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Abstract

Little is known about why individuals engage in political activity within the workplace
despite Mintzberg (198%®utlining political motivation, or will, as a central tenet of
organisational politicsWhere scholars have examined political will, their disciplines have
impacted their conceptualisation, with political science and organisational behaviour (OB)
treatirg political will at either the collective level (Post et al., 2010) or at the Amcli@idual
level (Doldor, 2017; Kapoutsis et al., 20X&}pectively Therefore, this thesis presents two

studiesseekingto uncover interdisciplinary insights into polalomotivation.

Drawing on attributiortheory (Weiner1989, both studies within this thesis stem fr&
gualitative sembtructured interviews hat exami ne i1 ndividual so
activity. Interviews were conductealithin a context of polital work:local councils

throughout the U.Kwith officers (n=30), who engage in more typical workplace poliacsl
councillors(n=30), whose role it is to be politicdh the first study, attributional analysisas
usedto elicit the cause (i.e., motivation) johior, midlevel andsenior individualé

engagement in political activith key finding from this study was thpbwer wasmportant

for the content of political motivationConsequently, study two built on thedings of study
oneby adoptinga unique sociatognitive mental mapping methodology to elicit fewer

mental modelgof individuals and how these impacted political will.

Overall, findings from studgnes ugge st ed t hat i ndiextualdyarsdl s 6
positionality aramportant topolitical will including the impact of seniorifysuggesting

political motivation is part of a process of social cognit®tudytwo went further and

illustrates how power forebears political walkting to sape or constrain motivation.
Implications of these insights from an interdisciplinary perspective are discussed in the final

chapter, alongside directions for future research.



Chapter 1: Introduction

1.1 Aim of Research

AMan is either a political ani m@tistoitkey an

trans. 1985).

Aristotle (c. 384 B.C. to 322 B.C) summarises a reality that prevails in contemporary
organisations: individuals must be willing to engage in political arenas to succeed. The

political arena is detailed by Mintzberg (1985) as one of many systems of adluren

out c

organisations. Its defining element is that unlike the formal, explicit, and sanctioned system

of authority; the political arena is technically illegitimate; it is not formally authorised or
accepted. It is where members of an organisation at alslglay political games intending
to secure a specific benefit such as resources and plvether one considers politics

within organisations to be a negative force or a positive one, it is pervasive.

This research i nvest itogagage s the poldigaharerd,uccusiagd
on the concept of political will. This concept has different connotations according to the
audience. To wider society, the term is synonymous wlekeof will from politicians to

find solutions to crises sucls svar, disease, or poverty. To political scientists, the term

mot i

rel ates to the 06commimbakersidgosetnmgntalinstitutionsf key de

towards a particular problem or policy (Post, Raile & Raile, 2010). Taking an organisational

behaviour (OBper spective, this thesis examines

i nd

politicsd or political behaviour at wor k.



However, because of the different connotations of political will across disciplines, this thesis
adopts arinterdisciplinary perspective, combining and building on research in political

science and in organisational behaviour to explore the political motivations of individuals in
Opolitical worké. This comprises jatcdi vi dual s
government and can be elected or appointed (Silvester, Wyatt, Ellen & Ferris, 2021). Local
councils within the United Kingdom provide a unique context to do this, as they comprise

both elected politiciank councillors,and traditionally appointed plib servants officers

Therefore, political work offers the opportunity to disentangle the interdisciplinary

complexity of political will as it allows analysis of the concept across political office work

and governmental political domains.

Importantly,this context also enables an analysis of power and its impact on political will.
Although power and politics have been considered synonymous or complimentary for
hundreds of years (Machiavellians. 2008 the relationship between power and individaals
motivation to engage in political behaviour has rarely been exploreéde first analysis

(reported in Chapte®8Aand4B) , a key f i ndi ng ssmosty,orhe 1 mpact
structural power (Brass2017 on the content of their political motivatioConsequently, it
became important to explore power further looking beyond seniority to other forms of power
including subjective notions of powdrherefore, his thesis will take a reflexive, novel

approach to the impact of power on political will |leeting on the mental representations of

the hierarchies and different sources of power held by politicians and officers in the research
sample The findings answering both research questions are presented in Chapter 6, with the

presentation of a Politic&Vill in Political Work model.

In summary, the aims of this thesis are to:



1) Adopt an interdisciplinary perspective to

engage in organisational politics

2) Explore the context of political work to disentangle the insmigiinary complexity

of political will

3) Analyse the impact of power on political will

1.1.1Personalinterest

Politics has always been a fundamental aspect of my University experience. | found the topic

of politics fascinating from an early age. My admiration that politicians and governments

could establish something as-@lefining as the National Health Servicethe secret deals

exchanged between individuals and parties inspired me to choose politics for my

undergraduate degree at the University of Kent. However, it was not until | studied my MSc

in Human Resource Management that | realised the impact pbkiiten organisations.

Using a quantitative methodology, my MSc dissertation examined whether the content of
political candidatesodo goals before an el ecti
found that politicians who set offiegeeking, egmrientated goals gained a larger vote share

than politicians who did not.

At this academic juncture, | realised the implications of politics within organisations,
broadening my traditional governmental knowledge of politics and seeing the importance of
pdlitics outside of that sphere. Alongside, it led me to start to consider the individual
motivations of politicians, seeing them less as abstract entities which have a significant

influence on our lives and more as people whose job it is to do politics.



While conducting background reading for my MSc, | became familiar with the various
definitions of political will from different disciplines, which sparked an interest in developing
knowledge about the construct and content of political motivation. | atsorieeaware of

how little qualitative methodology there was in the field of organisational politics and the
vital contribution qualitative research could make, enabling @epth analysis of the

concept that has importance in both governmental and oagjanial realms. Political will
permeates both of these and thus brings together two of my knowledge bases of politics and

management, creating a fruitful blend to explore and contribute to the extant literature.

1.2Research Problem

Mintzberg (1983, 198displayed how the organisation ipalitical arenathat employees

need to navigate successfully to flourish. It is often not the case that employees can simply
fulfil their formal, sanctioned job role. Instead, all employees need to observe, understand
and navigate the political arena, particularly as individuals develop and enact their
hierarchical power. Although Mintzberg (1983, 1985) stipulated that political skill and
political will were necessary to navigate organisations successfully, the vasityn@ver

2,000 articles) of research has focused on political skill. In comparison, political will has
received surprisingly little attention in the organisational literature (just 10 empirical articles)

even though political will from its origin is cemered just as important.

This inattentiveness has likely been exacerbated by a lack of agreement about what the
construct is: a disposition, attitude, or intention? Within political science, political will is
conceptualised at the group and collectaael; the discipline actively neglects the utility of
looking at individualised/micréevel motivations. Instead, political science rounds together

4



key decisioamakers (politicians) and investigates their motivation to address policy issues
such as climatehange. Furthermore, as will become apparent in the following chapters, early
OB literature treated political will as a dispositional antecedent to political activity, applying
constructs such as the need for power, need for achievement (McClelland 9B®)1,

intrinsic motivation (Deci & Ryan, 1985; Ryan & Deci, 2000) and Machiavellianism

(Christie & Geis, 1970). Whereas contemporary literature through academics such as Doldor
(2017) has highlighted the attitudinal nature of political will. Theoreticggsitions also

suggest political motivation encompasses a level of prudence and assessment of risk;
however, no empirical research has investigated whether these are important features of
political will (Kapoutsis, Treadway, Bentley, 2017; Treadway, 30Ithe research in this
thesis addresses this gap by taking a soci al

interpretations of their surroundings may be important for their political motivation.

There is also considerable debate about theesobof political will. Although the research

into political will has suggested several frameworks, there have been few inductive studies to
examine political will theory. Focusing more on whether politicians mobilise support for
policy, political science &s presented dimensions suches®urce sustenanceegree of
analysisandpatrticipationin political activity (Kpundeh & Dinino, 2006). OB research

suggests political will includes attitudinal dimensiofus¢tional ethicalandemotionai

Doldoret al, 2013; 2017). Other theorists have proposed five dimensions inclcoinogrn

for othersor concern for sel{Treadway, 2012). More recent empirical work has found there
may be two dimensions; individuals can haeéservingand/orbenevoleninclinatiors.
Problematically, there are disagreements about how these are measured and what precisely
the benevolent dimension refers to (Blickle, Schutte & Wihler, 2018): Can individuals ever
truly be benevolent in their political actions? In soamy, there is adck of agreement in the

5



extant literature and a need for inductive research to explore the content of political will.

Therefore, the research in this thesis is guided by the following question:

RQ1: What are the dimensions of political will inpolitical work?

Secondlya key finding emerging from the first analysis was that seniority, or the structural

power that individuals hold impacts the content of their political motivation. ‘¥eerned

that power had a significant influence onindivadu s 6 pol i ti cal will that
simply seniority. Therefore, building on the findings from the first analysis this thesis

explores further the role of power on political will, which is importaetause power is a

fundamental component of orgaaimns and is consistently interrelated with politist few

studies have empirically linked the twRolitics has been defined as the exercise of power
(Pfeffer, 1981), so it seems intuitive to be
will be affected by the power they hold. This is likely to include objective bases of power; for
example, the hierarchical structure may preclude individuals at a low level to engage in some
political behaviours because their role may not give them thesgtatnfluence others. It

may also include different power s@mencltes, su

& Raven 1959.

Importantly, this thesis not only examines objective power by examining different levels of
seniority, it also investigates the influencepefceivedpower on political will. Exploring the
mental representations individuals hold about their own powenealarto provide insight

into when and how individuals are willing to engage in organisational politics (Fiol,

O6Connor & Aguinis, 2001). Thus, the i mpact



is an essential element of political will, which thereut literature is largely inattentive to.
To contribute to the extant literature, this thesis seeks to address this gap by answering the

second research question:

RQ2: How does power impact political will?

1.3 Political Will in Political Work

This thess examines political will in the context pblitical work , which, following

Silvester et al. (2021), is defined as:

AWor k undertaken by el ected or appointed
support or influence democratic government within lppational and international
legislatures (e.g., MEPs, MPs, civil servants, parliamentary staff, and local government
officers), or norgovernmental organisations including member organisations, lobbyists and

professional bodies engaged in political adwor y 0

Because political workers include both politicians, whose political activity is legitimate and
expected, and public servants, whose (office) political activity is illegitimate, political work
provides a fruitful context for examining the tensions leetvthe political science and OB

conceptualisations of political will.

Despitethe analytical potential of political work, the context has been largely ignored by OB
literature (c.f. Silvester & Wyatt, 2018). This is surprising because there is a \@asgitawh
employment within political work. For example, suppose we simply take the UK national
legislature. In that casthere are 66 elected Members of Parliament (M&)d appointed
researchers, officers, secretarial staff that support the MPs in thieis,coe it parliamentary

work or casework involving their constituencies. The Civil Service, for example, which is



the permanent branch of the stateds administ
government develop and implement policy asaifely as possible, employs 445,480

members of staff in the UK (Cabinet Office, 2019).

The current research examines political will in the political work context of local councils.

Local councils are a vast employer: In 2019, local councils throughewK employed a

total figure of 2.01 million individuals, including around 17,700 councillors, responsible for
approximately a revenue expenditure of £94.5billion (L&QRD. These important figures

highlight the massive societal impact of politicaligavhich makes the lack of research in

this context even more surprising. Political work is responsible for enormous funds, which
affect constituentsd |ives at the national a
research can provide insightfiridings for broader research and practice in political and

organisational research domains.

Organisational scholars' lack of research into the political work space could be down to the

belief that this area of work is fundamentally different from thditienal organisational

sphere that is typically examined. It is undeniable that there are differences. The first of

which is the conceptualisation of politics across the two contexts. Silvester (2008) notes how
politics within organisations is often seam something that should be minimised or even

removed because it is perceived as divisive, harmful and a dark side of workplace behaviour.
This contrasts with politicians whose job 1is
individuals, the perception that their political activity is a legitimate and essential aspect of

their role.



Second, politicians have a democratic mandate bestowed upon them by the democratic
election process. Politicians, therefore, have the power to make decisions on bahafcof

the benefit of their constituents and wider society. This also includes the power to decide how
to enact their role and what constitutes good performance (Silvester & Wyatt, 2015).
Therefore, applying traditional OB theory and HR management teasiquhe study of
politicians can seem contrary to the foundations of democracy. Organisational scholars have
often veered away from studying political work because it has been considered too complex
to provide insights into our understanding of tradilomork. However, although there are
differences between traditional organisations and political work, it is important to note that
there are similarities which allow OB literature to inform our understanding of political work,

and for political work to iform our understanding of traditional workspaces in return.

Knowledge from organisational research is relevant and important for political work. For
example, political parties fulfil a similar function to Human Resource Management functions
by attractingrecruiting and retaining individuals to ensure effective performance both at
election time and woffice (Silvester, 2008; 2012). Silvester and Dykes (2007) noted that OB
research could improve the selection of politicians to ensure elected represehiaie

greater diversity. They explain that political candidates must be selected by their political
party before fighting for election. Their paper found that applying methods of competency
analysis and using existing measures widely used in OB literauch as cognitive ability,

to predict good performance in the workplace, they were able to predict election outcomes.
Building on this work, Silvester, Wyatt and Randall (2014) used OB techniques to map
politiciansd rol es aindi aemxsadni mer & drea liintpiaecd
analysis of two hundred and thixtyne local politicians alongside performance ratings from
colleagues and officers, Silvester et al. (2014) discovered that individuals held similar mental
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models about the natueoé political performanceFor example, politicians who are seen as

resilient and able to represent others were seen as good perfofinisrs important

because political work is often contested and ambiguous, and despite being guided by
differentidecb gi es, Silvesterds work shows that the

performance.

Political work can also provide important insight into the functioning of traditional

organisations. Political work was considered a valuable context forreariggement

research, which can be seen through the work of Selznick (1949). Within this critical work,

Selznik examined the informal and formal tenets of the Tennessee Valley Authority

organisations. Like a local council in the U.K., this authority wasaadh of the U.S.

government at a localised level responsible for elements such as living standards of farmers,
developing electrical power, controlling floods and improving navigation. Selznick found that
officials played political games in this contesiipsely related to what Mintzberg (1985)

termed Osponsor s hi pfrogahenkuthdrity redicked euttdo extdrnaly i dual s
organisations. In this case, environmentalists offered them power (access to dvaidiog

processes of the local authoritg)exchange for loyalty (the environmentalists did not

criticise the authority in public). This shows the importance of interpersonal paliticthe

critical insights researchers can gain when empirically examining spaces of political work.
Selznick, used this political work context to show how over time the informal arena forms
Aunwritten | awso through organisational me mb
parallel with formal organisational structures and processes. This wonksigleted a

fundamental foundation for modern organisational politics research (Ferris & Treadway,

2012).
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More recently, Wyatt and Silvester (2018) demonstrated the advantages of studying the

nature of political work for informing our understanding of itiadal leadership. They

examined the role gfoliticians personality in predicting leadership outcomes. Because
politicians are elected, it was possible to separately examine how personality predicted the
leadership emergenceg election) and leadergheffectiveness (i.e. in political office) of
politicians within the same leadership role. Therefore, they contributed to leadership research
by finding that traits had varying, and sometimes paradoxical, impact on different leadership
outcomes. This coribution to OB and leadership literature was only possible because

elections provide a consistent context where all leaders are elected at the same time under the
same conditions. Consequently, this study highlights the advantages of studying political

work for OB scholars.

Research has also highlighted that political work provides a context where the juxtaposition
between governmental party politics and offi@sed politics is salient. In a local authority

in Israel, VinarskiPeretz and Kidron (2018) dad that public servants engaged in political
activity, including exploiting resources and s&#frving behaviours to advance. Importantly,
they also found that governmental paptyitics in the form of a national election period
affected the types of fitbcal behaviours public servants exhibited. This emphasises how
important it is to explore the political work context to examine the interdependence of

governmental political work and office politics in relation to political will.

1.4 Contribution

In summary, by conducting a qualitative investigation into political will and political work

the current research makes the following contributions to extant theory and literature

11



1) The research takes a social cognitive perspective. Drawing on attribution theory to
examine the causal reasoning that under|
possible to demonstrate how environment, contextuality and positionality are
important for political motivation. This extends current theorising because it indicates

that political will is more of a social cognitive process, rather than a dispositional trait.

2) The research in this thesis takes an inductive, phenomenological stancelbgticm
interviews with political workers to explore the content of political will in depth. This
contributes to existing research because thus far, of the little research that has
examined political will, the work that has gained most traction has awmes
positivist epistemology, seeking to confirm established theoretical models. Given the
contested nature of the construct and content of political will, the current research

addresses the need to explore the content inductively to generate theory.

3) The research was conducted in a political work context. By interviewing political
workers in local councils this research explores the juxtaposition of those in
traditional office roles (i.e., public servants) who may engage in office politics and
those whos job it is to be political (i.e. councillors). This research therefore
contributes to political will theory by exploring a context that brings together political
science and microrganisational politics notions of political will. Furthermore, this
empitical focus allows for the research to look beyond a traditional organisational
conceptualisation of power and extend theory by identifying how different forms of
power (e.g., expertise of officers, democratic mandate of councillors) guide political

will.
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4) The research examines the impact of power on political avitbtcushat was bore
out of the findingsromthe first analysis. Fewtudies have considered power in the
organisational political literature. Some authors have theorised power as impartant f
deciding whether to enact political behaviour (Kapoutsis, 2016) and some empirical
work has shown that seniority influences political maturation (Doldor, 2017).
However, by analysing qualitative intervi
models (ie., social cognitive representations of power), the current research shows
how power can forebear political will, ac
motivations. Thereby, the current research contributes to extant theory by explicating

a social cgnitive process that shapes political will.

1.5 Terminologies

This section introduces the terms that are used throughout this thesis. Due to the nature of the
project, there are numerous terms that are used differently across disciplines. Thus, it is
important to ensure that the conceptualisations and definitions of key terms are made clear

from the outset.
Political will

For the purposes of this research, political motivation and political will are used
interchangeably. There are multiple perspectivegaditical will depending on the
discipline. Throughout this research, when discussing political will it will be centred

around the micrdevel OB definition provided by Treadway (2012, p533):
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At he moti vati on t odrestedpahgwouhatradvantestagd egi ¢, ¢
personal agenda and objectives of the actor that inherently involves the risk of

relational or reputational capital .o

By adopting this definition, this research prioritises the individenad| perspective
but remains reflexive about tlhenevolent and collective aspects of political will

encountered in mactievel political science work.

Political activity

In the extant literature, the general term to use when discussing the political activity

of others i s 0poreoftenloaded with ssiemingi negativessaidd t h a t
undesirable connotations. This thesis takes the lead from Treadway (2012) who seeks

to remove the valutaden definitions of political behaviour, treating them as neither
negative nor positive but as an endefeature of organisational life. Such a

definition that is appropriate for the conceptualisation of political behaviours within

this thesis is one provided by Gerald Ferris whereby political behaviour is defined as

t he Aimanagement o fis, Fedoa& Kind, 1994 Remnis, Bllignp ( Fer
Mcallister & Maher, 2019 Thisdefinition focuse®n the subjective evaluations of

meaning, instead of the vietwatmeanings are inherent and objective properties of

political situations. However, whilst it is important to outline a definitiodgf o | i t i ¢c al
behaviourd for the purpose of the thesis
thereforepolitical activity shoud be used as an umbrella term to incorporate

numerous different political behaviours ranging from general political behaviours,

such asvorkplace political behaviourghich are informal and unsanctioned political

behaviours of political workers (both aférs and councillors) to enhance or protect
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their individual or groupds interests. Ad
governmental political behavioutkat are formalised and sanctioned political

behaviours that are required and used bthigicontext, local councillors as part of

their political duties. More broadly, these behaviours are used by individuals of a
governmental, who often hold paiylitical positions, such as local councillors,

Members of Parliament, Members of the Europ@ariiament, Lords within the

House of Lords and other governmental institutions. These types of behaviours
includepoliticking such aslebating, scrutinising policy, campaigning and public

speaking (Silvester, 2012).

Local Council

In the UK, alocal coni c i | can be defined as fda form o
decentralisation, in which directly elected councils, created by and subordinate to
Parliament, have partial autonomy to provide a wide variety of services through

various direct and indirectmeas , funded in part by | ocal
2011, p13). These organisations are comprised of indivithetsre responsible for

the issues and requirements within their localised level. There are two main groups (1)

an elected body of local coaillors who decide the strategic policy and (2) a

management body comprised of neutral, impartial officers to perform the daily

running of the council. A more detailed breakdown of a local council can be found in

Chapter 3 section 3.2.1.1.

Local Councillor/Politician
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A politician is someone who is professionally involved in politics, within an elected
of fice. I n this thesis, the term politici
councillord or 6councillord who arne pol it

of the role of local councillors can be found in Chapter 3 section 3.2.1.1.

Officer

Officers within this thesis are permanent members of the staff within the local
council, otherwise known as public servants. These individuals are employed to be
impartial, neutral individuals with numerous different duties to ensure the smooth
functioning of the council on a daily basis. For a detailed breakdown of the role of

officers within local councils see Chapter 3 Section 3.2.1.1.

Power

Power is a complex and gisted term with many scholars and disciplines addressing
different components of power which is discussed in detail in Chapter 2. For the
purpose of this thesis, power refers to (
i nfluenceod ( F24)oAs this defindidn refers @& th@ dotentig t&

influence, instead of the use of influence tactics, power becomes a social construction

that is interpreted by the individual, power is then perceptual in its nature. This will be

explored in further dethin Chapter 2, section 2.6.2.

1.6 Structure of the Thesis

This thesis will be structured as the following:
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Chapter Two provides an overview of the relevant literature attached to the features of this
doctoral thesis. This starts with an examinatibthe literature concerning the political arena
within organisations, displaying that political activity has been treated as undesirable, neutral
and in some regards, desirable. The chapter moves on to outline the empirical focus of
research into organisanal politics before outlining the central component of this thesis;
political will. First, the nature of the political will construct is discussed and how it is treated
differently both within and across disciplines. Then the content of political vekpored,
presenting the various theoretical models and empirical work examining dimensions of
political will. In this chapter, it is argued that a social cognitive perspective via attribution
theory can shed light on the construct and its contents lecaust al | ows f or i ndi
perceptions of context and positionality to shape political motivation. Finally, the chapter will
provide an overview of the intertwined literature of power, suggesting that to explore political
will holistically one must examie the perceptions of power individuals hold and to do so, the

literature into power mental models (Fiol et al., 2001) is crucial.

Chapter Three presents the methodological and epistemological foundations of this thesis.
This starts by examining the dominant paradigms within organisational politics research,
before moving onto the phenomenological, social cognitive and attributional theory
perspetives that align to form the bases of this thesis. After this, the political work research
context is introduced, specifically local councils which are the focus of this research are
illustrated. The sample is presented, including a breakdown of theedifignroups of officers
and councillors and a summary of how they were interviewed. Lastly, the analyses are
explored, including the attributional analysis, template analysis and power mental models

analysis which shape the findings in ChaptXs4B andChapter 5.
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Chapter Four presents the template analysis seeking to answer the first research question:
What are the dimensions of political will in political work? To do this, the chapter is broken
into two sectionsChapter4Ad i s pl ay s t hlate aodly$is incledmg te junier,mp
mid-level and senior officers and then breaks down in detail the thematic codes of their
motivation in the same order. Chapféy concludes by presenting a model that summarises
the dimensions of political will identifeewithin the junior, midevel and senior officer

samples emphasising the role playedhmsir seniority or structural powerhe next section,
Chapter 4B moves on to the councillors, presenting the template analysis of the junier, mid
leveland seniorandgai n, presenting all the thematic ¢
political will. Like the previous section, Chapt#B concludes by providing a model that
summarises the political will of junior, niével and senior councillors. It also demonstrates
thattheir structuralpower(i.e., seniority)wvas a key finding within the template analysis
chapters which will be explored in greater detail in Chapter 5. Chapter Four, therefore, links
to contributions 1, 2 and 3 and the 4th contribution stemmed frerartalyses from Chapter

5.

Chapter Five stemmed from a key finding for Chaptek and4B, that power has a

persuasive influence on political willherefore, this chapter introduces the second research
guestion: How does power impact political will?erafore, within this chapter, a novel

power mental model mappimgethodology is used to explore different aspects of power and

their impact on political motivation more preciselo start, pictorial representations of

Opower politicayegpatdhhwawismg arlee di slpdatai onshi p

power, political will and political activity. The chapter then moves on to outline the collective
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or shared pathways of each ssample, displaying in detail the junior officers moving to the
mid-leveland t hen seni ords before following the s.
chapter links to contributions 1, 2 and specifically 4 by extending political will theory to

identify how perceptions of power across hierarchies either shape or constrainuiralivics 6

political will.

Chapter Six provides a discussion of the two studies that comprise this doctoral thesis and
outlines the contributions made to extant literature. This is achieved by first providing a
summary of the findingsestablishing a conclugwoliticalWill in Political Work (PWPW)

Model which brings together both studi@fie chapter themoves on to outlinéhe four
contributions whichare broken down and discussed in detail. The chapter then moves on to
discuss the practical implications this doctoral thesis has, concentrating on the dynamics of
the roles of officers and the councillors and how this thesis draws attention to the
controwersial nature of some of their politicativity. Lastly, the chapter finalises by
discussing the limitations of both studies within this thesis and suggestions for future

research.
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Chapter 2 : Literature Review

In most organisations, in most countries of the world, if you mention office or organisational
politics, all employees will know what you are referring to. There will likely be an immediate
reaction, where the majority will think of the negative connotatidVithin the organisational
political literature, there are two main branches, one of which follows these negative
connotations, being the literature into the perceptions of organisational politics (POPs). The
second dominant branch namely political skdkes a different perspective, treating political
activity as neutral in that it can be either good or bad. Within this chapter, the first section
will outline these core branches of organisational politics. It will also outline why the
political work pace is a good context for an investigation to challenge the widely held
perspective that political activity is negative given political activity for politicians is often

considered a legitimate aspect of their role (Silvester, 2008).

Following on from ke first section, the second will examine the construct of political will,

the core focus of this doctoral thesis. Within the extant literature, political will is applied in
different manners in wider society and across disciplines. Within political s¢igne
conceptualised as a collective construct, rounding together numerous key deckens
whereas within organisational behaviour its focus is on the individual. Further, political will
is often treated as a disposition, where scholars have apasitional proxies to

investigate the motivation to engage in political behaviour. This section, however, will
outline where the literature diverges from this dispositional tendency and moves beyond
dispositions and will move on to highlight how a stbcognitive perspective is useful for
understanding political will and display how the context, environment and positionality affect

individual sdé6 political motivation.
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Once this is established the chapter outlines how the content of political will Wiéhin
organisational behaviour literature is varied and ambiguous. There are numerous empirical
attempts at outlining the dimensions of political will within both political science and OB,
however, these are varied and there is a considerable lack of alatind the content of this
political motivation. Therefore, the section moves on to outline attribution theory which is
theoretical framework for this thesis and allows for an inductive qualitative perspective that

seeks to develop a more nuanced undedshg of the dimensions of political will.

Finally, the chapter concludes by outlining a summarisation of the literature applied
throughout the chapter and brings to the fore the contributions that this thesis makes to the

extant literature discussed.

2:1 Organisational Politics

Il n 1983, Mi ntzberg (1983, 1985) first charac
highlighting a system within organisations that is technically illegitimate or, more accurately,
alegitimate. This is distinct fromtbher more recognisable systems because a formal authority

does not sanction it; it is not widely accepted and is not officially certified by the

organisation. The political arena allows individuals to engage in behaviours, such as

networking, influence tdics and impression management, that are not part of their formal

job role and where individuals circumvent traditional power structures to achieve their goals.
Mintzberg proposed that individuals would need to be politically willed (i.e. motivated) and
pdlitically skilled in order to successfully engage in political behaviour required to navigate

the political arena.
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Certainly, evidence suggests that workplace politics is pervasive: In a quantitative survey of

428 MBA students, Gandz and Murray (1980)rfduhat 70 per cent agreed that workplace

politics are common. Further, their research

to succeed. In contrast, most participants found politics wrong, unfair, unhealthy and thus

generally viewed politicanfavourably. Likewise, Buchanan (2008), surveyed 250 British

managers from over 107 organisations and found that common political behaviours included

building networks, using key players, bending the rules anggaffiotion, whilst those less

common wereaising misinformation, spreading rumours and keeping dirt files on individuals

for blackmail purposes. Buchanan (2008) also suggested that most managers perceived these

behaviours as ethical and necessary and stressed the importance of acting ruthireasly wi
strong sense of reciprocity, emphasising

back,/116] st ab yours. o

This view of politics as fiunderhando and
literature on politics, which has focused on tlegjative or dark side of political behaviour
(Bacharach & Lawler, 1980; Kapoutsis, 2016). The early literature considered politics a
destructive force within organisations, which might allow individual actors to progress, but
would ultimately inhibit orgaisational success at a collective level. As Silvester (2008)

accurately points out, most definitions of political behaviour incorporate-aessihg

component. For example, Allen, Madison, Porter, Renwick and Mayes (1979, p 77) defines

wh a

political behaviou as #fAl nt ent i o nemHancaar pratectdhe sefintefedt uenc e t

of individuals or groups. o

One of the two dominant branches of organisational politics literature follows this self
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serving and divisive view of political behaviour: research erc@ved organisational politics

(POPs), which has over three decades of empirical studies dating back to Gerald Ferris, Russ

& Fandt (1989) seminal theory. Defined as fa
extent to which the work environmentdsaracterised by eworkers and supervisors who
demonstrate suchsedfer vi ng b e havi €aok &Dulelbobn; 20005p,90),Har r e | |
POPs research focuses on the negative outcomes of interpreting workplaces as political. For
example, using the 1ifem POPs scale (Kacmar & Ferris, 1991), studies have found POPs

linked to decreased job satisfaction (Rosen, Levy & Hall, 2006), work engagement (Kane

Frieder, Hochwarter & Ferris, 2014), increased levels of job stress and tension (Vigoda,

2002; Hochwarter, Fes, Laird, Treadway & ColemaGallagher, 2010), a depressed mood

at work (Byrne, Kacmar, Stoner & Hochwarter, 2005) and turnover intentions (Chang, Rosen

& Levy, 2009), and is higher in lowdevel employees who lack power and are less likely to

see polics as functional (Ferris, Frink, Galang, Zhou, Kacmar & Howard, 1996; Ferris &

Kacmar, 1992).

POPs research has been vital for understanding that politics is perceptual and involves social
cognitive processes that intengetaton ofthewidervi dual s o
organisational environment. Yet, most work in this field has used the POPs scale @dfa one
measure of political climate and focused on examining the antecedents, outcomes and the
moderators and mediators of POPs quantitgtinore recently, theorists have called for
research to examine individualsd interpretat

answered in this thesis by adopting inductiyv
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The second dominant bireh of organisational politics literature is research on political skill.

Both Mintzberg (1983, 1985) and Pfeffer (198
political behaviour may be essential to achieve the specific goals they are seeking. fhled the

both to certify that political skill is an interpersonal savvy and style construct that could

enable the actor to successfully secure resources and influence others within the organisation

to ensure effectiveness (Munyon, Summers, Thompson & Ferris). 2#dwever, the

construct lay dormant for two decades until Ferris, Treadway, Kolodinsky and Hochwarter

(2005) undertook empirical work on political skill by creating thatég Political Skill

Inventory. This inventory has led to a large field of redearto political skill within the

management discipline that has been dominated by quantitative methodology. A recent meta

analysis found over 1,824 articles that have examined political skill (Munyon et al., 2015).

The concept of political skillwasdefied by Ferri s et al. (2005, p
effectively understand others at work, and to use such knowledge to influence others to act in
ways that enhance oneb6s personal and/ or orga
Gardner and Hochwart¢2002) propose that individuals with high levels of political skill

understand precisely what to do in different and ambiguous social situations, disguise their

ulterior motives, and inspire trust and confidence. This means individuals with polititsal ski

can reach higher personal and career success levels because they choose and execute the
correct political behaviours. For example, evidence shows that political skill predicts job
performance (Munyon et al, 2015), training success ferris, Xu, Wetz & Perrewe,

2014, lower stress levels (Perrewe, Zellars, Ferris, Rossi & Kacmar, 2004) and career

success (Todd, Harris, Harris & Wheeler, 2009).
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Unlike the literature on POPs, research on political skill assumes that political behaviour is
neutral ad can cause positive or negative outcomes depending on how it is wielded. This
admission has led to a growing area of research that considers politics as beneficial,
associated with positive change, restoring justice and providing for followers (Elles,&er
Buckley, 2013; Ellen, 2014) along with higher productivity and innovation (Landells &
Albrecht, 2016), career advancement (Hochwarter, 2012) and decision making consensus
(Fedor, Maslyn, Farmer, & Bettenhausen, 2008; Gotsis & Kortezi, 2010; Kurklaveins

& Miller, 2006).

Research on 6l eader political supportoé, fo
prosocial behaviour (i.e., performed with the intention of promoting the welfare of the
individual, group, or organisation toward which it isedited; Brief & Motowidlo, 1986, p.

711). Ellen (2014, pp. 893) argues that leaders use political behaviours and power to provide,
advocate and aid their followers by exposing them to networks, offering them developmental
opportunities and the distributiai stretch assignments. Yet, despite the similarities between
prosocial behaviour and leader political support, the former is most often based on altruistic
or benevolent intentions. In contrast, leader political support draws on social exchange theory
(Blau, 1964), which highlights the role of reciprocity. For example, Ellen et al. (2013) posited
that when leaders use political behaviours on behalf of others, followers feel indebted and
seek to repay their leaders through effort, commitment, and suppdtinefleader in the

future. Thus, unlike traditional conceptualisations of prosocial behaviour, positive political
behaviour has closer ties to the original definitions of politics aseeling because

individuals are likely to expect beneficial outcesnn return (Silvester & Wyatt 2018). This

calls into question whether political behaviours can ever be genuinely benevolent, as posited

by political will theorists, and will be discussed in section 2.4.1.
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2.11 Organisational Politics and Power

Power features heavily in the descriptions of organisational politics, however, few studies

attempt to combine, empirically the conceptsact, it is staggering how few studies have
incorporated power and politics together beyond measuring théikemit 6 need f or pow
a dispositional proxy for political will (McClelland, 1961; Shaugnessy et al., 2017) especially
considering organisational politics and power go hand in hand (Mintzberg, 1985), with

Pfeffer (1981) even characterising organisationdlpot i cs as Opower in act
therefore, remains largely absent from empirical research within organisational politics. This

is surprising considering power is an enormous field of inquiry, and one can note references

to power and politics dating blato Aristotle (300BC) and Niccolo Machiavelli (1500AD)

who observed the impact of power and politics in organisational life. This section, therefore,

provides an overview of how power has been treated in organisational literature

Power is central to swnderstanding of society within the broader social science field, and

the conceptds ubiquity is unquestionable. Ho
the most challenging concepts to make sense of within social science (Haugaard & Clegg,

2009). There are numerous accounts of what power is within society, and it is essential to
acknowl edge that none of these accounts and
Haugaard and Clegg (2009), in their attempt to frame the field of power wdbial science,

treat each concept of power as a conceptual tool, enabling the researcher to make sense of

certain aspects of society.

Scholars such as Aristotle were the first to outline how legitimate and illegitimate power
structures separated formispmlitical work. Aristotle posited that the monarchy, aristocracy
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and polity were correct legitimate forms of power over society whilst tyranny, oligarchy and
democracy were deviant or illegitimate forms of po{gistotle, trans. 1985Machiavelli

reframed the conceptualisation of power, whereby power becomes something that is

exercised over others, thus the strong control the weak within The Prince, a political treatise

within the 18" century which argued that the ends could justify the means fairtiseof

princes and royals. Wi thin Machiavellids con
society through subtle, wetlonsidered acts. The Prince then must consider his loyal and

disloyal followers and act strategically, determined, and purposeéuisure he remains in

power. If this means he must work deceitfully or cruelly to his loyal or disloyal followers,

this is worthwhile if he retains his pow@vachiavelli, trans. 20030ther important notions

of power can be noted through the workidéber (1947)whose inquiry looked at

HerrschaftandMacht These refer to power (Macht), and although there is some controversy
around the translation of Herrschaft, it gen
perceiving power as legitimate lbased upon the threat of violence. Weber positioned the

individual as the locus of his definition of power, which many conceptualisations of power

have built upor{Clegg et al., 200#daugaard & Clegg, 2009; Sturm & Antonakis, 2015).

Clegg et al. (2007 otes that power only gained sharp focus for organisational researchers in

the post Second World War era. Since then, exploration has been significant, albeit; wide,

varied and lacking a unified approach with various authors attempting to frame thEdreld.

example, Fleming and Spicer (2014) sought to evaluate the concept of power in management
studies, ordering the literature into a framework of four faces of p@eercionof others,
manipulationof issuesdominationvia influence, angubjectificatimof an i ndi vi dual
identity. These broad faces of power are similar to the wide range of political games that
Mintzberg (1985) suggested (see section 2.4) and point to the connection between power,
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political motivation and political action. There arsatonsistencies in how power is

defined in organisations. First, power stems from the control of critical resources (Emerson,

1962; Salancik & Pfeffer, 1977), second, power involves perceptions of social relationships,

and third, power is situational anelative; some individuals will hold power in some

situations and not others. This is important because existing political will research suggests a
relatively stable desire to be political, ye
motivationto engage in political acts (i.e. power in action) will vary depending on the

context.

Structural, Behavioural and Personal Power

Despite definitional consistencies, organizational research on power has typically been siloed
into three distinct approaeh (Brass, 2017): (1) tistructural approachevaluating the

control of resources, (2) theehavioural approachH ooki ng at the actor ds
actors ability to use resources, and (3)dbesonal sources of powesuch as individual

characteistics like Machivellianism. This breakdown of the literature is helpful for this thesis

as these categories of power mirror key components of social cognition, where individuals
review their surroundings (environmental), consider their efficacy andyalpiérsonal) and

identify courses of action (behavioural).

According to thestructural approachto which Pfeffer (1981) and Mintzberg (1983)
subscribedp o wer derives from an actorso position
favours the social system over the particularities of the individual, such as their personality or

their behaviours. Within structural approaches, there are two kindsitibpe that can

increase or decrease oneso6 power: formal, th

(Brass, 2017). When discussing the formal, authors refer to the hierarchal role of the actor.
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This definition from the OB literature differs sligyrfrom the notion of structural power in
political science, which focuses more on the
the power to shape frameworks within which states relate to each other, relate to people, or

relate to corporate enterpg® ( St range, 1988, p. 25), or sim
of the gameo ( KWitis theeQOB literdi®edshycturpbper ihctepnses

when individuals gain promotions and reside in positions with increased seniority. Other

members oftie organisation accept the power of the position as power resides within the

place they take, not the individual holding that position (Mintzberg 1983). This type of power

was highlighted in experimental research like the controversial Milgram experirtaves.

found that individuals can be manipulated into doing callous and severe acts based on the
demands of legitimate authority (Milgram, 1965). Yet, although the formal hierarchal notions

of power are perceived to be extremely important, researchezoftan sought to

investigate the informal rather than the formal. Informal structural approaches demonstrate

how individual s6é centrality within the organ
have numerous colleagues who can be used for orgjanelgpurposes, often in reciprocal

manners or have close ties to individuals who control resources. For example, Brass (1984)

found that connections to four executives within an organisation who were powerful and
connected to others were positively aimghgicantly related to power. Informal structural

power is far more complicated and nuanced than formal power. Complex mapping
procedures are often used to capture individ

experience of network and power reaships in organisations.

When considering political will, it is important to acknowledge through this literature that
structur al approaches coul d well i mpact indi
and informal structural power. Thereiislé doubt that hierarchy and formal power or formal
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position wil/ affect how individuals act; as
ultimate constraints on the individual.o Thi
(2017 and Clapters 4A and 4B in this thepi®und that as managers move up the hierarchal

ladder in organisations, those more senior were more likely to engage in a wide variety of

political behaviours. Additionally, Buchanan (1999), through his idiographic caseadtad

single respondent, not dogicdfdctonthamptoerr cognitivee of i
schema that links actions to goals, a calculation of the individual that if | do X, the result will

be Y, akin to social exchange theory, and is mooenprent at senior levels. Further,

structural power can provide legitimacy in political acts, for example, the political model of
leadership proposed by Ammeter et al. (2002) suggests politics becomes more acceptable and

perhaps even expected when in roléth greater levels of power.

The behaviour al approach to power focuses on
organisations. Kipnis and Schmidt (1988) grouped these into six categssedjveness

ingratiation, rationality, exchangeupward appal andcoalition formation Other inquiry

such as Kildruff and Krackhardt (1994), advancing the power associated with the behaviour

of coalition forming and on the basis that power is at least somewhat perceptual, found that

having a prominent friendinanr gani sati on was related to an
good performer. Most important to acknowledge is that the behavioural approach to power
displays a wide range of behaviours that focus on the use of power that is most profitable to

the individu& as opposed to the organisation. This is where mofitie organisational
political | iterature sits because it has foc
(i.e., political activity) to achieve favourable gains for the actor, often perceivzedelf

serving manner.
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The third approach concentrates on actors' characteristics, traits and skills, which can be seen
aspersonalsources of power (Brass, 2017). For example, Mintzberg (1983) indicates that
individuals must have the will and skith ise their potential power and will need higher

levels of energy and stamina to do so. As reviewed in section 2.2.3, dispositional traits such

as Machiavellianism and Need for Power have been used as measures of the political will.

Other research withirne personal sources of power approach has noted characteristics such

as selfconfidence, extroversion, and ambition associated with power (Allen et al., 1979).

French and Raven (1959) proposed one of the most accepted frameworks of personal power,
outining 6t he bases of soci al power 6, seeking to
individual using power (O), and the person upon whom power is exerted (P). The authors

proposed five bases of power:

1. Reward power: which refé®©é hastthlkeepabiclkipt
them
2. Coercive power: the perception of O6P6 th

3. Legitimatepowet t he perception by O0P6 that 6006 |

them
4. Ref erent power: t heOb6i dentification of OPO
5, Expert power: the perception of O6P6 on th

has within a given area.

These bases of power have been linked to numerous leadership outcomes including the

influence success of political figures (Gold

! Legitimate power has crossers with structural power as this form of power will be influenced by the
position of the actor within the organisation.
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transformative leadership style (Barbuto, Fritz & Matkin, 2001), and organisational
commitment (Pierro, Raven, Amato & Belanger, 2013) and are still applied widely across the

OB literature (Elias, 2008).

Although the power literature can be broken into structural, behavioural and personal sources
of power, there is significant cresse. For example, studies that examine political skill
(personal power) often examine political behaviour (behavioural poMetin practice, the
research on organisational politics research rarely refers to concepts like political skill and
behaviour asaurces of power. Importantly, very few studies combine structural, behavioural
and personal perspectives on power to examine how they interact. This is often because
research on organisational politics takes a positivist perspective, which aims to generali
findings beyond the context of data collection. This means how individuals interpret and
operate within their structural and environmental contexts has been overlooked. In this
thesis, this is redressed by taking a social cognitive perspective onybiebris outlined

within Chapter 5, which comprises the second study of this thesis, the power political

pathways.

2.12 Organisational Politics in Political Work

Despite more recent forays into the positive side of politics, there remains a widely held
assumption that organisational politics is a negative andnéetested pursuit, which
organisations need to monitor, reduce, or eradicate if possible. Howeveonext of

political work challenges this assumption because while it includes individuals who might
engage in illegitimate office politics (e.g., public, or civil servants), political workers also
include politicians who may consider political behav#oas legitimate. As Silvester (2008)
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argued, politicgs work for politicians; it is not viewed as a deviant activity that is

unacceptable or illicit but something necessary to enact their roles. These contradictory views
of organisational politics are gstematic for researchers but expanding the study of political
motivation and activity to political work also presents a significant opportunity to further

knowledge in both OB and political research fields.

A key determinant for how political activityser cei ved i n political w0
6democratic mandated or the power they are b
their behalf and to decide with relative freedom how they enact their role. This democratic
mandate can be problematior example, when a sitting MP such as Fiona Onasanya was

convicted of perverting the course of justice after lying to avoid a speeding ticket or when

Margaret Ferrier MP refused to resign after breaking numerous COVID regulations, there are
limited actons to remove them from their role as MP. Yet this power highlights how, unlike
traditional workplaces, which are governed by human resource management (HRM)

processes that implement sanctions and rules for political transgressions, workplace political

behaviours in political work are more ambiguous and contested (Silvester, 2008).

There are, however, commonalities in how politicians are expected to behave and perform.
Silvester et al. (2014) investigated behaviours required to work successfully itiapoli

work context. They found officers and politicians in local councils shared latent constructs of
performance. Their empirical study consisted of 231 local politicians who provided self
ratings on a political performance questionnaire, with 185 atswviag performance ratings
from public service colleagues. They reported five dimensions of political performance;

resilience, analytical skills, representing people, relating to others, and most important to this
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thesis, politicking, which involved geitig i nvol ved i n opolitical bl
being open and honest in political dealings. Their findings suggest that even though political
performance is ambiguous, political workers (officers and politicians) agree about good and

bad performane behaviours for politicians and their need to engage in political behaviours

(i.e., politicking) within local councils.

Of course, political behaviours are also required in traditional organisations, despite claims to
the contrary. Silvester and WyaR0(8) note that both politicians and business leaders
requirethe ability to represent diverse interests, align agendas, operate within highly
ambiguous environments and tread a careful path through stakeholders at multiple levels of
the hierarchy. In otheareas of research, figures such as Kwiatkowski (2012) highlight how
politicians use their myriad of contacts (i.e., networking), understanding the politics of the
workplace, being visible and sourcing a mentor to achieve their aims. These activities are
inseparable from typical offiebased organisational politics and highlight essential

similarities between political and organisational work. Political work, therefore, presents a
crucial context to further our understanding of organisational politich@wdpolitics and

power play out in organisations.

In summary, this section shows that since the organisational politics literature emerged in the
mid-1980s, two strands of literature have dominated OB research. POPs research frames
politics as negativeral damaging to those who witness it, yet political skill research

positions politics as neutralpositive or negativé and more recently, positive political

research has built on this to examine the prosocial nature of political behaviour. This

literature highlights that political activity is in the eye of the beholder and suggests that the
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same behaviour can be regarded as prosocial, or underhand and Machiavellian depending on
the actorsé motives. Yet despitbetbhési mporoa
political will has been bizarrely absent from the OB literature until recently. The use of
guantitative static measurements of political climate and political skills have also meant that

how individuals interpret discrete political evemtas been overlooked, meaning there has

been |l ittle insight into the motivational pr
political activity is beneficial or detrimental to themselves and others, something that this

thesis aims to address. Inglthesis, it is argued that political work, which includes public

servants who might engage in more standard office politics, and politicians whose work is

politics, provides a setting where politics is legitimate/illegitimate, contested and ambiguous.
Therefore, political work provides a valuable context that is methodologically useful for

examining political motivation, a review of which is provided in the next section.

2.2 The Construct of PoliticalWill

This next section outlines the extant literatinto the construct of political will, the central

focus of this doctoral thesis. Firstly, the section discusses the multiple conceptualisations and
definitions towards the construct before moving onto the approaches that political science and
managemerttave taken. Lastly, this section will advocate for a social cognitive perspective

into the political will construct, highlighting the advantages of social cognitive theory.

2.2.1 Political Will as a Contested Term

The motivation to engage in politicaltaity has typically been regarded in organisational
politics and the political science disciplin
construct has been contested across disciplines and broader society. Within the latter, when

the publiccredi a, or <charities use the term, they ¢

assist crises throughout the world, including starvation, diseases, hunger, war, corruption, or
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climate goals. An example of this can be seen by the former United Natioetgegeneral

who stated that OA | ack of politicBah wil!/ i s
2019). Because the most common application of political will in broader society is through a

0l ack of b6 the concept,nofwhatpolticdhvallactlalys:n | i tt 1l e
There is no unified definition of the constru€his was noted by Hammergren (1998), who
characterised political will as the fAslipper
defined except by itsabsentet t hus becomes the explanati on
(1998, pl12). Thompson, Staddon and Stapenhur
6ghosté concept which only a few have attemp
there have been sewatdefinitions, displayed in Table 2.1. The table starts by displaying the

political science definitions of political will, which are overwhelmingly based at the

collective level, that is, bounding key decisimakers (politicians) together as a unit of

people engaged in a common pursuit of policy. It then moves on to the management

definitions, which take an individual mictevel conceptualisation, focusing personal

resources and agendas. These differences are explored further in the following.section

Table 2.1: Definitions of Political Will

Author Year Field Definition
This is the slipperiest concept in the
Hammergren 1998 Po_lltlcal pol!cy lexicon. It is thg sina qua non of
Science policy success which is never defined

except by its absence.

Demonstrated credible intent of politice
Political actors (elected appointed leaders, civi

Kpundeh 1998 . society watchdogs, stakeholder groups

science .

etc.) to attack perceived causes or

effectséat a syst

The commitment of actors to undertake

. Political actions to achieve a set of objectives a
Brinkerhoff 2000 . . ;
Science to sustain the costs of these actions ov
time
Andrews 2004 Po_lmoal Reform space = intersection of ability,
science authority and acceptance
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Anderson,

Branchflower,
MorenoTorres
and Besancon

Rose and Greeley

Kpundeh and
Dininino

United Nations
Development
Programme

Post et al.

Persson and

Sjostedt

Coffman and Beer

Mintzberg

Treadway,
Hochwarter,
Kacmar and Ferris

Treadway

2005

2006

2006

2008

2010

2012

2015

1983;1985

2005

2012

Political
science

Political
science

Political
science

Political
Science

Political
Science

Political
science

Political
Science

Management

Management

Management
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Willingness as evidenced by
commitment and inclusiveness

Sustained commitment of politicians ar
administrators to invest political
resources to achieve specific objective

Incorporat[ing] the aspirations of
individual leaders, a calculation of the
benefits and costs that would result fro
changes in rules and behaviours, and
belief in the ability to muster adequate
support to overcome resistance to
reforms

Demonstrated credible intent of politice
actors

The extent of committed support amon
key decisiormakers for a particular
policy solution to garticular problem

The will of leaders to initiate and sustai
reform

Willingness of policymakers to act in
support of an issue or policy proposal.

Before engaging in political behaviour,
individuals need to demonstrate their
willingness or motivation to expend
personal resources

Act or 6 s wiexpdnd emargy m
the pursuit of political goals, and it is
viewed as an essential precursor to
engaging in political behaviour

The motivation to engage in strategic,

goaldirected behaviour that advances
the personal agendend objectives of the
actor that inherently involves the risk o
relational or reputational capital



The willingness of actors to invest
valuable resources in advancing agenc

Kapoutsis 2016 Management L
and achieving personal and
organizational objectives
Shaughnessy,
Treadway, 2017 Management C_on5|der Need for Power as political
Breland, Perrewe will
e, CEEE e, 2018 Management Motivation to act in a political manner

Rossi and Ferris

2.2.2 Political Will asCollective

Political science has typically conceptualised political will as the motivation held by a

collective group of decisiemakers, and thus political will is treated as a grtmvel

construct. This is evidenced by definitions from Coffman and B5, p 13), who define

pol i ti cWillingnessloflpolieymakeis to act in support of an issue or policy
proposal .o Within this definition, policymak
workspace rather than individual legislators. Faregle,Vogel and Henstra (2015) looked

at local governments' climate adaption policies given the significant risk that climate change
presents for communities. They affirmed that political will (posed as the collective

willingness to take a course of act)as a critical component of public policy success and an

essential condition for local adaption policy development.

One of the most wideanging and often applied definitions of political will within political

science is Post et al. (2010, p659), whb den e p o | i theiextemtlof comniittetd as
support among key decisistma k er s f or a particul ar policy s
Within their article, Post et al., argued against the use of political will as an individual level
concept becaugbey believed the primary reason for exploring political will is that they were

concerned about policy and political outcomes. Politics, for them, is a social collective and
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thus will likely need a collective level of support to achieve change. They seddleat
political will applied as an individual level construct is unhelpful unless the actor was a

totalitarian dictator with absolute power to make decisions.

Ankamah and Khoda (2017) adapted the definition supplied by Post et al. (2010) by
providingcomponents for analysing political will when fighting corruption in public office,
namely (1)origin of the initiative are the advocates for change perceiving this issue as
something that requires immediate attentionZ{prehension and extent of arsdyboth
political leaders and bureaucrats need a holistic knowledge of the problem and the result of
actions or inactions (3redible sanctionsare there suitable mechanisms to hold public
officials accountable for corruption and {4source dedicatio and sustenance&hich is
proposed as the most crucial component of political will in that there is a need for human
resource capacity alongside adequate institutional and financial resources. All these
components are considered essential aspects atabiliill, yet all are based at the group

level.

Raile, Raile and Post (2018) differentiated between political willparudic will for the
analysis of policyma ki ng ef fort s. Public wild.l i's when |
recognition of a particularrpblem and resolves to address the situation in a particular way
through sustained actiono (Rail e, Rail e, Sal
argued that public and political will (adopting the definition of Post et al. (2010)) cross a

meanngful threshold of utility when they express the intentionality of a collective of people.

They offered that researchers seeking to bring about positive social change could use their

political will and public will (PPW) approach by (1) identifying staketesk (2) assessment
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of stakeholder views of problem/solution (3) alignment of problem/solution understanding
and (4) building of commitment/mutual accountability. Again, this research overlooks the

rol e of an individual 6s motivation in the wi

There have been several criticisms of the political science perspective of political will.
Persson and Sjostedt (2012) suggest that pol
is, when leaders fail in their policy endeavours, it is becaugdahked the political will

(i.e., support). They argue that political science would benefit from looking beyond the

coll ective and considering individual sdé beha
recommend usingrincipal-agent theorybehaviours guided by opportunity and incentive

structures they face: [Braun and Guston, 2003]) to assess thefmiodations of leadership

behaviour andtate theorywhich provides insights into systemic factors shaping leadership
behaviours: Bates, 2015; Koh#1004) to evaluate the structural factors that influence the

behaviour of political leaders. Persson and Sjostedt (2012) argued that political science needs

to be concerned with context and causality a
political will. When examining political will in the context of legislative oversights and
corruption, Thompson et al. (2020), also sta
institutional structure and prod3¥%ss, and not
Additionally, they suggest that the building blocks of political will should be individual
motivation, individual volunteerism, and the
engage begins with individuals who populate or engage withirldégesinstitutions. This

contemporary critique of the political science collective, grewel perspective is vital

because it suggests that in order to understand the political will of political workers there is a

need to turn to the mic#ievel perspetive of political will dominant in the OB literature,

which is discussed next.
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2.2.3 PoliticalWill as Dispositional

In contrast to most political science perspectives, OB research has concentrated on exploring
the political motivation of individuals within institutions. However, since Mintzberg (1983;
1985) proposed the interdependent concepts of political will anticabBkill for navigating

the political arena in organisations, the latter has received the vast majority of scholarly
attention (i.e., almost 2,000 articles: Munyon et al., 2015) whilst political will has received

comparatively little (just ten empiricatlticles in the same time).

Early management research measured political will via proxies, treating the coaistauct

trait or disposition(cf. Ferrisetal, 2 019) . Di spositions are def.i
to situations, or classesofsituadns i n a particul ar, predeterm
Herold, 1996, p. 205). Where dispositional antecedents to political behaviour have

conceptualised political will, it has often been related to specific psychological needs such as

the need for poer, need for achievement (McClelland, 1961, 1975), intrinsic motivation

(Deci & Ryan, 1985; Ryan & Deci, 2000) and Machiavellianism (Christie & Geis, 1970),

Need for power (NPow) is centred around the individual being motivated via a need to
controb,doomat e and influence others, with Wi nter
have an i mpact on other people, to affect th
correlate with engagement in political behaviour (lLiw, Wu, 2010; Shaughnes®y al.,

2017). For example, Liu et al. (2010) found empirical evidence to support the notion that

political behaviours are motivated by the fulfilment of psychological needs by
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operationalising need for achievement and need for power through a Chinese 283
employeesupervisor dyads. The authors also found that the associations between the needs
based proxies of political will and political activity were stronger when individuals perceived
higher levels of organisational politics. Further, Shaugtyet al. (2017) study of 65
employees in a mental health facility in the United States investigated the relationship
between political will (utilising need for power as a proxy) and performance as mediated by
informal leadership status. They found thaide high in political will were more likely to be
recognised as informal leaders than individuals that were low in political will, with their

performance contingent on their political skill.

The need for power motive has also been a compelling compaoingsiearch intolitical
leadership It is often seen as a necessary factor of political success because politicians need
effective influence tactics and skills (Winter, 2010). This line of inquiry has typically taken

an ata-distance method to establigiat power motives are correlated with the personality of
US presidents (Winter, 1987; 2005). In the United Kingdom, Rohrer (2014) used a similar
methodology of an a-distance content analysis and Leadership trait analysis of British

Prime Ministers (PM). The author reported that PMs with power motivation were perceived
by subject matter experts, including political scientists, as significantly more effective during
their tenure in office, suggesting that need for power may be important in the cdntext o

political work.

Need for achievement (NAch) refers to the level at which individuals are motivated to
achieve success when engaging in difficult tasks (Liu et al., 2010). Treating NAch as a proxy

for political will, Treadway et al. (2005) suggested antpirically found evidence that NAch
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was positively related to seléported political behaviour, such as g@iésentation to project
competence. Winter (1987, 2005) suggested that achievement motivation often does not

correlate well with a political emonment, in this case, Presidents. He suggested that the
bureaucracy and the rigidity of politics han
success, arguing they are better suited to flexible buslikessettings whereby they can use

feedback to modyf performance. This suggests that politicians who are motivated to achieve
specific policies in office may be less successful than those who merely want to gain power,

which is essential given that political science frames political will around the oatlect

motivation to push through specific issues (e.g., climate change policy).

Moving away from McClellandds theory of need
a dispositional proxy of political will in the OB literature. Intrinsic motivation baroutlined

as an inherent tendency to seek novel challenges, foster growth, demonstrate competence,

and pursue interests in a galilected manner that is inherently rewarding (Ryan & Deci,

2000; Treadway et al., 2005). It was posed by Treadway e08b5)2hat seldetermination
theory, that is, the pursuit of i1ntrinsic go
competence and relatedness, provides a theoretical link between intrinsic motivation and

political behaviour. This is because politib@haviour can be used to ensure others recognise
individual s6 competence through behaviours s
reputation. The authors did indeed find a correlation between intrinsic motivation and

political behaviour, providing ather example of a dispositional proxy of political will.

Previous research has also found a relationship between Machiavellianism and the use of

influence tactics (Grams & Rogers, 1990). Machiavellianism refers to the intention of an
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actor to manipulatejeceive or exploit another individual to achieve their intended goals
(Christie & Gei s, 1970). Grams and Rogersos
an organisational simulation of individuals with both high and low Machiavellianism, found
those with high scores were more likely to use-raiional forms of influence. Yet, research
from Vecchio and Sussman (1991) indicated although Machiavellianism was related to
attempts to stop the target of the political behaviour from performing variods &f

actions, they found no relationship between Machiavellianism and influence tactic choice.
Thus, although Machiavellianism has been treated as a dispositional proxy of political will, it
is inconclusive whether it is correlated with political bebavi(Treadway et al., 2005).

Overall, however, the early political will literature found good support for the claim that
political behaviours were motivated by the fulfilment of psychological needs and intrinsic

drives which have been treated as proxieg@itical will (Liu et al., 2010).

Political science has also examined dispositional predictors of political engagement and
activity, albeit separate from the research
(2011), building upon previous reseh in Germany, used a sedited measure of the five

factor model of personality to compare the g
personality and Caprara, Francescato, Mebane, Sorace & Vecchione (2010) conducted a

similar study with MPsn Italy. They both found that politicians had higher levels of

extroversion, (i.e., sociable, gregarious), and openness to experience, (i.e., imagination,

creativity, innovation), and lower levels of neuroticism, (i.e., were less anxious and

impulsive) tha the general public. Despite these findings, it is not possible to establish a

causal link between personality and political engagement from these studies.
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Ot her political research has drawn on Schwar

what factorguide politicians. Personal values are defined as-s#national abstract and

broad goals that serve as guiding principles

values have been found to be stable over time and across contexts (BerzawkghCi

Duriez & Soenens, 2011; Schwartz, 2005) but are theorised to be more proximal drives for
action with a greater concern for morality (Arieli, Sagiv & Roccas, 2020). Schwartz (1992)
proposed ten values that motivate people to express them inmliffeags: power,
achievement, hedonism, stimulation, s#itection, universalism, benevolence, tradition,
conformity, and security. Placed on a wheel, values that are adjacent are expected to be
compatible, whereas those in opposition are expected taatoRfir example, according to
Schwarz6s model, benevolence (expressing

enhancement values that emphasise gaining power or resources.

Weinberg (2021) compared 106 MPs and 134 unsuccessful political candidates on

Shwartzoés (1992) values and found MPs were

care for others and more driven by new experiences but less motivated to preserve traditions

and secure stability within their own lives. Weinberg (2021) also foundrbs¢ who scored

highest on benevolence values were more likely to become an MP than those who attributed

less importance to benevolence and that power values were strong predictors of being a
parliamentary candidate or elected MP (Weinberg, 2021). Takether, these findings
suggest that successful political candidates may have different motivational characteristics
than those not in politics and that, like findings from the OB literature, political ambition and

engagement may be predicted by staldistiand values.
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Il n a similar vein, research in political sci
politicians. James Barber (1972), in his boo
character of the US President is essentialttetier they succeed or fail. Politicians who are

thought tolack characterare also perceived to be salferested actors seeking the rewards

and perks of office or what is termed officetivated (Callander, 2008). Conversely,

political candidates whbave charactemare considered motivated to implement policy,

termed policymotivated and viewed as authentic and effortful when it comes to their

political goals (Kartik & McAfee, 2007). As supposed wisdom assumes that voters will

prefer policymotivated imividuals, not officemotivated, it is reported that sedérving

office-motivated candidates often demonstrate considerable political skill by emulating
policy-motivated candidates in their campaigns. This shows that political activity in the

political workspace can be sederving, mimicking findings in the management literature
(Silvester & Wyatt201§ . Yet, Call anderdéds (2008) study o
office-motivated individuals did not dominate elections. Thus, all is not lost aghs

backdrop of very low levels of political trust within our political leaders and their character

consistently being drawn into question within the media.

As well as research on the motives of typical employees and politicians, a stream of research
examines the motivation of public service workers, which is particularly relevant for the

political work context of this thesis as many political workers are also public service workers.
Public Service Motivation (PSMdiiwi dwedlithsed b
predisposition to respond to motives grounde
Within the now, wellcited, public service motivation scale, Perry advanced four dimensions

of motives for these individuals, which were (1) attrattio public policymaking, (2)

commitment to the public interest, (3) compassion and (4psaelifice. More broadly, the
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scale has shown that public service employees are more motivated by intrinsic rewards
(satisfaction from achieving/performing a taskkr extrinsic rewards (higher salary,
promotion, status), suggesting that individuals within the public sector are more intrinsically
motivated whilst private sector individuals are more extrinsically motivated (Houston, 2000).
However, the PSM literata is substantial and there are many competing definitions of PSM
(Brewer & Selden, 1998; Houston & Cartwright, 2007; Wright & Pandey, 2008). Some have
focused on individual predispositions (Carpenter, Doverspike, Miguel, 2012; Clerkin &
Coggburn, 2012), hilst others have concentrated on institutional and ethical factors
(Houston & Cartwright, 2007; Perry & Hondeghem 2008), and there is also debate about

whether PSM is a disposition, belief, value or attitude (Bozeman & S6).201

The tensions in the R&literature mirror current debate on political will. As has been

discussed, of the few empirical articles that have examined political will in OB, most have

used dispositional proxies to measure political motivation (e.g., need for power, intrinsic
motivetion, Machiavellianism), and studies in political science have also focused on stable
personality traits, values and aspects of oOc
actors take. More recently, OB theorists have begun to question thiseadiamlispositions

and suggested more nuanced examinations of the political will construct.

2.2.4 Beyond Dispositions

More recent management research has begun to recognise that political will may be more
than a disposition. Kapoutsis et al. (2017),
Scal ed (PWS), s ugdagelgtiaitlide but buggested may adapt aver 1 s

time and to different contexts (Blickle et al., 2018; Wyatt, Dolddrr&sh, 2022).
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Theoretical work from Treadway (2012), which underlies the PWS, recognises the

importance of risk, that is, the evaluation of the environment by theduodiv Furthermore,

political will is also posited as something which develops in relation to time and positionality.

For instance, Doldor (2017) criticised the focus of political will research and its concentration

on the nature and the dimensionalitypofitical will and its outcomes. In her qualitative

study within the private sector, she found e
will matures through three stages (see section 2.4.2). Thus, instead of merelljka trait

phenomenon, itsilikely that political will develops in relation to the power and positionality

of political actors.

These contributions to the political will literature across management and political science

di sciplines that varyingly -ltirkea@ @rmd i 40 matl hiw
can mature and adapt suggests that more work needs to be daderstand the construct of

political will. Given recent developments in the political will literature that discuss the

i mportance of individual s6 responses to cont

Doldor, 2017), a social cognitive perspectorepolitical will appears particularly fruitful.
2.3 A Social Cognitive Perspective on Political Will

Social cognitive theory, proposed by Bandura (1986, 1989, 2002), refers to a conceptual
framework of motivation including triadic reciprocality of termfluences: behavioural,
environmental, and personal (seen in Figure 2.1). Central to this framework is the theory that

individuals have agency and influence over their own lives.

Figure 2.1: The Social gnitive Triadic Reciprocality
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Person

Behaviour “ > Environment

Figure 2.1 displays the triadic reciprocal relationship; each of these influences on human
behaviour affects the other in a constant interplay.pEnsonal processezbove refer to
individualised goals, perceptions, eios, values, seifficacy or attributions. Within this
influence, goals can be significant, as they are motivational tools to en&ejiseioural
influencesare both motivational outcomes and influences on motivation and refer to actions
to achieve thie goals such as persistence and high levels of effort. Thus, those that are more
motivated engage in activities (such as influence tactics) expend effort and persist. Lastly,
environmental factorsuch as the external social context or socially modatifaeinces can

significantly affect individual sdéd motivati on

Social cognitive theory proposes that motivation can be influenced biikeadtispositions

but also by how individuals interpret their environment and anticipate or reflect on their
behaviour Personal processes, behaviour and environmental influences work within a triadic
relationship, and this helps people form their goals and intentions for action. The model
suggests that political will may be shaped by the person, their emotions, values an
cognitions, and environmental influences. A holistic inquiry of the construct of political will
should concentrate on dispositional antecedents of political behaviour and examine how

people understand and interpret their behaviours and the wider engitonm
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It is important to highlight that some of the OB literature within political will does recognise

social cognitive components. Doldor (2013; 2017) proposed that an essentiatsguitie

component of political owardslpolitessaswok.nrhroughdi vi du a

gualitative interviews with managers in the private sector, Doldor introduced three attitudinal
ambivalences: functional, ethical, and emotioniie functional dimension refers to the
beliefs about pdysfunttional ®uconies, m esseanae,the benedita and
downsides of political engagement. The ethical dimension relates to the beliefs about the
moral aspects of politics; thus, thes@a | | ed o6ri ght 8 and O6wrongbéb
engagement. Lastlyhe emotional dimension refers to the affective experience and the

reactions associated with engagement in politics, for example, frustrating or interesting.

Beyond attitudes towards organisational politics, theorists have recognised that individuals
are likely to engage in social cognitive processes to survey their environment to decide on
political action. Treadway (2012) discusses the motivational buffer of risk, suggesting that
individuals appraise their ability and the organisational culture. Heésptm the work of

Morrison and Bies (1991), who suggested that employees would be more likely to seek
feedback if they felt the cost of doing so would not damage their public image, suggesting a
cognitive appraisal of the environment within which they finemselves. Additionally,

some individuals are more likely to engage in influence behaviour because of their increased
propensity to riskaking (Howell & Higgins, 1990). This is alongside a model proposed by
Harris, Maher and Ferris (2016), who suggesteat too much political will can backfire, one
can push too hard, risk too much and not get acceptable levels of return or even perhaps

engage in extreme political behaviours. More recently, Wyatt et al. (2022) have shown that
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individuals develop cognite scripts that guide political behaviour, based on their

experiences of organisations.

Most theoretical development on a social cognitive perspective of political will has been

of fered by Kapoutsis (2016) whodéinHeodugeddt
that the desire to expend valuable resources to gain various personal, organisational, and

societal goals (i.e. political will) is likely regulated by an evaluation of risk, considering other
courses of action, and assessing the potentiat eftpenditure. Kapoutsis (2016) suggested
prudence should be seen through the lens of expectancy theory, which comprises three
components (Vroom, 1964): (Valences uggest s that individual so .
value and desirability of the potial outcomes are important (Pranav & Bagga, 2014). Thus,

when discussing political behaviour, individuals should consider how desirable and important

the outcome is to themselves. [@3trumentalitywhich refers to the perception of an

individual that ecourse of action is applicable or if other courses of action are necessary.

Within politics, this means individuals may appraise the potential courses of action and

choose the most relevant for the intended goaExXpectancys the subjective probali

that the conscious effort will lead to the outcome that they find desirable. Kapoutsis (2016)
suggests that if the individual concludes that the desired outcome only has a small chance of
success, this may buffer their willingness to engage in poltisahviour. However, the

construct remains very loosely defined and empirical research to date has only considered
prudence as a virtue to build character and enhance politically ethical behaviour rather than
something that may also encourage-selivingor Machiavellian pursuits (Amah, 2022).

There also remains considerable debate in the OB literature about whether factors such as risk

or prudence act as antecedents and/or buffers to political will (Wyatt et al., 2022).
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Political science has also recognised that

otherdés behaviour and the wider environment

For example, like Treadway (2012), Thompson et al. (2020) drew edeteliminéon

t heory (Deci & Ryan, 1985) to propose that
motivation and volunteerism but also organisational culture, where expectations of the
prevalence and likelihood of extrinsic rewards such as career progresgiower are

important. Persson and Sjostedt (2012) also argue that the social contracts between the
citizens and the state and thus the incentive and opportunity structures leaders face will play a
substanti al rol e 1 n piotheibcentvie stroctuies, Wpandehtandc a |
Dininio (2006, p. 41) define political wil
leaders, a calculation of the benefits and costs that would result from changes in rules and
behaviours, and belief ité ability to muster adequate support to overcome resistance to
reforms. o0 This definition from political s

in the OB literature.

In summary, both OB and political science theorists recognise thatglohll is likely
multifaceted. While most empirical work has focused on the dispositional predictors of
political activity (e.g., values, needs for power or achievement, intrinsic motivation), there is
growing recognition that social cognition is alsgpiortant for political motivation. OB

literature has identified attitudes, risk and prudence as potential forms of, or buffers for

political motivation. Political science has begun to appreciate that the way in which

W

policymakers assess their environmemtt di ct at e whet her they perc

(Kpundeh & Dininio, 2006) for political activity. This thesis, therefore, takes a social
cognitive perspective on political will. Drawing on attribution theory, discussed in section
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2.5, the researcmawers calls for more research on how individuals interpret their
environment (Hochwarter, Rosen, Ferris, Ejaz & Maher, 2020) by examining the causal
reasoning underlying discrete political events. In doing so this thesis extends theorising about

how envionment, context and positionality are important for political motivation.

2.4 The Content of Political Will

After reviewing theconstructof political will, this next section will review the research into
the contentof political will, investigating why people may engage in political behaviour.
There is a lack of agreement into the content and dimensionality of political will both within
disciplines and across disciplines, which is represented by the disparity in the various
dimensions outlined in Table 2.2. The following section will examine these models in turn,
first examining research in political science before moving onto contempbehayes in the

OB literature.

Table 2.2: The Dimensions of Political Will

Author Year Field Dimensions

(1) Domestic origin of initiative

(2) High degree of analysis

(3) High degree of participation
Kpundeh & Political (4) Inclusion of prevention, education,

e 2006 : :

Dinino Science sanctions

(5) Dedication of adequate resources

(6) Objective monitoring and evaluatior

(1) Origin of initiative

(2) Comprehension and extent of
Ankamah & 2017 Political analysis
Khoda science (3) Credible sanctions

(4) Resource dedication and sustenanc
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(1) Instrumental

(2) Relational
Treadway 2012 Management (3) Concern for self
(4) Concern for others
(5) Risk
(1) Functional

Doldor AU Management (2) Ethical
2017 ;
(3) Emotional
(1) Selfserving
Kapoutsis 2017 Management (2) Benevolent

As noted previously, in political science, political will is generally regarded more in its
absence than its presence (Hammergren, 1998). For example, within policy discourse,
Persson and Sjostedt (2012) suggest that the literature resorts to retrospiacpiNgtic
arguments that leaders who fail to achieve the goals they stated, in fact, never had political
will to begin with. Further, Thompson et al. (2020) recognise that a lack of political will is a
perpetrator of poorly performing ethics initiativ@ben considering legislators and

corruption. Yet despite many studies in political science assessing political will by its

absence, several attempts have been made to outline its dimensions.

Political will has often been a central theme in the studyudfing corruption. Kpundeh and
Dininio (2006) suggested six indicators can serve as demonstrations of political will in this
context. These were (fpmestic origin of initiativedo the key decisiemakers perceive
corruption as an issue or are they pamfluenced to perceive it as an issueh(@h degree of
analysis does the regime understand the complexities of the corruption issugh(3¢vel of
participation have the key decision makers adapted a strategy which includes multiple key
stakeholdes (4)inclusion of preventiareducation and sanctiorgve the regime considered

others methods other than punishment as this has been seen as ineffedadecéipn of
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adequate resourcebave the key decisiemakers formulated enough resources @d

objective monitoring and evaluatioare key decisiomakers open and accountable,

providing information of success or failure to the public? Further studies such as Ankamah

and Khoda (2017) have applied similar indicators; origin of the initiativepoehension and

extent of analysis, credible sanctions and resource dedication and sustenance to an empirical
study in Singapore and Bangladesh. Using political science outcomes measures such as the
Transparency I nternat i onamdngssoth€rs the papertfaurmdn Per ¢
t hat political will does hascorauptipnoeHorts i ve i nf |l
Although suggesting that political will alone may not be sufficient, it was a necessary

condition to fight corruption.

Although thedimensions of political will within Kpundeh and Dininio (2006) and Ankamah

and Khoda (2017) do consider personal processes, such as attitudes (i.e., whether corruption

is a concern), knowledge (i.e., of corruption and its interventions), intentionsdtteng a

strategy) and selflegulatory mechanisms (i.e., monitoring and evaluation), they focus

primarily on the steps a leader needs to take to successfully engage in activities that might

curb corruption for the collective. In doing so, thiswork aligner e wi t h a | eader ¢
efficacy for leading collective political activity (in regimes, countries or societies). It does not
consi der t he persahalmotivdtions or théiraemsbmng Brdwanting to curb

corruption, which is problemiatand marks a distinction between the management literature,

which has given greater focus to individuals

The management literature on political will is built upon the characterisation by Mintzberg

(1983, 1985pf the organisation as a political arena, and his assertion that members had to be
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both politically skilled and politically willed in order to be successful. The political games,
presented in Table 2.3, that can be enacted within organisations displayderanging
political activities can be; they penetrate all divisions within organisations. For Mintzberg,
politics involves actors from all elements of the organisation, from chief executives to line
managers, to unskilled operators, whereby all thedigiduals have the opportunity to negate
traditional power structures. Mintzberg also went on to outline the reagwynsdividuals
play o6épolitical gamesd within organisations.
on organisational politi¢avill and included resisting authority, attempting to change the
organisation to building power. These rather aggressive motivations (e.g., to defeat rivals)
also reflect the perspective on organisational politics at the time as being Machiavellian and
divisive.

Table 2.3: Characteristics of the Political Games Played in Organisations

Relationship to
Power Game Main Players Reasons played other systems of
influence

Unskilled operators (in

large groups), lower leve To resist authority
Insurgency managers and sometime (or other legitimate

professionals (singly or power)

in small groups)

Antagonistic to
legitimate systems

To counter , .
Counter : . Coexistence with
Senior managers resistance to o
Insurgency . legitimate systems
authority
Any subordinate or :
2 To build power . .
. junior, usually managers : . Coexistent with
Sponsorship basa (with superiors : :
personal staff, or younge . authority or expertise
. or seniors)
professionals
. Substitutable for
Alliance . . "
o Line managers To build power base legitimate systems, o
building . : )
(with peers) else coexistent with
authority or expertise
Coexistent with
authority or expertise
Empire Line managers To build power base sometimes
building 9 (with subordinates) substititable for

legitimate systems
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To build power base Coexistent with

SRR Line managers (with resources) authority or expertise
To build power base : .
. . Coexistent with
. Operators and staff (with real o feigned i
Expertise - expertise, or
specialists knowledge and : .
, substitutable for it
skills)
Unskilled operators and To build power base : .
- : Coexistent with
. their managers (usually with : .
Lording : ; . authorily (or expertise
(sometimes authority, especially :
) : or ideology)
professionals) bureaucratic rules)

Coexistent with
authority for line,
antagonistic to it for

Line managers and staff
Line vs staff ~ analysts (sometimes To defeat rivals

support staff) staff
. Any alliances or empires : Substitutable for
Rival camps S : To defeat rivals "
usually in middle line legitimate systems
Whistle Usually lower level To effgct : Antagonistic to
: organisational "
Blowing operators or analysts legitimate system
change
Usually higher level line To effect o
, managers and/or staffer: o Antagonistic to
Young Turks : . organisational "
sometimes professional change legitimate systems

operators

Despite Mintzbergds t heor i-$980s,golitcal wilpwas nott i ¢ a |
picked up by OB researchers until the f2@0D0s with the empirical work discussed in

section 2.2. It was not until 2012 that Treadway sought to theoreticatiyneelthe concept

and clarify the époorly understood termbé at
p530). He developed a muttimensional framework of political will, known as the padlock

model, which proposed five dimensions: instrumentédtional, concern for self, concern

for others and risk (see Figure 2.2). The first four dimensions are considered to be
distinguished upon two axes: (1) target of concern which reflects the competing drives of
concern, that is, concern for self and conder others and (2) outcome, which incorporates

the instrumental or relational dimensions. These dimensions are explored below.

2This term stems from a political reform movement attempting a replacement of the Ottoman Empire by
progessive liberals. The term has since become synonymous with progressive members of organisations or
political parties which are seeking a radical reform of such institution.
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Figure 2.2: The Padlock Model of Political Will

Nature of the
Outcome

Instrumental

Relational

Focus
of
concem

The instrumentadlimension of political will suggests that individuals are-gekrested

actors; how they behave is shaped solely by a need to please their own goals and desires. This
is akin to the majority of the organisational political literature, which consideitgabl

actors to be selhterested and sethotivated. Treadway (2012) proposed this dimension is

linked to needs for power (i.e., to gain influence and control), achievement (i.e., to seek
mastery over environment) and intrinsic motivation (i.e., needdmpetence and

relatedness). He also proposed that it links to social exchange theory because while

individuals will seek the maximisation of personal benefit, reciprocity will oblige individuals

to seek a balance.

The relational dimension in the framesk acknowledges the importance of the relationships

empl oyees f or m wictworkdrshcempany, Gr metwork of precarsors $o,
political behaviouro (Treadway, 2012, p539),
nature of the instruemtal dimension. This dimension emphasises that relationships carry

meaning by producing internal definitions of self and signalling one's character and
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reputation to others. Thus, the relational dimension is an essential aspect of political will

becausetirecognises the power of relationships to mould political behaviour.

The 6concern for selfd di mension concentrate
political behaviours. Treadway (2012) proposed this dimension is linked tessedm and

sesirenhancement, defined as fithe desire or obs
extension oned6s actions, traits, and attitud

p374) and argued they are driving forces for the acquisition of powenfnenice.

The 6concern for othersdé dimension is argued
that can benefit others, yet importantly, it is not merely an altruistic motive. Treadway (2012)
acknowledges that this dimension is similarto McCleliasd 6 soci al i sed power
which can be described as the motivation to gain power for the benefit or improvement of

others and is theoretically linked to organisational citizenship behaviours, such as civil virtue
(Graham & Van Dyne, 2006) and Elfers concept of | eader politic
2014; 2016). The concern for others dimension mirrors the political science literature on

political will: It suggests that political will is aimed at the benefit of others; in the political

science disgline, political will is the execution of the power to bring about a change for

good. However, the difference is that Treadway positions it at the individitiaér than

grouplevel, whereas political science conceptualises political will as multiplel&eigion

makers who are bound together and are driven for this communal betterment.

As discussed in section 2.3, the Personal Risk dimension highlights a cognitive regulator of

political behaviour. The dimension suggests individuals appraise their ability and situations to
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determine the level of risk, or potential for negative persorntabawes, associated with
political behaviour. Therefore, risk is proposed as a critical regulatory buffer when

individuals consider acting politically.

2.4.1 The Political Will Scale

To provide an empirical test of the padlock model, Kapoutsis et dl7)2&veloped a

Political Will Scale (PWS) similarly to the Political Skill Inventory (PSI: Ferris et al., 2005).
The authors took the five di-dmemsienaldrameworkr o m
and used them to guide item generation. The scakla@went was achieved through a
guantitative, crossational and multsample investigation from Undergraduates in America,
alumni in Greece to employees in the transport industry. They found thatfadieo

structure fits the data best when conductifigctor analysis followed by confirmatory factor
analysis. They labelled the two dimensions asssiving and benevolent. These two
dimensions incorporate the previous five, as shown in Figure 2.3. Notably, the authors argue
that political will should bereated as an affective state, whereby individuals have stable and
dominant drivers of political will but are also heavily influenced by situational

characteristics, highlighting the importance of social cognition.
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Figure 2.3: Treadway to Kapoutsis Model of Political Will

@

Y |

Self-serving political Benevolent political
will will

Concern for
others

Concern for
self

Theselfiser vi ng di mensi on encompasses the o6instr
of Treadwayods (2012) framework. This di mensi
seeking instrumental gain. When validating the scale, the authors found this dimension was
closely associated with McClellandds need fo
related to the need for affiliation and only partially related to intringitwation. The

benevolent dimension captures a motivation to pursue the common or collective good.

Kapoutsis et al. (2017) states that their data supports the assertion that political behaviour

may be described as sslicrificing, where the individual Isoking to improve the position

of others or the group. The researchers found this dimension was closely associated with the

need for affiliation and intrinsic motivation but not related to the need for power and only

marginally related to the need for aement.
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This measure is an important development for the political will literature; it has brought some
muchneeded empirical validation to the political will construct within management. It has
also attempted to provide a holistic view of the contétit® motivation to engage in

political behaviour, incorporating both sskirving and benevolent dimensions, building on
recent theoretical and empirical research that shows politics can be used to increase team
cohesion, and provide resources for othatiser than for merely sedierving gains (Ellen,

2013).

However, there has been controversy regarding the notion of benevolent political will

proposed by Kapoutsis et al. (2017) as the authors provide conflicting definitions of this

dimension. Initidly , t hey descri be political will as
of both selfserving andiltruistic motives (2017, p2254), alongsi de
Asupported two emer ge ndervihghtleatmeflectthelovearcingo | ent a
t hemes of Treadwaydés wor k: t avinggnaddelf t i cal be
sacrificingo (2017, p2274). They -bmaded o treat
p h e n 0 me n-gerving isiagype of sefbcused motivation, while benesit is a type of

other and organisatioh ocused moti vationo (2017, p2273).
benevolence is related to reciprocity: nBene
tactics [than selberving] that benefit the target oflirence (e.g., reasonably explaining an

argument, showing facts or data, exchanging benefitbaitding reciprocity beyond mere
ingratiationo (2017, p2274). This was furthe
that two of the benevolentitefisi when | am ri ght , I am willing

would use political tactics to i mprove my wo
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potentially unrelated to benevolence toward others. Blickle et al. (2018) also challenged the
relationslip between benevolence and altruism, and in their study, they found no link
between the two. It is also unclear how exclusive the dimensions are: Can someone be
motivated by selserving and benevolent dimensions simultaneously? Therefore, despite the
assetion from Kapoutsis et al. (2017) that individuals can havessaifing or benevolent
motives, there is debate about how the dimensions work together and the altruistic-and self

sacrificing nature of benevolent political will

2.4.2 AttitudinalDimensions

In contrast to the majority of the political will research, which is positivist and quantitative,

Doldor (2013, 2017) draws on qualitative interviews to outline three dimensions to political

will; functional ethical and emotional. Within theatitudinal dimensions, functional refers

to beliefs of outcomes (functional or dysfunctional), ethical refers to moral aspects (right or
wrong), and emotional refers to affective experience such as frustrating or interesting.

Examining political will thraugh the lens of gender in organisations, Doldor found that
womands experience in politics was fundament
particularly because of masculine organisational cultures. For example, when it comes to the
functional onsiderations, some women engaged in masculine political practices for increased
personal visibility, networking opportunities and coalition forming for functional benefits.

When considering the ethical attitudinal dimensions, women differed from the&r mal
counterparts by discussing politicsd victi mi
dimension of emotion saw differences regarding gender as some women found political
engagement as emotionally draining because of the perceived masculine norms af politic

activity.
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Following the significant development of the attitudinal dimensions, Doldor (2017) explored
political skill and will's political maturation through sestructured interviews with 38

leaders within two global organisations. This was achiéyeoreaking down the sample by
seniority, assessed via the participantdés j o
levels. These levels consisted of junior leaders (emerging leaders with team/project

management responsibility), raielvel leaders (with department/programme management
responsibility) and senior leaders (established leaders with division/country or global

responsibilities).

Focusing on the political maturation of political will, Doldor (20bu)ldsa threestage

model. Stag one is Naivete and Discovery, where individuals move from obliviousness to a
basic understanding of the political arena. This stage is marked by attitudes of political
behaviour being driven by saliterest, unlikely to produce positive outcomes aralra |
willingness to engage in politics. Stage two is Coping and Endurance, where individuals start
to accept politics as enduring in organisations, start to consider politics as more functional
and individuals meet politics with ambivalence: Politics is seefunctional and

dysfunctional, right and/or wrong, pleasant and/or stressful. Stage three is Leveraging and
Proficiency, where individuals are political in a pragmatic and emotionally detached manner

and see politics as important for leadership.

| mportantl vy, Dol dords qualitative investigat
will literature: (1) the way in which individuals perceive politics is very likely to influence
their motivations to engage in politics. If individuals develojiuates that suggest politics is

dysfunctional or unethical, they may be less likely to be involved in political situations. (2)
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political wild.l is |likely to develop/ mature o
are likely to adapt and matutteeir motivation, given more knowledge and experience within

the system of politics in organisations. From this perspective, the environmental process is

i mportant for individualsdé political will. H
individuas 6 | i ved political experienceservinpol dor 6s
act and does not acknowledge the benevolent or collective nature of political will. This

leaves open various vital questions, such as do people become moreAsss/selfor

more/less benevolent over time?

In summary, both political science and OB have made moves to explain the content of

political will. Political science has focused on the steps individuals need to take to achieve
political change and focusesfarles®#s i ndi vi dual sé personal mot i
|l iterature has presented three key model s of
Padlock model, Kapoutsis et al. (2017)#va ct or pol i ti cal will scal
2017) attitudinal dimesions. Despite these recent advancements, the content of political will
remains contested in terms of the number and nature of dimensions, and whether benevolent
political will is selfless or reciprocal. Current theory also falls short of identifyingrg m
comprehensive range of factors that may i nf]l
political behaviour, such as perceptions of power, the context they find themselves within,

their perception of the organisational culture, their position witheir hierarchy of the

organisation, their mental representation of the reputation they have with colleagues or a

more nuanced understanding of the evaluation of risk individuals undertake. The inductive
qualitative stance taken in this thesis addregsesetissues. Using qualitative interviews with

political workers from three different levels of seniority, the current research gains insights

from interviewees about how their perceptions of the environment, seniority and power shape
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their political motives. In doing so this research identifies a more nuanced set of dimensions
of political will in political work outlinedwithin ChapterstA and4B. In order to make this

contribution, the current research draws on attribution theory as a theoretical fratnewo
2.5 Attribution Theory and Political Will

According to attribution theory, individuals engage in a sensemaking process when

encountering novel, surprising or threatening events (i.e., political activity). During this

process of sensemaking, individeigroduce causal attributions which refer to explanations

we make concerning the behaviour of ourselves, the behaviour of others, or even the events

we observe or hear about. In this thesis, at
a causatelationship where the speaker implies that a specific outcome (for example, |

developed my network) is a consequence of a particular cause (for example, because | wanted
to | earn mor e a b(8ilvester, 2004, 231) Thesenare seievaid atiticad

activity because they concern ambiguous and surprising events, which politics in the

wor kpl ace often is, with multiple different

motivations.

Attributions are important for motivation because thesehexplanations individuals make

about their experiences help channel motivation to engage in similar activity in the future.

This i s the ba s i(1885)ptiriutnnaktieeorypof motvatiom whictd s

suggests that the causal attributionsindi dual s make for their or o
failures affect future motivation and behavi
proposed that causal explanations reflect a number of dimensions which have psychological
consequenced-or examplethe locus of causality dimension refers to the perception of the

individual that the outcome was caused by their own actions. An internal attribution would
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mean the individual believes the self was the cause of the outcome, an external would

indicate thendividual attributes environmental characteristics to the outcome. The locus,
therefore, has psychological consequences such as an influenceestesati or pride. The

stability dimension refers to whether individuals perceive the cause of the outcbene to

stable over time or changeable and has psychological outcomes such as future hope or future
hopel essness. Lastly, the controllability di
around the control they had over the outcome, and this can have lpgycdélacconsequences

such as feelings of shame and guilt. Therefore, the attributions individuals make when
encountering novel and surprising events (i.e., like engaging in political activity) can have

future motivational and behavioural consequences.

Inl i ne with Weinerdés attributional theory of
(Westaby, 2005) proposes that the causal explanations or reasoning individuals make for their
behaviour | ink peoplesd bel i ef sgestsithattcausale s, i n
attributions, or reasons for political actiywv
intentions to engage in political activity and future political behaviour. It is therefore

proposed in this thesis that political will is a cdiye and motivational process where

attributions represent political reasoning or motivation and are more proximal to political

activity than more stable values, or political will as conceptualised by Kapoutsis et al. (2017)

and Treadway (2012) but are realistal than intentions.

Existing research recognises the importance of attributions with research from scholars such
as Martinko, Gundlach & Douglas (2002) proposing the importance of attributions in

behaviours closely related to workplace politicsthieir paper, they proposed that the
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attributions individuals make concerning workplace events are a primary factor in motivating

both the emotions and behaviours that result in counterproductive workplace behaviours. For
example, in their model, they praged that individuals making internal/stable attributions

can |l ead to guilt adestshamei aad chemtedoprods
such as absenteeism, passivity and lower performance. Other research has recognised the
importance of attribtions for leadership with scholars suchvasCormick and Martinko

(2004)who proposed that the causal reasoning processes that leaders go through affect the
perceptions of goals, sedff f i cacy and | eadership task schert
selectio of strategies and therefore the enactment of behaviours. Furthermore, within the

political work context, Silvester and Wyatt (2018) suggest causal reasoning provides insight

into how individuals interpret the political landscaptare recently, Wyatt edl. (2022)

found causal reasoning for workplace politics events impacted the development of

empl oyeesd political scripts or mental schen

Therefore, this thesis adopts attribution theory as a theoretical framtsmamkover the
causal reasonings of individualsdé political

social cognitive process of political motivation.
2.6 Summary of the Literature

In summary, the majority of the literature on organizational pslignds to view politics as
either negative or neutral. One dominant strand focuses on the perceptions of organizational
politics, conceptualizing it as a séfiterested and detrimental phenomenon. This strand
employs a quantitative methodology, usatp-item POPS scale to assess the negative
outcomes of politics, such as decreased job satisfaction or turnover interv@Rtiean,

Levy & Hall, 2006 Chang, Rosen & Levy, 2009Another strand also utilizes a quantitative
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approach, using an digem scaldo evaluate the political skill of actors. This strand treats
politics as a neutral activity, and research has shown that political skills can lead to positive
outcomes such as training and career suddestd, Harris, Harris & Wheeler, 200Riu,

Ferris Xu, Weitz & Perrewe, 2034While most literature on orgasaitional politics views it
negatively or neutrally, some contemporary research recognizes the potential positives of
political behaviar. For example, leader political support the@&Ellen, 2017)suggests that
leaders use politicddehaviourdor the benefit of their followers. This highlights the need for

a more nuanced understanding of the role of politics in csgammal settingshrough a more

diverse range of research methods

Additionally, whilst empirical attention within OP has been focused on the political climate
and skill of the actor, the motivation to engage in organisational politics, whilst considered
equally vital forforty years (Mintzberg, 1983)asreceivedittl e attention. Plagued by
competing definitions from OB, political science and broader society, there are scholarly
disputes whethggolitical will is a collective phenomenon or an individual one. The
predominant view within political science is that poétiavill at the individual level is not a
valuable avenue for research because individuals will need a collective base of support to
influence the political arenas that political scientists investigate, politicians. Yet, the OB
literature has demonstratduktutility of an individual focugTreadway, 2012; Kapoutsis et

al. 2017)in how employees select political tactics and develop political motivation over time
(Doldor, 2017)and these factors are equally important for ofbesed workers and

politicians. It is therefore argued in this thesis that an individaaél perspective on

political will is important for understanding the complexities of political wdiks empirical
focusis theoretically important because not only does this grow the manageareimg

from politics which has been found to be fruitful (Silvester, 2008; Weinberg, 2021) it also
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looks beyond the traditional organisational conceptualisation of power and explains how
power guides political will in a management context (officers)goiidical will in a political
context (councillors). This means that this thesis offers power as an explanation of why

political will may be different in two disciplines.

The content of political will is also contested in the literature. Political seieanstruct

treats political will as inherently beneficial; it is concerned with the collective good and is
rarely selfserving. However, within the management literature, it is predominately self
serving. The goal of o nselfsiideed, there d@reisonael wi | |
benevolent motivations to be political. However, questions are raised over whether political
will can genuinely be altruistic alongside the question of what benevolent political will truly
is (Blickle, 2018). With multiple framworks outlining different dimensions, greater clarity is
required to understand the content of political WiHis thesis, ergo, takes an inductive and
phenomenological stance through qualitative interviews to further our understanding of the
content ofpolitical will. Such an approach was highlighted by Doldor (2017) as a fruitful
avenue to provide insights however, this research considered motivation for a wide range of

political activity, rather than focusing on the ss&dfrving element of politics atork.

The nature of political will as a construct is also debated. Most empirical research in OB has
treated it as dispositional and trake and used proxies such as Machiavellianism in
measurement models. More recently theorists (Treadway, 2012ptepa@sed it remains

stable but maybe malleable over time. Work on political will as a collection of attitudes has

also suggested it is a construct that matures over time (Doldor, 2017). The literature also
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points to but has not empirically explored, thgpartance of social cognition in political will.

Concepts such as risk and political prudence demonstrate how the wider context, positionality
and power may be i mportant for tThesthasis,vel op me
extends this line ohiquiry by advancing a social cognitive perspective on political will.

Through the use of attribution theory, examining the causes of political activity and thus

identifying the causal reasoning i.e. the why of political activity, demonstrating that the
environment, the contextuality and the positionality are essential for political motivation.

Therefore, indicating that the construct may be more of a social cognitive process.

Despite power being a consistent descriptor within osgéinnalpolitics, it is rarely studied

in conjunction with politics in empirical research. Although some research measures-the trait
like "need for power" as a dispositional proxy for the motivation to engage in politics
(McClelland, 1961; Shaugnessy et al., 20power remains largely absent from empirical
inquiry within organgational politics. This is surprising, given tf@P and power are closely
intertwined (Mintzberg, 1985). In order to address this gap in the literature, this thesis
examines the impact piower on political will through an analysis of qualitative interviews.
The research identifies social cognitive representations of power, known as "power mental
models," which demonstrate how power can influence political will by either shaping or

constraning individuals' motivations.

As a result, this thesis addresses two research questions. The first research question is: 'What
are the dimensions of political will in political work?' To answer this question, a template

analysis is applied. Additionallyhe extracted attributions are used as a basis for power
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mental models, which are used to answer the second research question: 'How does power

impact political will?'

In conclusion, this chapter has introduced the organisational political literaturigswitio

main branches of perceptions of organisational politics and political skill which have

different perspectives into the connotations of political behaviour. The former takes a
negative and selerving view, whereas political skill takes a neut@iception. Given this,

this thesis argues that the political work space can challenge these assumptions given politics
in this environment is often considered legitimate. The chapter has outlined the construct and
content of political will, inspecting hothe construct has often been treated as dispositional

and the content is ambiguous and lacks clarity and therefore argues that a social cognitive
perspective can be useful to develop a more nuanced understanding of political will, aided by
attributionth@ r y, t hi s t he s i sThedhdperaconeludedbyasumnfansiagne wo r
the extant literature and outlining the contributions that this doctoral thesis makes to the

extant literature discussed.

The next chapter of this thesis, consequently, outhio@sthe empirical studies within this

thesis were established to addresditiseresearch questions (RQ1) What are the dimensions

of political will in political work Within this chapter, the dominant paradigms within existing
research are considered whilst shedding light on the philosophical perspectives underpinning

themethodolog that comprissthis thesis.
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Chapter 3 : Methodology

This chapter introduces the epistemolagjend methodological considerations of this

research. First, the chapter provides an overview of research paradigms and their relevance
for this research. The chapter outlines how the organisational politics literature has been
dominated by positivist epiemology and introduces the important role of phenomenological
enquiry to examine how individuals interpret the political arena. It is argued that a
phenomenological perspective is informative for studies guided by social cognitive theory
because both erhpsise how individuals interpret personal, environmental and behavioural
cues. Second, the chapter outlines the methodology, introducing the empirical focus of the
political work research context: officers and councillors of a local council. Third aalty/fin

the chapter outlines the analyses undertaken within this thesis, displaying the

phenomenological linkages between the attribubiased template analysis in Chapter 4.

3.1 Research Philosophy

When conducting research, thimmtralcomponents need align to form a comprehensive
exploration ontology, epistemologynd methodologyOntologyis one of the oldest

branches of philosophy which dates back to Aristathel it refers to the study of being, that

is, of what exists or indeed, does notséxn essencgt is looking at the nature and structure

of reality (Guaring Obecle, Stagl2009).Epistemologyhowever, looks at the nature of

knowledge, what form does knowledge taded how is this knowledge validated? The

central features ofepisteo | ogy are questions such as fAWhat
we, infactk now? o0, ACan we be sure that wWeWithave an
many branches of philosophy, there is no correct answer to these quebfferent

branches of philsophical thought will approach them differently. Lasthgthodologyefers
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to the appropriate methods for acquiring knowledge, which should align with the
epistemology discussed previously. The methodology becomes a set of rules and procedures

which resarchers do or should follow (Godfr&mith, 2003).

The branches of philosophy within social science often range from positivist to interpretivist
with otherbranches such as critical realism (Archer, Bhaskar & Collier, 2013), pragmatis
(Jame, 2020 and postmoderism (Boyne & Rattansi, 2017 This section will concentrate on
the two dominant strands of positivist and interpretiergjuiry. These two strands vary

based on their ontological, epistemological and thus their methodological beliefs3Table
displays the differences in these regaadd outlines how the theoretical framework, i.e.

social cognitive and attribution theory in this thesigps onto these perspectives and beliefs
Furthermore, otologically, positivists believe in andependent, objective reality which
researchers should seek to uncover and observe. Interprdialistge that realities only exist

in the form of meanings, interpretatioasd constructions created by individudltus,the

world andthereality we eyperienceare always interpreted

The ontological assumptions of the branch of philosophy a researcher positions themselves

with should lead directly to epistemology and methodology. For positivists, epistemology is
centrally concerned with creating generalisable;lige/ regularities through objective

observations of the social world. This is typically achieved methodologically through large

sample sizes and quantitative methodologies. For interpretivists, epistgnmokentrally
concerned with individual s meaevangingls and t hu
idiographic cases afleelpfulto researchers because single interpretations of the world

contain rich, insightful datal' hese two branches of philosgpélongside the theoretical

74



perspectives adopted in the current research are outlined in Table 3.1. As will become
apparent in the next section, the previous literature within the fields of organisational politics
and political will has primarily adoptedpmsitivist epistemology. This thesis argues that to
advance the literature on political motivation, inductive research is necessary to explore the

interpretation of political workers.
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Table 3.1: Overview of Key Philosophical Perspectives

Positivist

Interpretivist

Phenomenology

ISocial Cognitive Theory

IAttribution theory

Ontology

IThe real social world can be discovered
lexists within an independent domain.

For science to observe thiglependent,
discoverable world, one must objectively|
luse observations and measurements.

Humans do not have direct
laccess to the external (real)
world.

Reality is in the form of
meanings and constructions|
is subjective and constructe
by humans.

IThe world humans experien
is interpreted.

Reject the concepts of objective research and inste
seek to explore the person and human behaviour. T|

Bandura (1989%)social cognitive theosts
stipulate we learn through our own experien

individuals reflect the society in which they live withiand observing the behaviour of others.

Humans then are central to the theory, and |
lown agency is an important underlying

lassumption.

Researchers take a predominantly positivist approach,
ndicatingthey seek an independent, discoverable domain|

[Some researchers take an interpretivist stance, using
qualitative data to interpret the experience of individuals.

Epistemology

Based on objectivism. Science should b

aluefree, whereby theesearcher is
separated, detached, impartial. Knowled
should be gained through observations ¢
Imeasurements.

[Theories are produced and confirmed
through falsification or induction.

Knowledge is subjective; we|
can only accg§
meanings anchierpretations
jof the world.

Knowledge or the truth is
icentrally based on the
jauthenticity of interpretation

Phenomenology seeks to formulate a condition to
objectively study things that are normally regarded §

IAs a branch of psychology, this ispfgally
positivist; however, it can be approached wil

subjective; it seeks to be ssientific as possible in its jan interpretivist perspective.

approach.

There is divergence. Husserl believed researchers §
seek to establish and t
essences. 6 The foundati
essence of phenomena.

Heidegger, however, diffefa his epistemological
approach, whereby instead of description, research
should be entirely interpretivist. Interpretation is not
something a researcher
integral aspect of their research.

[Traditionally this has been positivist, treating causal
lattributions as private and internal phenomena, and thus
researchers have advocated a quantitative approach.

However, (Silvester 2004ighlighted attribution theory car|
stem from an interpretivist perspective that considers lang
land communication as a dynamic and creative process.

Methodology

Based on statistical, quantitative method|

ith large samplsizes, seeking
generalisable statistics and mathematicg|
Imodels from the data.

Inductive, qualitative methoc
ith small sample sizes.

Hermeneutic observations a
lconcerned with understandij
loften based on interpretatiol
jor dialogue.

Qualitative. They are often either descriptive
methodologies if stemming from the work of Husser|

ISocial cognitive methodologies are often
lquantitative in their approach because they

interpretative if stemming from the work of Heideggqusually stem fom the field of psychology.

IQualitative elicitation oPower mental models
(see chapter 5pre an example of social
lcognitive methodologies. Underlying
lassumptions of power mental models stems|
from social cognitive theory.

[Traditionally this has been qu#ative, using questionnaires
land behavioural vignettes.

However, when advocating an interpretivist position,
researchers have used qualitative methods such as the L
IAttributional Coding System (LACS).

8 Bandura, A. (1989). Human agency in social cognitive thekmerican psychologt, 44(9), 1175.
4 Silvester, J. (2004). Attributional coding. In C. Cassell, & G. Symon (Bgssgntial guide to qualitative methods in organizational resegmgh228241). SAGE Publications Ltd
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3.1.1 Dominant Paradigms in Organisational Politics

To ensure that this thesis is positioned in an intellectually comprehensible ptaaner
ontological and epistemological positions of previous research are important to consider, so
the positives and limitations of the extant literature are reflected in the methodological
choices of this thesiFhere is a preference for positivist, quaative studies within the
organisational political fieldoroducinggeneralisable and lalikke regularities. This positivist
approachs epitomised byjuestionnaires and largeale studies that produgeasurement
scaleghatcan be used for future reselers to continue the positivist and quantitative
investigation into th@arious politicalconstructsFor examplepver 1,824 studies into the
political skill construct (Munyort al.,2015) are overwhelmingly positivist and

guantitatively based. The size of this research field can largely be explained by the
proliferation of thePolitical Skill Inventory, an 18tem scale developed by Ferris et al.
(2005).Likewise, when considering perceptic o f or gani sati onal pol it
scale (Kacmar & Ferris, 1991) has dominated enquiry. For political motivation, Kapoutsis et
al. (2017) developed aniem scale of political will, which was an attempt to accelerate the
literature concerninthe construct, again encouraging researchers to follow the positivist
tradition and use the scale for future studies. Lastly, although there is no unifying definition
and thus no agreagbon measure of political behaviour (Ferris et al., 2019),-desixscale

has been commonly used to measure individual political activity (Treadway et al., 2005).
Therefore, the current literature is dominated by quantitative methodologies, albeit, there are
a handful of qualitative papers that examine organisationdgigsalBuchanan 1999, Doldor,

2017; Wyatt & Silvester, 2018; Wyatt et al, 2022).
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There arenanyadvantages to the positivist quantitative methods that dominate

organisational politics. For example, researchers can producestalgestudies with large

sanple sizes that can produce generalisable results, sometimes on a representative basis.
Additionally, the role of the researcher is fundamentally different. Researchers are

independent and distant from the participaetkingobjective statistically basetesults

without the researchersé suppodendverhto as on t h
advance the literature into the concept of political, albpting a different methodological

choice can be a useful toahsteadf continuing the consertige positivist approach,

investigating minor variations of theoretical models (Cassell & Symon, 2004). An

interpretivist, qualitativenethodologyto political will can offer innovative, creative and

insightful researctihat can underline a critical eye enistingliterature When wanting to

establish the dimensions of political will in political work (Research Question 1), using a
guantitative methodology seeking objective knowledge with the researcher at a distance, only
serves to confirm existing thedieal models. However, advocating for qualitative methods

with a phenomenol ogical perspective, this st
meanings and constructions related to their motivation to engage in political activity. The

following sectionwill outline the epistemology and methodology of the research within this

thesis, starting witlthe inductivephenomenology and then how this relates to social

cognitive theory and attributional theory in the current research.

3.1.2Induction & Phenomemlogy

Whereas deductive analysis focuses on confirming data consistency with existing
assumptions, theories, or hypotheses.; inductive analysis interprets raw data to uncover

underlying themes, enabling theory to emerge organically, unrestricted bytideduc
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methodologiegThomas, 2006)This approach is essential in investigating political will due

to the contested nature of the construct and its content, necessitating the need to go back at
this early stage of theoretical development and inductivelgrgés concepts and themes.

This approach aligns particularly well with phenomenology, as both aim to observe and
uncover underlying themes from raw data. Phenomendiogiever as will become evident,

specifically focuses on explicitly describing tiheed experience of individuals.

Phenomenology is @emplexphilosophical movement to define or outline because it has

several themes. Philosophers who have adopted phenomenological positions have diverse
interests, a different understanding of issued,iaterpretations of the method within
phenomenology. At its broadest, one could po
doing phil os o3 dywherepyMite ateempt is td stu@ly phenomérat is,
Aanything that appeassitassemepemeé einm etdoh € iGi | |
of phenomenology such as Husserl and later Heidegger wanted to ensure philosophical

enquiry wasnvestigatingthe lived experience, exploring the life of the living human subject.
Phenomenology (particulstrfor Husserl) was to carefully describe things as they appear to

the conscious mind of the human subjétdwever, phenomenology does have several

themes, with the most significant disparity between Husserl, who advanced a descriptive

account and Heidegg suggesting an interpretivist approach to phenomenology.

Husserl is considered the founder of the phenomenological movement; he sought an
alternative to traditional methods used by the natural sciences. Instead of the objective reality
that natural scieces seek to outline, Husserl posited trdy our experience of the world,
our subjective human experienteknowable. His worlaimsto describe phenomena and

thus informs descriptive phenomenological methodologies, where researchers seek to
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describelie essence of experiences. This descriptive method has been denetiord

Husserl believed researchers should seek transcendental redpesisiblythe most

controversial element of his approach. Husserl believed researchers should seek to suspend

their assumptions concerning the phenont@mtwauseesearch requires an epoche or

bracketing.The phenomenologist becomes free from everyday assumptions within the

epocheand disconnected from everyday life (Gill, 2014). Followiimig reduction, the

resea cher shoul d seek t oeverchangirgftamredaadsssuetarese s 6 wh
of phenomena andescribe these essences as precisely as possible. These essences for

Husserl are théoundation of knowledgé& his assumption of the epoche has gathere

substantial criticism and marks a distinct difference between Husserl and Heidegger.

Hei degger devel oped an al ter naly,jadvaatilg@andHus s er
inspiring an interpretive or hermeneutic phenomenological methodology. Herdegected

components of Husserlian phenomenology (Moran, 2000, p.20), particularly in his seminal

treatise Being and Tim@ 962) Instead of the epoche, which Heidegger criticised as

somet hing that was not possi bénemehotngyasthbai ev e,
science of the being of entittko nt ol ogy o ( Hei degger, 1996, p. <
Hei degger s phenomenol ogy mar ked adonthei st emo
Dasein, i.e., thbuman experience of beingorHeidegger, human beings are inseparable

from the world we live in and exist. Our relationship to the world is interpretive and

relatioral, suggesting that we are always within a contixhis is the case, we must

consider el ement slturs, histdry, amdlanguage asweveryanalives i a ¢
culturally and historically conditioned environment. To explore this, Heidegger posited that

interpretation is centrait is not a choicginterpretationis essential for researchers
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Thisthesishildsu pon Hei degger 6s p heof mterpretadidnogi c al per
alongside social cognitive theory and attribution analysis and thus adopts a qualitative

met hodol ogy to explore individual soé politica
explore tle conscious experience of the individual. This links to social cognitive theory as the
underlying assumption of social cognitive theory is thatigency of the individual stems

from individual sd6 interpretati oaprocesses.tnhei r e
addition, the attributional analysis identifies a form of social cognition by eliciting the causal
explanations individuals make concerning a particular phenomenon using either a positivist

or interpretivist epistemological position. Thiesis, as explained in the following section,

adopts the latter.

3.1.3 Social Cognitive Theory and Attributions

As discussed in section chapter 2 section 2.3, social cognitive theory posits triadic reciprocal
causation (Bandura, 198@hereby the person, the environment and the behaviour all interact

and affect one anotheé8cholars such as Gallagher (2012) and Zahavi (2011) have argued for

a phenomenological inquiry into social cognition on the basis that it helps to explain the full
diversity of personalevel cognition. Thus, an examination into the reasoning and conscious
experience of the individual is essential when evaluating how individuals make sense of their
social environmentStemming from a social cognitive perspectivetigtautional theory

(Heider, 1958), whiclkevaluatediow individuals engage in a sensemaking process when they
come acrosasurprising, novelor perhaps threatening eveNbtably, t he o6f oundi ng
of attribution theory, Heidehuilt this theory upn phenomenological epistemological

assumptiongRogers2011).

81



The concept of attributions aligns with the work of Heider and Kelley, who posited that
individuals try to be rational and attempt to guide their actions through naive psychological
beliefs (Graham & Folkes, 1990). In essence, individuals search for tardbng), seeking to
comprehend why events occur and why other people acted in a certain way to seek what can
be described as mastery. This links well with phenomenological epistemology as attribution
theory is concerned with how people know things, and@menologyseeks to explore

individuals' conscious, lived experienaed thus their explanations for phenomena.

Traditionally, attributions have bestudiedfrom a positivist position because these

attributions have been conceptualised as internal,tprpfdenomena (Silvester, 2004).

Because of this assumption, attributtbeory hasadopted chieflya quantitative

methodology, using questionnaires and behavioural vignettes. The former has been the most
common method of investigationto causakttributionsand include the Attributional Style
Questionnaire (ASQ: Petersddemmel, Von Baeyer, Abramson, Metalsky & Seligman

1982) and the Occupational Attributional Style Questionnaire (OASQ: FurrBedka &

Brewin, 1992). These questionnaires require pgudicts to consider numerous hypothetical
events, identify the possible causes for these events and rate them on a satisalof
dimensions. However, this assumption that attributions are private, internal phenomena is not
conclusive Whenindividuals sek to make sense of the world to master their environment,
theyalso need to share their understanding to interact successfully with other people
(Silvester & Chapman, 1997) . |l ndeed, being a
communicate that sensaking process has been displayed as vital in organisations,
particularly incrisesor times of chang@Neick, 1988). In this public sense, these attributions
align more with an interpretivist epistemological focus, whereby language is treated as
dynamic ad creative. Attributions from this stance are terrnechmunicatedéittributions,
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which areessentiabecause they can persuade others to adopt this view of causal reality
Thus,other individuals learn different perspectives concerning the cause of enadritsety

have not observed themselves.

Therefore gualitative data can extract communicated attributiomduding interviews,
conversations, team meetings, speeches, company reports, letterngeamednails (Silvester,
2004). These attributions withen be able to uncover key insights into hodividualsmake
sense of their political environment and their causal motivations within the political arena.
The quantitative perspective of attributions does not seek to explareliieual's lived
experience, and respondents have little or no freedom to ithparknowledge, meaningy
relevance of the attribution to the researcher. The qualitative perspective of attributions,
however, allows for the interviewee to provide contextuality, their lived experience and thus
their meaning to the researcher, thitty a phenomenological epistemology and providing

a valuable way to investigate the research questions concerning the dimensions of political
will (RQ1) and the influence of individual so
Chapter 5). Thereforep taddress the research questions posed in this thesialitative
methodology is adopted to examine the attributions or motivational reasoning behind the

political activity. The methodology is outlined in the next section.

3.2 Methodology of the Current Research

This section introduces the participants, procedure and analyses taken to address the research
qguestions in this current research. Before examining the sampling strategy, it is first essential

to present the research context.
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3.2.1 The Polittal Work Research Context

This thesis is positioned within the politic
undertaken by elected or appointed individuals whose roles exist to deliver, support or

influence democratic government within localfioaal and international legislatures (e.qg.,

MEPs, MPs, civil servants, parliamentary staff, local government officers), inter

governmental organisations (e.g., United Nations), orgaMernmental organisations

engaged in political advocacy, including bylists, member organisations and professional
bodies (e.g., I nternational Sports Federatio
field of work, management and organisational psychology have been largely absent from the
study of politicians aah political workers. Instead, they have left research to political

scientists who take a macro rather than a micro perspective on issues such as motivation and
behaviour. However, OB scholars could garner essential insights from the political work

space, Wich spans across most countries globally. For example, political behaviours are

critical for politicians and the ability to perform them successfully, i.e., political skill.

Gaining insights from individuals whose job it is to behave politically and whose

performance within their role is vital to their career success could further the literature into

OB6s study of political motivation and actiyv
insights to aid the development of the political work space. For egaimglding on a wealth

of management and leadership literature, organisational scholars can shed light on the micro

level behaviours of political leaders and guide how politicians may be developed to perform
successfully. Thus, OB scholars must exploeegtlitical work space and politicians for the

betterment of both.
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Where there have been contributions into the political workspace as discussed in chapter 1
section 1.3, research from industrial and organisational psychology has applied techniques to
corduct competency modelling on the role of politicians to establish shared mental models of
performance in political roles (Silvester et al., 2014). Other pieces of research have drawn
upon trait theory to find factors such as personality and cognitivéyabilpredict political
performance (Wyatt & Silvester, 2018). Researchers have also identified that work stress is a
salient concern for politicians, which may affect their performance in office (Weirnd@1Lg;

Flinders, Weinberg, Weinberg, Geddes & Kikiavski, 2018)

As well as politicians, political work also concerns those individuals whose roles exist to
deliver, support or influence democratic government within local, national and international
legislatures (Silvester et al., 2021). There has kapgmnficant management research in this
domain, particularly in a civil service context. For example, researchers have looked at
workplace diversity in the UK civil service and English local authorities (Andrews &
Ashworth, 2013; 2015), whereas other reskars have looked at the vital role the apolitical
civil service plays in intergovernmental relations in the case of adeesiution UK (Parry,
2012). However, rarely, do scholars look centrally at the political nature of the work. It is
even rarer thadgcholars seek to investigate both the padiitical component of political

work and the apolitical side; examining thaitical natureof both of these components is

near absent from academic inquiry.

It is likely that the lack of inquiry into the pboital nature of political work is at least partially
due to the difficulty of gaining access to politicians and other individuals inside of the

political work context. Politicians are pubtiacing individuals who are generally cautious
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around divulgingnformation to anyone that could be used against them. Simonton (1998),

for example, details how difficult it is to get access to politicians to understand their decision
making. This is in addition to another difficulty when seeking to gain access, in that

politicians are very busy individuals who work significant hours. Searing (1994) details the
years it took for him to conduct his research into political roles; the relationships he had to

build to gain access, the very early mornings, late eveningsuemneraus places up and

down the country he had to meet his potential interviewees at various locations such as
country homes, hallways or terraces. For many academics, such an ad hoc schedule is not
possible and far too expensive to consider. Additionaigthodologies have recently been
criticised for holding up critical time for
Kings College London and the London School of Economics was criticised across political
parties after sending fake emails to inigeste the link between voters and constituents

through an email experiment (Allegretti, 2021). When considering the civil service, similar
issues arise both within the national government and local government, particularly when
research haanynotiontot he O6pol i tical .6 It is a primary
individuals to remain apolitical and even when one talks through in detail that a study is not
breaching any of their required neutrality, the term is still one which can put members of the

civil service on edge which makes access difficult.

3.2.1.1 Local CouncilsDespite the challenges of recruiting political workers to interview,

the current research was conducted in the context of U.K. local governments, which comprise
political workers as public servants and politicians. Local councils are responsible for the
affairs of a town, county, or district inste
council 6 incorporates community, nesagehbour ho
umbrella. They are responsible for improving the voeling of their communities and seek to
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provide the best possible services for their region. These local councils are prevalent
throughout the U.K., where 398 principal councils consist of; 24tgaauncil$, 181

district council§ and 193 unitary councilslf one considers parish, town, community,
neighbourhood and village councils, approximately 11,930 local councils in the U.K. (LGIU,

2021).

Within Scotland, Wales, and Northern Ireland, there are only unitary, giagleouncils,

whereas these areskeprevalent within England. These unitary councils provide all services

for the constituencies. Within England, local councils are sometimes divided into tiers,
whereby the county council is considered the upper tier, the district council the lower tier.
Each is responsible for different services. For example, County councils cover the entire
county and provide around 80% of the service
or highways. Whereas District councils cover a smaller area within timgyggroviding

localised services such as housing, local planning, and waste collection. This current research
includes employees within both upgesr and loweitier councils. Incorporating different
structures of local councils was considered essdntizkeate a weltounded picture of the

local council context. All councils have a similar prerogative: to provide services for their
communities and to serve the individuals within their areas. The political workers in these
councils are the focus of ghstudy and comprise Councillors and Officers, and these roles

will be outlined in the following sections.

5 County councils are responsible for services for the whole of a county in the UK

6 District councils are responsible for a smaller, specific area of the county

7 Unitary councils are responsible for the entire local services of the county all withimoneil rather than
dividing responsibility into district councils
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Councillors

Councillors are political workers elected to represent constituents within a specific
geographical location, generally for four yeavben they can then stand forekection.

Councillors generally focus on the strategic direction of policy, normally within party

political bases. Like national government representatives, local government councillors are
typically members of political paes such as Conservative, Labour, Liberal Democrats,
independents, and others. One can observe resident groups such as housing associations at a

local level.

Although all councillors are elected on the same basis to serve the ward that they stood to
represent, councillors do form a hierarchy within local councils, as shown in Figure 3.1. The
top of the hierarchy is typically tHeader of the councibr elected MayorThen depending

on the organisation of the council, there eabinet membersr heads 6 committee

contingent on whether the council has adopted a cabinet or committee system to conduct
itself within. Below that are individuals suchlaaders of the oppositiorvhich have more
status and information gathering opportunities than otherdasitm that ofvice-chairs of
committeesin addition, one can positi@xperienced councillorabovefirst-term

councillors Thi s is because there is |ittle forma
first term in office, they need to engageaiperiod of learning and develop familiarity with

the role on the job. With seniority comes a more extensive network, and they often create

more knowledge about the role

Officers

Officers are public servants and political workers who have the respdagsaihin the

council to implement the policies of councillors and perform the daily running of the council.
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Alongside the dayo-day management of the council, some officers are expected to provide
unbiased, professional advice and support to councdktbey are often specialists in their
specific departments. For example, a finance department is likely to have individuals with
expertise in finance and accountancy. The officer component of the council is like a
traditional, bureaucratic hierarchy whichn be seen in Figure 3.1. Within local councils,

there will often be a Chief Executive who oversees the management of their local council.

The organisational structure flows down to several heads of departments or strategic directors
within a senior margement team and then other layers of management teams depending on
the size of the council and/or department. All these individuals hold differing levels of power
through their office and their job role, but generally, the higher one climbs the bureaucrati

structure, the more power individuals hold.

89



Figure 3.1: Hierarchical Structure of Leadership within Local Councils

Officers Councillors

Leaders of
councils/elected
major

Chief Executive/ Senior
Management

Heads of

committees

Vice chair of
committees

Leaders of
opposition

Deputy cabinet
members

Middle management

Experienced

backbenchers

Experienced

backbenchers

Experienced

backbenchers

Junior Management

First term First term First term
councillors councillors councillors
J J J
Junior sample, Mid-level sample, Senior sample Junior sample, Mid-level sample, Senior sample
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3.2.2Political Activity in Local Councils

Despite being political workers, officers must be neutral, unbiased and apolitical. So, an
understandable question would be, why is this study investigating individuals that must not
be engaged in politics? This isemitimate question; however, although officers do not
engage in governmental political activity associated with political parties and traditional
government, they participate in the organisational political arena like most other workers.
They are likely teengage in workplace political activity. For example, Buchanan (2008)
found that most British managers perceived political behaviours as necessary and ethical
within organisations. Thus, officers are likely to engage in influence tactics such-as self
promdion, supplication or perhaps ingratiation, and other political behaviours such as
networking, image building, selective application of important information, or an exchange of

favours.

In contrast, Councillors must perform politics, as politictheirjob (Silvester, 2008). This
includes governmental political activity associated with party, electoral and governmental
politics. Yet, the politics these individuals enact is also like the workplace political activity
associated with the officers. Counei will need to influence, persuade, network at an

i ndividual |l evel to succeed within their rol
essential component of political performance which comprised engaging in secrecy and
deception in the pdician role. In an analysis of the councillor role using interviews with 32
councillors and 21 officers, Silvester (2013) mapped the role of a local councillor and
developed the Political Skills Toolkit suggesting there are six areas of political atttatity
local councillor should seek to develop. Firstbcal leadershigs essential; councillors must
engage with their community membépartnership workings vital; building relationships

with officers, peers or community groups, therefore, reqyioéiical action such as

91



networking.Communication skillscouncillors need to have excellent communication across
different settingsPolitical understandingfor example, councillors need to ensure they
develop and promote a political vision; this regaigovernmental political activity, which is
unlikely to be seen within traditional workplac&srutiny and challengeeed to ensure they
effectively provide a constructive challenge both inside and outside the council. Lastly,
regulating and monitoringefers more to the judicial process whereby councillors must
understand legal responsibility and protocols when scrutinising. These core political skills
highlight how important it is for local councillors to effectively engage in governmandal

workplae political activities.

3.23 Sampling Strategy

The current research adopts a qualitative methodology, and the aim was to sample at least 60
political workers to allow experiences of individuals across different roles and levels of
seniority to be captured, with Table 3.2 presenting a breakdown adrifesused. 60

interviews were considered a viable, albeit comprehensive sample size for this thesis.
Although as Guest, Bunce and Johnson (2006) suggest, saturation is a useful conceptual tool,
it does, however, provide practical guidance for robust relsgaior to data collection.

Therefore, 60 was considered enough to offer a rounded picture of the interpretations of
figures within local councils and enough for the-salmples to be comprehensive enough to
isolate important themes. This was therefaréne with research indicating that the mean
average within PhD projects was 31 interview
phenomenological approach being 25 (Mason, 2010). Additionally, breaking down the
hierarchical structure into different groujpdlows studies that have examined seniority and

the maturation of political behaviours in traditional organisations. For example, Doldor
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(2017) examined how political will and skill developed in junior, kel and seniclevel
managers. The researchdicated that political will developed and matured based on the
position one held within the hierarchy. Therefore, it was essential to interview the various
hierarchical levels within local council structures, from chief executives to junior
management anldaders of councils to firderm councillors to capture different levels of
power. Only interviewing individuals at a lower or senior level would neglect critical
literature findings that political will matures based on seniority. Sampling by seniomtlysme
this research examines formal sources of power, as well as perceived differences in power

across the sample.

The sample therefore comprisd60 interviewees, with equal numbers across the two
samples i.e. 30 officers and 30 courw#l. Individually, these were divided into three levels

of seniority, with 10 junior officers, 10 junior councillors, 10 aedel officers and 10 mid

level councillors and finally 10 senior officers and 10 senior councillors. The hierarchical
groupings a based upon a thorough analysis of the structure of councils thredgptm
discussions with key figures at numerous councils and analysis of governmental factsheets
outlining the makaup of local authorities throughout the U.K (LGIU, 2021). For example
discussions were held with subject matter experts from three different local councils with
figures including a long term Head of Finance, a leader of a council with over 20 years
experience within local councils and a retired Chief executive with ovged® of

experience across the hierarchy.

For Officers, the groupings range frgumior officers (n=10)consisting of employees such
as cabinet policy advisors and lowr managers with team responsibilibfid-level
officers (n=10)include heads alepartments, and the masnior (n=10) such as chief
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executives, have responsibility for the management of the council. For Councillors, it was

also important that different forms of hierarchical power were sampled. As seen in Table 3.2
the groups rangeidom junior level(n=10) which consists of firsterm councillors tanid-

level(n=10) which consist of councillors with experience, vibairs of committees or

opposition leadersSeniorlevel councillorgn=10) consist of individuals such as leaders or
mayors of the council, heads of committees and cabinet members. Table 3.2 also provides the

gender, age and political affiliation where appropriate of the interviewees in this study.
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Table 3.2: Sample of Officers and Councillors within Local Councils

Officers Councillors
Description Sample Gender Average Description Sample Gender Average Party
Size Age Size Age
Emgrglng managers Newly elected local 3 .
within local government, . Conservative
Junior generally with a level of 6F councillors, whereby >F 3 Labour
10 36 this will be the first 10 50 )
Level team management : 4 Liberal
L 4 M time they were 5M
responsibility Democrats
elected
Councillors who have
Middle management, a raised profile. This 3 _
L includes leaders of Conservative
with higher levels of " : .
. - 7F opposition parties, 4F 3 Liberal
Mid-level responsibility as . hair of 10 d
Level managing teams but noi 53 vice chair o 53 emocrats
; 3M committees and 6 M 2 Labour
placed on the senior )
experienced 2 Independent
management team.
backbenchers
Individuals within the Senior councillors,
. leaders or elected
senior management tea - 6
. . mayors Individuals .
of local councils. This are responsible for Conservative
cenior Includes Chief 2F e v 5F 1 Labour
Level Executives to strategic 10 59 erformance of the 10 65 2 Liberal
directors and heads of 8 M P . 5M democrats
councilandhave :
departments placed on . . 1 Resident
: strategic oversight of o
the senior management associatiory

team.

the direction of the
council.

8 Residents association is a small localised set of councillors who have fogrmaghaomprised of residents within the community
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Across both officers and councillors, gaining access was a challenging endeavour that lasted
over a year and involved sending more than 534 emails to potential interviewees across the
UK. For the officer sample, recruitment was largely gained through saios@mpling

starting withthreepersonal connections. Fortunately, interviewees often had colleagues at
different councils who they thought would &eitablefor the research design of this thesis

and would pass on their details or ask them personahgyfwould be interested in being an
interviewee. For the councillors, although a snowballing method was applied, it also took a
significant bulk of the 534 emails as councillors did not have as many connections outside of
their district. Instead, the ragtment access involved seeking out the publicly accessible
information of councillors in various wards across the UK and sending them an email seeking
their voluntary involvement. Some weeks | would receive no replies from over 20 emails,
other weeks | wold send out 10 and get 8 or 9 intervielsis demonstrates the difficulty of
gaining access to political workeaind particularly high profile participants such as leaders of
councils and chief executives within political wogkbstantiating accounts bther

researchers in this field including Professor Silvester, Professor Simonton and Dr Weinberg.

Despite the constraints of snowball sampling, it was possible to achieve a sample from a
mixture of political parties which was important to reduce themidl for ideological bias

This meant the sample incorporated 21 officers from district councils 9 officers from county
councils, 16 councillors from district councils and 14 from county courisisndicated in
Appendix 1, these local councilgere located across Southern England, from Kent to Devon,

as well as in the North, from Warwickshire to Nottingham.

3.24 Interview Procedure
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Kvale (2012, p. 1) poses a fundamentally important question when considering using
interviews in qualitative research, Aif you
and their |lives, why not talk witiitmdthode m? 0
within the social sciences seeking to explore an unlimited number of investigations across
numerous fields of disciplines within academia and outside, with interviews being a key
resource for practitioners. Within this research, interviews warsidered essential given

the ability to allow for the interviewee to outline their lived experience and their

interpretation of their political will in line with a phenomenological inquiry. Although there

are an enormous number of types and variants@iviiews, to allow the interviewees to

provide enough context and autonomy to discuss elements that they believed were important,
semistructured interviews were the variant of interviews applied. Within these semi

structured interviews, th@ritical IncidenceTechnique (CIT: Flanagan, 1954; Butterfield,

Borgen, Amundson & Maglio, 2005) was applied which is a flexible approach without a rigid
set of procedures seeking to collect di@aservations of human behaviour to form a

functional description of arctivity. Thus, it asks participants to discuss specific incidents in
order to elicit behaviours and motivations. Thus, within this thesis, CIT was applied to elicit
attributions for specific political activity, a method that has been successfully apphéd w

the extant literature (Wyatt & Silvester, 2015; Wyatt, Doldor and Tresh, 2022).

The interviews themselves were conducted after gaining ethical approval through the Kent
Business School Research Ethics Advisory Group (REAG), with the interviewiags be
voluntarily recruited with full knowledge and consent concerning the study, the recording
within the interview and transcription afterwards and were made aware of their absolute
anonymity. This meant that once the interviews were transcribed by #dzedlesr, the

recording of the interview (which was either faodace or online) was deleted and any
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references made within the transcription that could potentially identify them or others were
anonymised and this data was stored in line with GDPR. Thetérviews that made up the
data of this thesis had a range of length, with the shortest interview lasting 35 minutes and the

longest interview lasting over an hour and 35 minutes, with an average of one hour.

The first 20 interviews were conducted hefthe COVID19 lockdown within the United

Kingdom in 2020 and thus were fatteface across councils within the Southeast of England.
These interviews were used to gain knowledge of the specific organisational structure within
the local council. Intervigers were asked to draw an organisational chart from their
perspective and where they believed they wou
as can be seen within Appendix (2). This was useful in thetéefaze interviews as the
interviewees dundthey could point to other areas and departments of the local council and
highlight political activity between the departments whilst talking. However, once the
COVID-19 pandemic hit and the research was forced to move online this was no longer
viableor a useful tool because the interviewees were unable to illustratively display their
organisational diagram to the researcher through the webcam facility (people were still
getting to grips with video conferencing and few participants would be able terreaeen
sharing/whiteboard methods to facilitate the discussion of these hierarchy drawings). The use
of these participardrawn charts was therefore abandoned as they formed a barrier for the
flow of discussion. Although this was disappointing, theliguaf the answers provided to

the questions was not hampered by this small change in the preparation and execution of the
interviews. The questions posed to the interviewees remained the same throughout the 60
interviews and include@IT examples such agl) Can you tell me about a time you were
motivated to engage in any form of political activity? (2) What are the main organisational
political issues within the local council you have experienced as a local councillor? Could
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you give me one of two spiciexamples of these issuédtese CIT questions were central

to uncover the casual attributions respondents made concerning their political activity within
their job roles and would takesabstantiaproportion of the interview whereby they would
consicer their activity and break down their motivations in significant de3aieé Appendix

(3) for the full interview schedule.

Once transcribed verbatim, the interviews form 723 pages of qualitative data which forms the
foundation of both studies in thisa$is. The next section provides a detailed account of how

this data was analysed.
3.3 Analyses

The Leeds Attributional Coding System (LACS: Munton, Silvester, Stratton & Hanks, 1999)
was used to analyse the interview data, a form of analysis previ@eslyirua wide range of
research to explore communicated attributions. For example, the LACS has been used in
clinical settings (Brewin et al., 1991; Todd & Watts, 2005; Bogaard & Embregts, 2020) and
nontclinical management settings (Silvester, Andersoregefdon, 1999; Silvester,
AndersonGough, Anderson & Mohamed, 2002; Plank, 2011). Within a clinical setting,
Bogaard (2020) took interview data from 19 support staff using the LACS process to
investigate thattributionsthey made regarding challenging belour exhibited by

individuals with intellectual disabilities. Their results indicated that support staff should be
trained to recognise how their attributions influence the existence and maintenance of

challenging behaviour.
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The LACS typically involes a fivestage process seen in Figure 3.2: (1) the researcher

identifies the source of their attributions, (i.e. interview data), (2) the researcher goes through

the data and extracts the attributions pertaining to their inquiry (3) they identify thte age
which relates to who or what has caused an outcome, and target, or who is affected by the
outcome (4) they assign quantitative codes to the attributions based on each causal
dimensions and (5) they analyse the codes statistically. Steps (4) anda@eted by those
following a positivist epistemology. For example, Silvester et al. (1999) performed statistical
analysis using the LACS analysis incorporating over 1230 attributional statements, studying
organisational culture and culture change withmuti-national manufacturing organisation
and were able to find statistical differences in the explanati@ueby managers, trainers

and trainees.

Importantly though, attributions can be used with different epistemologies and in this thesis,
which isguided by interpretivism and phenomenological enquiry, the researcher seeks to
examine the qualitative datdathout coding it into quantitative dimensions (i.e. the lower half

of Figure 3.2). The current research follows the lead from studies such asavw/&ilvester

(2015) who argue that coding the dimensions

mechanistic interpretation of individual so

attributions does not correspond with a phenomenological epistgynihat seeks to place

the human and their interpretation at the centre of analysis. Instead, concentrating on the
gualitativecontento f t he parti ci pantsd attributions
communicated attributions is not lost through cgdimeir dimensions. This is more in line

with phenomenology because it allows for the interpretation of the interviewee to remain at
the core of the analysis rather than diverting their data into predefined quantitative
attributional dimensions.
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Figure 3.2: Leeds Attribution Coding System Process

Code
Identify Agent Attributions Quantitative
and Target on causal Analysis
dimensions
Code who or Analysis can
what has Code then be
caused an attributional generated
outcome dimensions from these
Identify source Extract steps
of attributions attributions e
Positivist
For example Identify Interpretivist
through attributions in
interviews, the verbatim Examine the Conduct
speeches etc. transcript and qualitative further
extract them content analyses
Explore the Analyses include,
sense-making template analysis
of the and power mental
individual. models used in
Chapter 5

3.3.1 Identifying the Source of Attributions

Within this thesis, communicated attributions are extracted from-steutitured interviews,

where attributions concerned the perceived ¢
chapter 2: Section 2.5). Eliciting the attributions from the interviewe per specti ve i
imperative, and thus all attributions related to the political activity were extracted; even those
where the explanations seemed highly unlikely or perhaps even wrong were extracted for

later coding because it is not for the researchpriod ge t he i ntervieweebs

|l ived experience and beliefs are what i s ess
whereby the researcher must accept the causal reality of the interviewee and not rely upon his

or her perception of re&ji. Qualitative interviews are likely to result in multiple attributions

per participant (e.g.-2 attributions per minute: Silvester, 2004).
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3.3.1.1 Extracting Attributions. Attributions were extracted by reading through the

interview transcripts and identifying each causal attribution. In this study an attribution was
defined as fna statement that refers to a cau
specific outcora (for example, | formed alliances [sic]) is a consequence of a particular cause

(for example, because | was motivatedtoftlure o of my career [ sic] ) o |
p231). 0 Onc ecausad enderlinefl, iarel dn arrawh{<é>) is placed tadate the

direction of the outcome. A slash(/) is then used, indicating where the outcome ends. Figure

3.3 below shows a causal attribution extracted from an interview transcript. The participant
discussed their networking and produced a causal attnibrgiated to that political activity.

I n this instainfceyou hekko caug®eodvajsolli and youdre
and you are servicingtheboard and t he Theuyowacemang to get i

recognised more than if you are operatingimore discretearea0 The parti ci pan:
that because they are doing a good job, operating within the authority, servicing hierarchal
members of the organisation (cause), they are recognised more than the average employee

(outcome).
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Figure 3.3: Example of Attribution Analysis

INT: How have networks informed your work?

P3: Yeah, yeah. So, the network of colleagues, one of my roles was to provide a seq
service to the managementteam, so,;agai | can sound a bit

I f you do a good job, and youdre oper
S0 to speak> then you are going to get recognised more than if you are operating in
more discrete areaoSes, you would./

Attribution analysis allows this study

their sensamaking activity and their causal attributions related to the complex and dynamic

political arena of a local council. It formulatas analytical platform on which to build,

which can be seen in Figure 3.4 which outlines how other forms of analysis can be used to
further examine the extracted attributions. In this thesis, extracted attributions were analysed

in two ways. First, tempta analysis was used to address the first research question (RQ1:

What are the dimensions of political will in political work?), and then the extracted
attributions were used as a basis for power mental models, to @ahsveeicond research

guestion (RQ2How does power impact political will).
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Figure 3.4: Foundational Steps of Method

Perform interviews
Transcribe

Extract attributions

Power Mental
Models (Chapter 5)

Template analysis
(Chapter 4A & 4B)

3.3.2 Template Analysis

To investigate the dimensions of political will in political work the interview data collected
was analysed using template analysis (TA), the results of which are presented in Chapter 4.
Template analysis is a particular method of thematic analysiscibled 80 emphasise the use

of hierarchal coding within the process of analysing textual data such as interviews, focus
groups, diary entries or op@&mded questions within written questionnaires to name a few

(Brooks, McCluskey, Turley & King, 2015).

3.3.21 Phenomenology and Template Analysig€pistemologically, template analysis is not

bound by any particular philosophy, rather it allows for a flexible approach to the needs of

the studyodés philosophical under pithematio gs . Br a
analysis can be applied to numerous approaches, it is, however, reliant on the researcher to be
explicit and upfront about their epistemological assumptions. In this thesis, the philosophical

underpinnings are phenomenological. King (2004) eragmd researchers who take a
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phenomenological approach to use template anagdisis thematic analysis makes it
possible to maintain that the experience of the interviewees is real and that the researcher can

make sense of their reported experience ¢kirBrooks, 2017).

The template analysis within this study stems from a phenomenological perspective via the

use of attributions extracted concerning ind
is a tried and tested form of analysis. Formagke, Wyatt and Silvester (2015) explored the

leadership journeys of minority ethnic employees by using attributions extracted from semi
structured interviews with senior managers to identify a template of hierarchical facilitators

and barriers of careergmgression using the causal explanations made. This methodology

links well with phenomenological epistemology because it places the interpretation of the
interviewees lived experience centrally, and their core essence of phenomena remains central

to the fndings of researchers applying this analysis.

3.3.2.2 Conducting Template Analysis

Identifying Level of Analysis and assigning codes

The first step in the template analysis process is to identify the level of analysis i.e. whether
content is taken at sentence, paragraph or interlgeel. In this research, the level of

analysis was the causal attribution, which allowed the motivatiopdlitical activity (i.e. the
cause) to be isolated from the behaviour or political activity itself (i.e. outcome). Although it
was possible to extract just the attributional causes in isolation and group them into template
codes, the qualitative data deait possible to also scan the broader context of the attributions

to enhance the richness of thematic codes.
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An example of such can be seen below, whereby within the senior officeasuite the

attribution is displayed and the thematic code is Extain the righhand side within the

comments section of Microsoft Word. For example, to provide two examples within the

senior subsample, it started to become clear that there was a theme around being motivated
to represent the team through political medn Figure 3.5 below, the chief of finance

outlined this and a thematic code was added to the right hand side of the extracted attribution.
Additionally, Figure 3.6 displays how the same ca@sformed across transcripts dmisit

was becoming evidethat team representation was a motivator to engage in political activity
across transcripts. Subsequently, this code was evident in a number of the transcripts through
the template analysis and therefore made the senior officer template analysis baptein ¢

4.

Figure 3.5: Chief of Finance Thematic Coding

/We had to push strongly for what we individually believed and that there isn’t an H Joel Montgomery
Team representation
acquiescence of a department, that a department head had to fight for resources, fight for his

area and <ensure his area isn’t reduced more than any other areas because that’s his sphere of

influence and that’s what he wants.

Figure 3.6: Head of IT Thematic Coding

H Joel Montgomery
In my last job [Head of IT] a lot of my time was taken up with trying to make sure the Team representation

department, that I felt very responsible for>, was supported fairly by the higher-ups so that

meant a lot of politics behind the scenes and that could lead to some friction across the top

team/l
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Developing Initial Templates

The second step was to sdretcodes in order to develop an initial template within one of the
subsamples, The first subample analysed was the junior officers. The researcher was

particularly familiar with the data from the junior officers as they were the interviews
completecheaestt o t he attri bution analysis and ther.

data.

First, a preliminary template was developed based upon the data from three interviewees. As
Table 3.3 below displays, this was a very early and incomplete templatevéro it was the
foundation to orient the rest of the junior officer sample. Indeed, Table 3.3 demonstrates how
the table was more developed at seven transcripts. Moving from three to seven interviewees,
data provided significantly more detailed codethasthemes started emerging with more

clarity.

Between transcripts seven to ten, it was important-tead through the whole stdample;

themes had largely already emerged and so at this stage codes were added, edited or removed
where appropriate, bag®n the entire subample of 10 junior officers. For example, as

notable within Table 3.3 beloyl.3) Staff managemeiind(3.2) Deferentialvere added, as

it became clear this was a thematic ctidgwas salient across the sample. Additionally,

subcods such as (2.2. Bmotional supporand (2.2.2)Trustwere added, as these thwdder

codes provided greater insight into these of
codes deemed appropriate to delete within thisssubple. However, intber samples, this

would have been the case if it was felt that the thematic code was not particularly salient

across the sample.
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A key challenge in this process was ensuring that the themes represetitedionsand not
behaviours. Despite coding aetlevel of the attributional cause, at times, there was
considerable overlap between how interviewees discussed their behaviour and motivation.
The most prominent example of thif® Networking which was difficult to categorise at

the start of the amysis because although interviewees were discussing networking as a
motive, it is also a behaviour and largely considered to be a behaviour within the literature.
However, this was resolved via the assistance of attributional theory, which allowed the
analsis to break down whale intervieweeonsidered a motivator and a behaviour.

Through breaking down their causal reasoning, it was clear that multiple interviewees were
positioning networking as the political motive, and the political behaviour wasstemisy
different. For example, they discussed the will to network. Thus, they engaged in behaviours
such as controlling their image, creating alliances, standing up to and for individuals,

alongside political behaviours such as selectively providing amdtioholding information.

Whilst attribution theory provided a theoretical and practical utility within the coding
process, this was further aided through a consistent-sbes&ingprocess within the

research supervisor for this project. To have an additional expert eye omnlésetvmughout

the template analysis, such équality checkso

ensure the reliability and validity of the codes assigned.
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Table3.3:Juni or

Of ficer so

Templ at e

Anal ysi s

Devel opment

Template analysis at

Template analysis at (n=7)

Template analysis at (n=10)

Finalised Junior Officer template

(n=3)

1. Jobrole 1. Roleperformance 1. Role performance 1. Role performance
1.1 Professional 1.1 Professionalism 1.1. Professionalism 1.1. Professionalism
1.2 Efficiency 1.2 Efficiency 1.2. Efficiency 1.2. Efficiency

2. Networking
2.1 Friendship
2.2 Support

3. L

earn political

arena

3

.1 Avoid being

difficult

3
rebel

4.

.2 Avoid being a

Display strengths

2. Networking
2.1 Friendship
2.2 Support network

3. Conformity
3.1 Learn Political culture
3.1.1 Political actors
3.1.2 Power
3.2 Avoid being a rebel
3.3 Avoid beingdifficult

4. Personal control
4.1 Career control
4.2 Display strengths
(exemplification)

1.3. Staff management

. Networking

2.1. Friendship

2.2.1 Emotional support
2.2. Support network

2.2.2. Trust

. Conformity to self

3.1.Learn political culture
3.1.1 Political actors
3.1.2 Power
3.2. Deferential
3.3. Avoid being a rebel
3.4. Avoid being seen as difficul

. Personal control

4.1. Career control
4.2.Display strengths
(exemplification)

1.3. Staff management

. Networking

2.1. Friendship

2.1.1. Emotional support
2.2. Support network

2.2.1. Trust

. Conform to futureproof

3.1.Learn political culture
3.1.1. Political actors
3.1.2. Power
3.2. Deferential
3.2.1. Avoid being a rebel
3.2.2. Avoid being seen as
difficult

. Establish personalontrol

4.1. Career control
4.2.Display strengths
(exemplification)

Blue = New/adapted codes
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The final stage of the junienffice template was to reflexively read through all the data,
alongside the final template seen in Table 3.3 colthree, and ensure that all codes were
placed hierarchically accurate. As one can note within the last column displaying the finalised
table, some minor changes were made within the process. For example, it was evident that
(3.3) Avoid being a rebalongsde (3.3) Avoid being seen as difficwere actually a third

order code and should be positioned ur{@et) Deferential This made more sense because
individuals were motivated to be deferential, and this encompassed the motivation to not be
seen as a reband/or difficult. This is why this final stage was vital to ensure the finalised

template for each sekample was accurate.

Creating the templates for the remaining samples

For each suisample including both officers and councillors, this reseapghied the same
approach assigning thematic codes to the extracted attributional causes, ordering them into
hierarchical templates and reflegly reading and reeading through the transcripts until a

final template was established. After the iniiat. junior officer) template was coded, the

only difference when creating the remaining five templates in the officer sample was that the
coding process waeflexivearound the similarities and differences from previous templates.
For example, there wersimilar groupings of political will themes across the-saimples in

that they morph and mature across seniority levels. However, similarities in templates were
largely seen within rather than between political worker samples, for example, whereas the
officers claimed political neutrality, the councillors were overtly political, and therefore the
codes assigned varied more widely between the two samples than those across the levels of

seniority in the same group of political workers.
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Summary

In summary, this chapter has outlined the epistemological and methodological approach this
thesis takesa social cognitive perspective, which allows for a phenomenological

epi stemol ogy to access individualesdo | i ved
motivations within it. This meant that the sample within this thesis consisted of 60
individuals, 30 of which were councillors and 30 officers across the hierarchy of this political
work space. Data was collected from these individuals through guwalitaterviews using a
critical incidence technique and attribution theory (a social cognitive theory) was used to
elicit the causal attributions individuals made concerning their political activity, which
enables the research to pinpoint the motivaticenigage in political behaviour. The next
chapter (chapter 4) presents the findings of the template analggidress RQXIoncerning

thedimensionghat comprisée ndi vi dual sé political will wi
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Chapter 4A : The Dimensions of Political Will (Officers)

This chapter presents the findings of the template analysis seeking to answer the first research
guestion central to this thesl&that are the dimensions of political will in political workRe
findings are pesented in two subhapters, the firsChapter 4A presents the template

analysis of the junior, mitevel and senior officer€hapter 4B moves onto the councillor
sample, presenting the template analysis of the juniorjewil and senior template ansily.

Each chapter concludes by discussing the key overarching themes of political will in these
samples and therefore providing two models of political will in political work across samples,
addressing RQ1. Chaptetd and4B contribute to the literatureytadopting an inductive and
phenomenological stance, and thus providing a holistic investigation into the content of
political will which is needed to provide a moredepth and nuanced account of the

construct. The findings presented in Chap#i&xsand4B demonstrate how the environment,
contextuality and positionality are important for political motivation, displaying that the
political will construct may be more of a social cognitive process than a static dispositional
variable. Importantly, by examingnthe political will of officers and councillors across three
different levels of seniority, a key finding from the analyses is the role of power on political
will, which is then explored in greater depth in Chapter 5. Finally, by comparing the political
will of officers in traditional office roles, to councillors, whose job it is to be political, this
study also helps marry the political science and organisational behaviour notions of political

motivation.

The current chaptedf) f o c u s e s oltical witl betause they seprespnt the
empirical focus of the organisational politics literature; they are traditional employees

without a democratic mandate bestowed upon them. This chapter starts by providing Table
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4A. 1 whi c h s h o wstengplatés and btheneoetlines edch template i more detall,
starting with the junior officers (JOs) before moving on to thelewel officers (MOs) and
finally the senior officers (SOs). The chapter finishes with the presentation of a(seelel
Figure4A.1) that summarises the overarching dimensions of political will identified across
the three samples, a discussion of the contribution to political will theory and the role of

power on political will.
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Table 4A.1: Junior, Mid -level and Senior Officers Template

Junior Officers

Mid-level Officers

Senior Officers

Role performance

1.1. Professionalism
1.2. Efficiency

1.3. Staff management

Networking
2.1. Friendship

2.1.1 Emotional support
2.2. Support network

2.2.1. Trust

Conform to futureproof
3.1. Learn political culture
3.1.1. Political actors
3.1.2. Power
3.2. Deferential
3.2.1. Avoid being a rebel
3.2.2. Avoid being seen as difficult

Establish personal control
4.1. Career control
4.2. Display strengths (exemplification

Role performance

1.1. Professionalism

1.2. Efficiency

1.3. Staff management
1.3.1. Task performance
1.3.2. Staff wellbeing

Networking

2.1. Instrumental internal relationships
2.2. Support mechanisms

2.3. To gatheiintelligence

Achieve Voice

3.1. Knowledge confidence
3.2. Picking your battles
3.3. Strategic deference

Establish influence
4.1. Personal influence
4.1.1. Display professionalism (exemplificatior
4.1.2. Career reputation
4.2. Team influence
4.2.1. Influencing the team
4.2.2. Leveraging the team

Relationship management
1.1. Maintaining constitutional roles
1.1.1. Maintaining officer impartiality
1.1.2. Maintaining political mandate
1.2. Staff management
1.2.1. Team representation
1.2.2. Team resources
1.2.3. Staff wellbeing

Networking

2.1. Instrumental internal relationships
2.1.1. Operational delivery
2.1.2. To gather intelligence

2.2. Share knowledge externally

2.3. Empowerment/mentoring of others
2.3.1. To give back
2.3.2. Potential reciprocity

Strategic Voice
3.1. Knowledge certainty
3.1.1. Expertise
3.1.2. Obstinate opinion
3.2. Picking your battles
3.3. Considered Challenge

Leveraging influence
4.1. Personal influence
4.1.1. Display professionalism (exemplificatior
4.1.2. Career reputation
4.2. Team influence
4.2.1. Supporting the team
4.2.2. Leveraging the team

Policy influence

5.1. Personal beliefs

5.2. National political agenda
5.3. Local government model

Note. Italics represent codes that link to the notion of risk
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4A.1 Junior Office Template

This section will outline the thematic analysis of the Junior Officers (JO) within the council
seen in TabldA.2 below. As previously stated, Junior Officers (n=10) consist of emerging
individuals throughout the local council who have team managemeonseisiities. This

ranges from HR services, democratic services, project managers to cabinet policy advisors.

Table 4A.2: Template for Junior Officers

1. Role performance
1.1. Professionalism
1.2. Efficiency
1.3. Staff managenrd

2. Networking
2.1. Friendship
2.1.1 Emotional support
2.2. Support network
2.2.1. Trust

3. Conform to futureproof
3.1. Learn political culture
3.1.1. Political actors
3.1.2. Power
3.2. Deferential
3.2.1. Avoid being a rebel
3.2.2. Avoid being seen as difficult

4. Establish control
4.1.Career control
4.2. Displaystrengths (exemplification)

Note.ltalics represent codes that link to the notion of risk

At the junior level, participants were motivated to engage in politics because political
behaviours were seen as integral to their ability to accomplishaagkgerform in their role

(1. Role performance JOParticipants made external, uncontrollable causal explanations for
political activity, attributing it to their wider cultural environment and requirements for

Professionalism (1.1 J@ndEfficiency (1.210)in the role, as explained by Catherine:
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Al suppose, for me, office politics is, | guess, intertwined with the role that | have and

about the professionalism of that role and supposedly ensuring that for me, office

politics is about being able to conctumny job properly, efficiently. And | suppose

getting the most out of business arrangements if you like, as well, it's how effectively |

mi ght work and how effectively | ged my s

(Catherine, F, P36, JO)

Insteadof perceiving political behaviour as illegitimate, these motivations suggests that
individuals perceive acting politically as a necessary aspect of their role. Catherine also
mentions an emergence of a small but still prevalent political will e, ranagement
(1.3 JO).Although this appeared in some interviews, it was not overly commonplace

throughout the junior officer sample.

The second higher code widstworking (2 JO)albeit usually considered a political

behaviourin the wider OB literature, v&aa motivator for the Junior Officers. As stipulated in

chapter 3 section 3.3, attribution theory enabled the analysis to isolate the motivation (cause),
which was networking, and different outcomes (i.e., political behaviours) to networking were
observeacr oss the sampl e. The motivation to ne
Friendship (2.1 JOandEmotional support (2.1.1 JOJosh, an independent reviewing

officer, demonstrates this:

fil go to work, and | have a little support network, dhdse are friends who share my

val ues, I dondét network for my job or any

Networking was also motivated by a protective elementS@port network (2.2 J@jased

around communalrust (2.2.1 JO).
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Al n | ocal g ov esornofroarownsconfidential sumport netvgork. It's

always good to talk to people you can tru

The junior officers reported being politically motivated by protection to form a career
cushion to support their current work and aid theture progression by developing
coalitions they could rely on. These were not necessarily strategic-oaiezged coalitions;

they were instead motivated to form friendships and support networks.

Being motivated to engage in political activity to @ and defend oneself was also

apparent in the third high@rder codg3 Conform to futurgroof JO).This code describes

how junior officers sought to learn about the political landscape and develop their knowledge
of the political arena whilst navigag it. Their relative lack of experience and thus a lack of

a holistic understanding of the political arena within their organisation led to individuals
wanting to ensure they were not perceived negatively. To achieve this, they sdiegrinto

the political culture(3.1 JO) the actors within i3.1.1 Political actors JOand the power

dynamics at play3.1.2 Power JQ)Charlotte, a cabinet policy advisor, acknowledges this:

AYeah, i1t is almost I|ike a dramayod hi ng, |

almost have to play and act differently around certain people. When you go to work,

you dondét want to have to do that, but al
now who | know the PAs absolutely hate, s
agproachabl e because sheds my manager, so

then when I 6m with the PAG6Ss they go. 00Oh,
|l i ke, you have to |Iisten and smile along,
sidingwith your manager because they are your colleagues as well also it is like you
have to put on a false pretence with diff
F, P29, JO)
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Charlotte demonstrates the reality of reading the political landscapa Wighlocal council

and identifying the motivation of othef3.1.1 Political Actors JO)She has had to integrate

and act differently around specific individuals to avoid being seen in a negative light by

actors with differing levels of power in relatitm herself. For example, the PAs are

colleagues, whereas the manager has a legitimate level of control over Ck@uwlo2t&ower
JO).The JOs6 perceived that wunderstanding the

essential to their development.

Alongside the political will tdearn about the broader power structures, interviewees reported

being motivated toespondo that knowledge by wanting to conform, to show deference and

respect to more powerful othgz2 Deferential JO)Their motivationwas a desire to fit in

and not be perceived as a nonconforn{i@.1 Avoid being a rebel JOthey werenot

motivated to be seen as someone with astute insights and opinions. Instead, their motivation
was to be seen as somedéneFwvhoedaeampl|l eot Gé mmak

independent reviewing officer, stipulated:

ASo, | guess | 6m act ingiga yiolg tdsacmdtltyi ngn ¢
choosenott o say. VYoubve got to choose, make a
to questiorsimply in an exceptionally positive way or risk being perceived as

someone who is not promotion material. [ é
| do it in every single team meeting that | see where managers are present. Because

you have got to, yohave got to walk the walk. A wélinctioning authority is one

where you can challenge, where you can speak openly, we can have some really
useful di al ogue. I dondét think this one i

somewhere where you, you hawelo, and | do, only speak positively, only challenge
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in a veryé | do challenge but chall enge i
also terrible because | only really do that when the important people are in the room;

if important peoplearenatn t he r oo m, Il 6m far more |1 ke
much more aggressive in my stance,; I dond

things. o (Gemma, F, P6, JO)

This example summarises how JOs felt they must politically subvert their own opinion to
conform because the risk of stepping out is too high. Junior officers do not perceive the
council to be a space to challenge or give their opinion. Lily emphasises this, a service team

manager who shows how being seen as diffi@i.2 Avoid being seen adfdiult JO)can

be detri mental to ones6 career.
Alf they view me positively, -dervingthinggor e | i
it makes my |ife easier, it fulfils so ma

goi ng f or [tanfwinwih;tfyou ever put yowselkin a position where
you are viewed as being difficult or disr

(Lily, F, P60, JO)

Lily demonstrates here how one must act politically by filtering the challenges made to
oo hers, motivated by protection, to ensure t|

expectations.

Instead of common perceptions that politics is predominately about furthering oneself or
furthering their resources, interviewees reported motivation froeutxal ambition to
establish a sense of control in the face of workplace pol#iGsEstablish personal control
JO; 4.1 Career control JO)This is highlighted particularly well by Elliot, a democratic

services officer.
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Al think where all this is leadingnaking office politics as establishing a place where

you are in the maximum amount of control, and controlling your destiny or maximum
control and playing to your strengthsé Th
subconsciously or deliberately; | have etetoffice politics to try and establish a bit

more control for myself. | suppose a bit more resilience and protection for myself

rather than see yourself being pushed down a road where you are responsible for a
function you are not particularly comfortabl wi t h. You dondét want
you are dispensable, so this is important. So, you try and make yourself less

indispensable to the organisation, and I think this comes down to trying to be in

control.o (EI'l'iot, M, P3, JO)

Although this is still aemewhat selserving political motivation, it certainly is not a
Machiavellian, ruthless desire to engage in politics. Instead, this code was about ensuring that
one is not dispensable or moved into yetri me

was motivated byrotection,notthe gain of resources.

These previous codes have highlighted a passive, defensive engagement within the political
arena. However, some junior councillors were also cognisant of the need to step out and be
more politically proactive to display their strengths and build their image within the
organisation. Within this aspect of template analysis, these individuals were particularly keen
to ensure that senior individuals were aware of their strei@tBPisplay strengths

exemplification JQ)Harriet, a democratic services officer, shows this:

~

Aln my dealings with peopl e, I try and se
what |1 &dm good at but er m, I would push th

means doing asa work at home and stuff. | would sell myself is what | would say;
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|l 6m not sure i f you think about that as o
office politics there would be, you are trying to engineer a situation where the

organisationoperatt ar ound youo (Harriet, F, P44,

Importantly, this was not always for pure sgtbmotion and instant promotional
opportunities, but to highlight to key figures within the organisation their merit and worth.
Therefore, politics was perceived as a medra to amplify and shine a spotlight on their

legitimate and sanctioned task performance rather than illegitimate or devious aims.

4A.2 Summary of Junior Officers:

The JO sampleds political wi || was function
informally sanctioned political behaviour to enhance thwte performance (1 JOyhich
suggests that this s-semwipdbecause itpMadeking to achieve avi | | v
higher level of task performance for themselves. Junior officers therefore considered political
behaviours as ethical, something which was acceptable to take advantage of. This is in stark
contrast to the evidence provided by Doldor1(2) which highlighted that Junior managers

saw politics as both dysfunctional and unethical. Yet, whereas Doldor (2017), interviewed 38
leaders in two global U¥based organisations within thetech sector and fast consumer goods

sector, the focus of thiPhD is the political workspace and local councils. Within the political

body of local councils, there seems to be little difference between organisational politics and

the party politics they would perceive daily and to cast party politics as ethical and
organisational politics as unethical would be a contradiction for these political workers. These
findings therefore indicate that context plays a vital role in the formation of individuals'

political motivation.
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However, the JO sample did show the inmmesfound in junior samples in other organisational

politics research. Perceptions of organisational politics (POP) literature suggests those at lower
levels are less likely to engage in politics themselves, and thus regard the politics of more senior
std f as threatening (Ferris et al., 1996) . D
levels of an organisation demonstrate naivety when it comes to political motivation and skill.
Likewise, within this sample, codes suchNetworking (2 JO¥or Friendship (2.1 JOand

Emotional support (2.1.1 JO3how that junior officers were more motivated by prosocial
friendship rather than instrumental gain, suggesting that positionality is very important for

political motivation.

The junior officer sample ab highlighted important nuances in the notion of-setling

political will. Both within the existing political will scale (Kapoutsis et al., 2017) and the
predominant perspective within organisationa
serving motivation is a Machiavellian pursuit, seeking resources for immediate personalised
gain through subtle and deviant acts which negatively affect someone else or the organisation.
However, this data suggests that individuals can be motivated faethén other ways

including for the role and as a form of protection.

Codes that focused on defence and protection incl@mdorm to futuregroof (3 JO),
Deferential (3.2 JO) and Establish Personal control (4 JDjior officers were motivated to
awid confrontation, not stand out from the crowd, and fit into the organisation rather than
leverage their position. This is very important because most research within organisational
politics shows politics as a proactive phenomenon. However, politicbecamotivated by a

defensive component seeking to protect oneself without necessarily infringing on others or
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gaining resources at the expense of another. This mirrors early research on political behaviour
which highlights that individuals may in engagegativity that preserves the status quo, avoids
unwanted demand or reduces perceived threat (Ashworth & Lee, 1990). However, few studies
have examined politics as a protective function, and this aspect of political will has not features

in any theorising aund the concept.

These defensive and protective codes aresselfing because they are beneficial for the
individual but not in the negative, harmful conceptualisation ofsslfing acts within the

extant literature. Instead, thaotivation is to protect themselves and enhance the possibility of

future career incentives without the detriment of others. Therefore, if this data suggests that the
thematic codes of t he Jd9rsidg mdtivatiom,dhien thieigdtionc onc i s
arises whether it fits with the opposite concept proposed by Kapoutsis et al. (2017) of
benevolence. Within the data, JOs6 did not m
be it their managers, colleagues, peers or the organisatiomashdbtthis regard, there was

very little evidence to suggest motivation attributed to the community or others. This indicates

t hat al t hough -skrf@sgdntheiremote/atiomaharcbengvelent, the connotations

of the selfserving motivation whin the literature does not perfectly absorb the political will

of the JO sample within this research.

Additionally, the defensive nature of the political will of the junior officers illustrated how
highly attuned these individuals regarded the riskpaditics. Their political will included
evaluations of risk, whether it was the council as a whole and how well it functions, their
perception of their line manager or other powerful actors around them. This links directly to

the work of Treadway (2012),he first conceptualised the dimension of risk within political
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will (see chapter 2, section 2.4); therefore, this study has found empirical evidence that risk is

undoubtedly an essential factor in political will.

I n summary, t he gl wilwasomarken byfaifunctiana apprgach| drivien te
engage in politics to fulfil the tasks of the job role, alongside a defensive drive to engage in the
political arena to protect themselves. In this sense, the junior officers within the political

workgpace can be labelled dsfensive deers.

4A.3 Mid-Level Officer Template

Mid-level officers (MOs) consisted of individugis=10) with higher levels of responsibility
than their junior colleagues, with team and project management duties; howeveretaey

not on the senior management team of the local council. The following section will outline

the findings of this sampleds templ-lale befor

of ficerds themes. Wi t4Ai3below,lhes were foup highdbrder s e e n
codes and some similarities between the JO and MO sample. For eXaolplperformance

(2 MO)andNetworking (2 MO)yemained the first and second higloeder codes and were

critical themes within the mitevel officers. Howevemew areas emerged within the higher

order codesAchieve voicé€3 MO) andEstablish influencé4 MO). This is alongside new

regions within the seconarder codes throughout the template, which will be discussed in

detail within the next section.
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Table 4A.3: Template for Mid-level Officers

In line with the JO template, the first highender code for the MO template wsle
performancg1l MO), demonstrating that, like JOs, palgiis an essential aspect of the job

role and its implementatioRrofessionalism (1.1 MQIndEfficiency (1.2 MOyvere still

cruci

a l

1.

3.

Role performance

1.1. Professionalism

1.2. Efficiency

1.3. Staff management
1.3.1 Task Performance
1.3.2 Staff Wellbeing

Networking

2.1. Instrumental internal relationships
2.2. Support Mechanisms

2.3.To gather intelligence

Achieve Voice
3.1.Knowledge Confidence
3.2. Picking your battles
3.3. Strategic Deference

Establish influence
4.1.Personal Influence

4.1.1 Display Professionalism (Exemplification

4.1.2 Career Reputation
4.2. Team Influence

4.2.1Influencing the Team

4.2.2 Leveraging the Team

Note.Italics represent codes that link to the notion of risk

f

or t he MOs©O.

H olewel offecers reparted beikge

]

uni or

motivated byTask performancgl.3.1 MO);therewas a considerable increase in the saliency

of their motivation to use politics f@taff management (1.3 MORor example, Sandra, a

customer and support services manager, discussed how the COVID crisis meant she was

motivated to find new waystausp por t her t(k2Za2s6afwelbeingiMB)e i n g

through attempts to network and influence her staff members socially:
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Al't's more problematic because | 'd say th
team at some point during the week, every weel I'm doing Zoom meetings, but |

have to say it's not the same as seeing somebody on a one to one and just standing by
the desk and asking them how their day is going. You get more, metieneal

feedback from that than in a zoom meeting. | mean, ¢titeally stopped doing most

of the corporate stuff. And it's just how are you? How's the week going? What's
everyone watched on telly and everything, just so you know, get them to start talking
and that, and then we'll, then we find out the ones who, yow, lare lonely because

of social isolation, and need a bit more support than ones whose kids are driving

them absolutely, so they can't cope with them any longer. And then, you know, and
stuff like that. | mean, to get the best out of people, you oftentbayou know, be

willing to do stuff like that. Yeah, | mean, sometimes you're a manager, sometimes

you're a therapist, whichever. o (Sandr a,

This quote is an exampl e of hfacetediShald vi dual s 6
motivatedtospp or t h e r-being gom@abovenamd bleyond the parameters of a
transactional manager and attempting to support them on a personal level. However, she also
mentions how this is important to get the best out of her staff and ensure that they perform

reasonably.

Following on from the Junior officers who used networking for emotional wellbeing, mid
level officers also emphasisétetworking (2 MO)The difference, however, was the
concentration on networking for the execution of their job (dl& Ingrumental internal

relationships MO)which Woody outlines:
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AWhen | '"m finding things a bit tough J[to
with people, so having a network of colleagues, not only my own services throughout

is,itsenormousip enef i ci al . Yes, I have benefited

Whilst mid-level officers were still concerned with gaining emotional and wellbeing support
(2.2 Support Mechanisms M@hey also reported a more seHrving instrumental drive to
develop nework ties across the coundib gather intelligence (2.3 MO4, vital component

within local councils, particularly for some departments such as HR. Although this was
similar to efficiency(Efficiency 1.2 MO)this code specifically concerned forming

mearingful relationships to gather information necessary to enact tasks within the role. This
was different from the JO codes involvibgarn political culture(3.1 JO) because midvel
officers were more concerned with organisational information rathetehamng the

broader landscape. As Janice, a Human Resource Manager points out:

A[ Net wor king] is really wuseful, because i
out what everyone is doing. Sometimes you get so engrossed in what you're doing in

your job; you don't see what everybody else is doing. Or you presume that you know

what others are doing or thinking, and especially in HR because we provide a service

to the other service areas. So, it's useful for us to know what's important to them,

whatppehiango (Janice, F, P37, MO)

Il n contrast to the JOs, the MOs6é reported be
for their voice to be hear@ Achieve voice MOJor example, there was a level of

confidence that their council knowled{f21 Knowledge confidence M@nd expertise

should be acknowledged within the authoritie
the interview with Fiona, a Corporate Group Accountant, there is no ruthless pursuit to get

oneds way.
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ASo | t hithatkyouishodicsbe gble to thave your say and you might have
somebody, your | ine manager at the end of
decision, if they choose to do a different decision, to not do what you would have
suggest ed, tglasybuwhave heenmable to mutsyout point across and
explained why. They dondét always do that,
going to have different opinions of people, and | think as long as those decisions are
considered, eveyvwoufkmows yoaudbee khoem,abl e

P32, MO)

Voicing oneds opinions was considered necess
of the risks and the i mportance of being mea
climate. Philip, a Finance Manager, summarises this balance in the following pd8s2age

Picking your battles MO):

Al al ways tried to adapt rather than to f
didndét help me in climbing etenhiermanagerd er bec
or councillors said, | disagree, Phillip,

alright thend rather than argue and fight

youdbve got the councill ors wjamnebatr e pol it
generally doné6t really know what theyore
telling me that black is white, | end up

mate about what you say. 6 LifMO)is too sho

In this excerpt, Phillip acknowledges that although he would ensure that his opinion and
expertise was voiced, he was not motivated to push back or use political behaviours to ensure
that his advice was acted upon. Phillip points out two audiendbssiexample: his

superiors and the local councillors. Phillip did not seek to push his point with either group
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(3.3 Strategic deference M®gcause he did not believe he would be able to change their
minds, or win the argument, even if he firmly thoutifat he was right. This is notable as it
suggests that officers are becoming more conscious of their ability to influence the direction
of the council agenda even though it is not the place of officers to attempt to influence the
decisions that councillsrare responsible for based on their perceptions. As we saw in the

J Os 6 (8.221dAsaid being a rebel J@nd(3.2.2 Avoid being seen as difficult J@ey

were motivated tavoid giving their opinion to ensure they were not seen as problematic or a

rebel. Instead, the MOs emphasised providing their views, albeit tactically.

Moving from the JO to MO, the higherder code concerning control powdrEstablish

personal control JOYleveloped to broader influen¢® Establish influence MQjcross the

cowncil. ThisPersonal influencé4.1 MO)can be demonstrated by Woody, who discussed

how he was motivated to engage in political
establish a personal reputati@ars an expert i nwhichissomelinglaenc hd of

has always been inspired by.

AOn t hat p a dhbusiegyl weuld alsayskh¢ seentas thetgoperson, by

Councillors and the Executive and the Directors. People will listen to me when | talk

about affordable housing because they know | know what I'm talking about. I've done

it, I've delivered it. I've been thrgh a number of governments and had so many

housing ministers that you could shake a stick at, so they know, on that subject, that |

am the authority within the Council and ¢
anyone else talk @ampobtr amchsiamg, | 661 memakiet

that way until | retire in a couple of months (Woody, M, P41, MO)
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Furthermore, midevel officers held the perception that it was necessary to display
professionalisnf4.1.1 Display professionalism exemplificatid®), to strategically show
exemplification within the organisation and perhaps at this stage, more expansive and
surrounding councils that interact with thei
who were motivated to display their strengthishte individuals closely associated with them.

Within the MO sample, this was at a more sophisticated level, seeking to reach members of

the organisation outside of their immediate team. Thus, it became observable that

interviewees were galvanised to pugsaCareer reputation (4.1.2 MOF.or example,

Sophia, a communications manager, states:

Al think of t hoperathely. Yduleral up working evithla range of

people, and you can influence the way things are happening. Because if you're

hopdully respected in your profession, that gives you influence as well. And you

should be the person that they go to, to ask about whatever it is they want to ask about
because you are the professional regardl e

(Sophia, F, MO, P33)

Interviewees also reported being motivated to influence their team rather than simply gaining
personal influence within the organisation, as described by Alecia, a Benefits and Customer

service managdr.2 Team influence MO)

Al t hhinkhakigt of people would see it see [politics] as a fairly negative sort of
form of human behaviour. But that's not always the case. It can be positive. If you're a
bit sneaky, you can use it to your advantage because, you know, the influences, you
know the people with it. | mean, | have about 65 staff. Yeah, | know the ones that
people will listen to, to get over something [to the wider team]. So, if you're a bit

clever about it, you can sow a seed with particular [influential] people. And by the

130



timeit actually all comes out, you're halfway there to achieving your dream; | get
control over, my team and | dondét get the
Alecia, within this passage, demonstrates her impulse to both influence members of her team
through political behaviour@.2.1 Influencing the team M@pd her motivation to leverage
her team(4.2.2 Leveraging the team M@y her benefit and the benefit of the organisation
without her reputation being damaged because the team perceived Akbaardisiencing
party.

4A.4 Summary of Mid-level Officers

Like the junior offices, midevel officers were still motivated by functional political aims,

and they did not perceive any ethical or emotional qualms concerning their involvement with
politics. This is slightly different to previous research into political maturation, where mid
level managers in the private sector felt conflicted with their attitudes towards politics: while
they started to note positive outcomes (i.e., performing a task) poliis often seen as
inauthentic (Doldor, 2017). However, compared to JOs, MOs were more focused on
instrumental gain. For example, whereas JOs were motivated to network for prosocial
friendship Friendship, 2.1 JQ)the MOs were less naive about the imgice of

instrumental networkindristrumental internal relationships, 2.1 MGQ)ggesting that
positionality and power (i.e., more seniority) are vital for understanding the nature of political
motivation and that politics may be more normalised in palitiork compared to traditional

managerial samples.

MOs were also motivated to engage in politics for others and the wider collective. Both
Treadway (2012), who introduced O6concern for

chapter 2 section 2.4hd Kapoutsis et al, (2017), who empirically examined the benevolent
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dimension of political will, established that politics is not always motivated for the self but

can be for others. This can be seen within the additions ofdhdet codes und&taff
management (1.3PeingTask performance (1.3.And, importantlyStaffWellbeing (1.3.2).
However, this does not seem to represent an altruistic motive to engage in politics; instead, it
closely mirrors a reciprocal exchange. For example, if one takesStaf#@Vellbeing (1.3.2),

there is a political will to engage in politics for others but there was also a recognition that
this involvement would also be helpful for themselves as a manager, as the employees will be
more productive. This evidence then swugigehat political will corresponds well with leader
political support, which is eeciprocalbetterment used by leaders to address the needs of

their followers (Ellen et al., 2013). This data therefore displays that increased seniority and
responsibilityis associated with motives to engage in political behaviour for the benefit of

others, further highlighting the impact of context, environment and positionality.

Themidl evel officersd template also shows a mo
within the JOs (e.gConform to futurgproof (3 JO)andDeferential (3.2 JO))o become

more proactive, with codes suchAchieve voice (3 MOgndEstablish influence (4 MO)

Instead of being motivated to engage in politics for protection, these codks/aretowards

the instrumental benefit, seeking, and becoming more aware of reputational and personal
gain. Both JOs and MOs were therefore heldset¥ing motives, but the content of them

was very different suggesting that se#frving political motiviion is more nuanced than
previously theorised. MOs notion of risk was also more complex, assessing risks on a more
caseby-case basis than JOs and seeking to find opportunities to use political behaviour for
their benefit. For example, whereas the JOsevaeiven to béeferential (3.2 JQ)motivated

to Avoid being a rebel (3.2.1 J@phdAvoid being seen as difficult (3.2.2 J@)e MOs

understood the context and the boundaries that they could push with codesRickings
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your battles (3.2 MO) and Stiegic deference (3.3 MOJ}his finding echoes the cognitive

evaluation proposed in the political prudence concept in the OB literature (Kapoutsis, 2016).

Therefore, in summary, the MOs did start to display motivation that concerned others and

could be considered benevolent. However, this motivation was facilitated and forced by the
hierarchy and the bureaucratic necessity given the increased resporditilgymiddle

managers. The move from defensive to proactive political motivation was salient, whereby

officers were now seeking sedérving instrumental benefits such as reputational and

personalised gains rather than simply protecting themselves. &kisaw possible because

of their experience of the political landscape and-tgsease evaluation of the risk, which

marked a considerable change from the JOs, who were far more uniform in their approach.
This suggests that wasl shet bee 5@ dlevdhendb a | a

officers can be labelled as thavvy selservers.

4A.5 Senior Officer Template

The senior officers (n=10) were all within the senior management team of various local
councils. Their posts consisted of Chief Executives, Heads and Directors of departments such
as HR, planning, IT, finance and assorted others. The template compresbayfierorder

codes seen in Tab#A.4 below. Some of these codes are similar to the previous templates,
with additions relating to their greater power and influence. However, as you can see in Table
4A.4, there was an additional higkhender code oPolicy influence (5 SOyyhich will be

further explored after outlining the first four highender codes. This additional highemder

code alongside the multiple additions of second and-tirildr codes represents that the SO

template is far more detaileldan the previous JO and MO sample, suggesting that political
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activity is more complex with a more comprehensive range of motivations when at the most

senior level.

Table 4A.4: Template for Senior Officers

1. Relationship management
1.1. Maintaining constitutional roles
1.1.1 Maintaining officer impartiality
1.1.2 Maintaining political mandate
1.2. Staff management
1.2.1 Team representation
1.2.2 Team Resources
1.2.3 Staff Wellbeing

2. Networking

2.1.Internal instrumentalelationships
2.1.1 Operational Delivery
2.1.2 To gather intelligence

2.2.Share knowledge externally

2.3. Empowerment/mentoring of others
2.3.1 To give back
2.3.2 Potential reciprocity

3. Strategic Voice
3.1.Knowledge Confidence
3.1.1 Expertise
3.1.2 Obstinate opinion
3.2. Picking your battles
3.3.Considered Challenge

4. Leverage influence
4.1.Personal Influence
4.1.1 Display Professionalism (exemplification)
4.1.2 Career Reputation
4.2. Team Influence
4.2.1 Supporting the team
4.2.2 Leveraging the team

5. Policy influence
5.1Personal beliefs
5.2 National political agenda
5.3 Local government model

Note.ltalics represent codes that link to the notion of risk
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The first thematic analysis at the senior level highlighted how senior officers political will
became more about stratefielationship managemefit SO),which was in contrast to the

JOs and MOs who were concerned with completing thehtatalay taskgRole performance

1 JO & 1 Role performance MChor example, Bob, a local council chief executive, talked
about how he was compelled to use politics to maintain separation between the council's
differing factions, particularly with different political behaurs such as influence tactics,

such as ingratiation. In this sendgintaining constitutional role¢l.1 SO) ensured officers

and councillors understood the boundaries of their roles and thus reduced the possibility of

overlap and conflict:

fiBasically,this is the interface between the Members, the deeisaers, and the
staff. Thereds 400 staff here, and making

the staff, and Members make the strategic decisions on policy and budget framework.

So, i mdMembers eupdf the dag-day and making sure the staff work to the
political priorities that the members hayv
SO)

Additionally, given their elevated position within the organisation, there weréusghons

of their role where they were spurred to ensure their job was carried out to an acceptable
level. This is illustrated by Charlton, the Head of Legal within a local council who was also
the Monitoring Office?, responsible for ensuring the interactions esldtionships within the
councillors and officers were kept within the code of con{ilidt. 1 Maintaining officer
impartiality SO)and maintaining the political mandate of councilldrd.2 Maintaining

political mandate SOAIthough this was a sanctionadpect of their role and had official

responsibility, it motivated them to engage in political activity such as mild intimidation.

9 A monitoring officer is normally the Head of legal @rdocratic services within a local council and is appointed to ensure
the relationships between councillors and officers remain professional.
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Within the quote seen below, Charlton documented a faltering relationship between a
councillor and a senior officer withile local council, with the councillor coming close to

crossing the acceptable boundaries of a challenging professional relationship.

AWhen you think that or when you find out
kicking off, but not quite yet, you have to actually invite tfeemancillors]in for a
friendly chat and say, ALook, this is whe
This i s what happens i f you go beyond that
you do it in a friendly way, but you have to leave them with the impression that you do

that and you do it at your own risk.o (Ch

As with the JO and MO san®lsenior officers remained motivated to engage in political

activity to perform aspects of their role; however, this was even more pronounced at this level

of seniority, where more of the responsibilities and functions necessitated political behaviour.
SO6s responsibility meant polsiaftmanagdme@@.2t i vi ty
SO)but also toTeam representatiofi.2.1 SOpnnd securing resources for their team or

departmentl.2.2 Team Resources SBgrcy, the Head of Finance, stated:

AWe had to push strongly for what we i ndi
acquiescence of a department, that a department head had to fight for resources, fight
for his area and ensure his area isnodot re

t hahtiogss sphere of influence and thatods wha

Moreover, as with MOs, and given the pastoral responsibility of a team or department, the
focus on supporting staff wellbeing remained an essential driver of political activity such as
mentoring and influencing others for crucial resources for individuals within their(ear8

Staff wellbeing SO)
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Like the JO and MO templatddetworking (2 SOyvas a higheorder code; however, the
difference between the SOs and the other officaptates was the internal and external
nature. First, senior officers were motivated to establish internal relatiorigHips
Instrumental internal relationships S@jthin the council, which encompassed being
inspired byOperational delivery (2.1.1 S@ndinformation gathering to ensure they had the
required knowledge to support the functioning of their depart(@eh2 To gather
intelligence SQ)For example, Frank, the Head of Planning, outlined the importance of

gathering information through establispikey relationships:

Al mean it is important that you are able

members anyway and there is a network i

work very closely withé the diclesaelyt or of

with the chairman of the planning c¢ommi
knowledge of] policy and applications but the principle is you had to work together to

get the work doneo (Frank, M, P4, SO)

Frank details how networking at this &\of the organisation is critical to assist with working

processes and helps to ensure the smooth running of the council. However, external networks

were also necessary for the SO temp{at2 Share knowledge externally S@)ereby

external local counalformed networking groups filled with individuals within the same
profession. From HR, IT, planning, and legal, they all had an external body that they were
motivated to join, be part of, and actively participate for information that they could bring

backto their organisations. This is detailed by Charlton, the Head of Legal, who explains:

ASo, apart from this, I menti oned earl.
like Assistant Chief execs or people who are in charge of committee servichs and t

solicitors to the council. They were al
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doing something which has not been done before, so compulsory purchase orders,

maybe. You just use that conversation, has anyone done that and then you get, oh yes,
wedo x y z or whatever and have a chat. So that was always very important as, if you

|l i ke a safety blanket, it acted as a pres

M, P13, SO)

Unlike the JO and MO interviewees, SOs were motivated to empower anor roterg2.3
Empowerment/mentoring of others S@iyen the elevated position they hold. This was

highly salient across the SOs, as positioned by Bob, the Chief Executive:

iThereds the Chief Executive of (cbuncil)
mentored, a couple at (council) | mentored and they all kind of, gone on to bigger and
better things, not because of my influenc

[ my motivation was] AGiving backo (Bob, N

This Chief Executive demonsates how political activity such as mentoring can be driven by
communal purposes, such as helping others pr
need to give back to individuals in the way others had helped them through their careers

(2.3.1 To givdback SO)However, mentoring was not always purely altruistic; many SOs

reported expecting to receive careelated benefits in retur2.3.2 Potential reciprocity

SO) which is neatly incorporated by Percy, the Head of Finance, who stated:

~

ASo, ywok dowlards hel ping and encouraging
useful, individuals that you become friendly with, in an office environment, it is

typically colleagues, but you can become friendly with and that becomes a help and
assistance foronesl f [ €] Those that you have hel ped

reciprocate .0 (Percy, M, P1, SO)
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An element of senior officers political will that stands out most significantly from the JO and
MO samples was the co#t@mowledge certaint{3.1 SO)elated to ®s strategically voicing

their opiniong3 Strategic voice SOTheKnowledge certainty (3.1 S@pde represented a
tenacious desire to make their voice heard, using political activity including making forceful
and continuous attempts to influence criticembers of staff to fulfil their goals and
objectives. This strategy was underpinned by their expé&itel Expertise SOAs stated

succinctly by Steven, the Head of IT:

~

Al f everyone el se disagrees with syou, it

(@)}

what 6s being said to you; iif you do all t

<

your argument, I woul dndét give in.o (Ste

This can be further outlined by Luke, a chief executive who demonstrates a knowledge
resolve that was not apgeat within either the JO or MO sample who were more guarded in
sharing their opinions to confor(@ Conform to futurg@roof JO)or were motivated to

achieve voice but cognisant of the cultural constraints on being too fof8&fahieve voice

MO). In cortrast, SOs reported a ruthless and relentless drive to ensure their goals were acted

upon with a headstrong, unyielding determinati®i.2 Obstinate opinion SO)

ASo, you can advise them [councillors], b
longasit 6s | egal, and that can be exactly oc¢g
what | was able to do, you have a thing called a written constitution. | was able to, in

the first year, with the help of my team, give us a lot more lead. So, a lot of the

authaity was delegated to us, and that happened because it was explained to them

that there was going to be difficulties in the way that it was managed, potentially

there could be lots of tribunals, and they will be sitting having to defend their actions.

Wheeas if they gave me more authortbeywo ul dnét havelwoud do it ;
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have to do it, | would have to deal with tribunals. So, they were worried and also

quite lazy. After about three or four years, the people below them have a whole group
ofcuncil |l ors below them, some 20+ counci /|
council, is it wus politicians or is it th
Because they would say to me, well | want to do that, and | would say to them, well
no,noove have this policy, and that is what

(Luke, M, P5, SO)

Luke describes how he leverages his knowledge of the constitution and context to influence
and undermine the councillors. He feels his expertise makes himsetésf to control
decisionmaking and policy within the council. This political interference is significant given

the constitutional role of officers as apolitical support staff.

However, some SOs also reported being cautious when exerting their opmionstance,
Sheila, the Head of Human Resources, recounted her political motivation when interacting

with the Chief Executive of the council:

~

Al think from my position, my natural aut
lot of influence. Also,drause | had direct access, | reported into the Chief
Executiveél suppose a | ot of trying to ke
was politically motivated because sometin
or what he was doing, but in agdto achieve the best that | could with him, | had to

kind of not go in quite as hard as I mi g h

Sheila explains how she needs to consider the strength and timing of her challenge and how
she makes her voice heard to ensle does not risk her influence with the Chief Executive

(3.3 Considered challenge SOJhis had echoes of the JOs who were motivated to be
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cautious in their voice to protect themsel(@€onform to futureproof JO)and MOs who
demonstrate&trategic déerence (3.3. MO)}owever, SOs reported that they needed to be
more strategic and intentional regarding political activity, knowing when to pick your battles
and conserve your influence within the organisation by protecting your relationship with

influential individuals.

Like MOs, SOs were also driven to exert influence. Howdthese SOs were motivated not
just to establish influence through their official position; they were also driven to leverage
their personalinfluence and reputation to achieve cha(@eeveraging influence SO & 4.1
Personal influence SOThis can be demonstrated by Ruth, another Head of Human

Resources, who argued that:

AWhen you reach that | evel, a,xonvicicmm i n HR
getting what you want done. Youbre in tha
you might as well seek a demotion. o (Ruth

A surprising higheorder code that emerged in the SO but not the JO and MO templates was

the motivaion to engage in governmental political activity, such as changing and influencing

the | ocal council 6s policy. This is importan
role as impartial public servants. They were motivated to engage in pdalitioaty to

influence policy(5 Policy influence SORxften citing their personal beliefs or perceptions of

the broader political contexs.1 Personal beliefs SO; 5.2 National political agenda. $0})

example, Luke, a Chief Executive, adopts politicaivétg in order to sway the council to

align to his own and the broader political agenda:
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Al can see that the national politicians
could raise from council tax. So, in my first year, | persuaded them allt thgu

council tax up enormously and said that this is the right thing to do, you can blame

me , | 6m the new Chief Executive, this is
be no altout elections in three years, so the public are going to be readjyyabut

they will forget within 12 months, and they will forget because they will be getting

much better services. o (Luke, M, P5, SO0O)

Other SOs also reported engaging in the governmental side of political activity because their
perception of the local environment motivated them to engage in governmental political
behaviourg5.3 Local government model S®pr example, Steven, the Hedd T

suggested:

Al was probably most in favour of the changes they were proposing than some other
members of the management were. Not necessarily because | had an idea of what
change was necessary, because ittwas cl ea
financial model that they had been working to, for the last 50 years in the current
environment, the current financial environment and the current working

environmento (Steven, M, P2, SO)

| mportantly, this code r e pcoesttdional ole aspublict he | i
servants and their personal beliefs became blurred. During the interviews, SOs did not report
feeling that they were stepping outside of their official capacity; they perceived their

influence to be valid and built upon thdeesire to exert their expertise and experience in an

unbi ased fashion. However, guiding the coun
be perceived as pushing the boundaries of their apolitical remit, as discussed by Bob, a Chief

Executive:
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fiWwe dondt go to Councillor X and say, O0yol

options, you are the politician, you sel

professional advice, i f you want me to
respecti if you want to choose this one. But we never cross the line, but we go right

up to it.o (Bob, M, P20, SO)

4A.6 Summary of Senior Officers

The senior officers' political motivation was more complex and nuanced compared to their
juni or c ol ileacedyby thesdétail ofahe teraplate. Like JOs and MOs who were
motivated by the functional elements of political activity, SOs were also motivated to engage
in political activity in order to enact their tasks but did so at a strategic level. In payticula

they were motivated to represent others, including their department and/ofd.t2anmréam
Representation SOJhis mirrors the leader political support literature, which suggests that
leaders use their power to aid their followers by attempting éo thié distribution of

resources to their favour (Ellen, 2014). Looking at all three templates it is possible to see that
increasing bureaucratic power and responsibility is associated with an increased motivation to
represent followers, so this is one @sipof political motivation that closely aligns with power

and positionality.

This drive to represent individuals suggests senior officers were concerned for others and
demonstrated benevolence in their political will (Treadway, 2012; Kapoutsis, 205 tan

be seen within the first higher ordersReélationship management (1 S@ix also
Empowerment/mentoring of others (2.3 S@)ereby these individuals are seeking, to some
regard, the betterment of others through their political activity. Howeseeen within code
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Potential reciprocity(2.3.2 SO}he SOs also attributed a sense of exchange when doing so.
In line with social exchange theory SOs appear to be generating obligations for the future
(Emerson, 1976). Closely attached to exchange thegifsrocity which is also observable
within the codeShare knowledge externally (2.2 SDherefore, it appears that motivation is
far more complex than a divide between-selfving motivation and benevolent motivation.
Within the existing political wiltheoretical frameworks (Kapoutsis et al., 2017; Treadway,
2012), there is confusion whether one can be simultaneouslyeseihg and benevolent. The
findings from the current study would suggest that individuals can be driven tsepetig

and benevant motives for the same political activity; they can seek the betterment of their
followers or others whilst at the same time understanding that their activity is likely to lead to
instrumental gain for themselves. This suggests that existing binasel-sérving vs

benevolent may be more nuanced.

Like JOs and MOs, SOs were also aware of risk, however, in line with OB literature (Doldor,
2017), the seniors could evaluate what was appropriate through years of experience. Thus,

their risk evaluation @&n did not influence their motivation to the same degree as the junior
andmidl evel officers. l ndeed, this proficiency
|l evel of confidence or internal p o tability cal ef
to understand the political environment and their perception of their ability to participate

effectively (Craig & Maggiotto, 1982). This contentment with risk was linked to perhaps one

of the most surprising mpwhichwastthe motigationto t he of
influence policy Policy influence, 5 SQyhich could undoubtedly be outlined as both

unsanctioned and in contradiction with the necessity of neutrality.
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This drive for policy influence suggests that SOs are motivated totpasoundaries of

neutrality and professionalism to achieve a political mission. This suggests that the political
motivation of SOs had elements of the political will seen in political science literature, that is,

of support for a particular policy. Thgrson et al. (2020) suggest that public sector workers

may use personal resources to achieve a greater good and make important ethical evaluations,
just like the SOs in this sample who felt their political interference was just. While some OB
literature taks about the importance of ethics in political motivation (Doldor, 2017), OB

research does not discuss how some may perceivdatiemfinvolvement in political

activity as arunethical path to take.

Given the functional but representative politicdll whe proficient and confident approach to
their evaluation of risk alongside the surprising and overt motivation to engage in political
activity to influence policy to their own believes, the senior officers can be labelled as the

unsanctioned usurpers

AA7Summary of Officersé Political Wil

Having analysed and discussed the templates individually it was important to consider all
three templates together to identify overarc
political wil | . I n doing so it became clear that of"
of responsibility within the council) was a key influence on the maturation of political will.
Figure4A.1 provides a summarnyf the overarching dimensions of political will and how

they change across these levels of power. The figure reveals three broad overarching
dimensions of political will for officers: (1) task/strategy, (2) defensive/proactive and (3) risk
averse/profient.
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Figure4A.1:Over arching Dimensions of Officerso

Increase in Power

Savvy Self- Unsanctioned
Servers Usurpers

» Task » Task and team » Strategic
efficiency efficiency efficiency
(reciprocity)
» Defensive » Awareness of * Proactive
personal gain
» Risk-averse « Contextually » Risk proficient
AN S/ savvy A S

Note. Lightershading represents a decrease whisker shading represents an increase

these motives.

4A.7.1 Task to Strategy

The first overarching dimension of political will referred to being motivated by a functional
aim. Junior and middle officers were concerned with engaging in politics to achieve a
specific task, and mitevel officers were also motivated by the functiomahancements that
political involvement can bring for the team they are managing. Given that tHewald
officers have more team management responsibjlitiés maturation in political wilimplies
that more formalised responsibility leads to enhamegtevolent political motivation, that is
to benefit others. This political motivation developed further for more powerful senior
officers, who were motivated to not just play politics on behalf of their team, but also to

achieve strategic aims across thdew council.
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This development from task to strategic efficiency conflicts with existing research on

political maturation, which suggests that individuals typically consider politics as
dysfunctional unet hi cal at ldtehat mdreesgniomenvegilsn g o f
start to consider the functional aspects of political activity (Doldor, 20H@)vever,

Dol dor6s data was ¢ alasee prieated ordanisatonstfrenothed¢ch o b a | U
sector and the fast consumer goods sector,eypaitics is treated as something outside of

the normal range of activities; in these contexts, politics is regarded as unsanctioned, negative
and seHlserving. However, the empirical focus of this study, within the political work space,

has shown that dividuals within local councils have a different development of their

motivation, whereby they consistently see politics as functional even at junior levels. This is
likely due to the pervasiveness of governmental political activity in such an environment,

which necessitates networking, influence, negotiation, debate, secrecy and other forms of
politicking in order to succeed (Silvester et al., 2014). This finding demonstrates the

importance of looking beyond trdike and dispositional forms of politicalill to consider

the social cognitive elements of the environmental context and how it is interpreted.

Moving from task to strategic political motivation also reflects the increased management
responsibility of officers, and its links to benevolent podit will, that is, acting on behalf of

the entire team and/or as seen within the senior officers, a department. In the extant literature,
benevolent motivation is seen as a stable orlik@tdimension (Kapoutsis et al., 2017).

However, this study sugges that benevolent motivations are influenced by the power,

position and responsibilities one holds within an organisation. This is more in line with
research on leader political support which finds that leaders are well positioned to act
politically on kehalf of, and to benefit followers (Ellen, 2014), although this literature largely
discusses relational and dyadic political behaviour rather than contextual and systemic
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influences on political activity. However, the position of political actors withotewi

structures is recognised in the political science literature. For example, Persson and Sjostedt
(2012) adopt state theory to explain heystemic factorshape political activity by

commanding loyalty and providing underlying social contracts at the national level. These
factors are also relevant for organisations which are fundamentally political entities (Pfeffer,
1992). Through an empirical interdiskiary focus in the political work space the current

study suggests that systemic organisational factors impact the dimensions of individualised
political will, particularly benevolence, which is shaped by power and position within the

organisation.

4A.7.2 Defensive to Proactive

The second overarching dimension of political will is related to the stance individuals took
towards workplace politics, moving from defensive, to proactive. The findings suggested that

the less powerful junior officers were deivto protect themselves, the redel officers

became less motivated by protective aims and more aware of the potengahgel§ gains

that political activity could bring, and the senior officers were far more driven by proactivity,
wanting to step at in the political arena and were comfortable with being moresseling

to push through personal thought campaigns. The defensiveness of junior officers reflects the
oconservation6 values identified Barethe pol.
driven to protect the status quo and are obedient and cautious (Schwartz, 1992). Interestingly,

the proactive political motivation seen in the senior officers, which involved striving for

change, reflects the opposite of conservation values in Screvérs t ypol ogy ( Ari e

Roccas, 2020), suggesting that unlike values, which are thought to be reasonably stable, the
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dimensions of political will identified in this study seem to adapt over time based on

i ndividual sd under stttlzenpmbsitionglityarfd pawkre wi der cont

These findings also highligférvhegdarmnowheon
contemporary OB literature (cf. Ashforth & Lee, 1990), which typically positions self

focused political will and behaviour as inhererthrmful to others (Ferris, Russ & Fandt,

1989). While the findings from this study do suggest that senior officers were driven to make
gains for themselves, such as power and resources, they were also motivated to do so for their
team, suggesting thatlsaserving political will can simultaneously be benevolent. Junior

officers were also selerving but they wanted to engage in political acts that protected their

career and reputation, defending them against the political arena rather than proactively

making seltgains. Importantly, identifying these nuances of-selving political motivation

would not have been possible without the qualitative methodology used to uncover political

reasoning.

4A.7.3 Risk Averse to Risk Proficient

The finaloverarcmig di mensi on within t heFigaredAllwasr sd po
related to risk. Junior officers regarded political activity as being inherently risky and were

driven to avoid being seen as difficult or challenging. With more experience andipower

their councils, midevel officers became contextually savvy and thus were driven to be more
confident in their political actions. The senior and most powerful officers were most

accepting of risk and were reasonably proficient in relation to unddnstatihe context and

were motivated to manipulate and shape the context accordingly. The extant OB literature

has recognised the importance of risk. Treadway (2012) for example, includes the assessment

149



of risk as an important aspect of the padlock motipbébtical will, and Kapoutsis (2016)

also theorises that individuals need to consider the context when deciding whether it is

prudent to engage in politics. However, the current study is the first to demonstrate that

individuals assess risk in their patal reasoning, and importantly, that the perceptions of

risk vary across levels of seniority. This contradicts Kapoutsis et al. (2017) who found
empirical evidence that an individual soé | eve
career. Theffere, like other aspects of attitudinal political will identified by Doldor (2017:

functional, ethical, emotional), this study found that risk is an important dimension of

political will that can mature and vary by power, knowledge and experience.

4A.8 Conclusion

Answering research questionWljat are the dimensions of political will in political work?)

this chapter presented the findings from the 30 officers interviewed in this study. Breaking
down the sample into junior, midvel and senior officerit was also possible to examine

how the dimensions of their political motivation changed with their increased experience and
seniority. In doing so three ovarching dimensions of political will were identified. The
chapter, therefore, contributes keetexisting literature by demonstrating how a social

cognitive perspective on political will can reveal how motivational dimensions change in
relation to individual s6 experience, seniori
in this case, seority, in shaping the dimensions of political will. Furthermore, without the
inductive and phenomenological perspective taken in this study it would not have been
possible to identify the range of dimensions presented in the template analyses. These
dimersions go beyond those identified in the existing empirical work on political will and

demonstrate the utility of the political work context for identifying workplace political
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motivation.Of course, there are limitations to this template analysis studghwhill be
discussed in further detail in chap#d3 section4B.8. The next chapter expands on this

further by presenting the findings from the councillor sample.
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Chapter 4B : The Dimensions of Political Will (Councillors)

This chapter discusses the findings fribra councillor interviews and presents the templates
for the political motivations of the junior, midvel and senior councillors. These individuals
are the empirical focus of the political science literature, which suggests political will is
concerned wh a group of decisiemakers (Post et al., 2010). However, this thesis is
concerned by the individual, mictevel nature of their political motives. The chapter starts
with all three templates presented in TadB1l. Then each template is discussed in detail,
starting with the junior councillors, and moving on to the-teil and senior councillors.
During the discussion of the templates, comparisons will be made with the otfsansples

in the analyses.

As with the officertemplates, the councillor templates are then examined together to identify
overarching dimensions of political will. These are present&iure4B.1 towards the end

of the chapter. The findings indicate that political will for councdllercomplex, including
different, and often conflicting motivates. A key finding is that the formal power, or seniority
of councillors impacts their overarching dimensions of political will. This finding leads the

way for power to be examined in greatetall in Chapter 5.
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Table 4B.1: Junior, Mid -

evel

and

Seni or

Counci | |

or so

Junior Councillors

Mid-level Councillors

Senior Councillors

1. Public service ethic

1.1Previous
Occupations
1.2Improve their
community
1.3Family ethos
1.4Self
development/profile

. Representation
2.1 Casework

2.1.1 Individual
constituents

2.1.2 Give people a
voice
2.2 Tenacity
2.3 Conform to party

. Networking

3.1 To fulfil their role
3.2 Growing community
network

. Learn political culture
4.1 Understand the
environment
4.1.1 Formal
4.1.2 Informal

. Public service ethic

1.1Previous
Occupations

1.2Improve their
community

1.3 Family ethos

1.4Self
Development/profile

. Representation

2.1 Casework
2.2 Policy priorities
2.2.1 Personal

interests
2.2.2 Values
2.2.3 Res|
concerns

2.3Knowledge resolve
2.4 Conformity
2.4.1 To party
2.4.2 To electorate

. Networking

3.1 To fulfil their role
3.2 To gain influence
3.3 To gather
intelligence

. Developing,

understanding,
leveraging influence
4.1 Awareness of
strategic influence
4.2 Shar&nowledge
externally

1.

Public service ethic
1.1Previous
Occupations
1.2Improve their
community
1.3Family ethos

Strategic representation
2.1 Casework
2.2 Portfolio
Management
2.3 Community
champion
2.3.1 Community
contribution
2.3.2 Prestige
2.4 Knowledge resolve
2.5 Compliance of
cabinet positn

Networking

3.1 To fulfil their role

3.2To gain influence

3.3Cabinet
responsibility

3.4 To gather

intelligence

3.5Build image
3.5.1 Collegiate
image
3.5.2 Decision make

4. Developing,
understanding, leveraging
influence

4.1 Awareness of
strategic influence

4.2 Share knowledge
externally

4.3 Connect to powerful
political actors

Note. Italics denote elements of risk

153

Tem



4B.1 Junior Councillors Template

The junior councillors consisted of individuals within their first elected term, meaning they

all had less than four years of experience within their role. Through the template analysis, this
sample produced four higherder codesPublic service ethic (1C), Representation (2 JC),
Networking (3 JCandLearn political culture (4 JC¥een in TabldB.2 below The codes
represent a mix of governmentadsed political will concerning motivations for policy

change and workplace political will, meaning thexxe apparent differences compared to

the junioro f f i ncoBvatisnd who were not concerned with council policy or governmental

politics.

Table 4B.2: Template for Junior Councillors

1. Public service ethic
1.1. Previousoccupations
1.2.Improve their community
1.3. Family ethos
1.4. Sel-development/profile

2. Representation
2.1. Casework
2.1.1 Individual constituents
2.1.2 Give people a voice
2.2. Tenacity
2.3.Conform to party

3. Networking
3.1.To fulfil their role
3.2. Growing community network

4. Learnpolitical culture
4.1.Understand the environment
4.1.1 Formal
4.1.2 Informal

Note.Italics represent codes that link to the notion of risk
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The first higherorder code waBublic service ethic (1 JGyhich represented that the junior
councillors were motivated by a deggted motivation to serve the public. They reported

that an essential part of their identity was to be an active member of their community. They
were motivated to represent and beyaaimic leader within their community. Todd, a retired
policeman, highlights how his public service ethic has been apparent throughout his career; it
stemmed from his previous occupatighsl Previous occupations JGyhich was a salient

theme where partigants came from backgrounds in the civil service, police and were retired

teachers:

AWel |, |l think motivation is really inter
been a police officer since 74. So, I've been involved in delivering services to th

public and supporting the public, keeping the public safe, whatever you want. Then

when | retired from the police service, | retired as a [high ranking officer]. When |

slowed down, | thought, well, what do | want to do? | was persuaded to become a
Coundllor, and it was a persuasion. It took a long time for me to agree, but I'm glad |

did. My wife's not. So, you know, why am | doing it? Well, | love (area). | love (area)

to serve again, and | want it to be the best it possibly can be. | want to séwp oth

people who have completely different views to me from destroying the area if | can.

(Todd, M, P12, JC)

Not only does Todd highlight how his previous occupation in public service drove him, but

he also wants to improve the commur({ity2 Improve their cmmunity JC)which was a

common theme across the JC sample. This was often rather abstract for junior councillors, it
was not explicitly targeted &bwthey would improve the community, what specific

elements of the community they wanted to improveltoey believed that being part of the

political game, being able to influence topical matters within their community was essential.
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Additionally, another component of this public service ethic stemmed directly from their
background and family ethos. OftelCs reported that their parents or siblings were involved
in local politics and were following their examgle3 Family ethos JC)An example of this

stems from Susan, whose mother and father were heavily involved within their local wards:

A my f adnty enothemboth used to be local councillors, one in my ward and one
next door. So because | live in the ward next door to my council seat, which is where
my mother represented. And then my father, | now have his seat. So with the benefit of

hindsight,itwas obvi ously going to be! o (Susan,

JCs6 benevolent motivations to assist, serve
a motivation for seldevelopment and to raise their profile4 Seldevelopment/profile JC).

For example, Wayneecounts his motivations starting as a councillor two years previous:

AOne of our councillors was stepping down
were |l ooking for a replacement, and in th
councillor should liven the local area they represent so they have a better

understanding of the issues. So anyway, this vacancy came up, | put my name

forward, and fortunately, | got it, and | wanted to get, get my name out into the

publ i c; | 6ve al ways nwarhkee dc ibve Hi nsde rtvhi ec es, c &

wanted to changeo (Wayne, M, P15, JC)

Furthermore, these councillorsdéo remit (2 Rep
can help within their community at this early stage of their political careey. FEperted
wanting to assist the vulnerable and the individual ward constituents irfzhéediasework

JC). In this sense, they were motivated by what they describe as their casework, their
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el ectorate in need of as siratibnavithchis opposisonr epr e s e

party(2.1.1 Individual constituents JC)

AA key thing is, this is a broad generald/
(the opposition party) doné6ét do casewor k,
jobtobec asewor k, nine times out of ten, to m
go, and | see someone in their house, and | promise them something which | might not

be able to deliver, essentially | could, you know, and | sometimes have problems

b e ¢ a msealing with somebody on the ground about a particular issue and say

itdés a (council) issue, Il have to then pu
and | know they wondét respond, and | Kknow
thattheyave referred it to somebody, they wor

still keep getting elected, people still keep thinking they are doing something, which is

as frustrating as hell o (Jordan, M, P21,

This focus on the electorate continueshia following code in that JCs reported being driven
to be an intermediary between the vulnerable and the council, wanting to advocate for their

constituents and give them a vo{@el.2 Give people a voice JClrlorence reports this:

Al t hi nk ttemeame o fraandoowncil) and is in dire need, got two young

children, very I|little money, and | think
nowhere to go. So, she went to the | ocal
theyjustddnt get back to her, so | 6ve just be

whole thing. lthink that most of what you do is to just be there for them and make
sure they know that you wil!/ advocate for

a differencethan hat . 6 ( Fl or ence, F, P25, JC)
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When focusing on individual casework, JCs reported being highly driven to represent their
constituents successfully. They demonstrated tenacity (2.2 Tenacity JC) to influence others

and stubbornly persisted to ensure theitsawere met. Ruby demonstrates this:

AiSo | play my part. | expect officers to
accordingly, or [106Il ask again, and again
JCbs political will was also influenced by t

Interviewees reported surprise at the compliance they had to express to the mechanics of the

party (2.3 Conform to party JC)his can be highlighted in the inteaw with Karen:

Al't' s about making sure my residents, whe
care), get what, get their money's worth
than | thought it would be. You have clear responsibilitieségthlitical party whom

you represent; it hadn't really occurred to me before. So, | have to look at a lot of stuff

| do through a |l ens of thato. (Karen, F,

Because they needed to influence party members to achieve change for their constieuents, t
JCs, like the junior officers, were also motivated to network within the co{niiétworking

JC); howeverwhile JOs were motivated to gain personal support networks and friendship,
JCs were motivated to network to achieve political gain, illustydtiey were concerned

with engaging in workplace politics to achieve governmental political €8rasT o fulfil their

role JC).Todd and Susan can explain this:

ANet working is absolutely crucial. 't hel

of life. If | want, if | want a favour, if | want something done, If | know somebody [an
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of ficer] whods there for me, " m | i kely

get it done. Absolutely critical.o (Todd,

AYou as a Covetoenaihtdingood woykiogurelatianships with these

people [officers], because no matter how frustrating they can be, and they can, they
might not go your way or be able to help you terribly on case A, but then when you've
got case B, they can. And it @gyls very much as well on the personality of the

officer. Like Planning, for example, they are given their cases, there is a case officer
for each individual planning application. And | suppose, like anything, you know, you
look at it and dependingonwhoh e of fi cer is, you think,

brilliantéo (Susan, F, P59, JC)

As well as networking with officers, JCs also networked across their party angharos$o

drive through initiatives for their community. JCs were motivated to build tie¢work

within their constituency, to develop their image and their profile within the community, and
to be involved within their community mo(8.2 Growing community network J&$

demonstrated by Lucinda:

~

need to make some friends in the area, so | was 5 minutes away from joining the WI,

and then | thought, well actually | want to join a party so | joined the party, still

Al decided to run Dfmewtdthe areaCamdil wvasithinkingl wa s

t

o

thinking I might jmamy thmeoMW e Ibujtudtovei are

that. But in your role, you end up dealing with all the businesses around here; you get

to know everybody; you meet a lot of community leaders, lots of activists in many
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ways, so your network just grows and growss,op |l e wi | I just say he

remember you. But that involvement is wha

The fourth higheor der code within this sample was t h
environmen{4 Learn political culture JC & 4.Understand the environment J@)¢luding

the Formal (4.1.1 JC)and hformal (4.1.2 JCpower and the structure of the council, and the

remit and control of officers. Lucinda and Wayne, two councillors at different councils at

other sides of the countrgan explain this. Lucinda highlights how the organisational

structure is challenging to navigate at the

ASo, yes, when | first became a Councill o
me the organigram with everybody and who tlaeeyand what they do and stuff but

even then because itbds not, |ike, you hav
got these Committees, and you have to figure out which one is relevant to which, like

the language is not very clear, like figuringtae difference between Community

Services and then Special Resources or Planning and Planning Policy, like it, it takes

time.o (Lucinda, F, P16, JC)

Additionally, Wayne states that it is essential to learn about the informal and political
elements of theouncil, including the tacit knowledge about appropriate political behaviours
such as influence skills that you have to learn if you are to succeed within your councillor

role.

AYes, when | was even newer, I wanst t ol d t
so good. So you know there are certain departments which are good and ones not so
good. So if you want to approach a good department, there is no problem, but in a

department which is perhaps not so good, you have to be careful how you phrase
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things, yno you approach, you donét go in al/l

more conciliatory that sort of thing. o (W

4B.2 Summary of Junior Councillors:

The junior councillorsdé pol it i weatounteipdrts,, | i ke
was rather functional. They were motivated to engage in political activity to fulfil their job

role and | earn the political culture and env
research that found it was ordgniormanagers wheaw politics as functional, suggesting

that the context likely shapes political motivation. In this case of political work, it would

almost be strange to foresee a dysfunctional political will, given the salience of political

activity in local councils. Té findings also show that politicians consider it necessary to

participate inorganisationalpolitics to fulfil their role, as politics is their job (Silvester,

2008). Itis often assumed that politicians engage in a separate, distinct form of political

activity and thus have unigue motivations detached from broader organisational workers, but

the findings from this study suggest that this is not the case.

However, as one would expect, there are also divergences to the officers within local

councils. Thee were examples of political science or governmental political will whereby
councillors, as expected, were motivated to represent, and champion political causes. This

can be seen within codes sucHradividual constituents (2.1.1 J@ndGive people a vioe

(2.1.2 JC).Such motivations to engage in governmental political activity display a link to the
political science |iterature that taps into
to Callander (2006), individuals are either office mated, (i.e., seeking the rewards of

office) or policy motivated, (i.e., placing a higher drive and value towards establishing policy
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outcomes). The template codes that show a drive to represent and provide a voice in the

council for constituents indicathdt these individuals were more policgther than office
motivated according t o -@Gerdudofficedotiviatédsdebatyma® | ogy .
similarities to t-foeuse®@hd zenelolent pofitiaat will(kapootsisetot h e r
al., 20T7; Treadway, 2012): junior officers have an outwfacing, otheforientation, driven

to provide others with a voice within the local council and thus are nobly motivated to better
their followersd situation. Tahgererally wer e al so
concentrates on public administrators rather than elected officials, namely the work on
Opublic service motivationd, which is define
motives grounded primarily in public institutions, with abafy commitment to the public

interest (Perry & Wise, 1990). This literature was mirrored in the higidear coddPublic

Service Ethic (1 JCpr councillors, but interestingly was not salient in the junior officer

sample, where it would be more expected.

Because junior councillors were motivated to represent others to change policy, their motives
bring together political science and OB perspectives on political will. However, political
scienceds conceptual i sat i ogroupofindiypdoalsioiningc al wi |
together to change a particular policy. Within the JC sample, neither the bonding of a group
for collective action nor the fixation on broader scale (local) governmental policy was clear.
Instead, they see themselves as noberimediaries, seeking to give voiceitdividual

constituents and to persistently champiugividual causes, reflected in the collenacity

(2.2 JC).This indicates that for these local politicians, stafahe causes are more important
than being a membef a broader collective, suggesting it is vital that political science does

not reject the idea of microrganisational political notions as this literature can have key
insights for the motivations of political actors.
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Nevertheless, this does not suggest that junior councillors are not mindful of the necessity of
collective buyin. For example, as seen in cd@dmwing community network (3.2 J@)ey

were aware of the need to build a broader base of support from tteeakeevho bestow

their democratic mandate upon them. Further, they were motivated to create a collective with
officers, perceiving the need to act appropriately to form these relationships with officers as
fundamental to achieving their goalo(fulfil their role: 3.1 JC) Therefore, in line with
political science theorists (e.g., Post et a
importance of building a collective to champion political issues. Yet, junior councillors were

also naive to the powerbfh e col | ecti ve, particularly the
the template cod€onform to party (2.3 JQ)ighlights how junior councillors anticipated

much higher levels of autonomy than they have. Still, motivations were restricted by their
evalwation of risk and their consideration of their party affiliation. In contrast, junior officers

were acutely aware of the collective culture and were thus motivated to avoid being seen as a
rebel or difficult. So whilst junior councillors were aware of tungy political will to get

things done in the community and actions passed through council processes and thus

reflective of a political science perspective on political will, they were less aware of the need

to align themselves with the broader party atliee, and therefore traditional OB notions of

political will, as a micrelevel construct were also relevant for their political motivation.

In summary, given the individualised motivations with a benevolent outlook and the
perception that they are pripted and honourable intermediaries, providing a voice for their
vulnerable constituents, caveated with a naivety around the expectations of the collective, the

junior councillors can be labelled Bsively Noble.
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4B.3 Mid-level Councillor Template:

Mid-level councillors (MCn=10) were councillors who had experience as an elected local
councillor, were vicechairs of committees or leaders of the opposition. This template for this
sample contained four higherder codes, with the first three highender codes the same as
the I sample includingfublic service ethic (1 MC), Representation (2 MC) and Networking
(3 MC)with a development in the fourth higher code in the-fewetl sample being

Developing, understanding, leveraging influence (4 MC).

Table 4B.3: Template for Mid-level Councillors

1. Public service ethic
1.1Previous Occupations
1.2Improve their community
1.3 Family ethos
1.4 Seltdevelopment/profile

2. Representation
2.1 Casework
2.2 Policy priorities
2.2.1 Personal interests
2.2.2 Values
2. 2.3 Rmoxermsent so
2.3Knowledge resolve
2.4 Conformity
2.4.1 To party
2.4.2 To electorate

3. Networking
3.1 To fulfil their role
3.2 To gain influence
3.3 To gather intelligence

4. Developing, understanding, leveraging influence
4.1 Awareness of strategmfluence
4.2 Share knowledge externally

Note.Italics represent codes that link to the notion of risk

The first higher code at this mldvel councillor level represented a similar motivation to the

junior councillors in the first thematic analyses, Bublic service ethi€l MC)seeking to
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represent others. There were examplddref/ious occupationdl.1 MC)being a motivation
to continue to serve their communiti@s2 Improve their community M@ndFamily ethos
(1.3 MC)where previous family members were heavily involved in the community. This
meant there was no differentiation between the Junioraiidans (1 Public service ethic JC)
suggesting a stable pemcial motive to engage in politics. However, in this sample,
interviewees reported a greater desire to develop their pfbfleSelfdevelopment/profile
MC), which was more seberving than p-social because it was related to assisting their

electoral hopes and reputation.

Like JCs, midlevel councillors held a similar motivation to represent their constit2rits

Casework MC)an integral aspect of the exact higoetder coddRepresentadn (2 MC).

However, compared to the junior sample, they reported broadening their political concerns,

moving fromindividualissues andthdividualc onst i t uent s concerns se:
the strategic aspects of more expansive policy areas andgskrger community groups

(2.2 Policy priorities MC)These priorities were important to them through their own
personal values, believes and agendas. For e

experience, was asked to outline his role, hied{2.2.1 Personal interests MC)

Al 6m an opposition councillor, and my par
Transport, which is really the area | 6m n
Transport is something | 6ve pwhablyheve t o enr

enough of me debating it with themo (Rich

Likewise, Harold, a councillor with over 25 years of experience, when asked the same

question, discussed his valy@2.2 Values MC):
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Arol e has changed stgnhnfitantepypsewheprdl af
a very big ward which | concentrate on graffiti, asticial behaviour and drug

use[ é] We all have the | ocal probl ems we

problem, you know, you should see the graffitiarolmdt c or ner , but , i t¢
itdéds as a community iwe htawe ttm tvaad kulee oiutr

(Harold, M, P17, MC)

Dawn, a councillor with a significant reputation within their community and in the latter
stages of their second elexl cycle, illustrates how, in comparison to the JC sample; Mid
level councillors widened their concerns beyond individual constituents to wider collectives

and communitygroups 2. 2. 3 Resi dentsd concerns MC)

ASay, for me, | 06 minktheceane a lotioflkéylmoard vbagiarsaaouts e |
there, who are very, very good at being keyboard warriors. But the reality is, how do

you make a difference? You make a difference by standing and representing your

community. And so tcheatlédsv ewhdyo nle diitdé myt .s tAan
of) steps, from streets down to the stati
| goté, A10 million.o (Dawn, F, P56, MC)

Like JCs, midlevel councillors also had a stubborn motivation to persist in achiewng th
political aims(2.2 Tenacity JG)however, at this level, they were driven to not only engage

in persistent influence to support their individual constituents, but they also begin to see the
broader collective issues within their remit as more under their control. Therefore, they

becamencreasingly tenacious in promoting strategic priori{f8 Knowledge resolve MC)
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MCs emphasis on representing their ward and community was now a part of their reasoning
when considering their political actions. With this came an awareness of gripyr as a
councillor. So, while there was still evidence of MCs conforming to the expectations of the
Party(2.4 Conformity MC; 2.4.1 To party MCthere was now a deeper, more -selfving
consideration of the influence of their constituents and thepof constituents to impact

their electoral desting2.4.2 To electorate MCYThis is discussed by Harold, the councillor

with over 25 years of experience, which documents the importance of being attentive to

constituentsd priorities for onebs career:

A bngevity for a Councillor is a matter of gettingekected, and that is usually down

to hard work in the ward; you keep your e
unpopular agendas. | saw one Councillor end up being unpopular, the leader of the

council two ars ago, in a very, village area, ended up being humiliated because he

was the [urban devel opment] guy, that was

hedge fund manager, he got his comeuppanc

Compared to the JCs, MCs recagpul that the view of constituents potentially constrained

their actions. This does not mean that all strategic priorities were directly motivated by their
perception of the electorate's wants. However, they were attuned to treading carefully and not
suppating unpopular agendas if they wanted to remain in office. This is comparable to the

midl evel officersd sampl e wh 03.2Weeking younbattlesv at e d
MO) and motivated bytrategic deference (3.3 MQyhich highlighted a simdr cognisance

of risk attached to the political arena.

Like the JCs, networking was considered essential to fulfilling their political agariddo

fulfil their role MC). However, unlike the JC sample, who networked to achieve change for
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their constitents, the MCs sought to gain influen8e2(To gain influence MQhrough their
networking to achieve sefferving careerelated outcomes and raise their profile. They were
motivated to engage with external organisations and influences outside the tmotaisi

their profile and influence within the council chamber. This can be demonstrated through

Janet, a councillor in her third term:

Al 6ve net wor kgeeldn e rla tdii adn tphreo gireaxmme and fr

seen probably as one of the masteessful cohorts because we have roles within the

LGA board. Thereds a group of wus, and we
and thatoés probably where a | ot of the <c¢ch
in a really interesting situation,weon 6t have a | eader of the

if there were anyone right now who could lead this council and who could take it

forward, it would be me.o (Janet, F, P57,

There was an additional seceardler code within the higherder code3 o gather

intelligence (3.3 MC)Within local councils, information is a valuable commodity. For
example, officers will have information concerning the direction of policy that the majority
group are seeking to move towards and are often expected notifgediuch information.

This is most likely why within this passage by Paddy, it is noticeable how motivated he was

to gather intelligence via the officers.

~

ASo, counci l of ficers arend6t born or inst
have to learnd ask the right questions, and you have to learn to ferret, and you have
to learn to dig deep to get to what you think might be the truth. Officers are not going
to brief you in detail unless you ask the right questions, they will never lie to you, but

thegy wondét brief you in detail because you
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ask the right questions of the officers vy

(Paddy, M, P23, MC)

Paddyodos example demonstr atvaydorMGsewhoare mpl exi ti e
motivated to engage in workplace political activity, such as exploiting relationships with,
circumventing, or manipulating officers to satisfy their governmental/policy related political

will.

The fourth higheorder code is the mosignificant departure from the JC sample. It displays

how the MCsdé were awar e -arfdgingitwaqg4 Developifigl uence a
understanding, leveraging influence MQhis perception meant they were more willing to

influence policy agendashether successful or nat.. Awareness of strategic influence

MC). This was whether they were the leader of the opposition, a councillor that had-been re

el ected numerous times and had 25 yearsoé exp

their role.For example, Johnathon stated:

Al 6m quite vocal on issues | believe in,
vi ewpointé Thereds an el ement of experien
relatively high profile; | frequently feed information to tloeal press. So, yes, [I] can

often sway a decisiono (Johnat hon, M, P14

MCs also reported that their membership of external organisations bolstered their sense of
influence. Therefore, their motivation wasSbare knowledge externally (4.2 M@ixh their

political activity differing throughout the MC sample, including influence attempts to specific
political Dbehaviours such as |l obbying. In Jo

motivated to share knowledge externally to create alliancesisi A agendas:
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Al d&dm a member of four residentsd associ at
meetings foré | 6m associated with three |

change group, lots of groups associated with all sorts of concerns; aitipallu

climate change, planting of treesé There
what the council wants to do, and thatos
but endorsed by the majority grmuppr | 6m v

groups, in trying to get decisions changed [in the council]. If | can give those groups

my ideaséwell . o (Johnat hon, M, P14, MC)

4B.4 Summary of Mid-level Councillors:

Like the junior councillors, the mievel councillors are motivated by individual causes
through their motivation o€asework (2.1 MCMany examples suggested that councillors
held benevolent political will ttmprove their community (1.2 M@nhd addresRe si dent s 0
concerns (2.2.3 MCJhis finding echoes the literature on political values, for example,
Weingberg (2020) found that individuals who score high on benevolence (Basic Human
values, Schwartz, 1992) were more likely to become an MP. Import&/einberg (2020)
also found that this benevolent outlook was coub&danced, with higher power values
predicting candidate emergence, suggesting that individuals desired to seek and control
resources. This was reflected in the current MC sample, whaedgbat, as well as being
benevolent, they were also se#rving in their endeavours. They were keen to change the
agenda of the council to suit their values, drivers and personal intétebty (riorities (2.2
MC); Personal interests (2.2.1 MC); Vasi (2.2.2 MC)and confident that their proposed
action was the right course (X®owledge resolve MC)Crucially, these motives were not

devious or careeminded, in contrast to how politics is traditionally regarded in the OB
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literature. In fact, the I@s sought to achieve outcomes that are best for the community as a

whole and felt that seerving endeavours were thus ethical and necessary. This finding

departs slightly from existing studies, such

middle managers held ambiguous ethical considerations towards their political involvement.
The findings from the current study therefore suggest that there are subtleties in the ethics of
selfserving motives, and the balance betweensaifing and benevolent fitccal will,

which have not been captured in the current OB literature (Treadway, 2012; Kapoutsis,

2017).

The balance between sskérving and benevolent motives can be further seen in the codes

that highlight the MCO s chasCanfoenitydzs4sMCy Topartp pt i c s

(2.4.1MC)andTo electorate (2.4.2 MCT.hese codes reflect how, compared to junior
councillors, midlevel councillors reported increased awareness of how things play out to the
voters. They reported adapting and moujdimeir political activity to align with the

el ectorateds expectations, given they are
their future career as local councillors. Similarly, in comparison to the junior councillors, who
were more naivehe MC participants were also aware of their increased position in the
council, as seen in codBgveloping, understanding, ateleraging influence (4 MC). To

gain influence (3.2 MCandTo gather intelligence (3.3 MCl)ike mid-level officers, who

were concerned witRicking your battles (3.2 MGndStrategic deference (3.3 MQhjs
samplewasacutely aware of the council environment suggesting that perceptions of power
and position that one holds in an organisatiapsis political motivation. These evaluations

of their environment highlight the social cognitive process of individuals within the political

workspace.
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In summary, the midevel councillors were more sesderving than the junior councillors;

they soughto influence the council agenda for their own personal interests, were concerned
with their own careeambitionsand were cognisant of risk, which nawcludedthe power of

the electorate and their ability to provide them with another term in office. Wowdhis was
balanced with multiple examples of benevolent motivation, which often related to pursuing
policy for the benefit of their constituents and their ambitions to involve themselves within
the political institution of the local council. Therefogeven this balance, the midvel

councillors can be labelled as tha&lanced bureaucrats.

4B.5 Template analysis of Senior Councillors

The final template consisted of the senior council{forsl0) who had roles within the

cabinet, such as leaders bétcouncil and heads of committees. Like the senior officers to the

JO and MO sample, the senior councillor template was more complex. However, the senior
councillorsodo templ at e-ordeocodesPuablicsatvice ethiclilé&5Ce f our
Stratgyic representation (2 SC), Networking (3 $@j)iDeveloping, understanding,

leveraging influence (4 SC)
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Table 4B.4: Template for Senior Councillors

. Public service ethic

1.1 Previous Occupations
1.2Improve their community
1.3 Family ethos

. Strategic representation

2.1 Casework

2.2 Portfolio management

2.3Community champion
2.3.1 Community contribution
2.3.2 Prestige

2.4 Knowledge resolve

2.5 Compliance of cabinet position

. Networking
3.1 To fulfil their role
3.2 To gainnfluence
3.3 Cabinet responsibility
3.4 To gather intelligence
3.5 Build image
3.5.1 Collegiate image
3.5.2 Decision maker

. Developing, understanding, leveraging influence
4.1 Awareness of strategic influence
4.2 Share knowledge externally

4.3 Connect to powerful political actors

Note.ltalics represent codes that link to the notion of risk

Within this template, the SCs pointed to tHeiblic service ethi¢€1SC)as a strong motivator

to fulfil their role. This meant that there was a theme aroundPhewrious occupationgl.1
SC)within public service bodies and their desire to continue that and a family ethos of public
sector work(1.3 Family ethos SCHowever for SCs, there was a difference in improving

their community(1.2 Improve their community SG¢cause while the motivation was the

same, their attributions suggested they felt more in control and had a greater sense of political

efficacy. Therefore, theywere more willing to attempt political change on a grander scale.

Katrina, a cabinet member, can represent this:
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Al't was a very deprived area where you <co
that!) We delivered retail units, flats above, a community With a library, a not for

profit, community cafe, full restaurant units, rooms for hire and youth service. They

had been talking about it for about ten years. And we achieved it in about two and a

half years. So those are the things | played a partibutaaster part in because |

knew | could get it. That's made such a massive difference to people’s lives in my

area, that | | ove, and they actually now

F, P48, SC)

Similarly, while SCs were still motivated &ssist constituents with their Casew(kl SC)

to represent vulnerable individuals, this was far less salient compared to JCs because SCs
were motivated by strategic, grander scale cotadilpriorities(2 Strategic representation

SC) This representeitt the codePortfolio management (2.2 S@®hich indicates how SCs

were motivated to do what was necessary to ensure that the portfolio they have worked hard
to obtain fulfils its responsibilities and obligations. This is demonstrated by Adam, a member

of the cabinet:

~

Al mean, take my cabinet role of | eisure.
cabinet role is very much concerned with what | enjoy. And one of the things | saw

through this year has been the enlargement of a new football stacatirhigiped get

built. It's actually in my area, which is a football stadium, which held originally 1000,

brand new buildings, new international standard in artificial pitch, changing rooms,

this took a | ot of my ti meS0MECuUt | was so

This example echoes the sense of control SCs felt over governmental political activity and
shows how SCs were not just motivated to serve the collective; they also reported an

emotional attachment to their political portfolios. This was simild@s who showed that
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personal interestf.2.1 MC)andvalues(2.2.2 MC)spurred their political action. However,
SCs took in a broader remit, as leadertheir community(2.3 Community champion SC &
2.3.1 Community contribution S@here they would chanmn specific political agendas for
their communities and were also driven by the prestige of doing so across the wider

community(2.3.2 Prestige SCFrancesa, a cabinet member, positions this:

AWe had a road, which was idhodbodgowned;ito our
was not adopted. The builder who had built the whole of the estate, he disappeared off
the scene, and he had no responsibility f
road adopted, and the Coubwaspersonatitgand f ac e d
the fact that | wouldn't take no for an answer from any of the officers. | just said I'm

sorry, it's got to be done. So | thought it was a really good achievement and it was, it

was MY contributionél 6v etheltldamhbecwhatanci | | or s
achievement and | 6ve talked about this at

nice part of the role. o

This passage by Francesca also represents te(@ditiinowledge resolve S@hich is

similar to the MC sample, althondCs made this far more visible to others, making it clear
that their goals for the council should be a priority. This was not as visible in the JC and MC
samples, who were more focused on individual casework or smaller policies, which

demonstrates thedrease in control and power for SCs in the wider council.

That is not to say that the SCs were not mindful of the council environment and the position
taken by the Cabinet. This assessment of risk was different to the JC and MC samples, who
felt they neded to conform to the party and needs of the electorate. With an increased

amount of formalised power and reputation within the party, SCs were no longer restricted by
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the party. Instead, it was explicitly thabinet,i.e., the top executive of a localwmil
consisting primarily of the majority par{2.5 Compliance of cabinet position SC).

Alexander, a cabinet member, references this:

ALet 6s talk about the meeting we have | at
Cabinet members will all agree, Moo ubt . Yeah, and of <course,
premeeting before this, youdd have to be a
your own cabinet, I woul dndét dream of it,
SC)

Like the other samples, SCsal®ferred to the perceived importancéNetworking(3 SC)

The SCs template comprised a similar code to the JC and MC sample in that they were
motivated to engage in political activityo fulfil their role (3.1 SC)However, SCs wanted to
network with oher cabinet members to ensure they fulfil their objectives as a collective body

(3.3 Cabinet responsibility SCyhis is reported by Rupert, a leader of a local council:

AAs a cabinet member, which | am, youobdve
with the other members of the cabinet. I

They disagree with me all the time, but w
t hat we show, so far as i s possible, a un

oppost i dRupert, M, P45, SC)

SCs were also more often aimed at achieving influence over the senior officers within the
local council(3.2 To gain influence S@nd gathering information to protect their power and
prestige 8.4 To gather intelligence SCljhis can be seen within the analysis provided by

Thomas, a cabinet member:
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AWel |, |l think my, the only repeated comp
|l i ke, is that they dondét keep me infor med

When it becomes strained when | go into meetings with the leader of the council and

hesays, fiso, what are you doing about this
paper ?0 And | say, fdAno, I havendt been sh
of ficer and say, Al ook, |l was embarrassed
aboutthiswhy donét | know about this? Why did]

scenari o, and |ThdmasyM, P470SCy esol ve it . o

Despite wielding voting rights and power within the council, SCs were also keen to develop
an image of collaboration over aggsion with officerg¢3.5 Build image SC & 3.5.1

Collegiate image SCPvert demonstrations of power and aggression were thought to be
strategically damaging if SCs want to develop coalitions with officers to support their

political goals. This is higlghted by the Mayor of a council, EIma:

Al think itdéds because | put my arms aroun
never ever rocked the boat or shouted at anyone or been off. | just feel that they
always think | am always there and easytotaékko t hi nk i f you go i n

aggression, thdeBmawiR7ISC)cl amour up. 0O

However, SCs were still motivated to maintain their power persona to be seen as the
decisionmakers in the counc{B.5.2 Decision maker SCJhis can be seen in the account of

a cabinet member, Eve:

ASo from my point of view the coll aborat:i
very political environment, definitely wo
chuntering away, it doesnnthinkthatevemwith donét
Coronavirus going on | havendt stopped [ g
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di fficulty in asking difficulEve, qR26,st i ons,

sC)

When it comes to influencing, the SCs had a very similar outmtthe MCs; they
understood that they had considerable influence within the cdqdn&wareness of strategic
influence SCand knew that this was a crucial component of their role as a councillor to
Share knowledge externally (4.2 SThe only key diffeence was their motivation to gain
kudos through association to influential individu@s3 Connect to powerful political actors
SC),and with this came a certain air of pompositgke, for example, Bert (a cabinet
member) who discussed how his role aeeted him to powerful actors which brought with it

a sense of kudos and grandiosity:

Al 6ve been successful i n other roles i
invol vement in, the people you get to
someti mes people you would never get t
sphere of influence. You know, now more than ever. | have {national cabinet
politician} phone me up now as well, and particularly in COVID times, when

everythingrd,s Icdmstelde dfoimr st port of cal

n n
WO r
o i

[

first port of call. You know, | ook, there

it out on your end? So yes, | do feel | have a wide sphere of influence. | would like to
t h i ntecause Iécan do things, and people come to me because they think | can
actually affect change, even you know,

sC)
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4B.6 Summary of Senior Councillors

The senior councillorsé motivation to engage
grander, more impactful scale than the junior or thelewel councillors. There was also a
development in their evaluation of risk, whereby they were both mulishowhilst at the

same time being aware of the potential restraints from powerful mechanisms such as

collective cabinet responsibility.

Senior councillors were concerned with harnessing the collective will of key denisikers

to implement variousrgnd scale impactful policies that will affect individuals and the entire
electorate of the local council. This is in stark contrast to the junior councillors who were

motived by single constituents or household issues. Instead of focusing on individual

casework, SC codes includ&brtfolio management (2.2 S@dCommunity champion (2.3

SC) These motives are wigdeaching, impacting the entire community, with policies such as
transport, tackling couneide graffiti, antisocial behaviour, and largeeak planning re

developments in their communities, and therefore directly align with political science
definitions of political will as fmdkes ext ent

for a particular policy sebd., R010,p.659)t o a partic

However, SCs were also driven b¥Peestige (2.3.2and to form a legacy for themselves,
seeking opportunities that are not so much about the mission to serve but finding avenues to
fulfil their desire for recognition and statuhi$ can be further illustrated by codes

Awareness of strategic influence (4.1 SC) and Share knowledge externally (4uhiSK),
demonstrate the desire to develop and maintain levels of personal influence, form prestigious
networks(4.3 Connect to powerfylolitical actors SCand be seen as a kPgcisionrmaker
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(3.5.2 SC)This suggests that while SCs are concerned with collective goals, they are also
selfserving, seeking power and personal recognition, which is more in line with research that
shows poliicians as Machiavellian individuals who engage in politicking to succeed

(Silvester et al., 2014; Winter, 2010). This is in direct contrast to the officers, who reported
more benevolent motivations as they become more senior. This is likely due to tbe lack
management responsibility for councillors; when moving up the ladder within the role of
councillor, you do not gain more staff, but instead gain more deaisaking power. Thus,
context, positionality, and power impact the extent to which indivichats selfserving and

benevolent motivations for political activity.

The grander scale motivations that can be seen in the codes already mentioned are likely to be
linked to evaluation of risk, which has consistently been displayed throughout thessample

and as an important dimension of political will outlined theoretically by Treadway (2012). In
contrast to the midevel councillors who were mindful of the power of the electorate on their
continued role as local councillors, the senior councillorsédt from the voters; they

exhibited fairly significant levels of hubris and were less concerned about the electorate
because they believed their choice of action was correct. This most likely stems from having
experience and knowledge of the politicadtitution of local government, navigating both
workplace and governmental politics. Relating to previous research such as studies by Doldor
(2017) and Maher (2018), this data therefore
to mature to provid individuals with confidence in their political motives. However, SCs

were still mindful of some elements of risk, in particlTampliance of cabinet position (2.5
SC),where they were aware that collective decisions should not be questioned. Thisins see

the extant theorising on political risk (Treadway, 2012) and prudence (Kapoutsis, 2016),
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suggesting that individuals make a cognitive evaluation of their political context, conforming

to group norms, before engaging in the political activity.

Finally , a surprising finding was how similar ¢t
to the junior officersd. The junior officers
functional aims and a sederving drive to protect themselves. Simya®Cs were concerned

with presenting themselves in a particular manner that provides them with functional

benefits to get the job donByild image, 3.5 SC)n addition, the cod€ompliance of

cabinet position (2.5 S@)scussed previousindicates thasenior officers are motivated to

protect themselves against the group norms and group values and driven to ensure the group

do not seem to them as difficult, notably similar to the junior officers. This suggests that

despite differences in positionaligynd power, there are consistencies in the themes of

political motivation for different groups.

In summary, the senior councillor sample were motivated on a much grander and impactful
scale than the previous ¢ oun c iarltidstorthe @olitisaB mp | e s
science literature at the collective level, but they were often motivated to engage in political
activity in a selfserving manner to fulfil their legacy. In this respect, the SC sample can be

labelled as théegacy leaders.

4B7Summary of Councillorsdé Political Wi

Foll owing the procedure of the officersodo sanmn

together to establish overarching dimensions of political will. The findings are provided in
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Figure4B.1 which outlines the role of power (i.e., seniority) in shaping three overarching
dimensions of political will in the councillor sample: (1) efficiency to influence, (2) patron to

prestige, and (3) naive to nonchalant.

Figure 4B.1: Councillors' Overarching Dimensions of Political Will

Increase in Power

Naively Nobel Balanced Legacy Leaders
Bureaucrat

« Efficiency * Collective * Influence
policy
 Patron * Policy * Prestige
development
° Naive o Contextually . Nonchalant
savvy
- / - J - /

Self-Serving

Note. Lighter shading represents a decrease whilst darker shading represents an increase in

these motives.
4B.7.1 Efficiency to Influence

The first overarching dimension of political will was efficiency to influence, where junior
councillors were motivated to use politics to enhance their objectives, often more akin to
smaltscale workplace political activity. The mide v e | ¢ o utica mdtivatomvea® p ol i
centred around collective policy, which was a drive towards policy initiatives. Finally, the

power ful senior councillorsé political wild!@
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through a mixture of workplace political activiand governmental political activity,
influence within the council, influence within the community and wanting to leave a legacy

of success.

This overarching dimension demonstrates the complexities of political will in political work,
which comprises,@ording to the current study, motivations for both workplace political
activity and governmental political activity. Holding the lowest power, junior councillors
were driven to engage in workplace political activity to achieve ssoalk influence to brg
about efficient change, but as their power increased/ewel and seniatevel councillors

were more ambitious with their targets of influence, seeking to make grander scale policy,
political and communitywide change. These findings suggest botlteptualisations from

OB and political science literature are important in this context. Political science literature
typically positions political will as a social collective, and deliberately overlooks the impact
of individual motivations (Post et al., 20). However, the individual focus of political will is
highly relevant in political work, where junior councillors at the start of their careers focus on
championing individual and localised causes. The organisational politics literature, which
focuses &r more on the motivation of individual political actors, therefore offers an important

perspective on the motivation pbliticians Eerriset al., 201%.

It is not just the junior councillors who engaged in workplace politicking activity, however.
Senor councillors also discussed how, to win votes either in the council chamber or
electorate, they needed to engage in workplace political activity to influence public servants
(i.e., officers) and members of their party. These strategies are in factisecbgnthe

political science literature, for example, Raile et al. (2018) highlight the need to identify
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stakeholders, assess their views, align problems and solutions and build commitment and

mutual accountability in order to achieve collective politwal ms . Al t hough t he ¢
perspective is positioned at the collective level, binding together key densikers, it does

suggest that workplace and governmental political motives are equally important for

politicians. The findings from the current dfutherefore contribute towards an

interdisciplinary perspective of political motivation.

4B.7.2Patron to Prestige

The second overarching dimension of political motivation for the councillors related to the
selfserving and benevolent aspects of paditiwill. Compared to the officer sample, who

went from being driven by sefferving protective motives at junior level, to benevolently

hel ping those in their team at senior | evel,
In the councillor samplehe least powerful (i.e., junior councillors) sought to help individual
constituents, represent them and provide with a voice in the local council, and thus desired to
be benevolent patrons or champions for others. With more power across the council, mid
level councillors began to be more motivated to make wider change, but also became far
more driven by their own agendas, interests and values, and thus became rserisglf

Finally, the senior councillors were motivated by prestige, seeking to etigagselves in
governmental political activity that they believed would fulfil their legacy and impact within

the community. Therefore, whereas the officers started wittsgaling motivation

developing into benevolent motivations, councillors becameasingly more selerving,

despite having more power to impact the community.
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This is intriguing for the political will literature because of the broader debate around the
motivations of politicians. For example, quantitative work in political sciéasefound that

those individuals who scored highest on benevolence values were more likely to become an
MP than those who attributed less importance to benevolence. At the same time, power
values were strong predictors of being a candidate or electecbMéxample, individuals

seeking to control resources (Weinberg, 2020). The current study adds to this understanding,
suggesting that naive candidates are likely to have benevolent motivations when first entering
politics in their first term, driven to chaion individual causes but over time (and power),

they become more sedkerving and seek prestige. This suggests some differences between the
role of a politician and the traditional employees within organisations, including public
servants. Therefore, tlempirical focus of this doctoral study contributes to the political will
literature, which suggests that sseérving and benevolent political will is more stable

(Kapoutsis et al., 2017; Maher, 2018), that the type of political work role and the power

people hold combine to mature and shape the political motivation of individual actors.

4B.7.3Naive to Nonchalant

The final overarching di mension of political
engaging with workplace political activityunior councillors were considerably naive to the
influence of institutions such as the political party. NMidel councillors became savvier,

being motivated to make decisions which took into account the power of the party and the
electorate. With greatg@ower, senior councillors took a considerably more laifsiee

approach. Although they recognised the importance of keeping in line with the Cabinet, they

were more nonchalant in their evaluation of risk, suggesting that they were not as concerned

as tke previous samples about the power of the Party or Electorate.
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As previously mentioned within the officers?o
there has been limited insights into the perceptions of individuals of the risk attached to their
political activity and the influence this plays on their podtiwill. Whilst Treadway (2012)

theoretically assessed the importance and potential relevance of risk, and Kapoutsis et al.,

(2017) identified that individuals may be relatively stable in their approach to risk, the current
study demonstrates thatthetoant of i ndi vidual sd ri sk asses
their seniority (i.e., power) and positionality. This finding would not have been possible

without the qualitative methodology and social cognitive phenomenological perspective

adopted in thishtesis.

4B.8 Discussion

ChapterstAand4dBpr esent ed the findings from the offi
analysis respectively. Across these samples, six overarching dimensions of political will

were identified, answering research question 1 (Vdlathe dimensions of political will in

political work?)These findings contribute to extant literature that typically treats political

will as either a stable tralike individual disposition in the OB discipline (Kapoutsis et al.,

2017; Shaughnessy &t, 2017) or at the collective level in the field of political science

(Kpundeh, 1998; Brinkerhoff, 2000; Post et al., 2010). Instead, the current study found that
political motivation varies across power and role type in political will, demonstrating the
importance of the social cognitive perspective adopted in this thesis which highlights how
individual s6 motivation is dependent on how
2002). The study also identified the nuances and complexities of pokticad political

work. By adopting a qualitative methodology, it was possible to identify a number of
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dimensions of political will, moving beyond the ss#rving/benevolent dichotomy found in

previous guantitative research in the OB field (Kapoutsit,e2@17). The study also

demonstrated the importance of the individual perspective on the motivation of political

actors, including politicians, who may act on behalf of the collective, as suggested in existing
political science research on political wiiRersson & Sjostedt, 2012; Post et al., 2010), but

may also adopt more complex seirving motives to engage in politicking within political

wor kspaces. The juxtaposition of councillors
notions of politicawill and highlighted vital aspects of both literature and the insights that

both can provide for the other, enhancing the theorising of both the content and construct of

political will.

Limitations

Although these two chapters have contributed to the extant literature, similar to all empirical
examinations there are some limitations to acknowledge. The first of which is the sampling
within both the officer and councillor sampl&®r instance, when osidering the officer
category, every effort was made to have equal samplesfand womewithin each sub
sample. Unfortunately, however within senior positions there is a clear disparity between
male and female interviewees with 8 male and 2 feswgder officers Still, during the time

of data analysisf this researci20132021) there is a significantly disproportionatanber

of men in senior roles within local councils throughout the WKich made equal

participation of genders improbakl{leGA, 2021) Furthermore, it was also difficult,

particularly in the midst of the Cowtl9 pandemic to ensure the sample was representative
across different partie€pnservativesLabour and Liberal Democratd)/hile the councillor
samples comprised greater ragns of Conservatives, the analyses did build in points for
reflexivity to ensure that Party political perspectives were considétedever, it would be
advantageous fduture researcto ensure equal numbers of distributions in terms of key
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aspects sutas gender and party affiliation with larger sample sizes across tsarsybes

which would provide a moreolistic picture of political will within these levels of analysis.

Another potential limitation that is worth acknowledgement wasdineetimeshallenging

task ofteasing out the cause and outcome within individigtsibutionsfor political

activity. This could be best seen within the motivation to network, whereby individuals were
often motivated to networgpolitical will), and thus networki(political activity). However,

via adopting a qualitative perspective, investigatingcthrgentof individualsattributions it

was possible tprovide insight into specific aspects of individuadstivational reasoning.

For exampleinterviewees were nivatedto networkbecause of potential reciprocity

Without a qualitative perspective, such nuances of indiviGuadgivation would have been

very difficult to isolate and illustrate.

Conclusion

Using attribution theory as a theoretical framework, Chagt&rand4B have established the
dimensions of political will in political work across six samples. Importantkgyafinding

across these chaptdras beethat the dimensions of political wilre impacted by poweBy

examining three different levels of seniority, it was expected that political motivation may

mature with knowledge and experience, as has been identified in previous studies (Doldor,
2017).Indeed, he increasing power of each gamalong seniority certainly did shape the
nature and content of the participantso6 pold.
and the two different samples also pointed to other more nuanced forms of power impacting

the development and contesftpolitical will, beyond simple seniority. Participants also

spoke about other forms of power, including their expertise, ability to withhold information,

their democratic mandate, and the complex relationships between political (i.e., councillors)
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and aoolitical (i.e. officers) political workers. These aspects of power deserve greater

attention. Therefore Chapter 5 introduces the second research question of thislthesis:

does power impact political will? To explore this question, Chapter 5 adopte@as

cognitive perspective on power to examine the power mental models of each of the samples,

and demonstrates how perceptions of power (beyond simply seniority) can forebear political
will, how it shapes and c¢ on sandrighlightshei ndi vi dua

complexities of power within the political work space.
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Chapter 5: Power Political Pathways

This chapter answers a second research question central to thisHbesdoes power

impactpolitical will? This question is driven by findings from Gitars4A and4B that

demonstrated that power in the form of seniority, was important for shaping the dimensions

of political will, however, there was a missing piece to the pu&aeiority was just one

notion of power that was apparent in the dataexplore these other forms of poweristh
chapterexpands on the findings from Chapdéx and4B by presentingin analysis of the role

of perceived power in shaping different dimensions of political Wéking a social cognitive
perspective on power, theaysis draws on attribution theory, or causal reasoning to map

their &édpower mentabdreodetgédni PdtMsinewhakhrepr
own and ot her sd poweandhowthdsé avelshaeed acradsthes2D 01, p
samples in the data, represehiscldaptern t hi s c¢cha
contributes to existing knowledge about political will becdegestudies have considered

the impact of power in the organisatibbahaviour literatureAlthough power has been

theorised to be important fdecidingwhether (or not) to enact political behaviour

(Kapoutsis, 2016) and that seniority may impaaditical maturation (Dolder, 2017 and

ChapterglA and4B of this thesis)this chapter shows how power can forebear political will,
acting to influence individualsdé motivations
cognitive process that shapes political will and draws on notiopsveér, such as

politician® d e monanmdatethatgo beyond theonceptualisations typical in the

organisational behaviour (OB) literature.

Before introducing the analysithe chaptebuilds upon the examination of organisational

politics and power literature review within Chapter 2, isec®.1.1 by first outlining the
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social cognitive perspective of power underlining this reseditod.chapter then moves on to
discuss the unique shared mental mapping methodology stemming from individual data
analysed through the lens of attribution tlyedtinally, the last sectiopresentghe findings

of theanalysis starting with the officetghe chapter displays the shared mental map of the
junior officers and reveals the key power political pathways, following a similar format for
the midlevel officers and the senior officers. The same format is provided for the councillors,
with the Sankey diagrams containing the shared mental maps for easdinsple displayed
before specifying the key power political pathways highlighting the similarities and

differences from their officer counterparts.

5.1 Social Cognitive Perspective on Power

The social cognitive perspective on power examines how people interpret their own and
othersé power (Guinote, 2013). Social <cognit
experimental, quasxperimental and correlational methodologies. Often these sasfigm

participants to different conditions of power, for example, when examining episodic recall,
Galinsky, Gruenfeld & Magee (2003) assigned participants to powerful, powerless or control
conditions. Fiske and Depret (1996) formed two groups and as&edtd make decisions

concerning internship applications, one powerful group were informed that their decisions

have a 30% impact on the final decision and the other group was told they would have no

impact. Guinote (2007) asked participants to engagelardinate and manager roles where

the subordinates were paid according to the

managers were paid a fixed rate.
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With these methodologies, social cognitive research has produced some insightful findings
relating to powerFor instance, that powerlessness decraasesl i v codnitieelatslies

and weltbeingwhilst the perception of powerncr eases i ndi vi durgl sbé se
up opportunities and the freedom to attain desired outcomes (Guinote, 2007; Marmot,

Stansfeld, Patel, Head, White & Smith, 19F9wer has also been found to activate
approackoriented behaviour meaning that power triggers effortless cognition (Keltner,

Gruenfeld & Anderson, 2003). Importantly, power also affects motivation and goals, with
individuals in power focusing on their goal priorities, with power energising individuals to

pursue salient activities, projects and aims.

However, the experimentahture of extant social cognitive power research has been

criticised for lacking ecological validity (Sturm & Antonakis, 2015). Using student samples,

and priming to elicit feelings of power does not allow for the vast array of powers at play in
complexsei al environments. For example, before
employee may consider their s@iterest as a worker in a specific context, their risk as an

individual, including theireputationcareer, future profession, mortgage, and bisich are

all factorsthatmay be challenging to capture in a laboratory setting. Strum and Antonakis

(2015) have therefore called for future organizational scholars to explore power across a

more extensive range of research methodologies.

This thesisanswers this call by adopting a social cognitive perspective on power and using a
gualitative methodology to explore how individuals interpret their power in their (political)
work context. While it is not claimed that this perspective relates to thd potuar

individuals hold (although participants are sampled by seniority), it does afford the
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opportunity to link structural (e.g., seniority, perceived network centrality), behavioural
(political tactics and action) and personal power (e.g., perceivestekgormational power
to political will. In order to achieve this, the research utilises the concept of power mental
models, which have been advocated as important for understanding the complexities of

political activity in political work (Silvester &Vyatt, 2018).

Power Mental Models (PMM) were first conceptualised by Fiol et al., (2001, p. 224) who
define power as fAas the ability or potenti al
conceptualisations referring to the use of behaviourtitsaor the structural element of

power (Pfeffer, 1981), the PMM approach assumes power is a social construction, perceptual

in its nature. Fi ol defines PMMs as fAdorgani
ot hersdé power t hweelypreédetabte ehavioursiweghan @ particular el at i
contexto (2001, p225). PMMs can shed |l ight o
including their own and othersod6 power to mak
organisational politics (i.e.gfitical will). From this perspective, power can have multiple
interpretations from numerous different actors within an organisation, including different
perceptions of structural, behavioural and personal sources of power. Fiol et al. (2001), make
adist ncti on between o6l dentity PMM6sdé, which re
their power and 6Reputation PMM6sdé, which re
individual. This thesis focuses on the former. Although these PMMs are clearly within

peoopl eds mentality, they do not develop in is
through social interaction. Individuals can gain information about how others perceive their

power and thus conceptualise how they view their own power.

193



Fiol et al, (2001) argue that PMMs are developed through structural position, network

centrality and unit characteristics (Ragins & Sundstrom, 1989), which cue or trigger the

attention of the individual or group to the power of the unit (or individual). Cognitive

processes then filter and distort information about the power of themselves and others,

creating a layer of subjectivity, such as the ability to maintain focus and process information
(Chen, 2015) . Li ke most ment al mty and leaglto P MMOG s
scripts that guide behaviours, which generally lead to relatively predictable behaviours. Both
individuals and groups form power mental models that are relatively predictable and resistant

to change once they have been in an organisatioa While.

Importantly, as with most subjective processes, there are gaps between the interpretation of
different actors. Gaps between how individuals perceive their own power and how others

perceive their power are likely to widen as individuals sefknmation that confirms their

assumptions more than information that rejects them (Nickerson, 1998). Additionally, when
significant changes are made within an organisation, Fiol et al. (2001) propose that power can
transfer. For example, if a high perforrgisenior manager joined a new team this move will

likely increase the identity PMM of the entire group. Therefore, instead of simple objective
notions of power, such as, hierarchy increas
power can also changegcnease, or decrease (if a group loses a powerful member) based on

interpretation.

Overall, PMMs offer an important framework for examining power in organisations and
political will. In the current research, they enable a perspective on power that éyaokslb

the objective markers (e.g. seniority) or individual variables (e.g. political skill) typically

194



studied, to instead consider how individuals interpret their power within the wider

environment. In this thesis attribution theory isused asabasMMfsP | i nki ng i ndi v
causal reasoning for political activity to the power(lessness) that people perceive they hold

and therefore expanding knowledge of the social cognitive processes involved in the

development of political motivation. Therefore, targalysis producesxamportant

contribution for this thesiglentifying not justthe contentor dimensionsf political will but

also a social cognitive process that shapes politicdivation.
5.2 Mapping Mental Models: Methodology

The previous seain outlined the extant literature on power and political will, an area which

is underdeveloped. It argued that to progress the examination into the influence of power on
political will, we must look beyond the traditional power structures of seniorithemdrchy

and seek to further the knowledge of how ind
power affect their political will. The next section, therefore, provides an overview of the

dynamics of power within the sample of this thesis before exgldhe power mental

model |l ing approach to isolate individualsbé p

political will

5.2.1 Power in Local Councils

The local council is an essential context for the study of political work because there is often
tenson between the power of decistorakers (councillors) and the implementers of
decisions (officers The following section discusses how the types of power held by officers

and councillors such as thosetlined by French and Raveb969 manifest
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5.2. 1.1 Of .fOffieees mgsitbe reotral @vinen providing advice and guidance to
councillors, who are there to make the final and abiding decisions. However, officers have a
higher level ofexpert powethan their political counterparts. For exam@esenior officer in

finance is likely to have significant and extensive knowledge gained over many years of

study and experience within his/her professional area. They are responsible for laying out the
unbiased, expert advice of the positives and negmabf a certain policy and often provide a
recommendation to which, in their professional opinion, is the best course of action. The

of ficersé expert power base i s si mprakingan i nd
power: Councillors can taken board a recommendation, but they can accept or reject the

of ficersé judgement. I n terms of seniority,
will develop when moving up the hierarchal ladder. Officers become more knowledgeable

with greater exprience and more opportunities to study within their professional areas.

Informational powerr ef er s to the individual 6s ability
valuable to others to accomplish a given task or objective. When officers move up the

hierarchal ranks, their informational power becomes intensified. Officers who sit on the

senior management team, and particularly the Chief Executive who has consistent dealings
with all political parties, can hold significant levels of informational poweweler, this

power comes with challenges because their information can be particularly valuable to

opposing parties.

5.2. 1. 2 Co unCouncillors hasedan &noost entirely different power base to the
officers within local councils. The first aqmtedominant power base they hold over all others

is theirdemocratic mandatevhich is the authority provided by the electorate to an individual
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acting as their representativihis power, granted by constituents through their democratic

votes, allowsthe ounci | | or to fAwield power, govern, a
(Silvester, 2012, p26). This power is perceived in high regard; officers are employed,

unbiased public servants, whereas councillors are democratically elected to use their

judgenent for their constituents.

This judgement is an intriguing and important element of a democratic institution. On the one
hand, one could argue that political actors are not required to hold expert power, in that they
are notexpectedo pass any exams or possess specific knowlatgks, or abilities (Silvester

& Wyatt, 2015). Therefore, not enforcing any specific knowledge or training onto our
politicians ensures that the individual has the absolute right to represent the constituents in
the way in which they believe to be legitit@aApplying training, may infer that some skills

or knowledge are placed within a higher order than others. Instead, it is solely down to the
judgement of the elected political actor to navigate the ambiguous and complex environment
of a local council, kawing the power they hold stems from the electorate and thus this power
rests upon the political activity they judge to be the best course of action. The OVID
pandemic was an example of this. Boris Johnson and his cabinet were consistently provided
expert guidance from various specialists in the field, individuals such as Professor Chris
Witty and Professor Jonathon Van Tam, alongside numerous other experts who held more
gualified knowledge than the politicians. However, the decisiodsdk dowrbthe country

or to reopenit were in the hands of Boris Johnson and the Conservative party; even in a time
of national emergency, politicians are provided witidancefrom experts but have to make

decisions on the publ i c 0 sarelerapoveetedl with.ecause of
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This democratic mandate translates relatively well intdebgimate powerbase of French

and Raven (1959). This power base stems from a belief that an individual has the right to

make commands and expect others to be obedient tivbse commands are formed.

Al t hough there are strict guidelines for cou
councillors do have the right to make demands of officers and officers are expected to

comply with these demands, within reason.

Courcillors also haveeferent powey which refers to the target complying with the request

of their superior because they identify with or respect them, which often increases up the
hierarchal chain. For example, leaders of the council, mayors, and leattexpposition

are likely to have higher levels of referent power than backbenchers ginfiestouncillors

who wish to comply with their superiors requests given they are seeking a similar position i.e.
leader of the council in the future. With gredearels of experience comes greater levels of

familiarity, power, and respect.

Thus, the types of power that officers and councillors hold are different and change with

seniority. However, importantly, this thesis looks at a social cognitive perspetpoesver,

thatis,show i ndividuals interpret their own and o
power. So, while the power bases are important to consider, this research aims to map how
individuals perceive power themselves. The following sactizerefore, outlines the

methodology into power mental models, starting by explaining how power mental models are
epistemologically aligned with this thesis before highlighting how the research elicited shared

mental models through individual data usangnique mapping methodology.

5.2.2Phenomenology and Power Mental Models
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PMMs are a form of a cognitive map, defined
own and othersé power, 0 which seekealityo expl or
concerning their power and their perception
Epistemologically, it is essential for this research that any exploration of these models seeks

to investigate the individualnewithperception o
phenomenology. Mental maps exist within the minds of individuals, and they are constructed
through the unigue experience, perceptions and understandings of the world in which they

live and therefore have similarities with a phenomenologicat@piology that concentrates

on the lived conscious experience. Accordingly, it is accepted that these are incomplete
representations; they are based on the individual circumstances that are gpedéia,

likely to change according to the situation dinels themselves in. Therefore, by mapping

power mental models this research follows the lead of other scholars who have used

her meneutic phenomenol ogy (Heideggerd6s pheno
i ndividual sd i nt er ptrFertexamplepGalenbdkhtiari{20i5yadoptadv i r o n
a phenomenological approach to extract the motivations and factors that encourage

individuals to participate in online communities. She used a cognitive mapping methodology

to model consumer motivations for thenline participation and how these causal relations

affected one another. The present doctoral thesis uses attributions as a basis for power mental
models, which provides an advantageous methodological tool to examine individuals'
phenomenological senseaking process regarding their perception of power in difeal

setting of a local council.

5.2.21 Analytical Method of Power Mental M odel ResearchNo two mental mapping
methodologies are likely to be the same, given the discipline, the phenonndied Sty the
researcher, the contextuality of the environment studied and the visualisation needed for the
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data analysed (Bjornson, 1981). Although mental models can be representative of individual
cognition, i.e., a mental model per interviewee, recesgarch has illustrated how mental
mapping methodologies can be used to represent group level mental models, which
demonstrate how cognitions can be shared amongst groups and used as guides for action
(Wyatt, Doldor & Tresh, 2022). Therefore, the purposthefmental maps in this thesis was

to 1) elicit the mental models of individuals concerning the power antecedents of political
motivation; and 2) summarise tebarednental models for each sigample of political

workers.

5.2.221 ndi vi du al axds OMenfrihe higgestthallenges for researchers seeking

to gain insights into mental models is how
phenomena they are seeking to investigate. Researchers using this methodology recognise
that mental modelsr@aincomplete constructs. They are a representation of reality that allows
the individual to understand and interact with the world they find themselves within and thus
can be challenging for the researcher to access. This is made more complicated because
individuals often have little knowledge or are even unaware of the mental models they
possess, and when asked to articulate the content, they may encounter difficulties in doing so
(Zzhang & Chignell, 2001). However, although there are challenges inrgjicitental

models, they have become more prevalent in a variety of disciplines. It has become more
widely recognised that the mental maps individuals produce, through their past experience,
can represent deeply held mechanisms, which are often calledaupavide a sense of

control and an increased understanding of the world around them. For example, elicitation
has been achieved in previous research across numerous disciplines including, but not limited
to medical education (Byram, Fischhoff, EmbreyBdein, & Thorne, 2001; Trautner et al.,

2013) risk management (Bostrom et al., 2015; Hagemann & Scholderer, 2007) psychology
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(Barrett et al., 2013; Markman & Gentner, 2001) and human resource development

(Chermack, 2003; Chermack, Song, Nimon, Choi & Kaz# 2; Seel, 2001). Within

organisational studies, eliciting mental models can assist researchers in examining the
cognitive and motivational processes behind

strengths of mental maps, finding a reliable armisb approach is important.

An interesting example of cognitive mapping is provided by Elsawah, Guillaume, Filatova,
Rook & Jakeman (2015) in the field of environmental management. The authors sought to
better incorporate essential human elements (supbrasptions, decisions and actions) into
decision making within complex soeexological systems via interviewing and further
eliciting mental models from farmers integral to their samtological environment. The
individual maps collated by the auth@en be seen in Figure 5.1 below. Within this map of a
single interviewee, the concepts are elicited from the interviews, and links are identified

based on how the interviewee perceives the concepts are associated.
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Figure 5.1: Individual Map within Elsawah et al., (2015)

Wine making business being
Vineyard belsg Fadio/profaabie

productive...not being

Cr ceting quaiity Farmer rolling over
e - lcerie water credits
as Wine companies »
having gradingy/
specifications for
crop quality
mer deciding to
e..not irrigMte Farmer’s intigation Crop being Farmer not using all
y v
plan/scheduie strossed.unstressed cense water
o oLy nItresse
Imer setling vineyard
d/quaity :-b{-:‘.".‘& Winter being warm and %
'.'.&..:r' avadable being ary...wet and cool

wffickent insufficient

for the plant

& Farmer’s deckding on water

Farmer sources avalable for the

oxperimenting wish  vineyard

New VANeLes ALy

"
at Farmer expectin
Farener aiming for quantities > v .
A - P future cuts in water

quali Quantay Farmer preferrng n s m

Wine Y MES Preterring recycies » alocations »
) ow waper to maiep water ¥ Mary
companies 4 i
waler
havng being Farmer
> Deing

o Ly roef
grad (“’ ssitable Farmer having » waion about The fact that recycled politically  PErCEVINE
pecifica tee
a ' eatio where the varety will be in 5 water has - wengitive e ke
v n siet
8 10X CIOR « years 4 consintent inconsistent e
quatey . ,

A quaiity

The fact that recycied water ' The fact that
: ~ he fact that bore water
Farmer’s expenence Comas with pressure salinity levels are
Is the cheapest option
Overiupply of wine Tame taken for the vineyaed g creasng
The fact that recycied  The fact that rec ter
Rrapes to start produchon ol 3t recycie e 12t that recycied wate!
watef is cheaper tham  has Jow.. high ewtrients

mains water

Fig. 3 An example of a participant’s cognitive map,

There have been two broad forms of elicitation within the wider literature to access

individuals' mental model§Some research has used indirect or verbal elicitation such as case
studies and open, semstructured or structured interviews. When using this method, scholars

have indicated that opeanded or sermstructured interviewing format is the best method for

eliciting mental models as it allows for free expression and elaboration, which allows for

individual thinking, impressions along with attitudes (Darisi, Thorne, & lacobelli, 2005;

Kvale, 1996; Grenier & Dudzinskarzesmitzki, 2015). This method of elicitatidhowever,

has been criticised for the influence of the researcher on the applicability of access to
individual sd6 ment al model s. Thus, it depends

to make sure the interviewees trust and feel they caomest with the researcher.

In contrast, other researchers have sought to advance direct elicitation, where interviewees

are asked to draw diagrammatic representations of their mental models. For example,
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Kearney and Kaplan (1997) developed a Concefitoatent Cognitive Map (3CM)

methodology that asked interviewees to identify various important concepts and then visually
organise them to depict their understanding of that domain. Direct elicitation is said to have
an immediate means of verification whicldirect elicitation does not have because

participants are present to check meaning (Jones, Lynam, Perez & Leitch, 2011). However,
this form of elicitation was not suitable for accessing individuals' power mental models,
which is central to this thesik.was considered vital that interviewees focus on the richness

of their accounts rather than on deciphering linkages between cognitive concepts.
Additionally, politics is a sensitive topic, and although interviewees found themselves in an
environment whex they felt free to discuss their political activity, they may not have

accepted mapping it out as if it were a deliberate strategy. In essence, it was important that
the discussions of their political activity were spontaneous and not constrained by the
mapping during the limited time frame of an interview. Therefore, instead of reducing
individual s constructions of reality to a f
interviewees were allowed to make sense of their power environment within tivéeinter

through an indirect elicitation technique via attribution analysis.

5.2.23 Method of Elicitation for Individual Power Mental Models. PMMs were elicitedn

the current studthrough a process of connecting causal attributions for political activity t

the wider power context. This was achieved b
links between three concepts: (1) {destal) power anteceder(®) the fproximal) causeof

political engagemeri.e. political will), and (3)political activity as seen in Figure 5.2 below.
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Figure 5.2: Three Concepts of Power Pathways

(1) (2) 3)
The proximal
The distal cause of The political
power — political — activity
antecedent engagement
(political
will)

Thepower antecedentas coded byuilding on the analyses from Chaptdssand4B but

exploring the wider context in the interview transcripts from which the attribution had been

extracted.

The power antecedents were

of social power. However, the researcher remained reflexive aboerediffforms of power

that may be specific or unique to the political context and also allowed power antecedents to

n

ti

emerge from the data. For example, the democratic mandate emerged as an important base of

power for councillors in the political work contexDefinitions of the power antecedettat

emerged from the datae provided within Tablb.1.

Table 5.1: Definitions of Social ppwer

Formal power*

Legitimate
power*

Expert power*
Informational
power*

Referent power*

Is derived directly through the official positievithin the local
council. It is legitimatised by their contract of employment and
varies based on their position within the hierarchal structure of
their organisation.

The justifiable right for compliance when a request is made fro
the individual.

Belief that they can gain compliance through superior knowled
to other members of the council

Wielding information to be able to explain to another individual
why their compliance isecessary.

Power is held through another individual identifying with their

current position and wanting to comply with requests to ensure
they make it to a similar level in the future.

204

a



Reputational The level of power thelelieve others attribute to them
power**

Structural derives from an actorsodéd posi

power*** organisation, either formally, or informally through their networ
position.

Constitutional The power that stems from thenstitutionof the local council

power***

Democratic Is the power granted by the electorate to act as its representat

mandate***

Mayjority The perceptual power that stems from membership of the part

power*** thatcontrols the electorate

* These definitions are devised and adapted from French and Raven (1959) bases of power
** Thesedefinitions aredevised and adapted from Fiol et al. (2001) power mental model research
*** These definitions emerged from the data and are specific to the political work space

The second component in the power pathwaygdttiécal will was drawn from the template
analy®s in ChapterdA and4B. A decision was made to use the second higheger code

from the template analysis because it provided a balance betwespethfcity needed for

the PMMs but also parsimony of the models (when piloting the method, the lower order
codes were too fingrained to build a clear picture of relationships between different forms

of power and political motivation).

The outcome ofite power pathways was political activity which was established from the
outcomes of the attributional statements. A list of political activities identified can be seen in

Table5.2

Table 5.2: Definitions of Political Activity

Image control A political activity that regulates the image of oneselves provide
others. Examples includ&elf-promotion,ingratiation

Creating alliances A political activity that generates support for oneself. Examples
include:Forming ingroups,networking.
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Prudent Challenge A political activity thatcontests the status quo. Examples include
Challenging authoritygreating obligations

Purposive evasion A political activity that eludes and evadasthority or thoughts
often in a protective manner. Examples include: Avoiding group
avoiding providing opinion

Selectve A political activity thatcarefully considerand subsequentiyeab

information with critical information. Examples include: Gaining information,

exchange selectively providing information

Representing A political activity thatacts on behalf of a group or someolsee

others Examples includeSeeking to influence authority, speaking on
behalf of others

Lobbying A political activity that attempts to influence the decisionkoél

council Examples include: negotiation, influence tactics with ke
decision makers

Community A political activity that influence®cal councildecisions for the

leadership community. Examples include: Leading on a community project

Regulating and A political activity that scrutinises policy with acute understandir

monitoring of legal responsibility and protocols. Examples include: Monitor
policy, regulating

Providing vision A political activity that sets out a vision for the local council.
Examples include: Stimulating debate, setting out agenda

Patronage A political activity that supports and encourages others. Examp

include: mentoring, providing individual assistance

Combative A political activity thatis highly contentious against another
Challenge individual or group. Examples include: coercion, intimidation.

Council leadership A political activity that influences local council decisions for the
benefit ofthe incumbent council. Examples include: Swaying a
vote, influencing opposition members.

An example of this process can be seen within Figirbélow. The attribution itself is the

basis of the cause and outcome, i.e. the political will is the cause and the outcome is the

political activity. Within this attribution, thpolitical activityin green was creating alliances.

The councillor has estabhed an alliance or group of individuals that they believe will

produce the best results, perceiving the individuals that they can and can not work with based

on their own perception. The proximal cause i.epibigical willi n bl ack was O6por |

mang e ment &6 drawn from senior councillors' t en
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councillor was motivated by their portfolio, ensuring that it was improved. Lastlpoter
antecedentis shown in red. Within this attribution was the appointment of cgagen from

the council.This highlights how the extracted attribution is analysed through the lens of the

wider transcript. This councillor had already detailed how they had been appointed

conservation as their portfolio and how this was central to ithetvement within their

council ds cabinet. Thus, the researcher <can

formal power as this was a structurally assigned power by the council.

Figure 5.3: Eliciting Power Pathway from Attribution

The council have said, I’m a conservator, I’'m THE conservator of [region].
And so, therefore, /I"ve got a tight, very tight group on conservation and
because [ was vice-chair and now am Chairman [ have to get, I have to work
with the right people, and work out who you can’t work with and who you
can. And then, I can talk things through to get a better decision. It’s a lot of
work and a lot of pressure but <I’m very passionate and motivated to
improve conservation and Joel, sometimes you have to influence to get the
right to tell these people what to do.

Power antecedent: ' Political will: - Political activity:
Formal power Portfolio management Creating alliances

Once all power pathways were coded within a single transcript, an individual mental map
was produced. An example of this from the senior officers can be seen in Fiyurbes60
PMMs then formed the basis of shared pomental models, which are discussed in the

following section.
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5.2.24 Shared Power Mental ModelsRecent research has recognised the potential for
applying a mapping technique gooups acknowledging that there is a social component to
cognition (Jones et al., 201 his is particularly relevant for attributidsased PMMs
becausattributions can behared as part of natural discoursejewelop knowledge about
how and why unpredictable events, such as political activity, may (@Bituester, 2004
Shared magpwithin this thesisareused to highlight the power pathways across each of the

above, El sawah et al
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cognitive understanding of their environment, howetrezy also went on to produce shared
maps by merging individual maps to highlight shared pathways (see FiguréHe current
research uses a similar method albeit a small deviation in merging individual and shared
maps Elsawah et al. (201%)sed domain analysis to calculate the number of incoming and
outgoing arrows directly linked to a concept and centrality analysis to eedha

complexity of links at a number of levels away from the condeghe current research,
attributional analysibas been conductedready(in ChapterglA and4B) to isolatethe key
conceptsnaking it possibléo merge the individual maps toeateshared maps through

combining the elicited attributions within each ssdmple.
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Figure 5.5: Shared Map within Elsawahet al., (2015)

S. Elsawah et al. / Journal of Environmental Management 151 (2015) 500-516
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5.2.25 Method of Elicitation for Shared Mental Models. To produce the shared power
political pathways of junior, mitevel and senior councillors and officers, all power

pathways from the individual transcripts were collated into shared databases (one for each
subsample).This wasaccomplishedteratively by mergingthe power pathway within each
individual transcript. In theory, this couiehply thata singletranscriptwould exhibit far

more attributions than othetdowever, theanalysis revealed that tih@nge of attribtions

and power pathways did ndiffer significantly.While certainintervieweegelvedinto more
detaikednuancesleading to longer interviewsheoverallrange ofdiscussions on various
political behaviours maained quite similar across interviewees, meaning the salience of the
pathways was not overly influenced by one transcfipg collective PMMs were then
visualised using Sankey diagrams, which are a form of diagram that show the flow between
different conepts and where the width of the arrows is proportionate to rate or number of
linkages between each concept. Although numerical counts of the codes were not necessarily
representative of their salience in the data, the Sankey diagrams are a useful wasligevi
collective PMMs and draw broader conclusions about key power pathways that are shared

within groups.

The final step of analysis within the PMM study was therefore the formation of the Sankey
diagrams through the use of SankeyMATIC, an onlineue=® that allows researchers to

insert data and design a Sankey diagram that suits the study at haadvahegesf the

Sankey diagram compared to other shared cognitive mapping approaches is that it highlights
the process or pathwspf different foms of power very clearlyAs seen in Figure 6,

which shows an example of a Sankey diagram for thelewel councillors, the visualisation
highlights the prominence of certain power antecedsoth as reputational power on the

left hand side of the dgsmam,on political motivation and the activity that stems from the
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motivation. Examples in other collective

maps of farmersdé shared mentbaalelesscutablefor s een

showinghow prominent each pathway is across the sample.

Figure 5.6: Example of Sankey Diagram

Power Political will Political
antecedent activity

/-- Previous occupations 1.1

ntelligence 3.3
I Awareness of strategic influence 4.1

' Share knowledge externally 4.2

-First Order Code: -First Order Code: Representati

B First OmMeamoCdkd ey -First Order Code: Developing,
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Within the Sankey diagram, the antecedent for power is located on thanelftside,

whereby one can ngte Figure 56, thatformal power and reputational powaethe most
salient power antecedents. The middle section is the political will, drawn from the template
analysis within Chapte®A and4B, applying the secondrder codes as outlined in section
5.2.23. Lastly, the hird section of the Sankey is the political activity. The colours stemming
from the lefthand side connecting through the political will to the political activity is the first
order code within the template analysis. For example, within this Figure 5talfiTtheir

role (3.1 MC), To gain influence (3.2MC) and To gather intelligence (3.3MC) are the same
colour purple, because within the template analysis they are hierarchically placed under the

third, first order codavhich isNetworking (3 MC).

This unique power mental model mapping methodology therefore allows for an investigation
into the social cognitive representations of individuals within the political work space, an area
which has yet to be explored. As the findings in the next sectiom, gleoceivedoower can

be an important factor in shaping political will.
5.3 Power Political Pathway Findings

This section presents the findings for each of thesesaniples, starting with the junior

officers, then moving to the miével and senior diters before following the councillor

sample in the same form&igure 57 shows the shared power mental models for all these
groups, visually demonstrating how, with seniority and role, their power bases become more

complex and lead to a wider arraypaflitical motives.
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Figure 5.7: Shared Power Mental Models of allSub-Samples
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5.3.1 Power Political Pathwaydnior Officers)

This section will outline the findings of th
will start by displaying the Sankey diagram (§égure 58) formed from the individual data
extracted through the attributional analy3ise section wilthen move on to spotlight the

key insightful pathways and illustrative quotes belonging to the junior officers.
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Figure 5.8: Junior Officers' Shared Power Mental Model
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Junior officers perceived a core base of their power to be formal power which refers to their
official position. As can be seen frafigure 58f o r ma | power focused jun
political motivation to improve theifficiency (1.2 JOandProfessionakm (1.3 JO)

engaging in political activity such as creating alliances in order to achieve this. For example,
Chris, a service team manager explains how he leveraged his formal power to improve

efficiency by bringing people together:

Aln eeherce areas, |ike revenues, for exa
and have regular meetings. I n customer se
ot her, but formal because we are all I n t
reopeningrecepi on, weob6bve had to put a | ot of th
Now, because of my job | can ask a quest:.
t heyoll benchmark on your behalf, ask oth

gui cker [ é]

[Formal ppwer > Efficiency > Creating alliances]

Wanting to improve Role performance (iRrpfessionalism (1.1 JO), Efficiency (1.2 JO)

was al so shaped by JOsé informational power ,
information, and their perception that thesld superior knowledge (expert power). This

power pathway is demonstrated by Charlotte, a cabinet policy advisor, who viewed her

informational power as a resource that she could leverage to enhance her professionalism

(political will) in her role by conblling her image (political activity).

ASometi mes when you have a conversation w
out key information like, how do they feel, | want to know what is going on in their

A

head. So, | am just trying to have a conversatiowi t h t hem so I 6m try
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rapport, | know that they are going to give me something and that information | can
use to come across really well and look really smart in my next meeting. You know, |
can use that information to look competentiatelle, thorough to my actual

manager . O

[Informational power > Professionalism > Image control]

Notably, JOs were also influenced by their percelaed ofpower. Feeling powerless drove
political motivations that concerned wanting.arn political cultre (3.1 JO)pe

Deferential (3.2 JOjo others, by creating alliances or purposively evading providing their
opinion. An example of this is provided by Gemma, an independent reviewing officer,
recognised her lack of reputational power (the level efggahey believe others attribute to
them) led to her being motivated to learn more about the political cuBilirdQLearn

political culture)to manage how she presented herself (i.e. image control).

ASo you have to st art ople(ganagemeng) are sayingn o w, W
these things, because finding out, was th
had to be talking about what they were saying, it was not just about doing a good job,

you had to be i n t heisrintheor godd bbosh &od knewl di dn
that | had to work out exactly who | needed to say the right things to. | certainly think

there is something about if you want to get promoted now, you need to have a

relationship with these people, they need to knowwbou ar e and what yo

about . o

[Lack of reputational power > Learn political culture > Image control]
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Al ong with the i mpact of a sense of oneséb

(0]

ot hersdé power was al so i mpugedthapowerofffea mel a di

managers, which | ed her to be mot (S3ilhetred t o

political culture)before purposively evading her opinions when interacting with her powerful

managers.
Al have t o | eamsiandestandgesaatly low impoetantarly managers
are before | actually do something. I n t
say this is what we need to do. | really,
do that, | 6 v e dthatareneeyditudtidngdu have taveork this kind
of thing out.o
[ Ot hersdé f or mal power > Learn politic:
Li kewi se, Elli ot describes how his assessmen
Avoid being seen as diffic.2 JO)and thus were prudent in the challenges they made to
authority:
ADo you try and i mpress your manager and
if you do not get on with your manager it's better to leave or to totally dodge being
yourself. Althagh, | do sometimes see authority as something that should be
chall enged, but | dondét have a harsh way
humoristic way but | would challenge [ €]
| 6ve not pr&kgmessegdgsoback hereo
[ Ot hersd for mal power > Deferenti al
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Overall, the JOs6 political motivation was p
and othersd power which resulted ilearnthendi vi du
culture and keep your head down in order to not lose further footing. This suggests that

power, or lack of poweis the basis for thepolitical strategieganda driver of motivation

because it directs individuals along power pathways that ope&ertain avenues and close

others. For those that perceive a lack of power, or make attributions related totbdsers

pathways are relatively closed and lead to defensive political strategies as Geapter

4A.

5.3.2 Power PoliticaPathways (MidLevel Officers)

Mid-level officers madé ewer attri buti ons related to powe
resulting inbroader avenues f@olitical motvation and activitysee Figire 59). One of the

most salientlifferences between the ¥ample and the MO sample was the impact of

i ndi vi dual s, &hichwas ratleel limiged, due to their position in the council

hierarchy, and thuthey had narrower political motivations (i.e. to be motivated by

Professionalism (1.1 JOYr Efficieng/ (1.2 JO)In contrast, MO£nhancedormal power

opened up a wider array of political motives includingGather Intelligenc€2.3 MO),

Picking your battles (3.2 MQ)ndPersonalandteam influence (4.1 MO, 4.2 MJor

instance, Sandra documents howher ol e as Ot he manager d whi ch
discussed wasnamportantpromotion, drove her to influence her team by engaging in image

control and displaying leadership
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Figure 5.9: Mid -level Officers' Shared Power Mental Model

Personal influence 4.1

putational power

I Others' reputational power Team influence 4.2

[ Others' formal power
Made with SankeyMATIC

[ First Order CodeRole performancél [ First Order CodeNetworking(2 MO)
MO)
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Al't i s easier to influence when you are
easier. Because if you're going on a long journey for something for whatever project

you're doing, you've gottotakee o pl e wi t h youo

[Formal power > Team influence > Image control]

The increase in formal power of MOs and the wider range of political motivations highlights
how an increase of seniority brings around increased opportunity and necessity of political
activity. But mid-level officersalso discussed the impact of their perceived expert power

within the local council on their political motivatiordany acknowledged that they withheld

this expert base of social power, sustaining the motivikraiwledge confidece (3.1 MO)a
pathway that was not apparent in the junior officer sanierefore, the quote below by

Richard (a head of revenues) directly references his perception of his expertise and suggests
that as individuals move up the hierarchal bracket, desylop bases of power that drive

political strategies which in this case amere overt and selerving.

Al think if, if anything happened i n my
professionally qualified and have been for a number of years. $eahsome if

something happened in my area of expertise, then I'm a member of the Council, the
leader of the Council. Yep. On the member side, or the chief exec down, would

contact me if so, something cropped up in my area. Yeah, they would contaad me, an

| think they would trust my judgement in that area. And so | think, yeah, in that

respect, | think, there is some influence and those people become allies.

[Expert power > Knowledge Confidence > Selective information exchange]
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Additionally, reputational power was still a prevalent drivepaiitical activity, however,

with the increase in seniority it was evident that this base of social power was a resource that
individuals were keen they did not lose or negatively affectréfbee, the motivation was

often to ensure they were voicing their opinion, they were paligcally activebut

motivated taPick your battles (3.2 MQgndexerciseStrategic deference (3.3 M(jor

example, Fiona a corporate group accountant stated:

i Ivédbeen here for 8 years and | have a wonderful array of colleagues and friends
now which makes the work more, tolerable, but then you also have to think, should |
make this point? | think that wedre rowin
awayssay it because you dondédt want to affec

ti mes you have tol!o
[Reputational power > Picking your battles > Purposive evasion]

In summary, midevel officerdpower political pathways broadened as can be noted within

the slience of formal power compared to the JOs.
5.3.3 Power Political Pathways (Senior Officers)

Following the trend from midevel officers,senior officershared mental modethow even
more impact oformal power opening ugurtherpolitical motivations and activitywhich
were constrained at the junior and to some extent thdawél officer samplegsee Figure

5.10)
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Figure 5.10: Senior Officers' Shared Power Mental Model
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Formal power was a key perceived power resource within the SO saimypieg multiple

dimensions of political willT h e  BoWwér political pathways/ere broader, feeling less

constrained and thukey were more motivated to engage in a wider rangeldigal

activity. For example, formal powahaped SOs to brotivated by th&ampowerment of

others (2.3 SOR particularly otheprientated motivation. The motivation to empower others

can be seen by Frederick, Head of legal:

Al h ardanganment with the council whereby the Head of legal would provide

mentoring and advice to students who were either from an ethnic minority

background, or who were mature student s,
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level. | would go up to the celje and we would meet these students and gave advice
on interview techniques and how to apply for contacts and talk to them about different
aspects of the law and that sort of thing, that meant a lot to me that probably

prolonged my career atthecoundilat | was given that. o

[Formal power > Empowerment of others > Patronage]

In contrast, JOs and MOs with lower formal power (perceived and actual) and less leverage

and formal influence, were less motivated to empower others.

Interestingly, when intervieves discussed their expert power, instead of the power political
pathways broadeninthey focused othe motive Knowledge certainty (3.1 SGdriveto

push as much as possible to ensuretti@t point of view was adopted within the local

council. For nstance, in the example below Harry, a Chief finance officer went to
considerable lengths, with a mental representation of being imbued with expert power and
motivation ofKnowledge certainty (3.1 S@) prudently challenge the decision made by
councillors This indicates that although the saliency of bases of power seems to broaden the
power political pathways in some regards, in others it focuses them to achieve certain

political goals, such as challenging powerful entities.

AThey ¢eemciokl ors] put an idea forward th
think, wel!/l | knew because this is what I
to work, it was going to end up costing us money, rather than, you know, saving us
money. Thed i dndét | i ke the fact that they di dnt¢
going to worko6 and quite frankly | didnot
and if | had just been a yes man, | would have been in the situation of having to do it

ard trying to make the numbers fit, which
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[Expert power > Knowledge certainty > Prudent challenge]

A divergence from the previous samples was the absence of reputational power as a power
resource that interviewees specified they wieldled st ead, of how they f el
them, theidegitimate, formal and expefidrms of powemere far more salien©Overall,

senior officers saw their formalised power as a key power resource to draw upon and their

power political pathway was webroad and drove various motivations across multiple

dimensions opolitical will. In addition, the decline in the saliency of reputational power

suggests that individuals rely on more formalilgitimate and expeliases of power at this

level, suggesnhg the perceptions of others have far less impat¢hemmotives of officers at

senior levels.

5.3.4Power Political Pathways (Junior Councillors)

To start the analysis of the councillors, the juniors are introduced firstFigitihe 511
below displaying the Sankey diagram which represents the shared power mental model of the
junior councillor sample and the next section highlights key takeaways and quotes from the

PMM analysis.
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Figure 5.11: Junior Councillors' Shared Power Mental Model
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The junior councill orsd mentia.]Jtheirpesgionarde nt at i o
their democratic mandatee., powerbestowedy winning the electio) influenced their

motivation ofCasework (2.1 JCAnd ledto arange ofpolitical activities such as representing

others, prudent challenge, lobbying or creating alliances. This can be displayed well here by

Stevea first-term councillor:

ASo I 6m now the councillor for {Swmard}, | ©
when one of my residents comes to me for
different officers who are important in the things that are important, you kind of use

them to your advantage, for your resident

[Formal power > Casework > Creatingiafices]

Greg discusses his perception of having a democratic mamdatd influenced his

motivationto stand up for his residents through the political activity of a prudent challenge to
officers,who he believed wex too involved irdecisions. This represents how political
motivation can often be the same whilst political behaviour differs. John outlines this in the

guote below:

AThe residents have given me a mandat e
residents, becausetheysder ve it. Theyodve spent a | ot
community doing things that the council should otherwise have been doing and

never getting the help when they need it. Sometimes, you get the feeling that these
officers in the council and the couroits that have been there previously, they

think they make all the decisions, wel/l

el ected councillors].o

[Democratic mandate > Casework > Prudent challenge]
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Given the difference in roles it is unsurprising ttesre are differences between junior

councillors and junior officer€Chaptes 4A and4B demonstrated thalhe context of the role

influences an individual 6s political will. H
similarity in the salientpowerresur ces or speci fically the 061 act
Within the Junior officer sample, the 061l ack

the will to beDeferential (3.2 JOand toLearn political culture (3.1 JO)There was a

similarity here wher eby junior councillors who perce
motivated toConform to party (2.3 JC}or example, Wayne a firs¢rm councillor outlined

his perceived lack of reputational power as a resource and how this drove his motivation t

conform andourposively evade them

~

Al 6ve had a history attached the [politic
turning up at meetings and sometimes, social events. | got the nomination and the

vote, lots of other councillors from the [oppositiprar t y] dondét know me
6councillordéd in my emails to the staff. |
leaders in the party either so | try and keep my head down whilst | get settled in and

wait for them to ask me, i f they feel Il ¢

[Lack of reputational power > Conform to party > Purposive evasion]

Additionally, when assessing the junior coun
that they were motivated to engage in more organisational politics than expected given the
political context of their role. For example, when they had a perception of powerlessness,

they were motivated tonderstand the environment (4.1 J&)ven by a sense of a lack of
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reputational, and a lack of informational powrethe council An example of thisan be

shown through Susan:

ASome officers, weodre 4 uockyemhi Webgek,

perhaps how they see us as much as how we see them. Maybe, they see us as being, |

dondt know, a new t hor n nitharelatibnghipwe si de ?

individually have with them? | think weor

relationships with them as we doné6t have

willing or | ess willing touskmlmpgselfus and
becoming familiar with these things is something we have to do and we need officers

hel po

[Lack of reputational power > Understand the environment > Creating alliances]

Further, a lack of informational power was a key drivfewanting toUnderstand the
environment (4.1 JC).ocal councils are a matrix of political information, with the majority
party having control of the decisignaking, the individuals that comprisestparty wield
important information. At the same time, officers at differing ranks will have information that
councillors within all parties would strive ftm createpolitical leveragelnformation is

therefore a valuable commodity in local coundisiby, for instance, stipulates that:

AOfficers have fallen into the way of
Theyodore very very reluctant to depart
depart ment . I t 6 s b e egetintpwétian. Qur gyoapueaden o w,
he has to fight tooth and nail to get
that | have to act in a completely different way around finance to any other

department, its ridiculous. o
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[Lack of informational powe> Understand the environment > Image coiptrol

Overall, the junior councillors had some similaritr@gh the junior officers when evaluating
the impact of power on their political will. Both samplesre aware of their lack of certain
power bases, whiatirove them to oftedefensivepolitical motivations such asConform to
party (2.3 JC)within the JCs. Howevefor councillors, their democratic mandate served as

an important power base that shaped their political motivations to engage in casework.

5.3.5 Power Political Pathways (Midevel Councillors)

Whil st the junior councillorsdé power politic
bases of power, with some acknowledgement of their formal and democratic mandate, the

mid-l ev el ¢ o0 u n gsbhéchne meréexgamrsitfeorwample, there was a

considerable increase in the saliency of reputational ptmwenid-level councillors Similar

to the preceding sections, FigureBbkelow displays the shared power political pathway for

the midlevel cowncillors and the section following provides the key elements and important

guotes to illustrate.
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Figure 5.12: Mid -level Councillors' Shared Power Mental Model

of strategic influence 4.1 I

Share knowledge externally 4.2 I
Made with SankeyMATIC

(] First OrderCode: Public service ethic (1 [ First Order Code: Representation (2 MC)
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Mid-level councillors had been-gdected, and provided with various different
responsibilities for either their party or the council and believed to hold more expert power
than junior officeravithin the council This perceived increase in expert powasrsed to

open up a wider range of political motivations for #tadel councillorsOne of these was the

motivationnetwork in ordefTo fulfil their role (3.1 MC)which wasillustrated by Alistair:

AThere must be a rel ati dfrequbntlydisagree withhr ust wi
decisions made by officers, particularly in the planning department where I, well, that

is my area, you know? However, | think it
way a matter of personal ranker or anything like tha&fith junior or senior officers |

al ways want to respect their views and fo

them to be on my side [tet things done . 0

[Expert power > To fulfil their role > Creating alliances]

Additionally,wh i I e junior council |l or s 6 fof Casewoskl| power
(2.23JQ,mid-l evel councill orsd for mal Pplioywsoritesal s o |
(2.2 MC)which in turn led tactivities such as lobbying, patronage and image corthid

can be displayed by Jennifer who had over 8 years of experience:

A This is my job [ é] Il will give everythi
because theyodére awful here, truly. 10 yea
t heyor e ftleedpary]pmy pdrty amekthe officers because all | do, at times

for weeks, iIis | obby themo

[Formal power > Policy priorities > Lobbygh
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Although midlevel councillors are limited in terms of their extt@nstitutional scope for
influence, they do have more experience and exposure to officers, councillors and the council
chamber. Tis isreflectedinmid e v el ¢ @eraeptionloflicoeased@ptuational

power. Reputational power was a precursor for their motivattwsely aligned with political
sciencefor Public Service (1 MChut also an important driver of organisational politics in
motivations such ago gather intelligence (3.MC)within the council An example of the

latter can be seen through individuals such as Dominique who had been at her council for

over 12 years:

~

il have good relationship with officers,
on a more working relabnship sort of thing but they respect me and | respect them,

Joel. Now, sometimes | do like the idea of using that to get some facts out of them that
some of the others [councillors] woul dnot
whatever, | would never gdtedm in trouble or get them leaking stuff that would get

them in trouble but sometimes | <can get f

[Reputational power > To gather intelligence > Creating alliances]

Within the midlevel officers reputational power was a driver ttie motivation oPicking

your battles (3.2 MOandStrategic deference (3.3 MCsimilar motivations are much less
visible with the MC sample. It is the case that sometimes reputational power drives
Conformity (2.4MC)similar to that of the officers btihis was less salient. When considering
officers, their success within the political arena will largely rely on their ability to generate
wider support, the loss of reputational power would be significantly damaging to them.
However, councillors have tiendamentapowerof their democratic mandate, which they

can leverage themselves, or fall back on if they lose reputational power. Thus, whiereas
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level officers are motivated to pick their battles and strategically be deferentialjaisot

the casdor mid-level councillors.

Overall, the bases of social power that #ieidelc 0 u n c Btipulated veei@ pertinent in

their power political pathways were based around more formalised, expert and reputational
power resources. Following a similar theme as the officers, it was evident that these pathways
were now broader and had opened up motergial pathways than their junioouncillor

counterparts.

5.3.6 Power Political Pathways (Senior Councillors)

The Sankey diagram that represents the shared power mental models for the senior

councillors can be seen in Figure Sdelow and the key auies follow the diagram.
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Figure 5.13: Senior Councillors' Shared Power Mental Model
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First, when comparing thmid-level and senior councillor samplesgnior councillors no

longer factor in a lack of power or powerlessness. These individuals all have hierarchal,
public-facing rolesandmost likely have significant experience within the local council and
their coonmunities and thus this is not surprising they do not perceive themselves as
powerless. Instead, the power political pathways show how senior councillors are driven by
more formalised power types such as formal, legitimate and informational power. Oae of th
unique facets of the senior councillors was that formal power was a driver for their
motivation forPortfolio management (2.2 SQ)ithin this sample, councillors were

motivated by the responsibility of their portfolio which could include transportcliagy

refuse collection and so omhe formalised power that had been assigned to them via being
the cabinet member for one of these elementsimpsrtant in shaping their political

motivation,as demonstrated by Stacey:

AThe counci l maee vadaiod, I &m dHEoconservat
t herefore, |l 6ve got a tight, very-tight g
chair and now am Chairman | have to get, | have to work with the right people, and

work out who you cant work with amého you can and then | can talk things through

to get a better decision. ltés a |l ot of w
and motivated to improve conservation and Joel, sometimes you have to influence to

get the right to tell these peopkeh at t o do. o

[Formal power > Portfolio management > Creating alliances]

The prominent nature of formalised povmight explain why reputational power was less
salient for senior councillor&or example, senior councillors were motivated to build their

image, driven not by reputational power (or lack of) but formal poWes.fact that
237

































































































































































































































