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Gender and the Dark Side of Leadership

Asia A. Eaton and Barbara Nevickg

The trait perspective of leadership focuses on the personal qualities leaders
possess that support or hinder their emergence and effectiveness (Hapms
et al, 2011). In the last 15 years, a growing body of research has eXamined
“dark-side” traits in leaders, including their costs and benefits for individuals
and organizations (e.g., Mathieu et al., 2014). The most commonly studied
dark-side traits include narcissism, psychopathy, and Machiavellianism, to-
gether known as the “Dark Triad” (Paulhus & Williams, 2002), This triad of
traits generally reflects the tendency to manipulate, deceive, and exploit for
the purpose of furthering one’s own interests, with little regard for others,

Narcissism, said to lie at the heart of leadership and its dark side (Kets De
Vries & Balazs, 2011; McCleskey, 2013), is characterized by a grandiose, yet
fragile, sense of the self, the need for excessive admiration, a sense of entitle-
ment, a lack of empathy, and exploitive and manipulative social relationships
(Ames et al,, 2006). In this chapter we focus on the grandiose form of nar-
cissism, rather than the vulnerable (or more depressive) form of narcissism,
as the former is more strongly related to leadership indicators (Watts et al,
2013). Narcissism in leaders is known for having a wide cascade of nega-
tive consequences. These include increased workplace bullying (Tokarev
et al,, 2017), negative emotions and counterproductive work behaviors in
followers (Braun et al., 2016), less collaborative teams (Nevicka et al., 201 1b)
cultures with lower collaboration and integrity (O'Reilly et al., 2020), 10“:
firm performance when corporate practices are inspired by image mait e
nance (Petrenko et al,, 2016), more volatile firm performance (Cha,ttefiju .
& Hambrick, 2007), and higher chances of corporate litigation (ORe
etal,, 2018),

However, narcissism also has some positive relationships
ship outcomes. For example, it is positively related to leaders fidence
gence (Brunell et al,, 2008; Nevicka et al,, 2011a), as narcissists’ con'? 0
- and extraversion overlap with prototypical leader traits. Narcissisi® ®
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.+ ely related to visionary communication (Galvin et al,, 2010), salary
ositively )
sourk et al,, 2016), and fc.).llower-reported leadership effectiveness (at mod-
& levels of the trait; Grijalva et al,, 2015a, and at greater distance from the
eragzr. Nevicka et al., 2018). Company performance has also been positively
1§ad to’ narcissism at times, perhaps due to narcissists’ increased willingness
z)etake risks (Braun, 2017). Taken together, however, the negative outcomes
of narcissistic leaders seem to outweigh the potential positive outcomes.

The second dark-side trait, psychopathy, is defined by low empathy and
anxiety, a lack of guilt, emotional shallowness, a belief in one’s superiority,
and a parasitic lifestyle (O’Boyle et al,, 2012), often resulting in criminal
.nd antisocial behavior (Anderson & Kiehl, 2014). Identified by some as the
most destructive of the dark-side traits (Williams et al., 2010), some negative
effects of psychopathy for leaders include employee dissatisfaction (Mathieu
et al,, 2014), lower leadership effectiveness (Landay et al., 2019), negative
correlations with constructive leadership styles (Landay et al., 2019; Mathieu
etal,, 2014), and positive correlations with passive leadership styles (Mathieu
et al,, 2014). Nonetheless, psychopathic tendencies are positively related to
leadership emergence (Landay et al., 2019). |

The third dark-side trait, Machiavellianism (Spain et al., 2014), has been
viewed by many as a necessary evil for leadership (Deluga, 2001). Individuals
high in Machiavellianism use manipulation and deceit in social dealings
for personal gain (O’Boyle et al., 2012). Some negative aspects of leader
Machiavellianism include reductions in leaders’ moral action and reasoning
when leaders are authentic (Sendjaya et al., 2016), a negative relationship
with performance in some studies (Bedell et al., 2006; for an exception see
Deluga, 2001), and reduced employee work engagement (Den Hartog &
Belschak, 2012). Meanwhile, Machiavellianism is positively related to lead-
ership position and career satisfaction (Spurk et al,, 2016) as well as to charis-
Matic leader behavior (Deluga, 2001). -

Much is now known about how the dark-side traits operate in leaders on
the whole, byt little work has examined how these relationships might be
Prefh‘:te-d or moderated by other leader characteristics, including social and
l?iizigual difference factors. For example, Chen (2010) found that n?:l:ils-
o thE'OS from nations where humility is seen as a thtue w:;e less arec})lr

s fouelr Counterparts to engage in financial misrep?rtlng. Other resc;f <
o nd that the emergence of narcissistic leadership depends on selt-

m. (for a revieyy see Ouimet et al., 2010), or that abusive supervision can be
Pedicted by leader de ' d anxi rne et al., 2014).

pression and anxiety (Byrne et al,,
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In this chapter, we examine another social variable, leader gender, ag it
relates to the prevalence of “dark leadership” and the relationship between
dark leadership and various social and organizational outcomes, We begin
by reviewing what is known about gender and the dark-side traits gener-
ally. Then, drawing on evidence for gender differences in the Dark Triad, we
turn our attention to how dark-side traits might operate in men and women
leaders, specifically. We also review research on followers’ perceptions of
women and men leaders who possess dark-side traits, and the relationship
between follower gender and dark leadership.

Gender and Dark-Side Traits

Most research finds that the dark-side traits are more prevalent among men
than women across cultures (e.g., Dowgwillo & Pincus, 2017; Karandikar
et al., 2019; Muris et al., 2017). Evidence suggests this may be, at least in
part, due to gender role norms and beliefs. In one study, for example, gender
differences in dark-side traits were explained by gender differences in femi-
ninity (Jonason & Davis, 2018). Specifically, in a sample of college students
from Australia and the United States, Jonason and David (2018) found
that women’s lower levels of dark-side traits could be statistically explained
by their greater self-reported femininity on the Bem Sex Role Inventory.
These findings make sense in light of social role theory (Eagly, 1987), which
associates women and femininity with “communal traits.” Communal traits
include being cooperative, hurturing, and warm—opposites of the antiso-
cial dark-side characteristics, Men, meanwhile, are more strongly social-
ized to develop “agentic traits,” such as assertiveness, independence, and
competitiveness.

In a study by Gluck et al. (2019), gender differences in Dark Triad scores
were accounted for by participants’ level of sexism. In a sample of adult in-

ternet users, differences between women and men in scores on the Dark

Triad were explained by men’s higher scores on the Hostile Sexism Inventory,
which measures negative beliefs about women (e.g., that women are incom-
petent, manipulative, and emotional; Glick & Fiske, 1997). While this study
was correlational and precludes inferences of causality, the findings demon-
strate that negative sexist beliefs about women (which are held more strongly
by men) and Dark Triad traits (such as greater levels of selfishness, status-
seeking, and antisocial behavior) tend to co-occur. This may be due to the
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fact that hostile sexism supports the development of dark traits, with men
more strongly endorsing women's inferiority, and thus feeling more entitled
and being more self-seeking. On the other hand, it could be because those
with dark traits tend to embrace sexist beliefs more strongly, with men’s
higher selfishness leading them to perceive sexist ideology as accurate and/
or useful. Finally, it could be due to a third variable such as social power, with
those who possess more power (men) both developing more dark-side traits
and endorsing more sexist beliefs.

Moving forward, it will be important to examine the emergence of gender
role beliefs and Dark Triad traits in men and women over time and through
experimentation, to better understand the causal relationship between these
variables. It will also be worthwhile to examine the relationship between
gender role beliefs and Dark Triad traits across societies, including whether
societies with greater cultural sexism also show higher levels of Dark Triad
traits and/or a greater disparity in these traits between men and women.
Importantly, gender differences in the prevalence of dark-side traits may
help men emerge more often as leaders, creating a self-fulfilling effect. That
is, maladaptive gender role beliefs may promote dark-side traits, which in-
crease men’s leadership emergence and foster the sexist belief that men are
better suited for powerful roles. Indeed, leader stereotypes have been con-
sistently found to be masculine (Koenig et al., 2011), which results in men
emerging more often as leaders than women (Eagly & Karau, 1991), as well
as individuals with more pronounced masculine traits, such as those with
higher narcissism (Grijalva et al., 2015a).

Gender and Narcissism

The relationship between gender and each individual dark-side trait (nar-
Cissism, psychopathy, and Machiavellianism) reveals additional insights
relevant for women’s and men’s leadership. For example, in a meta-analytic
review of gender differences in narcissism, Grijalva et al. (2015a) found that
gender differences in narcissism were primarily driven by the leadership/au-
thority facet and the exploitive/entitlement facet. The leadership/authority
facet reflects the desire for power with items such as “lam aborn leader” and
“people always seem to recognize my authority,” while the exploitive/enti-
tlement facet reflects the belief that one is entitled to power with items such
as “T insist upon getting the respect that is due to me.” The gender difference
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in the endorsement of these facets seems to reflect internalized gender roe
beliefs, with men describing themselves as being authoritative and deservin
of respect. This difference is also consistent with the role congruity theory
of prejudice toward female leaders (Eagly & Karau, 2002), in which men are
more often recognized and treated as leaders than women due to congruity
between the traits associated with their gender role and those associated with
typical leadership roles. Men’s greater emergence as leaders (Eagly & Karau,
1991), and their greater levels of leadership power, may therefore be related
to these internalized gender role beliefs and role congruity.

Importantly, social role theory (Eagly, 1987) suggests that if women's ac-
cess to and experience with social power equaled that of men, so would their
gender-typed traits, including narcissism. This again suggests the potential
for a self-fulfilling process in which increasing women'’s presence in leader-
ship positions would increase the traits and stereotypes that confer power
in the first place. Interestingly, some studies found narcissism levels to be
increasing across time, specifically for women and not for men (Twenge
et al., 2008), which may be indicative of a generational gender shift, with
agentic characteristics becoming more acceptable for women (Trzesniewski
et al., 2008).

Next, there are indications that narcissism may have less toxic inter-
personal outcomes in women than in men. For instance, in a study of pri-
mary school children, narcissism in boys was found to predict more intense
bullying behaviors, whereas narcissism in girls was related to neither bullying
nor social dominance (Reijntjes et al., 2016). Traits like overconfidence may
also operate differently in men and women leaders. In a sample of under-
graduate workers, Mertins and Hoffeld (2015) found that women’s overcon-
fidence was unrelated to their levels of cooperativeness in teams. For me%
however, overconfidence inspired increased cooperativeness, related to their
more optimistic beliefs about the cooperativeness of other team members: ]

As with other populations, women leaders generally appeat to be less na:f
cissistic than men leaders (Ingersoll et al., 2019). Given the importance .
narcissism for leader emergence, this was not a forgone conclusion- F?f ;or
ample, it was possible that narcissism was, to some extent, a prerequiSIte 2
leadership positions, resulting in highly and similarly narcissistic Jeaders "
all genders (though perhaps fewer women leaders overall). Nonetheles:on
samples of leaders working in a Fortune 100 health insurance OfSanizain a
in the United States and Western Europe (Owens et al,, 2015), leadefi)s of
high-tech manufacturing company in China (Liu et al,, 2017); and
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companies within the Standard and Poor’s 1500 index (Ingersoll et al., 2019),
male leaders scored higher on self-reported narcissism than female leaders
(for exceptions, see Zhang et al,, 2017). Research additionally suggests that
narcissism manifests differently among men and women leaders. Drawing
on social role and token theories, Ingersoll et al. (2019) found that leader
gender moderated the relationship between narcissism and risk-taking, with
men CEOs high in narcissism being higher in risk-taking than women CEOs.

Gender and Psychopathy

With regard to gender and psychopathy, men tend to score higher on meas-
ures of psychopathy and aggression than women (Spurk et al., 2016), in-
cluding among samples of adult employees (Eisenbarth et al., 2018). Some
outcomes of psychopathy, like aggression, appear to be constant across
gender (Borroni et al,, 2014). Other correlates of psychopathy differ for men
and women. For example, the relationship between psychopathy and moral
judgments and decision-making was found to be stronger for men than
women (Karandikar et al., 2019; Moore et al., 2020). There is some evidence
that the more negative outcomes of psychopathy appear to be less severe
in women than in men. For instance, while psychopathy predicted higher
criminal conduct for women, the magnitude of the association was stronger
for psychopathic males (Vitale et al., 2002). Moreover, unlike for men, psy-
chopathy in women offenders was not found to be related to violent crimes
(Rogstad & Rogers, 2008; Warren et al., 2005).

In a study of German managers by Blickle et al. (2018), psychopathy
and manager gender were correlated, with men managers showing higher
levels of psychopathy. However, other research with Dutch supervisors
(Barelds et al., 2018) and a sample of Indonesian school principals and
teachers (Nuzulia & Why, 2020) failed to find this relationship. While
the mean-level difference in women and men leaders’ levels of psychop-
athy is unclear, there are more consistent differences in how psychopathy
functions for women and men in leadership positions. In a meta-analytic
review of psychopathy and leadérship, Landay et al. (2019) found that psy-
chOPathy in men was positively correlated with leadership emergence and
effectiveness. In women, however, psychopathy was negatively associated
With effectiveness and unassociated with emergence (Landay et al., 2019).
In a study of sales representatives in China, the effects of psychopathy

N
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on transactional (i.e., short-term and money-focused) psychologica] job
contracts were stronger for men than women (Pan et al,, 2018), again
suggesting that men leaders and employees may be more empowered to act
on their dark-side traits than women.

Gender and Machiavellianism

l
l
?
| Finally, men in general tend to be higher in Machiavellianism than women
| (Hogue et al., 2013), specifically scoring higher on facets related to antag-
! onism and social dominance (Collison et al.,, 2021) and desire for control
| and amorality (Dahling et al., 2009). Men are also higher on work-related
| malicious emotional manipulation, being more willing to use their emo-
! tional skills to make people uneasy at work for their personal benefit
; (Hyde & Grieve, 2018). As is the case for psychopathy, the influence of
| Machiavellianism and emotional manipulation on behavior appears to be
| stronger for men than women. For example, using samples of business and
| psychology students, Tang and Chen (2008) found that Machiavellianism
l was correlated with unethical behavior only for male students. In another
study, masculine gender roles positively predicted emotional manipulation
in both men and women (Grieve et al., 2019). In work by Czibor et al. (2017),
Machiavellianism in women was related to anxiety, hypersensitivity, and vul-
| nerability, while among men it was related to opportunism, risk-taking, and
i confidence. The authors conclude that men and women may use social ma-
| nipulation for different ends, perhaps as a result of different goals they have
' been socialized to pursue, such as harm avoidance (in women) versus com-
petition and risk-taking (in men).
In a final study, Machiavellianism was found to be negatively coffelf‘ted
with impulsivity among men, and positively correlated with impulswit’;
| among women (Szabé & Jones, 2019). These findings make sense in light ©
’ Czibor et al’s findings (2017), in which Machiavellianism in men appears to
{ beapproach-motivated (pursuit of positive outcomes) and Machiavellianism™
‘ in women appears to be avoidance-motivated (avoidance of neg.ative
| outcomes), resulting in more (and less) planning behavior, respectlvely-
Avoidance goals do not have clear end-states, and as such it is difficult for
people to detect whether they are making progress, which may lead the::
‘ to be more disorganized (Elliot et al, 1999). The possibility that other ol )
side traits may have different relationships with approach and avoidar®
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strategies at work based on employee or leader gender should be investigated

in future research.
Finally, there is mixed evidence that Machiavellianism is higher among

men than women in leadership positions. In a sample of managers of a large
public organization in Australia, men leaders had marginally higher levels
of Machiavellianism than women (Sendjaya et al., 2016). In another study,
1o relationship between Machiavellianism and gender emerged in a sample
of Dutch managers (Wisse & Sleebos, 2016). In an exception to both of
these findings, a study of retail store managers found that men had lower
Machiavellianism scores than women (Gable et al., 1990). These results may
1ot be reliable, as there were only 12 women managers in the sample of 60.
Taken together, not only are dark traits, on average, higher among men
than women cross-culturally, but the way these traits manifest also appears to
be different. Specifically, dark traits in men seem to have a greater influence
in their lives and those around them compared to their women counterparts.
This may be due to men’s greater feelings of agency and power that en-
able them to act on their personalities and self-interests (Guinote, 2017).
According to trait activation theory (Tett & Burnett, 2003), personality traits
become activated in response to situational cues that afford them the oppor-
tunity to express themselves. As such, it could be the case that gender roles
may be enabling the activation of dark-side traits in men and constraining

them in women.

Gender and Abusive Supervision

While dark-side traits are the main focus of dark leadership research, there

e other ways to measure and understand cruel, selfish, and aggressive

leadership, In particular, leaders can demonstrate a form of dark leadership
Knoywn as “abusive supervision.” Abusive supervision is a continued and
"tained act of nonphysical hostility used to achieve certain goals (Tepper,
2007), Examples of abusive supervision include criticizing, intimidating,
humiliating, or being condescending to followers (in private or in front of
Others), gossiping about followers; and taking credit for their work (Tepper
i?IOO). Importantly, followers' perceptions of supervisor behaviors deter-
l;;':;’Vhtﬁher or not they are abusive. o

men | ®arch ﬁnds inconsistent and sporadic d{ﬂ.‘ere

®aders in follower-rated abusive supervision

nces between women and
behaviors. Sometimes no
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difference in abusive supervision is detected for women Versus men leaders
(e.g., Stempel & Rigotti, 2018; Wang et al., 2018). Other times, men are rated
higher in abusive supervision. For example, in a sample of 172 leader ang
follower pairs from the United States and Canada,
as higher in abusive supervision than female leade
(Byrneetal,, 2014). Given the greater preponderanc
in men, it may seem reasonable that men may
abusive leadership behaviors than women,

At other times, however, women leaders are rated more highly in aby-
sive supervision than men. For example, in a sample of team leaders in an

MBA program in China, women leaders were rated higher on abusive sy-

pervision (Li et al., 2016). This may be related to women receiving greater
social penalties for gender-incon

gruent behavior like aggression and anti-
social behaviors (Eagly & Karau, 2002). 1t may also be related to the different

male leaders were rateq
rs by their subordinateg
e of most dark-side trats
be rated as expressing more

ion, presumably experienced because
sible for the family domain, shift more
energy away from work (and toward family) when these roles conflict.
Because abusive Supervision is a construct that lives in the minds of
employees, it is difficylt

women, being generally more respon

ership are due to actual b
leaders,

‘ ' f followerg’ gender schemas on ratings. We now
continue to discygg Perceptions of men versus women leaders with dark-side

s relate to the downstream consequences of dark
and Organizations,

traits as these perception
Ieadership for employees

. ark-side trajt ar
of literaty e demonstrating Prejud »

3 . . m
at all pojnts ; _ €€ against women leaders that manifes
etal, F996),S”[1}I:etf}il:stliaders}%lp Pipeline (e,g Rudmian et al,, 2012; Schein

urdle in the Pipeline is the “lack of fit” between female

een by others, There is a wealth
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ender role stereotypes, like communality and warmth, and leadership qual-
igties, like agency and independence (Rudn?an etal, -2012). Speciﬁc':ally, com-
pared to men, women are not seen.as typically having the qualities nee.ded
for success in leadership roles (Schein et al., 1996). When women do achieve
leadership roles and begin to exert influence and authority, however, they
face the hurdle of backlash, in which they experience discrimination for
behaving counter-stereotypically (Rudman, 1998). In general, the perceived
incongruity between the female gender role and typical leadership roles leads
people to have more negative attitudes toward women potential leaders, and
makes it more difficult for women to become leaders (Eagly & Karau, 2002).
In the case of women leaders with dark-side traits and abusive behaviors,
these differences are likely magnified. Women leaders are expected to “take
care” while men leaders “take charge” (Prime et al., 2009), and women are
expected to be democratic, not autocratic, in their leadership style (Eagly &
Johnson, 1990). When women leaders exhibit self-centered, arrogant, and/
or power-hungry behaviors, which appear to be incongruent with their ster-
eotypical gender roles, they are more likely to receive backlash compared
to their male peers, particularly when being evaluated by men (Gervais &
Hillard, 201 1).
SuPporting arole congruity perspective on employees’ perceptions of and
‘eactions to women and men abusive leaders, Wang et al. (2013) found that
the negative effect of authoritarian leadership on employee performance was
:}roflger‘ for women than men leaders. This is proposed to be because au-
Oritarian leadership behaviors are congruent with expectations of the male
fzftl}?s:itrol‘e, and thus subordinates with authoritarian leaders discount the
arian behaviors of men leaders to a greater extent.

Follower Gender and Perceptions of
oMmen Versus Men Leaders with Dark-side Traits
tap
leadepr:ars. that follower gender also plays a role in how men and women
analysi;\gth dark traits are perceived and experienced. First, a recent meta-
" 0ds that women followers are less likely than men followers to rate

Su :
thig i E :r‘”SOrs as abusive (Wang et al., 2019). The authors speculate that
au

MWeyer th-se Women are more conditioned to occupying low-power roles.
*SSeem to be at odds with the finding that female followers react
Vely to dark leadership and abusive supervision than males.

1

n’lOre n egati
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For example, abusive supervision has a stronger negative relationship With
women followers’ psychological distress and negative emotions (Atwater
et al.,, 2016; Zhou et al,, 2018), self-esteem (Burton & Hoobler, 2006), and
intent to leave (Wang et al., 2016). In additional work, abusive leadership
was negatively related to company identification for women followers only,
reducing their proactive behaviors at work, such as taking charge (Ouyang
et al., 2015). Whatever the reason, women employees and women-dom-
inated organizations may be especially negatively impacted by abusive
leaders. Research also suggests that organizations with leaders who are the
same gender as the typical employee may also be especially negatively af-
fected by abusive supervisors (Park et al., 2018), perhaps because gender
similarity between abusive leaders and followers violates expectations for
ingroup favoritism.

Follower gender may also influence how followers behave in the face of
abusive leadership. In particular, consistent with social role theory (Eagly,
1987), men followers appear to react with more aggression and assertiveness
to leaders with dark traits. In work by Capezio et al. (2017), men and women
subordinates differentially utilized hard and soft influence tactics toward
Machiavellian leaders. Leader Machiavellianism predicted greater subor-
dinate ingratiation (a soft influence tactic directed at increasing liking) for
women subordinates and not for men subordinates, and greater follower as-
sertiveness (a hard influence tactic) in men but not in women subordinates.
Follower gender also moderates the relationship between abusive supervi-
sion and supervisor-directed deviance, with a stronger relationship between
abusive supervision and deviance for men as opposed to women (Restubog
et al,, 2011). Additionally, men followers are more likely to file complaints
against abusive supervisors than women followers (Caillier, 2020) and are
more likely to quit their job because of negative emotional reactions to abuse
(Atwater et al., 2016).

Finally, gender appears to affect how tolerant followers are toward abUSi"’e
or dark-trait leaders, in terms of showing acceptance of such leaders and 1'11
evaluating their leadership effectiveness. In a study with 145 leader/ subordi-
nate dyads, men subordinates rated women leaders with higher narcissism 8°
less effective than women leaders with lower narcissism, while their rating$
of men leaders were not affected by the leader’s narcissism (De Hoogh et al,
2015). Similar results were found in an experimental study of U.S. university
students. In this vignette-based research, men participants showed 2 much
higher tolerance for men perpetrators of abusive supervision than woiE
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etrators (Arman, 2020), by expressing greater acceptance of these
erjers These results suggest that follower gender affects a differential per-
e ﬁon' of women and men leaders with dark-side traits. Women followers
ffg not show a gender bias in their ratings of narcissistic and abusive leaders,
r;ting both men and women leaders with dark traits similarly, whereas men
followers did show a gender bias by rating men leaders with dark-side traits
less negatively than women leaders with dark-side traits.

Future Research on Dark-Side Traits in
Women and Men Leaders

The relative dearth of research on gender differences in leaders with dark-side
traits provides several fruitful avenues for future directions. While research
shows that women leaders are less likely to possess and exhibit dark-side
traits than men leaders, one possible suggestion for future research would
be to examine whether these dark-side traits take on a different phenotype
and manifest themselves differently in women. Society, through gender role
stereotypes, exerts pressure on women to express feminine (friendliness,
selflessness) rather than masculine (dominance, competitiveness) character-
istics (Eagly & Wood, 1999). This may in turn shape narcissistic womens’
behavior, such that they suppress masculine dark-side trait behaviors (e.g.,
aggression, dominance, outward callousness) and instead accentuate stere-
Ctypically “feminine” behaviors, but still with self-serving goals, for example
through covert aggression, indirect manipulativeness, and paternalistic
(benevolent while oppressive; Pellegrini & Scandura, 2008) leadership
styles. While women leaders with dark-side traits may appear less harmful,
long-term damaging consequences may still result as their ultimate goal is
;zi]f:ervi?g, For example, their controlling-helping behavior may reduce
wers autonomy_

Oie(:?}tled to‘ gender role socialization, future research coul.d further.exami.ne'
and Wheetf diffe .rentially perceive men and women leadef's with dark- 51.de traﬂl:is,
sde try er belng male provides leaders with more l.atl.tude to .exerase dacr1 -
gender ri;f‘ld ex?llbit abusive supervision. 'Ih<.a conﬂlctl.n.g ﬁndl.ngs on leab er
sive Supery ‘c?buswe supervision” may be especially condltlc:nal given that abu-
2017, oy, S0 is based on employees’ subjective perceptions (Teppe1: et al,,
pel‘\n's-i ' means that the relationship between leader gender and abusive su-
o0 depends both on follower characteristics, such as follower gender,
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follower sexism, and the interaction of follower gender with leader gender, 55
well as leader constraints (e.g., family-to-work conflict) and Opportunities,
Much more work is needed to reveal the reasons women followers generally
rate supervisors as less abusive but experience greater negative repercussions
when being supervised by an abusive leader. One potential reason may be re-
lated to employees’ engagement in emotional labor under abusive leaders, Ip
research by Wu (2008), abusive supervision predicted employees’ emotiona]
exhaustion through emotional labor. Because women are required to engage
in more emotional labor at work than men (e.g., Cottingham et al., 2015), this
could explain their greater distress under abusive leaders.

Another interesting research direction would be to examine the impact
of power on the activation of dark-side traits in men and women leaders.
Previous research found that dark-side traits such as narcissism (Mead etal.,
2018) and Machiavellianism (Wisse & Sleebos, 2016) exacerbate the nega-
tive effects of power. Gender also has been found to influence how power
manifests itself (Foulk et al., 2020). For example, power led men to exhibit
more dominant, agentic behavior, such as expanded body posture, whereas
power led women to exhibit less indirect and submissive behavior, such as
gaze aversion (Gonzaga et al., 2008). Examining gender as a moderator in
research on dark-side traits of leaders in future research can help advance
theory on gender and dark leadership and permit meta-analyses.

Finally, other moderators that are likely to be relevant to the activation
or inhibition of Dark Triad traits in leaders could be considered, such as or-
ganizational culture. For example, aggressive organizational cultures (char-
acterized by oppositional, power, and competitive norms; Cooke & Szumal,
2000) may enable leaders with dark-side traits to more easily pursue their
manipulative, power-seeking agenda and as such may exacerbate the poten-
tial negative effects of these leaders. On the other hand, cooperative organi-
zational cultures may be less tolerant of self-serving and callous behavior in
leaders and as such inhibit the expression of dark traits.

Practical Implications for Dark-Side Traits in
Women and Men Leaders

In terms of practical implications, given that men exhibit higher levels of
dark-side traits than women, with stronger effects on behaviors such as ag-
gression, men leaders with dark-side traits may need to be provided with
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more othical and social training than women leaders with dark-side traits.
However dark-side trait individuals @tght be reluctant to follow such short-
erm trainings, as they would be less likely to see a need for it. For example,
narcissistic Jeaders are in general not interested in aspects of the communal
domain (&.8 morality), instead focusing on presenting themselves positively
in the agentic domain (e.g., dominance, power; Gebauer et al., 2012). As
such, it may be more fruitful to invest in longer-term personal development
through more concentrated guidance with use of coaching. Coaching could
try to foster a greater sense of responsibility, provide a better insight into the
leaders’ decision-making (Sedikides & Campbell, 2017), and highlight the
congruence between the leaders’ interests and those of their employees and
the organization. |

In addition, employees who are supervised by such leaders should be
given sufficient support systems in dealing with them. Likewise, ensuring
that sufficient checks and balances are put in place and that leaders are held
accountable is important when leaders exhibit dark-side traits. During the
hiring process, it would be advisable to include some objective selection
procedures and ensure rigorous criteria and assessor training for subjective
selection procedures (e.g., interviews), considering that dark-side trait char-
acteristics may be more acceptable in men candidates, and may even be seen

as positive for the leadership role. |
| Second, our review suggests that follower characteristics should be con-
sidered in interpreting the evaluation and impact of dark leadership and
Abusive supervision. For instance, men followers, in comparison to women
followers, are much more likely to proactively deal with abusive or dark lead-
. Shi‘P Supervision, such as showing assertiveness toward the leader or re-
E?:ttl:l]lg the be%lavior of that leader. Therefore, organizati‘ons need to ensure
throug;y P;; ?Vlde clear, easily accessible, and psw:hologmally .safe channels
it Wit: ich all employees can lodge complaints and obtain help when
omey SubSuCh. leade1:S. Reducing obstacles to seeking help and supPort fo-r
cader o ordinates is also important because abusive aI}d dark-sm'le trait
Men SUbor;r'l to han.: a more negative impact upon them in comparison to
of dark-gig mat.es-'Flnally, given that men followe:rs tend to. be more ?olerant
Need 1 o, Se traits in their leaders as well as abusive behavior, orgamzatiogs
back that t}lll re’-when they are evaluating leaders thl:ough ?60-degree fe.e -
Nd that the i lnclu‘de. e%t least some women subord.lnates in the ewcflaluatlon
Subgy dinate); make a critical comparison between ratings by men and women
and follow up on these differences. Thus, to sum up; before
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drawing any conclusions about men’s and women’s 'level of abfxs.ive supervi.
sion in organizations, or gender differences in abusive Supervision, analysts
should take into account the role of followers’ characteristics, Perceptions,
and attributions (Wang et al., 2019), including their gender and gender roje
beliefs. Similarly, understanding the behavior of abusive SUpervisors requires
taking into account leaders’ gender and work context.
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