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ABSTRACT 

Complex organizational tasks, especially in knowledge intensive organizations, require the 

effective collaboration and coordination across teams or disciplines. Such effective inter-team 

coordination is the key to realize the organization’s competitive advantage, and informal 

leadership plays an important role during this process. However, the current literature on 

leadership in teams fails to explain how leaders can help with inter-team issues. In fact, external 

leaders can be the missing link that fosters this coordination and thereby enhance not just their 

team’s, but also the organization’s productivity. In this dissertation, I draw on literatures of 

brokerage and informal leadership to develop and test a model that explains: 1) Who will emerge 

as external leaders? 2) What do they do to become leaders? 3) What are the implications of being 

an external leader? Specifically, I propose a structure-agency interactive model, whereby 

individuals occupying critical network positions, such as inter-team brokers, will be more likely 

to engage in leadership behaviors, when they internalize a leader identity. By engaging in 

sensegiving and social support behaviors towards others in different teams, the inter-team 

brokers are perceived as emergent leaders, which, in turn, promotes their own performance. To 

test these hypotheses, I conducted a three-wave, survey-based study and collected data from 158 

MBA students. The results support some of the proposed hypotheses. The conclusion of this 

study suggests inter-team brokers can become influential and emerge as external leaders by 

engaging in sensegiving and social support. This dissertation contributes to the leadership 

literature, especially research on informal leadership, by investigating the under-explored area of 

informal leadership across team boundaries. 
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CHAPTER 1: INTRODUCTION 

As teams have been emerging as the basic building blocks of organizations, the role of 

leadership in team settings has begun to receive increased attention (Morgeson, DeRue, & 

Karam, 2010) Although past research has mainly focused on formal leadership activities and 

functions, leadership scholars have recently started to acknowledge that leadership can be 

distributed within a team and individuals can also be seen as leaders without necessarily holding 

formal positions (DeRue & Ashford, 2010). In other words, in addition to the leadership 

provided by individuals in an organization’s formal hierarchy (e.g., supervisor), informal 

leadership provided by other organizational members may contribute significantly to team or 

organizational effectiveness (Wang, Waldman, & Zhang, 2014). 

This recognition of importance of informal leadership has sparked research at different 

levels of analysis. At the individual level, one set of the research questions focuses on the 

antecedents of informal leadership or why some individuals emerge as leaders in teams. For 

example, individuals’ cognitive ability and personality traits, such as conscientiousness, 

extraversion and emotional ability, predict leadership emergence (Taggar, Hackew, & Saha, 

1999). Another very popular concept that goes beyond formal leadership but at the team level is 

shared leadership, which is defined as “an emergent team property that results from the 

distribution of leadership influence across multiple team members” (Carson, Tesluk, & Marrone, 

2007). Shared leadership has been demonstrated to have positive effects on team performance 

and effectiveness (D’Innocenzo, Mathieu, & Kukenberger, 2016; Wang et al., 2014). 

Overall the research of team leadership has generated a lot of interests with the focus 

primarily on leadership within teams, which is the leadership role is taken by an individual or 

multiple individuals inside a team, both formally and informally. As shown in Table 1, there is a 
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fair amount of studies on internal formal and informal leadership. For instance, formal leader’s 

extraversion can enhance group performance when employees are passive (Grant, Gino, & 

Hofmann, 2011); leader-member-exchange quality has impact on leadership emergence (Zhang, 

Waldman, & Wang, 2012); internal team environment, including shared purpose, social support, 

and voice leads to shared leadership emergence (Carson et al., 2007). However, there is a lack of 

attention to the possibility of leadership influence outside the team: the external leadership. 

According to Morgeson et al.’s (2010) structural dimensions of locus and formality of 

leadership, a leadership role can be taken by an individual or multiple individuals outside a team 

(affiliated in a different team) who seek to meet a team’s critical needs and help a team achieve 

its goals. And these external individuals can be either on a formal position or without the 

formalized responsibility. Compared to internal leadership, external leadership has received a 

more limited amount of attention in the literature. Even the few studies that have examined 

leadership outside the team have tended to focus on external formal leadership, such as the 

function of external leaders (Manz & Sims, 1987) and their impact on team empowerment 

(Kirkman & Rosen, 1999). That being said, there is a lack of research on the external informal 

leadership, and this source of leadership can be critical in multiple organizational processes that 

involve the interactions with teams’ external situations or with other organizational units (e.g., 

teams, departments). 

2 



  

 
       

 
        

 
  

 

  
    

     
     

 

  
   

   
   

    

     

 

 

  
       

     
 

    
     

 

     
    

 

           
 

 
 

           

            

            

       

        

          

      

        

      

         

Table 1-1. Four Distinctive Forms of Team Leadership 

Formality Formal Informal 
Locus 

“Formally assigned leaders who are “Leadership responsibilities are 
members of the team” shared among team members or 

• Howell & Avolio, 1993 certain team members emerge 
• Grant, Gino, & Hofmann, informally as a leader” Internal 2011 • Carson, Tesluk, & Marrone, 

2007 
• Zhang, Waldman, & Wang, 

2012 

“Formally assigned leaders who are “Individuals outside the team seek to 
not members of the team (i.e., do not meet a team’s critical needs” 
perform any of the team’s day-to-External day tasks)” 

• Kirkman & Rosen, 1999 
• Manz & Sims, 1987 

Note. The two dimensions and definitions of leadership types are extracted from Morgeson et al., 
2010. 

In this dissertation, I define emergent external leaders as those who are perceived as 

leaders by individuals from different teams, and who are able to satisfy these individuals or their 

team’s needs and help them achieve their goals. There are multiple reasons for why studying the 

emergence of external leadership in contemporary organizations. Underlying each of these 

reasons is the increase in organizational complexity and uncertainty. First, from leadership 

development standpoint, engaging in leadership behaviors outside of focal individuals’ teams is a 

way to expand employees’ roles in organizations and stretch their leadership knowledge, skills 

and abilities. In contemporary organizations, which face complex economic situations and 

seemingly chaotic information, the departmentalization based on disciplines limits the efficiency 

and effectiveness of task accomplishment (Thompson, 1967). Members from one team may not 
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possess all the expertise to solve problems especially when tasks require a broad set of highly 

specialized skills (Hansen, 1999; Tortoriello & Krackhardt, 2010). Emergent external leaders 

may provide this needed expertise and perspectives, or facilitate knowledge flow and transfer 

across boundaries (Morgeson et al., 2010). By doing so, emergent external leaders develop new 

skills, which can be different from the skills needed to lead people within the same team, and 

also gain knowledge from other disciplines that can be further applied to solve their own team’s 

problems. In addition, by going beyond their own team boundaries and influencing others 

externally, emergent external leaders not only develop new relationships in their networks, they 

also shape others’ networks by facilitating new relationships among other organizational 

employees (Cullen-Lester, Maupin, & Carter, 2017). Thus, becoming external leaders contribute 

to these emergent leaders’ development, expanding not just their capacity as effective leaders but 

also organization’s social networks. 

Second, emergent external leaders can help integrate specialized knowledge and facilitate 

effective inter-team coordination. As teams operate in complex environments, team members 

face uncertainties within and outside the organization (Thompson, 1967). Emergent external 

leaders can play a critical role in making sense of these uncertainties in order for teams to 

respond quickly and accurately in disruptive or novel situations (Randall, Resick, & DeChurch, 

2011). For teams to solve complex problems, inter-team coordination and collaboration is 

essential. Organizational scholars have long recognized that the source of an organization’s 

competitive advantage usually comes from the effective communication and coordination across 

units --- the competitive advantage that is often difficult to realize (Labianca, Brass, & Gray, 

1998; Lawrence & Lorsch, 1967). Emergent external leaders, due to their special locations across 

boundaries, can facilitate this effective communication and interactions among members from 

4 



  

          

        

  

         

         

        

            

       

          

        

            

         

            

 

       

          

         

          

         

          

           

          

       

different teams or disciplines, and inter-team coordination and collaboration, which is critical to 

successfully achieving superordinate goals for organizations to succeed (Hogg, Knippenberg, & 

Rast, 2012). 

Finally, the emergent external leaders can reduce the inter-team conflict. Leadership 

function is not restricted on tasks; the leadership function that focuses on maintaining integration 

among organizational employees and providing social and emotional supports to them is equally 

important (Bales, 1958; Yukl, 2002). The emergent external leaders may provide social support 

and establish mutual trust with external peers. Such positive interpersonal relationship can 

further reduce inter-team conflict and enhance mutual trust across groups (Homans, 1950). 

Moreover, such frequent inter-team contacts facilitated by the emergent external leaders can help 

to reduce group biases, dampen inter-team conflict (Labianca et al., 1998), and further facilitate 

the development of identification with the organization (Pittinsky, 2000). Given these important 

roles that emergent external leaders can play, this area deserves some more attentions. 

External Leadership from a Social Network Perspective 

Before discussing the research questions, it is important to define the key constructs and 

assumptions that I use in this dissertation. According to Balkundi and Harrison (2006), 

leadership is “not in the attributes of individuals but in the relationships connecting individuals” 

(p. 942). The process of leadership emergence involves leaders claiming leadership roles and 

followers granting such roles to the emergent leaders (DeRue, 2011). Using social network 

perspectives to conceptualize leadership emergence means that an informal leader is the one who 

is granted leadership role by most of his/her peers, which is operationalized as the highest 

indegree centrality in a leadership network (Balkundi & Harrison, 2006). However, such 
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leadership emergence can occur both inside and outside a workgroup. This means that the leader 

(e.g., the focal individual) could receive leadership nominations from two groups of people, one 

is from his/her own team (e.g., intra-team leadership network), and the other is from members 

outside of his/her team (e.g., extra-team leadership network). When considering leadership 

granting and claiming within both intra-team and extra-team leadership networks, there are four 

different scenarios (Table 1-2). An internal leader is the one who engages in leadership functions 

and is most influential perceived by others from the inside of the team. An external leader is the 

one who engages in leadership functions and is perceived as influential by others from the 

outside of the team. 

Table 1-2. The Focal Individual’s Intra- and Extra-Team Informal Leadership 

Extra-team leadership 

Low High 

Intra-team 
Low Not a leader A purely external 

leader 

leadership 
High A purely internal 

leader A hybrid leader 

Taxonomy of External Leadership 

To elaborate on these four different leadership structures, I will use an example of 

software engineering and mechanical engineering teams in an engineering firm to illustrate how 

informal leadership emerges in a two-team collaboration setting. Table 1-2 shows four 
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conditions of the focal individual’s leadership status. First, when the focal individual is not 

granted the leadership role by team members from both software (i.e., internal) and mechanical 

(i.e., external) engineering teams, the focal individual is not considered as a leader in either team 

(Figure 1-1A). Second, when the focal individual is granted the leadership role by members 

mostly from software engineering team (i.e., internal) but barely granted leadership by members 

of mechanical engineering team (i.e., external), the focal individual would be considered as a 

purely internal leader (Figure 1-1B). This is what most of contemporary studies of informal 

leadership focus on. Third, when the focal individual is barely seen as a leader by their own 

mechanical engineering team (i.e., internal), but is granted the leadership role by members from 

software engineering team (i.e., external) such an individual would be a purely external leader 

(Figure 1-1C). Fourth, when the focal individual is granted the leadership role by both software 

engineering team members (i.e., internal) and mechanical engineering team members (i.e., 

external), the focal individual is regarded as a hybrid leader – a leader in the eyes of people from 

both inside and outside their team (Figure 1-1D). In this dissertation, I will focus on emergent 

external leaders (e.g., Figure 1-1C), who are perceived as leaders by peers from different teams. I 

will focus on studying who will emerge as external leaders, how they emerge as external leaders 

(e.g., mechanisms), what are the consequences of being emergent externa leaders. 

7 
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Figure 1-1. Taxonomy of Leadership 

Software engineering team Mechanical engineering team 

B 

A 

D 

C 

Overview of the Present Study 

In this dissertation, I study this less-considered leadership by developing and testing 

theory explaining the emergence of external leadership and its implications. This dissertation is 

anchored by the following three research questions: 1) Who will emerge as external leaders? 2) 

What do they do to be perceived as emergent external leaders? 3) How does becoming emergent 

external leaders bring rewards to themselves? 

The dissertation unfolds as follows. In the second chapter, I review the literatures 

relevant to my research questions and draw on the literature of informal leadership and brokerage 

to find theoretical gaps. In the third chapter, I develop a theory explaining the informal leader 

emergence across team boundaries. I propose a structure – agency interactive model to answer 

the first research question. Specifically, when individuals occupy critical network positions, such 

as inter-team brokers, they are more likely to emerge as external leaders, especially when they 

internalize a desired leader identity as a part of their self-concept. Then I propose that the inter-

8 



  

           

        

        

         

          

        

        

         

      

          

        

     

            

         

 

 

team brokers are more likely to emerge as external leaders because they engage in sensemaking 

and social support behaviors. These behaviors will be perceived and attributed as leadership 

behaviors and individuals who engage in these behaviors are in turn granted leadership identities 

by others (i.e., leadership emergence). Last, I propose that becoming external leaders can bring 

rewards to the focal individuals, such as enhanced task and creative performance. A graphical 

representation of my complete conceptual model is presented in Figure 1-2. 

Chapter 3 is about the research design used to test the proposed hypotheses. The research 

methodology is based on a survey approach. This chapter also provides information about the 

sample, data collection procedure, measurement, and proposed analytical methods. 

Chapter 4 discusses the analytical techniques, and provides the detailed results of the 

analyses. In addition, several appropriate post hoc analyses are adopted and discussed following 

the results of hypothesis testing. 

In the end, Chapter 5 presents a general discussion of the results. The theoretical 

contributions, practical implications, the limitations, and directions for future research are also 

discussed. 
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Figure 1-2. Conceptual Model 

Leader 
identity 

Task 
Sensegiving performance 

ExternalInter-team 
leadershipbrokerage 
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CHAPTER 2: LITERATURE REVIEW 

Informal Leadership 

The concept of external informal leadership 

Yukl (2002) defines leadership as the “influence processes involving determination of the 

group’s or organization’s objectives, motivating task behavior in pursuit of these objectives, and 

influencing group maintenance and culture” (p. 5). Most of previous leadership studies have 

focused exclusively on individuals in formal managerial positions (Ancona & Backman, 2010). 

These studies can be grouped into two research streams: traits and behaviors of the formal 

leaders (Derue, Nahrgang, Wellman, & Humphrey, 2011). The first research stream examines 

how personal traits and characteristics, such as personality (Judge, Bono, Ilies, & Gerhardt, 

2002) and cognitive ability (Judge, Colbert, & Ilies, 2004) impact leadership emergence and 

effectiveness. The second research stream focuses on patterns of leadership behaviors, such as 

initiating structure and consideration (Judge, Piccolo, & Kosalka, 2009), or various leadership 

styles, such as transformational leadership (Eagly, Johannesen-Schmidt, & van Engen, 2003; 

Judge & Piccolo, 2004), and their relationships with leadership effectiveness. 

Although leadership research has devoted a lot of attentions on those who have 

managerial titles, leadership scholars have also recognized that leadership can stem from 

different sources, including those who are not in formal positions (Bass, 1949; Gibb, 1954; Katz 

& Kahn, 1978). Morgeson and colleagues (2010) differentiate the sources of leadership based on 

two structural dimensions: locus of leadership and formality of leadership. The locus of 

leadership indicates whether the leader is a member of the team (internal) and participates in 

team’s daily tasks or whether the leader is not a member of the team (external) and thus does not 

engage in day-to-day team activities. For instance, a team coach is not a member of the team but 

11 



  

             

        

        

       

         

          

 

         

         

          

       

         

           

            

           

        

           

            

            

           

          

               

influences the team for some extents. The formality of leadership reflects whether the leader is 

formally designated (formal) or whether employees spontaneously emerge as leaders without any 

formal designations from the organization (informal). This conceptualization and differentiation 

of leadership sources, accompanying functional leadership theory (McGrath, 1962) that views 

leadership roles can be taken by whoever assumes responsibility for helping teams achieve their 

goals, have relaxed the traditional assumptions of leadership that conflate leadership with formal 

supervision/designation. 

That being said, the significance of informal leadership in organizations, an indispensable 

source of leadership functions and behaviors, has increased rapidly, especially after the 

organizational environment and tasks become complex and ambiguous that require quick 

adaptability and flexibility (Bettis & Hitt, 1995). Teams operating in such environment must 

negotiate tasks, seek resources and support, and coordinate activities with internal and external 

entities to effectively accomplish team goals (Marks, Zaccaro, & Mathieu, 2000). While formal 

leadership can be well-suited for simple and repetitive tasks, it can be rigid and inefficient for 

complex tasks that are demanded by teams and organizations (Morgeson, 2005). In other words, 

informal leadership can be better suited for spontaneous coordination and mutual adjustment 

among team members that can promote the success of complex and ambiguous team tasks 

(Carson et al., 2007; Thompson, 1967). For instance, emergent leaders can promote not only 

their own performance, but also team performance (Zhang et al., 2012). When team tasks require 

specific expertise and knowledge, individuals with that knowledge are better suited to exert 

power and influence during problem solving processes (Aime, Humphrey, DeRue, & Paul, 

2014). When multiple individuals emerge as leaders at the same or different time points within 
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teams, which is also called shared leadership, it enhances team performance and effectiveness 

(Carson et al., 2007; D’Innocenzo et al., 2016; Wang et al., 2014). 

Although we have recognized the significance of informal leadership, the primary focus 

of prior studies is still within the boundary of the team (Morgeson et al., 2010). Informal 

leadership from the outside of team boundaries --- external informal leadership, has not received 

enough attention. The existing research attention on external leadership has been given 

exclusively to external formal leadership, such as team coaches, and its implications on team 

outcomes (e.g., Druskat & Wheeler, 2003; Morgeson, 2005). As the organizational tasks 

become more complex which may require efficient coordination and effective collaboration 

across multiple teams or discipline, the spontaneous influence that comes from the outside of the 

team might be necessary and an addition to leadership influence coming from the within. The 

underlying reason is that external leaders can satisfy the needs to accomplish tasks by providing 

and translating requisite information, and supplying material and personnel resources to the focal 

team (Carter & DeChurch, 2014). Thus, I define external informal leadership as leadership 

influence that comes from individuals outside of the team who lack formal authority over the 

team. In this chapter, I review current research on informal leadership and external relationships, 

and discuss gaps in current literatures. 

Two research focuses on informal leadership 

Current research on informal leadership has been focusing on two streams: individual 

leadership emergence and shared leadership, or other types of collective leadership (e.g., 

distributive leadership). Research on leadership emergence focuses on the individual level and 

investigates mainly individuals’ personal attributes and displayed behaviors that result in 

leadership emergence in groups (e.g., Côté, Lopes, Salovey, & Miners, 2010). On the other hand, 
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research on shared leadership, or collective leadership, focuses more on a collective level, such 

as a team level, and examines what team-level compositional or characteristic variables lead to 

the formation of shared leadership in teams (e.g., Carson et al., 2007), and how shared leadership 

impacts team effectiveness (Wang et al., 2014). Both individual- and collective-level research on 

leadership emergence have advantages and disadvantages. For example, studying informal 

leadership at a collective level, such as shared leadership, provides a structural view on different 

configurations of leadership in teams (DeRue, 2011). Specifically, multiple team members can 

engage in leadership functions simultaneously, or rotate the leadership roles at different time 

points for distinct tasks (Klein, Ziegert, Knight, & Xiao, 2006). However, the disadvantage is 

that it tends to neglect the micro-dynamism underlying the emergence process and the 

implications on these emergent leaders. Specifically, what are the dynamic processes or 

mechanisms at the individual or dyadic levels that eventually leads to particular structural 

configurations of influence networks? On the other hand, studying leadership emergence at an 

individual level may not be able to provide a structural overview of leadership networks, but it 

has its own advantages. For instance, investigating leadership emergence at an individual level 

can help us better understand why specific people can emerge as leaders (i.e., the antecedents) 

and how these people gain leadership influence and recognition from others (i.e., the process and 

behaviors), as well as the ramifications of being informal leaders (i.e., the consequences). Since 

this dissertation focuses on individual-level processes, below I describe what we have already 

known about informal leadership as an individual-level construct in more details. 

The Antecedents of Informal Leadership 

Individual Differences as Antecedents 
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Research on informal leadership has been focusing on the antecedents of leadership 

emergence. Specifically, leadership scholars have suggested that individuals with specific 

personal attributes, display particular behaviors, occupy unique organizational positions are more 

likely to emerge as leaders. Besides, leadership researchers also suggested that studying 

leadership should consider the perspectives of followers (Meindl, 1995), and individuals 

perceive leadership emergence according to their internalized leadership prototype (Lord, 1977). 

The early stage of leadership research can be traced back to “great man theories” or trait 

theories of leadership, which proposed that some personal attributes can make individuals stand 

out and become leader in groups (Bass, 1990). For example, Extraversion, Openness to 

Experience, Agreeableness, and Conscientiousness have positive relationships with leadership 

emergence, and Neuroticism has a negative relationship with leadership emergence. Besides the 

Big Five Personality traits, cognitive ability, or intelligence, has also been shown to have a 

positive relationship with leader emergence (Judge, Bono, Ilies, & Gerhardt, 2002). In addition, 

emotional intelligence is one of the most studied social skills that predict leadership emergence 

(e.g., Côté et al., 2010), and has been shown to predict leadership emergence above and beyond 

cognitive ability, personality traits, and gender. Among the dimensions of emotional intelligence, 

the ability to understand emotions was most consistently associated with leadership emergence 

(Côté et al., 2010). Empathy, defined as the ability to identify with and experience another’s 

emotions and an aspect of emotional intelligence, provides individuals with accurate 

understanding of team and member emotions and needs, which, in turn, predicts leadership 

emergence in self-managing teams (Kellett, Humphrey, & Sleeth, 2006; Wolff, Pescosolido, & 

Druskat, 2002). Furthermore, self-monitoring, the ability to monitor and adapt their behaviors in 

different social situations (Snyder, 1979), is also shown to have strong effects on leadership 
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emergence by multiple studies (e.g., Ellis, 1988; Rubin, Bartels, & Bommer, 2002) because high 

self-monitors are able to perceive the needs of the group and pattern their behaviors accordingly 

to satisfy group’s needs. In conclusion, the personal factors could function as indicators of 

whether the focal individuals align with the prototypical leaders in the eyes of the perceivers; 

they could also provide individuals with intrinsic motivations to engage in leadership behaviors 

that can be perceived by observers as effective leadership. 

In addition to study leadership emergence from the perspective of “who they are”, it is 

also important to understand “what they do?”. The behavioral paradigm of leadership research 

originated from researchers at Ohio State University and the University of Michigan, who 

identified two broad categories of leader behaviors. Beginning with more than a thousand 

dimensions, the Ohio State Studies narrowed the list to two that substantially accounted for most 

of the leadership behaviors: initiating structure and consideration. Initiating structure includes 

behaviors in which the leader defines and structures his or her own role as well as the role of the 

subordinates toward goal attainment, whereas consideration includes behaviors in which leaders 

support and show concerns for subordinates (Stogdill, 1974). These factors were similar to that 

of work by (Likert, 1961), which were summarized as task-oriented and relations-oriented 

behaviors. Task-oriented leaders focus on groups’ goals and the means to achieve the goals. 

They engage more in task roles, are more concerned with production, and need for achievement. 

Task-oriented leadership can be a source of expert advice and challenging motivation for 

subordinates (Bass & Stogdill, 1990). Relations-oriented leadership is expressing concern for 

others, attempting to reduce emotional conflicts, harmonizing relations among others, and 

regulating participation (Yukl, 2002). They engage more in building mutual trust, facilitating 

interactions, supporting, and establishing social and emotional ties (Bales, 1958). Thus, task-
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oriented leader behaviors are similar to initiating structure or production-oriented leader 

behaviors, whereas relations-oriented leader behaviors are similar to consideration or employee-

oriented leader behaviors. 

Network Antecedents to Leadership Emergence 

Besides the paradigms of traits and behaviors, a noticeable trend in current leadership 

research is the growing appreciation of the relational nature of leadership. Accompanying this 

relational concept of leadership is a growing interest in using social network approach to 

understand leader emergence and effectiveness (Carter, DeChurch, Braun, & Contractor, 2015). 

Social networks are the patterns of interpersonal relationship (i.e., ties) among a set of people 

(i.e., actors, nodes; Wasserman & Faust, 1994). Social network approaches offer theoretical 

rationale for understanding the development and utility of relationships, and analytic tools to 

identify, describe, and explain relationships (e.g., Borgatti, Mehra, Brass, & Labianca, 

2009).Thus, social network approaches are well suited for investigating leadership as a relational 

phenomenon. 

Individuals’ network positions or network contacts have impacts on whether they can be 

perceived as or promoted to leaders. For instance, the size and density of scientists’ collaboration 

networks predicts their occupation of a leadership position in science centers (Parker & Welch, 

2013). Employees’ initial and weak communication ties with periphery members, and later 

communication ties with current leaders predict the advancement to a leadership position (Collier 

& Kraut, 2012). When individuals are at the central positions in team advice and support 

networks, meaning they are more likely to give advice and support to other team members, these 

individuals are more likely to emerge as team leaders (Neubert & Taggar, 2004). Furthermore, 

people can bask in the reflected glory of their formal leaders who occupy the central positions in 
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advice network, and would be regarded as influential by other team members (Bono & 

Anderson, 2005; Sparrowe & Liden, 2005). Another research focus of informal leadership by 

using social network approach is to examine informal leadership at a collective level, specifically 

shared leadership or leadership structure. Defined as “an emergent team property that results 

from the distribution of leadership influence across multiple team members” (p. 1218), shared 

leadership can be facilitated in teams with benevolent internal environment featuring shared 

purpose, social support, and voice (Carson et al., 2007). 

Thus, applying social network perspective and method in leadership research can provide 

us with a comprehensive review of leadership processes. First, we can have a more nuanced 

understanding of leadership processes from multiple levels, such as individual, dyadic, teams, 

and even organizational levels. Other previous methods of studying leadership emergence and 

effectiveness were unable to provide such multi-level perspectives. In addition, social network 

approach can provide us a tool to study leadership influence from multiple sources, including 

both internal and external, which fits the purpose of this dissertation very well. Therefore, with 

social network approach, I am able to thoroughly study leadership influence from multiple levels 

and from multiple sources. 

The consequences of informal leadership 

Unlike the research on antecedents of informal leadership, most of the current studies on 

consequences of informal leadership are at the collective level, specifically the relationship 

between shared leadership and team effectiveness. There are a few studies that examined it at the 

individual level, such as the implications of emergent leaders on individual and team 

performance (e.g., Zhang et al., 2011). 
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Shared leadership, whereby multiple team members engage in leadership functions at the 

same or different time points during team processes, has been demonstrated by several meta-

analytic studies to be able to enhance team performance and team effectiveness (D’Innocenzo et 

al., 2016; Nicolaides et al., 2014; Wang et al., 2014). Shared leadership can take on different 

patterns of leading-following relationships (DeRue, 2011), and each of them may have differing 

implications on team outcomes. Comparing to dominating, wherein a single person controls the 

decision-making process, and consensus leadership processes, wherein all people make decisions 

together, a rotating leadership process is associated with higher levels of innovation (Davis & 

Eisenhardt, 2011). In a similar vein, Klein and colleagues’ (2006) qualitative study of extreme 

action medical teams also demonstrated that senior leaders repeatedly delegated active leadership 

roles to different junior leaders of the team. Such dynamic delegation, also a rotating shared 

leadership, can effectively enhance extreme action team’s ability to perform and improve novice 

team members’ skills. 

At the individual level, the leadership emergence can have direct implications on 

emergent leaders’ own and their teams’ outcomes. Pescosolido (2001) study found that informal 

leaders can influence group efficacy perceived by group members and this effect is stronger at 

the beginning of the group’s task. Pescosolido (2002) study suggested a new role for emergent 

group leaders, as the manager of group emotions. Such informal leadership roles and emotional 

managers can be enacted by different group members at different times. These emergent leaders 

will help make an interpretation of the emotional response that best serve the group’s needs, and 

then model that responses. By modeling a particular emotional response, these informal leaders 

are able to resolve ambiguity and catalyze the group to act. They are also able to increase group 

solidarity by creating shared emotion within the group and communal action. From this 
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perspective, the emotional management provided by leaders is very critical during the leadership 

and team processes. 

When informal leaders emerge in teams, these leaders’ higher motivation, as well as 

support and help from other team members, can contribute to their own performance (Zhang et 

al., 2012) and team performance (Taggar et al., 1999). Specifically, Kickul and Neuman (2000) 

have suggested that emergent leaders’ personality traits, such as conscientiousness, and cognitive 

ability were actually associated with team performance. Emergent leaders’ planning skills 

interact with structuring and consideration behaviors to predict both leaders’ and group 

performance (Marta et al., 2005). Mehra and colleagues (2006) investigated different patterns of 

formal and informal leaders in team settings and suggested that teams with distributed-

coordinated leadership structures, wherein formal and emergent leaders recognize each other as 

leaders, would have better performance because both formal and emergent leaders can be better 

able to synchronize their leadership efforts so that decision making and action are more 

effectively channeled within the team. However, what is missing in the current literature is the 

leadership outside the team. Thus, in the next section I highlight the role of the team boundaries. 

Extension of Informal Leadership Beyond Team Boundaries 

According to Morgeson et al.’s (2010) sources of leadership, less attention has been 

given to external informal leadership. As the organizational environment becomes more and 

more uncertain and tasks more and more complex, collaborations across boundaries are 

unavoidable. The spontaneous influence from the outside of the boundaries is expected, which 

includes providing task-related guidance and support, as well as maintaining integration among 

members from different teams and developing social norms and morale for the entire unit. Such 

external influence, or external informal leadership, deserves more attentions from management 
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scholars. Similar to the concept of external informal leaders from Morgeson and colleagues’ 

framework (2010), other organizational phenomena have also been discussed in organizational 

structure, intergroup leadership and multiteam systems literatures (e.g., Carter & DeChurch, 

2010; Lawrence & Lorsch, 1967; Pittinsky, 2010), which imply the importance of informal 

influence outside of the team boundary or in facilitating the inter-team coordination and 

collaboration. Although the brief discussion of similar processes, such as integrator (Lawrence & 

Lorsch, 1967), intergroup leadership (e.g., Pattinsky, 2010), and shared leadership in multiteam 

systems (Carter & DeChurch, 2010), the exhaustive research and better understandings are in 

need, especially in modern organizations where complex tasks require the extensive 

collaborations and coordination across disciplines or departments. The current literature of 

leadership, unfortunately, cannot help us understand better how to improve the inter-team 

coordination and intergroup relations through the informal leadership perspectives. That being 

said, the new theory is requisite that specifically addresses the issues at the team boundaries. 

The boundaries separate organizational employees into different teams, within which 

employees share one or more common goals, interact socially, and exhibit task interdependencies 

(Mathieu, Maynard, Rapp, & Gilson, 2008). Individuals tend to perceive others sharing the same 

team membership as ingroups and members of other groups as outgroups, and in turn may have 

more positive views of ingroups compared to outgroups (Tajfel, 1982). With the team 

membership in mind, individuals are more likely to identify with their teams and incorporate 

team membership as a part of their social identity (Tajfel, 1982). In turn, individuals are more 

motivated to act on behalf of their identified group by engaging in leadership functions to help 

the group achieve the shared goals (DeRue et al., 2015; van Knippenberg, 2000). Additionally, 

as the function of team boundaries, teams tend to develop their own norms or subcultures, which 
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might influence how team members perceive or interpret relationships with other teams (Alderfer 

& Smith, 1982). Also due to the ingroup favoritism (Turner, 1987) and shared identity, the 

intergroup conflict tends to occur among different groups. Last but not least, boundaries separate 

organizational employees into different foci, within which individuals are more likely to share 

similarities or activities, such as functional background, shared tasks, or attitudes (Feld, 1981). In 

a long run, organizations may separate into different silos, within which the frequency of 

interactions is high and the information is relatively transparent, yet across which the frequency 

of communication is low and the information richness is low. Breaking the limitations of 

boundaries and reducing organizational silos are critical in the process of knowledge flow and 

innovation in current organizations. The integration of these differentiated organizational units is 

the key to realize organizations’ advantageous competitiveness (Lawrence & Lorsch,1967). 

Lawrence and Lorsch (1967) have suggested that during the process of integration, the 

informal influence that comes from middle or lower level of organizations might be more 

important than the formal authority, and such informal influence usually origin from individuals’ 

possessed knowledge or expertise that help organizational employees from different disciplines 

understand what happens in the organizational situation. In a similar vein, Carter and DeChurch 

(2010) discussed the possibility of shared leadership in multiteam systems, where leadership 

influence can go across team boundaries, suggesting when one claims leadership identity others 

from different teams may accept the leadership attempts from a non-teammate. Moreover, the 

idea from intergroup leadership (Pattinsky, 2000) also suggested the importance of addressing 

the issues of intergroup relations and conflicts, and this task could be enacted by people who are 

not on the formal authority positions. Although all of them have discussed the possibility and 

significance of informal influence across team boundaries, we still don’t know how this type of 
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informal leadership occurs. The social network literature, especially literature of brokerage, can 

bring some insights into this topic and help us understand the occurrence of external informal 

leadership. 

Brokerage and its Implications 

Brokerage is the process of connecting actors who are otherwise unconnected to facilitate 

access to valued resources (Stovel & Shaw, 2012), and brokers are intermediaries who link these 

two unconnected actors. In a broader term, people situated between distinct social worlds collect 

and channel information and resources are brokers. Brokers make connections of unknown 

contacts, help them find jobs, or make sense of the world for others. 

The concept of brokerage is drawn on the structural hole theory (Burt, 1992), which 

suggests that one of the key reasons individual benefit from occupying broker-like positions 

between disconnected others is that such positions confer their occupants with competitive 

advantages, such as creativity (Burt, 2005), promotion (Seibert, Kraimer, & Liden, 2001a), and 

knowledge sharing (Meyer, 2010). The central premise underlying this theory is that in closed 

and mutual connected networks (e.g., within a team), individuals are directly connected with 

each other, leading to information redundancy over time. By connecting otherwise unconnected 

individuals from different structural or social groups (e.g., different teams or departments), 

brokers have access to nonredundant information. The mechanisms that link brokerage to the 

competitive advantage have been proposed by Burt (1992) as information and control. 

First, brokers have access to diverse and unique information and knowledge. Such 

information advantage is based on the fact that the tendency of seeking similar others (i.e., 

homophily) creates clusters of dense ties or cliques among relatively homogeneous alters, and 
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more sparse and weak ties spanning across these homogeneous clusters (Granovetter, 1973). 

Thus, compared to those in closed networks who are exposed to the same information and 

converge upon common beliefs and norms, brokers are exposed to diverse information, norms 

and perspectives (Coleman, 1988; Granovetter, 1973; Reagans & McEvily, 2003). 

Second, having contacts from multiple groups and standing in between social circles 

grants brokers control to play against unconnected contacts, choose whom to help, and how to 

help. For instance, brokers can choose whether to build a direct tie between these two parties to 

facilitate the direct interactions (Burt, 2005) or distort information to manage impressions or 

reputation for their own self-interests due to the lack of monitoring (Balkundi, Kilduff, Barsness, 

& Michael, 2007). Due to the lack of monitoring from unconnected contacts, brokers’ motives 

sometimes suffer from the trust issues (Bonacich, 1973; Simmel, 1971; Stovel, Golub, & Eva, 

2011). From this perspective, how can brokers realize advantages of structural positions, yet at 

the same time, earn trust and becomes leaders to integrate multiple groups and enhance 

collaboration across units remains an open question, which was also acknowledged by previous 

researchers (e.g., Stovel & Shaw, 2012; Tasselli, Kilduff, & Menges, 2015). 

Brokerage is always an important way to get things done and is theoretically one of a 

small number of mechanisms by which disconnected individuals (or groups) can interact well. 

Brokerage usually rests on informal and personal relationships, and has significant macro-level 

consequences, such as the integration of differentiated disciplines or units, largely because it 

goes through the process of social interactions (Stovel & Shaw, 2012). Gould and Fernandez 

(1989) proposed five types of brokerage (Figure 3) that are based on the locations of alters (i.e., 

broker’s contacts) belonging to different groups. A coordinator is a local broker, who coordinates 

transactions between two unconnected alters; all three actors are in the same team (i.e., intra-
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team brokerage). The itinerant brokers are people who mediate the other two alters who belong 

to the same team, yet the broker belongs to a different one. Gatekeepers and representatives are 

brokers who belong to the same team as one of the alters, and the third person belongs to a 

different team. The last type of brokerage, liaison, involves three actors belonging to three 

different teams. 

Figure 2-1. A Typology of Brokerage Structures (Adapted from Gould & Fernandez, 1989) 
Coordinator Liaison 

Gatekeeper Itinerant broker Representative 

Research has shown that structural advantages of brokerage are difficult to maintain and 

leverage, and suggested that the deployment of certain behaviors can provide a means for 

adapting to the rapidly evolving circumstances in order to leverage the advantageous structures 

(Obstfeld, Borgatti, & Davis, 2014). Given the fact that the challenges of integration of 

differentiated organizational units and intergroup relations lie exactly at the team boundaries, 
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brokers who particularly connect disconnected contacts belonging to different unit may occupy 

advantageous structural positions to exert influence to facilitate integration and/or reduce 

intergroup conflicts. Specifically, according to Gould and Fernandez’s (1989) framework, 

liaisons, gatekeepers, itinerant brokers, and representatives, who brokerage contacts across team 

boundaries and will be called inter-team brokers further in this dissertation, could emerge as 

external leaders to influence integration and intergroup relations, because their structural 

positions provide opportunity for them to enact as leaders. However, having opportunities may 

not guarantee that they would behave as leaders and be perceived further as leaders. In addition 

to the opportunity, these inter-team brokers also need intrinsic motivations to drive them to act 

leader-like. Thus, I propose a structure-agency interactive model, where inter-team brokers are 

more likely to emerge as external leaders through engaging in sensegiving and social support 

behaviors, especially when they internalize a leader identity. I will elaborate the rationales in 

Chapter 3. 
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CHAPTER 3: THEORIES AND HYPOTHESE DEVELOPMENT 

In this chapter, I develop theory explaining how brokers become external leaders, 

specifically what they do to be perceived as leaders by people from different teams, and what 

benefits can be accrued to brokers. I propose a structure-agency interactive model, whereby both 

network structure and human agency are important in the processes that brokers become 

effective leaders. In other words, it is the network structure that provides the opportunity, but the 

human agency that helps to actualize these opportunities. Specifically, occupying advantageous 

network positions provides individuals with opportunities to exhibit leadership behaviors, 

whereas internalization of particular role identity provides individuals with motivation to engage 

in those leadership behaviors. Then, I argue that the individuals with both network opportunity 

and desired leader identity are more likely to engage in leader-like behaviors, such as 

sensegiving and providing social support. These behaviors, in turn, make them emerge as 

external leaders, and eventually promote their task and creative performance. 

Brokerage and Leadership 

“Can do” – The advantage of brokerage structure 

Within organizations, some people emerge as leaders in the eyes of others even though 

they do not hold authority or a formal title (Zhang et al., 2012). For those to become leaders, they 

may be recognized by their peers for their expertise or their access to information (Aime et al., 

2014; Chiu, Owens, & Tesluk, 2016; DeRue, Nahrgang, & Ashford, 2015). The extensive 

amount of research has explored how human capital, such as personality traits including Big Five 

(e.g., Ilies, Gerhardt, & Le, 2004) and self-monitoring (Zaccaro, Foti, & Kenny, 1991), impacts 

individuals’ emergence as leaders. Some researchers also examined the impacts of social capital, 

such as network structures, on leadership emergence. For instance, individuals’ betweenness 
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centrality, a measure of brokerage, has been shown to be related to leadership influence (e.g., 

Sparrowe & Liden, 2005). 

With the organizational structure becoming flatter and tasks becoming complex that 

requires effective and efficient collaboration across units (e.g., teams, departments, disciplines), 

leadership, especially informal leadership, becomes more critical. Although literature suggests 

that coordination across groups is the source of competitive advantage, this is an advantage often 

difficult to realize (Labianca et al., 1998; Lawrence & Lorsch, 1967). The current literature on 

leadership in teams fails to explain how leaders can help with inter-team issues. Instead, the 

existing theories focus on how personality characteristics impact leadership effectiveness (e.g., 

Judge et al., 2002), a social exchange between the leader and follower within teams (e.g., Graen 

& Uhl-Bien, 1995), and how transformational leadership (e.g., Bass, 1985) or team leadership 

(e.g., Day, Gronn, & Salas, 2004) influence team performance. In fact, the emergent external 

leaders can be the missing link that fosters the coordination across teams, and thereby enhance 

the productivity of the systems. 

A similar phenomenon has been discussed in different areas of organization research, 

however, it has not received a closer examination. For instance, Lawrence and Lorsch (1967) 

studied organizational differentiation and integration, and found that the integrators in 

organizations who are able to consolidate information across diverse work units can coordinate 

works across differentiated subunits and help organizations achieve competitive advantages. The 

effective organizations always feature high differentiation and effective integration. Such 

integrators do not have to be executives in organizations or upper level managers, but can be any 

people who engage in voluntary activities. Lawrence and Lorsch (1967) further suggested that 

the influence of integrators is usually from their competence in dealing with the environment and 
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the knowledge about different aspects of the environment. In addition, integrators are also 

influential in teams of resolving inter-group conflicts. Although Lawrence and Lorsch’s (1967) 

study demonstrated the existence of integrators, who have informal influence (French & Raven, 

1959) and are able to effectively influence coordination and integration of differentiated units in 

organizations, they did not illustrate how these integrators emerge and who are likely to become 

integrators in organizations. 

From leadership perspectives, scholars have discussed inter-group leadership (Hogg et 

al., 2012; Pittinsky & Simon, 2007) , where inter-group leaders are able to promote inter-group 

relations by increasing contacts and interdependence between different groups (Pittinsky, 2010). 

Another phenomenon is the potential shared leadership in multiteam systems (Carter & 

DeChurch, 2014; Zaccaro & DeChurch, 2012), where leadership roles can be taken by multiple 

team members simultaneously or at different time points, and the leadership influence can be 

across team boundaries. One commonality across integrators, inter-group leaders, and shared 

leadership in multiteam systems is that they all involve leadership influence across team 

boundaries, which can be formal (e.g., inter-group leadership and integrators)) and informal 

(e.g., integrators and shared leadership). Although the existence of leadership influence across 

team boundaries has been identified in different literatures, we still have limited knowledge 

about how this type of leadership influence occurs and what benefits can be brought to such 

leaders. 

If the effective cross-unit collaboration and coordination is the key to realize the 

organization’s competitive advantage, then the focus of the leadership that is important in this 

process should be on the team boundaries. The literature on both integrators and inter-group 

leadership have emphasized the importance of knowledge in every aspect of the environment and 
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inter-group relations in exerting influence and facilitating the effective cross-unit coordination. 

Accordingly, I argue that brokers, especially inter-team brokers, are able to leverage the 

positional advantages to become effective external leadership and exert influence across team 

boundaries. 

Brokerage, by Burt’s (1992) definition, is to span structural holes that separate 

nonredundant contacts. For instance, James, a mechanical engineer, has two contacts, Jason, a 

software engineer, and Peter, a market analyst. James will be a broker if Jason and Peter have no 

direct interaction. However, when a team boundary is imposed on this simple structure, it 

becomes a little bit more complex. Gould and Fernendez (1989) proposed five types of 

brokerage (Figure 2) that are based on the locations of alters (i.e., broker’s contacts) belonging to 

different groups. A coordinator is a local broker, who coordinates transactions between two 

unconnected alters; all three actors are in the same team (i.e., intra-team brokerage). The itinerant 

brokers are people who mediate the other two alters who belong to the same team, yet the broker 

belongs to a different one. Gatekeepers and representatives are brokers who belong to the same 

team as one of the alters, and the third person belongs to a different team. The last type of 

brokerage, liaison, involves three actors belonging to three different teams. Since the last four 

types involve brokers who connect people from different teams, I will particularly focus on these 

four, and will use the name of inter-team brokerage to stand for these four types of brokerage. 

Previous research has linked betweenness centrality or brokerage to power (e.g., Ibarra, 

1993; Sparrowe & Liden, 2005; see Brass [1992] for a review). Such power is not from the 

formal authority but from informal social network positions (Brass, 1992; French & Raven, 

1965). Like the previous research, I argue that inter-team brokerage in both advice and friendship 

network will be related to emergence as external leaders. In other words, being a broker in advice 
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or friendship network is more likely to be seen by others, especially those from different teams, 

as a leader. As noted by leadership scholars, leadership emergence is socially constructed and 

specifically addresses how individuals become influential by emerging as leaders in the 

perceptions of others; the label of a leader is given by others (DeRue & Ashford, 2010). 

There are two reasons for studying brokerage structures in both advice and friendship 

networks. First, advice and friendship networks are the most popular and studied informal 

relationships any employees usually establish and maintain in organizations (e.g., Balkundi & 

Harrison,2006; Sparrowe et al., 2001). Second, advice network is an instrumental network in 

which work-related information or knowledge flows. The exchange of information resources 

through the instrumental network can help individuals understand organizational tasks and is 

vital to effective task performance. In contrast, friendship network is an expressive network in 

which friendship or emotional support flows. The affection or support flown through an 

expressive network is vital for employees’’ psychological well-beings (Ibarra, 1993; Lincoln & 

Miller, 1979). 

Being at brokerage position in work-related advice network brings greater access to and 

control over valued information resources, it places incumbents in advantageous positions 

(Brass, 1984). If they are connected to distant others in the network, such as people from 

different teams, they are likely to have access to novel information (Granovetter, 1973). By 

synthesizing knowledge and information from different teams or areas, or by controlling the flow 

of knowledge between the teams they bridge (Burt, 1992), they can be perceived as influential 

because they are seen as competent as they possess knowledge other people may need to get the 

work done. In addition, being at brokerage positions in friendship network grants brokers 

opportunities to provide social and emotional supports to others and power to choose to connect 
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disconnected others. By doing this, inter-team brokers are able to increase the contacts among 

people from different groups, and reduce possible inter-group conflicts, which is also a key 

credential for leadership ((Derue et al., 2011; Pittinsky & Simon, 2007). Taken together, being at 

inter-team brokerage position in advice and friendship network is more likely to be perceived as 

a leader by others from different teams. 

Hypothesis 1: Inter-team advice (a) and friendship (b) brokerage will be positively related 

to external leadership emergence. 

What Inter-Team Brokers Do to Become External Leaders? 

Behavioral leadership theory has suggested that certain behaviors are important 

predictors of leadership effectiveness (Judge & Piccolo, 2004; Judge, Piccolo, & Ilies, 2004), 

such as initiating structure and consideration (Stogdill, 1974). When people make attribution 

about leadership emergence, they may make their judgment on the basis of other’s behaviors: 

what did they do to make them being perceived as leaders? The previous research has shown that 

the overarching social processes of getting ahead and getting along underpin human behaviors 

and can help explain the mechanisms that link to work outcomes (Hogan & Holland, 2003). In 

light of the social construction of leadership emergence (Meindl, 1995), getting ahead and 

getting along seem especially promising for leadership emergence (Marinova, Moon, & Kamdar, 

2013). For instance, to get along, people need to be friendly and positive, which indicates that 

people are building healthy relationship with others. To get ahead, people usually take initiatives, 

seek responsibilities, compete and try to be recognized, which indicates individuals are 

competent (Hogan & Holland, 2003). These two types of behaviors related to leadership 
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prototype in the eyes of the observers (Offermann, Kennedy, & Wirtz, 1994). In short, two types 

of behaviors are important: one is task-related behaviors that make people to be perceived as 

competent; the other is relationship-related behaviors, making people to be perceived as 

considerate and capable of maintaining good relationships. 

Research findings from integrators (Lawrence & Lorsch, 1967) and inter-group 

leadership (Pittinsky & Simon, 2007), as mentioned above, also suggested that two types of 

behaviors – task-related and relationship-related behaviors, are important for them to be 

influential. Specifically, people who possess knowledge from different aspects of work 

environment and are able to help people understand the problems from different areas or units 

and who are able to resolve interdepartmental conflicts, are influential. Accordingly, I propose 

that when inter-team brokers engage in sensegiving behaviors, defined as helping others 

understand the work environment (Gioia & Chittipeddi, 1991), they are more likely to be 

perceived as competent; when inter-team brokers provide social and emotional support to others, 

they are more likely to be perceived as considerate and relationship-oriented or getting along. In 

turn, they are more likely to be perceived as external leaders by people from different units. 

Inter-team brokers’ sensegiving behaviors 

Many of the problems organizational teams face originate in the external environment 

(Ancona & Caldwell, 1988). How to systematically categorize pieces of plausible information 

and make the seemingly chaotic phenomena meaningful are critical to team and organizational 

decision making and success. In addition, when coordinating the work across different teams or 

units, how to help people from different teams or units understand knowledge from other areas is 

very important for a successful integration across differentiated departments (Lawrence & 
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Lorsch,1967). Hence, sensegiving, defined as “the process of attempting to influence the 

sensemaking and meaning construction of others toward a preferred redefinition of 

organizational reality” (Gioia & Chittipedi, 1991, p. 442), is a critical behavior that emergent 

leaders engage in to facilitate the coordination and integration. “Sensegiving-for-others” is the 

process of disseminating new understandings to audiences to influence their “sensemaking-for-

self” (Gioia & Chittipedi, 1991, p. 444). From this perspective, sensegiving is an interpretive 

process in which individuals influence each other through persuasive language and explanations 

(Dunford & Jones, 2000; Snell, 2002). 

For those who occupy inter-team brokerage positions, they are equipped with the 

required cognitive capabilities for sensegiving from their brokerage experiences. The structural 

hole theory (Burt, 1992) has shown that individuals whose network relationships bridge across 

gaps or “holes” in the organizational social structure have opportunities accessing diverse 

information. By having contacts in different groups, brokers have chances not just to observe 

what happens in the external situation, but also to understand the circumstances through the 

communication with their external contacts in diverse social or structural groups. And the 

communication is the key component of sensegiving. Through the communication with external 

entities, brokers are able to make sense of the circumstances in which people collectively find 

themselves, of the events that affect them, and of the information that confuses them (Weick, 

Sutcliffe, & Obstfeld, 2005). They are also more likely to recognize the need for discussion, and 

frame their communication in a language that a contact from a different social cluster can better 

understand (Padgett & Ansell, 1993). By framing their understanding of what happen in the 

external environment in an understanding way, they are able to influence audiences from 

different groups to comprehend the cause and effect associations among critical pieces of 
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information, and are capable of placing them into a common framework for people from 

different groups to utilize (Smircich & Morgan, 1982; Weick, 1995). 

In addition, by having bridging ties with people from different social circles or structural 

groups, brokers accumulate distinct experiences from connecting these disconnected circles and 

from consolidating seemingly disorganized information. Such experience increases brokers’ 

psychological readiness to diagnose the pieces of information that seem chaotic or unorganized 

to others who do not have the psychological readiness (Burt & Merluzzi, 2016). The experience 

of brokering also increases brokers’ abilities to accept, transfer and combine diverse information 

to make sense the external environment (Gioia & Chittipeddi, 1991; Weick et al., 2005). 

Previous research on brokerage has shown that exposure to alternative ways of thinking, to 

different or contradictory information, and to a variety of perspectives, provides brokers with a 

competitive advantage (Burt, 2004), and increases brokers’ ability to leverage external 

knowledge. By effectively leveraging and synthesizing distinctive information, brokers are better 

at making sense of the external world and helping others understand the situations better. 

Furthermore, being exposed to people with different approaches, perspectives, and ways 

of handling problems or different mindsets, individuals with bridging ties can develop a broader 

set of cognitive pathways that interconnect different schemas, leading to more cognitive 

flexibility and increasing the ability to make unique associations of seemingly unrelated 

information (Perry-Smith & Shalley, 2014). Having bridging ties with people from different 

background and discussing work-related information with them will facilitate more complex 

schemas, and expand the capacity for cognitive breadth and depth to engage in a problem. 

Individuals with these capabilities will process information more deeply and are more motivated 

when working with those in different social categories in comparison to those who do not have 
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much experience working with different perspectives (Lount & Phillips, 2007). Thus, individuals 

at the inter-team brokerage position are better able to work through multiple schemas and 

provide comprehensive and systematic understandings of the external environment. 

When it comes to why sensegiving would link to leadership emergence, numerous 

scholars have argued that sensegiving is a key element of the leadership process (e.g., Colville & 

Murphy, 2006; Maitlis & Lawrence, 2007; Smircich & Morgan, 1982; Smircich & Stubbart, 

1985). Through sensegiving efforts, individuals can work to enact shared meaning in others as a 

basis for organized action (Smircich & Morgan, 1982). Sensegiving is usually triggered when 

issues are deemed to be significant to organizational employees and in environments 

characterized by uncertainty and complexity (i.e., equivocality) (Maitlis & Lawrence, 2007; 

Weick et al., 2005). Shaping how people understand the environments, the work they are 

involved in, and others involved in that work is a critical leadership task. Due to the critical 

network positions of brokers, individuals who are able to utilize the diverse external information, 

and help others make sense of the organizational environments and achieve the shared cognition, 

are more likely to be perceived as leaders and granted leader identities. 

Additionally, individuals engaging in sensegiving can be perceived as being both 

competent and friendly. On one hand, coordinating diverse and ambiguous information from the 

external environment, and making suggestions to others in terms of how to define the situation 

indicate that individuals are competent enough and seek to get ahead through their competitive 

actions (Marinova et al., 2013). On the other hand, helping others make sense of the 

organizational environment and tasks, and proposing possible solutions to the problems can be 

considered as helping behaviors. This type of prosocial and other-oriented behaviors indicate that 

individuals would extend a helping hand to their coworkers and take responsibility of others. 
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Thus, as an important indicator of one’s ability to get ahead and get along, individuals engaging 

in sensegiving behaviors would be more likely to emerge as external leaders. All in all, inter-

team brokers, when engaging in sensegiving, are more likely to be granted a leader identity. 

Altogether, I hypothesize: 

Hypothesis 2a: The positive relationship between inter-team brokerage in advice network 

and external leadership emergence will be mediated by sensegiving behaviors. 

Hypothesis 2b: The positive relationship between inter-team brokerage in friendship 

network and external leadership emergence will be mediated by sensegiving behaviors. 

Inter-team brokers’ social support behaviors 

According to behavioral theory of leadership (Stogdill, 1974), leadership behaviors 

include not only task-oriented behaviors, such as making sense and helping others understand the 

external environment, but also relation-oriented behaviors. These relation-focused behaviors 

involve activities that foster strong interpersonal relationships, express respect and consideration 

for the needs of others, and act to resolve interpersonal conflicts (Yukl, 2002). In addition to the 

opportunity to transfer resources such as technical know-hows, experience, and reputation, inter-

team brokers also create the opportunity to provide consideration and help to transform possible 

competition among groups into collaboration and further increase positive intergroup relations. 

In other words, in addition to instrumental benefits inter-team brokers provide to their external 

contacts, they can also deliver emotional and social support to these external contacts (Ibarra, 

1993; Wellman, 1992). Compared to knowledge and expertise, this type of social resources is 

often undervalued and under-researched in organizational settings. However, there are many 
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times when personal setbacks might destroy morale, or when unexpected tragedies might cause 

individuals to lose their focus, and friends and other social supporters are called on (Wellman, 

1992). Many of social ties, such as friendship ties, are discrete, voluntary relationships that form 

outside of groups (Wellman, 1992). Having these ties, inter-team brokers may sense when these 

external contacts need support and provide it accordingly. Moreover, the range of social support 

resources increases with the quality of the relationship individuals have with others (Ibarra, 

1993). Thus, rather than providing only work-related advice to others, it is likely that inter-team 

brokers can also provide social support when needed. During the daily conversation, even though 

it may start with just work-related issues, it is not difficult that people would share frustration or 

stress from the work. Then the social and emotional support would be provided naturally. 

In addition, social support can be characterized as an other-oriented tendency, especially 

when the source of these actions originates from the outside of the team. These types of 

behaviors can be broadly categorized as helping behaviors (LePine, Erez, & Johnson, 2002) 

because they may or may not be formally rewarded in organizations but can contribute to the 

long-term effectiveness and survival of an organization (Katz, 1964). Helping others by 

providing emotional and social support also shows the tendency of providing relation-oriented 

leadership behaviors (Stogdill, 1974). In support of this view, early work by Barnard (1938) also 

suggests that engendering discretionary cooperative behaviors among employees are a vital 

function of leaders. Lord and colleagues (1984) demonstrate that talking frequently and 

preventing conflicts are indicators of leadership. Additionally, helping others at work also signals 

one’s competence (Blau, 1964), and ability to advance collective goals by fostering cooperation. 

Thus, when inter-team brokers engage in providing social support to engender interpersonal 

trust, they present themselves as role models and they help others secure collective goals by 
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looking out for the overall organizational interest rather than self-interest only, which in turn 

manifest as leadership attributions. 

Hypothesis 3a: The positive relationship between inter-team brokerage in advice network 

and external leadership emergence will be mediated by social support behaviors. 

Hypothesis 3b: The positive relationship between inter-team brokerage in friendship 

network and external leadership emergence will be mediated by social support behaviors. 

An Interaction between Brokerage Structure and Leader Identity 

“Will do” – How does leader identity amplify the advantage of brokerage? 

Being an inter-team broker in informal networks provides an opportunity for the 

incumbent to become an external leader. However, it does not guarantee that the incumbent will 

take advantage of the position and become the leader. In other words, the incumbents of 

advantageous network position also need motivation to take actions and become leaders. 

Leadership scholars emphasized the importance of identity in the processes of leadership 

emergence, development, and effectiveness (Ibarra, Wittman, Petriglieri, & Day, 2014), 

especially for the informal leadership emergence and development (DeRue & Ashford, 2010). 

Thus, I propose that individuals’ role identities would shape behaviors and actions of those who 

occupy critical network positions to a large extent to realize the advantages provided by 

organizational network structures (Ashforth & Schinoff, 2016; Hirst, Van Dick, & Van 

Knippenberg, 2009). 

Identity refers to the various meanings attached to oneself by self and others (Gecas, 

1982). Simply speaking, identity refers to an actor’s self-definition, how the actor answers the 
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question, “who am I?” Identity construction is the process through which actors come to define 

who they are. The key outcome of identity construction at the individual levels is identification, 

the extent to which one internalizes a given identity as a (partial) definition of self (e.g., “I am a 

leader”; Ashforth & Schinoff, 2016). Because identity construction inherently involves the 

development of a sense of self over time, the construct of possible self (Markus & Nurius, 1986; 

Roberts, Dutton, Spreitzer, Heaphy, & Quinn, 2005), the image one has about who one might 

become in the future (a desired self) is very important. Possible selves play a key role in identity 

construction or development because images of future selves act as attention screens and 

motivational devices, shaping one’s interpretations of, and responses to, unfolding opportunities 

or constraints, and serving as incentives for future behaviors (Markus & Nurius, 1986, pp. 955-

956). A salient possible self brings future into the present, facilitating positive adjustment by 

representing a goal to which individual can aspire, shaping the jobs they select, the 

developmental activities they engage in, and the people they turn to feedback or tend to interact 

with. Possible selves are also a critical part of leader development because they provide a 

framework around which relevant knowledge can be organized and provide the motivation to 

seek out developmental situations (Chan & Drasgow, 2001; Eccles, Nohria, & Berkley, 1992; 

Lord & Hall, 2005). 

Day and Harrison (2007) stated that “the development of a leader identity is critically 

important in the ongoing and continuous development of a leader” and that “thinking of oneself 

as a leader is an important motivation for acting as a leader and further developing leadership 

skills” (p. 365-366). These sentiments have been echoed by various other authors (DeRue & 

Ashford, 2010; DeRue, Ashford, & Cotton, 2009; Hall, 2004). For example, Hall (2004) 

theorized that the activities of leaders are motivated by how they see themselves and how they 
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want others to see them. Lord and Hall (2005) further proposed that “one’s self-view as a leader 

not only influences proactive attempts to gain leadership experience, it may also be an important 

cue to access knowledge related to leadership” (p. 611). DeRue and Ashford (2010) proposed 

that a leadership identity is constructed in organizations when individuals claim and grant leader 

and follower identities in their social interactions. Through this claiming and granting process, 

individuals internalize an identity as leader, and the identity will be relationally recognized 

through reciprocal role adoption and collectively endorsed within the organizations. Thus, a 

desired leader identity (i.e., a possible self as a leader) plays an important role leadership 

emergence and development process. 

In social networks literature, there is always a debate between structuralists and 

individualists about whether it is the network structure that brings about the benefits to the 

incumbents or it is the individual differences that lead to the positive outcomes (Mayhew, 1980). 

I argue that there should be an interaction between structure and individual differences in that the 

network structures provide individuals with opportunities of advantages but the network 

occupants need motivation to act on and realize the advantage of network structures. 

Specifically, I propose a structure-agency interactive model, where inter-team brokers have the 

advantageous opportunities and a desired leader identity provides them with intrinsic motivation 

to realize the structural advantages. Individuals who have the possible self as leaders are more 

likely to realize the structural advantage, gain influence and emerge as leaders. When enacting 

certain influential roles, individuals want to be perceived as leaders by others and by themselves 

(Schlenker, 1986; Swann, 1990) and make deliberate efforts to display the characteristics they 

ascribe to the leader’s role (Lord & Brown, 2004), or engage in leader-like behaviors (Morgeson 

et al., 2010). These behaviors would be further attributed to fulfilling leadership functions, and 
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the individuals who engage in these behaviors would be perceived as one of the ingroup 

members and be granted leader identity. Therefore, not all inter-team brokers who will be 

perceived as external leaders. Only those who occupy the inter-team brokerage positions and also 

internalize the desired leader identities will be more likely to be perceived as leaders. 

An interaction between inter-team brokerage and leader identity on sensegiving behaviors 

In addition to the opportunity of sensegiving provided by occupying brokerage positions 

as well as capabilities and experience accumulated through brokerage experience, individuals 

also need motivation to execute sensegiving behaviors. The desired leader identity can function 

as an intrinsic motivation to guide individuals engaging in sensemaking behaviors. Identity 

theory shares a key similarity with the theory of reasoned action (Fishbein & Ajzen, 1975): both 

perspectives view behavior as the result of pragmatic and intentional decisions. The idea that 

individuals are intentional and self-controlling in their action is an essential, though less explicit 

presumption of identity theory. Identity theory is concerned with the sociological implications of 

action, particularly the consistent patterns of behaviors the serve to link actors to the socially 

identifiable identities. Although the theory of reasoned action cannot predict consistent 

behavioral intentions, identity theory is able to predict repeated behavior over a considerable 

period if behavioral intentions are based on a central role identity (Charng, Piliavin, & Callero, 

1988). An important implication of role identity is that the more salient the role identity, the 

higher the probability that the individual will behave consistently with that identity (Stryker, 

1968). 

In the absence of desired leader identity, individuals may question the meaning of 

engaging in sensegiving for the benefits of others. They may just take the opportunity of 

42 



  

             

           

            

        

           

        

         

          

        

          

        

          

        

         

           

         

         

           

          

           

       

         

brokerage for their own goods, such as getting ahead, like almost all the current studies of 

brokerage have shown (e.g., Burt, 1992). They may not realize that they can take this opportunity 

to influence others, and gain the leadership status. In order to achieve influence, it is critical to 

establish credibility (Lam & Schaubroeck, 2000). A critical responsibility of external leadership 

is to manage meaning for the team members by identifying critical pieces of information, 

determining cause and effect associations among those pieces of information, and then placing 

them into a common framework for members to utilize (Smircich & Morgan, 1982; Weick, 

1995). Thus, individuals who have personal inclination and are also able to define the situation 

are more likely to engage in behaviors, such as mobilizing meanings, articulating and defining 

what has previously remained implicit or unsaid, inventing images and meanings that provide a 

focus for new attention, and consolidating, confronting, or changing prevailing wisdom. 

When inter-team brokers incorporate a leader identity as a desired self, they are more 

intrinsically motivated to take the opportunity to influence others by helping them understand 

what happens in the work situation (Stryker, 1968). Occupancy of inter-team brokerage position 

provides individuals not only with access to others who belong to different groups and may need 

the guide from brokers, but also with diverse information and perspectives that non-brokers may 

not have. Thus, brokers with these opportunities are equipped with psychological readiness to 

engage in sensemaking. However, whether or not brokers execute these behaviors is an 

intentional decision given the fact that sensegiving can be considered as extra-role behaviors 

which may take extra energy and time from individuals’ call of duty. From this perspective, 

desired leader identity might motivate individuals to actually engage in sensegiving behaviors 

because they see these types of behaviors align with leadership prototypes (Maitlis, 2005). 
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Smircich and Morgan (1982) have proposed that leadership is about the managing of 

meaning. Even in the structured organizations, “the person that is most easily recognized as an 

organizational leader is the one who rises above and beyond the specification of formal structure 

to provide members of the organization with a sense that they are organized” (Smircich & 

Morgan, 1982, p. 260). This type of behaviors, managing the meanings, has also been 

emphasized in the behavioral theory of leadership as initiating structure (Stogdill, 1974). Thus, 

by making sense of the external situations and giving sense to others, these individuals are 

further recognized as leaders. In short, the desired leader identity can strengthen the positive 

relationship between inter-team brokerage position and sensegiving because brokerage position 

provides the structural opportunity and advantage for sensegiving while the desired leader 

identity motivates individuals to actively give sense to others. 

Hypothesis 4: The indirect effect of inter-team brokerage (in advice network [a]; in 

friendship network [b]) on external leadership emergence via sensegiving will be 

moderated by individual’s desired leader identity, such that the positive effect will be 

accentuated when the individual internalizes a desired leader identity. 

An interaction between inter-team brokerage and leader identity on social support 

behaviors 

When brokers internalize desired leader identity as their self-concept, they are more 

likely to engage in the relation-oriented behaviors, such as providing individualized 

consideration and emotional support (Brower, Schoorman, & Tan, 2000). When individuals see 

leaders as future selves, they realize that they need to develop mutual trust with the future 
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followers, because trust is a critical factor in the leader and follower relationship (Marinova et 

al., 2013), and providing emotional and social support is the key to build a trust relationship 

(Weber, Johnson, & Corrigan, 2004). When inter-team brokers constantly provide social support 

to others, especially those belonging to different teams, they tend to be perceived as reliable and 

dependable. Additionally, provision of emotional and support can be perceived as being 

understood, and shows the consideration towards the partner. People would perceive that brokers 

care and respond to their needs, and would in turn perceive brokers as reliable and dependable. 

Consequently, others would have more confidence in the goodwill of brokers and be more likely 

to seek out a trusting relationship with the brokers. 

Furthermore, when inter-team brokers internalize a desired leader identity, the existing 

ties between the broker and external contacts can become multiplex, by providing not just work-

related information but also social and emotional support. Multiplex ties refer to the overlapping 

of different types of relationships within a dyad (Hartman & Johnson, 1989; Lazega & Pattison, 

1999; Verbrugge, 1979). They have also been viewed as a collection of distinct relationships 

each of which can convey different types of resources or information. For instance, the mentor-

mentee relationship in mentoring research has shown that a multiplex tie can provide both career 

related support and psychosocial support (Seibert, Kraimer, & Liden, 2001b). Although brokers 

may not have expressive ties with external contacts in the first place, they may deliver 

psychosocial support through these work-related information relationships with these alters once 

they internalize the desired leader identity. The internal drives of engaging in leader-like 

behaviors motivate inter-team brokers to also conduct these relation-oriented behaviors and turn 

the possible simplex ties to multiplex ties. Thus, brokers are more likely to provide social 

support to external alters when they internalize the desired leader identity. 
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Hypothesis 5: The indirect effect of inter-team brokerage (in advice network [a]; in 

friendship network [b]) on external leadership emergence via social support will be 

moderated by individual’s desired leader identity, such that the positive effect will be 

accentuated when the individual internalizes a desired leader identity. 

Consequences of External Leadership Emergence 

Although there is extensive research on antecedents of leadership emergence in teams, 

the consequences of it received little attention, especially limited on the consequence of being an 

external leader. Previous research suggested that a member’s emergence as an informal leader in 

the team can enhance his/her performance as well as his/her team’s performance (Zhang et al., 

2012). Through influencing followers on the directions of organizational tasks given 

environmental complexity, providing support and motivating others to accomplish these 

directions, emergent leaders further develop their own knowledge, skills, and abilities, which can 

be manifested as enhanced task performance and creative performance. 

Individual-level consequence – Task performance 

The emergence of external leadership can enhance the focal individual’s performance for 

two reasons. First of all, according to social exchange theory (Blau, 1964), emergent external 

leaders could receive extra support from people outside of their team due to reciprocity. 

Emergent external leaders provide advice and social support to other people outside of the team, 

and in turn, these peers may reciprocate and offer help when the emergent leader is in need. The 

greater level of peer support to the emergent leader would lead to higher task performance. 

Previous research has also supported the peer reciprocity. For instance, when a member has good 
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relationships with peers as a whole, he/she tends to have better performance (Liden, Wayne, & 

Sparrowe, 2000; Seers, 1989). 

Second, emergent leaders can use the influence and/or power they gain to receive any 

type of resources they need to enhance their performance. Emergent external leaders can 

influence external others to provide requisite information for them to accomplish organizational 

tasks. By synthesizing diverse and useful information, the performance of emergent external 

leaders can be enhanced. Additionally, as functional leadership theory suggested (Morgeson et 

al.,2010), informal leaders often emerge to satisfy needs of teams. In fulfilling the role of 

informal leadership, they are more likely to take extra responsibilities and serve as role models, 

thus performing at a higher level than what they are supposed to. Therefore, as inter-team 

brokers emerge as external leaders, they are more likely to achieve high performance and play as 

role models. 

Hypothesis 6: External leadership emergence will be positively related to task 

performance. 

Individual-level consequence – Creative performance 

Creativity refers to the production of novel and useful ideas (Amabile, 1988). For 

creativity to occur in organizations, individuals need to have either intrinsic or extrinsic 

motivation to engage in creative effort (Gilson & Madjar, 2011; Shalley, Zhou, & Oldham, 

2004), and intrinsic motivation is one of the most important and powerful influences on 

employee creativity (Amabile, 1988; Shalley, 1991, 1995). In a similar vein, being perceived as 

leaders can increase inter-team brokers’ intrinsic motivation to put more effort on their creative 
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performance. When individuals are intrinsically involved in their work, they are more likely to 

devote most of their attentions to the problems they encounter. These attentions can direct people 

engage in a creative process through self-regulation (Kanfer, 1991). Thus, when inter-team 

brokers emerge as external leaders, they are more likely to be intrinsically motivated to persist in 

carrying out the creative process, which further increases their creative performance (Shalley, 

1995; Zhang & Bartol, 2010). 

In addition, these emerged external leaders can receive support and information from 

their external contacts as a social exchange process (Blau 1964). The information and knowledge 

from different areas of expertise can serve as intellectual resources that will contribute to 

emergent external leaders’ creative performance (Shalley & Perry-Smith, 2008). The material 

resources that these emergent external leaders receive from their external contacts, and the 

support from the coworkers are also important for creativity (Katz & Allen, 1985; Madjar, 

Oldham, & Pratt, 2002). 

Altogether, the last hypothesis is: 

Hypothesis 7: External leadership emergence will be positively related to creative 

performance. 
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CHAPTER 4: RESEARCH DESIGN AND MEASUREMENT 

I tested these hypotheses using a temporally lagged survey design with students enrolled 

in two different types of MBA programs in a public university in northeastern United States: one 

is a full-time MBA program, and the other is a professional MBA program. I collected data from 

participants in multiple waves in order to minimize common method biases (Podsakoff, 

MacKenzie, Lee, & Podsakoff, 2003), and from multiple sources by using roster method to 

minimize common source biases (Wasserman & Faust, 1994). The multi-wave and multi-source 

survey can increase the internal validity of the study. The advantages of applying social network 

analysis (e.g., the roster method) in leadership research have been demonstrated in several 

studies (e.g., D’Innocenzo et al., 2016). More importantly, the social network method allows me 

to differentiate the leadership influence exerted by an individual towards those inside the team 

from those outside the team. The use of MBA project teams is appropriate for this study because 

the participants engaged in consulting projects with local organizations, and the team tasks were 

very similar to the ones organizational employees do, suggesting that the results can be 

generalizable to organizational settings. During the project, the MBA teams had discretion to 

work across team boundaries if they’d like. Thus, this sample guarantees both internal and 

external validity. 

The participants in this study completed the first survey in the third week of the semester, 

the second survey half way through the semester (the seventh week), and the third survey in the 

last week of the semester. Individual participants were assigned unique identifying codes in order 

to connect their responses from multiple waves, and their performance ratings from the 

instructors. In the first wave, participants provided data needed for the assessment of their 

network structures, including advice and friendship network in the class, leadership identity, self-
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monitoring, tertius iungens behavioral orientation, and their personality traits. In addition, 

personal demographic data (age, gender, race) were collected at this time. In the second wave, 

participants were given a roster of all students in the class and were asked to identify classmates 

who engaged in sensegiving behaviors to them and their teams, provided social supports to them, 

as well as who exerted leadership influence, on a roster of all students in the class. In the last 

survey, participants rated each other team members on how creative they were in completing the 

class projects. The individual performance scores in the class were collected from class 

instructors around the same time. Table 4-1 summarizes the measures in each data collection 

wave. 

Table 4-1. Information on Data Collection 

Time 1 (T1) Time 2 (T2) Time 3 (T3) 

Demographic variables 

Psychometric 
measures 

Big Five personality traits 
Self-monitoring 
Tertius iungens 
Leader identity 

Sociometric 
measures 

Advice network 
Friendship network 

Sensegiving 
Social support 

Creative performance 

Leadership influence 
Measures by 
instructors Task performance 

Samples 

I distributed the three-wave survey to 165 students in a full-time MBA and a professional 

MBA class. These students worked in 31 student projects teams throughout the semester. The 

average team size is 5 members. Among 165 individuals, 91% had network ties across their team 
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boundaries. The first survey was completed by 161 participants (97.5% response rate). The 

second survey was completed by 159 participants (96.3% response rate). Since I used roster 

methods to capture the variables in the wave two survey, though six participants did not 

complete the second survey, they still received scores for the variables measured in the second 

survey. The last survey was completed by 156 participants (94.5% response rate). In the last 

survey, participants were asked to rate each team member’s creative performance in their teams. 

Every team was composed of at least five members and there were no more than two participants 

from the same team who did not complete the last survey. Because network analysis requires at 

least 80% participation with each team (Sparrowe et al., 2001), no participant was excluded from 

the final data analysis. The final sample was composed of 158 individual participants, with 

65.5% males. The average age was 26-year old. The t-test comparisons showed that there was no 

significant difference between the deleted surveys and the remaining sample on the target 

variables (p > .05). 

Because the participants were embedded in different project teams, the analysis of 

variance (ANOVA) and intraclass correlation coefficient (ICC) were examined to determine 

whether responses for the main variables (i.e., inter-team brokers, sensegiving) studied were 

different among various teams. The analysis results were summarized in Table 4-2. For most of 

the targeted variables, there were no significant differences across different teams, indicating that 

the findings may not be confound by team membership (p > .05). The exceptions were inter-team 

advice broker, task and creative performance. But ICC1 of inter-team advice broker as .11 

indicates that only 11% of the variability in inter-team advice broker could be explained by 

group membership. For the task performance, ICC1 of .29 indicates 29% of the variability in task 

performance can be explained by group membership, and ICC1 of .39 of creative performance 
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indicates that the 39% of the variability in creative performance can be explained by group 

membership. 

Table 4-2. The Results of ANOVA and ICC1 on the Targeted Variables 

Inter-team advice 
broker 

Inter-team 
friendship broker Sensegiving Social support 

F-test 1.63* 1.18 1.38 1.09 

ICC1 .11 .04 .07 .02 

External leadership 
emergence Task performance Creative 

performance 

F-test 1.52+ 3.06** 4.14** 

ICC1 .09 .29 .39 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. 

Measures 

All the responses will be rated on a seven-point Likert scale, from 1 = Not at all likely to 

7 = extremely likely, unless it is specified otherwise. 

Leader identity. A leader self-identity scale developed by Hiller (2005) was used to 

measure self-rated leadership identity (see Appendix B). The aim of the measure is to understand 

and quantify the extent to which a leader identity is considered as important to the respondents. 

Participants rated how they view themselves. The sample items included “I am a leader”, and “I 

see myself as a leader”. The Cronbach’s a for the four times was .85. A confirmatory factor 

analysis (CFA) was conducted to validate the four items of leader identity. The model fit yielded 
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acceptable model fit indices (c212=12.01; RMSEA = .10; SRMR = .03; CFI = .97; TLI = .91) 

which confirmed the convergent validity of the scale. 

Advice network. I revised one item from Balkundi, Kilduff, and Harrison (2011) to 

assess advice network in order to calculate individual participants’ brokerage. The participants 

were asked to look down an alphabetical list of students in their class and place checks next to 

names of those to whom they gave advice on course-related matters. Participants were asked to 

place checks next to the names of those “who turn to you when they have a course-related 

problem or when they need advice about a course-related decision that they have to make”. 

Friendship network. One item from Morrison (2002) was used to assess friendship 

network. The participants were given a list of names of students in the class and asked the 

following question: “Please look carefully down the list and place a check next to the names of 

people you consider to be your FRIENDS, whom you might choose to see socially outside of 

work or when you are not working together. Please be as candid and accurate as possible when 

answering this question. The individual responses you provide will be treated as strictly 

confidential.” This item was adapted from Ibarra (1993). 

Inter-team brokerage in advice and friendship networks. Because I am specifically 

interested in the impact of inter-team brokerage, I used Gould and Fernandez’s (1989) five types of 

brokerage to separate intra-team brokerage and inter-team brokerage. The function of “Brokerage” 

in UCINET (Borgatti, Everett, & Freeman, 2002) calculated measures of five types of brokerage – 

coordinator, consultant, gatekeeper, representative, and liaison, for every participant. Specifically, 

coordinator assesses the number of times the focal individual is a broker to connect two others in 

the same group (broker also belongs to the same group). Consultant measures the number of times 

the focal individual is a broker where the broker belongs to one group, and the other two belong to 
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a different team. Gatekeeper and representative measure the number of times the focal individual is 

a broker where broker and one contact belong to one group and the other one belongs to a different 

group. Liaison assesses the number of times the focal individual is a broker where three people 

belong to a different group. Since coordinator is a purely intra-team brokerage, I aggregated the 

measures of other four types of brokerage for each participant in both advice and friendship 

networks to become an index of inter-team brokerage in both networks. The rationale underlying 

this aggregation is that the focus of the independent variable is inter-team brokerage, which 

includes the structure of itinerant, representative, gate keeper, and liaison. The independent 

variable in this study focuses on the structure of these four types of brokerage that involve brokers’ 

contacts from different team affiliations, instead of the possible transactions embedded in these 

four types of structures. The aggregation of the four types of brokerage indicate the total number of 

brokerage structures (including itinerant, representative, gate keeper, and liaison) an individual 

occupies in the entire network. This inter-team brokerage in both advice and friendship network 

was used to test Hypotheses 2, 3, 4 and 5. 

Sensegiving. Since there is no existing scale for sensegiving behaviors, I used the roster 

method to collect data on who engage in sensegiving based on its definition. Specifically, 

participants were provided with a roster of all students in the class and asked to identify who 

help them and their team “extract important environmental cues, place these cues in their team’s 

performance context, and embellish the meaning of these cues in a coherent framework” 

(Zaccaro, Rittman, & Marks, 2001, p. 462). Each participant is allowed to select people both 

inside and outside their team. Because the network size varies across two classes, the normalized 

indegree centrality, which is the number of incoming ties divided by the maximal number of 
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possible ties in the network, was calculated to indicate the extent to which that person engaged in 

sensegiving behaviors. 

Social support. Social support was measured by using a roster method. The participants 

were asked to look down an alphabetical list of students in their class and place checks next to 

names of those who provided emotional or social support to the participants. For example, 

people who provide social support are those who is around when the focal individual is in need, 

those with whom the focal individual can share his/her joys and sorrows, and those who care 

about the focal individual’s feelings. Although the social support behavior was captured by using 

a social network method, the concept of providing social support given in the instruction of this 

question was adopted from Sarason and colleagues’s (1987) study. Because the network size 

varies across two classes, the normalized indegree centrality, which is the number of incoming 

ties divided by the maximal number of possible ties in the network, was calculated to indicate the 

extent to which that person engaged in social support behaviors. 

Leadership emergence. I measured leadership emergence following a social network 

approach (Carson et al., 2007; Mayo et al., 2003). The participants were provided with a list of 

names of all students in the class and asked the following questions: “Please look carefully down 

the list and place a check next to the names of people whom you rely on for leadership, that is, 

people who influence you through their leadership. In responding to the items, please keep in 

mind that the individuals you perceive to be leaders may or may not be officially designated as 

leaders by your class instructor or may or may not be affiliated in the same team as you”. 

To give an example of external leadership, think about a scenario where your team is 

doing a consulting project with a pharmaceutical company and none of your teammates has 

knowledge about pharmaceutics or chemistry that may help you understand how the work can be 
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done in this type of organizations. Then one of your peers from a different team with knowledge 

and expertise in biochemistry and experience working in pharmaceutical companies provides 

requisite information for your team to understand the work processes in the pharmaceutical 

company and helps your team achieve the goals. This peer from a different team engages in 

some leadership functions to help your team accomplish tasks and achieve goals, and will be 

considered as an external leader. 

Then the leadership emergence was indicated by individual’s normalized indegree 

centrality in the leadership network (Freeman, 1977). Further, in order to differentiate leadership 

perceived by members from the same team (i.e., intra-team leadership) from leadership 

perceived by those from different teams (i.e., inter-team leadership or external leadership), I 

created two separate leadership networks. One is the intra-team leadership network, in which all 

the leadership ties that were across team boundaries were deleted. In other words, only 

leadership nominations from the within team were considered. The other is the inter-team 

leadership network, in which all the leadership ties that were within team boundaries were 

deleted. Put it differently, only leadership nominations from the outside team were considered. 

For each leadership network, I calculated each participant’s leadership indegree centrality. The 

higher the indegree centrality was, the more likely the person emerged as a leader. 

Creative performance. The participants were asked to rate all members of their work 

team according to their own judgement on a 7-point Likert scale. They were asked the following 

question: “Creativity refers to the extent to which a person developed ideas, methods, or products 

that are both original and useful to the organization. How creative is the work of the following 

people?” (Madjar et al., 2002, p. 761)Then the individual’s creative performance was calculated 

by the proportion of total creative ratings a person received from all other team members out of 
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the total possible creative ratings he/she could receive (i.e., the indegree centrality from a 

network perspective; Freeman, 1977). 

Task performance. The individual task performance was provided by course instructors 

as students’ course grades, which were based on students’ exam grades, group projects and class 

performance. The raw scores that is ranged from 0 to 100 were used for task performance. 

Control variables 

Personality. Since personality traits have been shown to relate to leadership emergence 

(Kickul & Neuman, 2000), I controlled individuals’ personality. The 20-item Mini-IPIP scale 

were used to assess Big Five Personality traits (Donnellan, Oswald, Baird, & Lucas, 2006). I 

included Extraversion in the analysis as a control variable to predict leadership emergence, 

because Extraversion is the strongest predictor of leadership emergence among all five factors 

(Judge et al., 2002). 

Self-monitoring. Self-monitoring has been shown to relate to leadership emergence 

(Rubin et al., 2002), and occupying brokerage position (Oh & Kilduff, 2008; Sasovova, Mehra, 

Borgatti, & Schippers, 2010). Thus I included individual’s self-monitoring as a control variable 

in the data analysis. The 18-item self-monitoring scale was used (Snyder & Gangestad, 1986). 

Tertius iungens. Tertius iungens is a “strategic, behavioral orientation toward connecting 

people in one’s social network by either introducing disconnected individuals or facilitating new 

coordination between connected individuals” (Obstfeld, 2005, p. 102). Since it is related to 

broker’s behaviors, it was controlled in the analysis and measured by items from Obstfeld (2005) 

(see Appendix I). The sample items included “I introduce people to each other who might have a 

common strategic work interest” and “I will try to describe an issue in a way that will appeal to a 

diverse set of interests”. 
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Other control variables. Gender difference has been shown to have impacts on 

leadership emergence (Eagly & Karau, 1991), and was controlled in the data analysis. I created a 

dummy variable to reflect different class sections and included this dummy variable in the data 

analysis, because the two instructors are different for these two classes, and the characteristics of 

students are also different, such as their age and organizational tenures. 

Differences among Main Constructs 

The differences of conceptualization and operationalization of three main constructs are 

listed in Table 4-3. The independent variable, inter-team brokerage, focuses on network 

structures, and includes network structures that span structural holes across team boundaries. 

According to Gould and Fernandez (1989) conceptualization, it includes four different types of 

brokerage, itinerant, gate keeper, representative, and liaison. Using UCINET to analyze 

brokerage, the inter-team brokerage can be operationalized as the aggregated number of four 

types of brokerage an individual occupies in his/her network. The behavioral mechanisms are the 

extent to which an individual engages in sensegiving and social support. Using a network 

method to capture sensegiving and social support behaviors from multiple sources, these two 

types of behaviors can be operationalized as the normalized indegree centrality, meaning the 

number of people who identify the individual engaging in sensegiving and social support 

considering the total possible number of nominations in the network. Last, leadership emergence 

is the perception and attribution of leadership, and is operationalized as the network centrality – 

the number of leadership nomination an individual receives from the rest of the network. 
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Table 4-3. Differences among Main Constructs 

Inter-team brokerage 
(Time 1) 

Social network structures 
that involve occupying Conceptualization structural holes spanning 
team boundaries. 
The total number of four 
types of brokerage 
structures an individual 

Operationalization possesses in the network, 
including itinerant, 
representative, gate 
keeper, and liaison. 

Behavioral mechanisms 
(Sensegiving + Social 

support; Time 2) 
The extent to which an 
individual engages in 
sensegiving or social 
support behaviors. 

The normalized indegree 
centrality in sensegiving 
or social support 
network. 

Leadership emergence 
(Time 2) 

The perception that an 
individual is relied on for 
leadership. 

The normalized indegree 
centrality in leadership 
network. 
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CHAPTER 5: ANALYSES AND RESULTS 

This chapter summarizes the results of the analyses testing the hypotheses described in 

Chapter 3. First, I examined the descriptive statistics and correlations among variables. Then, I 

used hierarchical OLS regression to test the main, mediating effects and moderating effects in 

the proposed model. 

Descriptive Statistics and Correlation Analysis 

Table 5-1 summarizes the means, standard deviations, correlations, and reliabilities for all 

the targeted variables. As expected, inter-team advice brokerage was positively related to 

sensegiving behaviors (r = .38, p < .01), social support (r = .46, p <.01), and inter-team (external) 

leadership emergence (r = .31, p <.01). Inter-team friendship brokerage was positively associated 

with sensegiving (r = .18, p < .05), social support (r = .26, p <.01), and inter-team (external) 

leadership emergence (r = .25, p < .01). However, the external leadership emergence was not 

related to creative (r = -.05, p > .05) or task performance (r = -.07, p > .05). Sensigiving and 

social support were not associated with neither of performance outcomes. What worth noticing 

was that intra-team (internal) leadership emergence was positively related to both creative (r 

= .18, p < .05) and task performance (r = .28, p < .01), confirming to previous research findings 

(e.g., Zhang, Waldman, & Wang, 2012). Leader identity was positively related to both 

sensegiving (r = .22, p <.01) and social support (r =.17, p < .05), suggesting internalizing a leader 

identity may provide intrinsic motivations for people to engage in leadership behaviors. Another 

interesting results from the correlation table was intra-team brokerage, including both advice and 

friendship, was not related to either sensegiving or social support behaviors. 
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Table 5-1. Means, standard deviations, and correlation for study variables 

Variables Mean SD 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 

1. Gender a .66 .48 

2. Class .42 .50 .05 

3. Extraversion 4.38 1.43 .00 .06 (.86) 

4. Self-monitoring 4.06 .83 .22** .35** .50** (.83) 

5. Tertius iungens 

6. Intra-team advice brokerage 
(T1) 

7. Inter-team advice brokerage 
(T1) 

8. Intra-team friendship 
brokerage (T1) 

9. Inter-team friendship 
brokerage (T1) 

10. Leader identity (T1) 

5.43 

.57 

16.75 

.24 

27.86 

4.99 

.91 

1.08 

29.60 

.91 

73.18 

1.06 

.08 

-.04 

-.17* 

.08 

.05 

.05 

.00 

-.14+ 

-.36** 

-.21** 

-.30** 

-.01 

.45** 

.15+ 

.28** 

.05 

.19* 

.46** 

.36** 

.00 

.10 

.04 

.04 

.28** 

(.87) 

.06 

.20* 

.07 

.22** 

.35** 

.28** 

.11 

.11 

.07 

.13 

.63** 

.17* 

.12 

.05 .11 (.85) 

11. Sensegiving (T2) 5.54 3.23 -.12 -.19* .34** .16+ .11 .09 .38** .08 .18* .22** 

12. Social support (T2) 

13. Intra-team (internal) 
leadership emergence (T2) 

14. Inter-team (external) 
leadership emergence (T2) 

15. Creative performance (T3) 

7.76 

2.41 

1.79 

76.68 

4.15 

1.59 

2.22 

12.19 

-.31** 

.07 

-.13 

.05 

-.18* 

.15+ 

-.18* 

.33** 

.35** 

.10 

.32** 

-.03 

.10 

.07 

.10 

.15+ 

.22** 

-.04 

.11 

-.03 

.10 

-.02 

.15+ 

.02 

.46** 

-.04 

.31** 

-.12 

.05 

.07 

.00 

-.11 

.26** 

-.11 

.25** 

-.08 

.17* 

.10 

.15+ 

.06 

.66** 

.16* 

.63** 

-.07 

.19* 

.64** 

.05 

.24** 

.18* -.05 

16. Task performance (T3) 84.95 7.54 .01 .56** .02 .17* -.13 -.03 -.17* -.12 -.21** .03 -.11 -.03 .28** -.07 .25** 

n = 158 individual. + p < .10; * p < .05; ** p < .01. Bolded number along the main diagonal represents the alpha coefficients. 
a. Female = 0; Male = 1. 
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Hypothesis Testing 

Hypotheses 1, 2, and 3 

The first hypothesis predicted that inter-team brokerage in advice (H1a) and friendship 

(H1b) networks should be positively associated with external leadership emergence. Table 5-2 

summarizes the hierarchical OLS regression results of the hypothesis testing. As expected, both 

inter-team advice brokerage (b = .18, p < .05) and inter-team friendship brokerage (b = .16, p 

< .05) were positively related to external leadership emergence. Thus, Hypothesis 1 was 

supported. 

With Hypothesis 2, I anticipated that the positive effects of inter-team advice (H2a) and 

friendship (H2b) brokerage on external leadership emergence are mediated by sensegiving 

behaviors. In order to test the mediating effects of sensegiving, I conducted two methods: one is 

the conventional method (Baron & Kenny, 1986) and the other is bootstrapped confidence 

interval estimation (MacKinnon, Fairchild, & Fritz, 2007; Preacher & Hayes, 2004). Based on 

Baron and Kenny (1986), I first regressed sensegiving (the mediator) on inter-team advice 

brokerage (the independent variable). The results showed inter-team advice brokerage 

significantly predicted sensegiving behaviors (b = .24, p < .01). Then I regressed external 

leadership emergence on inter-team advice brokerage, which has been shown significant from 

Hypothesis 1. Last, I included sensegiving in the regression equation in the second step. The 

results showed that sensegiving significantly predict external leadership emergence (b = .46, p 

< .01) but the significant effects of inter-team advice brokerage became non-significant (b = .04, 

p >.05), suggesting a full mediation effect of sensegiving. Thus, Hypothesis 2a was supported. 

Following the same step, I examined the mediating effects of sensegiving on the relationship 

between inter-team friendship brokerage and external leadership emergence. The regression 
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results demonstrated that inter-team friendship brokerage did not significantly predicted 

sensegiving (b = .07, p >.05), and marginally predict external leadership emergence (b = .16, p 

<.10). After including both independent variable and mediator in the regression model to predict 

the dependent variable, sensegiving significantly predicted external leadership emergence when 

inter-team friendship brokerage was present (b = .56, p <.01). Thus, Hypothesis 2b was not 

supported. 

To further test the indirect effects of sensegiving, I examined bootstrapped confidence 

interval (n = 20,000; Preacher & Hayes, 2008). As shown in Table 5-4, the indirect effect of 

sensegiving was significant for inter-team advice brokerage (Indirect effect = .010, S.E. = .006, 

95% CI = [.003, .026]), but was not significant for inter-team friendship brokerage (Indirect 

effect = .001, S.E. = .005, 95% CI = [-.001, .013]. The bootstrapped confidence interval results 

confirmed that Hypothesis 2 was partially support, with sensegiving fully mediating the 

relationship between inter-team advice brokerage and external leadership emergence, but not the 

relationship between inter-team friendship brokerage and external leadership emergence. 

Similar to Hypothesis 2, Hypothesis 3 stated that the positive relationship between inter-

team brokerage (advice [a] and friendship [b]) and external leadership emergence will be 

mediated by social support behaviors. I also tested this hypothesis by using two methods. As 

shown in Table 5-4, inter-team advice brokerage was significantly related to social support (b 

= .32, p <.01), and external leadership emergence (b = .18, p <.05). When both inter-team advice 

brokerage and social support were included in the regression equation, only social support 

significantly predicted external leadership emergence (b = .62, p <.01) but the significant effect 

of inter-team advice brokerage became non-significant (b = -.02, p >.10). The regression results 

suggested that social support fully mediated the positive relationship between inter-team advice 
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brokerage and external leadership emergence. Furthermore, the bootstrapped confidence interval 

(see Table 5-5) showed that social support had a significant indirect effect linking inter-team 

advice brokerage and external leadership emergence (Indirect effect = .015, S.E. = .006, 95% CI 

= [.008, .031]). Both results suggested that Hypothesis 3a was supported. 

With respect to the mediating effect of social support on the relationship between inter-

team friendship brokerage and external leadership emergence (H3b), Table 5-4 showed that 

inter-team friendship brokerage positively predicted social support (b = .16, p <.05), and was 

marginally related to external leadership emergence (b = .16, p <.10). When both inter-team 

friendship brokerage and social support were included in the regression equation, social support 

was still significant (b = .60, p <.01), but the inter-team friendship brokerage went non-

significant (b =.06, p >.10), suggesting a full mediation. Additionally, the bootstrapped 

confidence interval (see Table 5-5) indicated that social support had a significant indirect effect 

on the relationship between inter-team friendship brokerage and external leadership emergence 

(Indirect effect = .003, S.E. = .005, 95% CI = [.001, .016]). Thus, Hypothesis 3b was supported. 
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Table 5-2. Analysis Results for Hypothesis 1 

Dependent Variables 
Predictor Variables External leadership External leadership External leadership 

emergence emergence emergence 

Control variables 

Gender -.13 -.09 -.13 

Class -.21* -.14 -.16+ 

Extraversion .33** .30** .31** 

Self-monitoring .05 .01 .04 

Tertius iungens -.04 -.06 -.07 

Independent variables 

Inter-team advice brokerage .18* 

Inter-team friendship brokerage .16+ 

R2 .16** .18** .18** 

DR2 .02* .02* 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 
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Table 5-3. Analysis Results for Hypotheses 2 

Dependent Variables 

Predictor Variables Model 1 Model 2 Model 3 Model 4 Model 5 Model 6 Model 7 Model 8 

External External External External 
Sensegiving Sensegiving leadership leadership Sensegiving Sensegiving leadership leadership 

emergence emergence emergence emergence 

Control variables 

Gender -.13+ -.08 -.09 -.05 -.13+ -.13+ -.13+ -.06 

Class -.25** -.15+ -.14 -.05 -.25** -.23** -.16+ -.03 

Extraversion .32** .28** .30** .14+ .32** .31** .31** .13+ 

Self-monitoring .13 .09 .02 -.04 .13 .13 .04 -.03 

Tertius iungens -.07 -.09 -.06 -.01 -.07 -.08 -.07 -.02 

Independent variables 

Inter-team advice brokerage .24** .18* .04 

Inter-team friendship brokerage .07 .16+ .12+ 

Mediators 

Sensegiving .46** .56** 

R2 .18** .23** .18** .43** .18** .19** .18** .44** 

DR2 .05** .25** .01 .26** 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 
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Table 5-4. Analysis Results for Hypotheses 3 

Dependent Variables 

Predictor Variables Model 1 Model 2 Model 3 Model 4 Model 5 Model 6 Model 7 Model 8 

Social 
support 

Social 
support 

External 
leadership 
emergence 

External 
leadership 
emergence 

Social 
support 

Social 
support 

External 
leadership 
emergence 

External 
leadership 
emergence 

Control variables 

Gender -.32** -.26** -.09 .07 -.32** -.33** -.13+ .07 

Class -.20* -.06 -.14 -.10 -.20* -.14+ -.16+ -.07 

Extraversion .29** .23** .30** .15 .29** .27** .31** .15+ 

Self-monitoring .05 -.01 .02 .02 .05 .05 .04 .01 

Tertius iungens .10 .08 -.06 -.10 .10 .08 -.07 -.11 

Independent variables 

Inter-team advice brokerage .32** .18* -.02 

Inter-team friendship brokerage .16* .16+ .06 

Mediators 

Social support .62** .60** 

R2 .26** .34** .18** .44** .26** .29** .18** .44** 

DR2 .08** .26** .03* .26** 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 
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Table 5-5. Estimations of the Indirect Effects of Sensegiving and Social Support 

Paths 

Inter-team advice brokerage • Sensegiving • External leadership 
emergence 

Inter-team friendship brokerage • Sensegiving • External leadership 
emergence 

Inter-team advice brokerage • Social support • External leadership 
emergence 

Inter-team friendship brokerage • Social support • External leadership 
emergence 

Bootstrapping n = 20,000. + p < .10; * p < .05; ** p <.01; two-tailed tests. 

Indirect Effect S.E. 

.010** .006 

.001 .005 

.015** .006 

.003* .005 

95% C. I. 
Lower Bound 

.003 

95% C.I. 
Upper Bound 

.026 

-.001 .013 

.008 .031 

.001 .016 
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Hypothesis 4 and 5 

Hypotheses 4 and 5 are about the moderating effect of leader identity. Specifically, I 

anticipated that the influence of inter-team brokerage is strengthened when brokers internalize 

leader identity. To test the moderating effect of leader identity on the relationship between inter-

team brokerage and external leadership emergence, and further the entire moderated mediation 

model as proposed in Hypotheses 4 and 5, I used the analysis of PROCESS suggested by Hayes 

(2013), specifically model 1 for the moderation and model 7 for the moderated mediation. Table 

5-6 summarizes the results for Hypothesis 4. When inter-team advice brokerage, leader identity, 

and the interactive term (inter-team advice brokerage ´ leader identity) all included in the 

regression model to predict sensegiving, only inter-team advice brokerage was marginally 

significant (b = .02, p <.10). Neither leader identity nor the interactive term was significantly 

related to sensegivng behaviors, suggesting leader identity did not have moderating effect on the 

relationship between inter-team advice brokerage and sensegiving. Hypothesis 4a was not 

supported. Similarly, I examined the moderating effect of leader identity on the relationship 

between inter-team friendship brokerage and sensegiving. The regression results showed no 

significant moderating effects (b = .00, p > .10). Thus Hypothesis 4b was not supported. 

Furthermore, I also used PROCESS model 7 to examine the moderated mediation model. Table 

5-8 summarizes the results of conditional indirect effects. The 95% confidence intervals for both 

high and low levels of leader identity contained zero, suggesting that Hypothesis 4a and 4b were 

not supported. 

Table 5-7 summarizes the results for Hypothesis 5. Similar to the way I tested for 

Hypothesis 4, I used PROCESS model 1 to test the moderation effect and model 7 to assess 

moderated mediation. The results in Table 5-7 showed that leader identity did not moderate the 
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relationship between inter-team advice brokerage and social support (b = -.01, p >.10), nor the 

relationship between inter-team friendship brokerage and social support (b = -.01, p >.10). The 

results of conditional indirect effects in Table 5-8 confirmed the results, showing that social 

support did not have moderating effects. Specifically, the 95% confidence intervals for both high 

and low levels of leader identity contained zero. Thus, results indicated that Hypothesis 5a and 

5b were not supported. 
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Table 5-6. Analysis Results for Hypothesis 4 

Predictor variables 
Dependent variables 

Sensegiving Sensegiving 

Control variables 

Gender -.53 (.52) -.91 (.52)+ 

Class -.94 (.56)+ -1.45 (.55)** 

Extraversion .57 (.22)** .63 (.22)** 

Self-monitoring .33 (.37) .50 (.37) 

Tertius iungens -.33 (.30) -.33 (.31) 

Independent variables 

Inter-team advice brokerage .02 (.01)+ 

Inter-team friendship brokerage .00 (.00) 

Leader identity .28 (.25) .28 (.26) 

Inter-team advice brokerage ´ Leader identity .01 (.01) 

Inter-team friendship brokerage ´ Leader identity .00 (.01) 

R2 .24** .19 ** 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Unstandardized coefficients were reported with the standard errors in the 
parentheses. 
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Table 5-7. Analysis Results for Hypothesis 5 

Predictor variables 
Dependent variables 

Social support Social support 

Control variables 

Gender -2.30 (.62)** -2.89 (.63) ** 

Class -.49 (.67) -1.15 (.66)+ 

Extraversion .67 (.26)* .79 (.27)** 

Self-monitoring -.02 (.44) .24 (.37) 

Tertius iungens .35 (.35) .31 (.37) 

Independent variables 

Inter-team advice brokerage .05 (.01)** 

Inter-team friendship brokerage .01 (.01)* 

Leader identity -.06 (.30) -.06 (.32) 

Inter-team advice brokerage ´ Leader identity -.01 (.01) 

Inter-team friendship brokerage ´ Leader identity -.01 (.01) 

R2 .34** .29 ** 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Unstandardized coefficients were reported with the standard errors in the 
parentheses. 
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Table 5-8. Conditional Indirect Effects of Inter-team Advice and Friendship Brokerage on External Leadership Emergence 

Paths 

Inter-team advice brokerage • Sensegiving • External leadership 
emergence 

Inter-team friendship brokerage • Sensegiving • External 
leadership emergence 

Inter-team advice brokerage • Social support • External leadership 
emergence 

Inter-team friendship brokerage • Social support • External 
leadership emergence 

Bootstrapping n = 20,000. + p < .10; * p < .05; ** p <.01; two-tailed tests. 

Moderator Indirect Effect 95% CI 

High LD (+1 SD) .012 [.003, .027] 

Low LD (-1 SD) .003 [-.012, .023] 

High LD (+1 SD) .001 [-.008, .014] 

Low LD (-1 SD) .000 [-.008, .014] 

High LD (+1 SD) .013 [.006, .027] 

Low LD (-1 SD) .020 [.006, .055] 

High LD (+1 SD) .002 [-.004, .017] 

Low LD (-1 SD) .006 [-.002, .021] 
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Hypothesis 6 and 7 

The last two hypotheses proposed whether being an external leader would bring benefits 

to the focal individuals. According to Hypothesis 6, I anticipated that being an external leader 

would enhance the focal individual’s creative performance. Because openness to experience 

(Barrick, Mount, & Judge, 2001) and tertius iungens (Obstfeld, 2005) have been demonstrated to 

have impacts on creativity, I controlled these two variables when testing Hypothesis 6. The 

regression results in Table 5-9 showed that, however, external leadership emergence was not a 

significant predictor of people’s creative performance (b = .02, p > .10). Thus, Hypothesis 6 was 

not supported. 

In addition, I tested whether external leadership emergence would enhance people’s task 

performance. Since conscientiousness (Barrick et al., 2001) and self-monitoring (Mehra et al., 

2006) have been shown to be strongly related to task performance, I controlled for both when 

testing the effect of leadership emergence on task performance. However, the results in Table 5-9 

showed that there was not significant effect of external leadership emergence on task 

performance (b = .04, p > .10). Thus, Hypothesis 7 was not supported. 
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Table 5-9. Analysis Results for Hypothesis 6 and 7 

Predictor variables 

Control variables 

Gender 

Class 

Extraversion 

Self-monitoring 

Tertius iungens 

Independent variables 

External leadership emergence 

R2 

DR2 

Dependent variables 

Model 1 Model 2 Model 3 Model 4 

Creative performance Creative performance Task performance Task performance 

.01 .00 -.07 -.07 

.23** .21* .30** .30 

.00 .03 .09 .09 

.11 .12 .19 .19 

-.06 -.07 -.15 -.15 

-.09 .00 

.08* .09 * .18** .18** 

.01 .00 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 
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Post-hoc analyses 

Since brokers have been shown to be related to influence and power (e.g., Ibarra, 1993; 

Sparrowe & Liden, 2005), I would like to assess whether the similar hypotheses would hold 

within the team boundary and whether the results confirm previous studies. Thus I ran some 

post-hoc analyses to examine the effects of intra-team brokers in both advice and friendship 

networks on leadership emergence and performance outcomes. The regression results in Table 5-

10 show that intra-team brokers in advice network did not predict intra-team (internal) leadership 

emergence (b = -.01, p > .05). In addition, intra-team brokers in friendship network did not 

predict intra-team leadership (internal) emergence (b = .10, p > .05). However, sensegiving (b 

= .20, p < .05) and social support (b = .29, p < .01) positively predict internal leadership 

emergence. The results suggest that the intra-team brokerage structure only does not predict 

leadership emergence within the team; people are more likely to grant leader identity to those 

who engage in behaviors that help others satisfy their needs or achieve their goals. 

I also ran another series of post-hoc analyses to assess whether intra-team brokerage and 

intra-team leadership (internal leadership emergence) predict performance outcomes, including 

both creative and task performance. The regression results in Table 5-11 show that neither intra-

team advice brokerage (b = .09, p > .05) nor intra-team friendship brokerage (b = -.02, p > .05) 

predicts creative performance. Additionally, intra-team advice brokerage (b = .04, p > .05) and 

intra-team friendship brokerage (b = -.02, p > .05) did not predict task performance. However, 

internal leadership emergence predicts both creative (b = .19, p < .05) and task performance (b 

= .24, p < .01), which is consistent with the previous findings that leadership emergence is 

positively related to performance outcomes (Zhang et al., 2010). The results suggest that 

leadership emergence within the team is positively related to focal individual’s performance. But 
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the performance benefits have nothing to do with focal individual’s network structures within the 

team. 

Another results in the correlation table that are worth of noticing are the high positive 

relationship between sensegiving and external leadership emergence (b = .63, p < .01), and the 

high positive relationship between social support and external leadership emergence ((b = .64, p 

< .01). Because these constructs were all measured as networks, I ran QAP correlation to 

examine the relationship between two different networks, for instance the relationship between 

sensegiving and leadership networks. Table 5-12 shows that these networks are correlated with 

each other, but they are not correlated so high to be the same networks (e.g., the highest 

correlation is .51). Then I ran MR-QAP regression, which is similar to regular linear regression 

and uses networks as independent and dependent variables, to examine whether one network 

predicts another one. The results in Table 5-13 show that inter-team leadership network can be 

predicted by advice network (b = .14, p < .01), friendship network (b = .03, p < .05), sensegiving 

network (b = .23, p < .01), and social support network (b = .30, p < .01). The results of QAP and 

MR-QAP show that these networks are somewhat related to each other, but they are not the same 

networks. 

The task performance scores that were provided by class professors included scores based 

on individual and team performance. Aggregating two scores to indicate either individual or 

team performance contaminates content validity of the dependent variable. Thus, I separated task 

performance into individual- and team-level task performance, and ran the hypotheses testing for 

Hypotheses 6 and 7 again. The regression results in Table 5-14 show that external leadership 

emergence did not predict individual performance (b = .05, p > .05). However, external 

leadership emergence marginally predicted team-level task performance (b = -.05, p < .10), with 
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the direction opposite to what I hypothesized. The possible reason could be that individuals who 

emerge as external leaders might have spent too much time helping people from the outside, but 

failed to pay enough attention to their team’s performance, which might further negatively 

impact these emergent external leaders’ own team performance. This is interesting because the 

previous research studying leadership emergence has found that leadership emergence positively 

predicted team performance (e.g., Zhang et al., 2010). The results in this study suggest that when 

a broker who has connections across team boundaries emerges as an external leader, he/she can 

undermine his/her team’s performance. 

Although the results show that both advice and friendship inter-team brokers positively 

predicted external leadership emergence, the inter-team brokerage index includes four types of 

different structures. Thus, I conducted a series of post-hoc analyses to assess which specific type 

of brokerage has impacts on external leadership emergence. Table 5-15 shows the results for 

advice network. When including the brokerage structure in the regression model one by one, 

only advice gate keeper was significantly related to external leadership emergence ((b = .25, p 

< .01), suggesting that the gate keeper’s competence to filter and transfer information from the 

outside to the inside, and further help people from the outside after synthesizing information 

from different sources. However, in friendship networks, the results were different. The results in 

Table 5-16 show that friendship liaison was positively related to external leadership emergence 

(b = .16, p < .05), and friendship itinerant was positively but marginally related to external 

leadership emergence (b = .14, p < .10), suggesting that when a friendship broker’s contacts are 

not from the same team with the broker, the broker is more likely to emerge as an external 

leader. 
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Table 5-10. Post-Hoc Analysis 1 

Dependent Variables 
Predictor Variables Intra-team leadership Intra-team leadership Intra-team leadership Intra-team leadership 

emergence emergence emergence emergence 

Control variables 

Gender .07 .06 .09 .15+ 

Class .15+ .18* .19* .20* 

Extraversion .17+ .17+ .11 .09 

Self-monitoring -.01 -.02 -.05 -.04 

Tertius iungens -.10 -.11 -.09 -.13 

Independent variables 

Intra-team advice brokerage -.01 
Intra-team friendship .10 brokerage 
Sensegiving .20* 

Social support .29** 

R2 .05 .06 .08* .12** 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 
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Table 5-11. Post-Hoc Analysis 2 

Predictor variables 

Control variables 

Model 1 
Creative 

performance 

Model 2 
Creative 

performance 

Model 3 
Creative 

performance 

Dependent variables 
Model 4 Model 5 
Creative Task 

performance performance 

Model 6 
Task 

performance 

Model 7 
Task 

performance 

Model 8 
Task 

performance 

Class .28** .29** .27** .25** .31** .32** .31** .28** 

Conscientiousness -.04 -.04 -.04 -.03 
Openness to 
experience 
Self-monitoring 

-.07 -.08 -.07 -.08 

.15+ .15+ .16+ .14+ 

Tertius iungens .00 .00 .00 .02 

Independent variables 

Intra-team advice 
brokerage 
Intra-team friendship 
brokerage 
Internal leadership 
emergence 
R2 .08** 

.09 

.08** 

-.02 

.08** 

.19* 

.11** .15** 

.04 

.16** 

-.02 

.15** 

.24** 

.21** 

DR2 .00 .00 .03* .01 .00 .06** 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 
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Table 5-12 QAP Correlations 

1. Advice 

2. Friendship 

3. Sensegiving 

4. Social support 

5. Inter-team leadership 

1 2 

.51** 

.39** .32** 

.53** .44** 

.41** .31** 

+ p < .10; * p < .05; ** p <.01; two-tailed tests. 

3 4 

.45** 

.43** .50** 
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Table 5-13 MR-QAP Regression 

Dependent variable 
Predictor Variables Inter-team leadership emergence 

.00 Intercept 

Advice .14** 

Friendship .03* 

Sensegiving .23** 

Social support .30** 

R2 .32** 

+ p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 

Table 5-14 Hypotheses 6 & 7 using Separate Performance Scores 

Dependent variables 

Predictor variables Model 1 Model 2 Model 3 Model 4 
Individual 

performance 
Individual 

performance Team performance Team performance 

Control variables 

Gender .01 .01 -.02 -.02 

Class .78** .79** -.95** -.97** 

Extraversion -.01 -.03 .00 .01 

Self-monitoring .03 .02 .03 .04 

Tertius iungens -.07 -.07 -.01 -.01 

Independent variables 
External leadership .05 -.05+ 
emergence 
R2 .63** .63** .88 ** .89 ** 

DR2 .00 .01+ 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients 
were reported. 
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Table 5-15 The Effects of Five Types of Advice Brokerage on External Leadership Emergence 

Dependent Variables 

Predictor Variables External External External External External 
leadership leadership leadership leadership leadership 
emergence emergence emergence emergence emergence 

Control variables 

Gender -.12 -.11 -.09 -.11 -.13 

Class -.20* -.17* -.11 -.18* -.21* 

Extraversion .32** .31** .27** .32 .33** 

Self-monitoring .05 .03 .03 .03 .05 

Tertius iungens -.04 -.05 -.04 -.05 -.04 

Independent variables 

Advice coordinator .08 

Advice liaison .13 

Advice gate keeper .25** 

Advice representative .07 

Advice itinerant .01 

R2 .17** .17** .21** .16** .16** 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 
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Table 5-16 The Effects of Five Types of Friendship Brokerage on External Leadership Emergence 

Predictor Variables 

Control variables 

External 
leadership 
emergence 

External 
leadership 
emergence 

Dependent Variables 
External 

leadership 
emergence 

External 
leadership 
emergence 

External 
leadership 
emergence 

Gender -.12 -.13+ -.13+ -.13+ -.13+ 

Class -.22** -.17* -.18* -.17+ -.18* 

Extraversion .33** .31** .32** .32** .31** 

Self-monitoring 

Tertius iungens 

Independent variables 

Friendship coordinator 

Friendship liaison 

Friendship gate keeper 

Friendship representative 

Friendship itinerant 

R2 

.05 

-.04 

-.05 

.16** 

.04 

-.06 

.16* 

.18** 

.05 

-.05 

.06 

.16** 

.05 

-.06 

.11 

.17** 

.04 

-.05 

.14+ 

.18** 

n = 158 individuals. + p < .10; * p < .05; ** p <.01; two-tailed tests. Standardized coefficients were reported. 
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CHAPTER 6: DISCUSSION AND CONCLUSION 

As the organizational tasks become more complex and structures become flatter, the 

collaboration and coordination across different organizational teams or departments are common 

and critical for realizing organizational advantages (Lawrence & Lorsch, 1967; Thompson, 

1967). It is intuitive that the most difficult part of the coordination should be the integration of 

differentiated knowledge embedded in separate organizational unit and the relationships between 

these units (Lawrence & Lorsch, 1967; Pittinsky, 2000). The emergent external leaders, who are 

perceived as leaders by people from other teams, can be the key to solve these issues and 

facilitate the intergroup integration and relations. In this dissertation, I studied how inter-team 

brokers become external leaders. Specifically, I proposed a structure-agency interactive model, 

where inter-team brokers are more likely to emerge as external leaders when they internalize a 

leader identity, through engaging in sensegiving and social support behaviors. The results 

supported that inter-team brokers are more likely to become emergent external leaders and this 

positive relationship is mediated by sensegiving and social support behaviors. However, the 

results did not support the moderating effect of leader identity. The results did not support the 

positive relationships between external leadership emergence and performance outcomes (task 

and creative). Though with four hypotheses unsupported, this study is the first to 1) ascertain a 

linkage between inter-team brokers and external leadership emergence, and 2) identify 

mechanisms that explain this relationship. I will discuss the implications and limitations in the 

following section. 
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Theoretical Contributions 

Brokerage and leadership 

Structural holes have been linked to advantages and positive organizational outcomes, 

such as innovation (Ahuja, 2000), enhanced performance (Fang et al., 2015; Zaheer & Bell, 

2005) and influence (Sparrowe & Liden, 2005). The underlying reasons have always been 

attributed to the informational advantages (Burt, 1992). However, very little research has 

examined how exactly brokerage links to these advantages. In other words, what are the 

underlying mechanisms? Although there are many theoretical accounts for brokers’ advantages, 

such as the skills and abilities developed from engaging with diverse others and social exchanges 

between contacts, little work has been done to theoretically connect the analytical characteristics 

of brokerage with particular types of gains. The extant research has important implications in 

regards to what brokers do to make them influential and gain the leadership roles from their 

peers. Specifically, my research explicitly explained the mechanisms that inter-team brokers use 

to translate the informal social structures into practical utility. The results suggest that inter-team 

brokers, who connect disconnected people from different teams, can be perceived as external 

leaders through engaging in sensegiving and social support behaviors. 

In addition, there is always a dilemma in regards to the possible gains of brokers and 

losing trust between brokers and contacts. Specifically, because of the greater access to 

information and resources, there always are opportunities for brokers to gain at the expense of 

individuals or groups they are brokering. Although brokers usually can bring benefits to 

themselves through transferring information or playing against their contacts (Burt, 1992), they 

suffer from the lack of trust (Xiao & Tsui, 2007). Further, the structure of brokerage is very 

important to the organizations because brokers are the ones who are capable of integrating 
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diverse information and applying the synthesized knowledge to contribute to organizations. 

Given these contradictory predictions, the extant research provides some clarity about the 

contradiction. The results of this research suggest that when brokers use the skills and 

capabilities that they have accessed and accumulated through the advantageous social structures 

and brokerage experience to help others, such as making sense for others and providing social 

and emotional support to others, they are able to gain not only status – leadership, but also trust 

from others. Although this study did not examine trust directly, being perceived as leaders by 

others from different teams involves underlying trust (Drescher, Korsgaard, Welphe, Picot, & 

Wigand, 2014). The earned trust and status may further help brokers get ahead, and more 

importantly help to enhance the collective performance, such as the informational and social 

integration within organizations, and organizational effectiveness. 

Informal leadership across team boundaries 

The extant research also contributes to the leadership literature, especially leadership that 

occurs across team boundaries. Previous research has demonstrated the significance of studying 

this type of leadership, such as organizational integrators (Lawrence & Lorsch, 1967), intergroup 

leaders (Pittinsky, 2000), and shared leadership in multiteam systems (Carter & DeChurch, 

2005), and also suggested that leadership that influences cross-boundary issues may be partly 

from individuals without formal authority due to the recognized individual competence 

(Lawrence & Lorsch, 1967). This research is the first attempt to understand who would be the 

best fit for informal leaders across team boundaries. 

The results of extant research suggest that inter-team brokers, who connect contacts from 

different organizational units can be a good candidate for informal leaders to help promote inter-

team coordination and resolve inter-team conflicts. One challenge during the effective inter-team 
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coordination is unique and differentiated knowledge and expertise embedded and exchanged 

within different organizational units (e.g., teams, or departments). One way to overcome this 

challenge is to effectively exchange and synthesize the differentiated knowledge (Lawrence & 

Lorsch,1967; Hansen,1991). Only when the knowledge and expertise are effectively integrated, 

can the organizational tasks be successfully accomplished, especially in the organizations that 

require interdisciplinary collaboration (Lawrence & Lorsch,1967). From this perspective, 

informal leaders who are active across boundaries and competent in knowledge integration are 

the key to help the organization realize the competitive advantages. The results of this study 

suggest that inter-team brokers can be the candidates for this type of leadership. 

Moreover, another challenge during the inter-team coordination or the effectiveness of 

multiteam systems is inter-team relations. Individuals tend to categorize each other into different 

social groups based on their characteristics or group membership (Turner, 1999). Organizational 

employees would be likely to identify with the team or department they work for and further 

develop strong group identification (Hogg & Turner, 1985). Such identification would give rise 

to ingroup favoritism, and emphasize ingroup-outgroup differences (Turner, 1999). Because 

group identification enhances individuals’ motivation to act on behalf of their own groups (van 

Knippenberg, 2000), individuals might have less motivation if they face the situation where they 

need to collaborate with other group, especially when knowledge integration is involved in the 

collaboration. Instead, in order to make inter-team collaboration and coordination effective, 

organizations may need to put effort to engender identification with the higher-level units (e.g., 

the multiteam systems or all the teams involved in the coordination). Inter-team brokers are 

better positioned to take on the leadership role to help reduce intergroup conflicts and enhance 

identification with the entire unit. For instance, brokers can build trust-based relationships with 
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their external contacts by providing social and emotional support, which would further increase 

positive intergroup relationships (Pettigrew, 1998). Additionally, brokers can bring their external 

contacts together, especially the ones that belong to different groups. By engaging in social 

integration, brokers are able to help people from different groups develop identifications with the 

higher-level units, rather than with their own groups. All of these efforts can help people not just 

focus on their own or their group’s work, but also the entire unit. Thus, the effective integration, 

including both informational and social integration, can be eventually achieved. 

Structure and agency interactions 

In social network research, another area ripe for future study is to investigate the 

individual and social psychological characteristics of those who occupy specific network 

structures. Some have argued that the effectiveness of network structures does not stem from the 

features of structures (e.g., Tushman & Scanlan, 1981), but from particular individual personality 

that gives rise to advantageous network positions (Mehra et al., 2006). On the other hand, some 

scholars have suggested that network positions shape individual skills and capabilities (Burt, 

2010; Reagans & Zuckerman, 2008). In order to better understand the effects of networks, 

measuring individual-level traits, in combination with network features can help us advance the 

knowledge in social network theory. 

In psychology, behaviors have long been suggested as a function of both the person and 

the situation (Lucas & Donnellan, 2009). Both situational strength theory (Meyer, Dalal, & 

Hermida, 2010) and trait activation theory (Tett, Simonet, Walser, & Brown, 2013) have 

suggested an interaction between individual differences and situations and how such interactions 

impact human behaviors. Trait and situation usually are two sides of a coin which cannot be 

separated from each other (Eysenck & Eysenck, 1985). In creativity studies, there is also a well-
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accepted interactionist perspective which proposes that personal and situational factors interact 

with each other to predict individuals’ creative performance (Woodman & Schoenfeldt, 1990). 

Similar to this notion, the realization of structural advantages may also depend on the 

interactions between structures and human agency. This study is an attempt to understand why 

some individuals can benefit from social or organizational structures but others may not, by 

incorporating a perspective of structure and agency interactions. From this standpoint, 

considering both structures and individual differences can also help scholars understand the 

dilemma between brokerage’s advantages and possible risks of undermining other people’s 

performance and relationships. For instance, with a prosocial motivation in mind, brokers may 

not try to gain the benefits from the advantageous positions at the expense of other people or 

groups. On the other hand, brokers with high narcissism or self-orientation may try to obtain the 

maximal returns from playing around contacts or withholding information. 

Unfortunately, this study did not find support for the moderating effect of leadership 

identity. One possible reason might be because participants’ concept of leadership does not align 

with the mediating factors examined in this study, for instance making sense of the situation for 

other people and providing emotional support. Given the participants of this study were MBA 

students, their understanding of being leaders may be being assertive or making decisions for the 

team. Although in this study, the hypotheses about structure-agency interactions were not 

supported, further studies are needed in this direction to provide us with better understandings of 

brokerage and dynamism. 

Practical Implications 

From a practical standpoint, organizations should encourage employees who have 

informal relationships span different teams or departments to take advantage of their structural 
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positions by engaging in prosocial or other-oriented behaviors. Although brokers can easily bring 

back benefits to themselves, such as informational advantages, organizations should emphasize 

the possible intellectual or financial return to the organization as a whole. The path to 

organizational effectiveness depends on the successful integration of differentiated knowledge or 

social groups. The keys to make this path happen may lie on certain individuals. Brokers, 

especially inter-team brokers, are one group of these people. Organizations could provide 

training to employees to emphasize the importance of informal relationships in the organization, 

help employees understand informal structures in organizations, and teach appropriate strategies 

that individuals can use to make use of their social relationships to not just benefit their own 

performance, but more importantly enhance the team or organization’s performance. 

However, brokers are usually linked with lack of trust, in spite of the advantages that 

brokers can bring about to the organization (Stovel & Shaw, 2012). Organizations can initiate 

various practices to ensure trust relationships among employees while encouraging brokers to 

engage in sensegiving or information integration. For instance, organizations may develop 

policies to guarantee that certain prosocial behaviors, such as helping others make sense of the 

work situation, will be recognized, but certain behaviors should be discouraged, for instance 

using public resources for self-interests. 

In addition, there may be negative consequences of emerging as external leaders due to 

burdens of extra workloads. Although engagement in sensegiving and social support to 

employees from different organizational teams or departments are beneficial to others or 

organizations as a whole, it probably undermines behaviors and performance of emergent 

leaders, which might further discourage them from helping external others in the future. 
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Organizations can take steps to provide extra support to these emergent leaders and help them 

release potential pressures from being leaders and taking on extra work. 

Limitations and Future Directions 

There are several limitations in this study, which might explain why only three out of 

seven hypotheses were supported. First, the student sample limits the examination of some 

dependent variables and the need for inter-team coordination. The use of MBA students who 

worked on team-based projects has the advantages of internal and external validity. However, it 

sets the limits on the scope of dependent variables that I can examine. For instance, the grant of 

leadership identity to inter-team brokers might advance their organizational positions to a next 

level, such as promoting to a formal manager position, which might in turn positively impact 

their career success and satisfaction. Unfortunately, by using student sample, I was unable to 

examine these dependent variables. In addition, course-related projects may not require extensive 

inter-team communications. If so, these individuals may not have strong motivation to engage in 

the behaviors to influence others from different teams, such as sensegiving and social support 

examined in this study. That might explain why the moderating effect of leader identity was not 

supported in this study. Future studies should examine the hypothesized model on employees 

who work for organizations where high levels of inter-team collaboration is needed. 

Second, this study only investigated one possible moderator that was proposed to 

intrinsically motivate inter-team brokers to engage in sensegiving and social support behaviors 

and further gain leadership roles from people in different teams – leader identity. But the study 

failed to support the hypotheses. One reason might be because even identity can predict intrinsic 

motivation, identity does not equal to motivation. Future studies might consider examining 

motivation directly, such as motivation to lead or intrinsic motivation. There are also other 
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individual differences that may either accentuate or attenuate the relationship between inter-team 

brokerage and external leadership emergence. For example, prosocial motivation may drive 

inter-team brokers to conduct prosocial behaviors or other-oriented behaviors to help people 

from different teams and then being granted with leadership roles (Grant & Berg, 2010). Other-

orientation, known as focusing on information search and processing on group-level attributes, 

social cues, and consequences, is related to engaging more in prosocial behaviors (De Dreu & 

Nauta, 2009). People with high levels of other-orientation are more likely to be concerned for 

other people’s needs and interests. They may be better at sensing others’ needs and take actions 

accordingly. Combing with occupying advantageous structures, people with high other-

orientation may better serve as emergent external leaders to influence informational and social 

integration. On the other hand, people focusing too much on themselves may simply take 

advantage of social structures for their own interests and purposes. For example, people with 

high levels of narcissism or self-orientation would be less likely to engage in sensegiving and 

social support for others. Instead, they would be more likely to take advantage of brokerage 

positions and get ahead for themselves. Future studies should explore other moderating factors 

that function as different types of motivation for brokers to engage in different behaviors. 

Third, this study only proposed to examine individual-level outcomes, but did not 

consider team-level or organizational level consequences. If external leaders’ focus is on helping 

individuals from different teams or unit, the investigation of other-focused or team-level 

outcomes may be more intuitive or more important than just examining the personal benefits of 

being emergent external leaders. This study failed to find support for the relationship between 

external leadership emergence and performance outcomes of the emergent leaders. The possible 

reasons could be that the benefits actually are returned to those individuals or groups who are 
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influenced by these emergent external leaders, rather than to the emergent external leaders. The 

lack of support on the individual outcomes, including enhanced task and creative performance, 

might also imply that the emergence as external leaders to help others achieve their goals or 

high-level shared goals might add burdens or pressures on the current work loads of these 

emergent external leaders. The end results may be the increased work stress or reduced 

performance, instead of enhanced performance. Thus, emergence as external leaders might incur 

costs to inter-team brokers. The results of one post-hoc analysis actually found a negative 

relationship (marginally significant) between external leadership emergence and team-level task 

performance. It sheds light on the possible negative implications of external leadership on the 

leader’s own team productivity. If external leaders can benefit others but, in the meantime, 

undermine their own and their team’s productivity, then organizational employees would be 

discouraged from taking such a leadership role. 

Last but not least, this study did not differentiate different types of brokerage, but 

integrating them together to examine a broad structural category. The post-hoc analyses actually 

demonstrated distinct effects of different brokerage structures on external leadership emergence, 

implying nuanced differences in the underlying mechanisms. According to Gould and Fernandez 

(1989), the five types of brokerage indicate different functions of brokers and also take into 

account the resource flow or exchange. Future studies can develop distinct theoretical rationales 

for each brokerage structure and examine them empirically. 

Conclusion 

This study is the first attempt to examine the relationship between inter-team brokers and 

external leadership emergence, as well as the underlying mechanisms that these individuals use 

to become leaders. The results show that inter-team brokers, who connect disconnected contacts 
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from different organizational teams, are more likely to emerge as external leaders (i.e., perceived 

as leaders by people from different teams) when they engage in sensegiving and social support 

behaviors. Although the study failed to support the moderating effects of leader identity and 

possible positive consequences that can be brought about to the emergent leaders, it still provides 

insights to the literature of leadership, especially the literature of informal leadership and social 

networks. Given the prevalence of team collaboration and coordination in modern organizations, 

and emphasis given to informal influence in organizations, the study is timely and relevant. This 

study takes a unique perspective to study leadership influence by differentiating influence from 

different sources, within and outside the team, to try to find nuanced difference in regards to 

different sources of leadership and factors that impact these processes. Moreover, by 

incorporating both advice and friendship relationships, this study takes a more comprehensive 

view of leaders as individuals embedded in a wide range of informal relationships. As the team 

collaboration and coordination become prevalent and organizations become differentiated in 

terms of knowledge and expertise, leadership would go beyond team boundaries and leaders 

need to capitalize on social networks, especially informal network structures to improve 

collective performance. 
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APPENDIX A: CONSENT FORM 

PLEASE READ THE FOLLOWING CONSENT FORM, 
AND ACKNOWLEDGE THAT YOU AGREE TO PARTICIPATE IN THIS SURVEY 

BEFORE CLICKING THE "NEXT>>" BUTTON AT THE BOTTOM OF THE SCREEN. 

Thank you for taking the time to assist with our research. The purpose of this study is to 
investigate the relationship between personality traits, your relationship in your organizations 
and leadership development. It should take approximately 15-20 minutes to complete. 

Please be assured that responses to survey questions will remain entirely anonymous and will be 
reported only in summary form for research purposes. Once the completed surveys are received, 
any information that is obtained in connection with this study and that can be identified with you 
will remain confidential except as required by law. All records pertaining to your participation 
will be kept in a password-protected computer. It should be noted that Internet communications 
are insecure. There is a limit to the confidentiality that can be guaranteed due to the technology 
itself. 

Your participation is voluntary and by completing the survey you are providing your informed 
consent to participate in this research and that you are 18 years old or over. No discomfort or 
risks are foreseen by participating in this study. You may refuse to participate or choose to stop 
participating at any time. 

If you have questions, concerns, or complaints, or think the research has hurt you, talk to the 

Thank you for your consideration! 

Sincerely, 

Organizational Behavior Research Team 
State University of New York at Buffalo 

research team at ningxu@buffalo.edu . You may also contact the research participant advocate at 
716-888-4845 or researchadvocate@buffalo.edu. 
This research has been reviewed and approved by an Institutional Review Board (“IRB”). You 
may talk to them at (716) 888-4888 or email ub-irb@buffalo.edu 
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APPENDIX B: SURVEY ITEMS 

Leader Identity (Hiller, 2005) 
I am a leader. 
I see myself as a leader. 
If I had to describe myself to others, I would include the word “leader”. 
I prefer being seen by others as a leader. 

Advice networks (Balkundi, 2006) 
The following is the list of students in this class. Please look carefully down the list and place a 
check next to the names of people you give advice to on course-related matters. These are people 
who turn to you when they have a course-related problem or when they need advice about a 
course-related decision that they have to make. Please be as candid and accurate as possible 
when answering this question. The individual response you provide will be treated as strictly 
confidential. 

Friendship networks (Morrison, 2002) 
The following is the list of students in this class. Please look carefully down the list and place a 
check next to the names of people you consider to be your friends, that is, people whom you see 
socially outside of work or when you are not working together. The individual responses you 
provide will be treated as strictly confidential. 

Sensegiving (Adapted from Zaccaro et al., 2001) 
The following is the list of students in this class. Please look carefully down the list and place a 
check next to the names of people who help you and your team extract important environmental 
cues, place these cues in your team’s performance context, and embellish the meaning of these 
cues in a coherent framework. The individual responses you provide will be treated as strictly 
confidential. 

Social support (Adapted from Sarason et al., 1987) 
The following is the list of students in this class. Please look carefully down the list and place a 
check next to the names of people who provide social and emotional support to you, that is those 
who is around when you are in need, those with whom you can share your joys and sorrows, and 
those who care about your feelings. The individual responses you provide will be treated as 
strictly confidential. 

Leadership emergence (Carson et al., 2007) 
Please look carefully down the list and place a check next to the names of people whom you rely 
on for leadership, that is, people who influence you through their leadership. In responding to the 
items, please keep in mind that the individuals you perceive to be leaders may or may not be 
officially designated as leaders by your class instructor or may or may not be affiliated in the 
same team as you. 
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Creative performance (Madjar, Oldham, & Pratt, 2002) 
Creativity refers to the extent to which an individual developed ideas, methods, or products that 
are both original and useful to the task accomplishment. Please rate for each member in your 
team how creative is their work. 

Personality (Donnellan, et al., 2006) 
I am the life of the party. 
I sympathize with others’ feelings. 
I get chores done right away. 
I have frequent mood swings. 
I have a vivid imagination. 
I do not talk a lot. 
I am not interested in other people’s problems. 
I often forget to put things back in their proper place. 
I am relaxed most of the time. 
I am not interested in abstract ideas. 
I talk to a lot of different people at parties. 
I feel others’ emotions. 
I like order. 
I get upset easily. 
I have difficulty understanding abstract ideas. 
I keep in the background. 
I am not really interested in others. 
I make a mess of things. 
I seldom feel blue. 
I do not have a good imagination. 

Self-monitoring (Snyder & Gangestad, 1986) 
I find it hard to imitate the behavior of other people. 
At parties and social gatherings, I do not attempt to do or say things that others will like. 
I can only argue for ideas which I already believe. 
I can make impromptu speeches even on topics about which I have almost no information. 
I guess I put on a show to impress or entertain others. 
I would probably make a good actor. 
In a group of people I am rarely the center of attention. 
In different situations and with different people, I often act like very different persons. 
I am not particularly good at making other people like me. 
I am not always the person I appear to be. 
I would not change my opinions (or the way I do things) in order to please someone or win their 
favor. 
I have considered being an entertainer. 
I have never been good at games like charades or improvisational acting. 
I have trouble changing my behavior to suit different people and different situations. 
At a party I let others keep the jokes and stories going. 
I feel a bit awkward in public and do not show up quite as well as I should. 
I can look anyone in the eye and tell a lie with a straight face (if for a right end). 
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I may deceive people by being friendly when I really dislike them. 

Tertius iungens (Obstfeld, 2005) 
I introduce people to each other who might have a common strategic work interest. 
I will try to describe an issue in a way that will appeal to a diverse set of interests. 
I see opportunities for collaboration between people. 
I point out the common ground shared by people who have different perspectives on an issue. 
I introduce two people where I think they might benefit from becoming acquainted. 
I forge connections between different people dealing with a particular issue. 
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