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ABSTRACT OF THE DISSERTATION 

QUALITIES OF INFORMAL LEADERS, FACTORS INFLUENCING THE 

FORMATION OF INFORMAL LEADERSHIP, AND THE PARADOX OF FORMAL 

POWER 

by 

Kyungchool Joe 

Florida International University, 2016 

Miami, Florida 

Professor Karen Paul, Major Professor 

Informal leaders can have similar effects on firm performance as formal leaders. 

Although informal leadership can play a critical role in organizational functioning, 

empirical research concerning this issue is scarce. I conceptualized informal leadership as 

a continuous variable, and tested the relationship between informal leadership and the 

following variables.  First, this study examined how informal leaders can influence over 

other members, even though they do not possess formal power. Five indicators, i.e., 

performance, turnover intention, career satisfaction, work engagement, and optimism 

were selected to assess the qualities of informal leaders as role models. Second, this study 

advanced our understanding of how demographic factors (i.e., age, educational 

background, and work experience) contribute to shaping informal leadership. In addition, 

T-test was chosen to test whether informal leadership is more noteworthy in women than 

men. Lastly, this study compared the effects of informal and formal leaders on team 

effectiveness.   



	

vii 
	

TABLE OF CONTENTS 
CHAPTER                                                                                                                   PAGE 

1. INTRODUCTION  ..........................................................................................................1 

2. LITERATURE REVIEW ................................................................................................3 
2.1. Informal Leadership ..................................................................................................3 

    2.2. Team Effectiveness .................................................................................................12 
    2.3. Work Experience ....................................................................................................15 
    2.4. Gender .....................................................................................................................16 
    2.5. Pessimism ...............................................................................................................18 
    2.6. Optimism ................................................................................................................19 
    2.7. Work Engagement ..................................................................................................20 
    2.8. Organizational Support for Development ...............................................................20 
    2.9. Age ..........................................................................................................................22 
    2.10. Education ..............................................................................................................23 
    2.11. Definition of Informal Leader ...............................................................................24 

3. HYPOTHESIS DEVELOPMENT.................................................................................25 
     3.1. Qualities of the Informal Leader ............................................................................25 
     3.2. Factors Influencing the Formation of Informal Leadership ...................................31 
              3.2.1. Age .............................................................................................................31 
              3.2.2. Educational Background ............................................................................32 
              3.2.3. Work Experience .......................................................................................33 
              3.2.4. Gender ........................................................................................................34 
              3.2.5. Organizational Support for Development ..................................................36 
      3.3. Informal Leadership and Team Effectiveness ......................................................38 
             3.3.1. Team Effectiveness .....................................................................................38 
             3.3.2. Moderating Role of Pessimism ...................................................................41 
       3.4. Comparing the Effect Size ...................................................................................42 

4. LATENT VARIABLES .................................................................................................44 
       4.1. Procedures ............................................................................................................44 
       4.2. Informal Leadership (Leadership Group 2)  ........................................................45 
       4.3. Dual Leadership (Leadership Group 1) ...............................................................47 
       4.4. Job Performance  ..................................................................................................47 
       4.5. Optimism .............................................................................................................48 
       4.6. Turnover Intention ...............................................................................................50 
       4.7. Career Satisfaction ...............................................................................................51 
       4.8. Work Engagement ...............................................................................................52 
       4.9. Organizational Support for Development ............................................................54 
       4.10. Team Effectiveness ............................................................................................55 
       4.11. Pessimism ..........................................................................................................57 
       4.12. Demographic Variables .....................................................................................58 

5. STATISTICAL ANALYSIS .........................................................................................59 



	

viii 
	

       5.1. Data ......................................................................................................................60 
       5.2. Variable Descriptions ...........................................................................................60 
       5.3. Correlations between Variables ...........................................................................62 
       5.4. Results ..................................................................................................................65 

6. DISCUSSION and CONCLUSION ..............................................................................69 

LIST OF REFERENCES ...................................................................................................76 

APPENDICES ...................................................................................................................98 

VITA ................................................................................................................................102	

  



	

ix 
	

LIST OF TABLES 

TABLE                                                                                                                        PAGE 

1. Cronbach’s Alpha of Each Scale..…………….….………………...…………………45 

2. In-Role Performance Items (Williams and Anderson, 1991)…………………………48 

3. Life Orientation Test (Scheier and Carver, 1985)…………………………………….49 

4. Four Reverse Coded Items (Scheier and Carver, 1985)………………………………49 

5. Turnover Intention Scale (Knovsky and Cropanzano, 1991)………………….…..….51 

6. Career Satisfaction Scale(Greenhaus, Parasuraman, and Wormley, 1990) ………….52 

7. Work Engagement Scale (Schaufeli, Bakker, and Salanova, 2006)…………………..53 

8. Organizational Support for Development Scale (Schein, 1978)……………………...54 

9. Team Effectiveness Scale (Sparrowe, Liden, Wayne, and Kraimer, 2001)….……….56 

10. Beck Hopelessness Scale for Item Review Process……………………….…………57 

11. Nine Reverse Code Items from Beck Hopelessness Scale…………………………..57 

12. Average Value of Eleven Variables……………………………………….…………61 

13. Descriptive Statistics and Correlations for Variables………………………………..63 

14. Descriptive Statistics and Correlations for Variables………………………………..64 

15. Model Summary…………………………………………….………………….…….67 

16. Multiple Regression Analysis…………………….……... ………………………….68 

17. Comparison Between Men and Women (Hypothesis 5)…………………………….…..68 

18. Independent Samples Test (Hypothesis 5)…………………………………………...68 

19. Model Summary……………………………………………………………………..68 

20. Multiple Regression Analysis……………………………………………………….69 

21. Comparison Analysis of Effect Sizes (Hypothesis 9)…………………….………….69



	

１ 
	

1. INTRODUCTION 

Organizational leadership is more than just a top-down process between formal 

leaders and organizational members (Mehra, Smith, Dixon, & Robertson, 2006). 

Leadership can occur in several different ways. Leadership includes top-down, bottom-up, 

and lateral influences (Avolio, Walumbwa, & Weber, 2009). It is commonly understood 

that anyone in a group can take a leading role in driving organizational change (Gronn, 

2004). This type of leader can appear from any level within an organization. Scholars in 

the field of organizational behavior have acknowledged informal leadership as an 

important variable (Bass, 1990; Doloff, 1999) in the functioning of organizations but 

done little empirical research on informal leadership. Therefore, this perspective 

complements the traditional emphasis on formal leadership (Day, Gronn, & Salas, 2004, 

2006; Gronn, 2000).  

A study of informal leadership will contribute to our understanding of leadership 

generally. It will help us understand how organizations can benefit from awareness of the 

impact of informal leadership on team performance and the other dependent variables 

studied here. Informal leadership does not derive from formal position, but rather derives 

from the regard individuals have for one another and the extent to which an individual’s 

contribution is considered to have value by others in the organization. Logically, it would 

seem that informal leaders might affect team and team member performance (Pearce & 

Manz, 2005; Ensley, Pearson, & Pearce, 2003), even though informal leadership does not 

emerge from organizational position.	It is interesting to consider how an informal leader 

can influence others without formal supervisory authority.  



	

２ 
	

Informal leadership has been defined in several ways. Informal leadership can be 

defined with different words such as distributed (Spillane, Halverson, & Diamond, 2000), 

emergent (Pescosolido, 2002), shared (Pearce, 2004), team (Day, Gronn, & Salas, 2006), 

and collective (Hiller, Day, & Vance, 2006) leadership but have the same meaning or a 

similar meaning. These concepts are usually considered in relationship to the team 

context. In this study, the concept of informal leadership is operationalized beyond the 

team setting. We conceptualize informal leadership as a continuous variable, deriving 

from both personal and organizational attributes. Scales to operationalize these attributes 

are measured by scales from the Age and Generation Study publicly available at ICPSR 

website (http://www.icpsr.umich.edu/icpsrweb/ICPSR/studies/34837).  

First, this study aims to define informal leadership theoretically and 

methodologically. Second, this study examines how informal leaders can have influence 

over other organizational members, even though they do not possess formal power. Five 

indicators, individual performance, turnover intention, career satisfaction, work 

engagement, and optimism, were used to assess the qualities of informal leaders as role 

models. Third, this study is intended to advance our understanding of what demographic 

variables influence the formation of informal leadership. Age, educational degree, and 

work experience are considered as factors influencing the formation of informal 

leadership. Additionally, the informal leadership of women is compared with the 

informal leadership of men. Fourth, this study tests how organizational support for 

development influences the level of informal leadership within an organization. Fifth, the 

association between informal leadership and team effectiveness is examined. Sixth, the 
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pessimism of employees is tested as a moderator weakening the association between 

informal leadership and team effectiveness. Last, two leadership groups, i.e., leadership 

group 1 (informal plus formal, also called dual) and leadership group 2 (only informal) 

are formed through the classification. The effects of these two leadership groups on team 

effectiveness are examined to determine whether there is a significant difference in the 

effects of dual vs. informal leaders. 

2. LITERATURE REVIEW 

2.1. Informal Leadership 

Leadership means power and ability to exert influence over others (Bass, 1990; 

Yukl, 1981). A traditional perspective of leadership posited that leadership is a top down, 

hierarchical process from individual leaders to their followers. This view of leadership 

essentially counts on position power (Pearce & Sims, 2002). “Most leadership 

development efforts have been narrowly focused on individuals who occupy formal 

leadership positions, or are being groomed to eminently occupy such positions.” (Pearce 

& Manz, 2005, p. 130) Formal research on organizational leadership dates back to the 

industrial revolution (Pearce & Manz, 2005). Conventional thought viewed leaders as 

commander in the era of scientific management (Gilbreth & Gilbreth,1924; Taylor, 

1911).The direction of leadership influence was thought to flow from individual leaders 

to their followers, with other variables coming from individual, team, or organizational 

levels. Followers are confined to their passive roles without having leadership roles. 

From the conventional perspective of leadership, leaders exert their influence over the 

team, with the leader positioned external to and superior to the team (Druskat & Wheeler, 
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2003). This concept of focused leadership has dominated leadership studies (Gronn, 

2002). From this perspective, leaders work as the initiators and conductors in influence 

processes (Drath, 2001; Pearce & Conger, 2003). Regardless of rising objections to this 

conventional paradigm of leadership research, by the end of the 1970s more than 130 

books maintained and even supported the same leadership trend, promoting the message 

that ‘‘leadership is basically doing what the leader wants done’’ (Rost, 1993, p. 70).  

Most leadership research focused on this established standpoint and studied how 

individual leader characteristics, skills, and behaviors influence other organizational 

variables (Bass, 1990). This traditional concept of leadership is still dominant in 

leadership research.  

In this stream of leadership research, informal leadership has received little 

academic attention. Scholars have done little to develop the concept of leadership from 

different angles. Informal leadership has seldom been studied. However, leadership is not 

an activity that can be monopolized by one single leader. Leadership power can be split 

and shared across teams or throughout the organization. Team member oriented 

leadership, in a word, “team leadership” has started to gain more attention in recent years 

(Bowers & Seashore, 1966; Day, Gronn, & Salas, 2006; Gronn, 2002), even though 

focused leadership was still the dominant paradigm. We are not saying that focused 

leadership became obsolete. Instead, current and future leadership research must 

encompass both the classical perspective and more recent studies of informal leadership 

in order to establish a holistic understanding of leadership processes and outcomes (Day 

et al., 2004; Pearce & Sims, 2002) and develop a model of thoughtful leaders, both 
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formal and informal (Pearce & Manz; 2005). Different sources of power held by formal 

and informal leaders may lead to different ways of executing power. For example, 

Wheelan (1996) explored the emergence of informal leaders in a setting having formal 

leaders and found that there are differences in verbal behaviors between formal and 

informal leaders. The need for shared leadership was introduced and explained in the 

work of Follett (1924). In the 1950s, the Australian leadership scholar Gibb (1958) 

proposed the existence of a distributed leadership pattern by stating "Leadership is 

probably best conceived as a group quality, as a set of functions which must be carried 

out by the group" (p. 884). In an era dominated by the focused formal leadership 

perspective, Mann (1959) provided three clarifications concerning how individuals 

emerge as leaders: (1) by satisfying the needs of others, (2) by fulfilling roles necessary 

for a group to function successfully, and/or (3) by exhibiting traits that are associated 

with or trigger socially defined leadership expectations of others. According to 

McGregor’s Theory Y, most workers are genuinely honest and are inclined to do what is 

right for the organization (McGregor, 1960). Hollander and Julian (1969) argued that 

individuals who correspond well with followers’ ideal type of leader were acknowledged 

by followers as leaders. Geenleaf (1977) suggested the idea that leaders who are not 

assigned or designated formally can exert great influence. Behavioral self-management 

(Thorenson & Mahoney, 1974), cognitive behavior modification research (Meichenbaum, 

1977), social cognitive theory (Bandura,1986),  and  participative goal-setting research 

(Erez & Arad, 1986) also formed the historical bases for the idea of empowering 

leadership. Manz and Sims (1984) posited that high-performance groups often do not use 

formal leadership structures. Lawler (1986) studied the organization structure of highly 
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involved management in order to motivate workers’ participation in organizational 

processes. Finally, new concepts such as shared leadership, collective leadership, 

distributed leadership, emergent leadership, and motivation to lead have begun to attract 

more attention in leadership studies. These rising concepts work as different sources of 

leadership in team settings. Gronn (1999a & 1999b) asserted that leadership influence 

can take the distributed form rather than necessarily taking the concentrated form as had 

been previously assumed. The newly emerged leadership concepts encouraged followers 

to participate in influence process. “A relatively new view of leadership posits that all  

organizational  members  are capable of leading themselves to some degree” (Pearce & 

Manz, 2005).  

With these new philosophies, there is no clear-cut role between followers and 

leaders. Pearce and Manz (2005) argue that shared leadership can be utilized effectively 

when followers participate in the leadership process. Scholars propose that shared 

leadership will provide a more appropriate answer for the team-based environment than 

the traditional, unidirectional, focused, or vertical leadership (Day et al., 2006; Gronn, 

2000, 2002; Hoch, 2007). Shared leadership appears to be more strongly associated with 

team and organizational performance than traditional, focused leadership (Ensley, 

Hmieleski, & Pearce, 2006; Hoch, 2007; Pearce & Sims, 2002). Hiller et al. (2006) 

propose that leadership power is not exerted by individuals, but rather is a collective 

process including team members. Collective leadership is embedded in the team. Hiller et 

al. (2006) investigate the effects of collective team leadership on performance in state 

Department of Transportation road maintenance teams, finding a positive correlation 
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between collective leadership enactment and team performance. Shared leadership is 

referred as a cooperative influence process enacted by team members and targeted to 

accomplish common objectives (Hoch, 2007). Pearce (2004, p. 48) define shared 

leadership as “a simultaneous, ongoing, mutual influence process within a team that is 

characterized by serial emergence of official as well as unofficial leaders.” “Super 

leadership” is referred to as the behavioral leadership type for others to lead themselves 

(Manz & Sims, 1991: 2001).  

Early leadership research by Sherif and Sherif (1953) referred to leadership as an 

emergent group process. Emergent leadership refers to team members exercising 

remarkable influence over other members of their team, even though they do not possess 

official power (Schneider & Goktepe, 1983). Sorrentino and Field (1986) test how 

achievement-related and affiliation-related motivation sources explain the validity of 

leadership emergence across time. Collective leadership is not a trait of one person, but 

instead is a reciprocal team process (Hunt & Ropo, 1997). Collective leadership is a 

process whereby leadership is executed by the mechanism of social interactions among 

members, not by individual heroic or charismatic leaders (Dachler, 1992; Hunt, 2004; 

Yukl, 1999). Shared leadership is defined as a ‘‘team interaction process that involves 

behaviors in the domain of leadership’’ (Perry, Pearce, & Sims, 1999, p. 38). Carson, 

Tesluk, and Marrone (2007) define shared leadership as ‘‘an emergent team property that 

results from the distribution of leadership influence across multiple team members. It 

represents a condition of mutual influence embedded in the interactions among team 

members that can significantly improve team and organizational performance’’ (p. 1,218). 
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The shared leadership style is when the team, as a single unit, shares and engages in 

leadership duties demanded by the team to function well (Pearce, 1997). Shared 

leadership means “a team process where leadership is carried out by the team as a whole, 

rather than solely by an appointed leader” (Perry et al., 1999, p. 36). If the team has the 

ability to carry out leadership tasks, team members come to assume the roles that the 

manager took previously. Without directions from the management level, team members 

interact in order to “motivate one another, provide feedback on performance, and direct 

the activities of the sales team” (Perry et al., 1999, p. 35-36). In shared leadership 

dynamics, individual team members are engaged in influencing the team and team 

members regarding direction, motivation, and support (Yukl, 1989). Pearce and Sims 

(2000) observe that shared leadership appears when more than one person participates in 

team leadership roles. Therefore, the concept of “leadership distribution” can be used in 

order to operationalize shared leadership appropriately. Team member interactions are 

expected to increase the likelihood of shared leadership emerging (Carson et al., 2007). 

By using a sample of 59 consulting firms, Carson et al. (2007) found that shared 

leadership positively influenced team performance. Shared leadership was measured 

indirectly by the “group-as-a-whole” or holistic approach in prior studies (Carson et al., 

2007; Pearce & Sims, 2002).  Challenging the existing emphasis on the heroic roles of 

individual leaders, Gronn (2002) suggested distributed leadership. He attempted to 

demonstrate different patterns of distributed leadership and to categorize them as 

spontaneous collaboration, intuitive working relations, and institutionalised practice 

(Gronn, 2002, p. 447). Another contribution that Gronn made was to enlarge the unit of 

analysis in order to encompass elements and patterns of the new leadership concept, 
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distributed leadership. Yukl (1999, pp. 292–293), who criticized focused leadership, said 

that distributed leadership:  

….does not require an individual who can perform all of the essential 

leadership functions, only a set of people who can collectively perform 

them. Some leadership functions (e.g., making important decisions) may 

be shared by several members of a group, some leadership functions may 

be allocated to individual members, and a particular leadership function 

may be performed by different people at different times. The leadership 

actions of any individual leader are much less important than the 

collective leadership provided by members of the organization.   

 

The distributed leadership perspective proposed by Spillane et al. (2000)   “can 

provide a frame that helps researchers build evocative cases that can be used to help 

practitioners interpret and think about their ongoing leadership practice” (p. 27) and “can 

help leaders identify dimensions of their practice, articulate relations among these 

dimensions, and think about changing their practice” (p. 27).  

"Many hands make light work." With the vertical leadership paradigm (Pearce & 

Sims, 2002), organizations or teams find it hard to adapt to rapidly changing new 

environments. In these circumstances, if we pay exclusive attention to formal leadership 

and ignore the effects of informal leaders, we can have difficulty understanding the 

leadership influence on organizational constructs in its totality. Specifically, facing a 
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challenging demand for innovation and flexibility, organizations have started to consider 

leadership as jointly coordinated action to accommodate changes (Gronn, 2002). Under 

this context, some traditional leadership duties are shared with other team members. 

These newly emerging leadership concepts complement the shortcomings of the 

traditional perspective by considering the active leadership responsibilities of team 

members. After understanding the broader concept of leadership, researchers have come 

to appreciate the importance of both formal and informal leadership (Hunt & Dodge, 

2000). 

Until now, research about shared leadership mainly dealt with its direct 

relationships with other variables (Hoch, Pearce, & Welzel, 2010). In contrast, other 

scholars (Hoch, 2007; Pearce & Conger, 2003) have argued that other variables can 

influence the relationships between shared leadership and outcome variables as 

moderators. The intensity of the direct relationship between shared leadership and team 

variables ranged widely from γ =.15 (Pearce & Sims, 2002) to γ =.27 (Ensley, Hmieleski, 

& Pearce, 2006). Age, diversity, and coordination moderated the relationship between 

shared leadership and team performance (Hoch et al., 2010). The possibility of other 

moderators should not be overlooked.  

The concept of collective leadership is different from the traditional perspective 

of leadership in several aspects (Hiller et al., 2006). Assigned leaders do not always 

initiate the collective leadership process. Team members can share leadership roles with 

other team members through interactions. Various personalities and different levels of 

abilities among team members can be harmonized and can contribute to collective 
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leadership dynamics. During the process, some team members may be more significant as 

catalysts leading to the rise of emergent leadership.  

Researchers have attempted to discover what individual traits, qualities, and 

abilities lead individuals to be recognized as a leader by other members in a leaderless, 

autonomous  work group (Gough, 1990; Paglis & Green, 2002). Chan and Drasgow 

(2001) proposed an integrative theoretical framework in order to examine the relationship 

between individual differences and various types of leader behaviors. They suggest that 

individuals differ by their “decisions to assume leadership training, roles, and 

responsibilities” (p. 482). Trait-based leadership research has utilized five dimensions of 

personality including conscientiousness, extraversion, agreeableness, emotional stability, 

and openness to experience (Barrick & Mount, 1991; Digman, 1990). This individual 

difference in desire to execute leadership is called motivation to lead (MTL). Lord, De 

Vader, and Alliger (1986) studied the relation of personality traits to leadership 

perceptions or the level of leader emergence. Personality attributes and cognitive ability 

(Taggar, Hackett, & Saha, 1999), and motivation to lead (Oh, 2012) were determinants of 

leadership emergence in autonomous work teams. They found that the Big Five OCEAN 

traits (extraversion, agreeableness, conscientiousness, openness to experience, and 

emotional stability), along with sociocultural values of collectivism, individualism, past 

leadership experience, and leadership self–efficacy, appeared to be antecedents of MTL. 

Oh (2012), studying the leaderless work group setting, posited that team members who 

have a high motivation to lead (MTL) tend to be recognized as leaders in their work 

groups. Work team members who display a higher level of leadership motivation and 
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take active leadership roles are likely to be perceived as formal or informal leaders 

(Sorrentino & Field, 1986).   

Since the influence of informal leaders also derives from their positions in the 

social network (Mechanic, 1962), social network analysis is a proper theoretical 

framework to use in considering relationship patterns among individuals (Brass, 1995; 

Sparrowe, Liden, Wayne, & Kraimer, 2001). Social network analysis can also be applied 

to measure shared leadership among team members (Mayo, Meindl, & Pastor, 2003). 

Two network qualities have been shown to explain team-level aspects of interactions. 

These are network density and network centralization. Network density is defined as the 

ratio between the number of current network ties and the total number of possible ties 

(Hanneman & Riddle, 2005), and has been shown to relate positively to team outcomes 

(Bowers & Seashore, 1966; Mehra et al., 2006). Concerning network centralization, 

Small and Rentsch (2010) have found a positive relationship between shared leadership 

and network centralization to team performance using social network theory.  

2.2. Team Effectiveness 

Leadership is an essential element in order to understand the effectiveness of 

teams (Yeatts and Hyten, 1998; Yukl, 1998) and is an important predictor of team 

effectiveness (Cohen & Bailey, 1997; Kozlowski, Gully, Salas, & Cannon-Bowers, 1996). 

Vertical leadership can influence team-level variables such as attitudes, beliefs, and 

behaviors of team members and can impact team function and process (Bass, 1990; Yukl, 

1981). These variables can combine to influence team performance. Shared leadership is 

one important dimension in “how the selling team displays full empowerment” (Perry et 
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al., 1999, p. 36). In addition, shared leadership is depicted as ‘‘a dynamic interactive 

influence process among individuals in groups, for which the objective is to lead one 

another to the achievement of group or organizational goals or both’’ (Pearce & Conger, 

2003, p. 1). The leadership aspects shared among team members (Kozlowski & Bell, 

2003) are often overlooked, although in line with work that uses the paradigm of vertical 

leadership. The newly emerging styles of leadership including self-leadership (Manz & 

Sims, 1993; Pearce & Manz, 2005), distributed leadership (Barry, 1991), and shared 

leadership (Katzenbach & Smith, 1993) have been found to be positively correlated with 

more effective teams.  

Some early leadership scholars emphasized the significant roles of shared 

leadership (Gibb, 1954; Katz & Kahn, 1978). More recently, shared leadership has been 

found to influence team performance through increased information sharing and 

participation among team members (Mehra et al., 2006). The concept of “shared 

leadership” has started to attract more attention (Perry et al., 1999; Sivasubramaniam, 

Murry, Avolio, & Jung, 2002; Taggar et al., 1999). Shared leadership emerges over time 

(Carson et al., 2007). More mature teams are likely to engage in this type of leadership 

(Avolio, Jung, Murry, & Sivasubramaniam, 1996; Perry et al., 1999). Due to the 

complexity and ambiguity of teams in today’s workplace, it becomes hard for a single 

leader to carry out all leadership roles (Day et al., 2004). Comparing teams of the past 

with today, today’s teams have more autonomy and power in decision-making (Guzzo & 

Dickson, 1996). With the emergence of empowered teams and flattened organizational 

structures, the conventional models of leadership have been challenged (Mohrman, 
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Cohen, & Mohrman,  1995). In this autonomous team context, informal and emergent 

leaders influence the cooperation of team members and team performance (Luft, 1984; 

Neubert, 1999). Teams in which leadership tasks are distributed tend to report increased 

coordination, collaboration, and commitment (Ensley et al., 2003).  

Carson et al. (2007) have examined the conditions that lead to the development of 

shared leadership. Shared purpose, social support, voice, and external coaching have been 

identified as indicators for the development of shared leadership. Collective leadership 

has been presumed to improve team effectiveness, although earlier unpublished studies 

and recent research did not demonstrate this relationship clearly according to Hiller et al. 

(2006). However, Perry et al. (1999) argue that since Yukl (1998), academics have 

attempted to support, conceptually and empirically, the effect of leadership on various 

types of outcomes, providing a base for developing this link. Empirical studies on shared 

leadership are very few (Pearce & Sims, 2002; Pearce, Yoo, & Alavi, 2004), more 

conceptual works on the topic have been done (Day et al., 2004; Pearce & Manz, 2005). 

The conceptual model developed by Perry et al. (1999) depicts shared leadership “as a 

unique team process that facilitates the achievement of a number of outcomes, including 

selling team effectiveness” (p. 36). 

Different studies have operationalized collective leadership differently. Neubert 

(1999) conducted a field study, but could not find a significant relationship between 

leader dispersion (ratio between the number of informal leaders and the number of team 

members) and team performance. Zaccaro, Rittman, and Marks (2001) examined how 

leadership dimensions were associated with team effectiveness and team processes by 
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applying a functional team approach. With a sample of 71 management teams, Pearce 

and Sims (2002) measured cross-functional team members’ perceptions of team 

leadership behavior and looked into how the team members’ perceptions affected 

customer, managerial, and team self-ratings of effectiveness. They concluded that formal 

leadership was less influential on effectiveness than collective team leadership. Avolio, 

Jung, Murry, and Sivasubramaniam (1996) analyzed individual level data and posited 

that perceptions of shared leadership were positively associated with later self-ratings of 

team effectiveness. Sivasubramaniam et al. (2002) posited that perceptions of shared 

leadership enhanced later perceptions of team effectiveness. Pearce et al. (2004) posited 

that shared leadership improved team processes such as social integration and problem 

solving quality, using a sample of 28 teams. Taggar et al. (1999) found that leaderless 

student work teams became more effective with a higher mean level of leadership shared 

by the team leader and team members. They found that the emergent leader did not 

“ameliorate the negative effects of a staff low in leadership” (p. 899). With respect to top 

management, Ensley, Hmieleski, and Pearce (2006) examined the impact of vertical 

leadership and shared leadership in samples of 66 and 154 top management teams and 

found that both vertical and shared leadership were associated with new venture 

performance (i.e., revenue growth and employee growth) positively.   

2.3. Work Experience 

Work experience provides opportunities to learn job skills, to improve problem-

solving abilities, and to develop networks. Therefore, higher level positions are likely to 

be given to persons who have more work experience (Lee, 2004).  Oh (2012) used the 
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term MTL (motivation to lead) to measure emergent leadership. In his study, MTL was 

defined as “an individual’s reaction to the feeling of obligation to lead others” (Oh, 2012, 

p. 1,454). He hypothesized that people having more experience tended to have higher 

levels of MTL. However, contrary to expectations, seniority did not have a significant 

effect. Examining the effects of three demographic variables on wisdom and ethical 

leadership, Sarros, Cooper, and Hartican (2006) found that wisdom and ethical leadership 

would be positively correlated with age, experience, and levels of seniority. Cole, Bruch, 

and Shamir (2009) examined how seniority influenced the impact of leader behavior on 

followers. In Eastern cultures that emphasize paternalistic leadership and Confucian 

values, experience and seniority are more appreciated (Cheng, Chou, Wu, Huang, & Fahr, 

2004). From a different angle, Kouzes and Posner (1995, p. 386) claimed that leadership 

is not dependent on seniority but is “an observable, learnable set of practices.”  

2.4. Gender 

Leadership scholars recognize that there are leadership differences between men 

and women. They have often examined the gender effects on leadership development 

(Book, 2000). However, previous research findings are mixed (Hoyt, 2010). Therefore, 

further research and discussion are still needed, although much work has been done. 

Gender differences have been recognized by scholars from two aspects, biological 

(Archer, 1996; Reinsch, Rosenblum, Rubin, & Schulsinger, 1991) and 

sociopsychological (Beal, 1994). In the similar vein, leadership research on gender has 

had two theoretical frameworks, social expectation and genetic traits. From childhood, 

men and women identify their gender roles and are expected to behave following their 
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differentiated roles (Eagly & Wood, 1999). According to social expectation theory, men 

tend to be task-oriented, but women tend to display social and communal characteristics 

(Eagly, 1987; Eagly & Wood, 1982). Social cognitive theory (Bussey & Bandura, 1999) 

supports that gender norms and expectations from their families and friends determine 

children’s behaviors and attitudes. Social normative expectation encourages men to 

become leaders rather than women (Javidan, Dorfman, de Luque, & House, 2006). Men 

are expected to be task leaders and women to be social organizers (Kent & Moss, 1994). 

Due to this biased social expectation, women continue to face more challenges in 

developing leadership than men (Eagly & Karau, 2002). Therefore, with more 

opportunities to develop their leadership skills, men tend to be more favorably regarded 

for senior leader positions (Ohlott, Ruderman, & McCauley, 1994). Men’s higher 

leadership positions lead them to have more power and network associations, and more 

resources available (Ridgeway, 1992). In a different perspective, people think that great 

leaders have more masculine traits (Druskat, 1994). Due to this cognitive bias, women 

are disadvantaged in advancing to senior leader positions (Eagly & Carli, 2007). To sum 

up, two theoretical frameworks suggest that women have been less favored than men for 

leadership positions. However, with the different thinking of distributed or shared 

leadership, examining the effect of gender on leadership development can be meaningful.  

Women’s entry into the professions has continued to increase in recent decades 

(Vecchio, 2002). Due to the increasing rates of females in the workforce into work 

groups, gender has become a critical factor to be investigated in the emergence of 

informal leaders. For this purpose, gender was tested as a variable moderating the 
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relationship between individual traits and informal leadership emergence in 

manufacturing teams (Neubert & Taggar, 2004). In this study, “a high level of 

conscientiousness, emotional stability, and team member network centrality predicted 

informal leadership more for men than for women, but a high level of general mental 

ability predicted informal leadership more for women than for men.” (p. 175). 

Challenging the established thinking that men are superior to women as leaders, Eagly 

and Karau (1991) posited that women were more likely to emerge as leaders when the 

team task demanded substantial levels of social interaction. 

2.5. Pessimism 

Pessimism is one of emotional states experienced by employee in the workplace 

(Thiel, Connelly, & Griffith, 2012).  There are several work-related experiences such as 

fear of unemployment, unfair compensation, or poor feedback that arouse negative 

feelings among employees (Andersson & Bateman, 1997; Bjornstad, 2006; Jensen & 

Slack, 2003; Strathdee & Hughes, 2001). Pessimism causes loss of control and certainty 

(Connelly, Gaddis, & Helton-Fauth , 2002). Pessimistic people tend to be reluctant to 

take action before thinking (Mesquita & Frijda, 1992; Roseman, 1991). Pessimism 

reduces confidence (Thiel et al., 2012). Persons with pessimism are likely to call current 

situations in question and toned reassurance. Pessimistic individuals have difficulty 

actuating their potential (Keltner, Ellsworth, & Edwards, 1993). Instead, pessimistic 

individuals tend to investigate all possible solutions trying to manage unpredictable 

situations. Pessimism can be distinguished from hopelessness, which is a more intense 

emotion (Thiel et al., 2012).  Hopelessness causes complete withdrawal. 
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However, pessimism can contribute to enhancing cognitive ability by triggering 

deliberation and promoting a more controlled, organized information processing 

(Kaufmann, 2003; Raghunathan & Pham, 1999). This can lead to more practical ideas 

that are readily available for implementation (Thiel et al., 2012).   

2.6. Optimism 

Optimism or hope is the opposite of pessimism. Compared to pessimistic 

individuals, those who are optimistic are quite eager to take action (Roseman & Evdokas, 

2004). Moods and emotions play a significant role in the leadership process (George, 

2000). Optimism is a human virtue or asset that can work as one of the main drivers of 

behaviors in the workplace (Luthans, 2002; Peterson, 2000). Optimism leads people to 

think positively, to be more flexible, and to be more creative when they need to generate 

solutions for organizational problems (Murray, Sujan, Hirt, & Sujan, 1990). Optimistic 

people tend to be hopeful and believe that positive events happen more than negative 

events (Scheier & Carver, 1985; Salovey & Birnbaum, 1989). People who experience 

positive moods tend to become more tolerant in their evaluations and perceptions, more 

self-confident with their abilities, more helpful for other members, and to believe success 

will come instead of wasting time blaming negative outcome (e.g. Bower, 1981; Forgas, 

Bower, & Moylan, 1990; George, 1991; Rosenhan, Salovey, & Hargis, 1981). Optimism 

was found to be positively related to goal-setting and accomplishment, and negatively 

related to submission, fate, and resignation (Lightsey, 1996). Using a sample of U.S 

Army Reserve soldiers, Bressler (2006) examined the association between optimism and 

affective commitment and found the two variables positively correlated. Sales managers’ 
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positive moods influenced the work groups’ quality of customer service, and sales 

managers in positive moods fostered higher levels of group performance (George, 1995).  

2.7. Work Engagement 

Work engagement became an important variable for organizations striving to 

elicit employee commitment that goes beyond what is expected and to optimize 

organizational performance (Masson, Royal, Agnew, & Fine, 2008). The concept of work 

engagement captured the interest of scholars because it predicted job performance 

(Bakker, 2009; Schaufeli & Salanova, 2007). Work engagement is defined as the extent 

to which employees invest their physical, emotional, and cognitive personal resources 

toward their work task roles (Kahn, 1990; Rich, LePine, & Crawford, 2010; Maslach, 

Schaufeli, & Leiter, 2001). Engagement is considered to be “emphatically connected to 

others in the service of the work they are doing in ways that display what they think and 

feel, their creativity, their beliefs and values, and their personal connections to others” 

(Kahn, 1990, p. 700). Schaufeli, Salanova, Gonzalez-Roma, and Bakker (2002) define 

work engagement as “a positive, fulfilling, work-related state of mind that is 

characterized by vigor, dedication, and absorption” (p. 74). 

2.8. Organizational Support for Development 

Concerning OSD (organizational support for development), it is believed to be 

cognitively connected to perceived organizational support (Eisenberger, Huntington, 

Hutchison, & Sowa, 1986), specifically, career support (Kraimer & Wayne, 2004), 

although those two concepts are still distinguished from each other to some extent. 
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Perceived organizational support (POS) is employees’ assessment with respect to the 

extent to which the organization responds to their contributions, job performance, and 

well-being (Rhoades & Eisenberger, 2002). POS is defined as “the extent to which 

employees perceive that their contributions are valued by their organization and that the 

firm cares about their well-being” (Eisenberger et al., 1986, p. 501). Shanock and 

Eisenberger (2006) examine the relationship between supervisors’ POS and their 

subordinates’ perceptions of supervisor support and report a positive relationship between 

these two constructs, meaning that supervisors supported by the organization tend to treat 

their subordinates supportively. POS has been identified as an important predictor of 

employee turnover (Maertz, Griffeth,  Campbell,  &  Allen,  2007),  of job satisfaction  

(Eisenberger,  Cummings, Armeli, & Lynch, 1997), of performance (Shanock & 

Eisenberger, 2006), and of commitment  (Hochwarter,  Kacmar,  Perrewe,  &  Johnson,  

2003). Academic research demonstrates that organizational and supervisor supports for 

development are critical factors that strongly motivate employees to participate in career 

development programs (Hurtz & Williams, 2009; Maurer, Pierce, & Shore, 2002). 

Perceived organization support is related to organizational justice and trust (Rhoades & 

Eisenberger, 2002; Dirks & Ferrin, 2002). POS mediates the relationship between 

employees’ developmental experiences and job performance (Wayne, Shore, & Liden, 

1997). POS mediates the link between political perceptions and work outcomes 

(Hochwarter et al., 2003). Going further, Wayne et al. (1997) acknowledge conceptual 

similarities between POS and leader-member exchange (LMX) and attempt to 

incorporate the literatures of these two variables by suggesting a model of the antecedents 

and consequences of POS and LMX. More recently, researchers examined how 
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developmental support influences employee work attitudes and behaviors (Ito & 

Brotheridge, 2005; Maurer & Lippstreu, 2008). Practice programs for employees such as 

participation in decision making processes and autonomy were positively related to 

commitment and negatively to turnover intentions (Ito & Brotheridge, 2005). 

Relationships among subordinates' perception of supervisor support, POS, and employee 

turnover rate were examined by Eisenberger, Stinglhamber, Vandenberge, Sucharski, and 

Rhoades (2002). Supportive practices related to human resources such as participation in 

decision making, reward justice, and growth opportunities were conducive to the growth 

of POS, and POS mediated the relationship between organizational commitment and job 

satisfaction (Allen, Shore, & Griffeth, 2003). Lee and Bruvold (2003) indicated that 

perceived investment in employees’ development (PIED) was positively related to job 

satisfaction and affective commitment. Furthermore, support for employee development 

had differential effects on organizational commitment depending on individual learning 

and performance orientations (Maurer & Lippstreu, 2008).  

2.9. Age 

Although leaders’ age is an interesting topic to be examined in leadership research, 

scholars have not paid much attention to it. They have not regarded age as an important 

variable (Zacher, Rosing, & Frese, 2011). “Data on the effects of managerial age 

throughout the entire working life span are relatively rare and, where available, 

inconclusive” (Streufert, Pogash, Piasecki, & Post, 1990, p. 552). “An electronic 

literature search of studies published in The Leadership Quarterly over the past 20 years 

found only one study that treated leader’s age explicitly as a theoretically relevant 
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concept and not merely as a control variable” (Zacher et al., 2011). Research on leader’s 

age as a demographic variable has been surprisingly unexplored (Walter & Scheibe, 

2013). In addition, the findings concerning the effects of leader’s age on behavioral and 

outcome variables are inconsistent across literature. The world’s aging workforce brings 

the role of age increasing attention among developmental as well as organizational 

scholars in work settings (Bowen, Noack, & Staudinger, 2010; Raymo, Warren, Sweeney, 

Hauser, & Ho, 2010; Zacher & Frese, 2009). Many academic works have studied how 

age affected various types of employee performance (Ng & Feldman, 2008; Zacher, 

Heusner, Schmitz, Zwierzanska, & Frese, 2010). Ng and Feldman (2008) found the 

positive relationship between age and job performance by utilizing meta-analysis.  

Avolio and Gibbons (1988) highlighted the importance of life span approach in 

leadership. Vecchio (1993, p. 112) found that “employees who were older than their 

supervisors (a) reported better working relations with their supervisors, (b) evaluated 

their supervisors more favorably, and (c) received ratings from their supervisors that were 

not less favorable than other employees.” Kanfer and Ackerman (2004) also took the life 

span approach, providing a framework to understand how age-related developmental 

changes influence work motivation. Zacher et al. (2011) found that leader’s age is 

positively correlated to leader generativity and negatively associated with follower 

perceptions of leader effectiveness and follower extra effort.  

2.10. Education 

Barbuto, Fritz, Matkin, and Marx (2007) found that having a master’s degree 

worked as an important predictor for quality leadership roles evidenced in “broader 
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critical thinking abilities, higher levels of creativity, stronger communication or even 

leadership and business acumen” (Gallagher, 2014). Agreeing with Gallagher on the 

positive effect of education level, Al-Hussammi (2008) reports that level of education is a 

strong indicator to predict job satisfaction. 

2.11. Definition of Informal Leader 

Sometimes influence in an organization comes not from formal authorities, but 

rather from personal qualities that are highly regarded by others in the workplace (Yukl 

& Falbe, 1990, 1991). There have been several attempts to define this type of leadership. 

First, Howell, Shea, and Higgins (2005) used the term “Champion.” Champions often 

share personality traits such as confidence, enthusiasm, and persistence. They display 

high levels of personal power, and can exercise a powerful influence on others. Shared or 

collective leadership (Hiller et al., 2006) and emergent leadership (Pescosolido, 2002; 

Schneider & Goktepe, 1983) are ideas closely related to informal leadership. Conger and 

Pearce (2003) define shared leadership as, “a dynamic, interactive influence process 

among individuals in groups for which the objective is to lead one another to the 

achievement of group or organizational goals or both” (p. 1).  The term “emergent leader” 

is defined as “a group member who exerts significant influence over other members of 

the group, even though the individual lacks formal authority” (Schneider and Goktepe, 

1983). 
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3. HYPOTHESIS DEVELOPMENT 

3.1. Qualities of the Informal Leader  

Even though informal leaders do not possess any formal authority, they are 

considered leaders within organizations. Which factors lead them to be recognized as 

informal leaders? In the same vein, this research aims to determine what qualities are 

associated with informal leadership. 

Previous research uncovered key determinants of leadership emergence such as 

general mental skills and personality, as well as more specific capabilities, talents, and 

values (Bass, 1990; Bass & Bass, 2008). The influence of informal leaders comes not 

from formal authorities, but rather from personal qualities highly regarded by others in 

the workplace (Yukl & Falbe, 1990, 1991). 

Formal leadership is distinguished from informal leadership by several 

characteristics that produce significant differences. Scholars have attempted to identify a 

distinct set of characteristics for informal vs. formal leadership. First, power sources are 

different. Formal leaders have supervisory authority to influence other people within an 

organization, whereas the power of informal leaders originates from their knowledge, 

skills, information superiority, and personality characteristics. The different sources of 

power held by formal and informal leaders lead to dissimilar ways of executing influence. 

French and Raven (1959) identified seven different types of power sources and grouped 

them into two categories, personal (referent, expert, connection) and position power 

(legitimate, reward, coercive, information). Unlike the influence of formal leaders, the 
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influence of informal leaders is based on personal ability. This study focuses on the 

personal power of the leader, especially referent power. Referent power is an informal 

leader’s ability to lead not by formal authority, but by example and advice. Followers 

may be influenced by informal leaders, and the influence of an informal leader may affect 

formal leaders, also. 

Informal leadership is leadership that emerges not from organizational position, 

but from the respect and influence that followers spontaneously accord to an individual. 

An informal leader in an organization influences others because they regard the informal 

leader as someone to be respected and someone whose example or opinion is likely to be 

helpful. Informal leaders possessing greater personal power can exert considerable 

influence over others (Yukl & Falbe, 1990, 1991).  

Effective leadership leads an organization to be competitive (Zhu, Chew, & 

Spangler, 2005). Leadership positively influences job attitudes which in the end 

positively influence higher performance (Mulki, Jaramillo, & Locander 2009; Steyrer, 

Schiffinger, & Lang, 2008). Positive job attitudes, enhanced by effective leadership 

contribute to decreasing turnover rate (Sutton & Griffin, 2004). Authentic leadership 

positively influenced followers’ feelings of inherent work motivation (Avolio & Gardner, 

2005). Transformational leaders support the engagement of their followers (Song, Kolb, 

Lee, & Kim, 2012). Research concerning transformational leadership includes two main 

streams. First is the association between the behavior of low- to mid-level managers and 

employee performance or attitudes, second is the link between the behavior of top 

managers and organizational performance (Schaubroeck, Lam, & Cha, 2007). Trust in 
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supervisor has been predicted salesperson’s intentions to quit (Mulki, Fernando, & 

William, 2006). Riaz and Haider (2010) found that transformational and transactional 

leadership were positively associated with career satisfaction. However, transformational 

leadership had a more significant and strong impact (ρ = .54) than transactional 

leadership. Leadership appeared to be one of the most powerful variables to predict 

employee work engagement (Harter, Schmidt, & Hayes, 2002).  

George (2000) posited that emotions and moods play a critical role in the 

leadership process. Optimism is a human propensity that can work as one of the main 

drivers of organizational behaviors (Luthans, 2002). Optimism is a positive expectation 

or strong feeling that people have towards their future (Peterson, 2000). With positive 

mood, people are more engaged in positive and flexible thinking and become more 

creative in generating constructive ideas for organization (Murray, Sujan, Hirt, & Sujan, 

1990). Optimistic people are confident with the belief that positive outcomes occur more 

often than negative outcomes (Scheier & Carver, 1985; Salovey & Birnbaum, 1989). 

People who feel positive moods tend to become more lenient in their evaluations and 

perceptions, more self-confident with their abilities, more supportive for their colleagues, 

and to have confidence with their success instead of focusing on negative events (e.g. 

Bower, 1981; Forgas, Bower, & Moylan, 1990; George, 1991; Rosenhan, Salovey, & 

Hargis, 1981). An optimistic person was likely to take a more flexible attitude as a 

problem-solving approach, using a more comprehensive perspective than one lacking in 

optimism (Isen & Baron, 1991; Murray et al., 1990). Leaders are likely to utilize their 

positive moods and emotions in order to drive improvements in their organizations’ 
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functioning (George, 2000). Leaders openly express feelings such as enthusiasm and 

optimism in order to motivate employees (Ashkanasy & Tse, 2000; Conger & Kanungo, 

1998; Lewis, 2000). According to De Hoogh and Den Hartog (2008), ethical leadership is 

closely connected to employees’ optimism for their future. Transformational leaders 

make use of their emotions and feel free to share such emotions with their employees 

(Dubinsky et al., 1995), and at the same time are attentive to how their subordinates feel 

(Spreitzer & Quinn, 1996). Peterson, Walumbwa, Byron, and Myrowitz (2009) posited 

that optimism is an antecedent of transformational leadership. Consistent with this 

suggestion, Bono and Judge (2004) propose that the appreciation of optimism needs to 

come first in order to understand the behaviors of transformational leaders. Luthans and 

Avolio (2003) propose optimism as a critical component for the development of authentic 

leaders, testing the relationship between entrepreneurs' level of optimism and perceptions 

of their authentic leadership. Gardner and Schermerhorn (2004: 275) posited that one 

“task of the authentic leaders is to raise optimism.” Authentic leaders strengthen 

employees’ positive emotions by inducing employees to identify with leaders (Avolio, 

Gardner, Walumbwa, Luthans, & May, 2004). Positive emotions (i.e., hope and optimism) 

shared by leaders and followers have critical effects on follower attitudes and behaviors 

(Avolio et al., 2004). Dolfi and Andrews (2007) found that the optimism experienced by 

project managers helped them overcome work-related challenges. Optimistic people tend 

to be confident with their success (Forgas et al., 1990). Working group leaders with a 

positive mood encourage the prosocial behaviors of group members and decreased group 

turnover rates (George & Bettenhausen, 1990). Positive moods positively influenced 

flexibility on categorization tasks (Isen, Johnson, Mertz, & Robinson, 1985). Isen et al. 
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(1987) suggest that optimistic leaders tend to be more creative, producing novel ideas 

contrary to current situations.  

Previous literature regarding the positive effects of leadership on follower 

behaviors and attitudes has been reviewed. Leaders supported career satisfaction (Riaz & 

Haider, 2010), engagement (Harter et al., 2002; Song et al., 2012) and performance 

(Schaubroeck et al., 2007) of followers. Leadership contributes to decreasing the 

followers’ intentions to quit (Mulki et al., 2006; Sutton & Griffin, 2004). The question 

remains, however, of just how and in what context informal leaders are engaged in the 

positive influence processes. Ethical leaders “are likely sources of guidance because their 

attractiveness and credibility as role models draw attention to their modeled behavior.” 

(Brown, Treviño, & Harrison, 2005, p. 597)  Followers observe the words or actions of 

their supervisors and infer the observations perceptually for their motivation (Epitropaki 

& Martin, 2004; Lord, 1985). Leading by example means that a leader is dedicated to his 

or her work and present guideline to followers about how to sustain their emotional and 

physical resources toward performance goal, and followers increase their levels of work 

engagement by observing the attitudes and behaviors of the leaders (Bandura, 1977). One 

item of a transformational leadership scale (Podsakoff, MacKenzie, Moorman, & Fetter, 

1990) measures subordinates’ perceptions of their leaders’ behavior by asking “My 

supervisor leads by example.”  According to the authentic leadership theory proposed  by 

Avolio et al. (2004), a leader’s perceived integrity and authenticity can predict the 

performance, trust, and engagement. Leader integrity means how a leader’s words and 

deeds are constant over time in connection with the behavior of that leader (Leroy, 
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Palanski, & Simons, 2012; Simons, 1999) Mood contagion activates when one person 

observes another person’s display of mood and imitates the display (Barsade, 2002; 

Neumann & Strack, 2000).  

Informal leaders lead not by formal authority, but by example and advice. As 

shown in previous research, followers observe the behaviors of their leaders and tend to 

establish the direction of their behaviors based on these observations. Through the 

process of emotional contagion, follower’s emotions are influenced by the emotional 

states of leaders. Engaged, involved, committed employees become more proficient and 

influential at their jobs. These employees as informal leaders are likely to encourage 

others to be dedicated, devoted, and committed. Since optimistic and enthusiastic 

employees tend to act as informal leaders, so we expect informal leaders to also 

demonstrate more positive feelings than negative feelings. Indicators including 

performance, optimism, career satisfaction, and work engagement are used as barometers 

of positive engagement that can be displayed by an informal leader. I expect informal 

leaders to show lower turnover intention. Therefore, I propose the following: 

Hypothesis 1a. Performance is positively related to	informal leadership. 

Hypothesis 1b. Turnover Intention is positively related to informal leadership.  

Hypothesis 1c. Career Satisfaction is positively related to informal leadership. 

Hypothesis 1d. Work Engagement is positively related to informal leadership. 

Hypothesis 1e. Optimism is negatively related to informal leadership. 
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3.2 Factors Influencing the Formation of Informal Leadership  

Which demographic factors influence the formation of informal leadership? Since 

little previous research has been done on informal leadership, much of my theory is based 

on extrapolation from research on other types of leadership and logical analysis. In this 

study, four demographic variables, i.e., age, educational background, work experience, 

and gender, are chosen for analysis. Therefore, four hypothetical relationships between 

these demographic factors and informal leadership are put forward.  

3.2.1. Age 

A few studies have considered how age influence different types of employee 

performance (Ng & Feldman, 2008; Zacher et al., 2010). Ng and Feldman (2008), using 

meta-analysis, found a positive association between age and job performance. Avolio & 

Gibbons (1988) emphasized a need for life span approach in leadership research. Vecchio 

(1993) tested the relationship between employees’ age and their working relations with 

their supervisors, finding a positive slope between the two variables. Zacher, Rosing, and 

Frese (2011) found that older leaders tended to be more generous but to score lower in 

follower perceptions of leader effectiveness and to have difficulty encouraging followers 

to make an extra effort. However, age has not been seen as a major variable in leadership 

research (Zacher et al., 2011).  It is surprising to know that leader’s age has seldom been 

investigated in leadership research (Walter & Scheibe, 2013). Only one study of all those 

published in The Leadership Quarterly in the last twenty years adopted the age of leaders 

as a theoretically meaningful concept (Zacher, Rosing, & Frese, 2011). Thus, there has 
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not been much interest in the association between age and leadership. Furthermore, most 

leadership research that uses age as a main variable concentrates on formal leadership.  

Although leaders’ age is an interesting topic to be studied in leadership research, 

it has not captured much attention from scholars. Leaders’ age has been surprisingly 

unexplored in the field of leadership (Walter & Scheibe, 2013). Generally speaking, the 

highest positions of leadership in organizations are held by older persons than those who 

hold positions at the lower levels of leadership. There may be a similar pattern observed 

in the relationship between age and informal leadership. As we get older, we tend to 

become more intellectually and emotionally mature. These types of self-development 

may contribute to the esteem or confidence that co-workers have in the informal leader’s 

example and advice. Therefore, we expect to observe a positive relationship between age 

and informal leadership.    

Hypothesis 2. Age is positively related to informal leadership. 

3.2.2. Educational Background 

Where does the influence or prestige of informal leaders originate from? Without 

an officially assigned supervisory role, informal leaders obtain or possess something to 

influence other employees, whether it is knowledge, social skill, physical attractiveness, 

or even a fascinating personality. People with more education are likely to possess 

specialized knowledge or expertise, and simply to be more competent at understanding 

and interpreting workplace problems.  Scholars have attempted to uncover the positive 

effects of education on performance-related variables. For example, having a master’s 
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degree contributes to better leadership skills (Gallagher, 2014). In a similar vein, Barbuto 

et al. (2007) found that the master’s degree became a critical factor for outstanding 

leadership roles. Al-Hussammi (2008) reports that level of education predicts job 

satisfaction strongly. Therefore, we expect to observe a positive relationship between 

education and informal leadership. 

Hypothesis 3. Educational background is positively related to informal leadership. 

3.2.3. Work Experience 

Work experience provides employee with opportunities to acquire work skills, to 

learn how to solve work-related problem, and to build relationships. Existing leadership 

research has viewed tenure or times a particular task is performed as work experience 

(Borman, Hanson, Oppler, Pulakos, & White, 1993; Van Iddekinge et al., 2009). Cole et 

al. (2009) tested how seniority impacted the effect of leader behavior on followers. In 

Eastern cultures laying emphasis on paternalistic leadership and Confucian belief, 

seniority is more admired (Cheng et al., 2004). Higher leader positions are likely to be 

taken by persons having more work experience (Lee, 2004).  Enhancing leadership skills 

via work experience has been an important research topic for last two decades (McCall, 

2010). Wisdom and ethical leadership are positively related to levels of seniority (Sarros 

et al., 2006). From a different perspective, seniority does not necessarily predict 

leadership (Kouzes and Posner, 1995). In a similar vein, the concept of MTL (motivation 

to lead) was used by Oh (2012) to assess emergent leadership. He proposed a hypothesis 

concerning the relationship between length of work experience and level of MTL, but the 

time spent in a work did not influence MTL in his study.  
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Even though some studies could not find a significant relationship between work 

experience and leadership, seniority has worked as a main predictor explaining leadership 

in other research. Logic tells us the longer someone works, the more opportunities for 

career development should be experienced. Organizational members accumulate 

knowledge, expanding their perspective and experience as informal leaders as time goes 

by. For these reasons, a positive relation between work experience and informal 

leadership is hypothesized.  

Hypothesis 4. Work experience is positively related to informal leadership. 

3.2.4. Gender 

In the last decade, there has been strong interest in explaining gender differences 

in leadership (Book, 2000). Social expectation and genetic traits have acted as two main 

theoretical approaches in leadership and gender research. Social expectation motivates 

men more to become leaders than women (Javidan et al., 2006). From childhood, men 

and women are expected to behave based on their different gender roles and come to 

realize their distinct roles (Eagly & Wood, 1999). Social expectation theory describes 

men as more task-oriented and women as more sociable (Eagly, 1987; Eagly & Wood, 

1982). Social normative expectation gives more credit to a man for being a leader than to 

a women (Javidan et al., 2006). Men are encouraged to be task leaders, while women to 

be social organizers (Kent & Moss, 1994). Different expectations work against women in 

cultivating leadership (Eagly & Karau, 2002). Having been exposed to more 

opportunities to cultivate their leadership skills, men are likely to be favorably treated 

when they assume leadership roles (Ohlott et al, 1994).   
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Leadership is said to require more “masculine” traits (Druskat, 1994). Due to this 

biased social expectation, women go through challenges in exercising leader positions 

(Eagly et al., 2007). Possessing more social resources, men are expected to have more 

access to power and influential networks than women, hence to have an advantage in 

gaining respect as informal leaders (Ridgeway, 1992). Furthermore, women face 

prejudice (Eagly & Karau, 2002). Schneer and Reitman (1990) found that two per cent of 

men and thirty per cent of women reported gender discrimination. The persistence of 

discrimination and other factors continue to give men advantages in leadership careers. 

To sum up, two theoretical approaches propose that women have been treated less 

favorably than men as leaders. 

However, researchers have found that women tend to be more democratic and 

participative in their style when compared to men (Eagly & Johnson, 1990).  Women are 

more likely to demonstrate social and communal characteristics (Eagly, 1987). Eagly and 

Karau (1991) posit that women tend to appear more as leaders when a large degree of 

social interaction is needed for a team task. Wilson (1992) finds that women to be more 

empathic and have greater verbal and social skills. Although the literature of gender 

differences has shown that women face more challenging environments in becoming 

leaders than men, gender differences or effect sizes are relatively small or even minimal 

(Powell, 1990; Van Engen, Van der Leeden, & Willemsen, 2001). Women and men were 

found to be equally effective as leaders by Eagly, Karau, and Makhijani (1995). In 

addition, the findings are widely variable (Hoyt, 2010). Furthermore, leadership research 
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on gender had focused on the traditional type of leadership, formal leadership, rather than 

informal leadership.  

Prior research on leadership support men’s superiority as leaders and favorable 

environments for men in leadership development. However, quantitative results show that 

gender differences are small and minimal. Additionally, since we are dealing with the 

topic of informal leadership in this study, more emphatic, participative, and sociable 

women can exhibit greater informal leadership. Given the different concepts of 

distributed or shared leadership, studying the relationship between gender and leadership 

is meaningful. We will compare the mean values of women and men in informal 

leadership. This hypothesis will explore whether women scores higher than men in 

informal leadership.  

Hypothesis 5. Women will be more likely to be informal leaders than men. 

3.2.5. Organizational Support for Development 

Until now, I have investigated demographic factors that contribute to forming 

informal leadership.  Now I shift the focus from the employee to the company level. 

Conceptually, organizational support for development (OSD) is connected to perceived 

organizational support (POS) (Eisenberger, Huntington, Hutchison, & Sowa, 1986). 

Employees can evaluate the extent to which the organization cares for their contributions, 

job performance, and well-being (Rhoades & Eisenberger, 2002). The assessment of 

employees on organizational support is used as a measure for POS. POS acts as a critical 

antecedent of employee’s turnover (Maertz et al., 2007), job satisfaction (Allen et al., 
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2003; Eisenberger, 1997), and commitment (Hochwarter et al., 2003). POS is associated 

with organizational justice and trust (Dirks & Ferrin, 2002; Rhoades & Eisenberger, 

2002). POS is positively related to job performance and work outcomes (Hochwarter et 

al., 2003; Wayne et al., 1997).  

Lee and Bruvold (2003) found that perceived investment in employees’ 

development (PIED) contributed to increasing job satisfaction and affective commitment. 

Maurer and Lippstreu (2008) found that organizational support for employee 

development influenced organizational commitment differently according to individual 

learning and performance orientations. Researchers have examined the positive effects of 

developmental support on employee work attitudes, behaviors, commitment, and job 

satisfaction (Ito & Brotheridge, 2005; Lee & Bruvold, 2003; Maurer & Lippstreu, 2008). 

In addition, according to organizational support theory, employees feel obligated to repay 

benefits rendered by their companies (Masterson, 2001). 

An organization is able to provide a number of learning opportunities such as 

education and training programs to develop employees’ skills and knowledge. Since 

organizational support has a positive impact on job satisfaction, commitment, justice, and 

trust, examining the relationship between OSD and informal leadership naturally 

captured my interest. I feel that learning opportunities can encourage employees’ 

personal traits as informal leaders. Therefore, this study posits that there is a positive 

relationship between a company’s support for development and informal leadership. 

Hypothesis 6. Organizational support for development is positively related to informal 

leadership. 
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3.3. Informal Leadership and Team Effectiveness  

As described in the introductory section of this study, informal leadership can 

influence other organizational outcome variables positively. Strong informal leaders can 

encourage other workers to learn work related knowledge, to perform well, and to master 

their work. Therefore, informal leaders can affect organizational outcome variables 

positively like team effectiveness positively. 

3.3.1. Team Effectiveness 

Leadership is positively related to organizational performance measures. Zaccaro 

et al. (2001) examine how leadership is related to team effectiveness. Eisenhardt and 

Tabrizi  (1995) suggested that project leader power contributes to shortening the cycle 

time for product development. More specifically, leadership plays an important role in 

improving team effectiveness (Hackman & Walton, 1986; Kozlowski et al., 1996). Cohen 

and Bailey (1997) adopt a heuristic framework for team effectiveness to demonstrate this 

association. In the leadership literature, various leadership styles on the part of 

hierarchical, singular leaders have had different effects on team or follower effectiveness 

(Judge & Piccolo, 2004; Judge, Piccolo, & llies, 2004).  Judge and Bono (2000) posit that 

transformational leaders lead with high effectiveness, motivating subordinates. 

In the early stage of leadership research, one study defined leadership as an 

emerging collective process (Sherif & Sherif, 1953).	Other research has considered 

shared leadership to be one type of informal leadership. Perry et al. (1999) explained 

shared leadership “as a unique team process that facilitates the achievement of a number 



	

３９ 
	

of outcomes, including selling team effectiveness” (p. 36). This emerging concept of 

leadership means that team members get involved in leadership procedure, even though 

they are not assigned to official positions (Schneier & Goktepe, 1983). Pearce and Sims 

(2002) surveyed 71 management teams and assessed team members’ understandings of 

cross-functional leadership. They examined how the understandings of team members 

can influence team effectiveness. Today’s teams have become more autonomous, 

exerting more influence in the decision making process (Guzzo & Dickson, 1996). 

Without formal leaders, student work teams tend to share leadership roles and to show 

higher means in leadership. As empowered teams appear and organizations adopt flat 

structures, the traditional types of leadership start to encounter resistance (Mohrman et al., 

1995). In an autonomous team, the level of cooperation among team members is related 

to team performance (Luft, 1984; Neubert, 1999). The extent to which each individual 

member perceives shared leadership appears to have a positive effect on later self-ratings 

of team effectiveness (Avolio et al., 1996). Consistent with this result, Sivasubramaniam 

et al. (2002) found perceptions of shared leadership to be positively associated with later 

assessments of team effectiveness. Pearce et al. (2004) collected data from a sample of 28 

teams and found that shared leadership predicted team processes such as problem solving 

skill and social integration. With leadership roles shared by members, coordination, 

collaboration, and commitment increases (Ensley et al., 2003).When leadership is shared 

by team members, it tends to be more strongly related to team and organizational 

performance than the traditional, vertical type of leadership (Ensley, Hmieleski, & Pearce, 

2006; Hoch, 2007). Ensley et al. (2006) studied 154 top management teams, finding that 

vertical and shared leadership positively influence the performance measures of new 
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ventures (i.e., revenue growth and employee growth). Shared leadership appears to 

influence team performance through increased information sharing and the participation 

of team members (Mehra et al., 2006). For example, some studies show that in an 

organizational hierarchy informal or shared leadership offered by organizational 

members may have impacts on team or unit-level effectiveness (e.g., Friedrich, Vessey, 

Schuelke, Ruark, & Mumford, 2009; Klein, Ziegert, Knight, & Xiao, 2006). Hiller et al. 

(2006) argued that shared leadership is a crucial factor for team effectiveness, looking at 

the association between collective team leadership and the performance of a state 

department. They found that collective leadership had a positive impact on team 

performance. Carson et al. (2007) collected data from a sample of 59 consulting firms 

concerning the relationship between shared leadership and  team performance and found 

the two variables were positively related. Forty-two independent samples of shared 

leadership and its effect on team effectiveness were examined and meta-analyzed by 

Wang, Waldman and Zhang (2014). Connected to these findings, Avolio et al. (1996) 

indicated that recognition of shared leadership was associated with later perceptions of 

team effectiveness. Other factors affecting levels of team effectiveness are trust 

(Edmondson, 1999) and cross training. His meta-analytical study found that team-leader 

popularity had a positive effect on team performance. Consequently, I hypothesize that 

informal leadership will contribute to team effectiveness.  

Hypothesis 7. Informal leadership is positively related to team effectiveness. 
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3.3.2. Moderating Role of Pessimism  

 Reacting to situations that they encounter in the workplace, organizational 

members feel and show emotions. The range of emotions include the spectrum from 

highly positive, such as optimism and joy, to highly negative emotions, such as 

frustration and anger (McColl-Kennedy & Anderson, 2002). Emotion influences other 

variables such as enthusiasm, turnover, absenteeism, and work engagement. Employees’ 

levels of work engagement are related to their emotional status (Dubinsky et al., 1995). 

Therefore, leaders who understand emotions seem to inspire subordinates to work more 

effectively and efficiently (Grossman, 2000) and to enhance team performance.  

However, with negative feelings, employees tend to lose their appetite to work 

and decrease their efforts (Manion, 2000). Self confidence becomes doubtful because of 

pessimism (Thiel, 2012). The pessimistic person is suspicious of current situations 

(Keltner, Ellsworth, & Edwards, 1993). Similarly, those who are discouraged by negative 

emotions tend to lose confidence in their ability. Sinclair (1988) examined how mood 

impacts impression formation. He allocated subjects to three emotional sates, elated, 

neutral, and depressed. When subjects were asked to describe their impression of a target, 

those in elated moods tended to evaluate the target more positively than those in bad 

moods (Sinclair, 1988). Furthermore, pessimistic people expect negative events to 

happen more and positive events to happen less	(Bower, 1981; Salovey & Birnbaum, 

1989).   

Prior research on shared leadership paid attention to its direct impacts on other 

variables (Hoch et al., 2010). In this research stream, some scholars (Hoch, 2007; Pearce 
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& Conger, 2003) suggested the possible influence of other variables on this direct link. 

As suggested, age, diversity, and coordination weakened or strengthened the relationship 

between shared leadership and team performance as moderators (Hoch et al., 2010). 

Other variables can cut into this direct link as moderators. Following this line of 

reasoning, it would seem that the pessimism of employees can act as a moderator by 

diminishing the association between informal leadership and team effectiveness.  

Hypothesis 8. Employees’ pessimism weakens the relationship between informal 

leadership and team effectiveness. 

3.4. Comparing the Effect Size 

Informal leaders can be as influential as formal ones in changing organizational 

functioning by using their unofficial ties and by exercising social influence (Balkundi & 

Kilduff, 2006). However, most leadership research has focused on formal leaders rather 

than informal leaders. Most existing research simply poses a differentiation of one type 

from the other. Therefore, a systematic approach on how formal and informal leadership 

styles work differently within organizations has the potential to contribute to both theory 

and practice in the area of leadership studies. Leaders, formal or informal, motivate 

members and direct them toward goals. Both formal and informal leadership styles can 

contribute to organizational performance. In an organization, leaders can possess the 

qualities of the two leadership styles. All formal leaders execute different levels of 

informal leadership. 
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Leaders have an effect on firm and team performance as well as cognitive and 

behavioral outcomes for organizational members. Informal leadership, in combination 

with formal leadership, can play a critical role changing the levels of these variables. This 

analysis is intended to advance our understanding of formal and informal leadership, and 

the similarities or differences in how they affect team performance. The main research 

question is this: Is there a significant difference in the strengths of supervisors who also 

report they have informal leadership qualities vs. informal leaders who do not have 

supervisory responsibilities in influencing team effectiveness? Since formal and informal 

leaders use different bases of power and authority, and have different methods of 

affecting other organizational variables, the comparison becomes an interesting research 

question (Bass & Steidlmeier, 1999; Fairholm, 1998).  

Realistically, some employees assigned with official positions exert both formal 

and informal leadership, others exert only informal leadership. Employees categorized as 

formal leaders also marked the extent of their own informal leadership on Likert scales. 

Formal leaders are those who reported formal supervisory responsibilities. The item asks 

whether subjects are given formal supervisory responsibilities. Subjects are instructed to 

respond “Yes” or “No.”  Different levels of influential power as informal leaders interact 

with their possession or non-possession of formal authority. Two leadership groups are 

formed through the classification. Each cell may influence the dependent variables 

differently. Therefore, Leadership Group 1 indicates respondents who occupy 

supervisory positions and also report they are informal leaders. Leadership Group 2 

indicates informal leaders without formal supervisory positions. It is natural to reason 
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that with one more power source, Leadership Group 1 has a stronger impact on team 

effectiveness than Leadership Group 2.  

Hypothesis 9. Individuals who exert both formal and informal leadership will have a 

stronger effect on team effectiveness than those who exert only informal leadership. 

 

Figure 1  

Two Comparison Groups Formed by Formal and Informal Leadership Aspects 

 

 

4. LATENT VARIABLES 

4.1. Procedures 

All of the measures for each variable were derived from the Age and Generations 

Study, which is a secondary data source. There are 582 questions in the Age and 

Generations Study. To procure measurement validity, several procedures are suggested. 

First, for each construct, one commonly used scale was selected. As informal leadership 

is a new concept created by a new operationalization, the step of selecting a scale is 

omitted for it. The new selected scale was reviewed cautiously. First, a group of items 

was sorted from the Age and Generations Study and combined into scales. Initially 
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selected measures were examined by the advisory committee for face validity. Through 

this process, irrelevant items were excluded. Finally, Cronbach’s alpha was calculated to 

check internal consistency between items. Table 1 shows Cronbach’s alpha of each scale. 

Cronbach's alpha provides an estimate of internal consistency. Cronbach's alpha is used 

to indicate the degree to which a set of test items measure the same construct. All of the 

values are larger than .7, indicating an acceptable level of internal consistency (George & 

Mallery, 2003). We averaged all of the items for each variable to form a composite score 

to measure that variable. The composite score was loaded for analysis afterward. 

 

Table 1  

Cronbach’s Alpha of Each Scale 

Scale Cronbach’s alpha 
Informal Leadership  .756 

Optimism .799 
Job Performance .859 

Turnover Intention .767 
Career Satisfaction .918 
Work Engagement .872 

Organizational Support for Development .922 
Team Effectiveness .890 

Pessimism .807 
 

4.2. Informal Leadership (Leadership Group 2) 

This study focuses on informal leadership, relying on self-assessment data 

collected in the aforementioned study. Even though some informal leaders do not possess 

any formal authority, they consider themselves to be perceived as leaders within 
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organizations. We were interested in the factors that led them to be recognized as 

informal leaders, so we looked for attitudes and behaviors that would logically be 

associated with informal leadership in order to construct a relevant scale. Brass (1992) 

found that the influence of informal leaders originated from their centrality within 

organizations, with more central individuals likely to be more influential. Consequently, 

this study used two concepts, centrality and influential power, as guidelines to pick items 

reflecting informal leadership from the Age and Generations Study. In addition, another 

model for selecting items relating to informal leadership was provided by Antonakis, 

Avolio, and Sivassubramaniam (2003), who focused on the self-reported ability of 

leaders to influence the decisions of followers.  Possible survey items in the Age and 

Generations Study that might indicate informal leadership were reviewed and four six-

point Likert scale items were selected with responses ranging from “strongly disagree” to 

“strongly agree.” The items include the following:  

I have a say in the way my work group performs its tasks. 

My coworkers openly share work-related information with me. 

I am able to influence decisions that affect my work group. 

I am usually invited to important meetings in my organization.  

With these four items, a Cronbach’s alpha of .756 was calculated, indicating a 

sufficient level of internal consistency. If two items “My coworkers openly share work-

related information with me” and “I am usually invited to important meetings in my 

organization” were eliminated, Cronbach’s alpha improved, producing a Cronbach’s 



	

４７ 
	

alpha of .828. Since statistically significant levels were satisfactory either way, we kept 

all four items for analysis. Since this study focuses on informal leadership except for 

analysis of the last hypothesis, respondents reporting that they had supervisory 

responsibilities were excluded from the sample for analysis of all hypotheses except for 

the last. 

4.3. Dual Leadership (Leadership Group 1) 

 Some members in an organization exercise both formal and informal leadership. 

Age and Generation study asked respondents if they possess formal supervisory power. 

Subjects responded “Yes” or “No.” The respondents who answered “Yes” for the 

questionnaire were categorized into Leadership Group 1 meaning that they are formal 

leaders with different extents of informal leadership. Concerning informal leadership, 

they also marked on a six-point Likert scale ranging from “strongly disagree” to 

“strongly agree.” Different levels of informal leadership interact with their possession of 

an officially assigned position. 

4.4. Job Performance 

In-role performance scale has been used to measure job performance (Williams 

and Anderson, 1991). The scale consists of seven 5-point Likert-type items (1=never to 

5=always).The items are shown in Table 2. The items are reviewed to identify major 

aspects of job performance. The completion of duty, performance evaluation, and 

fulfillment of expectation were found to be three major ideas of performance.  
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Table 2  

In-role Performance Items (Williams and Anderson, 1991) 

1. Adequately completes assigned duties 
2. Engages in activities that will directly affect his or her performance evaluation 
3. Fails to perform essential duties  
4. Fulfills responsibilities specified in job description 
5. Meets formal performance requirement of the job 
6. Neglects aspects of the job he or she is obliged to perform. 
7. Performs tasks that are expected of him or her. 
 

Selecting items to measure employee performance was relatively straightforward, 

since several survey items directly related to this variable. Three five-point Likert items 

were chosen, all having the term  “performance” or “perform” in the question itself with 

responses ranging from “very poor” to “excellent.” These included the following: “How 

would you rate your job performance, as an individual employee? For example, how well 

do you perform your job compared to other members of your team?”, “Think about your 

most recent assessment of your job performance or the most recent time you received 

feedback from your supervisor. How do you think your supervisor would rate your 

performance, in comparison to other members of your team?”, and “How would you rate 

your performance as a work team member?” Internal consistency between these three 

items was measured with Cronbach's alpha, which measured .859, indicating a 

satisfactory level of internal consistency. 

4.5 Optimism 

 Optimism is associated with positive thinking (Akhter, Ghayas, & Adill, 2013). 

Optimism is one’s positive expectation toward the future (Carver & Scheier, 2002). 
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Optimists believe that positive events will occur in their lives, and this belief enhances 

their self-confidence (Goldsmith & Matherly, 1988; Lyubomirsky, Tkach, & DiMatteo, 

2006). Optimists do not give up just because situations are stressful and even experience 

positive emotions being faced with obstacles (Fredrickson, 2001; Youssef & Luthans, 

2007). This positive outlook allows them to apply more creative solutions in order to 

handle problems. 

 

Table 3  

Life Orientation Test (Scheier & Carver, 1985) 

1. In uncertain times, I usually expect the best. 
4. I always look on the bright side of things. 
5. I am always optimistic about my future. 
11. I am a believer in the idea that “every cloud has a silver lining.” 

 

Table 4  

Four Reverse Coded Items (Scheier & Carver, 1985) 

3. If something can go wrong for me, it will 

8. I hardly ever expect things to go my way 
9. Things never work out the way I want them to 
12. I rarely count on good things happening to me 

 

The Life Orientation Test (LOT) has been used most frequently to assess 

optimism (Scheier & Carver, 1985). The short version of LOT Scale (1985) was used as 

reference in order to select appropriate items from the Age and Generations Study. 

Originally, the LOT scale consisted of twelve 5-point Likert-type items (1=strongly 

disagree to 5=strongly agree). After excluding four filler items (i.e., It’s easy for me to 
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relax, I enjoy my friends a lot, It’s important for me to keep busy, and I don’t get upset 

too easily) and four reverse coded items (Table 4), the short version comprised by four 

items were derived as shown in Table 3. The items were reviewed to identify major 

aspects of optimism. Positive thinking, an optimistic view for future, and self-esteem 

were found to be three major ideas of optimism. Based on these observations, six items 

were extracted from  the Age and Generations Study. Each item was answered on a six-

point Likert scale ranging from “strongly disagree” to “strongly agree.” The six items are 

as follows: “I am confident I get the success I deserve in life”, “When I try, I really 

succeed”, “I complete tasks successfully”, “Overall, I am satisfied with my life”, “I 

determine what will happen in my life”, and “I am capable of coping with most of my 

problems.” Internal consistency between these six items was measured with Cronbach's 

alpha, which measured .799, indicating a satisfactory level of internal consistency. 

4.6. Turnover Intention 

Bluedorn (1982) defined “turnover intention” as an employee’s conscious and 

deliberate intention to change jobs or to leave companies. Most previous research used 

only single item scales to assess turnover intention (Guimaraes, 1997). The single item 

scale has been criticized because it is impossible to infer construct validity from one 

single item (Lee, Carswell & Allen, 2000).  
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Table 5  

Turnover Intention Scale (Konovsky and Cropanzano, 1991) 

1. I intend to look for a job outside of [company name] within the next year 

2. I often think about quitting my job at [company name]. 
3. I intend to remain with this company indefinitely 
 

Konovsky and Cropanzano (1991) used a three-item scale to measure turnover 

intention. The three items are shown in Table 5. The items were reviewed to identify 

major aspects of turnover intention. Based on this review, two items were selected to 

measure turnover intention from Age and Generation Study. Survey items included “It 

would take a lot to get me to leave my organization” and “Compared to other 

organizations I know about, I think my organization is a great place to work”, with each 

item answered on a six point strongly disagree-strongly agree Likert-type scale. This 

constructed scale produced a Cronbach's alpha of .767, indicating a satisfactory level of 

internal consistency. 

4.7. Career Satisfaction 

Career satisfaction is the extent to which employees are satisfied or content with 

their career accomplishments (Judge, Cable, Boudreau, & Bretz, 1995). The career 

satisfaction scale developed by Greenhaus, Parasuraman, and Wormley (1990) has been 

used in over 240 studies and has an excellent internal reliability (Hofmans, Dries, & 

Pepermans, 2008). This five-item measure was answered on a five-point scale ranging 

from “1 = strongly disagree” to 5 = “Strongly agree”. The items are shown in Table 6. 
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Table 6  

Career Satisfaction Scale (Greenhaus, Parasuraman, and Wormley, 1990) 

1. I am satisfied with the success I have achieved in my career. 
2. I am satisfied with the progress I have made toward meeting my overall career goals. 
3. I am satisfied with the progress I have made toward meeting my goals for income. 
4. I am satisfied with the progress I have made toward meeting my goals for 
advancement. 
5. I am satisfied with the progress I have made toward meeting my goals for the 
development of new skills 

 

The items were reviewed to identify major aspects of career satisfaction. 

Satisfaction with overall career, income, advancement, and the development of new skills 

appeared as major ideas. Based on this review, five items were selected to measure career 

satisfaction from Age and Generation Study. Each item was answered on a six-point 

Likert scale ranging from “strongly disagree” to “strongly agree.” The five items are as 

follows: “I am satisfied with the success I have achieved in my career”, “I am satisfied 

with the progress I have made toward meeting my overall career goals”, “I am satisfied 

with the progress I have made toward meeting my goals for advancement”, “I am 

satisfied with the progress I have made toward meeting my financial objectives”, and “I 

am satisfied with the progress I have made toward my goals for the development of new 

skills” Internal consistency between these five items was measured with Cronbach's alpha, 

which measured .918, indicating a satisfactory level of internal consistency. 

4.8 Work Engagement 

Kahn (1990) identifies that work engagement depends on how much individuals 

invest themselves on work-related tasks. They tend to feel engaged in the tasks when they 
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are able to project themselves on their work cognitively, emotionally, and physically 

(Kahn, 1990, 1992). 

 

Table 7  

Work Engagement Scale (Schaufeli, Bakker, & Salanova, 2006) 

1. At my work, I feel bursting with energy.  

2. At my job, I feel strong and vigorous. 
3. I am enthusiastic about my job. 
4. My job inspires me. 
5. When I get up in the morning, I feel like going to work. 
6. I feel happy when I am working intensely. 
7. I am proud of the work that I do 
8. I am immersed in my work 
9. I get carried away when I am working 

 

The nine-item Utrecht work engagement scale (Schaufeli, Bakker, & Salanova, 

2006) was used as a guideline in order to select appropriate items from Age and 

Generation Study. After reviewing the items, work engagement was characterized by 

energy, enthusiasm, and commitment. Based on these characteristics, three items were 

selected to measure work engagement. Survey items included “When I get up in the 

morning, I feel like going to work”, “I am enthusiastic about my job, I am immersed in 

my work”, and “I am immersed in my work” with each item answered on a seven point 

never-always Likert-type scale. This constructed scale produced a Cronbach's alpha 

of .872, indicating a satisfactory level of internal consistency. 
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4.9. Organizational Support for Development 

Learning is acquiring knowledge and being ready to apply it for different 

circumstances in creative ways. A learning orientation has been defined as a concern for 

and commitment to improving one’s capability (Dweck, 1986, 2000; Dweck & Leggett, 

1988). After employment, training and development programs are given in order to 

improve employees’ job skills, expertise, and job performance (Aguinis & Kraiger, 2009; 

Arthur, Bennett, Edens, & Bell, 2003). Companies offer a number of learning 

opportunities to develop employees’ intelligence and knowledge. These include 

continuing education and training programs, and other opportunities for professional 

development.  

 

Table 8  

Organizational Support for Development Scale (Schein, 1978) 

1. My organization has programs and policies that help employees to advance in their 
functional specialization. 
2. My organization provides opportunities for employees to develop their specialized 
functional skills. 
3. My organization has programs and policies that help employees to reach higher 
managerial levels. 
4. My organization has career development programs that help employees develop their 
specialized functional skills and expertise. 
5. My organization provides opportunities for employees to develop their managerial 
skills. 
6. My organization has career development programs that help employees develop their 
managerial skills. 

 



	

５５ 
	

To assess the organizational support for development (OSD), the six-item scale 

(Schein, 1978) worked as a guideline in order to select appropriate items from Age and 

Generation Study. Through this scale, employees evaluated on a scale from 1 (not at all) 

to 5 (a very large extent) regarding the extent to which companies provide education and 

training programs that improve employees’ job-related skills. The OSD scale focused on 

assessing the developments of functional skills and managerial capabilities.  

The items were reviewed to identify major ideas of organizational support for 

development. Based on this through review, three items were selected to assess OSD 

from Age and Generation Study. Learning opportunities for education training provided 

by organization were found to be major aspects of OSD. Survey items included “My 

company promotes the continuous learning and development of all employees”, “I am 

given a real opportunity to improve my skills at this company through education and 

training programs”, and “I am satisfied with the training and development programs 

available to me”, with each item answered on a six point strongly disagree-strongly agree 

Likert-type scale. This constructed scale produced a Cronbach's alpha of .922, indicating 

a satisfactory level of internal consistency.  

4.10. Team Effectiveness 

Team Effectiveness requires team members to coordinate their actions (Zaccaro et 

al, 2001). Recent studies on team/unit-level criteria (Roberson & Colquitt, 2005; 

Whitman, Caleo, Carpenter, Horner, & Bernerth, 2012) have used these four dimensions 

to classify team effectiveness: attitudinal outcomes (e.g., job satisfaction, commitment), 

behavioral processes and emergent states (e.g., cooperation, helping, cohesion), (c) 
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subjective performance (e.g., subjective ratings), and objective performance (e.g., 

productivity, actual sales). 

 

Table 9  

Team Effectiveness Scale (Sparrowe, Liden, Wayne, and Kraimer, 2001) 

1. Quality of work 

2. Getting work done efficiently 
3. Flexibility in dealing with unexpected changes 
4. Overall Performance 
 

Sparrowe, Liden, Wayne, and Kraimer’s (2001) used a four-item scale to measure 

team effectiveness. Through this scale, respondents were evaluated on a scale from 1 

(very poor) to 7 (outstanding). The four items are shown in Table 9. The items are 

carefully reviewed to identify main ideas of team effectiveness. Work efficiency, 

flexibility, and work quality were found to be three major features of team effectiveness. 

Using these dimensions as a guide for selecting items relating to Team Effectiveness, 

four six-point strongly disagree-strongly agree Likert-type survey questions were 

identified. These items were the following: “The members of my work team make good 

use of each employee’s talent”, “The members of my work team use effective 

communication strategies”, “The members of my work team use the resources available 

in an effective way”, and “The members of my work team manage conflict within the 

team effectively.” This constructed scale produced a Cronbach's alpha of .890, indicating 

a sufficient level of internal consistency. 
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4.11 Pessimism 

Table 10  

Beck Hopelessness Scale for Item Review Process 

2. I might as well give up because I can’t make things better for myself. 
4. I can’t imagine what my life would be like in 10 years. 
7. My future seems dark to me. 
9. I just don’t get the breaks, and there’s no reason to believe I will in the future. 
11. All I can see ahead of me is unpleasantness rather than pleasantness. 
12. I don’t expect get what I really want. 
14. Things just won’t work out the way I want them to. 
16. I never get what I want so it’s foolish to want anything. 
17. It is very unlikely that I will get any real satisfaction in the future. 
18. The future seems vague and uncertain to me 
20. There’s no use in really trying to get something I want because I probably won’t get 
it. 
 

Table 11 

 Nine Reverse Code Items from Beck Hopelessness Scale 

1. I look forward to the future with hope and enthusiasm. 
3. When things are going badly, I am helped by knowing they can’t stay that way 
forever. 
5. I have enough time to accomplish the things I most want to do. 
6. In the future, I expect to succeed in what concerns me most. 
8. I expect to get more of the good things in life than the average person. 
10. My past experiences have prepared me well for my future. 
13. When I took ahead to the future, I expect I will be happier than I am now. 
15. I have great faith in the future 
19. I can look forward to more good times than bad times 

 

A person might feel some doubts about his or her own competence as well as 

current or future prospects.  To measure the extent of pessimism, Beck Hopelessness 
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Scale (Beck, Weissman, Lester, & Trexler, 1974) worked as a guideline in order to select 

appropriate items from Age and Generation Study. The scale consists of twenty true/false 

items and the Cronbach’s alpha of this original scale was calculated as .80. The nine 

reverse coded items are more related to positive emotions and are excluded (Table 11). 

The eleven items were selectively used for consideration. The eleven items are shown in 

Table 10. The items were reviewed to identify major aspects of pessimism. Passive 

attitude, negative future perspective, and loss of confidence were found to be three major 

ideas of pessimism. Based on these observations, I identified six questionnaire items to 

use as indicators of a pessimistic viewpoint. The six-point Likert scale sttongly disagree, 

strongly agree items included “Sometimes, I feel depressed”, “Sometimes when I fail, I 

feel worthless”, “Sometimes, I do not feel in control of my work”, “I am filled with 

doubts about my competence”, “I do not feel in control of my success in my career”, and 

“There are times when things look pretty bleak and hopeless to me.” Internal consistency 

was measured with Cronbach's alpha, which measured .807, indicating a satisfactory 

level of internal consistency. 

4.12. Demographic Variables 

Demographic variables like age, gender, education, and work experience were 

added for analysis to discover how these demographic factors affect the development of 

informal leadership. Previous research indicated the strong possibility that gender and 

work experience would affect leadership. Age and education have not generally been 

found to be important in leadership studies, but since informal leadership relies on 

personal qualities not necessarily valued or even recognized by appointment to formal 
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position within the organization, these variables might be more important for informal 

than for formal leaders.  Each demographic variable has one item to describe itself. An 

item asking gender identity is straightforward: “Are you male or female?” The age item 

was “In what year were you born?”  For education, the item asked “What is the highest 

grade you have completed in school?”, and presented seven choices covering ‘Less than 

high school’ to ‘Graduate Degree’. Work experience was identified by the question, 

“How many years have you have been with [Organization Name], in total” giving 

respondents the option to enter numbers. 

5. STATISTICAL ANALYSIS 

As a tool for analysis, multiple linear regression analysis is adopted to test 

Hypothesis 1a to 1e, Hypothesis 2, Hypothesis 3, Hypothesis 4, Hypothesis 6, and 

Hypothesis 7. In order to compare the means of two independent samples (Hypothesis 5), 

T-test was used. For Hypothesis 9, concerning the comparison of formal and informal 

leaders’ effects on team effectiveness, partial eta squared was used.   

Secondary data were used for this study. After consideration of existing research 

and relevant theory, items were identified as indicators of the variables under 

consideration. In cases where scale development was possible, several items relating to 

the same concept were identified and tested for internal consistency using Cronbach’s 

alpha. A Cronbach’s alpha of .7 or more indicates a satisfactory level of internal 

consistency. 
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5.1. Data 

The analysis is based on the Age and Generations Study. The data were collected 

from 2007 (November 12th) to 2008 (October 1st) and released at 7th of October at 2013 

by Pitt-Catsouphes, Marcie, and Michael Smyer. Data are available through the ICPSR 

website (http://www.icpsr.umich.edu/icpsrweb/ICPSR/studies/34837). Detailed 

information about the data set is given in the reference section. The observation unit is 

the individual with a sample size of 2,195 employees. This survey data set contains 

employee and employer outcomes which relate to the experiences of work teams in five 

industry sectors. Retail, pharmaceuticals, finance, health care, and higher education are 

included in the industry sectors. The study is cross-sectional. Data were collected by 

paper and pencil interview as well as a web-based survey. The data source contains 582 

variables. After a thorough review of 582 items, forty-one variables were selectively used 

for this study.  

5.2. Variable Descriptions 

Table 12 shows the average values for the eleven variables. Respondents 

somewhat agree on their own qualifications as informal leaders. The average age of 1,221 

respondents is 41.15 years with an average educational level between two year college 

and the bachelor’s degree. On average, respondents have worked for currently employed 

companies for eight years. Subjects somewhat agree on their companies’ levels of 

learning orientation as 4.5 on a seven-point scale. Employees’ turnover intentions are 

reversely coded. Therefore, the average value of 4.7 on a seven-point scale means that the 

level of turnover intentions is relatively low among employees.  
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Figure 2 depicts the relationship between informal leadership and education 

degree. As respondents’ educational degree levels increase, their informal leadership 

score increases correspondingly, implying that educational background influences the 

formation of informal leadership. The reasoning behind Hypothesis 3 seems to be 

supported by the association shown in this graph. However, Hypothesis 3 needs to go 

through the step of regression analysis successfully for a final conclusion. 

 

Table 12  

Average Value of Eleven Variables 

Variables N Mean s.d. 
1. Informal Leadership 1,333 3.96 1.19 
2. Age 1,221 41.15 12.6 
3. Education 1,239 4.63 1.6 
4. Work Experience 1,324 7.9 8.4 
5. Learning Orientation 1,332 4.47 1.17 
6. Team Effectiveness 1,303 4.16 1.03 
7. Employee Performance 1,225 4.05 .62 

8. Employee Satisfaction 1,245 4.09 1.08 
9. Pessimism 1,238 2.94 .91 
10. Optimism 1,239 4.76 .61 
10. Work Engagement 1,224 5.03 1.42 

11. Turnover Intention 1,218 4.7 1.07 
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Figure 2 

Association between Informal Leadership and Education Degree Level 

 
 

5.3 Correlations between Variables 

Correlations are shown in Table 13 and 14. With two different dependent 

variables, two multiple regression analyses are conducted. First, correlations between 

eleven variables are obtained in Table 13. Second, correlations between six variables are 

obtained in Table 14. The asterisks are used as a signal to indicate the statistical 

significance of results. The significance level less than .01 (or .05) denotes that the 

correlation is significant and the two variables are linearly associated. Except for the 

correlations between “education” and “organizational support for development” and 

between “turnover intention” and “education”, all of the estimates turned out to be 

statistically significant at the .01 (or .05) level in Table 13.   
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It cannot be said that all these associations are meaningful. For example, the 

relationships between age and education and between age and gender are not based on 

theoretical assumptions described above.  

 

Table 13 

Descriptive Statistics and Correlations for Variables 
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Table 14 

Descriptive Statistics and Correlations for Variables 
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5.4. Results 

Multiple regression analysis was used to examine the association between 

informal leadership and different predictors. Tables 16 through 20 summarizes the 

analysis results. A significance level less than .01 (or .05) denotes that the beta 

coefficient is significant and the two variables are linearly associated. Except for the 

coefficients between age and informal leadership and between optimism and informal 

leadership, all of the relationships hypothesized were statistically significant at the 0.01 

(or .05) level in Table 16.  

Supporting Hypothesis 1a through 1d, informal leadership was positively related 

to performance (β = .06, p < .05) (Table 16), turnover intention (β = .07, p < .05) (Table 

16), career satisfaction (β = .22, p < .01) (Table 16), and work engagement (β = .09, p 

< .01) (Table 16). Thus, informal leaders, as expected, score low in turnover intention. In 

addition, informal leaders perform well, are satisfied with their current career, and are 

engaged in their work. Hypothesis 2, concerning the relationship between age and 

informal leadership, was not supported (p > .01) (Table 16). Hypothesis 3, concerning 

the relationship between education and informal leadership, was supported at the .01 

level (β = .22) (Table 16). As we hypothesized, having a higher degree contributed to the 

level of informal leadership. Hypothesis 4, concerning the relationship between work 

experience and informal leadership, was supported at the .01 level (β = .16) (Table 16). 

Hypothesis 6, concerning the relationship between organizational support for 
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development and informal leadership, was supported at the .01 level (β = .19) implying 

that organizational support for development (OSD) contributes to the formation of 

informal leadership within the organization (Table 16).  Informal leaders are more likely 

to appear in an organization that provides training and development programs and creates 

an environment for employees to learn, develop, and improve their skills.  

In order to test Hypothesis 5, comparing men vs. women in informal leadership, 

the T-test was applied (Table 17 & 18). In order to compare the means of two 

independent samples (Hypothesis 5), T-test was used. Table 17 and Table 18 describe the 

statistical results regarding Hypothesis 5. A sample of 750 women had the mean value of 

4.1 (σ = .93) in informal leadership. The average score of 500 men was 4.3 (σ = .94). The 

mean difference between men and women was calculated as .14, indicating that the mean 

difference between two samples is statistically significant (p < .01). Hypothesis 5 was 

supported at the .01 level, indicating that men were more likely than women to be 

informal leaders. The results for Hypothesis 5 are shown in Table 17 and Table 18. 

Hypothesis 7, concerning the relationship between informal leadership and team 

effectiveness, was supported at the .01 level (β = .62) indicating that informal leadership 

was positively related to team effectiveness. The regression results of Hypothesis 7 are 

shown in Table 20. Interaction term (informal leadership × pessimism) is created for 

moderator analysis. Hypothesis 8, concerning the moderating role of pessimism between 

informal leadership and team effectiveness, demonstrates a negative impact of pessimism, 

as shown in Table 20 (β = -.23, p < .01). Pessimism is positioned as a moderator between 
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informal leadership and team effectiveness. A positive slope between informal leadership 

and team effectiveness gets smaller as the moderator, pessimism increases. In addition to 

this, the informal leadership’s effect on team effectiveness grows as pessimism increases 

as indicated. With all of these facts, it appears that the employee’s pessimism weakens 

the relationship between informal leadership and team effectiveness, supporting 

pessimism’s role as moderator. Finally, for Hypothesis 9, concerning the comparison 

analysis of the effects on the final outcome variable, team effectiveness, between two 

leadership groups, which are dual leadership (Group 1) and informal leadership (Group 2) 

partial eta squared was used (Table 21). Partial eta squared is a default measure of effect 

size reported in factorial ANOVA procedures in SPSS. This analysis shows that 

leadership group 2 (ℎ𝑝, = .33) has a bigger impact on team effectiveness than leadership 

group 1 (ℎ𝑝, = .28). Interestingly, this means that for informal leaders, having a formal 

supervisory position does not help improve the effect size. Rather, organizational 

members executing only informal leadership style can have a bigger impact on team 

effectiveness than those having both power sources, informal and formal leadership. It is 

logical to think that informal leadership combined with formal power would be more 

powerful than informal leadership itself. However, this study indicates that informal 

leadership alone is more effective than dual leadership.  

 

Table 15 

Model Summary 
R R Square Adjusted R Square SE of the Estimate 

.558a 0.31 0.30 0.98 
DV: Informal Leadership 
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Table 16 
Multiple Regression Analysis 

 Coefficient SE T-Ratio P-Value 
Intercept (β.)     
OSD 0.19 0.03 6.16 0.00 
Age -0.06 0.00 -1.75 0.08 
Seniority 0.16 0.00 5.14 0.00 
Performance 0.06 0.05 2.34 0.02 
Satisfaction 0.22 0.04 6.71 0.00 
Optimism -0.02 0.06 -0.70 0.49 
Engagement 0.09 0.03 2.86 0.00 
Turnover  0.07 0.04 2.11 0.03 
Education 0.22 0.02 8.47 0.00 
Gender -0.10 0.06 -3.75 0.00 
DV: Informal Leadership 

Table 17 
Comparison Between Men and Women (Hypothesis 5) 

 N Mean Std. Deviation Std. Error Mean 

Male 500 4.26 .94 .04 

Female 750 4.12 .93 .03 

 
Table 18 
Independent Samples Test (Hypothesis 5) 

 
T 

t-test for Equality of Means 

df Sig. (2-tailed) Mean  
Difference 

Std. Error 
Difference 

95% Confidence Interval 
of the Difference 

Lower Upper 
2.505 1,248 .01 .14 .05 .03 .24 

 
 
Table 19 
Model Summary  

R R Square Adjusted R Square SE of the Estimate 
.516a 0.27 0.26 0.89 

DV: Team Effectiveness 
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Table 20 
Multiple Regression Analysis 

 Coefficient SE T-Ratio P-Value 
Intercept (β.)     
Age -0.03 0.00 -0.98 0.33 
Seniority -0.08 0.00 -2.71 0.01 
Education -0.01 0.02 -0.40 0.69 
Gender 0.03 0.05 1.18 0.24 
Informal Leadership 0.62 0.03 18.89 0.00 
Inteaction_infolead_pessimism -0.23 0.01 -7.13 0.00 
DV: Team Effectiveness 

Table 21 
Comparison Analysis of Effect Sizes (Hypothesis 9) 

  
B 

 
Std. Error 

 
t 

 
sig 

  95%Confidence Interval  Partial Eta 
Squared Lower 

Bound 
Upper 
Bound 

Group 1 .63 .04 16.36 .00 .55 .70 .28 
Group 2 .63 .03 25.18 .00 .58 .68 .33 

 

6. DISCUSSION AND CONCLUSION 

Even though informal leaders do not possess formal authority, they influence 

other members and are respected as leaders by them. Informal leaders execute influence 

differently from formal leaders. Without formally assigned supervisory power, the 

influence of informal leaders is based on personal ability and personality. This study 

focused on the referent power of informal leaders. Referent power means a capability to 

influence not by official authority, but by example. Which factors make followers take 

informal leaders as their role models? Followers observe and imitate the behaviors of 

their leaders. Four barometers, i.e., performance, turnover intention, career satisfaction, 
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and work engagement, were chosen to represent the personal traits of informal leaders. 

As theorized, there were statistically significant relationships between these four 

indicators and informal leadership. Informal leaders scored high in performance, high in 

career satisfaction, high in work engagement, and low in turnover intention. Satisfied, 

engaged, superior performers were likely to exert a great influence over others.  

Do demographic variables contribute to the formation of informal leadership? 

Four demographic variables, i.e., age, educational background, work experience, and 

gender, were selected for analysis. Therefore, four hypothetical relationships between 

these demographic variables and informal leadership were created. Repeating the results 

from previous research, age did not have a significant role forming informal leadership. 

Education provides people opportunities to acquire specialized knowledge or expertise to 

be more competent at resolving workplace problems. Previous researchers have not 

looked into the relationship between education level and informal leadership. 

Meaningfully, this study found a positive relationship between educational level and 

informal leadership. Seniority has become a main factor predicting leadership in prior 

research. It has been understood that the longer an employee works, the more 

opportunities there are for professional development. Through these opportunities, 

employees should be able to improve work related skills. This should lead employees to 

grow in informal leadership. In this study, work experience was a significant factor 

affecting the formation of informal leadership. Comparing informal leadership of women 

and men, this study tested whether women score higher than men in informal leadership. 

Informal leadership was more noteworthy in men than women, suggesting that women 
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may have difficulty overcoming gender-related challenges even though they genuinely 

possess the personal characteristics of informal leaders. Consistent with results from 

previous quantitative studies on gender differences, the mean value of men (4.3 out of 5) 

is slightly higher than that of women (4.1 out of 5). Since this study did not provide clear 

evidence for this result, future research should consider why informal leadership 

characteristics are less effective for women than men. 

This study tested how organizational support for development (OSD) influences 

the level of informal leadership. The company’s support for development is its 

willingness to offer employees various learning opportunities for the purpose of 

expanding and improving their knowledge base. An organization provides a set of 

learning and training opportunities for employees to hone their work related skills. These 

learning and training opportunities can develop employees’ abilities as informal leaders. 

The company’s support for development fostered a motivating environment for informal 

leaders. In promoting personal growth, the company’s support for development 

contributed to developing informal leadership capabilities among employees. 

The association between informal leadership and team effectiveness was 

examined. This study found that informal leadership contributed to team effectiveness. 

The pessimism of employees was added to this relationship and tested as a moderator 

weakening the association. The employee’s negative feeling weakened the relationship 

between informal leadership and team effectiveness, supporting the role of pessimism as 

a moderator.  
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Some employees hold both formal and informal leadership, while others hold only 

informal leadership. Two leadership groups (Leadership Group 1 and Leadership Group 2) 

were created as appeared in Figure 1. Different levels of influence as informal leaders 

interact with their possession or non-possession of formal power. The strengths of these 

two leadership groups in affecting team effectiveness were examined and compared. 

Leaders nurture opportunities for members to participate more actively, to be more 

cooperative, to have less workplace conflict, and to be more effective. Informal leaders 

can have an effect on firm and team performance. Initially, it seemed that informal 

leaders would be influential when designated as formal leaders. Two leadership groups 

(Leadership Groups 1 and 2) were created as appeared in Figure 1. Different levels of 

influence as informal leaders interact with formal power. Employees included in 

Leadership Group 1 hold both formal and informal leadership. Employees from 

Leadership Group 2 display only informal leadership. The strengths of these two 

leadership groups in affecting team effectiveness were examined and compared. It 

seemed reasonable to think that formal power with informal leadership would be more 

influential than informal power by itself. Team effectiveness was adopted as a final 

outcome variable in this study. Unexpectedly, the results indicated that formal 

supervisory power combined with informal power did not contribute to team 

effectiveness. Rather, it decreased the positive effect of informal leadership on team 

effectiveness. The leadership group possessing only informal power sources reported 

more influence on team effectiveness. It will be interesting to investigate why formal 

power with informal power has a smaller effect than informal power alone. Perhaps 

formal power is even less influential than informal power. Further research to pick out 



	

７３ 
	

formal power by itself and to examine its single effect on team effectiveness could not be 

made in this study. Through future research, we will be able to examine how formal 

power functions to decrease team effectiveness and how it interacts with informal power 

sources. The contradictory aspects of formal power are reserved for a future study. 

Most leadership research has focused on the traditional vertical type of leadership. 

Recently, leadership research started to investigate the role of followers. There is no 

single best type of leadership that can work in every type of situation. In order to reach a 

desirable stage of leadership, leaders have reciprocal relationships with followers reacting 

to various situations such as industry type, culture, level of economic advancement, and 

type of task. From time to time, formal leaders need to be flexible and to recognize the 

leadership qualities of followers. With this delegation process, followers can take 

significant roles in a dynamic context. Concentrating on formal power over followers, 

leaders may ignore the desirable aspects of informal leadership, affecting organizational 

outcome variables negatively. This study is meaningful in that it shows the importance of 

informal leadership and power delegation, and should stimulate future research on that 

perspective. Additionally, systematic analysis on how informal and formal leadership 

work differently and interact with each other within organizations can make theoretical 

and practical contributions in leadership research. 

Another possible topic for future research is the potentially negative aspect of 

informal leadership. In certain situations, informal leadership can be more influential than 

formal leadership. If informal leadership works positively, it can complement formal 
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leadership. However, if the purpose of informal leadership is to interrupt formal 

leadership processes, organizations may end up falling into the dysfunction. 

Eastern cultures value seniority. In Eastern cultures laying much emphasis on 

paternalistic leadership and Confucian values, experience and seniority are admired 

(Cheng et al., 2004). In addition, gender roles are varied in different cultures. The sample 

used for this study is based in the United States. If we include subjects from other 

cultures in this study, the results are likely to be changed. The analysis results related to 

this comparative study may be affected by cultural contexts. The age related research 

question, which is the second (age) hypothesis, appeared not to be statistically significant, 

but results might be different when cultural factors are added to the model. Therefore, 

examining the relationships between informal leadership and the variables affected by 

culture can be an agenda for future research.  

The data are self-reported, mono-method, and secondary data. Secondary data 

containing 582 variables allowed us to analyze data from various angles. However, all of 

the variables came from the individual (employee) level, even though the subjects 

assessed team effectiveness and organizational support for development from team or 

company levels. There are limitations in creating new scales instead of using currently 

existing scales. To make up the weaknesses, several procedures were adopted for this 

study. First, for each construct, one popular existing scale was chosen. The selected scale 

was examined carefully. Based on this observation, a group of items were sorted from the 

Age and Generations Study and were combined as initial scales. Initially selected 

measures were reviewed by the advisory committee for face validity. After this review, 
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irrelevant items were eliminated. For all scales, Cronbach’s alpha was calculated to check 

internal consistency between items.  The estimate of .7 indicates an acceptable level of 

internal consistency (George & Mallery, 2003). Every scale exceeded this criteria.  

Even though secondary data is not free from genuine weaknesses and limitations 

in creating scales, utilizing it has several advantages compared to making use of primary 

data collected by survey. First, it saves time without the need for data collection, data 

coding, and data entry. Second, depending on a huge sample size and a large amount of 

money invested to develop the dataset and reliable statistical methods, publicized data 

leads us to have theoretically and statistically meaningful relations between variables. 

Third, publicly available data allow for confirmatory analysis and further testing. With a 

plethora of leadership research that has emphasized the traditional formal leadership 

perspective, this study attempted to examine the qualities that contributed to developing 

informal (i.e., shared or distributed) leadership and its effect on team effectiveness. I 

hope this study stimulate further research related to informal leadership.	
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APPENDICES 

1. Demographic Information (Employee) 

Questions Choices 
Q70. Are you …  1. Male 

2. Female 
Q71. In what year were you born?       19_ (Enter Two Digit Numeric Response) 
Q74. What is the highest grade you have 
completed in school…                                             
 

1. Less than high school 
2. High school diploma or GED 
3. Some college 
4. 2-year college degree 
5. Bachelor’s degree or higher 
6. Some graduate training or graduate 

school 
7. Graduate degree 

 

2. Formal Leadership 

Questions Choices 
Do you have any supervisory responsibilities? 0. No 

1. Yes 
 

3. Work Experience 

Questions Choices 
How many years have you been with 
[Organization Name], in total? (Accepts 
decimals) 

[Insert Numeric Response] years 

 
4. Informal Leadership  

Questions Choices 
Q28A. I have a say in the way my work group 
performs its tasks. 

 
1. Strongly disagree 
2. Disagree 
3. Somewhat disagree 
4. Somewhat agree 
5. Agree 
6. Strongly agree  

Q28B. My coworkers openly share work – 
related information with me. 
Q28D. I am able to influence decisions that 
affect my work group 

Q28F. I am usually invited to important 
meetings in my organization. 
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5. Organizational Support for Development 

Questions Choices 
Q15A. My company promotes the continuous 
learning and development of all employees. 

1. Strongly disagree 
2. Disagree 
3. Somewhat disagree 
4. Somewhat agree 
5. Agree 
6. Strongly agree  

Q15B. I am given a real opportunity to improve 
my skills at this company through education 
and training programs 
Q15C. I am satisfied with the training and 
development programs available to me 

 

6. Team effectiveness  

Questions Choices 
Q29H. The members of my work team make 
good use of each employee’s talent. 

 
1. Strongly disagree 
2. Disagree 
3. Somewhat disagree 
4. Somewhat agree 
5. Agree 
6. Strongly agree  

Q29I. The members of my work team use 
effective communication strategies. 
Q29J. The members of my work team use the 
resources available in an effective way. 

Q29K. The members of my work team manage 
conflict within the team effectively. 
 

7. Individual Performance 

Questions Choices 
Q58a. How would you rate your job 
performance, as an individual employee? For 
example, how well do you perform your job 
compared to other members of your team> 

 
 
1. Very Poor 
2. Poor 
3. Good 
4. Very good 
5. Excellent  

Q58b. Think about your most recent 
assessment of your job performance or the most 
recent time you received feedback from your 
supervisor. How do you think your supervisor 
would rate your performance, in comparison to 
other members of your team? 
Q58c. How would you rate your performance 
as a work team member? 
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8. Individual Job Satisfaction  

Questions Choices 
Q46e. I am satisfied with the success I have 
achieved in my career.  

 
 
1. Strongly disagree 
2. Disagree 
3. Somewhat disagree 
4. Somewhat agree 
5. Agree 
6. Strongly agree 

Q46f. I am satisfied with the progress I have 
made toward meeting my overall career goals 
Q46g. I am satisfied with the progress I have 
made toward meeting my goals for 
advancement. 
Q46h. I am satisfied with the progress I have 
made toward meeting my financial objectives.  
Q46i. I am satisfied with the progress I have 
made toward my goals for the development of 
new skills. 
 

9. Work Engagement  

Questions Choices 
Q55d. When I get up in the morning, I feel like 
going to work  

1. Never 
2. Almost never-A few times a year or less 
3. Rarely-Once a month or less 
4. Sometimes-A few times a month 
5. Often-Once a week 
6. Very often-A few times a week 
7. Always-Every day 

Q55e. I am enthusiastic about my job. 
Q55f. I am immersed in my work 

 

10. Turnover Intention  

Questions Choices 
Q56b. It would take a lot to get me to leave my 
organization  

1. Strongly disagree 
2. Disagree 
3. Somewhat disagree 
4. Somewhat agree 
5. Agree 
6. Strongly agree 

Q56d. Compared to other organization I know 
about, I think my organization is a great place 
to work. 

1. Strongly disagree 
2. Disagree 
3. Somewhat disagree 
4. Somewhat agree 
5. Agree 
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6. Strongly agree 
 

11. Positive Feeling (Optimistic Viewpoint) 

Questions Choices 
Q49a. I am confident I get the success I deserve 
in life  

 
1. Strongly disagree 
2. Disagree 
3. Somewhat disagree 
4. Somewhat agree 
5. Agree 
6. Strongly agree 

Q49c. When I try, I really succeed. 
Q49e. I complete tasks successfully. 
Q49g. Overall, I am satisfied with my life  
Q49i. I determine what will happen in my life 
Q49k. I am capable of coping with most of my 
problems. 
 

12. Negative Feeling (Pessimistic Viewpoint) 

Questions Choices 
Q49b. Sometimes I feel depressed.   

 
1. Strongly disagree 
2. Disagree 
3. Somewhat disagree 
4. Somewhat agree 
5. Agree 
6. Strongly agree 

Q49d. Sometimes when I fail, I feel worthless. 
Q49f. Sometimes, I do not feel in control of my 
work. 
Q49h. I am filled with doubts about my 
competence.  
Q49j. I do not feel in control of my success in 
my career.  
Q49l. There are times when things look pretty 
bleak and hopeless to me. 
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