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Abstract

According to role congruence theory (Eagly & Karau, 2002), it is not the evaluative content of the stereotype of
women but its mismatch with leadership roles that underlies women discrimination with regards to leadership
roles. The current study sought to establish whether leaders gender identity or the extent to which the leader
possesses traits associated with traditional gender stereotypes may explain leadership styles. Using a sample of
163 managers working within the bank and personal care services, results show that among both male and
female leaders, masculine gender identity was more strongly related to group-focused transformational
leadership (charisma, inspirational motivation, and idealized influence), transformational intellectual stimulation
leadership and to transactional leadership styles. Furthermore, the results show that masculine leadership self-
efficacy mediates the relationship between gender identity and leadership styles. Results are discussed in
relation to previous research.

Introduction

Despite the increasing numbers of women in the workforce, few females occupy a management position
(Balasubramanian & Lathabhavan, 2018). Most studies indicate that the ideal manager is perceived as possessing
stereotypical ‘masculine’ traits such as self-confidence, independence, assertiveness, dominance and rationality
(Kark, Waismel-Manor, & Shamir, 2012). According to role congruence theory (Eagly & Karau, 2002), it is the
incongruity with leadership roles that underlies women discrimination with regard to leadership roles. The extent
to which the leader possesses characteristics associated with gender stereotypes may explain leadership
behaviors.

This study aims to make the following contributions to the field: First, according to role congruence theory,
masculine gender identity is demonstrably related to leadership behaviors. Secondly, this study shows that
leadership self-efficacy is an important motivational mechanism that connects gender identity to leader
behaviors.

1.1. Gender Stereotypes, Gender Roles and Gender Identity

Gender stereotypes are the shared beliefs about supposed psychological or behavioural traits characteristic of
each sex (Scott & Brown, 2006). The male stereotype is characterized by 'masculine’ characteristics such as
dominance, independence, and achievement, whereas the female stereotype is characterized, by ‘feminine’
characteristics such as empathy, caring, and affiliation (Eagly, Wood, & Diekman, 2000). According to male
ratings, there is a positive correlation between the concept of man and the concept of leadership, which
contrasts with the negative correlation when considering the concept of woman and the concept of leadership
(Kolb, 1999).

According to Kolb (1999), perceptions of leadership and adoption of leadership styles are linked to stereotyped
perceptions of gender roles. Gender roles can be conceptualised as consensual beliefs about the attributes of
women and men. Eagly (1987) observed that “These beliefs are more than beliefs about the attributes of women
and men: Many of these expectations are normative in the sense that they describe qualities or behavioural
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tendencies believed to be desirable for each sex” (p. 13). Gender role refers to both descriptive and prescriptive
expectations related to women and men (Eagly & Karau, 2002).

Gender roles derive from gender identities (Stryker & Burke, 2000). Gender identity consists in the extent to
which an individual believes that he or she possesses traits associated with traditional gender stereotypes (Bem,
1993). Individuals who have a masculine gender identity perceive themselves as assertive, dominant, and
competitive (Eagly & Karau, 2000). Individuals with a feminine gender identity perceive themselves as empathic,
friendliness, and concerned for others (Eagly et al, 2000). Gender identities are internalized gender roles
expectations (Stryker & Burke, 2000).

1.2. Transactional and Transformational Leadership and Gender Identity

In investigating relationships between gender identity and leadership styles, we focus on the full range of the
leadership paradigm (Avolio & Bass, 1991) that differentiates between transformational and transactional
leadership styles.

Transformational leaders inspire subordinates to adopt creative solutions to problems. They serve as models
and foster trust and enthusiasm for their vision of the future (Vinkenburg, van Engen, Eagly, & Johannesen-
Schmidt, 2011). Transformational leadership comprises the following four factors. (a) The idealized influence
concern charisma, the power, the self-confidence, and ethics of a leader. ¢) Inspirational motivation refers to
how leaders might strengthen their subordinates by viewing the future with optimism, emphasizing striving
goals, offering a shared vision. d) Intellectual stimulation refers to a leader who challenges followers to find
creative solutions to problems. e) Individualized consideration refers to a leader’s behavior contributing to
follower satisfaction by advising, supporting, and paying attention to them (Antonakis, Avolio, &
Sivasubramaniam, 2003).

Transactional leadership establishes with these subordinates exchange relationships (Vinkenburg et al., 2011).
Transactional leaders, appeal to subordinates’ self-interest by establishing an exchange relationship (Bass, 1998).
There are three dimensions to transactional leadership: (a) Contingent reward leadership when a leader’s actions
are centred on clarifying objectives, task requirements and rewarding subordinates for a job well done; (b)
management-by-exception active concerns the actions of a leader whose goal is to ensure that standards are
met; and (c) management-by-exception passive refers to leaders who only intervene after noncompliance or
mistakes have occurred (Antonakis et al., 2003). Wu, Tsui, and Kinicki (2010) suggest to regroup charisma,
idealized influence and inspirational motivation in group-focused leadership because these behaviors aim to
influence a group as a whole by creating shared values and promoting a shared mission. Although
transformational and transactional leadership are conceptually and empirically separate, they both present
effective leaders (Eagly, Johannesen-Schmidt, & Van Engen, 2003).

According to social role identity, leaders adopt behaviors that are congruent with gender-role expectations.
Perceivers make an inference about the congruence between the types of actions people engage in and their
gender role (Desrumaux & Pohl, 2014). The ability to predict from role identity to performance is higher for
those with more committed identities (Stryker & Burke, 2000).

As Eagly et al. (2000) argued, the influence of gender roles on leadership style occurs because most people have
internalized their gender roles. The gender identity of leaders reflects an introjection of their gender role (Eagly
et al,, 2003). A study investigating the relationship between gender-role characteristics and transformational
leadership showed that some components of transformational managers were perceived as characterized by
‘feminine’ characteristics more than by ‘masculine’ ones (Klark et al., 2012). Vinkburg et al. (2010) showed that
individualized consideration was perceived as more important for women than men with regards to promotion.
However, previous studies argue that the dominant traits associated with transformational leadership are
masculine and are socially ascribed to men in our culture (Ford, 2006). Charisma, inspirational motivation, and
idealized influence, reflect ambition and assertiveness that are considered as more acceptable in men than
women (Prentice & Carranza, 2002). These mixed results suggest that it is important to examine the relationship
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between gender identity and the transformational leadership style. Transactional leadership is more often
associated with men than women (Eagly et al., 2003).

The discussion above provided the basis for the following hypothesis:

Hypothesis 1: Masculine gender identity was positively associated with group-focused transformational
leadership (charisma, inspirational motivation, and idealized influence)

Hypothesis 2: Masculine gender identity was positively associated with transformational intellectual stimulation
leadership

Hypothesis 3: Masculine gender identity was positively associated with transactional leadership styles

Hypothesis 4: Feminine gender identity was positively associated with individualized consideration leadership
styles

1.3. Leadership self- efficacy as a mediator

According to social cognitive theory, self- efficacy refers to the "beliefs in one’s capabilities to organize and
execute the courses of action required to produce given attainments” (Bandura, 1997, p. 3). Self-efficacy
influences the choices individuals make, their efforts, and how long they persevere when challenged (Bandura,
1997). Self-efficacy expectations are a motivational construct: the expectations that individuals have about their
capacities to complete a task or tasks related to a specific goal. It results from the acquisition of cognitive or
social skills through personal and/or vicarious experience (Bandura, 1997). There is a strong relationship between
self-efficacy and actual task activity (Javidan, Bullough, & Dibble, 2016). Leadership self-efficacy refers to a self-
perceived capacity to successfully manage a group (Dickerson & Taylor, 2000). The belief in one's leadership
abilities shows positive responses (Hoyt & Blascovich, 2010). Several authors have suggested the importance of
self-efficacy in the context of leadership (Javidan, Bullough, & Dibble, 2016).

Leader self-efficacy is an important leadership “driver”. Individuals with high leadership self-efficacy showed
more interest in leadership-related tasks, whereas individuals who had low leadership self-efficacy were more
likely to avoid leadership tasks (Dickerson & Taylor, 2000).. Self-efficacy is viewed as an indicator of positive core
evaluations (Judge & Bono, 2001). According to role congruity theory (Eagly, 1987), it is the incongruity between
stereotypes of women and the stereotype of leaders that produces bias evaluation (Heilman, 2012). The lack-
of-fit model suggests that an individual whose role is unreliable with the traits ascribed to him/her is
discriminated against because of the perceived lack of fit, producing increased beliefs of failure and decreased
beliefs of success (Desrumaux & Pohl, 2014; Eagly & Diekman, 2005). The incongruity between feminine gender
identity and group focused transformational leaders and transactional leadership is one type of lack of fit. These
processes can induce a decrease of leadership self-efficacy. The congruence between masculine gender identity
and group focused transformational leaders and transactional leadership can lead to a positive association
between gender identity and leadership self-efficacy.

Building on this analysis, we argue that self-efficacy is a mediator through which gender identity affects
leadership styles.

Hypothesis 5: Leadership self-efficacy mediates the positive relationship between masculine gender identity and
group-focused transformational leadership (charisma, inspirational motivation, and idealized influence).

Hypothesis 6: Leadership self-efficacy mediates the positive relationship between masculine gender identity and
intellectual stimulation transformational leadership

Hypothesis 7: Leadership self-efficacy mediates the positive relationship between masculine gender identity and
transactional leadership
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Hypothesis 8: Leadership self-efficacy mediates the positive relationship between feminine gender identity and
individual consideration transformational leadership

2. Method
2.1. Participants and Design

The study used a cross-sectional survey questionnaire. Participants were asked to fill out a paper-and-pencil
survey voluntarily. Participants returned their completed questionnaires directly to the research group.

Data were obtained from 163 managers working within bank and personal care services in Belgium. 50 per cent
of the sample was male. Most of the participants (114) were between the ages of 40 and 65.

2.2. Measures

Gender identity: The gender identity was assessed using the Deligniéres & Matkowski (2007) inventory. This
inventory is a French validation and adaptation of the short version of the Bem Sex-Role Inventory (Bem, 1981),
which is the most commonly used measure of stereotypical gender perceptions. Respondents rated the extent
to which 10 masculine items and 10 feminine items described themselves on a 5-point scale (1=never or almost
never true, 5=always or almost always true). The masculine items were averaged to yield a masculinity score,
and the feminine items were averaged to yield a femininity score.

To create the gender-role identity score, we used continuous scores on the ‘masculinity’ and ‘femininity’ scales.

Transformational and transactional leader behavior. We used the Multifactor Leadership Questionnaire (MLQ) to
assess leadership styles. The MLQ was the most widely used survey instrument to assess transformational and
transactional leadership (MLQ) (Antonakis, et al, 2003). The MLQ contains 45 items. There are 36 items on the
following nine behavioral components: Charisma, Inspirational Motivation, Idealized Influence, Individualized
Consideration, Intellectual Stimulation (i.e., each leadership scale is comprised of four items), Contingent Reward,
Management by Exception (active), Management by Exception (passive) and Laissez-Faire. Nine items assess
leadership effectiveness. We adopt Wu et al.'s (2010) behavioral foci of transformational leadership, that is,
individual-focused leadership and group-focused leadership. Individual-focused leadership adapts its behavior
based on subordinates’ individual differences (e.g., competences). Individual-focused leadership

concerns individualized consideration and intellectual stimulation. Group-focused leadership includes idealized
influence and inspirational motivation and aims at influencing the group as a whole by creating shared values
and seeking a common mission.

Leadership self-efficacy. Consistent with Bandura (1986), the construct of leadership self-efficacy should be
measured with regards to specific job leadership behavior. We used the Self-efficacy Follenfant Scale (Follenfant
& Meyer, 2003). The Follenfant scale contains ten items rated on a 5-point Likert scale. Participants indicate their
confidence in their ability to successfully complete the given tasks, with 1 indicating that they have no confidence
at all in completing the task, and 5 indicating that they are completely confident they can complete the task.
The items are averaged for a total Leadership Self-Efficacy score.

Demographic information. Participants reported their sex, age, sector and years of management experience

Controlled variables: We controlled for sex as this variable has been found to be related to leadership styles
(Koenig, Eagly, Mitchell, & Ristikari, 2011).

2.3. Ethical considerations
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The study conforms to the Code of Ethics of the World Medical Association (Declaration of Helsinki). Participants
were informed about the study's purpose. They were informed that their anonymity was assured. Informed
consent was assured when participants returned filled-out questionnaires.

3. Results
3.1. Descriptive statistics

Table 1: Means, standard deviations, internal consistency reliabilities, and correlations

M SD 1 2 3 4 5 6 7
1. Masculine gender identity 271 59 (.936)
2. Feminine gender identity 293 49 -,009 (.925)
3. Leadership self efficacy 347 72 519*** -,017 (.949)
4.  Transactional leadership 2,83 49 451%** ,012 ,311***  (.809)
5. Transformational 3,39 ,64  505*** -,031 ,790%**  408***  (.906)
Group-focused leadership
6. Transformational Intellectual 3,5 ;74 358%** -,097 JJ71x**  330%**  835%**  (855)
stimulation
7. Transformational Individual 3,63 72 ,280*** ,051 J750%**%  241%%  B17**k Bl4%Ex (820)
consideration

Note: *** p <.000; ** p <.01
Means, standard deviations, internal consistency reliabilities, and intercorrelations for all the variables are
presented in Table 1. As can be seen, all variables displayed good internal consistency (- s > .70).

3.2, Test of hypothesis

Multiple regression analysis, with controls, entered at step 1 (sex) and masculine gender identity and feminine
gender identity in step 2. The significance of indirect effects was further tested using a bootstrap analysis
(MacKinnon, Lockwood, & Williams, 2004).

Table 2 : Results of regression analysis on gender identity on leadership styles

Transformational Transformational ~ Transformational ~ Transactional
Group-focused Intelectual Individual leadership
leadership stimulation consideration
Modell
Tenure ,536*** -,227** - 246** ,132
Model 2
Masculine gender identity ,588*** ,299%** ,211%** ,463***
Feminine gender identity -,055 -,014 ,151** -,004
Sexe ,033 ,126 ,163* ,045
Model 3
SexeXIGM -,115 -,011 -,193** ,084
SexeXIGF ,065 -,028 -,067 ,049
R2

Note. *** p <.000; ** p < .01

As can be seen from Table 2, support is found for Hypothesis 1, 2 and 3, demonstrating a positive relationship
between masculine gender identity and transformational group-focused leadership (-: .512; p<.000),
transformational intellectual stimulation (-:.373; p<.000) and transactional leadership (-:.290; p <.000). Results
do not support hypothesis 4, which predicted that feminine gender identity was positively related to individual
consideration (-: 0.037; p >.000).

3.3. Leadership self-efficacy as a mediator
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To further test Hypotheses 5-8 (the four mediation hypotheses), we performed the Sobel test, which provides a
test of the indirect effect of an independent variable on the dependent variable via the mediator (MacKinnon,
Lockwood, Hoffman, West, & Sheets, 2002). Data was analysed using the method suggested by Preacher and
Hayes (2004) in the case of mediator analyses. We adopted bootstrapping to derive better estimates. The use
of bootstrapped confidence intervals avoids power problems of asymmetry and non-normal sampling
distributions of an indirect effect (MacKinnon, Lockwood, & Williams, 2004).

Results indicated that the indirect effects of masculine gender identity on transformational group-focused
leadership (z: .6.55; p <.01), on intellectual stimulation transformational leadership (z: .6.63; p<.01) and on
individual consideration leadership (z: .6.55; p <.01) were significant. The results supported Hypotheses 5, 6, and
7. Results provide evidence of a mediating role for leadership self-efficacy in the relationship of masculine
gender identity to the three dimensions of transformational leadership. Leadership self-efficacy does not
mediate gender identity-transactional leadership linkage (z: .1,27; p>.05). Next, we tested the mediated effect
of leadership self-efficacy on the relationship between feminine gender identity and individual consideration
transformational leadership. This revealed that leadership self-efficacy does not mediate this relationship (z: -
,30; p >.05).

4. Discussion

The first aim of this research is to broaden the focus of previous investigations by examining the effects of
gender stereotypes on leadership style and by offering new insights into the relationship between gender
identity and the adoption of certain manager styles. Previous studies indicate that women, in contrast to men,
have greater difficulties in attaining top leadership roles, and are less evaluated than male leaders (Hoyt &
Blascovich, 2010). The findings of this research both support previous research and develop our understanding
of the mechanisms through which gender identity affects transactional and transformational leadership. Two
key findings are discussed:

Firstly, we found masculine gender identity to be significant predictors of transactional and transformational
leadership styles. More precisely, this result provides empirical support for the idea that masculine gender
identity has a positive impact on group-focused and intellectual transformational leadership. This finding
suggests that the actual behavior of male and female leaders is generally consistent with gender role
stereotypes. These gender role stereotypes may be limiting the behavioral choices available to men and women
in leadership roles.

Second, the relationship between masculine gender identity and transformational leadership was found to be
mediated by leadership self-efficacy. Results show that self-efficacy is more strongly associated with the
adoption of a transformational leadership style than with the adoption of a transactional leadership style.
Transformational leadership is associated with the leader’s evaluation of his/her own abilities and capacity to
manage challenges in the workplace (Nielsen et al, 2009). Leadership self-efficacy is essential to the
transformational leadership process because it affects the objectives a leader selects and competences.
Masculine gender identity is associated with a more important leadership self-efficacy than female gender
identity. Leaders with feminine gender identity will not develop the same belief in their leadership capabilities
than a leader with a masculine gender identity.

This finding suggests a promising avenue of research exploring self-efficacy based interventions to enhance
transformational leadership.

5. Limitations and implications
There are a number of theoretical and practical implications of this study. As with all research, this study has
limitations. The data were gathered at one point in time, making it impossible to draw inferences of causality.

Drawing on longitudinal designs may help to further our understanding of the direction of the relationships
between gender identity, self-efficacy, and leadership style and provide further validation of these relationships.
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Leadership style and leadership self-efficacy were based on self-reports. Nevertheless, the fact that leaders’ self-
ratings have less validity than others’ ratings of leaders, is debatable. The results of Malloy and Janowski (1992)
study shows that self and other perceptions of leadership style appeared to be similar.

This study sheds no light on how the organizational context influence the perceptions of self-efficacy. Yeagley,
Subich, and Tokar (2010) suggested that self-efficacy is formed in the context of other background experiences,
culture, and contextual affordances. Further exploration of the contextual influences that may affect leadership
self-efficacy may add important information.

Finally, gender identity is treated as a characteristic of the individual, whereas more comprehensive contextual
patterns that can lead to gender identity are not considered. Previous studies have shown that gender becomes
effectively salient in organizational contexts that are gender-typed. When gender identity is effectively salient
in an organizational context, it is biased with regards to the extent to which a woman, compared to a similar
man, infers about her abilities to perform tasks (Ridgeway & Correll, 2004). The study of models, including
contextual characteristics, clarifies the relationship between gender identity and leadership.

Stereotypes of managers have consequences (discrimination, beliefs...) that may include a bias against choosing
and promoting women to management positions. For example, past studies have consistently shown that the
gender typicality of applicants’ faces affects hiring decisions for leadership positions irrespective of applicants’
gender (Desrumaux & Pohl, 2014 ). Being aware of biasing influences caused by gender identity or by masculine
vs. feminine appearance is very important, and managers and decision-makers need to receive training about
bias and assessment. This training should focus on stereotypes, showing, for instance, the many cases of women
succeeding in managerial positions. Furthermore, leadership self-efficacy doesn’t appear automatically amongst
individuals (It is necessary to understand that we are not “naturally” a manager of a team but become a manager
because of our abilities, and self-efficacy.
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