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Introduction social nature of innovation (e.g., Cattani and Ferriani
Understanding the antecedents and outcomes of em- 2008, Grosser et al. 2017, Fleming et al. 2007, Tortoriello
ployee innovation involvement—the extent to which ~ and Krackhardt 2010). Although the importance of
an employee is involved in generating and imple-  social networks is well supported, findings suggest that
menting innovations in his or her organization—is crit-  divergent social network structures are likely to facili-
ical because innovating is essential to improving orga- tate different stages of the innovation process. For exam-
nizational performance and competitiveness. A great  ple, some research has found that individuals who
amount of research has been conducted on the indi-  bridge between many disconnected others—and thus

vidual and contextual characteristics that give rise to ~ have many structural holes in their networks—are more
employee innovation within organizations (Anderson  effective at the idea generation stage (Burt 2004); other

etal. 2014). While this work mainly takes anindividual- ~ research has found that having dense personal net-
istic view, the traditional image of innovation as driven works where one’s contacts are connected to each other
by lone inventors in a social vacuum is now being com-  facilitates involvement in innovation implementation

plemented by work that emphasizes the importance of  activities (Obstfeld 2005). These divergent findings on
social connections in the innovation process (Guimera  the effect of personal social network structure have
etal. 2005, Wuchty et al. 2007). prompted some researchers to explore how employees’

Social connections provide access to knowledge and  individual characteristics, such as adaptive cognitive
support that facilitate innovation endeavors. In this  styles or self-monitoring, might work in conjunction
vein, a rapidly growing line of research employing  with social network structure to provide more clarity
social network theory and methodology highlights the ~ on when and how certain social network structures
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facilitate innovation and performance (Carnabuci and
Di6szegi2015, Fleming etal. 2007, Mehra et al. 2001). We
also take this approach and integrate it with a sociopo-
litical perspective on innovation to suggest that individ-
ual characteristics related specifically to political skill
will work in conjunction with social network structure
to affect employee innovation involvement.

The sociopolitical perspective acknowledges the
disruptive nature of innovation, which engenders
change and upsets the status quo within organizations
(Janssen et al. 2004, Pinchot 1985). Innovation is an
inherently political endeavor that prompts those who
perceive an innovation as threatening their position to
engage in self-interested behavior designed to prevent
it from being realized (Frost and Egri 1991). As a result,
innovators often must engage in political behavior to
successfully garner necessary support for their inno-
vative ideas (Howell and Higgins 1990, Kanter 1988).
Recent empirical work has supported the validity of
this political view by demonstrating the importance of
political support in the implementation of innovation
(Baer 2012), and by showing that political calculations
concerning image and reputation significantly influ-
ence innovation behavior (Yuan and Woodman 2010).
Yet, while theorists have argued that political skills are
an important driver of innovation (Ford 1996, Glynn
1996), the specific political competencies that facilitate
innovation have seldom been examined empirically.

We begin by arguing that innovation involvement
mediates the relationship between political skill and
job performance. We then argue that certain net-
work structures—such as having a personal network
rich in structural holes—provide contextual condi-
tions that are conducive to innovation involvement,
but that political skill is necessary to fully capitalize
on the opportunities afforded by these conditions. We
therefore take an interactionist approach, which views
employee innovation as an interaction between indi-
vidual actors” personal characteristics and their social
context (Woodman et al. 1993), to examine innova-
tion through a sociopolitical lens. In doing so, we
contribute to multiple streams of research. First, our

Figure 1. Conceptual Model

Ideation network
structural holes

study contributes to the literature on individual inno-
vation by showing that political skill is related to the
extent to which employees are involved in innova-
tion. Although this relationship has been proposed,
it has not to our knowledge been examined empir-
ically. Second, we contribute to the growing litera-
ture on the political skill construct (Ferris et al. 2005,
Ferris et al. 2007). Although the relationship between
political skill and job performance is well established,
the mediating mechanisms explaining this relation-
ship are poorly understood (see Ferris et al. 2012).
Our results suggest that at least one reason politically
skilled employees enjoy higher performance is due to
their relatively higher levels of innovation involvement.
Finally, we contribute to the social networks litera-
ture by exploring the interaction of political skill and
social network structure. The nature of the relation-
ship between individual characteristics and social net-
works is a key debate among social network scholars
(Burt et al. 2013, Kilduff and Brass 2010). While some
have questioned the benefits of examining the inter-
play of human agency and social network structure
(e.g., Mayhew 1980), others have examined how cer-
tain personality characteristics (e.g., self-monitoring)
predict social network position (e.g., Kleinbaum et al.
2015, Mehra et al. 2001, Oh and Kilduff 2008, Sasovova
et al. 2010), and yet others have made a case that cer-
tain attributes may synergistically interact with social
network structure (Anderson 2008, Carnabuci and
Diészegi 2015, Wong and Boh 2014, Zhou et al. 2009).
This study’s results coincide with the latter view and
suggest that open network structures rich in structural
holes provide both opportunities and challenges that
politically skilled employees are uniquely equipped
to respectively leverage and surmount. We now turn
to elaborating the theoretical basis for our conceptual
model (see Figure 1).

Theoretical Background and Hypotheses
The Sociopolitical Nature of Innovation

Innovation has been defined as “any idea, practice, or
material artifact perceived to be new by the relevant

Employee innovation
involvement
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unit of adoption” (Zaltman et al. 1973, p. 10), and there-
fore represents a significant change to an organizational
product or process. The innovation process is often
characterized as having two fundamental steps: the first
step is creative ideation (i.e., generating a novel and use-
ful idea), and the second is implementation (i.e., suc-
cessfully getting an organization or an organizational
unit to adopt the idea; Amabile 1988, Kanter 1988, Scott
and Bruce 1994). This study captures both of these
dimensions by focusing on the extent to which employ-
ees were involved with initiating innovations that were
successfully implemented within their organization.
Such innovation involvement therefore necessitates not
only introducing a new idea into the organization but
also seeing that it is subsequently implemented.

Foundational work on the way in which resources
within a firm are allocated to innovation initiatives
suggests that the process is highly political, with the
political savvy of an initiative’s champion being an
important element of project success (e.g., Bower 1970,
Burgelman 1983). Accordingly, innovation within orga-
nizations has been conceptualized as a sociopoliti-
cal process (Frost and Egri 1991, Kanter 1988, Yuan
and Woodman 2010), where the successful initiation
and implementation of innovation is dependent on an
employee’s ability to obtain necessary resources and
enlist the support of others. The innovation process
is sociopolitical in nature largely because innovations
inherently precipitate organizational change. Employ-
ees who initiate and implement innovations cause
organizational change and upset established organiza-
tional systems and routines (Ford 1996). Since inno-
vation can upset organizational power dynamics and
cause change to established structures and behavioral
patterns (Nord and Tucker 1987), virtually all inno-
vations encounter resistance from certain individu-
als in the organizational population. This resistance
is not necessarily driven by perceived deficiencies in
the idea’s merit, but because the idea’s mere exis-
tence threatens those individuals’ interests (Janssen
et al. 2004, Kanter 1988). Indeed, Mintzberg (1983)
argues that major innovations are among the most
likely causes of political infighting in organizations.
As Frost and Egri (1991) argue, the changes brought
about by innovation are likely to engage what Pinchot
(1985, p. 189) called the “corporate immune system”—
the organizational force that is summoned to fight
against change and maintain the status quo whenever
change is imminent. Pfeffer (1992, p. 7) echoes a sim-
ilar sentiment: “accomplishing innovation and change
in organizations requires more than the ability to solve
technical and analytic problems. Innovation almost
invariably threatens the status quo, and consequently,
innovation is an inherently political activity.”

Because of this resistance to change, initiating
and implementing innovations requires a substantial
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amount of sociopolitical effort. Organizational innova-
tors must rally support for their ideas and apply a suf-
ficient amount of influence to successfully implement
them. The ability to influence others is therefore an inte-
gral component of the success of employee innovation
efforts (Janssen 2005, Nutt 1986). Similarly, the ability
to manage social relationships with others who will
provide political support for innovation initiatives is
critical to an employee’s innovation success (Baer 2012,
Kanter 1988). To successfully implement an innovation,
one must be a keen observer of the social landscape to
understand which key stakeholders must be enlisted
and interpret and attend to their interests.! Although
the sociopolitical nature of the innovation process has
long been acknowledged, there has been surprisingly
little research on the means by which individual politi-
cal skill is brought to bear on innovation efforts within
the firm. While innovation theorists have suggested
that political skill plays a significant role in producing
innovation (e.g., Amabile 1988, Glynn 1996), the role
that such skill plays in influencing organizational inno-
vation requires greater elucidation.

Political Skill and Innovation

Political skill is defined as “the ability to effectively
understand others at work and to use such knowledge
to influence others to act in ways that enhance one’s
personal and/or organizational objectives” (Ferris et al.
2005, p. 127). The political skill construct consists of
four dimensions: social astuteness, interpersonal influ-
ence, networking ability, and apparent sincerity (Ferris
et al. 2007). Social astuteness is how attuned individ-
uals are to the social environment and how astutely
they observe and interpret others’ behavior. Interper-
sonal influence is the ability to elicit desired responses
from others. Networking ability concerns one’s effective-
ness at forging relationships, as well as building coali-
tions and alliances with others. Apparent sincerity is the
degree to which an individual appears to be authentic,
sincere, and genuine in his or her social interactions.
These four political skill subdomains have been shown
to form a single higher-order construct (Ferris et al.
2008, Treadway et al. 2014) that represents a compre-
hensive set of social competencies with both cognitive
and behavioral manifestations (Ferris et al. 2007).

As a construct that reflects an individual’s ability
to navigate the workplace social environment, politi-
cal skill relates to how successfully individuals engage
in goal-directed interpersonal interactions. Political
skill enables two social behaviors in particular that
can improve one’s chances of innovation-related goal
achievement: (1) the ability to effectively employ influ-
ence tactics and (2) the ability to build beneficial rela-
tionships with others. First, political skill increases
the success of social influence attempts. For example,
Harris et al. (2007) examined a sample of 173 pro-
fessionals employed at a state environmental agency
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and found that impression management tactics gener-
ally led to higher supervisor performance ratings when
used by individuals high in political skill, whereas the
tactics generally led to lower performance ratings when
used by individuals low in political skill. Harris et al.
(2007, p. 283) concluded that political skill enabled
employees to engage in social influence attempts more
effectively: “the politically skilled appear able to under-
stand the targets of their behaviors and use that knowl-
edge in combination with specific impression manage-
ment behaviors to influence them.”

Second, political skill has also been found to affect
the way in which individuals go about forming and
maintaining work-based relationships. For example,
Fang et al. (2015) examined how 28 entrepreneurs in
10 different industries went about forming and main-
taining their social networks. These researchers found
that, although the entrepreneurs did not differ in their
total number of ties, entrepreneurs with high lev-
els of political skill maintained stronger ties with a
cohesive set of close contacts upon whom they could
rely for valuable advice, referrals, and financial sup-
port. Entrepreneurs high in political skill also tended
to dynamically update their extended networks (i.e.,
weak ties) as needed, whereas the extended networks
of those low in political skill were more stable. This
continual updating of extended networks provided
politically skilled entrepreneurs with a constant flow of
new ideas and fresh perspectives. Fang et al. (2015) also
found that politically skilled entrepreneurs are better
at recognizing and accessing the resources (e.g., busi-
ness information, financial capital) present in their net-
works than those low in political skill, allowing them to
make more effective use of their social networks com-
pared to less politically skilled entrepreneurs.

We argue that political skill enables individuals to
effectively engage in both the creative ideation and
implementation stages of the politically fraught inno-
vation process. First, political skill is likely to enhance
creative ideation, which itself can be conceptualized
as a two-step process involving (1) the generation or
gathering of novel ideas (i.e., idea generation) and (2) an
assessment of the viability, acceptability, and effective-
ness of those ideas (i.e., idea evaluation; Cropley 2006).
Successful creative ideation is a process whereby indi-
viduals iteratively shift between idea generation and
evaluation to arrive at an idea that is not only creative,
but also useful and appropriate for a given context
(Puccio and Cabra 2012). Politically skilled individuals
are keen observers of people across diverse social sit-
uations and are sensitive to social norms (Ferris et al.
2007). Indeed, although they are self-aware, politically
skilled individuals tend to have an outward focus on
others around them (Ferris et al. 2005). This outward
focus is likely to facilitate both the idea generation and
idea evaluation components of the creative ideation
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stage because of the heightened amount and quality of
attention they pay to their social environment. Theoret-
ical work on the social aspect of creativity argues that
the social environment can be a source of knowledge
and inspiration that can spark new ideas and facilitate
the creative recombination of information (Galunic and
Rodan 1998, Perry-Smith and Shalley 2003). Accord-
ing to this line of research, others in an individual’s
social environment can serve as resources for generat-
ing ideas (Shalley and Perry-Smith 2001). Idea gener-
ation can therefore be facilitated by attuning oneself
to the knowledge and creativity of others in the envi-
ronment, and politically skilled employees are more
likely to recognize and benefit from the knowledge and
creativity of others around them. In addition to sim-
ply being attuned to the knowledge of others in their
environment, however, politically skilled individuals
are also more likely to forge relationships that lead
to greater knowledge and idea exchange. Politically
skilled individuals are adept at forging relationships
with others who have valuable resources (Fang et al.
2015), and they are effective at inspiring trust in those
to whom they are tied (Smith et al. 2009). Since individ-
uals are more willing to openly share knowledge and
ideas with those whom they trust (McEvily et al. 2003),
it follows that politically skilled individuals are more
likely to have access to valuable knowledge and ideas
that those with less political skill may not have.

Politically skilled individuals are also likely to be
effective at the idea evaluation component of this stage.
Empirical evidence suggests that an outward focus on
the social environment might help individuals eval-
uate creative ideas because they are more likely to
have an accurate understanding of the social system
that determines the value of ideas in that context
(Csikszentmihalyi 1996). Politically skilled individu-
als are likely to have a deep understanding of the
norms and social dynamics within their organization,
which helps them effectively judge the value of ideas
and select those ideas that are likely to translate into
successful innovations. In summary, politically skilled
individuals are more likely to be effective at creative
ideation because their outward focus on the social envi-
ronment makes them (1) more likely to notice and
access the knowledge and creative ideas available in
their social environment and (2) better able to evaluate
the fit and promise of new ideas.

Second, politically skilled employees are likely to
have many of the characteristics necessary for success
in the implementation stage. Communicating persua-
sively and building rapport with others are both crucial
activities during the implementation stage (Maguire
et al. 2004, Nutt 1986). Politically skilled employees
excel in the art of persuasive communication because
of their ability to tailor their advocacy to the interests
and preferences of the stakeholders and situations they
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encounter (Ferris et al. 2005). Moreover, their tendency
to project sincerity helps them establish rapport with
others, which can mitigate the fear and resistance to
change that the innovation-based disruption of rou-
tines might elicit (Nord and Tucker 1987, Van de Ven
1986). Politically skilled employees are therefore likely
to be effective in inducing cooperation and building
the rapport that is needed to implement innovation
successfully.

In addition to communicating persuasively and
building rapport, successful implementers of innova-
tion, like any agents of change, must also be compe-
tent coalition builders (Fligstein 2001). Strong coali-
tions are necessary to rally support and overcome
the political resistance innovations often face within
organizations (Kanter 1988, Murnighan and Brass
1991), and the networking ability of politically skilled
employees helps them to build effective coalitions.
Indeed, entrepreneurs scoring higher in political skill
tend to be more proactive in building robust social net-
works and then leveraging those networks to achieve
desired outcomes (Fang et al. 2015). Evidence further
suggests that politically skilled employees are better
able to leverage their networks because of their abil-
ity to influence their contacts and cope with the stress
of managing networks (Wei et al. 2012). These abilities
make it more likely that politically skilled employees
will also be effective in the critical activity of building
and managing coalitions.

The Mediating Role of Innovation
The relationship between political skill and job perfor-
mance is well established. Indeed, recent meta-analytic
evidence suggests that political skill has a positive incre-
mental effect on task performance above and beyond
the effects of both general mental ability and the Big
Five personality characteristics (Munyon et al. 2015).
Although the relationship between political skill and
employee performance is robust, the intervening mech-
anisms that account for this relationship are not yet
well understood. Prior research suggests that employ-
ees high in political skill are able to generate positive
organizational reputations, and this acts as an explana-
tory mechanism for the relationship between political
skill and performance (Blickle et al. 2011). While this is
no doubt true, it raises the question of how politically
skilled individuals actually attain positive reputations;
that is, it is not yet clear what actions politically skilled
employees are taking to build the positive reputations
that lead to performance. Accordingly, scholars of orga-
nizational politics have called for additional research
into the intermediate linkages between employee polit-
ical skill and performance (Ferris et al. 2012).

We propose that innovation involvement is an inter-
vening variable that explains the relationship between
political skill and employee performance. Although
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innovation is likely to engender resistance among cer-
tain stakeholders in an organization, innovators who
are successful in each phase of innovation are likely to
be considered high performers given the importance of
innovation for firm success and growth. Accordingly,
theoretical models of innovation include performance
as an ultimate outcome of employee innovation behav-
ior (e.g., Rank et al. 2004). Empirical work also suggests
that there is a positive relationship between supervisor
ratings of employee innovation and employee perfor-
mance ratings (Janssen and Van Yperen 2004). Thus,
because political skill is likely to be an antecedent
to both innovation involvement and employee perfor-
mance, and because innovation involvement is likely
to contribute to ratings of employee performance, we
expect innovation involvement to mediate the relation-
ship between political skill and employee performance.

Hypothesis 1 (H1). Employee innovation involvement me-
diates the relationship between employee political skill and
employee performance.

The Moderating Role of Structural Holes
Given the sociopolitical nature of innovation, it is per-
haps not surprising that the social network structure
surrounding an individual is related to innovation
outcomes. Research has shown that social networks
in organizations have implications for the number of
new ideas employees are able to generate (Burt 2004),
the probability of innovation involvement (Obstfeld
2005), and the diffusion of organizational innovations
(Krackhardt 1997). We argue that politically skilled
employees possess the capabilities necessary to effec-
tively leverage social network positions that offer
opportunities to gather and control information. The
structural hole construct is a network analytic measure
directly related to the presence of these opportunities
(Burt 1992).2

A structural hole exists in an individual’s network
when a focal individual (hereafter referred to as ego)
is connected to two individuals (known as ego’s alters)
who are themselves not connected to one another. An
actor (ego) possessing a network rich in structural holes
is in a position to derive information and control ben-
efits (Burt 1992). Specifically, structural holes provide
individuals with faster access to valuable information
since having disconnected alters provides access to
diverse social worlds harboring nonredundant ideas.
In contrast, an individual with few structural holes is
exposed to more redundant information symptomatic
of a closed, interconnected social circle. The control
benefits of structural holes stem from the fact that
ego has more opportunity to broker between discon-
nected alters, which places him or her in the advanta-
geous position of controlling the flow of information
and resources between the alters. The broker in this
case is in a position to decide with whom to share
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novel information or whom to include on an attrac-
tive project. The ability to control information and
resources therefore endows an individual who spans
structural holes with a degree of informal influence
(Brass 1984, Sparrowe and Liden 2005).

Structural holes, however, are not likely to be bene-
ficial for each stage of the innovation process (Oldham
and Baer 2012, Perry-Smith and Mannucci 2017).
Empirical findings suggest that structural holes might
benefit the idea generation stage, but not the idea
implementation stage. For example, Burt (2004) found
that employees with many structural holes in their per-
sonal networks were more likely to generate ideas that
top managers considered valuable. Similarly, inventors
possessing many structural holes have a higher ten-
dency to creatively combine novel knowledge elements
to generate patents (Fleming et al. 2007). In a study
focused primarily on innovation implementation, how-
ever, Obstfeld (2005) found that structural holes were
negatively related to an employee’s involvement in suc-
cessfully implemented innovations, arguing that struc-
tural holes make it difficult for employees to mobilize
a group of supporters to assist with implementation.
This pattern of findings suggests that structural holes
will not be directly related to overall employee innova-
tion involvement, which includes both idea generation
and implementation behavior.

Although structural holes might not affect employee
innovation involvement directly, they are likely to am-
plify the positive relationship between political skill
and innovation involvement. This is because bridg-
ing structural holes provides resources and opportu-
nities that politically skilled employees are uniquely
equipped to leverage. First, the networking ability and
social astuteness of politically skilled employees make
it likely that they will effectively absorb the nonredun-
dant information benefits that networks rich in struc-
tural holes offer. The networking ability of politically
skilled employees will make them comfortable engag-
ing with diverse others (Wei et al. 2012), making it more
probable that they will proactively interact with their
heterogeneous contacts. The social astuteness of polit-
ically skilled employees makes them “astute observers
of others” that are “keenly attuned to diverse social
situations” (Ferris et al. 2005, p. 129). This astute-
ness makes it more likely that they will notice and
appreciate the informational benefits of the structural
holes in their network. Since politically skilled employ-
ees will be more willing to engage with their net-
works and will be apt to notice the nonredundant
information resources around them, they will be more
likely to leverage the creativity-enhancing benefits that
such nonredundant information brings (Burt 2004,
Perry-Smith and Shalley 2003, Galunic and Rodan
1998). Second, politically skilled employees are likely
to be effective in managing the control opportunities
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that structural holes offer. Employees high in politi-
cal skill are effective in diplomatically exerting influ-
ence without incurring the backlash that sometimes
accompanies influence attempts (Harris et al. 2007,
Kolodinsky et al. 2007). This suggests that politically
skilled employees will be more likely to successfully
capitalize on the control benefits of structural holes
than less politically skilled employees. For example, a
politically skilled employee is more likely to be able to
charge “rents” for brokering information between two
alters without generating resentment for doing so and
is more likely to know how to advocate uniquely to
disconnected alters. Politically skilled employees will
also be effective in combating one of the difficulties
associated with managing structural holes: the lack of
trust that is an inherent part of sparse networks con-
taining many structural holes (Coleman 1988). It is this
lack of trust that makes it difficult for ego to mobilize
individuals in sparse networks to support an innova-
tion initiative (Obstfeld 2005). The apparent sincerity
that politically skilled individuals display, however, is
likely to promote trust. Politically skilled individuals
are likely to be effective in building rapport with oth-
ers and generating the trust necessary to mobilize sup-
port even among individuals in a sparse social net-
work. Thus, politically skilled employees are likely to
be able to mitigate one of the challenges sparse net-
works present for the implementation of innovation.

In summary, while political skill may lead directly
to innovation involvement, we believe that the polit-
ical skill-innovation relationship will be strongest in
the presence of networks with many structural holes.
Politically skilled employees are uniquely equipped
to exploit the information advantages of structural
holes, while at the same time effectively managing con-
trol opportunities and mitigating potential challenges
posed by structural holes. These arguments therefore
suggest that structural holes will moderate the rela-
tionship between political skill and employee innova-
tion involvement.

Hypothesis 2 (H2). Structural holes in the ideation net-
work will moderate the relationship between employee polit-
ical skill and innovation involvement such that the relation-
ship will be stronger for employees with more structural holes.

Primary Study: Method

Sample

The sample consists of 113 employees working within
one division of a large semiconductor manufacturer
headquartered in the United States. All respondents
were involved in designing and enhancing computer
microchips. Respondents’ average tenure length was
13.3 years (SD = 6.3). The majority of respondents were
male (82%). Twenty-seven percent of the respondents
were in a managerial position, 73% worked in a techni-
cal functional role, and 24% held a doctoral degree.
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Table 1. Example Innovations—Primary Study

Examples of division innovations

Tl W N =

. A new, data-driven tool and methodology for identifying and quantifying waste and bottlenecks in chip design work flows
. An innovation that reduces runtimes to seconds and results in improved cache hit rates

. A dynamic gearshift mechanism that allows for the seamless swapping of models during virtual platform simulation

. A tool for the automated management of all chip tests, test configurations, test lists, and regressions

. A unified graphical user interface framework for the activation, integration, automation, and control of common validation

tools and flows, and for the effective management and analysis of validation data
6. A new instrumentation interface for analyzing the performance, correctness, and vulnerabilities of system software
7. New tool for forecasting disk needs for immediate use, greatly reducing new disc turnaround time
8. Design migration (i.e., process shift) from 22 nanometer circuit blocks to 14 nanometer circuit blocks

Note. Some minor wording changes have been made to limit technical jargon and maintain the anonymity of the organization.

Procedure

The primary study was conducted in two phases.
In Phase 1, we held 22 semistructured interviews with
division managers and senior division engineers. These
interviews exhaustively cataloged all of the innovations
that had occurred within the division during the pre-
ceding three years. We identified a total of 146 inno-
vations, each of which was either a newly introduced
product/process or a significantly changed or updated
version of a previously existing product or process.
Each department manager reviewed the innovations
associated with his or her unit to ensure complete-
ness and to verify that each item warranted inclusion
on the list. The unit managers reduced the list to
140 innovations. Table 1 contains a representative sam-
ple of the innovation list.

In Phase 2, an online survey was sent to 523 employ-
ees within the division via email from the depart-
ment heads. All employees were assured of anonymity.
Based on guidance from senior management, the sur-
vey was sent only to employees above an entry-level
professional rank to access only those with a sub-
stantive opportunity to participate in various innova-
tion initiatives. Usable surveys were returned by 113
employees (22% response rate), with complete data
provided by 106 employees, for an effective response
rate of 20%. No significant differences between respon-
dents and nonrespondents were found on the basis of
gender (x* =0.81,p = 0.37) or job performance (x* =
0.72,p =0.40). Those in managerial positions, however,
were more likely to respond (x? =4.41, p < 0.05).

The survey consisted of two sections. In the first sec-
tion, employees rated their level of involvement in each
of the 140 innovation projects that occurred within the
division over the preceding three years. The second sec-
tion gathered data used for our independent and con-
trol variables and elicited each employee’s social net-
work. We employed an egocentric (personal) research
design, which focused exclusively on the direct social
network ties of each survey respondent (Marsden 1990).
Egocentric network data have been shown to be a valid
measure of network structure (Burt 2007) and have been
used frequently in organizational research (e.g., Baer
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2010, Burt 2004, Obstfeld 2005, Podolny and Baron
1997). Egocentric research designs consist of two parts:
(1) a name generator, which is designed to help respon-
dents generate a list of social network contacts, and (2)
a name interpreter, which asks respondents to report on
the nature of their relationship with each network con-
tact (ego—alter), as well as on the relationships that exist
among contacts (alter—alter).

Following prior egocentric network studies con-
ducted within organizations (e.g., Podolny and Baron
1997), we used multiple question prompts in the name
generator portion of the survey. All questions used
to elicit each respondent’s network are listed in the
appendix. The four name generator questions used in
this study allowed respondents to list up to seven con-
tacts in response to each name generator question, for
a potential maximum of 28 unique contacts.” Respon-
dents could list the same individuals multiple times
in response to the four name generator questions. The
average number of contacts listed was 5.49 (SD =2.31),
which is consistent with the average found in recent
research conducted in a similar context (Wang et al.
2014). In the name interpreter subsection, respondents
were asked to indicate the strength of their relation-
ship with each contact, characterizing relationships as
“especially close,” “close,” “less than close,” or “dis-
tant.” Based on this assessment, each tie was weighted
in equal increments between 0 and 1 (e.g., distant =0,
less than close = 0.33, close = 0.67, especially close =1).
Following Borgatti et al. (2013), we also asked each
respondent to report in more depth about the nature
of their relationship with each contact in this section
of the survey. For each of their listed contacts, respon-
dents were asked to indicate whether or not a series
of relationships applied to that contact. For example,
respondents were asked to indicate whether each con-
tact was “somebody to brainstorm and problem solve
with” and whether each contact was a “source of tech-
nical information.”

Respondents were next asked about the nature of
the relationship between each of their contacts. Respon-
dents rated each pairwise relationship in one of
the following ways: “unacquainted,” “distant,” “less
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than close,” “close,” or “especially close.” These rat-
ings were used to generate numerical weightings for
each alter-to-alter tie. Each tie was given a numeri-
cal strength ranging between 0 (unacquainted) and 1
(especially close) in the same way as the direct ties.
This, therefore, provided information on the structure
of each respondent’s immediate social network by indi-
cating the way in which all of ego’s alters were (or were
not) connected to each other.

Finally, the firm’s human resources department pro-
vided archival data pertaining to the division’s em-
ployees. These data included information on each
employee’s rank, education, and functional role, as well
as data on each employee’s performance.

Measures
Dependent Variable.

Employee Performance. This measure was obtained
from archival performance evaluation data provided
by the human resources department. Employee per-
formance was evaluated annually by each employee’s
direct manager on a five-point scale (improvement
required, below expectations, successful, exceeds expecta-
tions, and outstanding). The organization based evalua-
tions on a management-by-objectives model and pro-
vided managers with standardized training on how
to conduct employee evaluations. These annual eval-
uations were then combined by the human resources
department into an organizationally relevant binary
outcome, which was provided to us for use in this
study. An employee was considered to be a high per-
former if he or she received an exceeds expectations or
outstanding evaluation at least twice during the previ-
ous three evaluation periods. This metric was tracked
internally by the human resources department, and
the company refers to these individuals as “repeat
high performers” whose demonstrated pattern of effec-
tive job performance triggers organizational recogni-
tion and rewards. Twenty-eight percent of the employ-
ees in the sample were rated as repeat high performers.
The three evaluation periods considered correspond
to the three years during which the 140 innovations
occurred.

Independent Variable.

Political Skill. Political skill was assessed using the
18-item Political Skill Inventory (PSI) developed and
validated by Ferris et al. (2005). We dropped three
cross-loading items from the scale and assessed polit-
ical skill with the remaining 15 items; this reduced
scale correlates with the full 18-item scale at r = 0.99.*
The PSI comprises four subscales for each dimension
of political skill: interpersonal influence, networking
ability, social astuteness, and apparent sincerity (Ferris
etal. 2005, Ferris et al. 2007). The fit of a four-factor con-
firmatory factor analysis was acceptable (x? = 155.72,
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df =84, p <0.001; standardized root mean square resid-
ual (SRMR) = 0.06; root mean squared error of approxi-
mation (RMSEA) = 0.088; comparative fit index (CFI) =
0.93) and was significantly better than the fit of a one-
factor comparison model (x? =545.75, df =90, p <0.001;
SRMR =0.117; RMSEA =0.215; CFI =0.49). The PSI has
been widely used in organizational research and has
been shown to be robust against the effects of social
desirability bias (Ferris et al. 2012). Example items
include the following: “It is easy for me to develop
good rapport with most people,” “I pay close attention
to people’s facial expressions,” and “I am good at using
my connections and network to make things happen
at work.” Respondents answered on a Likert-type scale
ranging from 1 (strongly disagree) to 7 (strongly agree).
The coefficient alpha for this scale was 0.91.

Mediating Variable.

Employee Innovation Involvement. Following prior
innovation studies (e.g., Ibarra 1993, Obstfeld 2005), we
measured innovation involvement by asking respon-
dents to rate the role they played in each of the divi-
sion’s 140 innovations based on four categories. The
question stem and category choices were worded in the
following way:

On the next page you will find a list of innovations
that occurred during the last three years. Please look at
the list and indicate the extent of your involvement in
each innovation. Choose “initiator” if you, along with
or in conjunction with others, were the initiator of the
innovation—that is, if its introduction and use was in
large portion your idea. This is the option to choose if
the innovation would not have happened without you.
(It is expected that initiators will be very rare.) Choose
“major role” if you were not the initiator but played
a major role in the development of the innovation as
a whole. This is the option to choose if you played
an important role in shaping the innovation—it would
not exist in its present form without your contribution.
Choose “minor role” if you were associated with the
development of the innovation in a more limited capac-
ity, for example, providing advice to the initiator on
specific aspects of the innovation. This is the option to
choose if you played a minor role in bringing the inno-
vation to the organization. Choose “don’t recognize /not
involved” if it is an innovation you know nothing about
and/or were not involved with at all. This will be the
default answer for each innovation.

We summed the number of times each respondent
indicated that they acted as an initiator for the listed
innovations to measure employee innovation involve-
ment. As opposed to the other roles described above,
initiators are involved in both introducing an idea and
making sure it ultimately gets used. In other words,
one must be able to generate and implement ideas to
be a successful initiator. We therefore chose to focus on
the initiator role because it most closely aligns with the
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idea generation and implementation stages of innova-
tion. On average, respondents reported initiating 0.62
(SD = 1.16) innovations. (While self-report measures
of creativity and innovation have been used in prior
organizational research, it is also important to note
that our rigorously identified and organizationally val-
idated list of 140 innovations served to overcome many
of the shortcomings of more generalized self-report
measures.)

Moderating Variable.

Ideation Network Structural Holes. We focus on rela-
tionships that involve the exchange of ideas and cre-
ative problem solving because those relationships have
been found to be important in the innovation pro-
cess (e.g., Baer 2010, Hargadon and Bechky 2006,
Sosa 2011). These ties convey the innovation-relevant
information and knowledge that can be profitably
synthesized and/or brokered by an employee with a
network rich in structural holes. We refer to the net-
work composed of these ties as the ideation network.
As opposed to general advice or communication ties,
which might convey information that is irrelevant to
innovation, ideation network ties convey the most valu-
able and relevant information for innovative pursuits.
Ethnographic work on the innovation process sug-
gests that innovative outcomes are often the result of
the recombination of ideas gathered by brainstorming
and problem solving with diverse network contacts
(Hargadon and Sutton 1997). Researchers have simi-
larly noted that obtaining problem solving help from
others is an important facilitator of innovation out-
comes in organizations (e.g., Reiter-Palmon and Illies
2004). Each respondent identified their ideation net-
work by indicating who among their contacts was
“somebody to brainstorm or problem solve with.” The
average number of ties in respondents’ ideation net-
works was 4.01 (SD = 2.56). Structural holes in the
ideation network were calculated using Burt’s (1992)
measure of constraint. The formula for constraint is

2
¢ = Z(Pij +>) Piqqu) , q#if,
j 9

where P;; is the proportion of focal actor i’s net-
work time and energy directly invested in alter j, and
2, PP, is the sum of i’s indirect investment in j via
all alters g. Constraint was calculated using E-Net soft-
ware for the analysis of ego-network data, version 0.41
(Borgatti 2006). A high level of constraint indicates
that actor 7 is strongly tied to alters who are them-
selves strongly tied to each other and thus lacks struc-
tural holes. We subtracted each respondent’s constraint
score from 1 to derive the extent of structural holes in
the ideation network. The values of this variable range
from 0 to 1, with larger numbers indicating the pres-
ence of more structural holes in a focal actor’s ideation
network.’
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Controls. We controlled for demographic variables
shown to affect innovation and/or performance out-
comes, including Rank (0 = nonmanager, 1 = manager),
Gender (0 = female, 1 = male), Education (0 = less than
a doctoral degree, 1 = doctoral degree), Functional
Role (0 = nontechnical role, 1 = technical role), and
Tenure (in years). Data on these variables were obtained
through archival records provided by the firm’s human
resources department. We also controlled for each
employee’s level of Intrinsic Motivation, as this has
been shown to impact innovation outcomes (Grant and
Berry 2011) and job performance (e.g., Zapata-Phelan
et al. 2009). Intrinsic Motivation was measured with
four items adapted by Grant and Berry (2011). Respon-
dents were asked to rate how much they agreed with
the following reasons for why they do their work:
“because I enjoy the work itself,” “because I find the
work engaging,” “because it’s fun,” and “because I
enjoy it.” Respondents answered on a Likert-type scale
ranging from 1 (strongly disagree) to 7 (strongly agree).
The coefficient alpha for this scale was 0.91.

Model

The dependent variable for Hypothesis 1, employee
performance, was a binary outcome (high performer or
non-high performer). We therefore used binary logis-
tic regression to test this hypothesis. We used nega-
tive binomial regression analysis to test Hypothesis 2,
as the dependent variable in this hypothesis is based
on a count outcome of relatively rare occurrence—
instances of successful innovation initiation. A Pearson
goodness-of-fit test of an equivalent Poisson regression
model indicated evidence of overdispersion (x?(98) =
124.91,p < 0.05), making a negative binomial model
an appropriate analytical choice. Listwise deletion due
to missing data reduced the final number of observa-
tions to 106. To minimize the effects of multicollinearity
and aid in model interpretation, we centered predictor
variables prior to calculating the cross-product for the
interaction term.

Results

Table 2 contains the correlation coefficients for this
study’s variables. Table 3 contains the results of the
logistic regression with employee performance as the
dependent variable, and Table 4 the results of the neg-
ative binomial regression with employee innovation
involvement as the dependent variable.

H1 states that innovation involvement will mediate
the relationship between political skill and employee
performance. We tested this hypothesis by testing
for the unconditional indirect effect of political skill
on employee performance via innovation involvement
employing the bootstrapping methodology outlined
by Preacher and Hayes (2004). The use of bootstrap-
ping methods to test indirect effects models has been
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Table 2. Bivariate Correlations—Primary Study
Mean  SD 1 2 3 4 5 6 7 8 9
1. Rank (1 =manager) 0.27 — —
2. Gender (1 = female) 0.18 — -0.07 —
3. Education (1=Ph.D.) 0.24 — -0.01 -0.15 —
4. Functional Role (1 = technical role) 0.73 — -0.57* -0.08 0.07 —
5. Tenure (years) 13.26  6.27 0.14 -0.07 -0.15 -0.27" —
6. Intrinsic Motivation 554 1.09 0.20 0.01 0.08 -0.01 0.20° —
7. Ideation Network Structural Holes 0.38 0.23 0.12 -0.05 -0.11  -0.07 0.13 0.18 —
8. Political Skill 513 0.86 0.37" 0.04 -0.09 -0.33" 0.23* 0.37" 0.22 —
9. Innovation Involvement 0.62 1.16 0.16 -0.21 -0.02 -0.01 —-0.04 0.02 -0.01 0.31~ —
10. Employee Performance 0.28 — 024 -0.03 -0.03 -0.28" -0.12 -0.01 0.03 023 0.22
*Correlation is significant at the 0.05 level (two tailed); *correlation is significant at the 0.01 level (two tailed).
Table 3. Binary Logistic Regression Analysis—Primary Study
Employee Performance
Variable Model 1 Model 2 Model 3 Model 4 Model 5
Control variables
Rank (manager) 0.42 (0.55) 0.12 (0.58) 0.29 (0.66) 0.09 (0.66) —-0.10 (0.70)
Gender (female) -0.64 (0.67) —-0.79 (0.66) —-0.28 (0.65) —-0.46 (0.66) —-0.58 (0.67)
Functional Role (technical role) —1.48" (0.59) -1.22 (0.63) -1.61* (0.67) —1.40" (0.70) -1.60" (0.72)
Tenure —-0.67 (0.26) —-0.75" (0.28) —-0.65" (0.29) —-0.73" (0.30) —-0.77* (0.32)
Education (Ph.D.) —0.44 (0.57) —-0.39 (0.61) —-0.56 (0.59) —-0.49 (0.60) —-0.96 (0.72)
Intrinsic Motivation 0.12 (0.25) —-0.08 (0.28) 0.05 (0.22) —-0.09 (0.24) —-0.04 (0.23)
Ideation Network Structural Holes —-0.04 (0.24) -0.11 (0.25) -0.11 (0.24) -0.16 (0.25) —-0.11 (0.25)
Independent variable
Political Skill 0.66" (0.31) 0.50 (0.31) 0.55 (0.35)
Medjiator variable
Employee Innovation Involvement 0.98" (0.30) 0.88* (0.34) 1.26" (0.37)
Post hoc analysis
Political Skill X Innovation Involvement —-0.70" (0.28)
Intercept 0.22 (0.57) 0.10 (0.61) 0.34 (0.67) 0.24 (0.69) 0.61 (0.73)
Log likelihood -57.09 —54.58 —52.55 -51.29 —49.28
Note. Standard errors are in parentheses, and n = 106.
*p < 0.05 (two tailed); *p < 0.01 (two tailed).
Table 4. Negative Binomial Regression Analysis—Primary Study
Employee Innovation Involvement
Variable Model 1 Model 2 Model 3 Model 4
Control variables
Rank (manager) 0.32 (0.38) 0.13 (0.39) 0.08 (0.38) —-0.04 (0.41)
Gender (female) -1.47 (0.77) —-1.55* (0.67) —-1.54" (0.66) —-1.42* (0.70)
Functional Role (technical role) —-0.16 (0.42) 0.21 (0.45) 0.17 (0.44) 0.28 (0.44)
Tenure -0.27 (0.17) —-0.36" (0.17) —-0.37* (0.17) —-0.38" (0.17)
Education (Ph.D.) -0.10 (0.32) 0.20 (0.32) 0.23 (0.31) 0.28 (0.29)
Intrinsic Motivation 0.19 (0.19) —-0.08 (0.22) —-0.10 (0.23) -0.13 (0.21)
Independent variable
Political Skill 0.64" (0.20) 0.62 (0.20) 0.74" (0.18)
Moderator variable
Ideation Network Structural Holes 0.12 (0.18) 0.15 (0.16)
Interaction
Political Skill x Ideation NW Structural Holes 0.44* (0.13)
Intercept -0.43 (0.44) —-0.80 (0.47) -0.79 (0.46) —-1.05* (0.47)
Log likelihood —-101.96 —-97.90 -97.73 -94.46
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Notes. Standard errors are in parentheses, and n = 106. NW, network.

*p < 0.05 (two tailed); *p < 0.01 (two tailed).
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Figure 2. Interaction Plot of Political Skill and Structural Holes
Predicting Employee Innovation Involvement—Primary Study
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suggested as a preferred alternative to the causal
steps approach to mediation analysis (Shrout and
Bolger 2002). Bias-corrected bootstrap results based
on 5,000 resamples indicates that there is a signifi-
cant unconditional indirect effect of political skill on
employee performance (0.21; 95% confidence interval
(CI) = [0.008,0.580]) via innovation involvement.® We
therefore find support for H1.” H2 states that ideation
network structural holes will moderate the relation-
ship between employee political skill and innovation
involvement such that the relationship will be stronger
for those with many structural holes. Consistent with
H2, a positive and significant coefficient for the prod-
uct term is found in Model 4 of Table 4 (b = 0.44, 2 =
12.42,p < 0.01). A plot of regression lines with values
of the moderator set to two standard deviations above
and below the mean is found in Figure 2. Inspection of
the plot confirms that the nature of the interaction is as
hypothesized: the relationship between political skill
and innovation involvement is stronger for employees
with many structural holes.

To test the full moderated mediation model sug-
gested by our conceptual model, it is necessary to
examine the indirect effect of political skill on em-
ployee performance at differing levels of the mod-
erator (Edwards and Lambert 2007). To do this, we
used the bootstrapping approach to conditional indi-
rect effects outlined by Preacher et al. (2007). Bias-
corrected bootstrap results based on 5,000 resamples

Table 5. Results of Conditional Indirect Effect Analyses

Figure 3. Interaction Plot of Innovation Involvement and
Political Skill Predicting Employee Performance—Primary
Study

Interaction plot with 95% Cls
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Employee Performance

Innovation Involvement

indicate that the indirect effect of employee politi-
cal skill on employee performance significantly dif-
fers as a function of the level of our moderator. As
seen in Table 5, the indirect effect was positive and
significant at relatively high levels of structural holes
in the ideation network (0.52; 95% CI = [0.041,1.347],
+1 SD) but not significant at relatively low levels (0.04;
95% CI =[-0.172,0.313], -1 SD). Following Hayes
(2015), we calculated the index of moderated media-
tion to assess the statistical significance of the mod-
erated mediation effect. The coefficient was 0.25, and
bias-corrected bootstrap results (5,000 resamples) indi-
cate that it is significant: 95% CI = [0.011,0.685]. These
analyses therefore suggest that the indirect effects at
relatively high and low levels of the moderator differ
significantly and provide support for our overall mod-
erated mediation model.

Post Hoc Analysis

Because political skill has proven to be an effective
moderating variable in a number of studies (see Ferris
et al. 2012), we examined the potential moderat-
ing effect of employee political skill on the relation-
ship between employee innovation involvement and
employee performance. This post hoc analysis can be
found in Model 5 of Table 3. The interaction term was
negative and significant (b = —0.70, x* = 6.35,p < 0.05),
with the interaction plot presented in Figure 3. This

Primary study
Employee Performance

Moderator variable:

Replication study
Employee Performance

Ideation Network Structural Holes Indirect effect

Confidence interval (a = 0.05)

Indirect effect Confidence interval (« = 0.05)

Low value (-1 std. dev.) 0.04 [-0.172,0.313] 0.06 [-0.109,0.071]
High value (+1 std. dev.) 0.52 [0.041,1.347] 0.42 [0.061,0.852]
Index of moderated mediation 0.25 [0.011,0.685] 0.18 [0.009,0.448]

Note. Table entries were computed using a bootstrapping procedure for the estimation of conditional indirect effects using 5,000 resamples

(see Hayes 2013).
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analysis suggests there is more variability in the per-
formance evaluations of employees with low political
skill than those with high political skill. Put differ-
ently, the performance evaluations of politically skilled
employees are uniformly high regardless of their level
of innovation involvement, but the performance evalu-
ations of employees lower in political skill are largely
contingent on their innovation involvement.

Primary Study Discussion

These results suggest support for both H1 and H2, while
providing an intriguing post hoc result regarding the
moderating effect of political skill on the relationship
between innovation involvement and job performance.
We find that innovation involvement mediates the rela-
tionship between political skill and employee perfor-
mance, and we find that ideation network structural
holes moderate the relationship between political skill
and innovation involvement. Although our post hoc
analysis yielded a significant result, the nature of this
effect differs from what we would have predicted based
on prior research, and we discuss these implications
further in the general discussion below.

Despite our supportive results, the primary study is
not without its limitations. Specifically, our measure of
employee performance was dichotomous rather than
continuous, our innovation involvement variable was
based on a self-reported measure (which makes com-
mon method bias a concern), our response rate was
relatively low, and our social network data were based
on an egocentric network design rather than a whole
network design. Thus, to address these shortcomings
and increase the validity and generalizability of our
conceptual model, we sought additional support for
our model in a constructive replication study. If suc-
cessful, constructive replications extend the general-
izability of research by avoiding exact duplication of
an original study’s methods (Lykken 1968). Bearing
this in mind, we endeavored to use different variable
operationalizations, a dissimilar sample, and a differ-
ent research design in our replication study.

Replication Study: Method

Sample

The sample for this replication study consists of 33
cardiac physicians and surgeons in a cardiovascu-
lar institute on the main campus of a large hospi-
tal system located in the Midwestern United States.
Innovativeness is emphasized within the healthcare
industry because it can help hospital systems cope
with increasing pressures to cut costs, as well as
become more efficient and effective. For example,
innovations that improve patient satisfaction scores
directly increase the reimbursement percentage the
government allots for patient care provided. Because
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of the importance of innovation within healthcare,
the cardiovascular institute developed a Center for
Innovation to promote physician innovation. This
center regularly sent documentation to employees
regarding what did and did not constitute innova-
tion within the cardiovascular institute. According
to the cardiovascular institute’s Center for Innova-
tion documentation, innovation among physicians and
surgeons included developing new research, patient
care improvements, new teaching practices, introduc-
ing new ways to improve patient satisfaction, and
developing new processes and procedures for mak-
ing research, teaching, and patient care more efficient,
effective, and cost-effective. Respondents” average age
was 49 years (SD = 11). The majority of respondents
were male (82%). Thirty-nine percent of the respon-
dents held a director position. Physicians and surgeons
were in three departments: cardiac surgery (18%),
vascular surgery (9%), and cardiovascular medicine
(73%). As we explain further below, we also gathered
data from nonphysician employees at this institute.
Although these nonphysician employees were not a
part of our focal sample, they participated in the study
to provide us with thorough and reliable data on the
social networks and performance of the physicians that
do comprise our sample.

Procedure

The replication study was conducted in two phases.
In Phase 1, we held 15 hour-long semistructured inter-
views with physicians, administrative leaders, physi-
cian assistants, and nurses, and we engaged in three
days of observation. These interviews were designed
to develop consensus regarding what constituted per-
formance and innovation for physicians and surgeons
within the cardiovascular institute. In Phase 2, an
online survey was sent to 170 employees, including
the 44 cardiac physicians and surgeons belonging to
the cardiovascular institute (the population of interest)
and the 126 nonphysicians (i.e., administrative lead-
ers, nurse practitioners, physician assistants, registered
nurses, and technicians) who collaborate with the pop-
ulation of interest. Usable surveys were returned by
35 physicians (78% response rate) and by 94 nonphysi-
cians (75% response rate). Missing archival data for two
physicians reduced the size of our focal sample to 33
(75% effective response rate).

All employees participating in the study (physicians
and nonphysicians) received an online survey that con-
sisted of sociometric questions designed to elicit their
social network. In this whole network design, all 170
employees were listed as possible alters. The names
of employees prepopulated as respondents began to
type names of their network contacts. Employees were
prompted to think about coworkers with whom they
interact and were allowed to list up to 25 contacts,
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as interviews with informants and pilot data sug-
gested that employees’ networks might include up to
25 employees.

All employees participating in the study were also
asked to rate the innovation involvement and job
performance of three randomly chosen physician col-
laborators that they listed as network contacts.® The
three physician collaborators each respondent was
asked to rate were chosen by enabling the randomiza-
tion feature in the Qualtrics survey software. The 33
physicians comprising our sample of interest were also
asked to rate their own political skill.

Measures
Dependent Variable.

Job Performance. All nurses, technicians, and admin-
istrators (i.e., nonphysicians) participating in the study
were asked to rate the job performance of three of their
physician collaborators chosen at random. Intervie-
wees, as well as physician and administrative leader-
ship, agreed that physician performance meant provid-
ing high-quality patient care and, in accordance with
the hospital’s mission as a teaching hospital, being a
good educator and teacher. At the time of these inter-
views, physician and administrative leadership were
working with the hospital system’s human resource
professionals to create 360 °C performance reviews that
would include having nurses, technicians, and admin-
istrators evaluate their physician collaborators’ perfor-
mance. Interviewees also confirmed that the nurses,
technicians, and administrators that worked with a
physician would be adequately informed of the extent
to which that physician fulfilled these two performance
dimensions. Accordingly, respondents were asked the
degree to which each physician “provides high qual-
ity patient care” and “is a good educator and teacher,”
using a Likert-type scale ranging from 1 (strongly dis-
agree) to 7 (strongly agree). The coefficient alpha for
this scale was 0.89. On average, each physician was
rated by four other employees (SD = 1.81). Interrater
reliability and interrater agreement analyses suggested
acceptable rater agreement among the raters (ICC(1) =
0.15; rywgqy = 0.87; Bliese 2000, James 1982), so the rat-
ings were averaged to form a job performance rating
for each physician in our sample.

Independent Variable.

Political Skill. Political Skill was measured using 12-
items from the Political Skill Inventory (Ferris et al.
2005). Three items from each of the four political
skill subdimensions were chosen. Physician respon-
dents answered on a Likert-type scale ranging from 1
(strongly disagree) to 7 (strongly agree). The coefficient
alpha for this scale was 0.89.
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Mediator Variable.

Innovation Involvement. Semistructured interviews
and Center for Innovation documentation revealed
that some physician innovations were extremely tech-
nical and might be most accurately rated by fellow
physicians because they share similar educational cre-
dentials and extensive medical experience and knowl-
edge. All physicians participating in the study were
asked to rate three of their randomly chosen physician
collaborators on their innovation involvement using a
two-item measure. In accordance with prior innova-
tion scholarship, innovation was measured as “a pro-
cess involving both the generation and implementation
of ideas” (Scott and Bruce 1994, p. 606). Accordingly,
physician respondents were asked the degree to which
their physician collaborators were “effective at gener-
ating novel and useful ideas and practices at work”
and “effective at getting new ideas and practices imple-
mented at work,” using a Likert-type scale ranging
from 1 (strongly disagree) to 7 (strongly agree). The
coefficient alpha for this scale was 0.93. On average,
each physician was rated by three of their physi-
cian collaborators (SD = 1.26). Interrater reliability and
interrater agreement analyses suggested acceptable
agreement among the raters (ICC(1) = 0.10; rygg) =
0.81; Bliese 2000, James 1982), so the ratings were aver-
aged to form an innovation involvement rating for each
physician in our sample.

Moderator Variable.

Ideation Network Structural Holes. As in the primary
study, respondents identified their ideation network
by indicating who among their contacts is “some-
body to brainstorm or problem solve with.” All sur-
vey respondents participated in the sociometric por-
tion of the survey and completed this question. The
matrices included both respondents and nonrespon-
dents. The matrices were 170 x 170 and yielded 28,730
observations of the ideation ties between all possible
pairs of people. Structural holes in the ideation net-
work were calculated in UCINET 6 (Borgatti et al. 2002)
using Burt’s (1992) measure of constraint. As in the
primary study, we subtracted each respondent’s con-
straint score from 1 to derive the extent of each physi-
cian’s structural holes. Thus, the measure of structural
holes we calculated for each physician in our sam-
ple of interest was based on the ideation network of
all physicians and nonphysicians at the cardiovascu-
lar institute rather than just the ideation network of
physicians. This approach enabled us to more thor-
oughly and accurately assess the network structure of
the physicians in our sample.

Control Variables. We controlled for the following
background variables, which were significantly related
to innovation involvement or employee performance in
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our primary study: Rank (0 = nondirector, 1 = director),
Gender (0 = male, 1 = female), and Tenure (in years).
Physicians and surgeons were in three functional roles
(cardiac surgery, vascular surgery, and cardiovascu-
lar medicine), so functional role was controlled for
by including dummy variables for cardiac surgery
and vascular surgery. Data on these variables were
obtained through archival records provided by the
hospital system’s human resources department.

Model

Structural equation modeling analysis was conducted
using the lavaan package (Rosseel 2012) in the R sta-
tistical software. We employed model fits to investi-
gate whether our hypothesized model fit the data well
using the model chi-square, which is a fit index in
which an insignificant result at a 0.05 threshold indi-
cates good model fit (Barrett 2007). We also consid-
ered the SRMR, defining an acceptable fit as values less
than 0.05 (Byrne 1998, Diamantopoulos and Siguaw
2000); the RMSEA, with acceptable fit at values less
than 0.10 (Browne and Cudeck 1993); and the CFI, with
well-fitting models obtaining values greater than 0.90
(Bentler 1990).

Results

As opposed to the primary study, which necessitated
the use of two separate regression models for hypoth-
esis testing, we were able to use a single integrated
model to replicate our results with this study. We
therefore used structural equation modeling to test our
hypotheses. Table 6 contains the correlation coefficients
for this study’s variables. Table 7 and Figure 4 contain
the results of the structural equation model of our full
moderated mediation model suggested by our concep-
tual model.

Results of the structural equation model suggest
that our hypothesized model fits the data well
(x* =9.413,df = 7,p = 0.309;SRMR = 0.044; RMSEA =
0.083; CFI = 0.949). The standardized parameter esti-
mates indicated that all of our hypothesized relation-
ships were significant and in the predicted directions

Table 6. Bivariate Correlations—Replication Study

Table 7. Results of Structural Equation Model—Replication
Study

Employee Employee
Innovation  Performance

Controls (static)

Rank (director) —-0.64 (0.17)™

Gender (female) 0.06 (0.11)

Vascular Surgery Functional Role 0.11 (0.14)

Cardiac Surgery Functional Role 0.14 (0.11)

Tenure 0.44 (0.21)

Ideation Network Structural Holes 0.11 (0.15)

(centered)

Independent variable

Political Skill (centered) 0.42 (0.11)*  0.14 (0.08)
Mediating variable

Employee Innovation (centered) 0.72 (0.21)*
Interaction

Political Skill (centered) X Ideation 0.54 (0.21)"

Network Structural Holes (centered)

Fit statistics

N 33

t 9.413

df 7

SRMR 0.044

RMSEA 0.083

CFI 0.949

Note. Standard errors are in parentheses, and n = 33.
*Significant at the 0.05 level (two tailed); *significant at the 0.01
level (two tailed).

(see Figure 4) when accounting for the control vari-
ables. Specifically, H1 states that innovation involve-
ment will mediate the relationship between political
skill and employee performance. A statistically signif-
icant parameter estimate was found for the path from
political skill to innovation involvement (8 =0.42, p <
0.05) and for that from innovation involvement to per-
formance (f =0.72,p < 0.01), while the path between
political skill and performance was not significant. We
therefore find support for H1.” H2 states that ideation
network structural holes will moderate the relation-
ship between employee political skill and innovation

1 2 3 4 5 6 7 8 9
1. Rank (1 = director) —
2. Gender (1 = female) -0.22 —
3. Vascular surgery functional role -0.08 0.35" —
4. Cardiac surgery functional role 0.02 -0.20 —-0.14 —
5. Tenure (years) 0.33 -0.41" -0.17 0.21 —
6. Ideation network structural holes (centered) -0.50" 0.36 0.42" -0.26 -0.13 —
7. Political skill (centered) 0.30 -0.01 -0.35* -0.01 0.20 —-0.49" —
8. Employee innovation (centered) -0.33" -0.14 -0.21 0.04 0.29 0.42 0.05 —
9. Employee performance (centered) -0.14 0.08 0.03 0.31 -0.13 -0.05 0.20 0.51" —

*Correlation is significant at the 0.05 level (two tailed); **correlation is significant al the 0.01 level (two tailed).
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Figure 4. Results of Structural Equation Model—Replication Study

Political Skill

Political Skill x
Structural Holes

Ideation Network
Structural Holes

Cardiac Surgery
Functional Role

|

L hddd s

Vascular Surgery
Functional Role

Tenure

N I T N I R T T N I

Rank

. |

Innovation 'y
Involvement

| 2 - —

Employee
Performance

Note. Parameter estimates are from the completely standardized solution.
*Correlation is significant at the 0.05 level (two tailed); *correlation is significant at the 0.01 level (two tailed).

involvement such that the relationship will be stronger
for those with many structural holes. Consistent with
H2, a positive and statistically significant parameter
estimate for the product term was found in the struc-
tural equation model (see Table 7; § = 0.54, p < 0.01).
Our pattern of results matches that found in the pri-
mary study, indicating that the interaction is as hypoth-
esized: the relationship between political skill and
innovation involvement is stronger for employees with
many structural holes.'

As in our primary study, we used a bootstrapping
approach to examine the conditional indirect effects
suggested by our model (Preacher et al. 2007). Bias-
corrected bootstrap results based on 5,000 resamples
indicate that the indirect effect of employee politi-
cal skill on employee performance significantly dif-
fers as a function of the level of our moderator. As
seen in Table 5, the indirect effect was positive and
significant at relatively high levels of structural holes
in the ideation network (0.42; 95% CI = [0.061,0.852],
+1 SD) but not significant at relatively low levels (0.06;
95% CI = [-0.109,0.071], —1 SD). Following Hayes
(2015), we calculated the index of moderated media-
tion to assess the statistical significance of the mod-
erated mediation effect. The coefficient was 0.18, and
bias-corrected bootstrap results (5,000 resamples) indi-
cate that it is significant: 95% CI = [0.009, 0.448]. These
analyses therefore suggest that the indirect effects at
relatively high and low levels of the moderator differ
significantly and provide support for our overall mod-
erated mediation model.
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Post Hoc Analysis

As in the primary study, we also examined the poten-
tial moderating effect of employee political skill on
the relationship between employee innovation involve-
ment and employee performance. This post hoc anal-
ysis can be found in Table 8. Unlike in the primary
study, however, the interaction term was nonsignificant
(B =-0.09,p =0.73) with this sample.

Table 8. Results of Ordinary Least Squares
Regression—Replication Study

Employee
Performance
Controls (static)
Rank (director) 0.32 (0.20)
Gender (female) —-0.20 (0.11)
Vascular Surgery Functional Role 0.17 (0.14)
Cardiac Surgery Functional Role 0.24 (0.13)
Tenure -0.04 (0.01)"
Political Skill (centered) 0.09 (0.05)
Mediating variable
Employee Innovation (centered) 0.60 (0.16)"
Interaction
Employee Innovation (centered)
X Political Skill (centered) —0.09 (0.10)
Adjusted R-squared 0.48
F 5.32*

Note. Standard errors are in parentheses, and n = 33.
*Significant at the 0.05 level (two tailed); “significant at the 0.01
level (two tailed).
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General Discussion

The results of the studies reported here illustrate the
importance of taking a sociopolitical perspective on
innovation. Although researchers have acknowledged
the inherently political nature of the innovation pro-
cess (Frost and Egri 1991, Kanter 1988, Van de Ven 1986)
and theorists have suggested that political skill is an
important variable to consider (Ford 1996, Glynn 1996),
limited empirical research has examined how political
skill impacts innovation outcomes. Our results suggest
that political skill does have a strong relationship with
the extent to which employees are involved in organi-
zational innovations. Politically skilled individuals are
more likely to notice and absorb the diverse knowl-
edge that the actors in their social environment possess.
They are also more likely to have an accurate under-
standing of the extant norms of a social system, helping
them to effectively judge the merit of potential ideas.
These competencies positively affect their ability to gen-
erate creative ideas, which is the first step in the innova-
tion process. Politically skilled employees are also more
adept at the second step of the innovation process—
idea implementation—because of their ability to estab-
lish rapport and communicate persuasively with orga-
nizational stakeholders whose support is necessary for
successful implementation. The finding that political
skill contributes to innovation involvement adds to the
existing organizational research on political skill, which
has shown that it affects other organizational outcomes,
such as job performance and career success (see Ferris
et al. 2012, Munyon et al. 2015). This study’s findings
also extend prior work that has established the rela-
tionship between political skill and job performance
by identifying employee innovation involvement as an
explanatory mechanism for this relationship. In doing
so, we respond to recent calls for additional research on
the intermediate linkages between political skill and job
performance (Ferris et al. 2012).

Also in line with our sociopolitical perspective on
innovation, we find that the extent to which employees
span structural holes in the ideation network moder-
ates the relationship between employee political skill
and innovation involvement such that the relation-
ship is stronger for those who span many structural
holes. These results are consistent across both our pri-
mary and replication studies. This suggests that those
employees with higher levels of political skill are in
a better position to leverage the innovation-enhancing
information and control benefits provided by struc-
tural holes. It appears that networks rich in structural
holes provide opportunities that politically skilled
employees are uniquely equipped to realize; that is,
our results suggest that politically skilled employees
may be able to effectively capitalize on the information
benefits offered by structural holes while at the same
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time managing the control benefits afforded by span-
ning structural holes. It is worth noting that the main
effect of structural holes on employee innovation was
not significant in either our primary study (b = 0.09,
not significant) or our replication study (g = 0.11, not
significant). This is not surprising given the equivocal
nature of this relationship in prior studies (see Oldham
and Baer 2012). The lack of a main effect for structural
holes in both of our studies is more evidence for the
trade-off that exists between structural holes and net-
work closure: while structural holes provide access to
the nonredundant information that enables ideation,
this structure presents a challenge for implementa-
tion; conversely, while closure provides the cohesion
and trust that enables implementation, this structure
is not conducive to ideation (Burt 2005, Obstfeld 2005,
Perry-Smith and Mannucci 2017). Our results suggest,
however, that this trade-off is minimized for politically
skilled employees who span structural holes.

Our findings also contribute to the ongoing debate
on the value of examining the effect of individual
attributes in the context of social networks (cf. Burt
et al. 2013). While some have questioned the bene-
fits of examining the interplay of individual attributes
and social network structure (Mayhew 1980), others
have made a case for a contingency view of social
networks, which posits that human attributes inter-
act with social network structure in a multiplicative
manner (Anderson 2008, Carnabuci and Diészegi 2015,
Wong and Boh 2014, Zhou et al. 2009). This study’s
results coincide with the contingency view and sug-
gest that an open social network structure suggestive of
brokerage produces opportunities and challenges that
not all individuals are equally equipped to face. Our
results complement recent work that examines how
cognitive style and structural holes interact to predict
employee innovation (Carnabuci and Diészegi 2015).
While Carnabuci and Diészegi (2015) take a unique
cognitive approach in examining how network struc-
ture enhances the effect of cognitive style on innova-
tion, the studies reported here suggest that network
structure also enhances the effect of the more behav-
iorally oriented political skill construct. Taken together,
our results and those of Carnabuci and Diészegi (2015)
suggest that both cognitive and behavioral attributes
are important to consider in combination with social
networks in the examination of employee innovation. It
should also be noted that our results support theories
of employee innovation that advocate the importance
of considering the interaction of personal and situa-
tional characteristics (e.g., Woodman et al. 1993).

In the post hoc analysis of our primary study, we
found that political skill moderated the relationship
between innovation involvement and employee perfor-
mance. The nature of the moderation effect was such
that the relationship between innovation involvement
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and performance was stronger for those with relatively
low levels of political skill than it was for those with
relatively high levels of political skill. One way to inter-
pret this result is that employees high in political skill
are generally rated as higher performers compared to
those low in political skill, but this advantage goes
away the more those low in political skill contribute to
innovation. This was a surprising result given recent
research suggesting that politically skilled employees
are able to effectively promote their prior achievements
to attain positive evaluations from relevant stakehold-
ers (e.g., Treadway et al. 2014). Indeed, considering that
politically skilled employees are able to “put a gloss”
(Pfeffer 2009, p. 68) on their previous achievements
so as to receive higher performance ratings, it would
have been logical to expect the relationship between
innovation involvement and evaluations of job perfor-
mance to be stronger for those high in political skill. We
can begin, however, to understand our counterintuitive
finding by looking to the impression management
literature. Impression management researchers (e.g.,
Gardner and Martinko 1988, Tetlock and Manstead
1985) have categorized impression management tactics
as either being defensive (i.e., impression management
aimed at defending against possible image degrada-
tion) or assertive (i.e., using impression management
to enhance one’s image through self-promotion). While
prior research has suggested that politically skilled
employees are adept at assertive impression manage-
ment in that they are able to effectively leverage prior
performance to promote themselves, our findings sug-
gest that politically skilled employees might also be
effective in defensive impression management to guard
against potentially negative reputational effects; that is,
politically skilled individuals are possibly better at pro-
tecting themselves against the negative performance
evaluations that come from little involvement in inno-
vation than are employees with low levels of political
skill. Thus, one avenue of future research might be to
improve our understanding of the conditions under
which politically skilled individuals use assertive ver-
sus defensive forms of impression management. Of
course, we must be cautious in accepting this moder-
ated relationship because it was not replicated in the
smaller physician sample used in our replication study,
and further testing and replication is warranted.

Limitations and Future Directions

The studies reported here are not without their limita-
tions, one of which is that their cross-sectional nature
raises endogeneity concerns. It is possible, for exam-
ple, that a high level of innovation involvement leads
to employees believing that they have a high level of
political skill, which runs counter to our hypothesized
causality. Similarly, we cannot definitively rule out the
possibility that high performance leads to increased
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innovation, nor can we determine whether political
skill is an antecedent to, or an outcome of, a network
rich in structural holes. Despite this limitation, the
theory-driven directionality we propose yields a plau-
sible model. An additional limitation is the small sam-
ple size of our replication study. Although the response
rate was high, the limited number of observations in
our models restricted the statistical power available for
detecting significant effects, which might explain why
we did not detect the significant post hoc moderation
effect found in the primary study. Since small samples
can detect only large effects, researchers should not
interpret the effect sizes from small samples as being
widely generalizable. Consequently, scholars should
be cautious when interpreting the effect sizes in our
replication study.

One potential direction for future research will be
to examine political skill as a possible consequence of
social network structure. Although research has shown
that politically skilled individuals are adept at building
and using robust social networks (Fang et al. 2015,
Wei et al. 2012), an equally promising area of research
might be to determine the extent to which social net-
works affect the development of political skill. It is pos-
sible, for example, that bridging structural holes causes
individuals to exercise and develop their political skill
capabilities, such as their ability to assess social envi-
ronments and effectively induce cooperation among
others (Burt 2010). It is possible that social network
structure and political skill have a dynamic reciprocal
influence on one another, and such interplay between
individual characteristics and social networks repre-
sents a fertile ground for future exploration (Burt et al.
2013, Kilduff and Brass 2010, Tasselli et al. 2015).

Future research should also examine political skill in
relation to other social network characteristics, such as
core versus peripheral positions. Whether political skill
and network coreness interact to drive innovation is
one question that warrants investigation. On one hand,
it could be argued that political skill will serve periph-
eral players to a greater extent, as it will help them
in their struggle to gain legitimacy for their innovations
in the eyes of core players whose supported is crucial.
On the other hand, a compelling counter argument
could be made that political skill will endow core mem-
bers with the ability to quickly recognize and appro-
priate innovations from their peripheral contacts, and
will therefore be of more benefit to core players.

In conclusion, our studies bolster the notion that
innovation is a sociopolitical process that requires dex-
terity in navigating political environments to success-
fully bring it about. It is also a critical process not only
for organizations, which often need innovation to stay
competitive within their industries, but also for their
employees, whose performance is linked to innovation
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involvement. Our results also suggest that social net-
work structure alone is not enough to foster employee
innovation. Rather, the innovation-facilitating benefits
of structural holes are realized best by employees who
are more politically skilled. We urge greater attention
to the sociopolitical nature of innovation in future orga-
nizational research examining innovation at the indi-
vidual level.
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Appendix A. Survey Questions Used to Elicit
Egocentric Networks—Primary Study
Name Generator Questions Used to Elicit Contacts'!

1. Advice: “Who do you regularly seek advice from about
next steps and issues that arise in the course of working on a
project?”

2. Buy-In: “Suppose you are advocating for a new project.
Whose buy-in (e.g., for obtaining approval or resources)
would you pursue?”

3. Brainstorming: “Who helps you to brainstorm and
think creatively?”

4. Strategic Information: “Who are the people you ap-
proach regularly to get candid, ‘behind-the-scenes’ insight
regarding projects and innovations in the organization?”

Name Interpreter Questions Asked About Each Contact
Elicited by the Name Generator Questions
1. “What is your relationship with this person?” (Respon-
dents were asked to check all boxes that applied.)
O A friend
O Somebody to brainstorm or problem solve with
O Critical to buy-in—Somebody who provides
approval and/or resources for projects
O Source of technical information
O Source of behind-the-scenes insight about organiza-
tional happenings or points of view
O Advocate for my ideas
0O Someone who presents roadblocks rather than solu-
tions
O A stronger relationship with this person could im-
prove my innovation activity in the future
2. “How would you characterize your professional rela-
tionship with this person?” (four-point scale; 3 = especially
close; 0 = distant)

Name Interpreter Question Used to Assess Each
Respondent’s Social Network Structure

1. “[In this section] we ask you to describe the nature of
the ties between the different people in your network. Some
people may have no relation at all, some may have a weak tie
and some might be quite close or strong. Please describe the
nature of these relationships.”

Respondents were asked to characterize the relationships
among each of their listed contacts by indicating the nature of
each pairwise relationship on a five-point scale (4 = especially
close; 0 = unacquainted).
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Endnotes

1t is worthwhile to note that, much like organizational innovators,
institutional entrepreneurs are fundamentally concerned with enact-
ing change. An institutional entrepreneur is an actor who leverages
resources to create new or transform existing institutions (DiMaggio
1988). Depending on the type of innovation being pursued, it is pos-
sible for an innovator to also be pursuing institutional entrepreneur-
ship. Research on institutional entrepreneurship has similarly found
that successful institutional entrepreneurs must also be skilled in
social persuasion and managing social relationships (for reviews,
see, Battilana et al. 2009, Hardy and Maguire 2008).

2Although network analytic measures of centrality (i.e., closeness
centrality; Ibarra 1993) and network position (i.e., core/periphery
indices; Cattani and Ferriani 2008) have been shown to relate to inno-
vation outcomes, we examine the structural hole construct because
it is the most direct measure of a structural position that simultane-
ously offers information and control benefits.

8Respondents were told that they could use initials or nicknames in
lieu of writing the full name of each of their contacts. This option
was provided to allay potential confidentiality concerns among
respondents.

4 All results remain consistent using the full 18-item PSI.

5 As a robustness check, we also conducted our analyses using mea-
sures derived from the technical information network instead of the
ideation network. Technical information ties were elicited by ask-
ing respondents which of their contacts was a “source of technical
information.” The results obtained from these analyses did not differ
substantively from the results reported here.

6We also found consistent results using confidence intervals derived
from a Monte Carlo simulation with 20,000 resamples.

7We also examined the robustness of the relationship between polit-
ical skill and innovation involvement in a separate study of 124 pro-
fessionals in multiple industries across the United States. We found
that the effect of political skill on a lagged measure of self-reported
innovation involvement remained positive and significant even after
controlling for self-monitoring and social self-efficacy. Results of this
analysis are available from the first author upon request.

80ur entire survey population provided ratings of their physician
collaborators’ innovation involvement and job performance. Con-
cerns that common method bias might impact our results led us to
examine physician innovation involvement and job performance as
rated by separate sets of collaborators, with nonphysician respon-
dents rating job performance and physician respondents rating inno-
vation involvement. However, structural equation models examining
physicians’ innovation involvement and job performance as rated by
a physician’s entire set of collaborators produced results consistent
with the findings reported here.

9Utilizing the change in chi-square test (Bentler and Bonett 1980),
we compared our fully mediated hypothesized model with a par-
tially mediated model, which specified the paths in the hypothesized
model as well as the direct path from the independent variable (polit-
ical skill) to the dependent variable (performance). The change in
chi-square test showed that there was no significant improvement
by adding this direct effect (i.e., in the alternative partially mediated
model; x? =1.3292, df =1, p = 0.249), and therefore the additional
complexity is not justified. Thus, the hypothesized fully mediated
model was supported as the best-fitting, most parsimonious model.

We also tested the model presented here using ordinary
least squares regression, and our results remained substantively
unchanged.

" The name generator questions were meant to elicit a complete set of
network contacts. Although there is some degree of overlap between
the name generator and name interpreter questions, we used data
provided in the name interpreter section of the survey as the basis
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for network ties. Asking respondents to further characterize their
relationships in the name interpreter section enabled respondents to
report on the relationships they have with the full set of contacts that
emerged from the name generator portion of the survey (Borgatti
et al. 2013).

References

Amabile TM (1988) A model of creativity and innovation in organi-
zations. Staw BM, Cummings LL, eds. Research in Organizational
Behavior, Vol. 10 (JAI Press, Greenwich, CT), 123-167.

Anderson MH (2008) Social networks and the cognitive motivation
to realize network opportunities: A study of managers’ informa-
tion gathering behaviors. J. Organ. Behav. 29(1):51-78.

Anderson N, Poto¢nik K, Zhou ] (2014) Innovation and creativ-
ity in organizations: A state-of-the-science review, prospec-
tive commentary, and guiding framework. J. Management 40(5):
1297-1333.

Baer M (2010) The strength-of-weak-ties perspective on creativity:
A comprehensive examination and extension. J. Appl. Psych.
95(3):592-601.

Baer M (2012) Putting creativity to work: The implementation
of creative ideas in organizations. Acad. Management |. 55(5):
1102-1119.

Barrett P (2007) Structural equation modelling: Adjudging model fit.
Personality Individual Differences 42(5):815-824.

Battilana J, Leca B, Boxenbaum E (2009) How actors change institu-
tions: Towards a theory of institutional entrepreneurship. Acad.
Management Ann. 3(1):65-107.

Bentler PM (1990) Comparative fit indexes in structural models.
Psych. Bull. 107(2):238-246.

Bentler PM, Bonett DC (1980) Significance tests and goodness of fit in
the analysis of covariance structures. Psych. Bull. 88(3):588-606.

Blickle G, Schneider PB, Liu Y, Ferris GR (2011) A predictive inves-
tigation of reputation as mediator of the political skill/career
success relationship. J. Appl. Soc. Psych. 41(12):3026-3048.

Bliese PD (2000) Within-group agreement, non-independence, and
reliability: Implications for data aggregation and analysis.
Klein KJ, Kozlowski SW, eds. Multilevel Theory, Research, and
Methods in Organizations (Jossey-Bass, San Francisco), 349-381.

Borgatti SP (2006) E-NET Software for the Analysis of Ego-Network Data
(Analytic Technologies, Needham, MA).

Borgatti SP, Everett MG, Freeman LC (2002) UCINET 6 for Windows:
Software for Social Network Analysis (Analytic Technologies, Har-
vard, MA).

Borgatti SP, Everett MG, Johnson JC (2013) Analyzing Social Networks
(SAGE, Thousand Oaks, CA).

Bower JL (1970) Managing the Resource Allocation Process: A Study
of Corporate Planning and Investment (Harvard Business School
Press, Cambridge, MA).

Brass DJ (1984) Being in the right place: A structural analysis of
individual influence in an organization. Admin. Sci. Quart. 29(4):
518-539.

Browne MW, Cudeck R (1993) Alternative ways of assessing model
fit. Bollen KA, Long JS, eds. Testing Structural Equation Models
(Sage, Newbury Park, CA), 136-162.

Burgelman RA (1983) A process model of internal corporate ven-
turing in the diversified major firm. Admin. Sci. Quart. 28(2):
223-244.

Burt RS (1992) Structural Holes: The Social Structure of Competition
(Harvard University Press, Cambridge, MA).

Burt RS (2004) Structural holes and good ideas. Amer. J. Sociol.
110(2):349-399.

Burt RS (2005) Brokerage and Closure: An Introduction to Social Capital
(Oxford University Press, New York).

Burt RS (2007) Secondhand brokerage: Evidence on the importance
of local structure for managers, bankers, and analysts. Acad.
Management J. 50(1):119-148.

Burt RS (2010) Neighbor Networks: Competitive Advantage Local and
Personal (Oxford University Press, Oxford, UK).

RIGHTS L1 N Hig

Burt RS, Kilduff M, Tasselli S (2013) Social network analysis: Foun-
dations and frontiers on advantage. Annual Rev. Psych. 64(1):
527-547.

Byrne BM (1998) Structural Equation Modeling with LISREL, PRELIS
and SIMPLIS: Basic Concepts, Applications and Programming
(Lawrence Erlbaum Associates, Mahwah, NJ).

Carnabuci G, Didszegi B (2015) Social networks, cognitive style, and
innovative performance: A contingency perspective. Acad. Man-
agement J. 58(3):881-905.

Cattani G, Ferriani S (2008) A core/periphery perspective on indi-
vidual creative performance: Social networks and cinematic
achievements in the Hollywood film industry. Organ. Sci.
19(6):824-844.

Coleman JS (1988) Social capital in the creation of human capital.
Amer. ]. Sociol. 94:595-5120.

Cropley A (2006) In praise of convergent thinking. Creativity Res. ].
18(3):391-404.

Csikszentmihalyi M (1996) Creativity, Flow and the Psychology of Dis-
covery and Invention (Harper Collins, New York).

Diamantopoulos A, Siguaw JA (2000) Introducing LISREL (SAGE Pub-
lications, London).

DiMaggio PJ (1988) Interest and agency in institutional theory.
Zucker L, ed. Institutional Patterns and Organizations (Ballinger,
Cambridge, MA), 3-22.

Edwards JR, Lambert LS (2007) Methods for integrating moderation
and mediation: A general analytical framework using moder-
ated path analysis. Psych. Methods 12(1):1-22.

Fang R, Chi L, Chen M, Baron RA (2015) Bringing political skill into
social networks: Findings from a field study of entrepreneurs. J.
Management Stud. 52(2):175-212.

Ferris GR, Treadway DC, Brouer RL, Munyon TP (2012) Political
skill in the organizational sciences. Ferris GR, Treadway DC,
eds. Politics in Organizations: Theory and Research Considerations
(Routledge, New York), 487-528.

Ferris GR, Treadway DC, Perrewé PL, Brouer RL, Douglas C,
Lux S (2007) Political skill in organizations. J]. Management 33(3):
290-320.

Ferris GR, Treadway DC, Kolodinsky RW, Hochwarter WA, Kac-
mar CJ, Douglas C, Frink DD (2005) Development and valida-
tion of the political skill inventory. . Management 31(1):126-152.

Ferris GR, Blickle G, Schneider PB, Kramer J, Zettler I, Solga ],
Noethen D, Meurs JA (2008) Political skill construct and
criterion-related validation: A two-study investigation. |. Man-
agerial Psych. 23(7):744-771.

Fleming L, Mingo S, Chen D (2007) Collaborative brokerage, gen-
erative creativity, and creative success. Admin. Sci. Quart. 52(3):
443-475.

Fligstein N (2001) Social skill and the theory of fields. Sociol. Theory
19(2):105-125.

Ford CM (1996) A theory of creative action in multiple social
domains. Acad. Management Rev. 21(4):1112-1142.

Frost PJ, Egri CP (1991) The political process of innovation. Res.
Organ. Behav. 13(1):229-295.

Galunic DC, Rodan S (1998) Resource recombinations in the firm:
Knowledge structures and the potential for Schumpeterian inno-
vation. Strategic Management J. 19(12):1193-1201.

Gardner WL, Martinko MJ (1988) Impression management in orga-
nizations. ]. Management 14(2):321-338.

Glynn MA (1996) Innovative genius: A framework for relating indi-
vidual and organizational intelligences to innovation. Acad.
Management Rev. 21(4):1081-1111.

Grant AM, Berry JW (2011) The necessity of others is the mother of
invention: Intrinsic and prosocial motivations, perspective tak-
ing, and creativity. Acad. Management ]. 54(1):73-96.

Grosser TJ, Venkataramani V, Labianca G (2017) An alter-centric
perspective on employee innovation: The importance of alters’
creative self-efficacy and network structure. . Appl. Psych.
102(9):1360-1374.

Guimera R, Uzzi B, Spiro ], Amaral LAN (2005) Team assem-
bly mechanisms determine collaboration network structure and
team performance. Science 308(5722):697-702.



Grosser et al.: The Role of Political Skill and Network Structure
Organization Science, 2018, vol. 29, no. 4, pp. 612-632, ©2018 INFORMS

631

Hardy C, Maguire S (2008) Institutional entrepreneurship. Green-
wood R, Oliver C, Suddaby R, Shalin-Anderson K, eds. Handbook
of Organizational Institutionalism (SAGE, Thousand Oaks, CA),
198-217.

Hargadon AB, Bechky BA (2006) When collections of creatives
become creative collectives: A field study of problem solving at
work. Organ. Sci. 17(4):484-500.

Hargadon A, Sutton RI (1997) Technology brokering and innovation
in a product development firm. Admin. Sci. Quart. 42(4):716-749.

Harris KJ, Kacmar KM, Zivnuska S, Shaw JD (2007) The impact of
political skill on impression management effectiveness. J. Appl.
Psych. 92(1):278-285.

Hayes AF (2013) Introduction to Mediation, Moderation, and Conditional
Process Analysis: A Regression-Based Approach (Guilford Press,
New York).

Hayes AF (2015) An index and test of linear moderated mediation.
Multivariate Behav. Res. 50(1):1-22.

Howell JM, Higgins CA (1990) Champions of technological innova-
tion. Admin. Sci. Quart. 35(2):317-341.

Ibarra H (1993) Network centrality, power, and innovation involve-
ment: Determinants of technical and administrative roles.
Admin. Sci. Quart. 36(3):471-501.

James LR (1982) Aggregation bias in estimates of perceptual agree-
ment. J. Appl. Psych. 67(2):219-229.

Janssen O (2005) The joint impact of perceived influence and super-
visor supportiveness on employee innovative behaviour. J. Occu-
pational Organ. Psych. 78(4):573-579.

Janssen O, Van Yperen NW (2004) Employees’ goal orientations,
the quality of leader-member exchange, and the outcomes of
job performance and job satisfaction. Acad. Management ]. 47(3):
368-384.

Janssen O, Van de Vliert E, West M (2004) The bright and dark sides
of individual and group innovation: A special issue introduc-
tion. J. Organ. Behav. 25(2):129-145.

Kanter RM (1988) When a thousand flowers bloom: Structural, col-
lective, and social conditions for innovation in organization.
Cummings LL, Staw BM, eds. Research in Organizational Behavior
(JAI Press, Greenwich, CT), 169-211.

Kilduff M, Brass DJ (2010) Organizational social network research:
Core ideas and key debates. Acad. Management Ann. 4(1):
317-357.

Kleinbaum AM, Jordan AH, Audia PG (2015) An altercentric per-
spective on the origins of brokerage in social networks: How
perceived empathy moderates the self-monitoring effect. Organ.
Sci. 26(4):1226-1242.

Kline RB (2005) Principles and Practice of Structural Equation Modeling,
2nd ed. (Guilford Press, New York).

Kolodinsky RW, Treadway DC, Ferris GR (2007) Political skill and
influence effectiveness: Testing portions of an expanded Ferris
and Judge (1991) model. Human Relations 60(12):1747-1777.

Krackhardt D (1997) Organizational viscosity and the diffusion of
controversial innovations. J. Math. Sociol. 22(2):177-199.

Lykken DT (1968) Statistical significance in psychological research.
Psych. Bull. 70(3, Part 1):151-159.

Maguire S, Hardy C, Lawrence TB (2004) Institutional entrepreneur-
ship in emerging fields: HIV/AIDS treatment advocacy in
Canada. Acad. Management |. 47(5):657-679.

Marsden PV (1990) Network data and measurement. Annual Rev.
Sociol. 16(1):435-463.

Mayhew BH (1980) Structuralism versus individualism: Part 1, shad-
owboxing in the dark. Soc. Forces 59(2):335-375.

McEvily B, Perrone V, Zaheer A (2003) Trust as an organizing princi-
ple. Organ. Sci. 14(1):91-103.

Mehra A, Kilduff M, Brass DJ (2001) The social networks of high
and low self-monitors: Implications for workplace performance.
Admin. Sci. Quart. 46(1):121-146.

Mintzberg H (1983) Power in and around organizations (Prentice-Hall,
Englewood Cliffs, NJ).

Munyon TP, Summers JK, Thompson KM, Ferris GR (2015) Polit-
ical skill and work outcomes: A theoretical extension, meta-
analytic investigation, and agenda for the future. Personnel Psych.
68(1):143-184.

RIGHTS L1 N Hig

Murnighan JK, Brass D (1991) Intraorganizational coalitions.
Lewicki B, Sheppard R, Bazerman M, eds. Research on Negotiation
in Organizations, Vol. 3 (JAI Press, Greenwich, CT), 283-306.

Nord W, Tucker S (1987) Implementing Routine and Radical Innovations
(Lexington Books, Lexington, MA).

Nutt PC (1986) Tactics of implementation. Acad. Management ].
29(2):230-261.

Obstfeld D (2005) Social networks, the tertius iungens orientation, and
involvement in innovation. Admin. Sci. Quart. 50(1):100-130.

Oh H, Kilduff M (2008) The ripple effect of personality on social
structure: Self-monitoring origins of network brokerage. J. Appl.
Psych. 93(5):1155-1164.

Oldham GR, Baer M (2012) Creativity and the work context.
Mumford MD, ed. Handbook of Organizational Creativity (Elsevier,
Waltham, MA), 387-420.

Perry-Smith J, Mannucci PV (2017) From creativity to innovation:
The social network drivers of the four phases of the idea journey.
Acad. Management Rev. 42(1):53-79.

Perry-Smith JE, Shalley CE (2003) The social side of creativity:
A static and dynamic social network perspective. Acad. Manage-
ment Rev. 28(1):89-106.

Pfeffer J (1992) Managing with Power: Politics and Influence in Organi-
zations (Harvard Business School Press, Boston).

Pfeffer ] (2009) Low grades for performance reviews. BusinessWeek
(August 3), 68.

Pinchot G (1985) Intrapreneuring (Harper & Row, New York).

Podolny JM, Baron JN (1997) Resources and relationships: Social net-
works and mobility in the workplace. Amer. Sociol. Rev. 62(5):
673-693.

Preacher KJ, Hayes AF (2004) SPSS and SAS procedures for esti-
mating indirect effects in simple mediation models. Behav. Res.
Methods, Instruments, Comput. 36(4):717-731.

Preacher KJ, Rucker DD, Hayes AF (2007) Addressing moder-
ated mediation hypotheses: Theory, methods, and prescriptions.
Multivariate Behav. Res. 42(1):185-227.

Puccio GJ, Cabra JF (2012) Idea generation and idea evaluation:
Cognitive skills and deliberate practices. Mumford MD, ed.
Handbook of Organizational Creativity (Elsevier, Waltham, MA),
189-215.

Rank J, Pace VL, Frese M (2004) Three avenues for future research on
creativity, innovation, and initiative. Appl. Psych. 53(4):518-528.

Reiter-Palmon R, Illies JJ (2004) Leadership and creativity: Under-
standing leadership from a creative problem-solving perspec-
tive. Leadership Quart. 15(1):55-77.

Rosseel Y (2012) Lavaan: An R package for structural equation mod-
eling. J. Statist. Software 48(2):1-36.

Sasovova Z, Mehra A, Borgatti SP, Schippers MC (2010) Network
churn: The effects of self-monitoring personality on brokerage
dynamics. Admin. Sci. Quart. 55(4):639-670.

Scott SG, Bruce RA (1994) Determinants of innovative behavior:
A path model of individual innovation in the workplace. Acad.
Management J. 37(3):580-607.

Shalley CE, Perry-Smith JE (2001) Effects of social-psychological fac-
tors on creative performance: The role of informational and con-
trolling expected evaluation and modeling experience. Organ.
Behav. Human Decision Processes 84(1):1-22.

Shrout PE, Bolger N (2002) Mediation in experimental and nonexper-
imental studies: New procedures and recommendations. Psych.
Methods 7(4):422-445.

Smith AD, Plowman DA, Duchon D, Quinn AM (2009) A qualita-
tive study of high-reputation plant managers: Political skill and
successful outcomes. J. Oper. Management 27(6):428-443.

Sosa ME (2011) Where do creative interactions come from? The role
of tie content and social networks. Organ. Sci. 22(1):1-21.

Sparrowe RT, Liden RC (2005) Two routes to influence: Integrat-
ing leader-member exchange and social network perspectives.
Admin. Sci. Quart. 50(4):505-535.

Tasselli S, Kilduff M, Menges JI (2015) The microfoundations of orga-
nizational social networks: A review and an agenda for future
research. |. Management 41(5):1361-1387.



632

Grosser et al.: The Role of Political Skill and Network Structure
Organization Science, 2018, vol. 29, no. 4, pp. 612-632, © 2018 INFORMS

Tetlock PE, Manstead ASR (1985) Impression management ver-
sus intrapsychic explanations in social psychology: A useful
dichotomy? Psych. Rev. 92(1):59-77.

Tortoriello M, Krackhardt D (2010) Activating cross-boundary
knowledge: The role of Simmelian ties in the generation of inno-
vations. Acad. Management J. 53(1):167-181.

Treadway DC, Adams G, Hanes TJ, Perrewé PL, Magnusen MJ,
Ferris GR (2014) The roles of recruiter political skill and perfor-
mance resource leveraging in NCAA football recruitment effec-
tiveness. J. Management 40(6):1607-1626.

Van de Ven AH (1986) Central problems in the management of inno-
vation. Management Sci. 32(5):590-607.

Wang C, Rodan S, Fruin M, Xu X (2014) Knowledge networks, col-
laboration networks, and exploratory innovation. Acad. Manage-
ment J. 57(2):484-514.

Wei LQ, Chiang FF, Wu LZ (2012) Developing and utilizing net-
work resources: Roles of political skill. ]. Management Stud. 49(2):
381-402.

Wong SS, Boh WF (2014) The contingent effects of social network
sparseness and centrality on managerial innovativeness. J. Man-
agement Stud. 51(7):1180-1203.

Woodman RW, Sawyer JE, Griffin RW (1993) Toward a theory of
organizational creativity. Acad. Management Rev. 18(2):293-321.

Wouchty S, Jones BF, Uzzi B (2007) The increasing dominance of teams
in production of knowledge. Science 316(5827):1036-1039.

Yuan F, Woodman RW (2010) Innovation behavior in the workplace:
The role of performance and image outcome expectations. Acad.
Management J. 53(2):323-342.

Zaltman G, Duncan R, Holbek J (1973) Innovations and Organizations
(John Wiley and Sons, New York).

Zapata-Phelan CP, Colquitt JA, Scott BA, Livingston B (2009) Pro-
cedural justice, interactional justice, and task performance: The
mediating role of intrinsic motivation. Organ. Behav. Human
Decision Processes 108(1):93-105.

Zhou J, Shin S, Brass DJ, Choi ], Zhang Z (2009) Social networks,
personal values, and creativity: Evidence for curvilinear and
interaction effects. J. Appl. Psych. 94(6):1544-1552.

Travis J. Grosser is an assistant professor of manage-
ment at the University of Connecticut’s School of Business.
He received his Ph.D. in business administration from the
Gatton College of Business and Economics, University of
Kentucky. His current research focuses on employee creativ-
ity and innovation, intraorganizational social networks, and
organizational identification and attachment.

David Obstfeld is an associate professor of manage-
ment at the Mihaylo College of Business and Economics
at California State University, Fullerton. His Ph.D. is from

RIGHTS L1 N Hig

the Ross School of Business at the University of Michigan.
His research examines how social network and knowledge
processes interact to produce innovation in organizations
and entrepreneurship, including his new book, Getting New
Things Done: Networks, Brokerage, and the Assembly of Innovative
Action (Stanford University Press, 2017).

Emily W. Choi is an assistant professor at the Naveen
Jindal School of Management at the University of Texas at
Dallas. She received her Ph.D. in management from the Uni-
versity of California, Berkeley. Her scholarly interests include
entrepreneurship, innovation, social networks, and trust.

Meredith Woehler is a postdoctoral fellow in organization
studies at Vanderbilt University’s Owen Graduate School of
Management. She completed a Ph.D. in business administra-
tion at the University of Kentucky’s Gatton College of Busi-
ness and Economics and a research fellowship in the LINKS
Center for Social Network Analysis. Her research interests
revolve around how individual differences (e.g., political
skill, gender) impact employees’ abilities to drive and handle
changes within their organizations.

Virginie Lopez-Kidwell is an assistant professor in the
College of Business at the University of North Texas. She
received her Ph.D. in business administration from the Gat-
ton College of Business and Economics, University of Ken-
tucky. Her research focuses on social networks, the role of
affect in organizational behavior, as well as power and depen-
dence in workplace relationships.

Giuseppe (Joe) Labianca (Ph.D., Pennsylvania State Uni-
versity) is a Gatton Chaired Professor of Management at
the University of Kentucky’s Gatton College of Business
and Economics and codirector of the LINKS Social Network
Analysis Center. He studies organizational behavior from a
social network perspective. Recent work focuses on employee
innovation, interpersonal conflict, intraorganizational poli-
tics, organizational attachment, turnover, post-merger inte-
gration, and organizational design.

Stephen P. Borgatti holds the Paul Chellgren Chair of
Management at the LINKS Center for Social Network Anal-
ysis, Gatton College of Business and Economics, University
of Kentucky. He received his Ph.D. in 1989 from the Univer-
sity of California, Irvine. His research interests include social
network theory and methodology, knowledge management,
and social cognition.



	Appendix A. Survey Questions Used to Elicit Egocentric Networks—Primary Study



