitative data,
we consulted recommendations and direction from qualitative scholars (Bryman, 2004; Denzin & Lincoln, 2005; O'Reilly &
Marx, 2012; Pratt, 2009) and specifically drew on the Gioia method for building grounded theory (see: Corley & Gioia, 2004;
Gioia, Corley, & Hamilton, 2012). We used this method when seeking answers to our research questions individually, and subse-
quently built theory by integrating these themes and connections that emerged. The stages of our analysis are generally depicted
as follows, yet occurred iteratively as we moved back and forth between data collection and analysis.

Stage 1

The first stage involved identifying concepts and generating codes for our data (open coding), using informant-centric terms
and phrases (Corbin & Strauss, 2008; Gioia et al., 2012; Glaser & Strauss, 2009). During this stage, the first author listened to
the voice recordings while reading the interview transcripts simultaneously, and attended to any observational data that was re-
corded throughout the interview to note the potential emotional valence of the asymmetry. The second and third authors each
independently analyzed random selections of the transcripts, noting their own codes and potential themes from the written
and observational data. We approached our interview data in batches of 3 or 4, after which we met, updated our emerging
themes, coding systems, and consulted existent literature. New emerging trends and insights generated would also inform
small adjustments to the interview protocol for the next batch of interviews. In these early stages of analysis, we first identified
and explored the individual narratives of feeling misidentified. Within each narrative, for example, we coded the valence of the
experience (e.g., whether it evoked positive or negative emotion), the types of identity that were affected (e.g., age-related, gen-
der-related, or competence-related), and the emerging strategies women employed for coping with their experiences. This gen-
erated over 100 different codes, which were eventually distilled into themes and categories.

Stage 2

As the interviews progressed, we consolidated our codes and ideas of emerging themes into categories and aggregated 2nd-
order dimensions. We noted general themes emerging from our data surrounding what types of asymmetries were experienced,
when women felt misidentified during their careers, and the responses and strategies women used to cope with their experiences.
Throughout this phase, we continued to consult the existent literature—ranging from the identity negotiation and identity work
literatures, stereotype and gender literatures, and the stress and coping literatures, to discover possible explanations for our
emerging themes and findings linked to our research questions. We continued to consolidate our themes and search for connec-
tions among dimensions. Throughout the process we reconciled differences in ideas and interpretations by the authors by devel-
oping consensus about how existing theory and new insights might apply. As all authors come from different epistemological
backgrounds, this ensured rigor across several disciplines. After 17 interviews we found that the codes, categories, and themes,
arising from new interviews did not generate new insights, and thus we believe that we reached theoretical saturation (Glaser
& Strauss, 1967; O'Reilly & Marx, 2012). Despite this, we conducted an additional 4 interviews to confirm this saturation, and
also because we had already confirmed to interview 4 additional women and wanted to include their experiences.

Stage 3

Finally, we drew our analyses into data structures (e.g., see Figs. 1 and 2). Drawing on our data structure and emerging
themes, we also developed a theoretical model of women's responses to internal identity asymmetry (which is the process of
viewing the analysis from a higher-level, theoretical perspective; Gioia et al., 2012). While doing so, we ensured to continue to
consult current relevant research and theory (Alvesson & Kdrreman, 2007) to determine how our insights might further our
knowledge of this phenomenon.

Additionally it is important to note that we strengthened our theoretical analysis within each of these steps by following prin-
ciples of discourse analysis when analyzing the written text. Discourse analysis is a method increasingly adopted in studying man-
agers and leaders, especially where researchers are exploring subjective phenomena such as identity and identity construction
(Carroll & Levy, 2010; Davies & Thomas, 2003; Ford, 2006; Phillips & Hardy, 2002). It is based on the view that meaning and
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1. Exemplary quotes 2. Themes - 3. Aggregate
Valence 2Symmetry type  Dimensions

They don’t see my soft side anymore....they see me as a corporate R

drone. I've had to try very hard to manage that ..to get them to see me  —

as a human [shakes head slowly, glances downward]. Hannah Character-related

(e.g., personality) |,
I say hardcore first because I think if were to ask anybody they would :
probably - I mean, hardcore is code for another word.... You know
the typical thing that you call any woman, or female dog [unwavering
voice, firm tone, speaks with conviction). Sally

Ability-related
No, he really didn’t see me as capable at all [furrowed brow, anger]. (e.g., competence
No. So what did I do? I proceeded to win the largest contract the -
company had ever won, at the highest ever profit margin and the

biggest ever fee [laughter, smiling]. Jocelyn

They saw me as having potential to be someone [smiling, eyes wide, +
brow raised, nodding), to be professional, a leader. It made me realize
how lucky I was... and step up. Jane

Personal-

based
| asymmetries®
(20

interviews)

I get the mother stamp now. They see me as a mother, and neglect my
professional capabilities, which sucks. [visible disgust] They'll say -

things like, ‘we didn't put you on that conference because we thought rereo pogmn o <§
you might want to spend more time at home.” Carolina (e.2. Mother)

I actually got quite a lot of attention being single and female. So if I +
wanted to get work done it was quite easy for me to go up to someone
and ask for them to help me with something or to get this done for me..

or whatever it was I needed to do [shrugs, raises palms up]. Monique

Age-related

When I t Fi C h,...the other t t seni 1
en I was at FinanceCo, yea e other two most senior people Giraduitey

treated me like a grad, I really couldn't - I couldn't change that. That's
why I left ... I couldn't break it [no visible emotion]. Andrea

Professional-
role based
- o asymmetries®
(10 interviews)

The people in the business sort of had this really different opinion of
corporate functions; like, that we were just kind of trying to get in the
way of them making money, or something [rolls eyes]. They did not

see the role the way I did, that’s for sure. Heather

P DR TR PP » Inter-related asymmetries
[text] Observational data during interview

Fig. 1. Categorizing internal identity asymmetries.

sense-making is constructed through discursive practices and language, a process captured in the phrase ‘how can I know what |
think until I see what I say?’ (e.g., Ford, 2006; Potter & Hepburn, 2005; Potter & Wetherell, 1987, 1994; Putnam & Fairhurst,
2001). This requires, for example, paying attention to the language and shifts of positioning that interviewees' phrasing and
words reveals. For example, we attended to colloquial expressions and noted when the language interviewees used shifted
from formal to more emotional or direct. Accordingly, through our data collection and analysis method we attended to both
the content and the form of what was said during the interviews, and also the emotion that was expressed through body lan-
guage and tone during the interview (our observational interview data). By examining the language women used in their narra-
tives and stories of feeling misidentified and consulting this literature, we could infer more subtle techniques that women
employed to help them understand and navigate potentially distressful experiences—both in the moment of the interview, and
retrospectively. For example, remembering and retelling these experiences afforded the option of taking up various identity posi-
tions with the benefit of hindsight (Kohler-Riessman, 2000). This may be done unintentionally, as a method of coping with the
past, or as a discursive means of positioning or distancing themselves in a difficult social dynamic (Davies & Harré, 1990,
1999). Applying these methods added additional depth and rigor to our analysis.

Findings
Below we organize and present our findings related to our specific research questions, and follow this with a discussion of
how individuals might use these insights to help them navigate internal identity asymmetries at work. To help demonstrate

the potential emotional intensity of the experience and to provide richness to the examples, we have described our observations
of the woman's disposition or displayed emotion.

Research Question 1: how do women leaders experience identity asymmetries?

We first explored if and how women leaders experience discrepancies between how they self-identify, and how they believe
their colleagues at work identify them. This involved not only determining if identity asymmetry was experienced, but what type
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3. Aggregate
Dimensions

Some people treated me differently after, I had,
you know, chosen someone...I sort of thought,
‘god that's not right, that doesn't happen’...While
I thought that was absolutely ridiculous... it was
actually the reality. Paula

Relationship
change

Personal
= identity
transitions

I think that when a man who you are working
with sees you're getting fatter and fatter and fatter
and more and more pregnant, they find it very

difficult to disassociate you from their wife...their
perspective of you changes. Karen

Pregnancy —
physical change

Macro
identity
transitions
at work

When the guys are familiar with me, I feel like
saying ‘my situation isn't like your wife's, don’t
put me in that box! .... I'm not the primary carer.
I’m not the stay at home mum like your wives.’
Andrea

Returning to work

after maternity
leave ‘

= Role identity ‘
transitions ‘

)

The test is when I’ve had to prove myself beyond
my years for the older people in the group. In
almost every new role I think ‘shit I’ve fooled
them’, but I’ve always passed the test...so far.
Jacqueline

Taking a
leadership role

Fig. 2. Experiencing salient personal identity asymmetries during identity transitions.

of identity it concerned, and how it was experienced (e.g., as a positive or negative; see Fig. 1 for an overview). Regarding the
identities on which asymmetries were based, two clear themes emerged through our analysis: asymmetries related to what we
call ‘personal’ identities (e.g., identities that related to the woman herself, such as her gender, competence) and asymmetries re-
lated to the woman's work role (e.g., profession, team, or organizational group).

Salient asymmetry types: personal or professional

We categorized and labeled asymmetries related to personal identities (relating to personal identities such as one's compe-
tence, gender, or character) as “personal-based asymmetries”. This type of asymmetry was volunteered in 95% of our interviews
(20 of 21 interviews). For example, several women experienced asymmetries that, in some form, related to their gender. Because
these women were of a minority status in their organizations, many experienced that others made their gender salient, whereas
they felt gender was not paramount to their own self-identity at work. Previous work indeed shows that when women have
token status in male-dominated organizations, it can lead both men and women to exaggerate differences (Ely, 1995; Izrael,
1983; Kanter, 1977). Gender identity asymmetry was often linked with other personal-based asymmetries. Many believed, for ex-
ample, that when gender was made salient, this prompted others to see them as incompetent or unable to perform a role. In the
following quote, engineer Jocelyn echoes the language of her detractors to conjure up how it feels to be thrust into the “chick”
identity, despite her 15 years of experience. Frustrated, she raises her voice and argues: “They saw me as a silly chick. A silly little
girl. What the hell was a chick doing here? Women had no place on construction sites.” Jocelyn, like many others, experienced
discrepancies based on age and gender, and gender and competence, which often became inter-related and intertwined. This
type of emotional expression through language and word choice, for example, underlines the importance and intensity of this ex-
perience for the individual (Doucet & Jehn, 1997; Jehn, 1997).

What we call professional-based asymmetries are discrepancies unrelated to the woman's personal identities at work (e.g., for
example, related to how others see their department, organization, or profession as a whole). Of the women we interviewed, 48%
(10 of 21 interviews) described stories of professional-based asymmetries. As individuals often identify with their organization or
profession (e.g., Ashforth et al., 2008; Kreiner et al., 2006), these were also salient. For example, experiencing an asymmetry re-
lating to how she and others in the organization view her department, one woman fumes, with a slightly raised voice: “I saw my
team [the accounting department] as providing a compliance-based consulting service, while they all saw us as the ‘number po-
lice”. Previous research shows that disagreement with respect to how external clients, for example, see one's profession can lead
to a host of negative consequences (Vough, Cardador, Bednar, Dane, & Pratt, 2013), highlighting that perceptive asymmetries re-
lated to one's profession, or in our case department or team at work, can be highly consequential for individuals.
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Assessing asymmetry valence

We also considered whether they understood the asymmetry to be positive or negative. Valence, as it pertains to internal iden-
tity asymmetry, refers to whether the individual appraised the asymmetry as being a subjectively negative or positive experience
(Meister et al., 2014). Negatively-valenced asymmetries are potential threats containing the possibility for harm or loss (Folkman,
Lazarus, Gruen, & DeLongis, 1986) while positively-valenced asymmetries can offer future benefit. Determining valence was not
always straightforward. For instance, an asymmetry that appeared positively valenced may have been felt as degrading, or stress-
ful. Thus it was important to listen to tone and language (our secondary, observational and voice data) when interpreting the in-
terview, not only taking an asymmetry at face value. Paula, for example, explains that sometimes being identified as a woman
offered ‘positive benefits’. However, her narrative shows her discomfort at being associated with a ‘granddaughter’ just because
she is a woman, despite that this afforded her extra help from a senior male colleague:

Even in the case where a guy was helping me out with a project because his granddaughter was studying engineering, I didn't
like to see that as being specific to me just because [ was a woman. There was a lot of internal conflict I think when [ was youn-
ger about what [ would take advantage of being a woman.

Approximately 70% of the women we interviewed cited negatively valenced asymmetries, and approximately 30% cited at least
one positively valenced asymmetry. This is to be expected because individuals are more likely to remember intense negative emo-
tional events from their past than positive ones (Kanouse & Hanson, 1987; Rozin & Royzman, 2001). Highly negative internal identity
asymmetries might indeed be one of these important and emotionally intense events and thus these are most easily accessible. Fur-
ther, being seen in a more positive light (or facing what might be considered to be a low-salience asymmetry) might simply go un-
detected or be more easily forgotten because it plays into an individual's self-enhancement motives (Krueger, 1998; Leary, 2007), and
desire to construct positive identities while at work (Ashforth, Kreiner, Clark, & Fugate, 2007; Dutton, Roberts, & Bednar, 2010).

A large part of the stories of positively valenced asymmetries related to the perceptions of one's abilities or competence in tak-
ing up a leadership identity (e.g., “others think I am better than I see myself”). For example, Annie recounts her experience of
being offered a Director position in a financial institution: “I remember thinking there's no way I'm going to get this role. They've
obviously asked the wrong person and got me confused with somebody else.” Annie believes that others saw her as more
competent to perform a new role than she believed she actually was. She also related this experience smiling with enthusiasm,
suggesting it was positively valenced. As noted above, some of these seemingly ‘positive’ asymmetries can also be interpreted
as negative. Women often see themselves as less qualified than men for key leadership positions such as these (Babcock,
Laschever, Gelfand, & Small, 2003), and suffer the ‘imposter syndrome’ (Clance & Imes, 1978; Langford & Clance, 1993) when
they do achieve significant roles. That is, they believe that they have ‘fooled’ others into seeing them as intelligent or capable.

Overall, while both personal and professional-based asymmetries were salient, personal-based identity asymmetries were the
type most referred to during our interviews (in 95% of cases). Thus, we have narrowed our analysis and theory building in this
article to examining and expanding on these personal-related asymmetries (both positive and negatively-valenced experiences).
Further, while there are indeed a multitude of ‘types’ of identities on which asymmetries could be based, we have summarized
the most common asymmetries common across the women (see Fig. 1).

Research Question 2: when are women leaders most likely to experience internal identity asymmetry?

While exploring when women were most likely to experience internal identity asymmetry throughout their careers, several
themes emerged. First, we found that while gender-related discrepancies (e.g., being labeled as ‘the woman’ at work) were
often ongoing, there were critical points in women's career stories, which made certain experiences of ‘feeling misidentified’
seem more important: during times of personal and professional identity transitions (see Fig. 2). Second, we found that the ex-
perience of internal identity asymmetry evolved throughout a woman's career. Both time-related factors (such as tenure, and a
woman's age) and power-related factors (e.g. formal authority) played important roles—influencing both how women subjective-
ly experienced and responded to internal identity asymmetries.

Personal and professional identity transitions

An individual's self-concept is constantly evolving and growing, as one takes on new identities, new possibilities, or leaves old
identities behind. A macro identity transition, is when an individual undergoes a significant change with respect to his or her self-
identities, such as taking on a substantial new role at work (e.g., Ibarra, 2003; Ibarra & Barbulescu, 2010). For example, when a
women becomes pregnant for the first time, she may begin to incorporate the identity of ‘mother’ into her self-concept (Ladge
et al,, 2012), essentially altering the way she sees herself. From our research, it emerged that key identity transitions precipitated
highly salient asymmetry experiences. These common transitions heightened beliefs that certain identities became more salient to
others, igniting or amplifying the experience of asymmetry. These transitions fell into two types: cross-domain identity transi-
tions, or “transitions that occur when an individual's established work identity must be adapted to be integrated with a change
in a non-work identity” (Ladge et al., 2012: 1449), and within-domain identity transitions, or identity transitions based on change
in a work-related identity, such as changes to one's role or position at work (Ashforth & Johnson, 2001; Ibarra, 2003; Ibarra &
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Barbulescu, 2010). For simplicity, we label these important transitions as personal identity transitions, and professional role-iden-
tity transitions.

Personal identity transitions

Many of the women's salient experiences of identity asymmetry related to times of personal-related identity transitions. Paula,
for example, relates how others saw her differently when she went from being single to being in a significant relationship (out-
side of the office):

Some people treated me differently after I had, you know, chosen someone. An older guy used to say to me that ‘every woman
has a fan club in an office and the fan club will either stick with you or leave you behind depending on what happens with your
personal status’. He wasn't being rude about it. He was just saying this is the reality and this is what you need to look out for.
sort of thought, ‘god that's not right, that doesn't happen’. But it is what happened. While I thought that was absolutely ridic-
ulous... it was actually the reality.

Paula invokes her male colleague's matter-of-fact discourse of the “fan club” to convey the arbitrariness of losing support or
“fans” as one ceases to be available, as a woman. We also heard a number of anecdotes regarding the transition to, and taking
on the identity of ‘mother’. For example, when visibly transitioning to motherhood, some believed that being pregnant began
to form a large part of how others saw them, driving changes in how they were treated. In the following quotes, note the shifts
in language, as if women have to adopt non-work vocabularies and expressions, in order to adequately convey the experience.
Karen describes, with humor and sarcasm, her transition:

I think that when a man who you are working with sees you're getting fatter and fatter and fatter and more and more pregnant,
they find it very difficult to disassociate you from their wife...their perspective of you changes. It does.

When returning from maternity leave and despite how they self-identified upon their return, many women believed that they
were given the role of ‘mother’, and were expected to behave accordingly. Wanting to be considered the ‘same’ as before they had
a baby, some women felt that they were not ‘allowed’ to be, in the eyes of their peers. For example, Andrea visibly shows her
frustration as she explains:

When the guys are familiar with me, I feel like saying ‘my situation isn't like your wife's, don't put me in that box! You don't
know me or my life. I'm not the primary carer. I'm not the stay at home mum like your wives.’

These examples highlight how important transitions in a woman's status, whether it be objectively ‘related’ to work or not, can
drive her experience of feeling misidentified at work.

Professional role identity transitions: taking the lead

As women moved from junior into more senior positions, this often amplified both their positive and negative experiences
of identity asymmetry. When offered leadership positions early in their careers, some viewed this as a positive discrepancy.
Transitioning to a leadership role was a critical time when women felt that others might have a ‘better’ view of them than
they did of themselves, sometimes due to the imposter syndrome (Clance & Imes, 1978; Langford & Clance, 1993), as we
have previously mentioned. Most of our positively valenced asymmetries happened during the initial transition to leadership,
when women had not yet incorporated this role into their self-concepts yet believed others identified them as leaders. Yet tak-
ing up a leadership role was fraught with negative asymmetry as well. Key to internalizing a leadership identity is that it is
granted by others (e.g., DeRue & Ashford, 2010; Epitropaki et al., 2017). While many women we interviewed were granted
leadership roles in title, they had difficulties bringing others to see them as leader (igniting identity asymmetries). Several
women spoke of how in order to be accepted as a leader they had to get over some hurdle, or ‘test’ to be granted this leadership
identity. For example, Jacqueline describes her ‘test’, describing her fear of perhaps being ‘found out’ and visible relief of
‘passing’:

The test is when ['ve had to prove myself beyond my years for the older people in the group. In almost every new role I think
‘shit I've fooled them’, but I've always passed the test...so far. In almost every new role...proving where you stand.

As previously mentioned, a contributing factor to this experience is that ‘leadership’ in Western cultures often comes with a
masculine expectation—the prototypical leader is expected to embody and display masculine, heroic qualities (Koenig et al.,
2011; Sinclair, 1994, 1998). Thus while a women may be given a leadership role, she may be unlikely to be equally granted lead-
ership authority by her colleagues (Heilman & Parks-Stamm, 2007). Furthermore, when an individual goes through an identity
change, others become conscious of and focused on this change because it violates the ‘norm’—the identity that they have
come to expect (Burgoon, 1978). Indeed, times of transition compel more concentrated identity work (Sveningsson & Alvesson,
2003). Thus, there are key points in a woman's career when she can expect to perceive heightened and salient asymmetries: dur-
ing critical personal and professional identity transitions. We now move to build theory with respect to how women navigate
these heightened experiences of internal identity asymmetry.
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How internal identity asymmetry evolves over time: the influence of time and power

By exploring differences between our more senior (e.g., CEO) and slightly more junior (e.g., Director or Manager) interviewees,
we found that both time-related factors (such as tenure, and a woman's age) and power-related factors (such as formal authority)
influenced how women subjectively experienced and responded to internal identity asymmetries. Though discussed separately
below, age, experience and formal authority were interrelated and together helped women repudiate and not be bound by expe-
riences of asymmetry.

Time-related factors

Tenure in the organization served to provide the women with more time to negotiate their identities with colleagues. That is,
they were eventually able to resolve the asymmetry before giving up and leaving the organization. Research demonstrates that
stereotypes and categorizations of others are heightened at initial contact (e.g., Fiske, Neuberg, Beattie, & Milberg, 1987;
Turner, 1987), and that people are generally able to detect how new acquaintances see them (Carlson, Furr, & Vazire, 2010).
Thus, individuals who are new to organizations are more likely to experience internal identity asymmetries. Further, when enter-
ing new relationships, people are only beginning to negotiate identities so that they know what to expect from, and how to be-
have with one another (Goffman, 1959; Leary & Kowalski, 1990; Swann, 1983). As the time spent together increases, individuals
may believe that they have had adequate opportunity to communicate their salient identities, and are more likely to believe they
are understood at a deeper level (Harrison, Price, & Bell, 1998). Likewise, as time spent in the organization increased, women had
more opportunity to negotiate their identities with others, thereby reducing or resolving identity asymmetries.

A woman'’s life stage, or age, we found changed her influenced her of internal identity asymmetry. As we will discuss below,
this also related to increases in power. The women we interviewed in senior positions (e.g., CEO or board members) were most
likely to be in their late 40s to late 50s, married or divorced, with grown children (if they had them). As they aged, they found
their sexuality and sexual status became less salient to others, and that others were less likely to see them, for example, as po-
tential sexual-partners, making it easier to negotiate their identities. While aging is also linked to potential negative stereotypes
and discrimination for women in organizations (e.g., Trethewey, 2001), we found that many women felt that as they matured
they could relax about being seen as a woman. Paula shrugs and explains:

Certainly when I was a young engineer ... I dressed like a guy. I was always in pants and a shirt and I wouldn't dream of wearing
a skirt or a dress for a long time. It wasn't until recently, more than a decade later, I think that I've just had the confidence to go
‘well I'm a woman and I do like to wear a skirt and a pair of high heels so I will’.

Power

Being promoted to higher levels in the organization usually comes with increases in several forms of formal authority to make
decisions. We found that as women moved through to more senior leadership positions, taking on roles such as CEO, Managing
Director, or Board Member, this led to several shifts in the power structure: (a) it decreased the power of others to make deci-
sions for them about their careers, while increasing their own power to influence others' careers, (b) it afforded them legitimate
and expert power through their title, (c) it decreased the power of others to exclude them from the ‘group’, or key projects, when
being included mattered. These changes in the power structure altered women's experiences and responses.

First, we noted that as they gained power in their careers, the perceived importance allotted to asymmetry decreased. That is,
while acknowledging that asymmetry still existed, they no longer cared whether it was resolved. Some stated that all together
they stopped worrying about what others thought, for example, Emma relates with a sense of relief, “I've now gone beyond wor-
rying about what everybody thinks. I used to worry what every single person thinks. In fact I used to worry myself into a tizz
about what everybody thought about me.” While others still thought about how they were perceived, they felt it no longer
mattered. For example, being ‘the boss’, Victoria feels empowered to be herself, “It's certainly a confidence thing that comes
from having been the boss, frankly. You actually can affect the mood of the place—the culture of the place. It's okay to be a bit
of a dag and speak your mind.” The above two quotes also show the role of language in diminishing the potential influence of
identity asymmetry on these women: the relief of no longer being worried ‘into a tizz’ and allowing ‘It's OK to be a bit of a
dag’ (an informal term in Australia referring to someone who is ‘entertainingly eccentric’).

Second, women's powerlessness in the face of discrepancy diminished. Now that they had ‘made it’, they felt that issues such
as personas, or the need to continually prove one's competence had less importance for their career success and satisfaction. For
example, Alison, CEO of an engineering firm, explains how her increase in power allows her to disrupt an old identity narrative
where she suppressed personal identities, and allow her to reveal and integrate personal identities:

[ used to not reveal any of my personal life because [ was in a male dominated environment—they didn't want to hear about
anything going on at home. I didn't feel I could bring that part of me to work. They had these wives at home doing all that. They
didn't care. I was very good at walking in the door and just not saying anything to anyone. I'm not as protective anymore. If my
phone rings and my daughter's ringing me and I'm in a meeting and it's not critical, I just take the call.

Indeed, it seems the powerful encounter fewer stereotypes because “people with power do not have to put up with them”
(Fiske, 1993: 623). This is because people pay more attention to those who control their outcomes, and people who have more
power need not attend to those with less power (Fiske, 1993). Similarly, we found that as women had more control over their
own outcomes, they both experienced less identity asymmetry, and cared less about it.
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Research Question 3: how do women leaders respond to internal identity asymmetry?

We next explored how these women leaders navigated their experience of internal identity asymmetry. We found that in re-
telling stories of their experiences with asymmetry, women generally passed through overlapping stages in response, which we
labeled as: resolution, endurance, and escape (see Fig. 3 for an overview). In this section we will outline the most commonly de-
scribed responses and where applicable, we draw on findings from the identity literature (e.g., Ashforth & Kreiner, 1999; Ashforth
et al., 2007; Ibarra & Petriglieri, 2010; Petriglieri, 2011; Pratt et al., 2006), the impression management literature (e.g., Cialdini &
Richardson, 1980; Guadagno & Cialdini, 2007; Jones & Pittman, 1982) and literature regarding how women negotiate their gender
identities in male-dominated environments (e.g., Ely, 1995; Jorgenson, 2002; Miller, 2004; Powell et al., 2009; Sinclair, 1998).

Stage 1 response: (attempting to) resolve the asymmetry

The first category of response when faced with internal identity asymmetries was to attempt to renegotiate their identities
(with themselves or others) to minimize discrepancy. We emphasize internal identity asymmetry is based on an individual's belief
that others see her incorrectly, when in reality that may not be the case. Thus, the ideal outcome to alleviate potential stress from
the experience, is that women believe it is resolved. According to theory, the positive or negative valence (as well as whether they
deem it important) of the asymmetry may dictate whether the woman desires to resolve discrepancy by changing others' percep-
tions of her, or changing her self-perceptions to align with external views (Meister et al., 2014). Supporting this, we found that
women facing negatively-valenced asymmetries were keen on altering other's views, while those who faced positive asymmetries
attempted to incorporate the positive external identity into their self-concept (we will elaborate with examples below). We iden-
tify and elaborate on five categories of such responses which include cognitive, behavioral and more discursive strategies: first,
gaining “support from someone senior”, which involved engaging influential others to help negotiate identities; second, “softening
my look” or actively managing one's self-presentation to alter other's views; third, “overachieving” or excluding certain self-iden-
tities from the workplace and becoming highly identified with her role; fourth, “setting them straight” or confronting others and
naming the asymmetric identity in play; and fifth, “maybe I actually am good at what I do”, which is internalizing and incorpo-
rating the way others see oneself to resolve the asymmetry.

“Support from someone senior” (finding a sponsor)

Some women sought to increase their chances of being seen congruently by cultivating opportunities to work closely with se-
nior men, or gain the support of senior influencers who would then become champions or mentors for them in the organization.
By partnering with someone that had ‘credibility’ and influence with their colleagues, they hoped that others would be open to
‘getting to know’ them and granting them, for example, leadership or competency-based identities. For example, Jacqueline states:
“I wanted to be in a delivery role, to do more technical things, but it wasn't happening. So I had to go over and above my boss to
get the ‘right’ people to see my potential”. Ibarra and her colleagues (2013) highlight the importance of what they call ‘sponsors’
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Fig. 3. A model of women leaders experiencing and responding to internal identity asymmetry.
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in helping women construct and be granted leadership identities in their organizations. In our case, some women found that en-
gaging an influential sponsor could help them negotiate their self-identities with others (over whom the sponsor had influence).

“Softening my look” (active self-presentation)

Many women described deliberately and actively managing the way they self-presented in response to asymmetry, such as
speaking from the vantage point of “granddaughter or daughter” to senior males or ‘kid sister’ to peers, or attempting (though
not always deliberately, as some later recognized) to hide or minimize certain identities. Jocelyn, for example, explains positioning
herself as in need of help, which accomplished several things, such as allowing her to feel included as a part of the ‘family’ within
the organization, and to not present as a threat or competitor to colleagues (a form of supplication; Jones & Pittman, 1982), and to
attempt to induce liking (ingratiation; e.g., Guadagno & Cialdini, 2007). Actively adopting less threatening identities allowed
women to believe that they had made themselves less of a ‘threat’, and influenced others to accept them, as Jocelyn describes,
‘as a person’. As also suggested in the gender and identity literature, many women paid special attention to managing impressions
of femininity, for example, by dressing conservatively hoping to ward off attention to womanly features or concealing behaviors,
identities, or emotions that may be stereotypically associated with women, to make themselves appear as less ‘feminine’ or ‘not
like other women’ (e.g., Kvande, 1999; Miller, 2004; Sinclair, 1998, 2005). Petriglieri (2011) recognizes concealment (hiding an
indemnity) as a strategy that individuals may employ when faced with identity threat. In our case, women employed this strategy
to attempt to change other's perceptions (which in some cases felt threatening). For example, Linda talks about how she felt she
reduced the risks of being labeled “a total bitch”:

I'm trying to speak differently to people or be nicer to people or not be so harsh... I'm definitely trying because I'm in this more
senior role...people can't be like ‘well she's a total bitch.’ I can't have them saying that about me. So I'm trying to soften my look,
my attitude, and the way I approach people and whatever. But as | said—have they noticed? Not yet.

As reported, one of the identities that women describe feeling thrust upon them, particularly after returning from maternity
leave or becoming pregnant, is that of mother: “I just didn't like the way women got treated as mums and I wasn't used to
being treated like a normal woman...I was used to being different, more important.” In response, some go to extreme lengths
to prevent others perceiving them as mothers, as the following quote shows:

[ remember being in a session a year ago or so, and someone said for all the parents to put up their hand. I didn't—and it didn't
even occur to me that [ was a parent. I just completely forget about life outside of work when I'm at work. One of the executives
asked me last week if I ever speak to my son during the working day. It doesn't even occur to me that I have a son.

Another troublesome identity that younger women feel attributed to them is that of single woman available for sex. Being
seen to enjoy a social life can then lead to the imputation of being a ‘slut’. One woman seeks to make her status as single
woman less salient by inventing a partner:

If guys at the office were single they would be out there, having a social life, meeting women. Me, I can't be that way, that makes
me a slut. I can't have people thinking that about me. So I tell them that I'm dating somebody, or I'm in a serious relationship.
People ask ‘what are you doing tonight’, and I say things like ‘oh I've got a date’ or ‘watching a movie with my boyfriend’.

“Overachieving” (exaggeration or overidentification)

Similarly, we noted that many women responded to asymmetry (such as being seen as pregnant, as a mother, or as a potential
partner) by overemphasizing work identities. Becoming highly career-identified (e.g., identifying with their occupation so strongly
that it overpowers other identities; e.g., Kreiner et al., 2006), many worked extraordinary hours in a deliberate (or in some cases
retrospectively recognized) strategy to encourage others to characterize them by their commitment and track record. Additionally,
identity negotiation literature recognizes that if individuals believe they are unsuccessful in negotiating their identity with others,
they may behave in a more forceful or extreme manner in order to change other's views (Swann et al., 2009; Stets & Burke,
2003). Linda, for example, aggressively describes her extreme efforts to gain respect by dedicating her life to results, yet still
doubts it earns her belonging:

They're like ‘wow, why is she still here?’ Every single night at 11 o'clock at night. They really believe ‘she's hardcore, that girl
sleeps in the office, that girl works her arse off.’ It never ends it's 24/7. My life revolves around getting deals. It's how they define
success in my profession. So yes I'm going to work until I feel like I've done my job. Because they're lazy, they'd show up at
10:30 in the morning, they go out for long lunches, they come back in the afternoon drunk. I am like not even getting to eat
lunch. I've constantly got stuff on the go. Do I ever get invited out to social events with them? Never. Does it bother me? Of
course.

Research confirms that women in leadership sometimes identify more with men and masculinity, prefer the company of men,
and share their aspirations (e.g., Ely, 1995; Sinclair, 1998). Indeed, some interviewees distanced themselves in an extreme manner
from “other women” and aligned themselves “as one of the boys”. For example, Janine describes herself at work: “I'll drink with
the boys, I'll punt with the boys, I'll swear like the boys. None of that bothers me. I think that if you're a woman that's more fem-
inine then you'll probably really struggle with that.” Using masculine language and acting in a more masculine and aggressive way
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helps to set her apart from other women in her eyes and—she hopes—in the eyes of her male colleagues so that she is not iden-
tified as feminine, as a woman.

“Setting them straight” (confrontation)

Ashforth et al. (2007) found that when faced with a tainted occupational identity, one strategy that workers used was to di-
rectly confront others' perceptions. In our research, some women actively sought feedback about, and challenged the way they
believe they were viewed. In some cases, women realized that their beliefs of how others saw them were not consistent with re-
ality, which resolved the perceived asymmetry. For example, Jane, who described that she felt ‘ashamed’ about being pregnant at
work and believed that that was how others primarily identified her, related a conversation she had with one of her male col-
leagues, and how she was reassured that his views had actually not changed about her, despite her pregnancy:

[ spoke with an equivalent manager and he said, ‘you're very confident and rah, rah, rah’. I said, ‘actually I feel really self-con-
scious when I'm pregnant’, and we spoke about it and it was really interesting to get his perception. Which made me realize
that it was just a non-issue for him.

In challenging other's views, one woman consistently felt she encountered ‘Asian girl’ stereotypes of being submissive, and re-
sponds: “I'm like, ‘well, sorry, didn't read my bio carefully did you?’ I always speak my mind”. Another who believes she was
being “paid as a clerk”, not for her role as a senior manager, describes having...

...far too much to drink one night and marched into the boss's office the next morning, probably still under the influence and
said ‘I want a salary review’. | remember him blushing up his chest, over his face and all the way through his bald
head—obviously they were way under paying me.

Carolina explains that when she returned from maternity leave, she was sidelined from opportunities. She now anticipates
this: “About the way they see me—I'm so used to it now that I almost assume it's going to happen and I am more direct about
it. I just say ‘look I'm interested in this conference, and if a spot opens I want to be considered.”

“Maybe I actually am good at what I do” (internalizing the external identity)

In some cases women altered their own self-identities to incorporate the way others identified them. We witnessed this strat-
egy primarily in cases where the asymmetry had been appraised in a positive light (e.g., believing that others see her as more
competent or able than she sees herself, which is often associated with the imposter syndrome). This type of asymmetry may
offer potential for personal growth (e.g., Ibarra, 2015), and the opportunity to construct a more positive self-view at work, some-
thing that individuals inherently desire (Dutton et al., 2010). For example, when treated as a leader by others, Annie eventually
changed her self-view. She relates her story with enthusiasm, showing her positive reconstruction of an asymmetry:

[ worked so hard because I was so fearful of letting them down. It was funny because they saw something in me that I hadn't.
Then I started realizing what my strengths actually were, that I could do it. All of sudden, I went ‘oh my goodness they're right, [
can do this.’ I had to prove it to myself first, whereas other people saw it first.

Drawing together these findings, we see interviewees battling to bring others into alignment with their self-identities, and par-
ticularly if the asymmetry was positively valenced—to alter their own self-identities.

Stage 2 responses: enduring the asymmetry

If renegotiating her identity was experienced as unsuccessful, or only partially so, the next stage was to employ more internal-
ly-oriented cognitive responses aimed at enduring and coping with, rather than altering the experience. We encounter four cat-
egories: first, ‘(accept that) maybe that's just the deal’ or reframing the asymmetry to make it tenable; second, ‘It's not me, it's
you’, blaming or turning against the violator as a means of self-protection; third, ‘finding backup’ or seeking social support to han-
dle the stress of the situation; and finally, attempting to ignore it (see Fig. 3).

‘Maybe that's just the deal’ (reframing)

Reframing the asymmetry experience is a method of coping used to cognitively recast or reposition the meaning of the asym-
metry as less negative, more positive, or simply less important (e.g., Ashforth & Kreiner, 2002). For example, when faced with oc-
cupational taint some workers tried to focus on the positive aspects of their position, to refocus on their positive identities
(Ashforth et al., 2007). Accordingly, when experiencing that others made a certain identity salient (e.g. youth), some of the
women we interviewed attempted to see the upside, or even make light of the asymmetry. For example, Sally states: “I have
now started to learn how to use [being seen as a young woman] to my advantage.” Reframing the valence of the asymmetry
could also be accomplished discursively, by taking up identity positions such as “kid sister” that might appear as more positive
and palatable, or by attempting to find humor in the situation.

Another way women endured asymmetry was by convincing themselves to accept it, tolerate it, or even justify its occurrence.
This response is similar to the findings of Powell et al. (2009), which show that that to gain male acceptance, some women deal
with gender discrimination by justifying the behavior of their colleagues. Schmitt, Ellemers, and Branscombe (2003) suggest that
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some women may do so in order to avoid perceptions of reality that might have negative implications for a social identity (such
as gender). Thus, if a woman believes a valued identity is not acknowledged, or believes she is incorrectly labeled, she may justify
this occurrence to help her endure it. Jacqueline describes that her peers would always label her as ‘young’:

It was like, ‘oh this can't still be happening. When is this going to stop happening? At what age does this stop happening?’ Then,
you realize, ‘well, maybe you are just young for what you're doing or you look young... maybe that's just innocent enough.’ You
look around and you are the youngest by 10 to 20 years and maybe that's just the deal. You'll never be seen as a peer.

“It's not me, it's you” (blaming)

In opposition to those who accepted or justified the asymmetry, another response was turning against or even blaming those
who initially incited the asymmetry. This could done by suggesting that others were the cause of the problem, or what Ashforth et
al. (2007) call, ‘condemning the condemners’, which consists of “criticizing those who criticize them, thereby impugning their le-
gitimacy as critics” (p. 159). Visually angry, Linda's quote highlights this:

They're the ones with the problem. After interacting with me for a certain period of time, if you think I'm an idiot then you must
be pretty dumb. I used to always feel a victim—like...they're not being nice to me or I'm not being seen the way I should be and
now I just go, wow, that was a really dumb move on your part.

For women in our research, enacting this strategy accomplished two goals: first, it allowed the woman to redirect her negative
emotion toward the culprit, and second, it challenged the legitimacy of the other, which served to reduce the asymmetry's expe-
rienced importance.

Finding backup (social support)

During periods of prolonged identity asymmetry, women often engaged in strategies to reassure themselves and validate their
salient self-identities. For example, when misidentified, many sought out social support to help them rebuff discrepant views of
others, and to provide them with an ‘in-group’ (e.g., Ashforth et al,, 2007). To do so, women engaged friends, colleagues, family,
or others also suffering identity asymmetries in the organization. Sally, for example, found significant social support in a colleague,
who she relied on because “he understands...he's a short, little Sri Lankan man and he has been marginalized his whole life. So he
gets it, he really gets it.” Indeed, self-verification research shows that individuals may re-direct their needs for verification else-
where if one relationship is not providing adequate self-verification (Swann, Polzer, Seyle, & Ko, 2004; Wiesenfeld, Swann,
Brockner, & Bartel, 2007), and the stress and coping literature shows that social support is a critical resource for individuals in
the face of potentially stressful encounters (Lazarus & Folkman, 1984; Tomaka, Blascovich, Kelsey, & Leitten, 1993). Additionally,
engaging in internal dialogue to reassure themselves of their multiple salient self-identities outside of work made the asymmetry
feel less important. For example, Andrea explains:

I'm a person that lives a very balanced life. That makes you have to not think of work all the time as your one identity. I had work,
the MBA, I had sport, and a social life... ... [ think people take things harder at work when work is a bigger part of their lives.

Ignore it (avoiding)

Attempting to ignore the asymmetry provides protection against the potentially negative emotions and stress that may be as-
sociated with asymmetries. For example, during our interview with Karen, she provides multiple salient experiences of internal
identity asymmetry she has experienced throughout her career. When asked how she copes with it, in firm and factual tone,
she states, “I just ignore it. It doesn't impact me because I ignore it. I never felt [ had anything to prove.” Avoiding the experience
is a commonly used tactic when faced with occupational stigma (e.g., Ashforth et al.,, 2007). The potential to ignore the asymme-
try, we found, became easier and more common as women became more senior in the organization.

Stage 3 response: escape the asymmetry

Finally, despite some women's attempts to endure the asymmetry, they simply removed themselves from the environment
completely—mentally or physically. Kvande (1999) and Fouad (2014) suggest that withdrawal or escape is a common strategy
for women engineers who face problems related specifically to gender discrimination in their work environments. We found sim-
ilarly that, after trying to alter or enduring a negatively-valenced internal identity asymmetry (whether it be related to gender or
any other identity) for some time, many women simply decide that the underlying stress of the situation is no longer ‘worth it’
and leave the organization entirely, or mentally withdraw from their jobs or the relationship. For example, Jocelyn, explains that
for the last time, she attempted to shift the company's views on “women” (and thus on herself) as a potential future leadership
candidate. When she was invited to a leadership meeting she was introduced, for the first time, to the CEO. She challenged him
directly, “when are you going to put some women on the board and have some balance at the top in this organization?” His re-
sponse to her, looking her directly in the eye in front of a large group of her peers, was “the only way a woman will ever have
anything to do with the board is on her back, on the table, with her legs spread”. At that moment, Jocelyn gave up her hopes that
the business might change: “that night I decided I was leaving the company... because why would you stay there if that was the
attitude from the top?” She believed there was little more she could do to influence perceptions. Andrea describes a similar
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feeling: “There was nothing I could do, no matter how hard I worked or how good I was at my job. 8 years later they saw me as a
grad. Really. You just had to leave.”

Discussion

In this study, we have explored internal identity asymmetry as experienced by women leaders in male-dominated industries.
We chose women leaders because of the intense scrutiny they face in positions of leadership and because extensive evidence
shows that leadership is defined as masculine (Bell et al., 2016; Hall & Donaghue, 2013; Sinclair, 1998), creating conflict in
most organizational settings between the identity of ‘leader’ and that of ‘woman’ (Eagly & Carli, 2007). We made several discov-
eries though this research. First, our research confirmed that women in engineering, financial and construction industries experi-
ence and navigate multiple asymmetries throughout their careers. Their subjective experiences, as they relayed them to us,
convey that they believe these markers of identity were highly salient to others and often contaminated their efforts to internalize
and project confidence and capability in their role, or to be just recognized as doing the job. While salient experiences of internal
identity asymmetry were predominately negative, we also found that some women relayed stories of positively valenced
asymmetries, which helped them to incorporate new positive work identities (e.g., internalizing leadership roles).

Second, we also discovered that internal identity asymmetries are more likely to occur during personal (e.g., pregnancy, rela-
tionship status change) and professional (e.g., taking on a leadership role) transition points in a woman's career. This is important,
because it helps us to predict when the experience might become more salient and impactful. We also find that the experience
evolves over time. Factors such as age, tenure and formal authority at work may influence the experience of asymmetry, helping
to make the experience less troublesome. Uncovering this helps women in leadership prepare and plan for the potentially stress-
ful experience of having their identities scrutinized, and having unwanted identities allocated to them.

Third, drawing together several literatures, we develop a process model of responses that women employ when faced with an
important internal identity asymmetry. These include deliberate and planned cognitive and behavioral responses, as well as less
deliberate cognitive, discursive responses, which we suggest are loosely organized in three stages: resolving or reducing the iden-
tity asymmetry by influencing others or adapting self; enduring the asymmetry; and escaping the asymmetry all together.

Our findings make several contributions to existent research, especially the growing body of literature exploring and calling for
more work examining the experience of women in leadership (Hoobler, Masterson, Nkomo, & Michel, 2016; Ibarra et al., 2013;
Kark & Eagly, 2010). While women have increased their numbers in the corporate world in the last two decades, there are few
women in top leadership roles, particularly in male-dominated industries. We still need research-based understandings about
the covert and often-invisible factors, such as identity-related obstacles, which undermine women's capacities to aspire to and
achieve success in senior roles. We identify identity asymmetry as an important phenomenon that women in leadership may ex-
perience, help them uncover when they are likely to face it, and how they might respond to and manage the experience.

We also contribute to the identity and self-verification literature (Swann, 2011; Swann et al., 2009) by qualitatively studying,
with women leaders in male-dominated professions, the experience of being misidentified by one's colleagues. While internal
identity asymmetry has been theoretically defined (Meister et al., 2014), there is a need for empirical research to highlight
how it is experienced, when it is experienced, and what people might do to cope with, or negotiate it. We offer an empirical ex-
amination of these questions, and develop a framework for organizing how women respond to, cope with, and navigate
asymmetries; including their more deliberate impression management strategies, and the often non-deliberate coping responses
and discursive practices.

Our work also provides support for emerging research that argues we should not ignore the physical and bodily aspects of
leadership (Bell et al., 2016; Ladkin & Taylor, 2014). Our study indeed reinforces research that shows that the bodies and phys-
icality of leaders, managers and their followers are ever-present, if not acknowledged (e.g., Hall & Donaghue, 2013; Sinclair, 2005;
Sinclair, 2014; Swan, 2005). For example, during times of visible identity transition (e.g., during pregnancy) a woman may expe-
rience others' perceptions of her dramatically alter, regardless of her own self-perceptions. As we saw from our data, this can elicit
distress and tactics to try to control these visible transitions. On the positive side, there is evidence that as women mature and
acquire power she may experience less asymmetry, including less pressure to ‘manage’ how she looks and acts physically (Bell
& Sinclair, 2014; Sinclair, 2013). As Victoria describes:

...whereas now—really from the first meeting which most people realise that I'm an unmitigated dag with a really warped
sense of humour. ['ve now got to the point, ‘well stuff it’, you know? If they think I'm just a really embarrassing person to be
spending time with, well that's their problem because my life is too short not to be able to have humour.

A methodological strength is that we combine methods used for qualitative research in the identity literature (e.g., Ashforth et
al., 2007; Ibarra & Barbulescu, 2010; Kreiner et al., 2006) and methods used in discursive approaches to qualitative research (e.g.,
Potter & Hepburn, 2005; Potter & Wetherell, 1987, 1994; Putnam & Fairhurst, 2001). Because identity is subjectively constructed,
it is critical to recognize the role that language and discursive structures play in retrospective sense-making, narrative formulation
and in-the-moment identity work. While we have not undertaken a comprehensive discourse analysis, we have sought to show
how interviewees' shifts of language and discourses reflect and reproduce sense-making about identity asymmetries. For example,
included in our analysis are examples of women adopting narrative, sense-making and discursive strategies to understand and
deal with identity asymmetry (e.g., they intersperse their stories with the words, observations and advice of colleagues). They re-
vert to colloquial, more emotional language and family metaphors to convey the very real threat and difficulty they feel about
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being labeled ‘just a mum’, ‘a silly little girl’ or ‘a slut’. ‘Identity work’ could thus be seen to be happening in the process of women
talking about their experiences of asymmetry. Our data gathering thus involved simultaneously recording, observing and partic-
ipating in the fluid and complex identity negotiations of interviewees (Ford, 2006; Thomas & Davies, 2005).

Future work

Our study provides several avenues for fruitful future work. For example, future studies might build on this first qualitative
study by designing a quantitative examination of the more causal relationships between the experience of internal identity asym-
metry, potential moderators (such as role, age or years of experience, gender, types of coping strategy, or salience of the affected
identity) and both positive and negative outcomes at work. This type of study would allow us to examine trends and differences
between women at different stages in their careers, different industries, or to look at potential comparisons between women and
men leaders. Further, other studies might look at other factors that heighten and mitigate internal identity asymmetries for indi-
viduals. For example, one factor could be organizational cultures that put pressure on leaders to ‘look’ and behave in a certain
way—to produce and embody an ‘authentic’ leadership identity or a ‘brand’ (George, 2003; Goffee & Jones, 2005; Irvine &
Reger, 2006; Sinclair, 2013). This need to perform and ‘look like a leader’ we suggest may heighten internal identity asymmetries,
especially perhaps for those leaders who may look or feel different to the majority.

Future work may consider if and how men in organizations face internal identity asymmetries. Male leaders are often required
to embody and display heroism and toughness, which are in turn evidenced through embodied norms of hegemonic heterosexual
masculinity (e.g., Sinclair, 2005). However, what happens when men do not identify in this way? What type of asymmetries do
they experience, and at which transition points? Does the experience evolve similarly over time? While women may take on al-
ternate (often gendered) identities such as “kid sister”, “daughter”, or “wife” to cope with perceived misidentification, what op-
tions do men have? Further, an important area for follow-up research is exploring how organizations can educate senior
managers about identity pressures, including how to be open to hearing and proactively responding to them.

Identity asymmetries are a source of tension for women aspiring to leadership and they are likely to become most salient dur-
ing times of personal and professional transition. However, this research is not only applicable to women. Everyone in organiza-
tions should be encouraged to reflect on how they perceive, define or label colleagues. Individuals could be encouraged to
communicate their own salient multiple identities, and be open to learning about others so that negative impacts of asymmetries
can be lessened. Our research can inform leadership development programs that seek to help women leaders understand some of
the challenges they may face in their careers, and how they can cope with it. It is important that coaches, mentors, and women
themselves in organizations become aware of these identity dynamics so that they might anticipate and develop ways of challeng-
ing them before they become untenable, resulting in loss of female talent. By anticipating scrutiny of one's identity and potential
identity asymmetries, women can equip themselves with coping strategies and engage social support to help with associated
stresses. Subjective identities are multi-layered and fluid. Yet understanding how they are experienced and constructed with
others can mitigate the negative impacts of asymmetry and help leaders express valued aspects of themselves, thus feeling
more fulfilled and effective in their workplaces.

Appendix A. Selected questions from the interview protocol

Category Example questions Example follow-up questions

(a) Personal and career 1. Could you walk me through the key milestones (for 1a. How long were you with that organization?

history example, key positions) throughout your career that led 1b. Were you happy there?
you to where you are today? 1c. Could you tell me a bit about the work envi-
ronment? Your team? Your supervisor?

(b) Experiences and 2. During (the time identified in section a), how would you 2a. Did your colleagues see you in that same way?
interpretations of describe yourself? OR: If I were to describe you as a ‘pie Why or why not? How do you think they would
internal identity chart’, consisting of several pieces, what would made up describe who you were at the time?
asymmetry who you were then?

3. In your career (or at specific timeframe identified), did you 3a. Could you share specific experiences/stories of
ever feel that there were times when your colleagues (or these times?
supervisor, or clients) saw you different than you saw 3b. Would you consider that to be a positive or a
yourself? negative experience? Why so?

(c) Coping with/responding 4. During (the experience of asymmetry identified in section 4a. Could you walk me through what went through
to asymmetry b), how did you cope with it? your head at the time?

4b. Could you tell me what you did about it?

4c. What happened next?

4d. Did you feel you could cope with it well? Or did
you struggle? Why so?

(d) Perceived outcomes 5. What impact did (the asymmetry experience identified in 5a. Did it impact your ability to do your job? If so,

section b) have on you at work? could you elaborate on specific examples?
5b. Did it impact how you felt about the other per-
son? About yourself?
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Interview Guide

This interview guide will be tweaked to allow reuse for leaders and team members.

Name Date

Role Start Time
Number of direct reports End Time
Tenure as manager

Thank you for taking the time to meet with me today, it is greatly appreciated.

This research pertains to the relationships between leaders and their team members, and how
they may differ between individuals. The specific facet we will focus on today, is time-use
preferences, and how individuals perceive time, behave in relation to time, and how that may

impact on their work.

The key objective of this research is to:
1. Determine whether or not time-use preference differences are a noticeable feature
within different teams
Understand if time-use preference plays a role in LMX differentiation processes
Determine whether leaders and members adjust their time-use behaviours based on

each other’s preferences

As this is exploratory research, rest assured that there are no right or wrong answers. Please
speak freely so that we can have a conversation on the topic at hand. In addition, please be

assured that your confidentiality is protected, and that you will remain anonymous.

If you are comfortable to proceed, please will you kindly sign the consent form provided, and

allow me create a voice recording of our discussion?



Section 1: Establish interviewee’s time-use preference and behaviour
The aim is to gain a basic understanding of the interviewee’s own preference and behaviour

to use as a baseline when discussing relationships.

Tell me about how you like to use your time at work?

Inventory of polychronic values: to assist in landing the concept of polychronicity.

1. | like to juggle several activities at the same time.

2. | would rather complete an entire project everyday than complete parts of several
projects.

3. | believe people should try to do many things at once.

4. | prefer to do one thing at a time.

5. | believe people do their best work when they have many tasks to complete.

6. | believe it is best to complete one task before starting another.

7. | would rather complete parts of several projects every day than complete an
entire project.

8. It is hard for me to start something new, if there are other things | have not
finished.

9. When | have several things to do, | prefer to spend a little bit of time on each—
moving back and forth from one thing to the other.

10. | find it difficult to switch gears from one task to another.

Do you prefer to do many things at once, or work on one thing until it is completed?
How do you use your time in your personal life?

Have your own time-use behaviours evolved over time?




Section 2: Gather information about the team and relationships
The aim is to dig deeper into the details of the team, unpacking the below questions for each

team member to get a view of the dyadic level.

Please tell me about your team — who are your members, how long have you worked with

each of them?

How would you describe their time-use preferences and behaviours? How do you experience

their time use?

If you were to appoint a new resource to your team, what type of time-use characteristics

would you look for (if any), and why?

Potential prompts:

What about punctuality and consistency in their availability?
Has a team member’s time-use behaviour ever damaged or enhanced your relationship with

them?




Section 3: Exploring shifts in behaviour

What about your team members, do they behave consistently or have you seen shifts after

they joined the team?

Do you see differences or similarities in how your current teams behaves in respect to time,

with teams you have managed in the past?

Potential Prompts:

How do you feel when they behave differently to your preference?

How, if at all, do you adjust your behaviour to meet their needs?

Notes:




Interview Guide

This interview guide will be tweaked to allow reuse for leaders and team members.

Name Date

Role Start Time
Name of manager End Time
Tenure with manager

Thank you for taking the time to meet with me today, it is greatly appreciated.

This research pertains to the relationships between leaders and their team members, and how
they may differ between individuals. The specific facet we will focus on today, is time-use
preferences, and how individuals perceive time, behave in relation to time, and how that may

impact on their work.

The key objective of this research is to:
1. Determine whether or not time-use preference differences are a noticeable feature
within different teams
Understand if time-use preference plays a role in LMX differentiation processes
Determine whether leaders and members adjust their time-use behaviours based on

each other’s preferences

As this is exploratory research, rest assured that there are no right or wrong answers. Please
speak freely so that we can have a conversation on the topic at hand. In addition, please be

assured that your confidentiality is protected, and that you will remain anonymous.

If you are comfortable to proceed, please will you kindly sign the consent form provided, and

allow me create a voice recording of our discussion?



Section 1: Establish interviewee’s time-use preference and behaviour
The aim is to gain a basic understanding of the interviewee’s own preference and behaviour

to use as a baseline when discussing relationships.

Tell me about how you like to use your time at work?

Inventory of polychronic values: to assist in landing the concept of polychronicity.
1. | like to juggle several activities at the same time.

2. | would rather complete an entire project everyday than complete parts of several
projects.

3. | believe people should try to do many things at once.

4. | prefer to do one thing at a time.

5. | believe people do their best work when they have many tasks to complete.

6. | believe it is best to complete one task before starting another.

7. | would rather complete parts of several projects every day than complete an
entire project.

8. It is hard for me to start something new, if there are other things | have not
finished.

9. When | have several things to do, | prefer to spend a little bit of time on each—
moving back and forth from one thing to the other.

10. | find it difficult to switch gears from one task to another.

Do you prefer to do many things at once, or work on one thing until it is completed?
How do you use your time in your personal life?

Have your own time-use behaviours evolved over time?




Section 2: Gather information about the team and relationships
The aim is to dig deeper into the details of the team, unpacking the below questions for each

team member to get a view of the dyadic level.

Please tell me about your manager — how would you describe your relationship with them,
how do you work together?

How would you describe their time-use preferences and behaviours? How do you experience
their time use?

Potential prompts:

What about punctuality and consistency in their availability?
Has a team member’s time-use behaviour ever damaged or enhanced your relationship with

them?




Section 3: Exploring shifts in behaviour

Do you ever have to adjust your time-use behaviour to align to the needs of your manager?

Has your manager ever adjusted their behaviour, to meet your needs?

Do you see differences or similarities in how your manager behaves in respect to time, with

teams you have managed in the past?

Potential Prompts:

How do you feel when they behave differently to your preference?

How, if at all, do you adjust your behaviour to meet their needs?

Notes:




