Supplemental Interviews
Research Purpose
The main study examined the interactive effect of shared leadership level and concentration on team creativity and unpacked the positive (i.e., team information elaboration) and negative (i.e., team status conflict) team processes as mediators. We conducted supplemental interviews with formal leaders and team members working in intact work teams for two major purposes: First, our primary investigation used a sample of teams with formal leaders. A question that remains unaddressed in the main study was why shared leadership emerged in teams with formal leaders. Second, we aimed to leverage qualitative interviews to bring to light the work experiences of being in teams with varying degrees of shared leadership level and shared leadership concentration. 
Method
Sample and procedures
[bookmark: OLE_LINK1]In 2024, we conducted semi-structured interviews with team formal leaders and team members from work teams with organizationally designated leaders (i.e., team formal leaders). To gain broader and more diverse insights, we invited participants from several industries and functional areas to participate in our interviews. Specifically, our sample included 13 team formal leaders and 6 team members from 19 distinct work teams in a large northern city in China. Among the participants, 10 were women and 9 were men. Their industries include artificial intelligence, aerospace, accounting, civil service, education, finance, healthcare, manufacturing, and software. Table S1 describes the details of our participants. 
We designed an interview protocol to facilitate the interviews. In particular, we aimed to assess 1) whether shared leadership was displayed in the team; 2) the level and distribution of shared leadership in the team; 3) why shared leadership emerged in the team and the role played by the formal leader and organization in the process; 4) the impact of shared leadership on the work team and members’ work experiences. 
Interview protocol:
1. Could you briefly introduce your team? For example, how many employees are there, what are their job functions, and what is their daily work like? How long have you been in your current team? 
2. Within your team, do team members (not the team leader) demonstrate leadership in their work? For example, taking the lead in team work planning and organizing, or helping to solve work-related problems, providing encouragement and support to team members, and guiding team members to learn new skills, etc.
3. If so, based on your work experience and observations, please provide some specific examples of team members demonstrating leadership. Please describe the specific context. Overall, to what extent do team members show leadership?
4. Based on your experience and observations, how is leadership distributed among team members in your team? That is, to what extent does everyone participate, or are there only a few employees who exhibit leadership?
5. What impact does the leadership shown by team members have on your team’s work? Can you provide some specific examples? 
6. Does the leadership of team members have any negative effects on your team’s work? If so, can you provide some specific examples?
Key Insights of Shared Leadership Emergence
Our interviews show that the emergence of shared leadership is impacted by four factors: formal leaders’ nurturing and guidance, organizational culture cultivating or inhibiting shared leadership, individuals’ task-based expertise or experiences, and individual characteristics such as personality, courage, and social skills. Table S2 summarizes the observed themes and example quotes. First, in line with extant shared leadership research that suggests the role of formal leaders in facilitating shared leadership (Chiu et al., 2016), our interviews revealed that shared leadership was nurtured by formal leaders. In particular, our informants provided nuanced insights that formal leaders first identified individuals with leadership potential and then provided support and guidance to nurture leadership from these followers. As informant 2 described:
[I] identify employees who demonstrate leadership potential, as you mentioned, and give them the space, time, and even financial resources to experiment and grow. I think this has a very significant impact.
Second, organizational culture could cultivate or inhibit shared leadership. The culture that emphasizes partnership and egalitarianism cultivated shared leadership. As informant 9 explained: 
We promote a partner culture, meaning there is no hierarchical leadership where someone must be the leader. Our sense of ownership is strong, so our values are about responsibility and innovation, applicable to everyone.

However, in a work context where demonstrating leadership could be seen as “showing off,” concerns might arise that deter individuals from displaying leadership. As informant 4 said:
Sometimes I take the initiative to do this, but I generally tend to consider everyone’s feelings. In fact, I don’t really want others to feel like I am trying to display leadership.

Third, consistent with shared leadership theory (Pearce & Conger, 2003; Pearce & Manz, 2005), shared leadership was enabled by individuals’ task-based expertise or experience. Individuals took on leadership roles when team members relied on them for their experience or expertise in addressing difficult tasks or technical issues. As informant 14 explained:
It largely depends on their expertise in their field of study, such as the level of expertise or the relevance of their specialty. For instance, if he/she is very experienced and has high expertise in a certain area, his/her involvement and the level of leadership he/she displays are quite deep. However, if he/she is not familiar with a particular technology, he/she might not show strong leadership in the technical areas.

In addition to task-based expertise or experience, shared leadership was also driven by other individual characteristics such as personality, courage, and social skills. Informant 7 noted that a coworker’s leadership was “a display of her character.” Informant 6 discussed that “leadership requires courage.” Informant 12 observed that the informal leaders in her team “seem to have a good level of management and persuasive skills.”
Key Insights of Work Experiences in Different Shared Leadership Teams
From our interviews, four teams were identified as being representative of work experiences in one of the four types of teams (i.e., higher vs. lower shared leadership level by higher vs. lower shared leadership concentration). Table S3 summarizes the example quotes describing work experiences in these teams.
Informant 11 was a team member of a small project management team of three team members. She noticed the team had high-level and concentrated shared leadership as “one team member exhibits absolute leadership.” This dominant and strong leadership in the team impeded open discussion of ideas and led to impractical ideas and frustration. She recounted: 
I’ve noticed that in our team, one team member exhibits absolute leadership, which sometimes leaves no room for counterarguments. When you later execute these ideas, you find them unresolvable, and no one else can assist, leading to a dead-end situation and generating significant frustration. For example, this occurs during reports to the deputy manager, resulting in futile arguments and a waste of everyone’s time, a frequent occurrence that suggests overly absolute leadership might not be beneficial.

Informant 16 was the team leader of a team of five team members who ran experiments and tests for products, such as vibration tests, high and low temperature tests, and environmental tests. It was a team of well-educated members who all displayed a high level of leadership. This higher level of evenly-distributed shared leadership enabled team members to share knowledge and insights, and tackle challenging work problems. As he described:
Indeed, despite our team being small, every member actively participates in building our team’s dynamics. Nearly everyone demonstrates their leadership in some way because the quality of our qualifications is generally high, with most holding at least a master’s degree. This includes regularly discussing challenging issues together and encouraging each other, fostering a learning environment and collective improvement…We hold weekly work meetings where everyone eagerly shares the new knowledge they’ve gained over the week and their personal insights. I believe our team members naturally showcase their leadership abilities during these sessions…A specific example I mentioned earlier involves our primary role in conducting experiments. Sometimes clients pose challenging experimental requests that we have never encountered before, but which are urgent. Our experienced employees will proactively think of solutions based on their work experience. Our newer employees, who are more familiar with the latest technologies, might search online or even use AI-based tools to find relevant literature and previous cases that could guide our current challenges. This cooperative spirit quickly helps us overcome difficult problems…Therefore, in our team, nearly every member shows leadership during this process. For instance, someone might be responsible for reviewing literature, another for proposing solutions, another for adjusting equipment, another for communicating with clients, and yet another for ensuring logistical support. Nearly everyone uses their strengths to ensure the team operates smoothly and efficiently.

Informant 8 was a midwife (a team member) in a team of three midwives (excluding the formal team leader). This team was characterized by a lower level of shared leadership with a higher concentration. She observed that shared leadership often emerged in emergency situations, mostly from a team member with more experience in addressing emergencies. She observed:
There aren’t many, mainly because our work is based on experience, and leadership tends to show itself in scenarios like emergency or resuscitative actions. It’s usually the more senior employee who can demonstrate leadership in these situations. For example, if a newborn comes out with a slow heart rate or isn’t crying, someone will notify the corresponding team, with the team leader immediately alerting the relevant departments, senior doctors, and leadership. The rest of the team, having practiced emergency responses, will spring into action, such as immediately clamping the umbilical cord and placing the baby on an infant radiant warmer to start resuscitation and suctioning. An older employee usually handles these tasks, often in urgent scenarios.

Informant 17 was a team leader of an assembly team of 12 team members. Shared leadership was absent in the team (i.e., lower shared leadership level and lower shared leadership concentration due to the absence of informal leadership). In this team, team members relied on their formal leader for leadership. He explained:  
In terms of leadership, it’s not very prominent because our team mainly consists of workers, and we belong to an assembly group, so we have many workers. Although some veteran workers have been involved for decades and younger ones for a few years, the overall age span is quite broad, but few take the initiative to lead or solve work difficulties, mostly handling their own issues…If other team members face challenges, they generally prefer to seek help from supervisors rather than from fellow team members…Because this industry is relatively traditional, some veteran workers might keep their techniques secret, not sharing them with new employees as they believe these are skills accumulated over decades. If shared too freely, they fear being outpaced and possibly overlooked by leadership or even dismissed.
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Table S1: Information for Participants 
	Informant
	Gender
	Role
	Team tenure
	Team size 

	Team function or description
	Industry

	Informant 1
	Female
	Leader
	Approximately 1 year
	4
	Research and Development
	Artificial Intelligence

	Informant 2
	Female
	Leader
	More than 3 years
	29
	Administration
	Healthcare

	Informant 3
	Male
	Leader
	Approximately 1 year
	9
	Management
	Civil Service

	Informant 4
	Female
	Member
	More than 1 year
	5
	Financial Investment/Management
	Finance 

	Informant 5
	Male
	Leader
	Approximately 3 years
	6
	Production 
	Manufacturing

	Informant 6
	Male
	Leader
	More than 2 years
	3
	Management 
	Software  

	Informant 7
	Female
	Member
	3 months
	3
	Project Design
	Software  

	Informant 8
	Female
	Member
	7 months
	3
	Midwifery
	Healthcare

	Informant 9
	Female
	Leader
	2 years
	21 
	Online Course Design
	Education

	Informant 10
	Male
	Leader
	6 months
	4
	Providing Physical Therapy
	Healthcare 

	Informant 11
	Female
	Member
	3 months
	3
	Project Management
	Manufacturing

	Informant 12
	Female
	Leader
	2 months
	6
	Providing Physical Therapy
	Healthcare

	Informant 13
	Male
	Leader
	More than 10 years
	6
	Structural Design
	Aerospace

	Informant 14
	Male
	Leader
	Approximately 3 years
	9
	Precision Instrument Design
	Manufacturing

	Informant 15
	Female
	Member
	More than 1 year
	7
	Accounting
	Finance 

	Informant 16
	Male
	Leader
	Approximately 5 years
	5
	Product Testing and Experiments 
	Manufacturing

	Informant 17
	Male
	Leader
	Approximately 8 years
	12
	Assembly 
	Manufacturing

	Informant 18
	Male
	Leader
	More than 10 years
	20
	Production
	Manufacturing 

	Informant 19
	Female
	Member
	1 year and a half
	2
	Project Management
	Manufacturing 


Note. The formal leader was excluded from team size calculations. 



Table S2: Key Insights and Example Quotes for Shared Leadership Emergence 

	Observations 
	Example Quotes 

	Shared leadership nurtured by formal leaders
	“[I] identify employees who demonstrate leadership potential, as you mentioned, and give them the space, time, and even financial resources to experiment and grow. I think this has a very significant impact.” (Informant 2)
“So our company’s leaders are actually quite proactive in guiding everyone to demonstrate leadership. For example, in our weekly meetings, we allow each employee to speak and showcase their strengths, thus giving everyone a chance to present themselves. This helps us gradually cultivate everyone’s leadership skills.” (Informant 16)

	Shared leadership cultivated or inhibited by organizational culture 
	“We promote a partner culture, meaning there is no hierarchical leadership where someone must be the leader. Our sense of ownership is strong, so our values are about responsibility and innovation, applicable to everyone.” (Informant 9)
“Since we are part of a public institution, such institutions might sometimes be cautious about showing off too much. Sometimes, the leadership might just assign tasks, and then we carry out some routine work as planned, which I know about, and then it needs to be consolidated by our department and submitted externally. Sometimes I take the initiative to do this, but I generally tend to consider everyone’s feelings. In fact, I don’t really want others to feel like I am trying to display leadership. I don’t want them to get that impression because I believe that in a department, all team members are equal, right?” (Informant 4)

	Shared leadership enabled by task-based expertise or experiences
	“Some employees do exhibit a certain level of leadership, mainly because our work primarily involves the automated mass production and assembly of products. In our daily tasks, we encounter various difficult issues, including technical ones, production tasks, and deadlines, along with many other challenges. Some of our newer employees may not be very familiar with these issues. However, employees with more experience or stronger capabilities tend to take the initiative to provide encouragement and support, thereby demonstrating some leadership qualities.” (Informant 5)
“Because of his strong technical skills and experience, he actively helps new employees familiarize themselves with our company’s rules and regulations, as well as the things to be aware of in their work. Sometimes, he helps resolve technical issues and works overtime with the employees to ensure that our work is completed on time…So, I think even though he is not a team leader or a supervisor, he has demonstrated strong leadership. I believe this is related to his own work experience and also linked to his personality.” (Informant 13)
“One of our team members is very experienced in tolerance analysis and is capable of assisting everyone. He actively participates in the module development work and takes on the role of conducting tolerance analysis, providing significant help to our entire team’s design and long-term selection processes. This significantly enhances the overall efficiency of our team, and he also plays a leading role within our team…It largely depends on their expertise in their field of study, such as the level of expertise or the relevance of their specialty. For instance, if he/she is very experienced and has high expertise in a certain area, his/her involvement and the level of leadership he/she displays are quite deep. However, if he/she is not familiar with a particular technology, he/she might not show strong leadership in the technical areas.” (Informant 14)

	Shared leadership driven by individual characteristics of personality, courage, and social skills
	“It may be more related to their personality and past behaviors. As I mentioned earlier, our team member [employee name redacted], she might be more professional in HR development and displays some leadership qualities, but it’s not from her work; it’s a display of her character.” (Informant 7)
“Indeed, leadership requires courage; it requires one to step forward and tell others what direction to pursue in the future. Some might see the potential consequences of a wrong decision in an organization and therefore hesitate to speak up.” (Informant 6)
“They also seem to have a good level of management and persuasive skills, and they have their reasons, which makes it easy for other employees to listen to them.” (Informant 12)













Table S3: Example Quotes for Work Experiences in Different Types of Shared Leadership Teams
	Shared Leadership 
	Work Experience Example Quotes 

	Higher shared leadership level and higher shared leadership concentration 
	“I’ve noticed that in our team, one team member exhibits absolute leadership, which sometimes leaves no room for counterarguments. When you later execute these ideas, you find them unresolvable, and no one else can assist, leading to a dead-end situation and generating significant frustration. For example, this occurs during reports to the deputy manager, resulting in futile arguments and a waste of everyone’s time, a frequent occurrence that suggests overly absolute leadership might not be beneficial.” (Informant 11)

	Higher shared leadership level and lower shared leadership concentration
	“Indeed, despite our team being small, every member actively participates in building our team's dynamics. Nearly everyone demonstrates their leadership in some way because the quality of our qualifications is generally high, with most holding at least a master’s degree. This includes regularly discussing challenging issues together and encouraging each other, fostering a learning environment and collective improvement…We hold weekly work meetings where everyone eagerly shares the new knowledge they’ve gained over the week and their personal insights. I believe our team members naturally showcase their leadership abilities during these sessions…A specific example I mentioned earlier involves our primary role in conducting experiments. Sometimes clients pose challenging experimental requests that we have never encountered before, but which are urgent. Our experienced employees will proactively think of solutions based on their work experience. Our newer employees, who are more familiar with the latest technologies, might search online or even use AI-based tools to find relevant literature and previous cases that could guide our current challenges. This cooperative spirit quickly helps us overcome difficult problems…Therefore, in our team, nearly every member shows leadership during this process. For instance, someone might be responsible for reviewing literature, another for proposing solutions, another for adjusting equipment, another for communicating with clients, and yet another for ensuring logistical support. Nearly everyone uses their strengths to ensure the team operates smoothly and efficiently.” (Informant 16)

	Lower shared leadership level and higher shared leadership concentration
	“There aren’t many, mainly because our work is based on experience, and leadership tends to show itself in scenarios like emergency or resuscitative actions. It's usually the more senior employee who can demonstrate leadership in these situations. For example, if a newborn comes out with a slow heart rate or isn’t crying, someone will notify the corresponding team, with the team leader immediately alerting the relevant departments, senior doctors, and leadership. The rest of the team, having practiced emergency responses, will spring into action, such as immediately clamping the umbilical cord and placing the baby on an infant radiant warmer to start resuscitation and suctioning. An older employee usually handles these tasks, often in urgent scenarios.” (Informant 8)

	Lower shared leadership level and Lower shared leadership concentration
	“In terms of leadership, it’s not very prominent because our team mainly consists of workers, and we belong to an assembly group, so we have many workers. Although some veteran workers have been involved for decades and younger ones for a few years, the overall age span is quite broad, but few take the initiative to lead or solve work difficulties, mostly handling their own issues…If other team members face challenges, they generally prefer to seek help from supervisors rather than from fellow team members…Because this industry is relatively traditional, some veteran workers might keep their techniques secret, not sharing them with new employees as they believe these are skills accumulated over decades. If shared too freely, they fear being outpaced and possibly overlooked by leadership or even dismissed.” (Informant 17)







