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Abstract
Many organizations operate in fast-paced and collaborative environments. Individuals’ adaptive behavior may play 
an important role in managing challenges and for meeting organizational goals. Although individual adaptive behavior 
has previously been identified as important in organization productivity and flexibility, a lesser extent of research has 
focused on the variety of adaptive behaviors and skills that may aid in this process. The overarching aim of this thesis, 
addressed in three empirical studies, was to provide an increased understanding of the adaptive behavior and skills used in 
high-level military staff work. This included investigating what adaptive behaviors leaders used to try to manage demands 
and challenges and to investigate relevant skills used by leaders and military officers which may contribute to adaptability 
in military staff work.

Study I, which used a qualitative approach, aimed to identify ways that leaders managed organizational demands 
and challenges and, subsequently, relate these strategies to established organizational theory regarding negative 
organizational characteristics. An inductive analysis identified five coping strategies: repair work, catching up, reproducing, 
managing loyalties, and balancing formal and informal processes. These were described as being used to decrease the 
workload and manage demands and challenges. Results of a deductive analysis indicated a possible relationship between 
the leaders’ coping strategies and negative organizational characteristics. Study II, which used a qualitative approach, 
aimed to identify what leadership skills were perceived as important for leaders in gaining adaptability in military staff 
work. A core variable was identified in the data, the leader’s use of smooth power. This included the use of structural, 
emotional and relational smoothness, to gain adaptability. Smooth power was interpreted as facilitating adaptive behaviors, 
including networking and influencing behavior. Study III investigated a specific social effectiveness construct, political 
skill, in a military staff context. This included the investigation of the 18-item Political Skill Inventory (Ferris et al., 2005). 
Exploratory and confirmatory factor analyses supported the original four-dimensional representation of political skill, 
including networking ability, apparent sincerity, social astuteness, and interpersonal influence. The study also explored 
whether there were different combinations of the dimensions of political skill through latent profile analyses. Four profiles 
were identified: 1) weak political skill, 2) weak political skill with strong sincerity, 3) moderate political skill, and 4) 
strong political skill. Subsequent profile comparisons indicated differences regarding demographics, personality, and 
performance.

The results from the thesis imply that there are a variety of behaviors that individuals perform to manage 
organizational demands and challenges, including reactive and proactive behaviors in military staff work. These behaviors 
appear to vary depending on contextual factors. In addition, the results indicate the importance of networking activity 
in military staff contexts, which appear to contribute positively to organizational outcomes. Taken together, the findings 
broaden the current understanding of the function and diversity that adaptive behaviors and skills may represent in relation 
to managing demands and challenges in high-level military staff work.

Keywords: adaptive behavior, interpersonal adaptability, coping strategies, personality, Big Five, organizational 
flexibility, organizational challenges, performance, military, leadership, networking.
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Sammanfattning 

Många organisationer återfinns i miljöer där samarbete sker i högt tempo, 

vilket kräver att individer kan bidra till organisatorisk flexibilitet. Individers 

förmåga till beteendemässig anpassning har studerats tidigare och identifierats 

som en viktig faktor för produktivitet och flexibilitet i organisationer. I tider 

av förändring och organisatorisk utmaning kan i synnerhet individer spela en 

viktig roll för att hantera organisatorisk osäkerhet och bidra till att 

organisatoriska mål uppnås. Dock återstår för forskningen att fokusera på 

olika former av anpassning och färdigheter som individer regelbundet 

använder sig av, för att kunna arbeta i en föränderlig organisatorisk miljö. Det 

övergripande syftet med denna avhandling, som omfattar tre empiriska 

studier, var att ge en ökad förståelse för anpassningsbeteenden i militärt 

stabsarbete på hög nivå. Det inkluderade att undersöka vilka typer av 

anpassningsbeteenden som ledare använde sig av för att försöka möta de krav 

som ställs vid arbete i miljöer med ett stort behov av samverkan. 

Avhandlingen undersökte också relevanta färdigheter som användes av 

militära ledare och officerare på hög stabsnivå som kan bidra till 

anpassningsförmåga i miljöer som kräver hög grad av samarbete. 

Syftet med studie I var att identifiera hanteringsstrategier som ledare på 

hög nivå använde sig av för att hantera organisatoriska krav och utmaningar 

och relatera dessa strategier till etablerad organisationsteori. Kvalitativa 

metoder användes. I första steget identifierades fem hanteringsstrategier 

genom induktiv analys: reparera, jobba ikapp, reproducera, hantera lojaliteter 

och balansera formella och informella processer. Dessa hanteringsstrategier 

beskrevs av ledaren som beteenden som bidrog till att minska arbetsmängden 

och möta utmaningar inom organisationen. I nästa steg genomfördes en 

deduktiv analys. Resultaten visade att alla fem hanteringsstrategierna kunde 

relateras till organisationsteorierna som handlade om negativa aspekter i 

organisationer. 

Syftet med studie II var att identifiera de ledarskapsförmågor som är viktiga 

för ledare på hög nivå för att uppnå anpassningsbarhet i hanterandet av 

organisatoriska krav och utmaningar. Dessutom undersökte studien faktorer 

som kan hänga samman med användningen av de identifierade färdigheterna. 

En kvalitativ och induktiv analys enligt Grounded Theory Method (GTM) 

användes. En kärnvariabel identifierades i data, nämligen ledares användande 

av mjuk makt, vilket innebär strukturell, känslomässig och interpersonell 



smidighet för att uppnå anpassningsbarhet i stabsarbete på hög nivå. Ledarens 

professionella bakgrund och organisationens kontextuella faktorer samspelar 

och bidrar till ledarens bedömning av i vilket sammanhang mjuk makt bör 

användas. Mjuk makt anses underlätta anpassningsbarheten hos ledaren, 

inklusive förmågan att nätverka och påverka andra för att nå organisatoriska 

mål.  

Studie III fokuserade på en specifik aspekt av social anpassningsförmåga, 

nämligen politiska färdigheter. Studiens första syfte var att undersöka om 

instrumentet Political Skill Inventory (PSI; Ferris et al., 2005), ett instrument 

som används för att mäta politiska färdigheter, även kunde användas för att 

mäta egenskapen hos militära officerare i en militär stabskontext. Studien 

visade att den tidigare föreslagna fyrafaktorstrukturen i PSI kunde bekräftas i 

ett militärt sammanhang. Vidare framkom stöd för en fyrdimensionell 

representation av politiska färdigheter innehållande: förmåga till nätverkande 

(networking ability), uppriktighet (apparent sincerity), social intelligens 

(social astuteness) och mellanmänsklig påverkan (interpersonal influence). Ett 

andra syfte var att undersöka om det fanns grupper av militära officerare med 

olika kombinationer av de fyra dimensionerna i politiska färdigheter. Här 

identifierades fyra olika profiler avseende användandet av de fyra 

dimensionerna av politiska färdigheter hos militära officerare: a) svaga 

politiska färdigheter, b) svaga politiska färdigheter med stark uppriktighet, c) 

måttliga politiska färdigheter och d) starka politiska färdigheter. Resultatet 

visade att profilerna framförallt skiljde sig åt i dimensionen förmåga till 

nätverkande. Profiljämförelser indikerade skillnader avseende demografiska 

faktorer, personlighet och prestation, som kan vara användbara för att utveckla 

framtida forskning inom området. 

Sammanfattningsvis visar resultaten att individer använder olika beteenden 

för att hantera organisatoriska krav och utmaningar, samt att dessa beteenden 

kan variera beroende på kontextuella faktorer inom en och samma 

organisatoriska kontext. Vissa beteenden kan betraktas som reaktiva, medan 

andra kan betraktas som proaktiva och anpassningsbara. Nätverkande 

(beteenden och färdigheter) visade sig vara relevant i relation till interna och 

externa samarbetsaktiviteter. Det här kan ha implikationer för framtida studier 

samt ha praktisk betydelse för såväl individer som organisationer. 
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Introduction 

The contextual factors that organizations are embedded within can greatly 

impact the organization’s ability to be flexible in changing environments and 

even hamper the ability to reach organizational goals. Rapid advancement of 

new technology, globalization of workforces and inter-organization 

collaboration have placed new demands on organizations, requiring them to 

speed up their processes and increase collaboration efforts to promote 

organization performance (Burke & Cooper, 2004; Yukl & Mahsud, 2010). 

Specifically, many organizations are funded from external sources, such as 

government organizations. These organizations are often reliant on political 

decisions and societal changes which determine the direction and budgeting 

priorities for the organization’s yearly prognosis. These decisions can have 

consequences which require organizations to adapt, which at times, can result 

in down-sizing, and at other times, result in a need for fast organization 

expansion. These fluctuations can also result in organizational challenges 

which demand fast organization response, including adjustment and adaption 

to the new contextual conditions. Organizational challenges unmanaged can 

quickly translate to cumulative demands and stress on employees and there is 

evidence that the various costs of occupational stress for employees and 

organizations are great (Burke & Cooper, 2004; Day & Randall, 2014; 

Halbesleben & Buckley, 2004). 

Dynamic environments and continuous changes place demands on 

behaviors and skills of employees (Belschak et al., 2010; Pulakos et al., 2000). 

Specifically, there is an increased expectation of employees to be adaptive 

through the ability to be flexible and adjust to change, be tolerant of 

uncertainty and to cope with organizational challenges (Aspinwall & Taylor, 

1997; Cooper & Bevan, 2014). Research has highlighted the importance of 

individual adaptive ability as a relevant and important factor related to 

performance across a variety of work contexts (Chan, 2000; Ferris et al., 2002; 

Pulakos et al., 2000). Despite the importance of adaptive behavior in 

organizations, some individuals are better able at being adaptive to their 

environment than others. These variations may be due to individual factors, 

including dispositional characteristics (such as personality) or skills that the 

individual has developed over time. These individual factors and skills can 

help explain individual differences in how adaptive behavior is expressed in 

relation to the context and may even affect organizational performance.  
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The demand for adaptive behavior is also applicable to military 

organizations, which are typically involved in complex processes. This often 

involves international networks of individuals who are functioning in 

changing environments requiring reliable coordination, communication and 

synchronization (MacMillan et al., 2002). Specifically, high-level military 

staffs are inherently different than other levels of the military organization. 

They are comprised of tightly woven groups of individuals that have specialty 

skill sets that work together toward a common goal, achieving more together 

than they would separately (Hittle & DeWitt, 2012). Moreover, military staff 

officers generally go through theoretical and practical leadership training 

during their officer education preparing them for various staff positions 

afterwards. These higher-level military staff positions often involve various 

decision making processes that affect colleagues of similar hierarchical levels 

and above, immediate subordinates and lower tier military units in the 

organization (Hittle & DeWitt, 2012). In addition, these working groups and 

decision making processes often take place in collaborative settings, internal 

and external of the organization. These collaborative contextual settings rely 

on good social competencies in order to sync the individuals’ specialty skill 

sets with one another in order to fulfill organization tasks.  

Research has indicated that varying aspects of social competencies may 

help an individual meet demands in various environments by allowing 

individuals a better capacity to adjust their behavior to the situationally 

appropriate response (Ferris et al., 2007; Marlowe, 1986; Riggio & Reichard, 

2008). Specifically, it has been argued that individuals are no longer 

considered good at their job without also being able to effectively work with, 

and influence others, to reach organizational goals (Perrewé, 2000). In 

particular, this may be accomplished through social effectiveness skills, 

relying on the individual’s ability to be socially and emotionally competent in 

interpersonal interactions in a goal-driven way (Ferris et al., 2002), which has 

been linked with positive results for both individuals and organizations in 

civilian contexts (Capelli et al., 1997; Seibert et al., 2001; Semadar et al., 

2006). Specifically, it has previously been proposed that military leadership 

may be improved by the use of a specific social effectiveness construct, 

namely political skill, by giving individuals a greater adaptive capacity at 

work, thus allowing the individual to be better equipped for dealing with 

challenges in the military organization than those that only have good 

technical or tactical competencies (Blass & Ferris, 2007). Despite these 

assertions, this has been relatively understudied in relation to organization 

outcomes in a military context. 

Leadership has traditionally been seen as an interpersonal phenomenon 

between leaders and subordinates. However, leadership behavior is argued to 

be used in a variety of work interactions, both internal and external of the 

organization as a way to problem-solve and manage complex work demands 

(Yukl & Mahsud, 2010). By including a broader framework of leadership 

behavior that high-level military staff personnel do for the organization, a 
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better understanding may be achieved of the contextual complexities that they 

are presented with and what adaptive behaviors and skills are relevant in 

addressing these complexities. 

In sum, although individual adaptive behavior has been identified as 

important in organization productivity and flexibility in research, a lesser 

extent has focused on the variety of behaviors that are regularly used, in a 

military staff context, to aid in this process and the skills that are relevant in 

possibly facilitating adaptive behaviors.  

General Aim 

The overarching aim of this thesis is to provide an increased understanding of 

adaptive behavior and skills in high-level military staff work. This included 

investigating what adaptive behaviors high-level leaders use to perceivably 

manage demands and challenges related to working in collaborative 

environments. The thesis also investigates relevant skills used by high-level 

leaders and military staff officers which may contribute to adaptability in 

military staff work. This thesis considers both contextual and individual 

factors when studying human behavior, which is often taken into account in 

social science research (Endler & Magnusson, 1976; Fiske et al., 2010). The 

thesis aims are addressed through three separate empirical studies: 

Study I aims to identify behaviors that high-level military leaders use to 

manage organizational demands and challenges. Secondly, the study 

examines these coping strategies in relation to organizational theory regarding 

negative organizational characteristics.  

Study II aims to identify what adaptive skills are perceived as relevant for 

high-level military leaders in managing organizational demands and 

challenges. In addition, the study also explores antecedent factors that may 

influence the potential development of the identified skills.  

Study III aims to investigate the measurement properties of the Political 

Skill Inventory (PSI) in a military staff context. Secondly, the study explores 

to see if there are groups of military (student) officers who have different 

combinations of the four dimensions of political skill. Last, the study 

investigates how such groups of individuals differ in regards to demographics, 

personality dimensions and organizational outcomes (performance). 
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Contextual factors 

It is said that an organization in its simplest form is a planned coordination of 

individuals’ activities to reach collective and clearly decided organizational 

goals through divisions of work and responsibility (Schein, 1994). 

Organizational goals can be influenced by several factors, including both 

individual and contextual factors in a given situation. Specifically, contextual 

factors are situational aspects that may influence human behavior and, 

therefore, should be considered in order to understand the behavior 

phenomena of interest (Endler & Magnusson, 1976; Fiske et al., 2010).  This 

chapter focuses on both general contextual factors relating to high-level 

military staff work and key contextual factors of the Swedish Armed Forces 

which may contribute to the individual’s use of adaptive behaviors and skills. 

First, this includes the demands and challenges relating to collaborative 

working environments in high-level military staffs. In addition, this chapter 

also discusses organizational demands and challenges in relation to negative 

organizational characteristics.  

Collaborative environment demands and challenges 

The Swedish Armed Forces’ (SAF) military staffs work collaboratively with 

several organizations nationally and internationally. The demand for 

synchronization with several organizations with the additional demand of 

quick tempo changes influence the need for individuals’ use of various 

adaptive behaviors.  

Part of the collaboration efforts includes involvement in international 

missions and involves collaboration with other military organizations from 

other nations and with civilian and local actors. The SAF has had a long 

tradition of involvement in peacekeeping missions abroad. Therefore, 

international collaboration is of utmost importance for reaching organizational 

goals (Goldenberg et al., 2019; Hedlund, 2017). Peacekeeping missions are 

usually in collaboration with other nations, typically including the European 

Union or the United Nations. These working environments can be demanding 

due to various aspects, such as differing cultures and languages, new working 

methods and procedures to adhere to (Hedlund, 2017). With this in mind, 

collaboration may be partially dependent on individual adaptive behaviors in 
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these environments and are, therefore, important to study for continuous 

improvement.   

Working in military–civilian collaborative environments is relevant for 

military staff nationally and internationally, and is often referred to as 

integrated defence workforces (Goldenberg et al., 2019). Collaborative work 

has become of heightened focus in recent years after the political decision to 

start a Total Defence Act (Totalförsvaret), involving the Swedish Civil 

Contingencies Agency (Myndigheten för samhällsskydd och beredskap; 

MSB) as well as other civilian actors (local municipalities, regional healthcare 

systems, emergency response crews, etc.). The ultimate goal from the Total 

Defence Act is for the Swedish Armed Forces to be able to (alone and with 

others) defend the country in the nature of an attack in order to maintain 

national security. This includes the demand to strengthen synchronized 

national defence efforts in times of threat (Andersson, 2019). Although there 

are high expectations for collaboration, there has also been challenges with 

integration of the two sectors for various reasons, including difficulty in 

communication, the personnel relating to one another and the civilian 

organizations feeling underappreciated in comparison to their military 

counterparts (Goldenberg et al., 2019, Shaw & James-Yates, 2018).  

Collaboration is also required within the military branches, including the 

synchronization and team-work in joint forces.  Joint operations, in which the 

services work together, have sometimes faced problems. This is referred to as 

“interoperability” between the service branches and can be due to various 

reasons, including technical problems, varying operational procedures or the 

use of service specific vocabulary (Greene et al., 2010).  Sometimes there are 

cultural tensions between the varying services due to mistrust based on lack 

of understanding of the contributions of each service branch or cultural 

differences between the branches (Dandeker, 1999; Greene et al., 2010). The 

demand of collaborative environments may contribute to the use of individual 

adaptive behaviors to reach organizational goals. 

Another important factor that is contextually relevant for military 

organizations is the current threat level which designates the work tempo of 

higher-level military staff work. In times of lower security conditions, military 

staffs have a more generous time line to perform assigned tasks within. In 

times of heightened threat level, the time resources change, demanding that 

work tasks are completed at a quicker tempo than in times of lower 

security/threat levels. The security situation (threat level) that the staff is 

working under can change quite quickly depending on environmental and 

societal factors, demanding the re-prioritizing of tasks and finding quick 

solutions when time lines are shortened. These temporal changes may have 

impact on the collaboration efforts and adaptive behaviors that military staff 

officers may use in order to reach organizational goals despite time constraints 

(Greene et al., 2010). 
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Organizational demands and challenges 

Organizations are often affected by the contextual factors that they are 

embedded within. In the case of government agencies, such as the SAF, they 

are often contingent upon political decisions and societal changes for 

direction. These can have consequences for the organization, sometimes 

beneficial, and in other times these may contribute to negative organization 

characteristics, causing organizational challenges. Often these decisions can 

results in organization change, including economic resource allocation within 

the organization. Economic resource allocation, including financial cuts and 

supplements, may increase competition between departments in organizations 

(Chmiel, 2008, Grant & McGhee, 2013).  

Organizational theorists discuss the negative effects of these economic 

resource allocations in organizations, which in turn affect organizational 

behavior. Specifically, dramatically slimming of economic resources in an 

organization can result in an "anorexic organization", which is characterized 

by a dramatic reduction in resources that causes resource scarcity (Brännmark, 

2012; Theorell, 2002; Wilkinson, 2005). This demands that the employees that 

are left after redundancies are continuously expected to do more in order to 

keep up with similar demands from before the redundancies. This description 

includes cashing in on the loyalty the employees have for the organization in 

order to demand that they produce more than is typically expected, for 

example working longer than a 40 hour work week in order to keep up with 

the organization’s demands. Coser (1974) refers to this as "institutional 

greediness" and it has also been identified in civilian organizations 

(Rasmussen, 2004) and recently even military working cultures, referred to as 

“organizational greediness” (Alvinius et al., 2018). In many cases, there is also 

an unhealthy, egocentric organizational culture and Grant and McGhee (2013) 

discuss this in terms of "organizational narcissism" referring to an 

organization’s inflated sense of self-worth that risks spilling over to the 

organizational culture and may affect the employees’ work demands and 

possibly influence their work commitment (Grant & McGhee, 2013). 

Ultimately, during times of recession in organizations there may be a 

recognized discrepancy between assigned tasks and resources, which may 

result in organizational challenges (Chmiel, 2008). In turn, these challenges, 

in combination with unhealthy work culture influences, may place demands 

on individuals to use adaptive behavior in order to meet the demands. Left 

unmanaged, these challenges may have short-term and long-term 

consequences for the organization.  

With regards to the Swedish Armed Forces, a main consequence of the 

change in the Defence bill after the fall of the Berlin wall was the decision to 

implement budget cuts within the military, and consequently, downsizing. 

This resulted in disbanding of regiments, merging of units and the creation of 

a unified armed forces as a response to the foreign policy change, resulting 

with the reduction of employees in the Swedish Armed Forces by 
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approximately 30% (Bergström, et al., 2014). Despite these reductions, the 

expectation of upholding national security has still been expected. This, in 

turn, has possibly contributed to the need of the military branches need to 

collaborate and, at times, even compete for resources for the fiscal year. 

However, since the implementation of the Totalförsvaret (Total Defence 

Act), there has been a rapid increase in resources as national security gained 

political interest again. This has resulted in an increase of funds and 

organizational goals, however, a lack of qualified personnel and equipment to 

do the tasks, creating a so-called "post scarcity" problem (Alvinius et al., 2018; 

Carter & Jackson, 1987). In government agencies, many organizational 

characteristics may be dependent on political decisions that are typically 

outside of the organization’s control. These political decisions and its 

contingencies may contribute to negative organization characteristics as a 

consequence. These factors may contribute to individuals’ use of adaptive 

behavior in order to manage the organizational challenges.  

Concluding remarks 

Several contextual factors may influence the use of adaptive behavior in 

organizations in order to reach organization goals. Specifically, a few working 

conditions are relevant for the high-level Swedish military staffs, including 

their continuous expectation to work in collaborative environments that 

include quick tempo changes. Other organizational factors that may influence 

working processes and the need for individual adaptive behavior include the 

continuous expectations for reaching organizational goals despite challenges 

that may be presented due to negative organizational characteristics. At the 

organizational level, this requires the organization (even the military) to 

continuously transform itself in order to meet ambiguous organizational and 

environmental demands. At the individual level, this may result in adaptive 

behavior in response to these demands and challenges. By further 

investigating the contextual factors specific to the high-level military staff 

context, it may further contextualize the understanding of the need for 

adaptive behaviors in high-level military staff.   
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Individual factors 

Adaptive behavior has become increasingly important for many organizations 

for improvement of performance outcomes and leadership development 

(Ferris et al., 2002; Pulakos et al., 2000; Yukl & Mahsud, 2010). With this rise 

of interest, of similar importance is identifying factors that may help explain 

individual differences regarding why some individuals are better than other at 

employing adaptive behavior and skills. Many individual factors may be 

relevant in contributing to an individual’s adaptability in organizations, 

including age, gender, family situation, general mental ability (GMA), 

previous experience, education, role in the organization, to name a few. 

However, generally speaking, previous research has indicated that 

dispositional characteristics, such as personality, may affect how individuals 

perceive and choose to handle challenges in situations (Callan, 1993; Cox & 

Ferguson, 1991). Thus, personality can aid in possibly explaining relatively 

stable thought and behavior patterns of individuals (Furnham, 2008). This 

chapter consists of an overview of personality so it can be understood as a way 

to help explain individual and group differences in relation to a specific social 

effectiveness construct that may contribute to military officers’ adaptive 

behavior in collaborative environments. 

Personality 

Personality is typically defined as someone’s unique, typically enduring 

patterns of thoughts, ideas, emotions, and behaviors that are relatively stable 

across time and various situations (Barrick & Mount, 2012). This is typically 

according to trait theory, which describes personality as being formed early in 

life and maintaining relative stability throughout an individual’s lifespan 

(Goldberg, 1992). Trait personality was a growing field already in the 1920s 

as Allport and Allport (1921) introduced the concept of trait, claiming that 

individuals generally can be characterized in terms of relatively enduring 

patterns of thoughts, feelings and actions, leading way to the lexical theory 

introduced by Allport and Odbert (1936).  

A culmination of the advancement of social science, including both theory 

and statistical measurement, made it possible for several researchers to begin 

to identify a structure of personality traits deriving from these original efforts 
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began by Allport and Odbert. Tupes and Christal (1961) used factor analysis 

on a large accumulation of data from the U.S. Air Force, which led to the 

emergence of the framework for personality manifested into five broad 

factors, which would be the beginning to the theoretical frameworks of the 

five factor models of personality as they are now known.  

This theoretical development was met with strong criticism from other 

psychology frameworks that held an assumption that behavior is highly 

determined by contextual factors, rather than primarily indicated by stable 

personality driven behaviors (Mischel, 1968; Eysenck, 1992; John et al., 

2008). This also includes the conceptualization that personality patterns are 

also dispositional-situational, as presented in trait activation theory (Haaland 

& Christiansen, 2002; Tett & Burnett, 2003). Trait activation is known as “the 

process by which individuals express their traits when presented with trait-

relevant situational cues” (Tett & Burnett, 2003, p.502). Despite the rivaling 

theoretical frameworks, an increased confidence of measuring personality was 

gained in the 1990’s as the five-factor model of personality was further refined 

and determined to be a robust measure of personality (Digman, 1990; 

Goldberg, 1992).  

Big Five dimensions 

The Big Five (as it was coined by Goldberg, 1981) was later adopted for the 

use of recruitment and selection in varying occupational fields (Goldberg, 

1992) and even used in varying combinations to be tested as predictors of 

performance (Barrick & Mount, 1991; Blickle, et al., 2008). This name, Big 

Five, was chosen to emphasize that each of the factors were extremely broad 

and not to imply that personality differences can be reduced to only five traits 

(John et al., 2008). The Big Five generally includes the following dimensions: 

Extraversion, Agreeableness, Conscientiousness, Neuroticism and Openness.  

Extraversion, an inter-individual trait, is described as capturing the amount 

of attention the individual directs towards social surroundings and the desire 

to interact with others. Those who score high in extraversion are described as 

being sociable, excitable and talkative contrary to those who score low, which 

are described as being independent and more reserved or recluse (McCrae & 

Costa, 2008). Extraversion has shown to be a predictor of success in sales and 

management positions (Barrick et al., 2003) and has been connected with 

success in interpersonal behavior (Ferris et al., 2008). 

Agreeableness, an inter-individual trait, measures the degree of which the 

individual gets along with others. Individuals scoring high on this dimensions 

are described as being kind, altruistic, generous, and eager to help others 

(Costa & McCrae, 1992; Goldberg, 1992). Agreeableness has also been 

described as stemming from self-regulatory ability, which involves 

controlling anger response regulation (Ahadi & Rothbart, 1994). This trait has 
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also demonstrated to be the best predictor or performance in team-based 

interaction (Mount et al., 1998). 

Conscientiousness, an intra-individual trait, includes characteristics such as 

being hardworking, diligent, determined, organized and self-disciplined 

(Costa & McCrae, 1992; Goldberg, 1992). This trait is often described as an 

important trait based motivation factor in organizational studies (Blickle et al., 

2008). It is well-established that conscientiousness has demonstrated the 

strongest relationship with job performance across a range of positions in 

varying organizational settings (Barrick & Mount, 1991; Blickle, et al., 2008; 

Mount et al., 1998; Salgado, 1997). 

Neuroticism, an intra-individual trait, is described as an enduring tendency 

to experience negative emotional states, such as anxiety, anger, guilt, disgust, 

and depression (John et al., 2008). On the opposite side of the spectrum, an 

individual with low levels of neuroticism is typically described as being 

emotionally stable, calm, relaxed, with the ability to handle stress well 

(Thoresen et al., 2003). Measures of the Neuroticism trait are often reversed 

in order to represent the opposite trait pole, Emotional stability, in order to 

interpret data results more easily and to have a better theoretical fit to the data 

since it is often used in data analysis of non-clinical settings (Sjöberg, 2014). 

Openness, an intra-individual trait, consists of how open an individual is 

towards their own inner feelings and emotional states (McCrae & Costa, 

2008). Individuals that score high on this dimension are described as searching 

for stimulation of emotional experiences through their external environment, 

resulting in an increase in new activities and thus an increased openness to 

experience. Those on the opposite end of the spectrum are described as being 

more conventional and conservative and tend to prefer familiar environments, 

making them less open to experience. In working environments, individuals 

high in openness have shown to predict success in artistic jobs and creative 

environments (Barrick et al., 2003). 

Today there are several Big Five taxonomy questionnaires available to 

measure personality dimensions which makes it clear that there is no single 

instrument that represents the gold standard. However, the NEO Personality 

measures, including the NEO Five Factor Inventory (NEO-FFI) and the NEO 

Personality Inventory Revised (NEO-PR-I) (Costa & McCrae, 1992)  are 

described to be the best validated Big Five measures in the questionnaire 

tradition (John et al., 2008). Goldberg’s (1992) abbreviated 40-item version is 

the most commonly used measure which measures personality through single 

adjectives. However, the Big Five Inventory (BFI) is frequently used is 

research settings where time is an important factor, since it includes only 44 

items. It is also useful when researchers want a short description phrase item 

format, which provides more context than the single-item adjectives used in 

the NEO questionnaires (Benet-Martinez & John, 1998; John et al., 2008). 
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Concluding remarks 

Various individual factors can influence individual adaptive behaviors 

according to a specific context, including dispositional and factors learned 

over time. Specifically, personality can be used as a way to further explain 

individual and group differences relating to skills that are relevant for 

improving adaptive behavior in collaborative environments. These differences 

may also help explain organization behavior in relation to specific contexts 

and subgroup differences in behavior patterning within a larger population. 

Identification of these differences can be used for organizational development, 

such as recruitment and training.   
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Adaptive behavior and skills 

Adaptive behavior in working life refers to the extent in which individuals can 

respond to, cope with, and support changes that are considered important 

behavior for both individuals and organizations (Wu et al., 2017). Moreover, 

employees are generally considered adaptive when they can perform well 

during change (Niessen et al., 2010). However a broader range of adaptability 

in a wide variety of unpredictable and uncertain work situations has also been 

included in the conceptualization, including organizational restructuring, 

changing business agendas, changes due to available resources or new 

organizational working groups (Edwards & Morrison, 1994; Hall & Mirvis, 

1995; Pulakos et al., 2000).  

An individual’s adaptive ability has indicated to be a relevant and important 

factor related to organizational outcomes, including performance, across a 

variety of work contexts (Chan, 2000; Ferris et al., 2002; Pulakos et al., 2000). 

It has been argued that behavioral flexibility and adaptability can be defined 

and explored in many ways, however, the relevance of the behavior should be 

indicative of the context of which it is studied in order to have meaning for 

the organization (Yukl & Mahsud, 2010). Therefore, of equal importance is to 

explore adaptive behavior and skills according to the contextual 

characteristics of high-level military staffs in order to understand why the 

behavior is happening, what meaning it has for the organization and what 

competencies/skills are relevant for the behaviors.  

Military staff officers go through a variety of leadership training during 

their officer education preparing them for various staff positions afterwards. 

These positions often involve collaborative work and decision making 

processes that affect their working teams and lower tier military units in the 

organization (Hittle & DeWitt, 2012). Similar to most military staff officers, 

those with appointed leader positions (referred to in the text as leaders) also 

need skills that assist with collaboration activities; however, they may also 

perform additional adaptive behaviors specific to their leader positions to 

manage organizational challenges, which may affect their colleagues and 

immediate subordinates.  

In sum, although individual adaptive behavior has been identified as 

important in organization productivity and flexibility, a lesser extent of 

research has focused on the variety of behaviors that are regularly used, in a 

military staff context, to aid in this process and the skills that are relevant in 
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possibly facilitating adaptive behaviors. This chapter discusses adaptability as 

a leadership behavior, the use of proactive and reactive adaptive behaviors in 

organizations, and the relevance adaptive behaviors may have for 

organizations.  

Adaptability as a leadership behavior 

Some researchers argue that there is no point in attempting to find one true 

definition of leadership, rather, it is more important to find the definition that 

reflects the contextual aspects of leadership that is being researched (Bass & 

Bass, 2008). With this is mind, Yukl’s (2002) definition of leadership as a 

behavioral process will be used, “leadership is the process of influencing 

others to understand and agree about what needs to be done and how it can be 

done effectively, and the process of facilitating individual and collective 

efforts to accomplish the shared objectives”. For clarification, in this thesis, 

the term leadership relates to the adaptive behaviors that military staff officers 

(or ranks above) use in relation to others in order to accomplish organizational 

goals. The use of the word leader, refers to individuals that have or have had 

formal leader positions in the organization. 

Traditionally, leadership has been viewed as an interpersonal phenomenon 

between leaders and subordinates which is reflected in many modern 

leadership theories, including Leader-member exchange (LMX) (Dansereau 

et al., 1973; Graen, 1976), Transformational leadership (Burns, 1978; Bass, 

1985), and Situational leadership (Hersey & Blanchard, 1969, 1988) to name 

a few, and in the case of the Swedish Armed Forces official leadership model, 

Developmental leadership (Larsson, 2006). However, leadership behavior is 

argued to be used in a variety of work interactions, both internal and external 

of the organization as a way to problem-solve and manage complex work 

demands (Yukl & Mahsud, 2010). In relation to leadership studies, adaptive 

behavior has been included as an important aspect for leadership in 

organizations, which includes daily behaviors that employees do at work as a 

practical way for organizations to handle dynamic work contexts that are 

typically found in the modern day workplace (Heifetz, 1994; Yukl, 2002). 

Adaptive leadership includes individuals’ ownership of responsibility of 

assigned tasks and constitutes changing behavior in appropriate ways as 

demanded by the situation at hand, including the ability to accurately diagnose 

the situation and react accordingly (Yukl & Mahsud, 2010). By including a 

broader framework of leadership behavior that individuals do for 

organizations, we can gain a better understanding of the contextual 

complexities that military staff leaders and staff officers are presented with in 

high-level military staff work and what adaptive behaviors and skills are 

relevant in addressing these complexities. 



14 

Proactive and reactive adaptive behaviors 

There have been several ways to conceptualize the variety of behaviors that 

individuals do to become more adaptable in their environment. Specifically, it 

has been argued that an individual can be either proactive or reactive in their 

adaptive behavior repertoire. From the individual perspective, "activeness" 

may involve the individual changing the environment to be able to achieve 

organizational demands or even to have a better fit to the environment, 

therefore making the individual more proactive in their way to be adaptable 

(Griffin & Hesketh, 2003; Thoits, 1994). Of similar vein is the proactive 

behavior job-crafting, which describes the actions that employees take to 

shape, mold, and redefine their jobs (Wrzesniewski & Dutton, 2001), and 

ultimately attempt to gain better control of their work demands. Another way 

of describing various proactive and reactive actions regards the individual’s 

ability to predict change in the environment. According to this 

conceptualization, proactive behavioral effects take place when in 

environments where the individual is able to anticipate the need for change. 

Conversely, reactive behavioral effects are described as happening when there 

are changes in the environment that the individual must quickly accommodate 

for, which were unanticipated (Ployhart & Bliese, 2006).  

Relevance of adaptive behavior in working life 

Adaptive behavior is relevant in working life as it includes the response 

behaviors that individuals use to their environment and how organizational 

demands may be managed. Adaptive behaviors that individuals use in the 

workplace can be used for different purposes for the organization. It is argued 

that the contextual characteristics differentiate what purpose the adaptive 

behavior serves in the given situation (Ployhart & Bliese, 2006). There are a 

variety of adaptive behaviors that individuals may use in working life, for 

clarification, the adaptive behaviors that are addressed are those for reaching 

organizational goals in collaborative environments and adaptive behavior for 

coping with organizational challenges in military staff contexts.  

Adaptive behavior in collaborative working environments 

Interpersonal adaptability is defined as being a distinct component of 

individual adaptability (Ployhart & Bleise, 2006; Pulakos et al., 2000). It has 

been conceptualized as an individual’s ability to change according to fit 

different tasks, social, and environmental contexts (Ployhart & Bliese, 2006). 

Moreover, it has been defined to include an individual’s behavior, thoughts 

and emotions within a specific interpersonal interaction to achieve the goals 

specific in a given situation (Oliver & Lievens, 2014).  
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Research has previously discussed the importance of individual 

interpersonal adaptability because of the increase of more fluid work 

environments that are characterized by work performed by project teams 

(Kozlowski et al., 1996; Pulakos et al., 2000). In addition, organizations that 

regularly collaborate with other organizations, rely on their employees to use 

their interpersonal adaptability for improved inter-organization adaptability 

(Chao et al., 1994; Ployhart & Bliese, 2006). This means that behavior that is 

performed can help the specific organization be flexible to other 

organizations’ needs and demands. Specifically, this is relevant for high-level 

military staff work due to their job requirements of collaborative work in 

various settings, nationally and internationally.  

One behavior that is often described in civilian research contexts as 

assisting with organization collaboration and flexibility is networking 

behavior. Networking behavior is described as a goal-oriented behavior that 

allows individuals in organizations to create, cultivate and use interpersonal 

relationships (Gibson et al., 2014). Previously, the literature has focused more 

on networking behavior in relationship to individual benefit; however, studies 

have now shown the positive effect of networking for organizations (Gibson 

et al., 2013; Thompson, 2005; Uhl-Bien, 2018). Networking behavior has 

been recognized as important for individuals to use in organizations in order 

to have innovative solutions in complex situations (Uhl-Bien, 2018). This is 

especially the case for individuals that have positions in which the 

organization has a direct benefit from the individual’s networking behavior 

(Gibson et al., 2013).  

Sometimes negotiation behavior is necessary to reach organizational goals 

in collaborative environments; therefore another adaptive behavior may 

include social influencing behavior. Looking at why social influencing 

behavior may be an important asset for individual adaptability one can turn to 

social influence theory (Levy et al., 1998), which tries to understand why and 

how individuals use their skills for social influence in order to achieve desired 

outcomes. In working life, this has generally been understood as means for 

individuals to attain desired roles and/or rewards (Judge & Bretz, 1994). 

However, some researchers believe that social influencing behaviors can even 

be useful for reaching organizational goals (Ferris, 2007; Munyon et al., 2015; 

Semadar et al., 2006). Interpersonal competencies may allow for an increased 

understanding in social interactions and, in turn, individuals may use that 

understanding for influencing behavior for improving organizational 

outcomes (Todd et al., 2009).  

Adaptive behavior for coping with demands and challenges 

Individuals’ adaptive behavior may even serve as a coping function for 

organizations to manage occurring demands and when facing challenges. 
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Coping can be categorized in many ways. Lazarus and Folkman’s (1984) 

theoretical framework for explaining psychological stress and coping has been 

influential in many proceeding frameworks and is therefore important to 

address. They define coping as “the cognitive and behavioral efforts made to 

master, tolerate, or reduce external and internal demands and conflicts among 

them” (Lazarus & Folkman, 1984).  This refers to the individual’s coping 

process in relation to demands, with a central focus on the individual’s 

appraisal process (Lazarus & Folkman, 1984; Lazarus, 1991, 1999). Further, 

Lazarus and Folkman (1984) delineated that coping can be both problem-

focused, including an individual’s attempt to change the person-environment 

realities inducing stress, or emotion-focused, which relates to internal attempts 

of the individual to reduce a negative emotional state of appraisal of the 

situation. 

At the organizational level, another way of looking at coping behaviors is 

centralized around the way individuals’ manage organizational demands that 

have exceeded the organization’s formal structure processes. This represents 

an interactive process between the individual and organization for managing 

organization demands. Although many studies have focused on individuals’ 

coping strategies in relation to individuals’ health and well-being, a lesser 

amount have focused on individuals’ coping behavior in relation to 

organizational goals and challenges (Hall & Mansfield, 1971; Qutob, 2013). 

Thus, at the organizational level, “coping” has also been proposed as a 

relevant aspect for leaders in maintaining their own well-being and upholding 

satisfactory performance in relation to the organization (Woodward & 

Hendry, 2007).  

An extension of problem-focused coping is called innovative coping (Bruce 

& West, 1996). This is the concept that individuals can actively change aspects 

of a situation to a more favorable one. In an organizational setting, this could 

work for dual functions. This could mean that leaders may actively use 

behaviors in a way that could be beneficial for the organization, and at the 

individual level it would allow them to possibly gain personal control of their 

work environment. Specifically, research has indicated that individuals that 

see desired outcomes as attainable are more inclined to continue their efforts 

for their desired outcomes, even if the process is determined to be difficult 

(Luthans, 2002; Roth & Cohen, 1986; Scheier & Carver, 1987). 

Despite these possible advantages is the notion that coping efforts should 

not be entirely connected with a positive outcome in a given situation. Coping 

is also described as being either adaptive or maladaptive (sometime referred 

to as non-coping), depending on the outcome of the effects of the coping 

behaviors (Lazarus & Folkman, 1984). For example, it has been argued that 

problem-focused coping may not always be adaptive, but may result in 

counter-productive results in the case that the situation is not in one’s control 

and therefore one cannot reduce the stressor or make the problem go away 

(Harrington, 2013). Thus, the individual’s need for gaining control, which is 
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often viewed as threat reducing, can also be threat inducing in the event that 

the individual cannot actually gain control due to situational factors (Lazarus 

& Folkman, 1984). 

The risk of maladaptive outcomes may be greater when the appraisal of 

control does not match reality. If an event is appraised as uncontrollable when 

in fact it is controllable, the person is likely to not engage in necessary 

problem-focused coping. Conversely, maladaptive outcomes may also arise 

when an individual appraises a situation as controllable when it is not, 

resulting in an individual engaging in problem-focused coping behaviors that 

lead to no improvement (Folkman, 1984). Therefore, an important defining 

principle is to evaluate one’s own typical control expectancies in relation to 

the specific contextual factors in order to determine a more objective and 

realistic control appraisal of the situation before assuming efforts (Folkman, 

1984; Levin & Hayes, 2009; Ruiz, 2010). 

Skills relevant for adaptive behaviors 

Adaptive behavior in organizations may be relevant to identify what behaviors 

are performed by individuals in order to navigate uncertain environments and 

to help identify the problem-solving used for coping with organizational 

demands and challenges. However, a missing element for understanding these 

behaviors better concerns the various skills the individual has acquired in 

order to produce the behaviors more consistently. It is argued that behavior 

and skill are two related, yet different constructs. Specifically, it is argued that 

behaviors describe “what” is going on and the skill describes “how” it is 

happening. In addition, skills generally produce behaviors but behaviors do 

not necessarily have to be generated from a skill (Bandura, 1977). According 

to Bandura’s social learning theory (1977) individuals can mimic behaviors 

from others in specific contexts, which results in behaviors that can be 

reproduced in the same context, however, this behavior reproduction does 

necessarily represent an acquired skill. Thus, it is argued that skills are 

generally transferable between contexts, whereas, behaviors are more 

contextually dependent. Therefore, in addition to understanding individuals’ 

behaviors in working life, investigating their skills for being adaptive can give 

us a better understanding of how individuals are achieving behavioral and 

performance outcomes. Thus, the investigation of individuals’ skills can be 

beneficial for recruitment and selection for organizations and for employee 

development purposes.   

Relating to being adaptive in collaborative environments, research has 

indicated that a broad range of interpersonal skills, including social 

effectiness, can assist in adaptive behaviors by allowing individuals a better 

ability to adjust their behavior accordingly to the context (Ferris et al., 2002, 

2007; Munyon et al., 2015; Semadar, et al., 2006). The movement within 
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organizations to teach various interpersonal skills reflects a trend in which 

solutions to problems are less likely to be perceived as depending on 

individual action as it is depend on inter-dependent processes between groups 

and individuals (Ferris, 2007; Luthans, 2011; Mechanic, 1974). Thus, the use 

of social effectiveness skills, including political skill, may be relevant 

resources for individuals when collaborating, problem-solving and achieveing 

organizational goals. 

Social effectiveness 

Social effectiveness is described as individuals’ moderately stable, social 

abilities that influence the affective and behavioral reactions of others in a 

goal-oriented fashion (Semadar et al., 2006). In work life, social effectiveness 

can also be understood by the various interpersonal skills that individuals use 

in attempt to gain control in their working environment. Specifically, control 

theory (Carver & Scheier, 1982) states that individuals compare their current 

state or situation to a particularly desired state of situation as a reference point. 

If there is a gap between the perception of the current situation and the desired 

situation, the individual makes efforts to close or minimize the gap, 

representing a behavior. This is based on continual self-regulation based on 

feedback loops and is considered to be a continuous process until the 

individual has reached the desired effect. This is naturally built upon loops 

according to the individual’s outcome expectancy which is based on the 

individual’s assessment on whether or not the outcome is attainable or not. 

Social effectiveness may be relevant for high-level military leaders and 

staff officers to be adaptive in various contexts. Internal of the organization, 

they are expected to take various rotational leader roles in the organization 

while working at the military headquarters. This includes working 

collaboratively with other leaders internal and external of the organization. At 

times, this also means the ability to negotiate for their own team and/or 

divisions’ resources and time planning and to manage challenges for the 

organization. In order to succeed in these various roles, it may be argued that 

social effectiveness skills may be important for adaptive behavior in order to 

be able to present ideas, network, motivate others and negotiate for achieving 

organizational goals.  

Initially, various social-emotional constructs have been described and 

operationalized to capture aspects of social effectiveness, including various 

social competencies such as social intelligence, social skill, interpersonal 

intelligence, and political skill as well as emotional competencies, such as 

emotional intelligence, and behavioral abilities, such as self-monitoring, to 

name a few (for a full review, see Ferris et al., 2002). It is suggested that many 

of these varying abilities have roots in the early social intelligence constructs 

(Thorndike, 1920), which includes dual components of understanding people 

and social situations and secondly, being able to act on the knowledge in a 
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situationally appropriate manner (Ferris et al., 2002). However, social 

effectiveness has since been presented as being more reflective of a particular 

social skill subset, or even a higher-order construct, within the social 

competence domain because despite the two concepts sharing a common 

domain space regarding the cognitive understanding of a social perceptiveness 

component, it is argued that social effectiveness has an additional behavioral 

component which includes acting on previously acquired knowledge for goal-

specific behavior (Ferris et al., 2007). Moreover, it has been argued that it is 

important to differentiate between the various social effectiveness terms since 

they are often used interchangeably in various settings, despite them possibly 

reflecting different actions (Ferris et al., 2007; Peled, 2000). 

Social competencies have previously been considered important in 

working life because they often facilitate problem-solving in conjunction with 

other people to find readily available solutions (Lazarus & Folkman, 1984). 

Relating to organizational outcomes, previous research has indicated that 

social competence (sometimes referred to as skill) has demonstrated main 

effect associations on training efficacy (Ferris et al., 1986) and main and 

interactive effect relationships on job performance (Ferris et al., 2001; Witt & 

Ferris, 2003). Moreover, social competence has been described as one of the 

most important personal factors needed for success at work (Riggio, 1986; 

Riggio et al., 2003; Witt & Ferris, 2003). 

Turning to emotion competencies, various terms and definitions have been 

used to describe them. One of the most recognized is the concept of emotional 

intelligence (Goleman, 1995). Emotional intelligence can be seen as “the set 

of abilities (verbal and non-verbal) that enables a person to generate, 

recognize, express, understand, and evaluate their own and others’ emotions 

in order to guide thinking and action that successfully cope with 

environmental demands and pressures” (Van Rooy & Viswesvaran, 2004, p. 

72). Goleman (1995) argues that emotional intelligence is the self-mastery, 

discipline and empathic capacity which allow individuals to use their skills to 

attract others. It is pointed out that both appraisal and expression of emotion 

are important dimensions of emotional intelligence, dividing the ability into 

both intra and inter-personal processes (George, 2000).  

A particular defining factor of emotional intelligence is the use of empathy, 

including the ability to show consideration and sensitivity to the needs of 

others (Goleman, 1995; House & Podsakoff, 1994). Emotional intelligence is 

described as contributing to relationship building, which can contribute to 

organizational factors, such as effective leadership, performance outcomes 

and goal development (George, 2000; Goleman, 1995). Despite the rising 

popularity of emotional intelligence the past two decades in both private and 

working life research, it has been criticized for being too “all-inclusive”. 

Specifically, some researchers claim that the current definitions and 

measurements of emotional intelligence are too expansive, which essentially 
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positions itself to include almost everything except cognitive ability (IQ) 

(Ferris et al., 2007; Hedlund & Sternberg, 2000).  

Although the conceptualization of social effectiveness has developed the 

past two decades, there is still confusion around the various construct overlap 

and distinctiveness regarding general social-emotional competencies and 

those that are considered to be social effectiveness constructs (Ferris et al., 

2002, 2007). In addition, there have been attempts to integrate social and 

emotional competencies to reflect how they may relate regarding social 

effectiveness (Hedlund & Sternberg, 2000). Among the varying social 

effectiveness constructs, political skill has peaked intrigue because it is 

marketed as a trainable asset, which is conceptualized to be specific to 

interactions at work (Harris et al., 2007). Specifically, political skill is said to 

facilitate networking and influencing behavior in interpersonal interactions in 

working dynamics (Ferris et al., 2008); therefore, making it an interesting 

potential leadership behavior for military staff officers for collaboration and 

negotiation in various collaborative environments.  

Political skill 

Political skill can be described as “a pattern of social competencies with 

cognitive, affective, and behavioral manifestations” (Ferris et al., 2007, p. 

291). These manifestations include networking and influencing others and the 

understanding and appraising of social situations, including others’ non-verbal 

behaviors (Brouer et al., 2015; Ferris et al., 2005). Some researchers postulate 

that political skill can be beneficial to the development of legitimacy, 

relationship building, conflict resolution and effective persuasion (Ferris et al., 

2008; Hochwarter, 2012). These skills are said to help individuals and 

organizations in job performance (Ferris et al., 2007). Specifically, political 

skill, has previously demonstrated to be the strongest predictor of individual 

performance in comparison to other tested social effectiveness constructs (i.e., 

self-monitoring, leadership self-efficacy and emotional intelligence) 

(Semadar et al., 2006). In addition, the use of political skill has demonstrated 

to have a positive effect on individuals’ stress management at the workplace 

by increasing their perceived empowerment in gaining control over their work 

tasks and environment (Perrewé et al., 2005; Summers et al., 2020). 

Conceptual development 

Organizational politics have been recognized in varying organizations for 

decades and said to represent “a dynamic process of influence that produces 

organizationally relevant outcomes beyond the simple performance of job 

tasks” (Mayes & Allen, 1977, p. 675). Moreover, it is said to include behavior 

at both the organizational and individual level, which may prove to be 

functional or dysfunctional for the organization depending on the outcome 

(Mayes & Allen, 1977). Previously, organizational politics have been viewed 
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as negative and possibly a threat to organizations. However, in the mid 1980’s 

this mind-set began to change as many researchers began to recognize that 

organizational politics may be an important and necessary way for power to 

be distributed and redistributed and for not only realizing individual self-

interest goals, but also in realizing work goals despite organizational 

challenges and changing structures (Coole, 2007; Pfeffer 1992). Thus, the use 

of organizational politics is described as a way for individuals to better 

navigate ambiguous organizational environments (Pfeffer, 1981). With 

changing organizational landscapes, including more international 

collaboration  and team-based working groups, the utilization of interpersonal 

skills that result in influencing behaviors have emerged as relevant in the 

contemporary work-place (Pfeffer, 2010).  

Mintzberg (1983) viewed an individual’s political skill as a necessity for 

effective personal interaction in organizations. Although Mintzberg 

associated political skill with power, more recent studies have considered 

political skill to be more reflective of an individual’s ability to be effective in 

informal organization processes (Perrewé et al., 2004). Formal and informal 

organizational processes are a way of dividing up the organization into two 

separate identities in order to compare how they are used in organizations and 

working life. The formal organization refers to the authority, framework and 

guidelines of the organization, whereas the informal organizational processes 

refer to the use of the informal structure, such as networking and creative 

problem-solving that occur in unplanned meetings (Krackhardt & Stern, 1988; 

Tichy, 1981). Informal processes are considered to work parallel to the formal 

processes in organizations, often supplementing the formal organization’s 

functions and filling in necessary gaps (Luthans, 2011). 

The formal organization provides framework, structure, predictability and 

transparency to the work culture of the organization (Ali, 2016). The 

organization’s formal processes are based upon the procedures and rules 

organized by the organizations formal structure. Although the formal 

organization describes rules and authority in the organization, it is argued that 

much of the influence and actual work comes from the informal organization, 

through contacts, networks and accidental communications (Ali, 2016; Knoke 

& Burt, 1983; Krackhardt & Stern, 1988; Luthans, 2011).  

Previously informal processes have been perceived as being negative for 

organizations because they can be used in a destructive way, as in spreading 

false information or leaving out vital information, giving a skewed view 

(Luthans, 2011). However, informal processes can also allow for collaborative 

solutions for organizational challenges under tight deadlines (Ali, 2016; 

Denning, 2006). In addition, informal processes have been found to provide 

important functions in both civilian (Hoffman et al., 2005; Plickert et al., 

2007) and, recently, even military organizations (Ali, 2016). Therefore, the 

use of informal organizational processes to fulfill formal organizational 
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demands has been a growing topic of interest (Ferris & Kacmar, 1992; 

Hackman & Johnson, 2013).  

Despite the upside informal organizational processes may seem to offer, 

they may collide with the organization’s formal rules, which are typically 

bound to society’s laws and the organization’s best practices’ expectations. 

Therefore it is also argued that a symbiotic relationship of the formal and 

informal organization processes provide the best response ability, allowing the 

organization to be more agile, yet following rules and mandates (Ali, 2016). 

However, a simple integration is not so easy due to the individuality of the 

use. It is argued that whether the informal system has negative or positive 

functions for the organization is highly reliant on the intentions of the 

individual that is doing the interacting. Thus, it leads to a highly personal 

orientation (Luthans, 2011). This means that the intentions of the individual 

may fall in line with the organization or it may be ego-driven, or even both. 

On the other hand, when leaders are facing a turbulent organization or pressure 

for results despite time restraints, the use of informal processes may be a way 

of managing organizational demands and challenges. 

In sum, the current conceptualization of political skill by Ferris and his 

colleagues (2005) is described as being far from the typical negative 

associations associated with “politics”, such as self-serving behaviors and 

“behind the scenes maneuvering”.  It regards the ability to be “savvy” by using 

networking skills effectively, read situations accurately and apply 

interpersonal skills in an appropriate fashion for organization goals (Semadar 

et al., 2006). 

Political skill dimensionality 

Ferris et al (1999) first created a unidimensional, six-item measure to reflect 

the concept of interpersonal influencing ability, coined “political skill”. The 

PSI was later extended into a multidimensional version (Ferris et al., 2005) to 

include four related, yet distinct dimensions: Networking ability (NA), 

Apparent sincerity (AS), Social astuteness (SA) and Interpersonal influence 

(II).  

Networking ability includes the ability to identify and develop important 

social connections that are valuable for resource exchange (Ferris et al., 2012). 

This includes the use of diverse networks of people for personal and 

organizational success (Kimura, 2015). 

Apparent sincerity includes the ability of individuals to be perceived as 

having high levels of integrity, authenticity and as being genuine (Ferris et al., 

2005). However, influence attempts will only be successful when actors are 

perceived as having no ulterior motives. Thus, their actions create trust from 

others. (Jones, 1990).  

Social astuteness refers to the ability to which an individual can accurately 

perceive situations and understand the social interactions between people as 

well as their own behaviors in accordance (Ferris & Treadway, 2012). 
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Individuals with high levels of social astuteness have a high ability of 

discernment and self-awareness, often seen by others as being ingenious 

and/or clever when interacting with others (Ferris et al., 2005).  

Interpersonal influence includes having a good capability of adapting their 

behavior to the situation at hand to gain the response they intend (Ferris et al., 

2005). Individuals with high levels of interpersonal influence are described as 

having the capacity to subtly influence other’s behaviors with superb 

communication skills (Kim et al., 2016). In addition to this, they are said to be 

highly skilled negotiators and efficient conflict managers (Ferris et al., 2005).  

Despite political skill being a relatively new social effectiveness construct, 

the Political Skill Inventory (PSI) has demonstrated consistent evidence of 

construct and criterion-related validity (Ferris et al., 2005, 2007, 2008; Liu et 

al., 2007). Despite this, there is still a need to validate the 18-item PSI in 

various organizations, contexts and cultural settings since it is still rather new 

in organization research (Ferris, 2007; Lvina et al., 2012). Moreover, despite 

Blass and Ferris (2007) indicating that political skill may be beneficial for 

military leadership, it has been tested relatively little in military contexts.  

Factorial validity results from Ferris et al. (2008) indicated that the four-

factor structure of the political skill was obtained, supporting the conceptual 

decision to have four related, yet distinct, dimensions. In addition, in a 

structural equation model (using four latent first-order constructs for the 

dimensions and a second-order general factor for the construct political skill) 

was found to be adequate, confirming that PSI can be adequately 

conceptualized at the level of the PSI subscale dimensions and as the PSI total 

score. However, Ferris (2008) noted that the dimension, apparent sincerity, 

may be a source of concern since it demonstrated the lowest correlations with 

the other dimensions and because it only contains three items, arguing that it 

may possibly not be robust enough to capture the anticipated theoretical depth. 

In addition, Coole’s (2007) exploratory analyses (EFA) did not provide 

support for the differentiation of the PSI’s four factors of political skill when 

exploring for extension of the current theoretical framework to include the 

dimension of charisma. The PSI dimensions of social astuteness, interpersonal 

influence, and apparent sincerity converged into a single dimension producing 

a three-factor dimension of political skill when combined with networking 

ability and charisma.  

Furthermore, theoretically, it has been argued that political skill can be 

further divided into two distinct levels, including a distinction of the current 

dimensions into, (1) a cognitive (intra-psychic) level, including the 

dimensions social astuteness and networking ability, and (2) the behavioral 

(inter-psychic) level including interpersonal influence and apparent sincerity 

(Brouer et al., 2015). In light of these discrepancies and theoretical conceptual 

variations, it appears relevant to continue examining the dimensionality 

further in varying contexts to better understand the dimension dynamics.    
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The PSI was developed to be used at both the composite level (total score) 

and at the facet level (dimension) (Ferris et al., 2008). However, thus far, most 

research has chosen to use the composite level, reflecting the theoretical 

framework rather than conducting research on the specific dimensions 

(Semadar et al., 2006). In addition, most research examining political skill in 

the workplace has tended to focus on developing linear prediction models 

regarding performance. However, another approach that can give a 

complementary perspective to the variable-approach research is a person-

oriented approach using latent variables.  

A person-oriented approach allows for investigating more dynamic 

combinations of different political skill dimensions. For example, some 

individuals may have stronger networking abilities but weaker interpersonal 

influence, while others may indicate strong overall levels on all of the 

dimensions. Specifically, a person-oriented approach makes use of the 

differences found between individuals and allows for the study of groups 

(indicated as profiles) of individuals exhibiting similar variation in some key 

dimensions (Mäkikangas et al., 2018; Oberski, 2016). An advantage with 

person-oriented methods is that by studying latent variables, the researcher 

can use a pattern approach that allows the ability to study subgroups of people 

in a population more as they naturally occur and relate these behavior patterns 

to previously correlated factors for a more in-depth understanding. In real life, 

it is argued that variables do not just occur one at a time, but in patterns, which 

may further explain a specific behavior phenomenon (Kelloway, 2015).  

Previous research has investigated several organizational factors in relation 

to political skill. In particular, political skill has indicated to be relevant in 

relation to organizational hierarchal positions, particularly leader positions 

(Ahearn et al., 2004; Ferris et al., 2008; Tocher et al., 2012). Specifically, it is 

described that leaders that have learned political skill can develop and 

maintain social capital with others in order to reach goals (Ahearn et al., 2004; 

Tocher et al., 2012). Thus, there is good reason to consider hierarchical leader 

position when researching political skill. However, most research has focused 

on the relationship of individuals’ political skill with organizational outcomes, 

typically performance (i.e., Bing et al., 2011, Blickle & Schnitzler, 2010; 

Chaudhry et al., 2012; Munyon et al., 2015). In line with these developments, 

of similar interest has also been to research dispositional factors that may 

further identify or predict individual differences in the use of political skill, 

including personality (Blickle et al., 2008; Meurs et al., 2011).  

PSI and personality 

Political skill is described as having both developmental and dispositional 

influences (Ferris et al., 2001, 2007). Regarding the developmental influence, 

it is described as a competency that can be developed through training, 

socialization and mentoring (Ferris et al., 2002, 2008; Munyon et al., 2015). 

Regarding the dispositional influences, political skill is described as being 
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affected by stable dispositions (such as personality traits) (Ferris et al., 2007, 

2008; Liu et al., 2007; Munyon et al., 2015). Generally these dispositional 

traits are measured in using various versions of the Big Five personality 

dimensions.  

Overall, four of the five Big Five personality dimensions have shown 

positive correlations with political skill, including extraversion (Ferris et al., 

2008; Lie et al., 2007), conscientiousness (Ferris et al., 2005), emotional 

stability (Ferris et al., 2005; Treadway et al., 2007), and agreeableness (Blickle 

et al., 2008). Results examining interaction effects between political skill, the 

Big Five dimensions and job performance have indicated that individuals that 

are high on both agreeableness and political skill demonstrated greater overall 

job performance in comparison to those that are low on either or both. 

Moreover, the combination of high agreeableness and low political skill was 

associated with the lowest job performance. In addition, conscientiousness 

was positively related to job performance for those with moderate levels of 

political skill and was negatively correlated with performance for those with 

high political skill (Blickle et al., 2008). Extraversion has demonstrated to be 

related positively to all of the four dimensions (Ferris et al., 2008). 

Moreover, it has been argued that political skill may be predicted by certain 

abilities and personality dimensions, thus making them antecedents (Ferris et 

al., 2007, 2008; Munyon et al., 2013). Regarding personality, Liu et al. (2007) 

found that both extraversion and proactive personality (not specific to Big 

Five) were predictors of the political skill construct. This implies that 

individuals with higher self-ratings of certain personality dimensions may 

indicate a higher tendency to use political skill than others.  A limited amount 

of research has been performed regarding the specific PSI dimensions in 

relation to the Big Five dimensions. However, Ferris et al. (2008) investigated 

the predictive ability of extraversion for the PSI dimensions and found that 

extraversion demonstrated the capacity to predict networking ability, social 

astuteness and interpersonal influence (Ferris et al., 2008). Also of importance 

to report is that a previous study has also tested the relationship between 

general mental ability (GMA; Wonderlic Personnel Test) and found that the 

correlations of the PSI total score, and the four dimensions, with GMA were 

all found to be zero, thus, giving preliminary evidence to support that the PSI 

is not subsumed by GMA (Ferris et al., 2005). 

PSI and performance outcomes 

Performance is a measured outcome of organizations and includes a very 

broad concept which can be made up of generally all work related behaviors 

(Bolman & Deal, 2013). A description of general job performance includes all 

scalable actions, behavior and outcomes that employees engage in that may 

contribute to organizational goals (Viswesvaran & Ones, 2000).  

However, job performance in organizational studies is often differentiated 

into two types, including task and contextual performance. Task performance 
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concerns the activities and behaviors that contribute to the core objectives of 

the organization in terms of the production of a good or the provision of a 

service that is formally recognized as part of the job (Borman & Motowildlo, 

1993; Conway, 1999). Contrary to this, contextual performance concerns 

willful behaviors that contribute to the functioning of organizations by 

supporting the overall organizational, social, and/or psychological 

environment (Borman & Motowidlo, 1993). This is often demonstrated by the 

helping and supporting of colleagues and peers that collectively facilitate team 

performance (Campbell, 1990). 

Descriptions and measurements of general job performance are frequently 

used and may act as an aggregate of the two primary performance domains 

that are often used in organization studies in varying contexts (task 

performance and contextual performance). A general performance measure 

may be used in situations that may prove difficult to differentiate the two 

different performance types (Conway, 1999), which may be the case in 

training events, in which true forms of contextual performance may be hard 

to measure when individuals are grouped temporarily together with little to no 

prior working experience in the working group. 

Political skill has previously demonstrated to be a predictor of individual 

performance (Blickle et al., 2011; Chaudhry et al., 2012; Ferris et al., 2007; 

Munyon et al., 2015; Semadar et al., 2006; Wei et al., 2012). Although it is 

not as frequently studied as individual performance, political skill has also 

indicated to be a predictor of team performance (Ahearn et al., 2004). A few 

studies have tested the PSI composite score in relation to the varying 

performance types, generally indicating that political skill is more strongly 

related to contextual performance than to task performance (Bing et al., 2011; 

Jawahar et al., 2008; Munyon et al., 2015), which is hypothesized to possibly 

due to the individual’s self-regulation ability, which aids in the individual’s 

impression management with others (Bing et al., 2011). However, in regards 

to the four dimensions, networking indicated the strongest relationship with 

task performance (Munyon et al., 2015). These results demonstrate the various 

dimensions may be useful for different outcomes. In comparison to other 

performance types, the political skill construct has also indicated to predict 

overall performance but did not predict task or adaptive performances (Blickle 

et al., 2011). 

Research has also indicated that there may be differences regarding 

political skill’s relationship with performance based on the occupation types, 

indicating possible occupational differences (Kimura, 2015). In addition, a 

few studies have indicated that when job demands are high, an increase in 

political skill is related to higher ratings of job performance, in comparison to 

when job demands are low, the positive relationship between political skill 

and ratings of performance is also lower (Blickle et al., 2009, 2012). These 

results possibly indicate that the use of political skill may help in achieving 

organizational outcomes in contexts that have high job demands. In addition, 
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it has previously been pointed out that the use of political skill in varying job 

contexts is important to gain a better understanding of when it most valuable 

(Blickle et al., 2008; Ferris et al., 2002).  

Concluding remarks 

Adaptive behaviors that individuals perform may have important functions for 

organizations, such as improving organizational outcomes in collaborative 

environments. To understand why these adaptive behaviors occur and what 

adaptive behaviors and skills are necessary, it is important to explore these 

behavioral phenomena in relation to the specific context for a better 

understanding. Specifically, skills that individuals have developed over time 

may potentially contribute to an individual’s adaptability, also potentially 

representing leadership behavior for the organization. Research has previously 

indicated that various social effectiveness constructs, including political skill, 

are positively related with organizational outcomes; however, the use of 

political skill in military staffs are relatively unknown. In addition, since most 

research has previously focused on the PSI’s composite score, much more is 

left to be known regarding the PSI’s four dimensions in relationship to the 

previously correlated factors, personality and performance outcomes. 
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Method 

 

To address the aims of the thesis, three empirical studies made use of different 

methodological approaches (both qualitative and quantitative). This chapter 

begins with a table to show an overview of the studies included in the thesis 

(Table 1), followed by a methodological rationale, a description of the 

research contexts, the samples and study procedures, measures and analyses, 

and lastly, ethical considerations. 

 

Table 1. Overview of the studies included in the thesis 

Overarching 

aim 

The overarching aim of this thesis is to provide an 

increased understanding of adaptive behavior in high-level 

military staffs, including investigating what adaptive 

behaviors high-level leaders use to perceivably manage 

demands related to working in collaborative environments 

and for managing organizational challenges. The thesis 

also investigates relevant skills used by leaders and 

military staff officers which may contribute to adaptability 

in military staff work. 

Studies Study I Study II Study III 

Research 

aims 

(simplified) 

(1) Explore 

behaviors used 

by leaders to 

manage organi-

zational demands 

and challenges. 

(2) Relate these 

behaviors to 

multidisciplinary 

theories of 

organizational 

challenges. 

 

(1) Identify what 

adaptive skills 

are perceived as 

relevant for 

leaders in 

gaining 

adaptability in 

staff work. 

(2) Explore 

factors that may 

contribute to the 

use of these 

skills. 

(1) Investigate the 

dimensionality of 

PSI in a military 

context. (2) 

Explore if there 

are groups of 

individuals who 

differ in the four 

dimensions of 

political skill. 

(3) Investigate 

how the groups of 

individuals differ 

in demographics, 

personality and 

performance. 
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Samples 23 high-level 

military staff 

officers 

(Brigadier 

generals and 

Colonels) 

15 high-level 

military staff 

officers 

(Brigadier 

generals and 

Colonels) 

Register data, 

including two 

cross-sectional 

samples, 370 

military staff 

(student) officers 

Data  

collection 

Semi-structured 

interviews 

Semi-structured 

interviews 

Questionnaires 

Analytical 

approach 

Qualitative, 

Inductive  

using coding and 

constant 

comparative 

method, 

subsequent 

deductive 

analysis 

Qualitative, 

Inductive  

using coding and 

constant 

comparative 

method, 

Grounded 

Theory Method 

Quantitative, 

Statistics analyses 

including 

exploratory and 

confirmatory 

factor analyses, 

latent profile 

analyses, subgroup 

comparisons 

Study 

contributions 

Identified 

adaptive 

behaviors in 

high-level 

military staff in 

relation to 

negative 

organizational 

characteristics. 

Identified 

perceived 

relevant skills 

for being 

adaptive in staff 

work. Identified 

behaviors these 

skills may 

contribute to. 

Identified 

possible 

contributing 

factors. 

Psychometric 

properties of PSI 

dimensions in 

military context. 

Identified groups 

with different 

combinations of 

levels of PSI 

dimensions in 

relation to 

personality and 

performance. 

 

Methodological rationale 

This thesis combines the use of qualitative and quantitative studies, which is 

an approach advocated by several researchers for exploratory and 

investigative purposes (Conger, 1998; Kelle, 2006). The qualitative studies 

were used to identify adaptive behavior and skills that that were perceived by 

leaders as contributing to organizational flexibility and/or reaching goals in 

relation to contextual factors. Specifically, leaders’ coping strategies (Study I) 

in relation to organizational challenges and relevant skills (Study II) that were 

perceived to contribute to individual adaptive behavior in relation to 



30 

organizational demands and challenges. Subsequently, the quantitative study 

(Study III) was used to test an established self-report measure, the Political 

Skill Inventory (PSI; Ferris et al., 2005), that theoretically resembles the skills 

identified in Study II (smooth power), in relationship to organization 

demographic factors and previously related variables (personality and 

performance). Although the PSI has been shown to be valid in various 

contexts, it has had very little investigation in a military context, thus making 

it relevant to study the psychometric properties of the measurement scale in a 

military setting. In addition, despite research of political skill mainly focusing 

on the overall construct, the PSI also allows for investigation of its dimensions 

(Ferris et al., 2005). Studying the dimensionality is of particular interest when 

using PSI in new contexts, such as the international military setting. Research 

establishing key dimensions is also needed to investigate different 

combinations, or profiles, of political skill and to clarify whether such 

individual differences in political skill are reflected in relationship to 

previously correlated factors, including personality and job performance.  

In sum, the qualitative and quantitative methods were used as 

complementary methods in order to understand adaptive behavior in high-

level military staff work. Specifically, the qualitative studies explored and 

identified adaptive behaviors and skills relevant due to contextual factors and 

the quantitative study investigated a particular skill (political skill), including 

investigating the measurement properties of the PSI and exploring the 

variation of the use of the four dimensions in relation to previously related 

factors, including personality and performance measure. 

Research Contexts 

Studies I and II 

The SAF is one of the largest authorities in Sweden and is headed by a 

Supreme Commander. This authority is subject to the Swedish parliament and 

the Swedish government. The central command of the Swedish Armed Forces 

is located at the SAF headquarters (HQ), which is the highest level of 

command in the Swedish Armed Forces. The primary focal tasks of the HQ is 

to command operations, and to lead processes such as military strategy, the 

development of the SAF and acts as a channel of communication with the 

government. The army, navy and air-force units, as well as schools and 

centers, train the various units, which are then deployed nationally or 

internationally. 

Of importance to point out, is that military staff officers that work at the 

HQ generally work on rotational, approximate two-year contracts for their 

designated positions. This results in a high amount of movement of specific 
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positions, including leadership positions and regular staff positions. 

Therefore, it is argued that leadership skills are important to all levels of 

military staff officers regardless of their specific leadership position at the 

time. Therefore, military staff education generally includes a large focus on 

leadership training and development.  

Study I and II were performed primarily at the Swedish Defence 

Headquarters with army and navy staff officers regarding their daily working 

activities and decision-making processes. 

Study III 

The Combined Joint Staff Exercise (CJSE) is a yearly training event organized 

by the SAF and the Swedish Defence University (SEDU) for the purpose of 

training military officers to carry our effective staff work and to enhance their 

understanding of using Standard Operating Procedures within a NATO led 

operation. The staffs consist of a number of fictive Head Quarter bases at four 

different locations in Sweden. There are various roles that the staff members 

engage in and are rated on their performance by a group of experienced 

officers that act as pedagogical observers. The training includes military staff 

officers (primarily student officers) from various organizational levels and 

from various defence universities, primarily European, for the purpose of 

individual and group performance enhancement. 

Samples and Procedures 

Study I 

Inspired by the guidelines for generating theory on an empirical basis 

(Grounded Theory) as developed by Glaser and Strauss (1967), the selection 

of informants was carried out with the aim of gathering the greatest possible 

variety of experiences. Two military contacts at the SEDU were asked to 

suggest interviewees, including both men and women with a variety of 

experience in the SAF. Such a selection may be described as a convenience 

sample because it is not random and instead utilizes chosen contacts to make 

the selection of informants (Essaiasson et al., 2007; Morse, 2007).  

The empirical material is based on 23 interviews, two of which were 

performed with women. The main reason for only two female informants is 

because of the imbalance in the number of women in senior positions in the 

Swedish Armed Forces. The organization is still traditionally male dominated 

(Persson & Sundevall, 2019), with men occupying 93% of the professional 

military officer positions in 2019 (SAF Annual Report, 2019). The informants 

had a wide range of leader position experiences, as well as participation in 
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international operations. They had ranks as colonels or brigadier generals, and 

they represented army and naval units, the HQ and the SDU. The informants’ 

ages varied from 47 to 61 years. In all, 10 individuals came from the army and 

13 informants had a naval background. Airborne units were not represented in 

this study. 

The data collection approach was inductive and explorative, using in-depth 

interviews. The individual interviews were held by the authors in the spring 

and summer of 2014 and in the spring of 2015 at the informants’ place of 

employment. Information about the study was provided written and verbally 

at the interviews, including a description of the study, the intention of the use 

of the data, the rights of the participants and contact information of the 

involved researchers. The interviews lasted for approximately 45 to 90 

minutes, and all were recorded with the interviewees’ consent for 

transcription. 

Study II 

Following the guidelines of Grounded Theory (Glaser & Strauss, 1967; Starrin 

et al., 1997), informants were selected with the intention to capture as wide of 

a variety of experiences as possible in the given context. The study began with 

a visit to an international military staff training (“Illuminated Summers” held 

in Enköping, Sweden in May 2014) to explore the formal and informal 

organizational aspects of international staff work and resulted in three pilot 

interviews to begin the process (including one Norwegian colonel). The 

selection can be described as a theoretical sampling where the researchers 

jointly collect, code, and analyze the data and decide what data to collect next 

in order to develop theory as it emerges (Glaser & Strauss, 1967). Although 

the interviews took place at a training event, the informants gave reflections 

based upon their real-life military staff experience. 

After this initial stage, the interview process continued by leaving detailed 

information regarding the desired sample we were out after to two contacts at 

the Swedish Defence University who have accessibility to the military 

personnel regularly. They were able to connect us with a few starting 

informants to continue our process with. After their interviews, the informants 

were able to connect us with other appropriate contacts for additional 

interviews suited for our study. This selection is in accordance with theoretical 

sampling (Glaser & Strauss, 1967; Morse, 2007), which often employs a so-

called snowball sampling technique, with the intention to capture as wide of a 

variety of experiences and occupational roles as possible (Esaiasson et al., 

2003). Those that were interested were requested to contact the researchers 

through a personal phone call, where additional information was given, and a 

meeting was arranged. 

In total, there were 15 participants, two of which were women. All 

informants were either brigadier generals (5) or colonels (10) and 14 of the 15 
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represented the SAF HQ or the SEDU. Their ages ranged from 47 to 61 years 

old, including five with navy and ten with army backgrounds. The airforce 

was not represented in this study. All informants had previously had wide 

leadership experiences in national and international staff work.  

At the personal meeting, the project was presented again, including the 

intention of the use of the data and the rights of the participants and contact 

information of all of the involved researchers. In addition, informed consent 

was requested and given by all of the participants. Data were collected through 

qualitative, semi-structured interviews conducted according to a prepared 

interview guide based on the themes that were generated from the theoretical 

sampling process. All of the individual interviews were held by primary 

investigators in the Spring of 2015. The interviews ranged approximately 45 

to 90 minutes. All were recorded with the interviewees consent in order to be 

analyzed later by the authors. 

Study III 

The study makes use of already collected register data including self-reports 

from two separate cross-sectional samples of military staff officers and 

military staff student officers in conjunction with a multinational military staff 

exercise run by the SAF and the SEDU. The total number of participants was 

370. 

The first sample included participants of CJSE 2015, which included 375 

military personnel. The questionnaire was given electronically (on-site) at the 

CJSE training event (held in Sweden) to all who participated. The 

questionnaire included information about the study aims and how the 

information was intended to be used. There was also a detailed description of 

the rights of the potential participants. All respondents volunteered 

participation and were anonymous. Specifically, no social security numbers, 

names or other details that allow linking any data to any individual were 

collected. Out of the 375 participants, 185 chose to participate in the study, 

yielding a 49 percent volunteered response rate. The sample consisted of 104 

officers from the Swedish Defence University (SEDU), 43 from the Finnish 

Defence University, 23 from the Baltic Defence College, one from the 

Austrian National Defence Academy, 11  from the Swiss Armed Forces and 4 

officers labeled as ‘other’, non-specified, generating a total of 185 officer 

candidates. The sample included 176 men (95%) and nine women (5%). 

The second sample included military personnel also in conjunction with 

participation of the CJSE exercise, however, this time in 2016. A paper 

questionnaire was given in a printed form to all potential participants and 

information about the study was provided on the first page of the 

questionnaire, including a description of the study, the intention of the use of 

the data, the rights of the participants and contact information of the involved 

researchers. The questionnaires were turned in at the data collection site and 
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all were obtained anonymously. Specifically, no social security numbers, 

names or other details that allow linking any data to any individual were 

collected. A total of 230 military personnel was asked to participate and 185 

chose to participate, yielding an 80 percent return rate. After removing two 

outliers, the effective sample size was 183. The sample consisted of 45 from 

the Baltic Defence College, 61 from the Norwegian Defence College, 45 from 

Swedish Defence University and 25 from the US Air Force Academy, and 7 

identified themselves as ‘other’. The majority were men (165; 90%), leaving 

18 women (10%).   

The two samples described made up the pre-collected registry data that was 

used for the analyses. All registry data received was anonymous, analyzed at 

group levels and the data was handled and stored according to the ethical 

regulations and GDPR rules.  

Measures and Analyses 

Study I 

Measures 

The interviews conducted for this study adhered to a semi-structured interview 

guide using open ended questions based on themes derived from the study 

aims, including: (1) Background questions focused on personal information, 

education and national and international staff experience; (2) Present staff 

work in terms of (a) Experience of various aspects of stress at work and 

challenging situations, (b) Experience of ways to handle demanding work 

situations, (c) Experience of leadership, communication and ways to influence 

the decision-making process; (3) Work life/private life balance and (4) The 

image of the Head-Quarters (HQ) as perceived by the military units. These 

questions were followed up with tailored open-ended questions such as “tell 

me more”, “in what way?” and “can you give me an example?”. 

An interview guide was used in order to ensure uniformity of data 

collection between the two researchers. However, the use of a semi-structured 

interview guide was chosen in order to give flexibility, meaning that if the 

anticipated themes came up naturally within the conversation and 

interviewing process, the interviewer used agility to move to the next relevant 

question in the guide, giving the ability to modify the style, pace and question 

order to evoke the fullest response from the interviewer (Kvale & Brinkman, 

2009). The interview process and guide was discussed by the researchers at a 

follow-up meeting after the initial interviews in order to refine the questions 

to match the study aims and make necessary revision. Reflection and revision 

working meetings were continued periodically during the data collection 
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process in order to ensure relative uniformity of the data collection process by 

overseeing that the individual approaches did not diverge widely (Goodrich & 

Rogers, 2015).  

Analyses 

The first phase of the data analysis was inductive and explorative. It consisted 

of four steps, the first of which was known as open coding, which involved 

identifying units of meaning or codes in each individual interview (Glaser & 

Strauss, 1967; Glaser, 2011). These could, for example, include special lines 

of thought, feelings or behaviors related to the interview’s sphere of enquiry. 

The second step in the analysis consisted of evaluating and categorizing the 

codes according to similarity in the content.  

The third step involved developing coherent themes of the developing 

codes, into specific categories. The fourth and final step involved a 

comparison between overarching categories, categories and codes, generating 

a core variable, “leader’s coping strategies”, consisting of five identified 

strategies: (1) Repair work, (2) Catching up, (3) Reproducing, (4) Using 

informal strategies and (5) Managing loyalties. In order to gain a better 

understanding of why these behaviors were happening, the coping behaviors 

were related to multidisciplinary organizational theories regarding challenges. 

The second phase of the analysis was theory driven, in order to see if the 

theory applied to a specific phenomenon (Hyde, 2000). The five inductively 

generated coping strategies were subsequently related to the organizational 

theories regarding negative organization characteristics, including: 

organizational narcissism (Brown, 1997; Duchon & Drake, 2009; Grant & 

McGhee, 2013; Stein, 2003), organizational anorexia (Brännmark, 2012; 

Theorell, 2002; Wilkinson, 2005) and organizational greed (Alvinius et al., 

2017; Coser, 1974; Rasmussen, 2004). These organization theories have 

previously been used in interdisciplinary studies including psychology, 

business administration, human relations and sociological research to further 

explain individuals’ behavior in relation to negative organization 

characteristics. They were chosen to be applied to the current study due to the 

organization factors described in the inductive process which resulted in the 

core variable, “leader’s coping strategies”. These theories were related to the 

core variable in order to identify their expressions in the military staff context. 

The combination of both inductive and deductive approaches in qualitative 

work is used in order to better understand and to contextualize a specific 

phenomenon (Azungah, 2018; Fereday & Muir-Cochrane, 2006). 
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Study II 

Measures 

Data were collected through qualitative, semi-structured interviews according 

to a prepared interview guide guided by the first three pilot interviews. The 

interviews consisted of broad open-ended questions organized around a few 

central themes: (1) Professional background questions focused on national and 

international staff experience, (2) Informal influences in staff work – at the 

individual and organizational levels, (3) Influencing behavior at the 

individual, group and organizational levels, (4) Internal and external 

organizational contexts. The interviews also included open-ended follow-up 

questions, such as “tell me more, in what way?, can you give an example?” to 

gain a broader understanding of the interaction between the individual and the 

context.  

Analyses 

The methodological analysis approach was qualitative and inductive 

according to the Grounded Theory Method (GTM) (Glaser, 1998; Glaser & 

Strauss, 1967) with the intention of better understanding a phenomenon in a 

specific context and generating a new theoretical contribution as a result of 

data analysis, either substantive or formal theory. This refers to the concept 

that GTM is about finding the proper ground for theory and not necessarily 

creating a complete and finished theory. In this sense, theory is understood as 

an ongoing process and not necessarily a perfected product. This may result 

in work that is published during the emerging theoretical formation process 

rather than a finite theory (Glaser & Strauss, 1968). In addition, the use of 

grounded theory was chosen in order to analyze behavior patterns of 

individuals by comparing interchangeable indicators in relation to the given 

context (Glaser, 2011). 

The interviews were transcribed verbatim and then read and discussed by 

all of the authors in order to have a holistic perspective of the phenomenon 

and context and to increase interrater reliability (Bryman & Bell, 2015). The 

data were analyzed according to the constant comparative method by Glaser 

and Strauss (1967), using clustering, a process of moving to higher levels of 

abstraction. The first step is known as “open coding” where data were 

examined line by line in a word document. This was done in order to identify 

the informants’ descriptions of thought patterns, feelings and actions related 

to the interview themes. 

The codes were then printed out and then cut individually in order to have 

each code separated from the others. The codes were then sorted on a working 

table and the authors grouped the codes manually together in order to see 

patterning formed in the data. The codes were initially sorted into concepts 

and then into different categories based on found similarities. By grouping the 
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codes manually and together, the authors had a rich understanding of the data 

and were able to work iteratively (iterative process according to Glaser, 1978), 

back and forth between codes, categories and the raw data in order to 

determine a core variable. During this process, the researchers consistently 

discussed both questions, “what is the main concern?” and “why is it a main 

concern?” according to Glaser and Holton (2004), as a methodological tool to 

reach a deeper understanding of the data and, in turn, to generate theory with 

a focus on a central core variable. 

In the third and final step, a theoretical model was created by fitting the 

categories into superior categories using the constant comparative method of 

analysis. Thus, through an abductive approach, theory was generated from 

patterns described within a given context (Glaser, 1998). In practice, the steps 

of analysis were not strictly sequential, as the constant comparative method 

was the guiding principle for simultaneous data collection, data analysis and 

coding until there was a theoretical saturation, meaning that no new concepts 

or categories were being generated, which is in line with the iterative process 

of grounded theory (Glaser & Strauss, 1967). 

Study III 

Measures 

Considering that both included samples were multinational, the questionnaires 

were given in English. The questionnaires that were operationalized between 

the two samples varied slightly which resulted in some variables being 

analyzed specific to those samples. In both samples, the participants provided 

information on demographic factors (gender, position, military branch, and 

participating college) and the use of political skill (political skill inventory). 

Both samples were asked questions regarding performance, however, Sample 

I responded to self-evaluations of team performance rated from the CJSE 

training event whereas Sample II responded to a single-item question 

regarding the individual’s perceived general quality of their own performance, 

which was not specific to the training context. Only Sample II responded to 

the personality measurement. The measures used are described below. 

Demographic data  

The following demographic factors: participating military education facility, 

military branch, and military position were measured in both samples. 

Political skill 

This was measured in both samples through the Political Skill Inventory (PSI; 

Ferris et al., 2005), which is composed of 18 items. Participants responded on 

a seven-point Likert scale, ranging from 1 (strongly disagree) to 7 (strongly 

agree). The PSI scale is categorized into four dimensions: (1) networking 
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ability (NA), (2) apparent sincerity (AS), (3) social astuteness (SA) and (4) 

interpersonal influence (II). Both a total score, reflecting an individual’s 

political skill ability (e.g., Blickle et al., 2008; Huang et al., 2013; Shi et al., 

2013), and scores by dimension (Brouer et al., 2012; Ferris et al., 2008; Lvina 

et al., 2012) can be used. The present study uses the dimension scores for 

analyses. The PSI dimension’s reliability was measured through Cronbach’s 

alpha, Sample I: NA (.92), AS (.78), SA (.78), II (.83) and Sample II: NA 

(.93), AS (.83), SA (.83), II (.84). 

Personality 

This was measured in sample II through the Big Five Inventory (BFI) (John 

& Srivastava, 1999), which is a 44-item inventory that measures an individual 

on the Big Five Factors (dimensions) of personality (extraversion, 

agreeableness, conscientiousness, neuroticism, and openness). The 

measurement dimension neuroticism was reversed in the data set for analyses 

to capture the dimension emotional stability. This is generally done in 

personality research in non-clinical settings (Sjöberg, 2014). Responses were 

given on a 5-point Likert scale, ranging from 1 (strongly disagree) to 5 

(strongly agree). The scale’s validity is well-established (John & Srivastava, 

1999). The Big Five dimensions’ reliability was measured through 

Cronbach’s alpha for the present study: Extraversion (.81), Agreeableness 

(.72), Conscientiousness (.78), Emotional stability (.78), and Openness (.80). 

Perceived performance 

Team performance (Sample I) was measured through a five-item measure of 

team performance (cf. Hackman, 1987), which was slightly adjusted to fit the 

context by adjusting the item wording. Responses were given on a 7-item 

Likert scale, ranging from 1 (strongly disagree) to 7 (strongly agree). The team 

performance scale has indicated good validity previously (Edmondson, 1999). 

Scale scores were reversed for the negatively worded items (1, 2, 4 and 5) and 

the total team performance scale reliability for the current study, estimated 

through Cronbach’s alpha, was .77. Individual performance (Sample II) was 

measured through a single-item measure of general individual performance: 

“How would you rate the quality of your own performance of your job 

responsibilities in general staff work?”. Responses were given on a 5-point 

Likert scale, ranging from 1 (strongly disagree) to 5 (strongly agree).  

Analyses 

The first analyses were performed to investigate the measurement properties 

of the political skill inventory (PSI) in the military population samples 

(research question 1). After screening for outliers (and deleting two outliers in 

Sample II), Sample I (2015) was used for exploratory factor analysis (EFA) 

of the dimensionality of the PSI in a military setting (principal axis factoring 

with oblique rotation in SPSS version 25). Subsequently, Sample II was used 
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for confirmatory analysis (CFA) in Mplus 8.3 (Muthén & Muthén, 1998-2017) 

comparing the proposed four-factor representation with alternative models 

derived from the literature. Standard model fit indices (RMSEA, SRMR) and 

comparisons between models (CFI, TLI, aBIC, and AIC) were considered 

when examining the best model fit to data. These tests were also supplemented 

with chi-square difference tests. 

After combining the data sets from Sample I and II, the SPSS data was 

imported to Mplus for latent profile analyses (LPA), to identify groups of 

individuals that indicated different combinations of the four dimensions of 

political skill, according to research question 2. Specifically, LPA is a mixture 

modeling type used to identify subgroups with similar patterns within a larger 

population (Nylund et al., 2007; Muthén & Muthén, 1998-2017). It provides 

the opportunity to identify different profiles. The fit of solutions ranging from 

one to eight latent profiles were tested and the fit of each profile model 

solution was evaluated based on standard LPA relative fit indices (see Study 

III for an in-depth overview of the indices and evaluation process). Entropy 

was also considered in order to interpret the level of distinction each profile 

model solution indicated as well as classification probabilities. 

Finally, in accordance with research question 3, the differences between 

the latent profiles were assessed in relation to demographics, personality and 

performance measure for validation purposes. For the chosen profile solution, 

each individual latent profile membership was imported from Mplus into 

SPSS to perform the comparative analyses between the profiles. Cross- 

tabulations were used for the demographic characteristics and analysis of 

variance (ANOVA) was used to compare personality and performance 

measures.  

Ethical considerations 

All informants from all three studies were treated in accordance with human 

research principles formulated by the Swedish Research Council (2011, 

2017). Regarding the qualitative studies (Study I & Study II), the interviews 

were recorded for transcription for analysis with consent from the participants. 

No personal information regarding their identity was asked during the 

interview. After the interviews were transcribed, the recorded interviews were 

deleted to protect individual confidentiality. The researchers involved read 

through the transcribed interviews after and further anonymized them in the 

case personal information (such as partner’s name, place, etc.) become 

apparent naturally in the interview conversations.  

Regarding the study samples used in Study III, participation was requested 

at a group level and the study participants in the samples are the individuals 

that volunteered to participate. No participants received compensation for 

their involvement. No personal information was collected from any of the 
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participants, therefore all data collected was anonymous. An application for 

ethical vetting was sent to the Swedish Ethical Review Authority in the Fall 

of 2019 for the use of the registry data and a decision was received in February 

2020 that no further action was required for the study and that no further 

ethical considerations were deemed necessary for the use of the data for the 

analyses that were intended (Ref. No. 2019-06259). 

A project description was written for all of the studies and given to the 

potential participants including the participants’ rights to discontinue the study 

at any point during the process and informing and requesting of informed 

consent. A description of how the data was intended to be used was provided 

as well as a promise from the researchers for confidentiality of personal 

information and that all data would be presented at group levels as to improve 

the efforts of not being able to identify a particular individual. Additionally, 

in the cases where it was applicable (Studies I & II), the potential informants 

were also informed orally when the study was explained to them.  
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Summary of studies 

Study 1 

Alvinius, A., Ohlsson, A., & Larsson, G. (2018). Organizational challenges 

and leaders’ coping strategies: A qualitative study of Swedish military staff 

organization. Journal of Military Studies, Ahead of Print, 

https://doi.org/10.1515/jms-2017-0002 

Background and Aim 

Government organizations are often contingent upon societal changes and 

political decisions, demanding changes in organizational goals, working 

processes and funding. These decisions can have consequences for the 

organization, such as budget cuts. In times of organizational change and 

recession, there may be discrepancies between tasks and resources, which may 

result in organizational challenges (Chmiel, 2008). These challenges, if left 

unresolved, may result in negative consequences for the organization and the 

employees. 

Research on dysfunctional aspects of organizations have explored negative 

organizational characteristics from multidisciplinary perspectives. 

Specifically, the concepts of organizational narcissism, which refers to an 

organization’s inflated sense of self-worth that goes over to the organizational 

culture and effects the employees’ work demands (Brown, 1997; Duchon & 

Drake, 2009; Grant & McGhee, 2013; Stein, 2003). Organizational anorexia, 

which refers to resource reductions in organizations, in an attempt to highlight 

what happens when resources are scarce (Brännmark, 2012; Theorell, 2002; 

Wilkinson, 2005). Lastly, organizational greed, refers to institutions that use 

the individual’s sense of belonging and loyalty to the organization in order to 

reach organizational goals. This may draw upon the individual’s level of 

commitment in order to reach organizational demands (Alvinius et al., 2017; 

Coser, 1974). Other requirements are task-related demands, demands on 

psychological as well as physical endurance and stress management, which 

are needed for the best of the organization (Coser, 1974).  These theories were 

used as a framework in relation to the second aim of the study to connecting 

to the inductive empirical findings regarding leaders’ coping strategies for 

managing organizational challenges.  
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Specifically relating to military organizations, military staff leaders are 

often involved in various decision making processes that affect their 

immediate subordinates and lower tiers of military units in the organization. 

The behaviors that leaders do to manage organizational demands and 

challenges are important in understanding the relationship between contextual 

challenges and leadership behavior. Despite this importance, little research 

has focused on the specific behaviors high-level military staff leaders engage 

in to manage organizational demands. Thus, a qualitative method was chosen 

for further exploration, employing two steps. First, an inductive approach was 

used in order to gain a better understanding of behaviors that leaders used to 

manage challenges in relation to organizational factors. Then a deductive 

approach was used to broaden the understanding of the organizational 

dynamics in relation to established organizational theories. 

The aims of this study were to (1) explore coping behaviors used by high-

level military leaders to manage organizational demands and challenges, and 

(2) relate these strategies to multidisciplinary theories of organizational 

challenges. 

Results 

The data analysis suggested that the informants were experiencing 

organizational challenges due to various organizational changes that had 

occurred. This resulted in a perceived imbalance between assigned tasks and 

resources. These changes lead to negative intra-organizational characteristics 

as characterized by downsizing, budget cuts, competition between the military 

departments and shortened deadlines. These negative intra-organizational 

characteristics were compared with previous research on dysfunctional 

organizational characteristics in order to have a broader understanding of the 

behavioral phenomenon, including organizational narcissism, organizational 

anorexia and organizational greed. These negative intra-organizational 

characteristics, in turn, created a need for leaders at the high-level of the 

organization to cope with these challenges. The inductive analysis resulted in 

an identification of five such coping strategies, which form the core variable: 

leaders’ coping strategies. The five coping strategies identified for handling 

the negative organizational aspects included: repair work, catching up, 

reproducing, using formal and informal strategies, and managing loyalties. 

Repair work refers to mending and repairing strategies that military 

commanders at higher organizational levels use in order to manage and deal 

with the damages created by the negative side of the organization. Catching 

up refers to the efforts that individuals do in response to constantly being 

behind in their daily work load. This differs from repair work in the manner 

that it is a continuous process that is reactive in nature in an attempt to dampen 

the job demands, for themselves, for their co-workers, for their subordinates, 
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and for the organization. Reproducing is a strategy that focuses on acceptance 

of decisions and further reproduction of the negative sides of an organization. 

It is not always possible to either “catch up” with all the changes or to “repair” 

them. Sometimes, the only feasible alternative is to accept and adapt to the 

prevailing conditions and convey messages down the chain of command. Con-

sequently, the negative aspects of the organization are continued and become 

part of the organizational culture. Balancing formal and informal processes, 

includes the leaders’ description of a need to make decisions regarding when 

to follow the organizational rules/guidelines exactly and when to improvise. 

This balancing act by leaders is similar to the previous strategy on an 

individual’s adaptation to organizational demands. The leader’s use of 

informal processes in an organization was described as enabling leaders to 

handle the demands that negative organizational characteristics placed on 

them. Finally, managing loyalties includes the individual’s need to balance 

the demands the organization has placed on the individual with their own 

private life. The individual must balance the attachment and commitment to 

the organizational tasks, toward the organization as an employer, toward the 

employees, toward oneself and, naturally, toward one’s own family. When 

loyalties clash, the individual’s described different ways to try to balance 

them. 

Conclusions 

Five coping strategies were identified during the data analysis indicating 

behaviors leaders used for handling organizational challenges in their daily 

military staff work. This is interpreted to be an interactive process between 

the individuals’ behaviors and the contextual factors, which adheres to the 

individual-situation paradigm (e.g., Endler & Magnusson, 1976). This process 

was interpreted to include societal and political framing factors and intra-

organizational processes that placed an imbalance of demands contra job 

resources on the individual. The individual then used coping behaviors in 

order to decrease the work load and meet the organizational demands. This 

could be described as serving two functions. First, it served as individual-level 

coping for managing one’s own work load. Secondly, the individual’s coping 

behavior were also interpreted as serving as a type of organizational-level 

coping since the behaviors addressed organizational challenges and had a 

wider base of interest for the organization, including managing organizational 

tasks and achieving goals. The identified coping strategies can be described 

as being similar in nature to Lazarus and Folkman’s (1984) problem-focused 

coping, because the coping strategies were interpreted to include ways for the 

individuals to attempt to change the person-environment realities inducing 

stress. 

Despite the leaders’ coping strategies to handle these organizational 

challenges, there are other considerations that are important to raise regarding 
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working conditions and work culture. The acceptance and attempt to meet and 

manage the demands may also inadvertently contribute to the negative inter-

organizational characteristics. Thus, although some of the coping strategies 

may provide short-term solutions for the organization, they may not contribute 

to long-term development or sustainability for the organization. 

Study 2 

Ohlsson, A., Alvinius, A., & Larsson, G. (2020). Smooth power: Identifying 

high-level leadership skills promoting organizational adaptability. 

International Journal of Organization Theory and Behavior, Ahead of print, 

https://doi.org/10.1108/IJOTB-02-2019-0009 

Background and Aim 

Historically speaking, military organizations have a reputation of being 

bureaucratic organizations characterized by tradition, hierarchy, and rank, 

which can be perceived as slow in their processes (Alvinius, et al., 2014; 

Andrzejewski, 1954; Jamali et al., 2006). However, organizations (even the 

military) are in a constant need to transform themselves in order to meet 

ambiguous contextual and environmental demands (Blass & Ferris, 2007). 

This calls for leaders that are highly adaptable and flexible when encountering 

change. Despite the importance of this issue, little attention has been placed 

on the modern military leader and the specific skills necessary to adapt to 

changing contexts.  

A limitation of previous studies has been to focus on specific leadership 

behaviors separately instead of examining behavior patterns used by leaders 

for adaptability (Shipper & White, 1999; Yukl & Mahsud, 2010). The aim of 

this study was to define what leadership behaviors and skills are important for 

leaders in gaining adaptability in collaborative environments with changing 

conditions. In addition, to define antecedent factors that influence the potential 

development of these skill sets. Due to the lack of research in this context, a 

qualitative method was chosen for a more in-depth exploration. 

Results 

In line with the iterative process of Grounded Theory Method (Glaser & 

Strauss, 1967) a theoretical model was conceptualized relating the four 

superior categories to each other and identifying one of the superior categories 

(smooth power) as the core variable. Smooth power describes a skill set that 

is built upon reflections the informants had on best leadership practices for 

handling organizational demands. There were three underpinning categories 
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identified: (1) Structural smoothness, (2) Emotional smoothness, and (3) 

Relational smoothness. 

Structural smoothness involves using both formal and informal processes 

in an organization for the organization’s benefit, often simultaneously. A 

leader’s ability to be structurally smooth entails determining when to follow 

typical praxis of formal processes and knowing when to use informal 

processes in order to obtain organizational goals. At this organization 

hierarchical level, it also includes the ability for the leader to use their power 

position to formalize processes that are informally obtained. Moreover, 

leaders described ways in which they balanced the formal organizational 

processes with the use of informal processes in order to benefit the 

organization. This is analyzed as a skill, referred to as structural smoothness, 

as it depicts the ability to adjust back and forth between the two processes to 

obtain a goal. Of specific importance is the act of formalization of the informal 

processes after they have been discussed. This adds authenticity and 

transparency in the leader’s work to the subordinates and superiors. Therefore, 

the balancing of these two processes was described as being very important. 

The second pillar of smooth power involves emotional smoothness, 

indicating the leader’s ability to be good emotion managers in order to practice 

good leadership with their subordinates. This is often obtained through the 

leader’s emotion regulation capacity, or ability to withhold one’s own natural 

emotional response and respond with the emotion that is appropriate in the 

context. In addition, other emotion management skills were also reported, 

such as validating the emotions and ideas expressed from others, therefore the 

leader needs to show the capacity to confirm others’ emotional experience 

during the working process. The focus on making contact and interaction with 

people was noted as being especially important for implementing smooth 

power, indicating relational smoothness. Of importance was to be able to 

recognize individuals that the higher- level leaders trust and, subsequently, 

work hard to build working relationships with those individuals. It was also 

described as important for leaders to build a reputation of being trustworthy 

and to build networks. 

Smooth power is based upon the leader’s ability to accurately appraise a 

context or situation, therefore the third superior category is contextual 

appraisal and includes the ability for a leader to accurately appraise a context 

or situation. This ability is derived from the leader’s professional background 

and a good understanding of the organizational environmental 

characteristics, which make up two antecedent categories summarizing the 

interaction of the leader’s previous professional experience and the 

organization characteristics. The superior category of the leader’s professional 

background included three underpinning categories: (1) leadership skills 

gained through experience, (2) good understanding of the organization and (3) 

professional name-branding. Lastly, the superior category of organizational 

environmental characteristics is built up by characteristics identified within 
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the organization which affects the high-level leader’s work environment and 

production. There were four underpinning categories identified: (1) high 

performance at fast pace, (2) stress from higher leaders, (3) career competition 

and (4) military rotational cycle. 

Conclusions  

The study intended to explore what leadership behaviors and skills are 

important for gaining organizational adaptability along with antecedent 

factors that influence the potential development of this skill set. This has been 

a growing topic of interest in relation to the use of varying behaviors that 

leaders can use to influence and adapt in different environments (Ferris & 

Kacmar, 1992; Hackman & Johnson, 2013). The theoretical model generated 

is indicative of the individual-situation paradigm (e.g., Endler & Magnusson, 

1976), which focuses on the interaction between the individual and contextual 

factors to further explain situational behavior. 

The results of this study indicated a core-variable, the individual’s use of 

smooth power, which is interpreted as a skill that facilitated networking and 

influencing behavior that leaders used in various contexts in order to 

collaborate and negotiate for the benefit of the organization. This skill is based 

on an integrated skill set, including structural, emotional and relational 

smoothness in order to help the organization become more adaptable in 

different contexts. This skill set is described as being based on the leader’s 

ability to contextually apprised organizational contexts and is based on both 

professional individual and contextual environment factors that the leader 

learns over time through social acclimation of the organizational setting. This 

identified skill set is interpreted as being used for leaders to acclimate and gain 

better control in various environments to meet organizational demands. This 

is in line with Greenberg and Strasser’s (1986) explanation of personal control 

as a psychological construct that represents an individual’s belief in their 

ability to effect a change in their environment, possibly reducing work 

demands or contributing to the individual’s active process to search and 

contribute to solutions in the work place.  

Although these are not new findings in civilian organizational settings 

(Balkundi & Kilduff, 2005; Blass & Ferris, 2007) they are relatively under-

researched in military contexts. Moreover, these findings indicate to be 

specific behaviors and skills that are perceived as important for high-level 

military staff leaders. However, smooth power would need to be tested in other 

situations and contexts in order to have generalizable conclusions for other 

organizational levels, positions and civilian organizations.  
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Study 3 

Ohlsson, A., Lindfors, P., Larsson, G., & Sverke, M. (submitted). Political 

skill in higher military staffs: Measurement properties and latent profile 

analysis. Scandinavian Journal of Psychology. 

Background and Aim 

Social effectiveness constructs, including varying intra and interpersonal 

factors (i.e., emotion and social intelligence, self-monitoring, ego-resiliency, 

self-efficacy, and political skill) are described as being moderately stable 

abilities that potentially influence the affective and behavioral reactions of 

others in an organizational setting (Semadar et al., 2006). They have increased 

in interest, especially for organizational positions that include a high degree 

of collaboration efforts internal and external of the organization (Munyon et 

al., 2015). Among these, political skill has peaked intrigue because, unlike 

social and emotional intelligence, it is generally marketed as a trainable asset 

that individuals can learn over time, making it a potential personal resource 

that is said to be valuable for both the individual and organization (Ferris et 

al., 2008). The Political Skill Inventory (Ferris et al., 2005), includes four 

related, yet distinct, dimensions of political skill: (1) Networking ability, (2) 

Apparent sincerity, (3) Social astuteness, and (4) Interpersonal influence. 

The political skill construct has previously demonstrated to be a robust 

predictor of individual performance (Hochwarter et al., 2007; Ferris et al., 

2007; Semadar et al., 2006; Munyon et al., 2015) and even team performance 

(Ahearn et al., 2004). Political skill is marked as being a trainable skill, 

however, it is also said to be influenced by stable dispositions, such as 

personality traits (Ferris et al., 2007, 2008; Liu et al., 2007). Thus, research 

has increased the inclusion of personality dimensions in relation to political 

skill in order to better understand possible antecedents (Munyon et al., 2015; 

Ferris et al., 2007, 2008). 

Most research examining political skill in the workplace has tended to 

focus on linear prediction models. However, a further understanding of 

political skill at work may be achieved through investigating how different 

individuals make use of behaviors reflected in the four political skill 

dimensions. An appropriate way of investigating different combinations, or 

patterns, of the four dimensions, is through a person-oriented approach 

(Mäkikangas et al., 2018; Oberski, 2016). Latent profile analysis (LPA) is an 

example of a person-oriented approach (using finite mixture models) that 

allows exploration of variations of identified subpopulations in relation to 

previously correlated variables within a larger sample (Mäkikangas et al., 

2018). This process can add to previous knowledge within the subject area by 

giving a deeper understanding of the relationships of the variables in a specific 

context.  
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This study was based on a pre-existing registry data which investigated the 

PSI measurement properties and explored whether there were different 

subsamples of individuals (profiles) that used varying levels of the various 

political skill dimensions in a larger military staff officer population. The 

study included the following aims: 

 

1. Investigate the measurement properties of the Political Skill Inventory 

in a military context. 

2. Explore if there are groups of individuals who have different 

combinations of the four dimensions of political skill. 

3. Investigate how such groups of individuals (via the identified latent 

profiles) differ with respect to demographics, dimensions of the Big 

Five Inventory and both team and individual measurements of 

performance, respectively. 

Results 

Regarding correlations, the PSI dimensions were strongly related with each 

other but indicated weak relationships with the demographic variables. The 

PSI variables showed positive relationships with the personality variables 

(Sample I) and a positive relationship to team performance (Sample I and 

individual performance (Sample II).  

In relation to the first aim, testing measurement properties of the 18-item 

PSI, both EFA and CFA were performed. The factor analysis from the EFA 

(Sample I: n = 185) indicated four factors with eigenvalues > 1. All items 

designed to measure each dimension (networking ability, apparent sincerity, 

and interpersonal influence) loaded strongly on distinct factors (range of 

loadings: .58-90), whereas two of the five social astuteness items had factor 

loadings in the .30-.40 range. These were still considered satisfactory since 

the reliability was still high and given that this was the first evaluation in a 

military context and the ambition was to keep the original measure intact to 

allow comparisons with existing research. The CFA (Sample II: n = 183) 

demonstrated that the assumed four-factor representation of the PSI 

outperformed rivaling models compared to alternative models derived from 

previous research. This included: the structural null model, a uni-factor model, 

a two-dimensional model (collapsing AS, SA and II into one dimension 

contrasted with NA), a model specifying four uncorrelated factors, and a 

higher-order model (where all four dimensions loaded on a second-order 

factor). Also in Sample II, the reliabilities were high for all dimensions. Thus, 

the factor analyses supported a four-dimensional representation of political 

skill including, networking ability, apparent sincerity, social astuteness, and 

interpersonal influence.  
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With respect to the second aim, to explore if there are groups of individuals 

who have different combinations of the four dimensions of political skill, 

latent profile analyses were performed on the combined dataset including both 

samples (Samples I and II: n = 368) in Mplus (Muthén, & Muthén, 1998-

2017). The model specifying four latent profiles was deemed to provide a 

better fit than rivaling models specifying fewer as well as more latent profiles. 

Although there were four distinct profiles identified, there were a higher 

frequency of individuals falling within the moderate political skill profile, 

followed by the strong political skill profile. Table 2 presents a brief 

description of the characteristics of the four profiles. 

 

Table 2. Brief description of profiles. 

Profile Description 

I. Weak political skill (n=44)    

(weak PS) 

 

This group indicated the lowest 

levels of apparent sincerity and 

interpersonal influence, and mean 

values well below average in 

networking ability and social 

astuteness. 

II. Weak political skill with strong 

sincerity (n=32) (weak PS with 

strong sincerity) 

This group indicated the lowest 

levels of social astuteness and 

interpersonal influence and the 

lowest means in networking ability, 

however, they indicated relatively 

high levels of apparent sincerity in 

their interactions with others. 

III. Moderate political skill (n=188) 

(moderate PS) 

This group indicated mean values 

around average in all of the PSI 

dimensions, indicating a moderate 

level of political skill. 

IV. Strong political skill (n=104) 

(strong PS) 

 

This group indicated the highest 

mean values in all four of the PSI 

dimensions, demonstrating a strong 

political skill ability. 

 

Regarding differences found between the four profiles, the largest variance 

was found between levels of social astuteness, which accounted for 67 percent 

variance between the profiles, followed by networking ability with 55 percent 

variance. However, the most consistent difference (difference found in all four 

profiles) was regarding networking ability, with the strong PS profile 

indicating the highest and the weak PS profile indicating the lowest levels.  
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Concerning the third aim, to investigate how the profiles differ with respect 

to various correlates, the results indicated some group differences regarding 

demographics, personality and performance measures. There were no 

differences found between military officers that had leadership positions and 

those that did not or regarding participants from Sweden in comparison to 

other countries. Nordic defence organizations were overrepresented in the 

weak political skill with strong sincerity in comparison to the other non-

Nordic defence organizations. Regarding military branches, army officers 

were more frequently represented in the weak PS profile and less frequent in 

the strong PS profile. Navy officers were more frequently identified in the 

weak PS profile with strong sincerity and the air force officers were slightly 

overrepresented in the strong PS profile.  

Regarding personality, there were significant differences found between all 

of the profiles in relation to all of the personality dimensions except emotional 

stability. Although there was an overall difference in agreeableness, post-hoc 

tests showed no significant differences between the profiles. The most 

consistent difference concerned extraversion, with the profiles indicating a 

variance of 33% between the profiles.. The level of extraversion was rated 

highest in the strong PS profile, followed by the moderate profile with the two 

weaker profiles indicating the lowest. The strong PS profile also indicated 

highest ratings on conscientiousness and openness in comparison to the other 

profile mean scores and scored significantly higher in comparison to the weak 

PS profile and the moderate PS profile. The weak PS profile indicated 

significantly lower ratings on conscientiousness, openness and extraversion in 

comparison to the high PS profile. 

In relation to performance, the strong PS profile indicated the highest team 

performance scores. The moderate PS profile had higher team performance 

scores than the weak PS profile. A similar pattern was shown for individual 

performance, with the strong PS profile demonstrating significantly higher 

scores than the two weakest profiles (Profile I and II) and with the moderate 

PS profile showing higher levels of individual performance than the weak 

political skill profile.  

Conclusions 

Overall, the factor analyses (EFA for Sample I and CFA for Sample II) 

replicated the previously proposed four-factor structure of the PSI (Ferris et 

al., 2005) in a military context. Four distinct profiles were identified regarding 

the use of the four political skill dimensions among the military staff officers, 

(weak political skill, weak political skill with high sincerity, moderate political 

skill and strong political skill). 

The results indicated that there were variations between the profiles, mainly 

regarding personality dimension differences and performance outcomes. 
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Specifically, the strong political skill profile (demonstrated by high scores on 

all dimensions) demonstrated higher scores on team performance ratings in 

comparison to the other profiles. Further, the moderately PS and strong PS 

profiles were related to higher scores on individual performance ratings than 

the weaker profiles (profile I and II).  

Importantly, the study indicated that all of the profiles differed consistently 

with networking ability, with the strong political skill profile indicating the 

highest and the weak political skill profile indicating the lowest. Taking this 

consistent profile difference and relating it to the similar patterning for 

performance outcomes, these results suggest that networking may be an 

important ability for staff work in collaborative environments. In addition, the 

personality dimension extraversion indicated to have the largest variance 

between the profiles, with the strong PS group indicating the highest scores of 

extraversion and with the weaker two profiles indicating the lowest scores. 

This may indicate an important dispositional difference between the 

individuals represented in the four different profiles. However, more research 

is necessary in order to see consistent results regarding the skill patterns 

observed in the current study. The results can be useful for pointing towards 

new areas of research. Further, the results can be used in personnel and 

organizational development to identify skill patterns that may help achieve 

better organizational outcomes. 
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Discussion 

 

Research has highlighted the importance of individual adaptive ability as a 

relevant and important factor related to performance across a variety of work 

contexts (Chan, 2000; Ferris et al., 2002; Pulakos et al., 2000). Although 

individual adaptive behavior has previously been identified as important in 

organization productivity and flexibility, a lesser extent has focused on the 

variety of adaptive behaviors and skills that individuals regularly use to aid in 

this process. 

The overarching aim of this thesis was to provide an increased 

understanding of adaptive behavior in high-level military staffs. This included 

the investigation of what adaptive behaviors leaders used to perceivably 

manage demands related to working in collaborative environments and for 

managing organizational challenges. The thesis also investigated relevant 

skills used by leaders and military staff officers which may contribute to 

adaptability in military staff work. The thesis aims were addressed through 

three empirical studies, including two qualitative studies (Study I and II) and 

one quantitative study (Study III). In the following, the results of the studies 

are discussed and future research suggestions are given in relation to the thesis 

aims and relevant themes relating to adaptive behavior. Lastly, 

methodological considerations and conclusions are presented.  

Adaptive behaviors 

Individual adaptive behavior in working life refers to the extent to which 

individuals can respond to, cope with, and support changes that are considered 

important behavior for both individuals and organizations (Wu et al., 2017). 

A broad range of behavioral adaptability in a wide variety of unpredictable 

and uncertain work situations has also been included in the conceptualization, 

including behavior related to organizational restructuring, changing business 

agendas, changes due to available resources or new organizational working 

groups (Edwards & Morrison, 1994; Hall & Mirvis, 1995; Pulakos et al., 

2000). The results of the empirical studies included in the thesis are discussed 

in relation to adaptive behaviors and skills in high-level military staffs. 
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Coping behaviors for organizational demands and challenges 

The results from Study I indicate that the military leaders perceived an 

imbalance between assigned tasks and organizational resources due to budget 

cuts resulting in downsizing. According to the first study aim, the analysis led 

to the identification of five different coping strategies that the leaders 

described for managing the organizational demands and challenges: (1) repair 

work, (2) catching up, (3) reproducing, (4) using informal strategies, and (5) 

managing loyalties. These coping strategies included ways for leaders to 

problem solve and find solutions for the organization, thus coping with 

organizational challenges in various ways. This included individuals’ 

handling of daily problems, assisting colleagues and even the organization 

directly. These coping behaviors were analyzed as being similar to Lazarus 

and Folkman’s (1984) definition of problem-solving coping strategies, which 

includes an individual’s attempt to change the person-environment realities 

perceived as inducing stress.   

Specifically, the results indicated ways leaders attempted to find solutions 

to problems in order to reduce the organizational demands. At the individual 

level, these behaviors are interpreted to serve as coping strategies for the 

individual by attempting to gain better control over their work environment. 

At the organizational level, the individual’s coping strategies are interpreted 

to also serve as a form of organizational coping, since the behavior serves a 

wider base of interest than the individual’s and the coping behavior was 

related to organizational tasks as well as performance.  

In a deductive practice, these coping strategies were related to previous 

organizational studies regarding negative organizational characteristics, 

including: organizational narcissism (Brown, 1997; Duchon & Drake, 2009; 

Grant & McGhee, 2013; Stein, 2003), organizational anorexia (Brännmark, 

2012; Theorell, 2002; Wilkinson, 2005) and organizational greed (Alvinius, 

2017; Coser, 1974; Rasmussen, 2004). The results showed that each one of 

the five coping strategies could be related to the organizational theories, 

demonstrating that the coping behaviors may be indicators of negative 

organizational characteristics. These negative organizational indicators are 

not necessarily unique for the military organization, as it could be argued that 

many organizations, at times, demonstrate negative organizational 

characteristics when the organization reacts to contextual factors that are 

adverse. As these findings are qualitative, they are not generalizable and 

should only be considered as preliminary and in need of further testing.  

The identified coping behaviors are interpreted as demonstrating 

individuals’ attempts to problem-solve when facing organizational challenges, 

such as changes due to available resources, which has previously been 

conceptualized as adaptive behaviors performed at work (Edwards & 

Morrison, 1994; Hall & Mirvis, 1995; Pulakos et al., 2000). In relation to 

previous theory on the varying types of adaptive behavior, the leaders’ coping 
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behaviors can be conceptualized as being reactive adaptive behaviors in 

relation to negative organizational characteristics. Reactive adaptive 

behaviors have previously been described as happening when there is change 

in the environment that the individual must quickly accommodate for 

(Ployhart & Bliese, 2006). 

However, a potential problem with some of the types of coping strategies 

described is that they may not always be favorable, rather, they may also 

produce unfavorable behaviors that reinforce the negative organizational 

characteristics. For example, the identified coping strategy reproducing, was 

interpreted as partially contributed to by the individual’s acceptance of the 

difficult circumstances of a given situation, which sometimes did not allow 

for much immediate change. At the organizational level, the individual’s 

reproducing behavior may result in contributing to and/or maintaining the 

same greedy behavior in the organization. Therefore, specific challenges 

relating to organizations may need to be addressed at the organizational level 

rather than through individuals’ attempt to cope with structural organizational 

challenges. 

When comparing the results from Study I in relation to previous theory, it 

may be concluded that reactive adaptive behavior appears to sometimes serve 

a function for the organization, for momentary problem solving, as in the case 

of the leader performing repair work for the organization. However, the long-

term use of these behaviors may be questionable for whether or not they are 

actually beneficial for organization development and what consequences it 

may have for employees and the working climate. This concern is relevant 

with regards to the coping strategy identified as managing loyalties, which the 

leader described as needing to do, at times, between the organization and their 

own private life. These choices were described as being particularly difficult 

since it may cause problems either for the  individual or the organization, 

regardless of which loyalty was chosen. 

Regarding leadership behavior, previous research has pointed out that the 

way leaders manage organizational change has important impact for the 

organization and for the other employees (Einarsen et al., 2007; Gardner et al., 

2005; Nielsen, 2014). Specifically, it is argued that leaders serve an important 

function for ensuring that senior management decisions are implemented in a 

pace that their own and their subordinates’ skills are taken in to consideration 

for managing demands (Nielsen, 2014). The acceptance of disproportionate 

amount of demands from senior management in relation to what leaders 

themselves and others can handle may possibly contribute to and/or reinforce 

negative organizational characteristics of the organization. Routine 

acceptance of organizations to give disproportionate demands in relation to 

employees’ resources, including skills and time, can contribute to 

psychologically unhealthy work conditions and, ultimately, an unhealthy 

work culture (Day & Randall, 2014). Thus, leaders hold an important function 

in work redesign initiatives due to their formal power source and potential 
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impact in the organization. However, this may present challenges in an 

organization, such as the military, which has the work tempo decided by 

external factors such as current threat levels and/or being involved in decision 

processes that may have individuals’ safety at stake. 

Thus, taking the various perspectives from previous research together with 

the findings from Study I, it appears that the use of adaptive behaviors cannot 

be easily grouped together as either favorable or unfavorable for the individual 

or the organization. It seems that these behaviors and skills are multi-faceted 

and context dependent, which are also related to the overall functioning of the 

organization. Future studies could investigate the leadership challenges that 

may arise in relationship to non-standard employment organizations, work 

culture and work-life balance. 

Adaptive behaviors in collaborative environments 

Turning to Study II, the aim was to identify skills that are perceived as relevant 

for leaders’ in managing the organizational tasks in relation to the contextual 

characteristics. The qualitative Study identified a core variable, smooth power, 

which is based upon the leader’s ability to accurately use contextual appraisal 

in a given situation. The ability for the individual to contextually appraise can 

be related to Bandura’s (1991) social cognitive theory, which described that 

individuals determine socially appropriate behavior based on the information 

gathered from situational cues from others and their surroundings. Following 

this, contextual appraisal is built by an interaction between the leader’s 

professional background and the organizational environment characteristics. 

The use of smooth power was interpreted as a facilitative skill for several 

relevant interpersonal adaptive behaviors for high-level leaders, including: 

networking and influencing behaviors. This included the ability to be 

interpersonally adaptive to be able to collaborate with others and engage in 

boundary spanning activities, which has previously been indicated as an 

important behavior for high-level leaders (Aldrich & Herker, 1977; Alvinius 

et al., 2014; Williams, 2002). Although networking and influencing behaviors 

have previously been recognized as holding important functions in civilian 

organizations (Gibson et al., 2013; Thompson, 2005; Uhl-Bien, 2018), they 

have had less focus in organization research covering military contexts. These 

behaviors included building and improving relationships with other 

organizations and actors, which is relevant in the studied context since the 

Swedish Armed Forces has a long tradition of contribution in multinational 

military staff environments, including collaboration with other larger nations 

(Grönberg, 2010). Networking and influencing behavior could be especially 

important in collaborative environments by contributing to the individual’s 

ability to be interpersonally adaptive by modifying behavior accordingly to 

the specific social, and environmental contexts (Ployhart & Bleise, 2006; 

Pulakos et al., 2000), for task accomplishment. This in turn could help assist 
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in cultural and inter-organization adaptability within the integrated defence 

workforces that military staffs regularly collaborate in.  

Relating networking and influencing behavior to control theory (Carver & 

Scheier, 1982), these behaviors can be seen as an individual’s attempt to close 

or minimize the gap between the individual’s analysis of their current state or 

situation in comparison to a particular desired state or situation based on 

continual self-regulation and feedback loops. At the individual level, it would 

allow the individual to gain personal control of their work environment. 

Looking at the results in relation to social influence theory (Levy et al., 1998), 

which typically describes individuals as using influencing behavior in the 

workplace in order to attain individual rewards, such as desired roles, 

affirmation and/or monetary rewards (Judge & Bretz, 1994). The results in 

Study I and II indicated that networking and influencing behavior can also be 

used for attempting to achieve organizational goals. 

Previous research has indicated that many organizations have expectations 

(both explicit and implicit) for individuals to routinely perform adaptive 

behaviors in modern working environments (Daniels, 2006; Wang et al., 

2017). These behaviors are interpreted to vary in proactive or reactive 

disposition based on the individual’s response to the contextual factors. In 

some situations, these behaviors can be interpreted as proactive adaptive 

behaviors (Griffin & Hesketh, 2006), as they can be seen as the individual 

performing preemptive behavior in order to achieve organizational goals. 

Thus, in some situations, networking and influencing behavior may be 

interpreted as an individual being more proactive in their interpersonal 

interactions to attempt to ensure solutions for future use. However, the data 

analysis pointed out that smooth power skills are also used for facilitating 

coping behaviors when faced with organizational challenges. For example, in 

circumstances when leaders are facing power or resource imbalances with 

other leaders, negotiation behavior may be used. In relation to previous theory, 

smooth power could be considered as being used for innovative coping in 

certain situations, allowing the individual to change seemingly unfavorable 

aspects of a situation to more favorable ones (Bruce & West, 1996), in the 

case of this study, through interpersonal interaction. 

Skills relevant for adaptive behaviors 

Smooth power 

Smooth power, the core variable defined in Study II, was built upon three 

pillars of organization skills, which formed a specific skill set to better handle 

unpredictable organizational demands. These skills included structural, 

emotional and relational smoothness and they were interpreted as potentially 
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leading to increased organizational adaptability. Although these pillars are 

similar to other recognizable theoretical frameworks, such as emotional 

intelligence and various other social competencies, the first contribution this 

study offers is the importance of the leader’s use of all of these behaviors 

simultaneously. This takes into account interactive (or synergy effects) of 

behavioral patterns in order to understand leadership behavior rather than each 

individual behavior separately, which was previously criticized for not being 

suitable for understanding the facilitative or inhibiting effects of behavior 

(Shipper & White, 1999; Yukl, 2010). 

Contributing factors for smooth power 

The second aim of Study II was to identify antecedent factors that influence 

the potential development of the identified skills (smooth power). When 

interpreting human behavior, it has been argued that the behavior has to be 

understood in relation to the environmental characteristics for the results to 

have true meaning (Yukl & Mahsud, 2010). The results identified two 

interacting antecedent factors that contributed to the leader’s ability to 

contextually appraise situations to know how to respond accurately. This 

included the leader’s professional background and organizational 

environment characteristics. 

Regarding the leader’s professional background, a few factors were 

identified as contributing to the use of smooth power. First, the skill was 

described as being learned through experience and a good understanding of 

the organization in various contexts rather than only learned through specific 

leadership training. The importance of the use of informal processes of an 

organization for reaching organizational goals is a recognized concept in 

civilian organizational research (Balkundi & Kilduff, 2005; Blass & Ferris, 

2007), but has not been as equally recognized in military contexts, therefore, 

this is one of the contributions that Study II has to offer. 

Secondly, another professional antecedent identified as contributing to 

smooth power was the leader’s need to build a positive organizational image 

for their leadership role inside and outside of the organization. The results of 

Study II indicated that this is accomplished through professional name-

branding. This external image building appears to be important for 

establishing and maintaining relationships, thus the possibility of building 

relationships and professional networks. These finding are also in line with 

other research in civilian contexts, which have highlighted the importance of 

reputation building for leadership and organization success in collaboration 

with other organizations (Blass & Ferris, 2007; Muller, 2006). Moreover, the 

study results indicate that the ability to influence others is another power 

source that is more subtle than formal power sources in organizations. This 

has previously indicated to be a relevant leadership behavior, which takes into 

consideration leaders’ ability to influence and relate well to others in order to 

utilize social networks effectively (Capelli et al. 1997). This may be especially 
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relevant in high-level military staffs, where the majority of colleagues are high 

in rank and rotate around in various military positions. Thus, the use of subtle 

power may be useful in environments where many individuals have overt 

power through rank and hierarchy.   

The organizational factors that were identified as influencing the use of 

smooth power in Study II included the need for high performance at a fast 

pace, pressure to reach organizational goals from leaders higher in the 

organization hierarchy, career competition with others at the same 

heirachichal level and the military rotational cycle. These organizational 

factors may contribute to the individual’s socialization process in the 

organization and help explain why the phenomenon of smooth power is used 

in military staff work. The relevance of socialization processes in 

organizations and their effects on an individual’s ability to learn the values, 

abilities and behavioral expectations in organizations has previously been 

recognized in civilian contexts (Chao et al., 1994). 

Importantly, the findings in Study II focused on a core-variable (smooth 

power) and did not outline all of the parameters contributing to interpersonal 

adaptability. Therefore future research could focus on additional behaviors 

and skills contributing to interpersonal and organizational adaptability, 

adaptive leadership and adaptability performance outcomes to gain a deeper 

understanding of the concepts identified in these studies. 

In sum, in both Study I and II, the connection between the individual and 

contextual characteristics (organization and environment) are more specific 

than previously addressed organization-oriented writings on task-oriented 

military leadership (Greenleaf & Spears, 2002; Soeters, 2000). Moreover, 

Study I contributed by identifying coping strategies leaders used in an attempt 

to meet these organizational challenges. Study II contributed by identifying 

relevant adaptive behavior and skills that leaders’ perceived aided to being 

more adaptive in collaborative environments and in relation to organizational 

challenges in the given research context. These findings contribute to the idea 

of broadening the concept of leadership to include more than just interactions 

between leaders and subordinates, but to also include other behaviors that 

appear to be relevant for taking initiative for problem solving for the 

organization, such as using adaptive behaviors.  

In addition, the results from Study I and II indicate that leaders use informal 

processes as a measure to be more adaptable in various contexts. However, 

the results also indicate that the regular use of informal structures to by-pass 

the formal organizational hierarchy may contribute to negative organization 

characteristics. Some research indicates that leaders’ flexibility to use both 

formal and informal processes in organizations can be beneficial for problem 

solving and organization performance (Ali, 2016; Denning, 2006; Hoffman et 

al., 2005). However, previous research also indicates the risks for an overuse 

of informal processes or not following organizational structure (Ali, 2016). 

These factors may also lead to negative consequences, such as lack of 
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transparency in decision processes, collisions with formal rules and best 

practice expectations and/or contribution to unfair or partial treatment for 

specific departments. Thus, the overuse of informal processes within an 

organization may lead to ethical issues or ego-oriented leadership, with the 

possibility of individual or departmental gain that does not benefit the whole 

organization. Negative effects of ego-oriented leadership have been 

demonstrated previously through the concept of destructive leadership 

(Einarsen et al., 2007; Larsson et al., 2012). Therefore, aspects of ethical 

leadership (Gardner et al., 2005) may be beneficial to integrate with concepts 

of individual adaptive behaviors if the intention is to implement these concepts 

into organization and leadership development.   

The findings of both studies I and II point towards interesting areas of 

future research. For example, since both Study I and II were qualitative in 

nature, the next natural step in the research process would be to try to test the 

findings in a quantitative fashion to see their validity in a larger military 

population or their relevance in other higher levels of organizations. For this 

next step, it would be interesting to investigate to what extent the different 

strategies in Study I are used by leaders and how they are related to individual 

and organizational outcomes. It would also be interesting to further study the 

relative importance of individual and contextual factors which may contribute 

to leaders’ ability to read organizational situations and events in relation to the 

use of smooth power. Lastly, it would be useful to study how unique these 

coping strategies and skills are in relation to the military context, or whether 

it is more reflective of leader behavior in higher organizational levels, 

regardless of the organization sector.  

Political skill 

In Study III, political skill was chosen for exploration because it exhibited 

many similar characteristics outlined in Study II, namely socio-emotional 

competencies for influencing behavior. Specifically, political skill has been 

described as facilitating several behaviors identified as important for 

organizations, including networking, influencing others and perceptiveness of 

others’ non-verbal behaviors and it has been conceptualized as a construct of 

social effectiveness (Ferris et al., 2005).  

The PSI has previously indicated consistent evidence of construct and 

criterion-related validity (Ferris et al., 2005, 2007; Liu et al., 2007). However, 

there have been previous critiques of the PSI measurement properties (Ferris, 

2008; Kimura, 2015) and it has been argued that since the PSI is still a rather 

new construct there is still a need to further validate the 18-item PSI in various 

organizational settings (Ferris et al., 2005, 2008; Lvina et al., 2012). Since PSI 

has had little testing in military settings, there is little known regarding how 

political skill transfers to the military staff context and what individual 
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differences there may be regarding the variation of the use of the four political 

skill dimensions. Thus, the aims of Study III were to investigate these aspects.  

Study III investigated the measurement properties of the PSI by utilizing 

exploratory (sample I: n=185) and confirmatory (sample II; n=183) analyses. 

The first investigation of the PSI using an exploratory analysis provided initial 

support for the items forming four factors as indicated in previous literature. 

However, a few item loadings were lower than optimal, including two from 

the social astuteness factor and individual item loadings from the apparent 

sincerity and interpersonal influence factors, respectively. Despite these 

problematic items, the exploratory factor analysis indicated no other double-

loadings. These were still considered satisfactory since the reliability was still 

high and given that this was the first evaluation in a military context and the 

ambition was to keep the original measure intact to allow comparisons with 

existing research so all items were included in the confirmatory factor analysis 

test. The confirmatory factor analysis (Sample II) provided stronger support 

for the four dimensional representation of the PSI, including networking 

ability, apparent sincerity, social astuteness, and interpersonal influence 

(Ferris et al., 2005). It should be noted that the four-factor representation 

provided a rather similar fit to a second-order factor representing the overall 

concept of political skill. Despite this, the four-factor model still provided a 

significantly better fit, suggesting that the 18 PSI items are best represented 

by four first-order factors. Taken together, the results from these tests indicate 

that the four dimensions transferred well into the international military staff 

context. 

The latent profile analysis identified four distinct combinations of the PSI 

dimensions that adequately represented the data, namely a) weak political 

skill, b) weak political skill with strong sincerity, c) moderate political skill, 

and d) strong political skill. These results indicate that variations of the use of 

the four interpersonal abilities could be identified. Importantly, the profiles 

differed consistently in networking ability between all four profiles, with the 

strong political skill indicating the highest scores and with the weak political 

skill indicating the lowest. The most prevalent profile represented moderate 

political skill, followed by strong political skill. Despite variation of the use 

of these four dimensions as demonstrated through the identification of four, 

unique profiles, the higher frequencies indicated in two profiles suggest that 

the majority of military (student) officers shared a typical skill pattern ranging 

from moderate to strong political skill. This may relate to the recruitment or 

training of military organizations, or the learning of informal processes 

through organization socialization (Chao et al., 1994). It may also be 

indicative of the hierarchical structures of military organizations, which have 

been described as having a highly formalized “up or out” promotion system 

(Blass & Ferris, 2007). However, considering that two additional profiles were 

identified, this may only be part of the explanation.  
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Profile differences in political skill dimensions 

Lastly, Study III investigated differences regarding the four profiles with 

respect to demographics, the Big Five personality dimensions and regarding 

team and individual measurement of performance, respectively. Regarding 

demographics, it could be noted that the highest percentages of individuals 

with any leadership position were found in the two profiles that indicated 

higher levels of political skill, the moderate and strong political skill profiles. 

However, the results indicated that there were no significant differences found 

between military staff (student) officers with leader positions and those 

without. This implies that the four subskills indicated in political skill appear 

relevant for all high-level military staff officers, not only for those with 

appointed leadership positions at the time. This seems especially relevant 

considering military staff officers typically have rotating positions in high-

level staffs, meaning that their leadership behaviors need to be transferable for 

various positions for future use. However, those with leader positions were 

not as prevelant as those without making the comparison groups rather 

uneven. This can be improved upon in future research. 

Regarding differences in the military branches, the army officers were 

more frequently found in the weak political skill profile, navy officers in the 

weak political skill with high sincerity and the air force officers indicated the 

highest prevalence in the strong political skill profile. These results may 

indicate skill pattern differences between the branches. On the other hand, it 

may be more indicative of some branches having a less of a need for these 

skills than the other branches, possibly due to various other factors, such as 

leadership philosophy taught and reinforced by the branch or organization 

cultural differences between military branches. Therefore, these results should 

be considered very preliminary skill patterns indicated between groups which 

could possibly be used as indicators for areas of interest for future research 

including larger samples with more equal distributions of the military 

branches. 

Study III indicated several profile differences regarding the personality and 

performance measures. The strong political skill profile indicated higher team 

performance results than the other three profiles. The strong and moderate 

political skill profiles demonstrated higher individual performance ratings in 

comparison to the two weaker groups. These findings align with previous 

research showing that use of political skill has positive associations with job 

performance at both individual (Ferris et al., 2007; Hochwarter et al., 2007; 

Munyon et al., 2015; Semadar et al., 2006) and team levels (Ahearn et al., 

2004).  

Moreover, the strong political skill profile indicated a personality pattern 

which demonstrated higher than mean scores on all personality dimensions. 

In addition, they indicated significantly higher scores on extraversion in 

relation to all groups and higher on conscientiousness and openness than the 
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moderate and weak political skill group. Previously, conscientiousness and 

extraversion have consistently indicated to be related to political skill (Ferris 

et al., 2005, 2008, Lie et al., 2007); however, not openness. This may be due 

to the collaborative working context or specific to the profession. These 

personality patterns may be interesting for future research in relation to 

political skill and collaborative environments.  

The most consistent differences between the groups regarding political skill 

dimensions was the variation in networking ability, with the strong political 

skill group demonstrating the highest and the weak political skill with high 

sincerity demonstrating the lowest. Regarding personality, the largest 

variation was indicated to be extraversion, which accounted for 33 percent, 

with the strong political skill profile indicating the highest and the two weakest 

profiles (I and II) demonstrating the lowest. In previous research, individuals 

that score high on extraversion have also indicated larger network diversity at 

work (Cohen et al., 1997), and an increase in using networking behaviors 

(Wanberg et al., 2000). Political skill measures an individual’s overall ability 

to network and not the depth and variety of the actual behavior. Future 

research investigating networking behavior in military staff work may be able 

to explain more regarding the variety of behaviors used in relation to 

performance measures in collaborating environments. 

In sum, Study III contributes to the previous research in the subject area by 

demonstrating that the originally defined four dimensions of the PSI was also 

replicated in an international military setting. The majority of the previous 

studies have chosen to study the PSI construct score instead of facet 

(dimension) scores (Ferris et al., 2005). Thus, the findings from the present 

study contribute to the body of research regarding political skill with a deeper 

focus on the four dimensions. Similar to previous findings (Ferris et al., 2007; 

Munyon et al., 2015; Semadar et al., 2006), the results from this thesis also 

indicate that political skill appears to be positive in relationship to measures 

of perceived individual and team performance ratings. While Study III found 

profiles reflecting high and moderate political skill to be related to higher 

performance outcomes, individuals’ use of political skill in high-level military 

contexts may also be related to less beneficial consequences for the 

organization that were not studied in the present study. Thus, there are still 

many unknowns about the effects of political skill on other areas of work life, 

which could be addressed in future research. 

Study III used the broad factors of the Big Five personality dimensions (i.e., 

extraversion, agreeableness, etc.); however, some researchers suggest using 

narrower facets of these factors in order to understand more specific nuances 

of these broad factors (Murphy, 2005). Therefore, a future research suggestion 

is to include narrower facets to see if they can give a richer understanding of 

the relationship between personality and political skill (composite score and 

dimensions).  
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In addition, political skill was not specifically tested in relation to varying 

proactive or reactive adaptive behaviors. However, the theoretical connection 

may be beneficial in giving direction for future research studies, including 

exploring and testing the relationship of political skill in relation to specific 

coping behaviors or influencing behaviors and contextual factors, such as 

collaborative environments and/or organizational challenges. Regarding 

performance, future studies could investigate political skill in relation to 

adaptive performance measures to investigate its relationship with the concept 

of adaptability. Future studies could further delineate the performance types, 

with focus on contextual performance since preliminary findings suggests that 

political skill is more closely related to contextual performance than task 

performance (Bing et al., 2011; Jawahar et al., 2008; Munyon et al., 2015). 

Methodological considerations 

Similar to most empirical studies, the three studies included in this thesis also 

warrant some methodological considerations. First, all three studies relied on 

self-reported data only albeit in different forms. The benefit of using self-

reports are that they are considered a good way to measure individuals’ 

internal states, including attitudes, emotions, perceptions, and values 

(Podsakoff et al., 2012; Spector, 2006). However, individuals may not be able 

to accurately report on the objective environment, giving their reports a 

subjective undertone (Spector, 2006). Specifically, there is a risk of social 

desirability bias; which refers an individual’s desire to be viewed positively 

by others. This may result in an individual presenting oneself favorably 

regardless of the true position of the construct being measured (Crowne & 

Marlowe, 1964; Podsakoff et al., 2003; Spector, 2006). 

In quantitative research, social desirability bias is one of the biases that can 

increase the chance of common method variance (CMV), with possible 

overestimation of associations in the data (Podsakoff et al., 2003; Podsakoff, 

et al., 2012; Spector & Brannick, 2010). This refers to the variance attributed 

to the method of measurement rather than the phenomena or behavior that the 

researcher was interested in studying (Spector & Brannick, 2010). However, 

social desirability bias can be reduced by making sure that the data collection 

procedure is (and is perceived to be) anonymous and confidential (Podsakoff 

et al., 2003), as was done in the data collection of the samples used in Study 

III. Although the participants in Study I and II could not be completely 

anonymous due to the characteristics of the in-person interview, the detailed 

explanation of the participants’ rights, including the confidentiality of their 

participation in the interviews and the intention of the use of the data, 

including the presentation of the data at group levels, allowed for increased 

anonymity outside of the research group. Despite the criticisms of self-reports, 

they have also been described as being the most feasible and accurate method 
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to collect data regarding individuals’ own perceptions of themselves, by 

providing personal insight to an individual’s thoughts, feelings and behavior 

intent (Podsakoff et al., 2012; Spector, 2006) given that the aim is to map such 

processes.  

Overall, the generalizability of the results outside of the study population 

and/or context have some limitations. However, the intention of the qualitative 

studies were not to generate generalizable results, but rather to explore and 

identify leaders’ adaptive behaviors and skills in a specific context. Although 

the interview data are based on a limited number of informants, the strength 

that qualitative methods usually provide are narratives that are exhaustive, 

contextualized and rich in detail (Polit & Beck, 2010). Specific to Study III, 

the two separate samples used were small, non-randomized and included very 

few female participants, which limits generalizability as well, outside of the 

specific research context. However, the results of the study can give some 

indication of the usefulness of social effectiveness in similar contextual 

settings, such as collaborative environments. 

It should be emphasized that the concepts derived from the data of the 

qualitative studies (Study I and II) may be of a sensitizing character, rather 

than definitive (Blumer, 1954). Therefore, the concepts derived should be 

viewed as preliminary, and in need of testing in larger samples and other 

contexts. Further, Study I was merely inspired by GT in terms of procedural 

coding and qualitative comparisons using the inductive approach and does not 

claim to adhere to the full methodology. In addition, the selection process for 

the samples from Studies I and II, which employed a convenience sample 

(Study I) and snow-ball sampling technique (Study II) resulted in the airborne 

units not being represented in the studies. However, Study III was able to 

include all three military branches; however, at fairly unbalanced ratios. 

Future studies should try to include all three military branches, with relatively 

similar sample sizes in order to more accurately see if there are relevant 

differences between the branches.  

Now looking specifically at the quantitative study (Study III), a strength of 

Study III is regarding how the EFA and CFA were performed, on two separate 

samples. In general, it is important that the findings found in one sample were 

not found only by chance, leading to results that are not trustworthy due to the 

risk that the findings may be capitalizing on chance characteristics of the 

specific data sample (Kelloway, 2015). Therefore, performing the EFA and 

CFA on two separate samples contributes to more reliable results, with less 

risk of results that may be considered to be “overfit”, indicating overly high 

estimates of model fit and parameter estimates (Fokkema & Greiff, 2017).  

Ideally it would have been preferable to have performed the LPA analysis 

on one of the samples and, thus, allowing for a validation analysis of LPA on 

the second sample since profile analyses can be considered sample sensitive 

(Kelloway, 2015). However, this was not possible with the two small sample 

sizes that were available in the register data set. Therefore, the decision was 
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made to combine the samples together for the profile analyses. However, since 

the two samples that were used were collected on two separate occasions (with 

approximately one year between the collections), this may have contributed 

to a decreased risk of sample fluctuation (Kelloway, 2015). 

In addition, it is preferable in psychology research to have multiple-item 

scales instead of single items. However, in some cases, longer scales are not 

always possible in data collections due to additional scales that are used to 

measure other variables of interest. Questionnaires are often attempted to be 

short and concise and to reduce drop-out levels. This was the case with Sample 

I in Study III, which included a single-item measure of individual 

performance. However, according to some researchers, this does not 

necessarily have to compromise the validity of the construct as long as the 

question is straight forward and specific in its content (Gilbert & Kelloway, 

2014; Wanous et al., 1997), which was the case with the utilized performance 

question. 

Lastly, both samples used in Study III relied on cross-sectional data, 

meaning that the data was collected at the same point in time (for each 

respective sample), which allows no conclusions regarding causality 

(Kelloway, 2015). That generally demands longitudinal data analysis in order 

to obtain. This means that the results are best suited to form the basis for future 

research in the area, rather than to draw conclusions from. However, the aim 

of Study III was to explore to see if there were groups of military officers who 

indicated different combinations of political skill dimensions, rather than test 

for causality for drawing conclusions.  

In sum, future quantitative studies may be improved with the inclusion of 

additional performance measurement types besides self-reports, such as 

objective performance measure and/or the inclusion of multiple-source ratings 

of a target person by external parties that have organizational relationships to 

the target person, including supervisors, peers, and subordinates (360 review; 

eg., Tornow, 1993; Yammarino, 1997). These varied measurement types may 

contribute to providing a broader understanding of the relationships and 

complexities between performance and political skill in the occupational and 

contextual settings of interest. 

Conclusions 

High-level military staffs often operate in national and international 

environments which demand reliable coordination with other actors in fast-

paced environments, making adaptive behavior and skills relevant for 

professional and organizational development. Therefore, the phenomena of 

adaptive behavior and skills in high-level military staff work were the focus 

of this thesis.  
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Previous research has primarily focused on the positive aspects that 

individual adaptive behavior can generate for the organization. However, the 

findings from the qualitative studies imply that the use of individual adaptive 

behavior in organizations may be more complex than that. The results 

indicated that there were a variety of adaptive behaviors that were used in 

high-level military staff work, both reactive and proactive. These results may 

broaden the current understanding of the function, diversity and multifaceted 

nature that adaptive behaviors may represent in relation to managing demands 

and challenges in high-level military staff work. 

Specifically, a leader’s coping strategies may provide quick solutions for 

problems that occur, resulting in reactive adaptive behavior. Reactive adaptive 

behavior appeared to serve a function for the organization for momentary 

problem-solving, thus, providing a quick fix for organizational problems. 

However, in some situations, addressing organizational problems at the 

structural level may be more helpful for long-term organizational 

development rather than the regular use of coping strategies from leaders, 

which may inadvertently, further contribute to negative organization 

characteristics. 

The findings also indicated that proactive adaptive behaviors serve 

important roles in collaborative environments, such as network and 

influencing behaviors. The use of socio-emotional skills and/or social 

effectiveness in combination with the ability to balance the formal and 

informal organizational processes (referred to as smooth power) may help 

with networking and influencing behavior. These skills appear to be beneficial 

for boundary spanning activities, negotiation, and networking for the 

realization of organization goals. However, these results are qualitative in 

nature and need to be tested quantitatively in order to be more generalizable. 

Moreover, additional studies are needed to understand the consequences of 

these skills and behaviors in relation to other organizational factors. 

The results from Study III contributed by exploring skill patterns regarding 

“how” an individual uses their social effectiveness for organizational 

performance through the four dimensions of political skill: networking ability, 

apparent sincerity, social astuteness and interpersonal influence. Individuals 

belonging to moderate to strong political skill profiles indicated better 

individual and team performance ratings than the weaker profiles. The results 

indicated that, similar to research in civilian organizations, political skill 

appears to contribute positively to performance outcomes in high-level 

military staffs. From a methodological standpoint, Study III contributes to the 

previous research by demonstrating that the previously defined four 

dimensions of political skill, measured through the PSI, was also replicated in 

an international military setting. 

The results from both Study II and III taken together indicated the 

importance of networking activity in high-level military staff contexts, which 

was perceived to contribute positively to organizational outcomes. Both 
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studies investigated these skills and behaviors in collaborative environments, 

indicating the contextually important relevance. Although the importance of 

networking has previously been shown in civilian organizations, the 

importance of these activities have not been equally focused upon in military 

settings. These findings can be useful for military leadership development 

regarding the role networking has in inter-individual and inter-organizational 

adaptability. 

The three studies included in this thesis contribute to an increased 

understanding of the phenomena of individual adaptive behavior and skills in 

high-level military staff work. At the individual level, the results of the present 

thesis allows for a better understanding of the use of adaptive behavior as a 

way for the individual to gain control of their work tasks and to be 

interpersonally adaptive in collaborative environments. At the organizational 

level, organization and leadership development can be enriched by lifting the 

pros and cons of individual adaptive behaviors used in relation to various 

contextual characteristics. These findings may be relevant for teaching and 

leadership coaching. However, further research is necessary to validate the 

qualitative findings and to investigate political skill in larger samples in 

different work settings and in relation to other contextual factors. 
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