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Abstract 

Research has been conducted regarding what relationship demographic diversity have to 

organisational ambidexterity and team resilience; however never at the same time. This research adds 

a new context, to this field of research since research has never, to our knowledge, been conducted 

in a school context. 

The purpose with this thesis is to explain what relationships gender, age, cultural and tenure diversity 

have on organisational ambidexterity and team resilience. A cross-sectional research design was 

used, because of the positivist and deductive approach. The method consisted of a quantitative part 

in the form of a web based self-completion questionnaire mediated by email, to upper secondary 

schools, in five Counties, with a minimum of three managers. The qualitative part was in the form of 

three in-depth interviews, two with School Directors and one with a registrar. 

The findings shows that gender, culture have a negative relationship to organisational ambidexterity, 

and age have a positive relationship when moderated by shared vision. 

The limitations are that only schools with a minimum of three top managers were chosen; the results 

thereby lack generalisability in other contexts. The implications are that shared vision, when applied 

to an upper secondary school context seem to decrease in importance and suggestibility. 

The original value of the conducted study is new insights regarding the relationships demographic 

diversities have on organisational ambidexterity and team resilience; the choice to conduct the test 

in a school context. 
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Ambidexterity, resilience, demographic diversity, shared vision, top management team, 

organisational, team and public organisation. 
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1. Introduction 

The introduction starts with a background followed by the problem statement, research 

question and ends with a description of the purpose. 

1.1 Background 

There is a major debate in Sweden about the school organisation and how it has 

impaired since it went from being a part of the government to become the municipal 

organisation that it is today. This has led to increased pressure on the teachers and 

weakened results among the Swedish students (Westfelt, 2014). The Pisa results from 

the OECD-survey shows that the results among the Swedish students, when it comes 

to mathematics, reading comprehension and natural science, are decreasing and are 

now lower than in many other countries with a highly educated population (Krantz & 

Olsson, 2013). The performance of the students is in many ways connected to the 

performance of the teachers, who in turn are very much managed by the school 

leadership, that is, the principals.  Swedish schools during the last couple of years have 

had more restrained access to resources due to municipal reforms, which has led to a 

need for increasingly efficient usage of the resources (Tottmar, 2013). One of the 

biggest reforms is the New Public Management, which is inspired by the identification 

of need and allocation of resources that is used in the market (Kjær, 2004; Krohwinkel 

et al. 2008). Bozeman (1987) supports this view, arguing that an effective use of 

resources is a common denominator within the public management, and Knutsson et 

al. (2008), mean that it is of much importance that public organizations find a balance 

between their operations and the resources available. The latter has also led to a 

deterioration of the teacher profession, which is reflected on the decreased results 

among Swedish students (ibid). 

According to Lärarförbundet1, experts mean that the students learning process must 

be seen as a whole, and that it is important to see that this process goes on all the way 

from preschool to upper secondary school, and beyond (Lärarförbundet, 2016). 

                                                           

1 The largest union trade association for teachers, preschool teachers, youth workers, guidance counselors 

and school leaders in Sweden.  
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Because of this, teachers do have a big influence on how students acquire knowledge, 

and if they are influenced in a good way it might provide competences that can be 

beneficial for the students in the future (ibid).The stress that teachers sometimes feel, 

can be experienced by the students and thereby affecting them in less good ways. The 

stress experienced by teachers can sometimes be caused by a lack of organisation in 

schools in general, combined with high pressure (Westfelt, 2014). A further reason 

that teachers can feel stressed is because the managers lack sufficient knowledge on 

how to perform their work, and this causes high insecurity for the teachers since it can 

lead to poor communication (ibid). 

Today leaders in schools also work under high pressure because politicians demand 

that they are to improve the student’s results in school, but apart from that they even 

deal with the attraction of new teachers and the successful implementation of 

immigrants in schools (Lärarförbundet, 2016). Principals also have a great impact on 

the results of the students, and because of that, OECD exhort that Sweden should try 

to attract and hold on to high quality leaders (ibid). 

Although, being a principal is not easy since there are many different hierarchical 

levels above that have to have their say before the principal can make any decisions. 

Decisions have to pass the city council, board of education, education management 

and deputy director of education before they reach the principal, who then can have 

their saying (Mogren, et al., 2015). Principles in Swedish schools have involved 

teachers in the decision making, which has led to the development of teacher teams 

(Björkman, 2008; Blossing, 2012). As an outcome of this, principals use a more 

transformational leadership where they make use of the teacher´s knowledge and skills 

and by that make better decisions (Blossing & Ekholm, 2008). Furthermore, Principals 

are exposed to challenges and experience pressure from both municipal and 

governmental levels regarding their leadership. The municipal pressure is on how they 

are to do the administrative work and take care of the psycho-social working 

environment; the governmental pressure, on the other hand, is on how they are to 

follow the school laws, curricula and school inspectorate audits (Skolverket, 2016; 

Lärarförbundet, 2016).  
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Despite the municipal and governmental pressure there are a few Swedish schools that 

have been successful in creating an open communication and collaboration between 

their principals and teachers. These schools are using training teams which organise 

and take responsibility for the students to make sure the school environment is 

experienced in a good way (Skolverket, 2016). The principals are using a leadership 

based on shared vision and strong relationships with the teachers, which then makes it 

easier to strive towards, and reach common goals. This kind of leadership opens up for 

cooperation between principals and teachers by using each other’s knowledge and 

skills (ibid). Since this has been the foundation for successful leadership in a few 

Swedish schools, we argue that if this were to be implemented in all schools in Sweden, 

the current situation in the Swedish school might have been different.  

Apart from this, the Swedish schools are standing in front of an upcoming challenge 

the coming ten years, since there are many principals that will retire during this period, 

and also because there are many teachers or school leaders that are thinking of leaving 

the profession (Lärarförbundet, 2016). One reason for this can be the changes that the 

principal role has gone through, that has given it more duties then before, due to the 

fact that they nowadays have both municipal and governmental regulations to follow 

(Skolverket, 2016). This thesis thus aims at exploring how demographic diversities in  

top management teams2 (TMTs) in Swedish upper secondary schools affect the 

distribution of resources, and reaction to external pressure, for example political 

decisions. 

1.2 Problem 

Diversity characteristics are demographic differences that serve as a categorization, 

such as gender, age, culture and tenure. These aspects are becoming increasingly 

apparent in working groups such as TMTs (Cox, 1994; Ivancevich & Gilbert, 2000). 

In general, they all affect functions on both organisational and team level, since all 

these demographics affect the way the team members think, act and also what relation 

they have towards power (Hofstede et al., 2010). Furthermore, TMT characteristics 

                                                           

2 When talking about top management teams we refer to principals and vice principals, since they make up the 

TMT in upper secondary schools. 
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have an impact on how the strategic decision making is made, and this will in turn 

affect the firm performance (Hambrick & Mason, 1984; Cox, 1991; Elron, 1997; 

Hambrick et al., 1998; Jehn et al., 1999). Within research, diversity has become an 

important elements when looking at TMT characteristics and research shows mixed 

results of which aspects and how these affect organisational outcomes; both positive 

(Gong, 2006) and negative (Elron, 1997). The side claiming positive outcomes of 

diversity mean that it improves organisational outcomes (Umans, 2008), while the 

opposite side is claiming that diversity causes problems within teams and affect the 

organisational outcomes negatively (Jackson et al., 2003). 

Diversity is often associated with exploration, innovation and complexity (Mannix & 

Neale, 2005), and diversity is about the ability to handle complexity within 

organisations (Mannix & Neale, 2005). Characteristics of diversity in organisations 

can affect the way people perceive time and thereby their approach when it comes to 

using resources, namely if they have a more short-term approach or a long-term 

approach (Hofstede et al., 2010). This varying approach can be connected with the 

concept of ambidexterity3, which refers to an organisation´s ability to simultaneously 

explore and exploit resources, and the better an organisation is at balancing the 

exploration and exploitation, the better they are to perform (He & Wong, 2004; 

Lubatkin et al., 2006; Sirén et al. 2012). 

Due to the new public management, the focus on efficiency has become increasingly 

important in public sector organisations (Kjær, 2004; Krohwinkel-Karlsson & Sjögren, 

2008), which usually do not have to obtain a budgetary surplus, yet they are obliged 

to keep within the set limits of their budget. An outcome of interest is the way public 

sector organisations allocate their recourses at hand, namely their level of 

ambidexterity. Due to the restrained budgets in public organisations they are obliged 

to make the most out of these resources so that they are used in a way that is both 

beneficial today and in the future (Llewellyn & Tappin, 2003). What also can have an 

impact on the level of ambidexterity is how the leadership is practised and what kind 

of focus the leaders have when it comes to exploiting and exploring the resources at 

hand (Tushman & O´Reilly, 1996; Gibson & Birkenshaw, 2004; Smith & Tushman, 

                                                           

3 When referring to ambidexterity, it is on an organisational level. 



 

5 

 

2005). Since the goal is to find a balance between exploitation and exploration, one 

alternative is diverse groups, since this increases the ability to solve complex 

situations, (Watson et al., 1993), because diverse groups have a wider knowledge base 

and think in a wider perspective than homogenous groups (Hamrick & Mason, 1984; 

Hamrick et al., 1996). 

Furthermore, diversity also impact on the team level (Hambrick & Mason, 1984), even 

though there are mixed results (Jackson et al., 2003; Umans, 2008) of which aspects 

that affect the team outcomes, and how. Diversity in teams are more behaviourally 

complex, since they exercise different types of behaviours simultaneously (Carson et 

al., 2004).  One aspect on the team level is resilience, which regards how a team can 

withstand external pressure and recover from it (Bonanno, 2004; Fergus & 

Zimmerman, 2005). The behavioural complexity also creates faster or more specific 

ways to react immediately and solve problems, since the teams can explore and 

evaluate more alternatives (Carter et al., 2003). Since teams are so complex, we can 

assume that they can explain to each other how they are to react; this  because they are 

able to discuss from different perspectives, and solve problems on whether they think 

the external pressure will affect their profession or not. Diversity might affect 

resilience, because of the complex behavioural construction that it creates. This 

diversity enables the team to obtain information from more sources than if they were 

homogeneous, and that enables them to have a discussion with each other that can 

make them more resilient.  

There are issues regarding diversity in studies, because one does not know what the 

outcomes are, and if they are positive or negative. Researchers mean that one way of 

figuring out what the outcomes can be, is to not look at financial results, but on other 

types of results instead. According to Propper et al. (2003), measures of organisational 

outcomes in the form of performance and efficiency, cannot be considered being useful 

in public organisations due to lack of evidence. It is instead suggested by Hartley 

(2005), that the level of the balancing act of exploration and exploitation of resources 

can lead to organisational outcomes of a more non-financial type. The reason is that 

the balancing act to a greater extent can highlight to what extent public organisations 

are able to utilize resources and to be more innovative with them, which has become 

an outcome of much importance in public organisations (ibid). 
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The link between diversity and the organisational outcomes, either on organisational 

level or team level, are not straightforward (Pitcher & Smith, 2001). The problem with 

the kind of model that is usually used, that is a causal model, is that it does not take 

into consideration any contextual conditions that can cause the outcomes to be either 

positive or negative. Research about the outcomes go apart, because it is argued by 

Umans, (2013) that the outcomes of diversity are positive and by Jackson et al., (2003) 

that they are negative. We on the other hand, argue that the outcomes can be positive 

if the people in organisations and teams have a shared vision and that the relationships 

of the diversity then can be amplified. 

The aim of thesis is to focus on how TMT diversity affect ambidexterity and resilience 

in Swedish upper secondary schools, since they like other public sector organisations 

need to both exploit and explore their resources (March, 1991). Due to the schools 

having limited resources and being public sector organisations that are governed by 

school laws they also have to be flexible (Adler et al., 1999) and adaptable (Gibson & 

Birkinshaw, 2004) in the way they are thinking and managing their daily work.  

The thesis will also focus on how people working in upper secondary schools can 

affect their profession by having a shared vision and having the profession as a 

purpose. The shared vision is something that can be expected to increase efficiency 

because it enables one to have goals to gather around (Senge, 1990). We think this is 

important to investigate since we expect this to have a positive impact on the leadership 

style often used in schools, namely a shared leadership (Pearce & Conger, 2003). The 

leadership is distributed among the TMT members, whom together make the decisions, 

instead of just having one leader (ibid). Teachers get more involved and get a more 

personal responsibility in developing and affecting their position as a teacher, and as a 

member in the TMT (Blase & Blase, 1999). If leadership is effectively carried out this 

might reflect on the work of the teachers and also spill over on the student outcomes 

and the general learning. This outcome is important out of a societal perspective, 

because the school has the responsibility for the societal welfare in terms of knowledge 

creation, all though the student outcomes are not going to be looked at in this paper. 
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1.3 Research question 

How demographic diversity in TMTs in the context of upper secondary schools affect 

organisational ambidexterity and team resilience, and how these relations are 

contingent on TMT shared vision?   

1.4 Purpose 

The purpose of this paper is to explain how demographic diversity in TMTs, in the 

context of upper secondary schools affect organisational ambidexterity and team 

resilience, and how these relations are contingent on TMTs shared vision. 

1.5 Outline 

This thesis consists of six sections.  

Section one: Introduction 

The introduction starts with the background discussing the current situation in Swedish 

schools, followed by the problematisation. The section ends with the research question 

and the research purpose. 

Section 2: Method  

The method presents the research philosophy, approach and design. This section 

continues by presenting the method used for this thesis and also the theories that have 

been chosen.   

Section 3: Literature review  

The literature review starts with a presentation of the theories that the have been used 

for the research model. Based on this discussion, we continuing by presenting our 

hypotheses.  

Section 4: Empirical method  

The empirical method describes how we have conducted our study in order to collect 

and analyse both the quantitative and qualitative data. We then go on describing how 

we have operationalised our variables. 
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Section 5: Analysis 

The analysis presents the results from both the quantitative and qualitative data that 

consists of a presentation of findings from statistical data analysis.  

Section 6: Conclusion  

The conclusion presents a summary of our thesis and a discussion of the findings and 

non-findings, followed by our empirical, methodological ad theoretical contributions. 

The section ends with a description of limitations and future research. 
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2. Method 

The method starts with a presentation of the research philosophy, followed by the 

approach and design. The method then continues by presenting the choice of method 

and the theories chosen. The section ends with a critique of sources followed by a short 

summary.  

2.1 Research philosophy, approach and design 

Personal values affect the way we perceive the nature of reality, and this needs to be 

taken into consideration when planning a research study. Furthermore, personal beliefs 

can help a researcher to better understand wider philosophical issues such as, the nature 

of reality, and what actually can be known (Proctor, 1998). In the present research a 

positivistic philosophy is used, which means that the researchers tries to get a 

preconception by using abstract knowledge, in the form of concepts and theories that 

reflect the empirical phenomenon in an objective way (Lind, 2014). The aim of this 

research is to find out if there are any relationships between TMT diversity, 

organisational ambidexterity and team resilience, and how these relations are 

contingent with shared vision. Furthermore, a positivistic position is associated with a 

deductive approach that can develop the sought-after understanding between theory 

and research. 

Different approaches can be used in research depending on the starting point, and the 

approaches that can be used are deduction, induction and abduction (Lind, 2014). A 

deductive approach is when theory has a prominent role, both in the initial state and in 

the final state of the research. What is an important part of the deductive approach is 

the creation of a hypothesis, where the aim is to test the chosen theories (ibid). In an 

inductive approach on the other hand, the aim is to develop theoretical terms and 

models out of collected empirical data (ibid. The third approach that can be used is 

abduction, in which theory is used in an integrated way with the empirical data. The 

purpose with this is to identify and create theoretical terms that highlight the most 

important aspects of the investigated phenomena (ibid). 

In this thesis, a deductive approach is used to create an understanding of how the 

relationships between the variables affect each other; because of that hypothesis have 
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been formulated out of the theoretical discussion and will be tested both by a 

questionnaire and interviews. Creating a hypothesis is important and necessary when 

doing research using a deductive approach because it decreases the risk of subjectivity 

(Crossan F. , 2003). It is appropriate to use a deductive approach since there is a lot of 

existing research within the TMT diversity field. This enables the possibility to 

generalise the findings to a greater extent, which is in line with the positivistic 

perspective. A positivistic aim also tries to explain, predict and understand phenomena, 

and to be able to generalise a large sample is needed, to be able to create validity and 

reliability (Bryman & Bell, 2015). 

2.2 Choice of methodology 

There are two different choices of methodology that can be used when collecting 

empirical material: are qualitative and quantitative (Denscombe, 2009). An important 

way to make it easier when differing the methods is that a qualitative method has a 

tendency to focus on words or pictures, and it is also usually associated with a specific 

focus.  A quantitative method, on the other hand, focuses more on numbers, and is 

usually associated with a holistic focus (ibid). 

When collecting empirical data the methods used are surveys, observations, documents 

and interviews. However, these methods differ slightly when used in the quantitative 

and qualitative method. First, in a quantitative method the surveys usually consist of 

set questions, while the questions in qualitative research are more open. Second, when 

using interviews in a quantitative method there is usually an analysis of the content in 

written form, while they in a qualitative method come in the form of conversations. 

Third, when observations are being used in a quantitative method they usually consist 

of different measures from experiments and observational schemas. In a qualitative 

method, on the other hand, observations usually come in the form of interactions 

between people, events and pictures. Lastly, documents, that are included in 

quantitative research, include official statistics, company reports and analyses of the 

content of corporate reports. When using a qualitative method, documents usually 

come in the form of notebooks and manuscripts (Bryman & Bell, 2015). 

In this thesis we chose to use both an online survey based on a questionnaire and a 

qualitative method in the form of interviews. The use of an online survey enabled us 
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to gather information in an efficient way since the survey was sent to all TMTs in 

upper secondary schools in the counties of Scania, Halland, Blekinge, Kronoberg and 

Kalmar. The online survey was sent out as a link in an email in an attempt to make the 

process as simple and time-saving as possible, both for us as researchers, but foremost 

for the respondents themselves. A cover letter was also attached with the survey, in 

which we introduced ourselves and what the survey was about; this is because it was 

assumed that it would have a positive effect on the number of answers received 

(Denscombe, 2009). Furthermore, it has been ascertained that answers in an online 

survey do not have a corruptive effect on the information provided by the respondents; 

for this reason, online surveys generate as valid data as traditional paper surveys (ibid). 

Interviews demand that a qualitative method be used. The reason that the interview 

method was chosen here is that it helped us to obtain a deeper understanding of the 

subject investigated. One advantage of using interviews (in our case, the open form), 

was that they enabled us to ask supplementary questions, which provided us with more 

detailed information. A disadvantage of interviews is the possible occurrence of the 

interviewer effect, i.e. that the respondent answers the questions based on his or her 

preconceptions of the chosen subject (Denscombe, 2009). Another disadvantage is that 

the interviewer and the respondent act in a way that they feel is expected of them 

(Alvehus, 2014). The interviews were transcribed into Swedish only; an English 

version would have been superfluous for the present purpose. 

2.3 Choice of theory 

The aim of this thesis is to find out how different diversity characteristics in TMTs 

affect organisational ambidexterity and team resilience; the chosen theoretical 

framework thus has its foundation in the behavioural theory of the firm and the upper 

echelon theory. These theories are also used in order to establish how decisions are 

made by top managers based on psychological aspects and demographic 

characteristics. The behavioural theory of the firm explains how top managers´ 

relational- and cognitive backgrounds can act as a foundation when making decisions 

within organisations (Gavetti et al., 2012). The cognitive background concerns a lack 

of knowledge regarding how to make the best decisions for the firm, because managers 

tend to use the knowledge at hand instead of searching for new information that can 
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lead to improved results. The relational background refers to manager’s uncertainty 

avoidance, their organisational learning and how they solve conflicts (ibid). Further, 

the upper echelon theory explains how different demographic characteristics affect 

how decisions are made and how these decisions can influence the organisational 

outcomes (Hambrick & Mason, 1984).  

2.4 Critique of the sources 

The majority of the sources used comprise peer-reviewed scientific articles extracted 

from Google Scholar and Summon. In addition, academic reference books were used.  

The validity of the articles is also enhanced by the fact that they cite older articles 

within the field that are generally regarded as classical sources. Many of the authors 

are regarded as experts in their field, which also strengthens the validity of our sources. 

We assume that the information and theories presented within the theoretical 

framework can be considered reliable since they have consistently been consulted by 

other researchers. 

2.5 Summary 

This thesis is based on a positivistic philosophy and adopts a deductive approach since 

the purpose is to explain how demographic characteristics namely age, gender, culture, 

tenure affect organisational ambidexterity and team resilience. In the survey, a 

quantitative method is used consisting of a questionnaire combined with three in-depth 

interviews. The theoretical framework is based on the behavioural theory of the firm 

and the upper echelon theory, because the theories provide us with a deeper 

understanding of the subject.  
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3. Literature review 

The literature review starts with a presentation of the theoretical framework, which 

includes the Behavioural theory of the firm and the upper echelon theory following by 

diversity in TMTs. The section continues by discussing organisational ambidexterity, 

team resilience and shared vision, and the hypotheses connected to these parts of the 

section.  

3.1 Behavioural theory of the firm 

Studies on demographic diversity in TMTs are based on the assumption that decisions 

within organisations are taken by boundedly rational people (March & Simon, 1958; 

Cyert & March, 1963). Boundedly rational, means that people only know a small 

portion of the possible choices alternatives available, and their values (Cyert & March, 

1963). Furthermore, according to Simon (1947) decision- making is the heart of 

administration, and the vocabulary of administrative theory must derive from the logic 

and psychology of human choice. He also means that administrative theory must be 

concerned with the limits of rationality and the way in which organisations affect these 

limits for a person making the decision (Simon, 1947). It does not make sense to take 

for granted that decision-makers make rational decisions, because they usually lack 

perfect knowledge, and are because of that needed to search for information. 

Furthermore, decision-makers have a tendency not to maximize, that is, to make the 

decision that maximizes the outcome by searching and evaluating information, instead 

they tend to follow different decision rules (Gavetti et al., 2012). 

Cyert & March (1963) realized that the understanding of how decisions are made in 

organisations and how organisations can achieve the ideal of a potential rationality, 

can be summarized in three different assumptions. These three assumptions make up 

a person´s cognitive base, and is formed by the individuals own life experiences, both 

formal training and work history (March & Simon, 1958) The first assumption regards 

satisficing, which can be seen as the counterpart to maximization. This assumptions 

means that individuals have a tendency to choose the satisfactory alternative that 

comes up first. Although, what in this case is considered to be satisfactory is very much 
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dependent on the aspirational level of the decision-maker, which in turn to some extent 

depends on prior performance (Gavetti et al., 2012).  

The second assumption regards search, which means that information and choice-

alternatives do not naturally flow towards the decision-makers, they have to be 

searched. This is by Simon (1947) defined as limits of rationality, meaning that since 

individuals lack the complete knowledge they are unable to anticipate the 

consequences of their decision. What can be a trigger to a search process is a failure 

of a satisfactory outcome, which makes search a bit problematic. It is problematic in 

the sense that the search process has a tendency to stop when the first satisfactory 

alternative appears. What is then an important part in a decision process are 

expectations, but at the same time individuals tend to form very rough expectations in 

the initial part of the decision process, which lead to most of the alternatives being 

rejected (Gavetti et al., 2012). The rejection of alternatives lead to a more refined 

search with only a few satisfactory alternatives selected (ibid). 

The third assumption regards rules, standing operation procedures and status quo. 

When there is significant uncertainty regarding the firm decisions, which is often the 

case, and the information required to make fully rational decisions is unavailable or 

difficult to obtain, individuals tend to choose coping mechanisms that spare them from 

anticipating a distant future (Gavetti et al, 2012). These mechanisms tend to come in 

the form of so-called automatic rules, which are standard operating procedures in 

organisations that are activated because of a perceived problem instead of planning 

procedures or regular forecasting exercises (ibid). What can be problematic is that rule-

based behaviour to a great extent avoids foresight by only exploiting the wisdom of 

past experiences. This is a problem since according to Cyert & March (1963), rules 

tend to be rather narrow in their search for an alternative to the current symptom;  

because of that a cause will be found neighbouring the symptom, which ultimately 

leads to the solution being found neighbouring an old one. 
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Gavetti et al. (2012) argue that in the end, bounded rationality4 leads to a 

semiautomatic process that is informed by the past while it is operating in the present, 

and that calculations and forecasts, unfortunately, do not have a role in this. Individuals 

are solving pressing problems by acting as rule-based actors, they search their confined 

environment and rarely adopt solutions that violates a status quo (Cyert & March, 

1963). 

Cyert & March (1963) used four different, what they referred to as, “relational 

concepts”, which together with the three assumptions described above, make up the 

behavioural theory of the firm. The four “relational concepts” are quasi-resolution of 

conflict, uncertainty avoidance, problematic search, and organisational learning. 

Quasi-resolution conflict refers to the tendency that organisations have when it comes 

to addressing different goals through coalitions by making temporary compromises 

between the different goals. These coalitions can involve trade-offs between goal 

dimensions and the discovery of mutually acceptable alternatives (Cyert & March, 

1963). Uncertainty avoidance refers to the tendency individuals have to achieve 

reasonably manageable predictions by avoiding planning in those situations where the 

plans are dependent on predictions of uncertain future events. Problematic search is 

“motivated by the goal of overcoming shortfalls, directed by simple models of 

causality, and biased by organizational experiences and individual goals” (Gavetti et 

al., 2012). The last “relational concept” is organisational learning, which according to 

Cyert & March (1963), occurs when there is an adaptation of goals, attention rules and 

search rules, due to cycles of search and change. This adaptation occurs when there 

have been reinforcements of actions, which have caused improvements, when being 

interpreted by the members of the organisation (Cyert & March, 1963). 

The organisational members that the behavioural theory of the firm is based upon, 

make up the TMT, also known as the upper echelon in organisations. They are the ones 

making important decisions that can be affected by their demographic background, 

                                                           

4 Bounded rationality refers to limits of rationality that occurs in organisations, and in which way the 

organisation affects these limits for decision making persons (Simon, 1947). It is a process that is informed 

by the past while operating in the present, and in which forecasts play no role. (Gavetti et al., 2012). 
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perceptions, and values. Because of that the theory of upper echelon needs to be 

explained and thereby giving a better understanding of their affect in organisational 

outcomes 

3.2 Upper echelon theory 

The upper echelon theory by Hambrick & Mason (1984) shows that different 

characteristics of top managers have an effect on organisational outcomes. Since top 

managers are the most powerful actors within an organisation, it is important to have 

an understanding of what underlying factors that affect these people’s decisions, and 

in turn, also effect the firm outcomes. Cyert & March (1963), claimed that the more 

complex decisions, the more behavioural factors were included. In addition, it is shown 

that top manager´s cognitive base and values are reflected in the way they are making 

strategic decisions (Hambrick & Mason, 1984). A person’s cognitive base is grounded 

in his or her own “givens” which is knowledge and assumptions of the future, 

awareness of consequences connected to alternatives and knowledge about alternatives 

(March & Simon, 1958). These givens are served as a guidance when making a 

decision and they are always being updated, and by that, help the top managers make 

better decisions. The values act, combined with a manager´s perceptions, as a base to 

reach the right decisions. Personal values can have an impact on the perceptions, but 

at the same time, the values can act as a base of the perceptions that is advocated to a 

certain choice/decision (Hambrick & Mason, 1984).  

In a later study, Hambrick (2007) argues that having more focus on TMTs will give a 

better explanation of what characteristics can have an effect on organizational 

outcomes. This is not something that the upper echelon theory has been focusing on 

from the beginning, but according to Hambrick (2007) it helps to get a better 

understanding of how teams effect organisational outcomes. Furthermore, the upper 

echelon theory has been updated with two important moderators- job demands 

(Hambrick et al., 2005), and managerial discretion (Hambrick & Finkelstein, 1987). 

The author argues that top managers are working under great pressure and the job 

differs depending on which organisation they are working in. Hambrick (2007) argues 

that managers working under high pressure take short cuts in their decision making 
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while other managers with less pressure can make more comprehensive decisions and 

by that match the goals.  

In a school context, the principals and vice principals are the TMT in each school and 

they can be said to make up the upper echelon in this context. The TMT members have 

just like managers in other TMTs, different backgrounds that can have an impact on 

how they make decisions. Since the schools are either private or public organisations, 

they might have different conditions in how to be effective as an organisation due to 

the fact that they are working under both the municipalities and the government. 

In conclusion, the upper echelon theory explains that TMT characteristics could impact 

on the decision making, and the theory will become useful in this thesis since it 

provides a better understanding of how top managers make their decisions (Hambrick 

& Mason, 1984). Based on what has been mentioned above, it is clear that TMT 

members are driven by their personal beliefs and norms which are shaped by their 

personal perceptions. The way top managers make decisions could be a reflection of 

their backgrounds and experiences.  Since there have been mixed results in which and 

how demographic diversity affect both organisational and team outcomes, the upper 

echelon theory provides this thesis with a guidance which can help and try to explain 

the result of the analysis. 

3.3 Diversity in TMTs 

In TMTs, homogenous and heterogeneous groups have different impact on firm 

outcomes. Homogenous groups are more effective when it comes to routine problem 

solving, and heterogeneous groups are also more effective when it comes to more 

complex problem solving; since the diversities within the groups give different 

opinions, knowledge and alternatives, which can make it easier to solve a problem 

(Filley et al., 1976). Later research also shows that demographic diversity within teams 

have a positive impact on the decision making because the different backgrounds serve 

with different perspectives (Wagner, 1995; Bunderson & Sutcliffe, 2002; Stewart, 

2006) However, more diverse teams are also negatively connected to the 

organisational outcomes because too much diversity within groups can create more 

conflicts and less social integrations (Ruhe & Eatman, 1977; Kochan et al., 2003). 
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Studies on demographic diversity in TMTs shows mixed results whether if it has a 

positive or negative impact on TMT outcomes. Research has shown that gender has a 

positive impact on group performance since it improves communication and at the 

same time reduces conflicts. When there is a balance between males and females in 

TMTs the results show that the groups become more consensus-seeking (Stringer, 

1995). Apparently, there are differences between males´ and females´ perspectives on 

how to solve a problem, which also have a positive effect on firm performance 

(Stringer, 1995). 

Umans (2008) argues that demographic characteristics such as age, tenure, functional 

background, educational background and culture can have an impact on firm 

outcomes. When it comes to age, research has shown that younger managers are more 

inclined to take risks, while older managers appear to be the opposite (Hambrick & 

Mason, 1984; Wiersema & Bantel, 1992); since they might be in a stage in their lives 

where their spending behaviours and their economic situation are established (Carlsson 

& Karlsson, 1970). Younger people are the opposite, that is, take more risks when 

making a decision (Hambrick & Mason, 1984), and they are also more open to strategic 

changes (Richard & Shelor, 2002). In addition, homogeneous TMTs are also less risk-

taking and less interesting in changes (Mahadeo et al., 2012). If TMTs are more age 

diverse it can help them in their decision making, because the diversities provide 

different perspectives on how to solve issues on how to finally reach a consensus 

(Wiersema & Bantel, 1992). The best outcome would be a mix of both older and 

younger members in TMTs, where older people can contribute with experience and 

wisdom and the younger people can contribute with their hunger for change and 

success (Houle, 1990). 

Research shows that tenure has a varying impact on how decisions are made which in 

turn affect firm outcomes (Carson et al., 2004) If employees have been working for 

many years within the same company, they get blind for other options and become less 

creative since they do their task assignments on routine, and this effect their decision 

making since they seems to look for fewer alternatives. The latter means that the 

decisions will be of a poorer quality (Goll et al., 2001). TMTs with experience of long 

tenure also affect the groupthink because they lose their ability to critically evaluate 
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alternatives and this in turn will weaken the team as a unit (Janis, 1983). If the 

groupthink is affected this will also result in making poor decisions by the TMTs (ibid).  

Mangers’ functional background will also affect the decision making process which in 

turn affect firm performance, depending on which functional area he or she has been 

working in (Hambrick & Mason, 1984). Research has shown that managers from 

different functional areas make decisions based on the goals within their own areas. 

This means that they will make different decisions and affect the organisational 

outcome in different ways. Apparently, it is found that managers who are hired from 

outside of the firm will have a different view on the decision making, and on what is 

best for the organisation. These people are more up to changes than managers who are 

promoted from within the firm (Kotin & Sharaf, 1967; Carlsson, 1972; Helmich & 

Brown, 1972). What is also interesting is that managers who have been working within 

the same company for their entire career have a more limited perspective than 

managers who have been working within different companies (Hambrick & Mason, 

1984). 

A person’s educational background, which consist of knowledge and skills, serve as 

an indicator of a person’s values and cognitive base. It is found that education is 

positively related to innovation and it also implies a membership in socioeconomic 

groups (Collins, 1971), which in turn strengthen the ties between these members. 

Hambrick & Mason (1984) argue that a person’s educational background can affect 

firm performance. It is unclear how much impact it could have, but according to Pfeffer 

(1981), educational background can affect firm performance in the short run, but there 

was no impact on the long run perspective; Pfeffer (1981) continues to argue that 

educational background only works as a requirement when hiring people. 

Cultural diversity has both positive and negative effects on TMTs performance. Some 

researchers claim that cultural diversity enhances group performance and that it creates 

diversity of values and by that makes the communication more effective between the 

members (Hofstede, 1984; McCarrey, 1988). Other researchers claim that cultural 

diversity generates more communication difficulties (Triandis, 1960), 

misunderstandings (O´Reilly et al., 1989), which in turn increases conflicts. Members 
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in cultural diverse TMTs experience less shared experience and they seem to have 

more different opinions which lead to more conflicts (Watson et al., 1993). 

3.4 Diversity in TMTs in schools/public organisations 

There is a lack of research on how different types of demographic characteristics in 

TMTs affect public organisational outcomes. A few studies have been done in public 

organisations, but only on an individual level. Characteristics such as tenure (Juenke, 

2005), race (Pitts D. , 2005), experience (Villadsen, 2012), and gender (Meier et al., 

2006; Opstrup & Villadesen, 2014) influence how managers make their decisions 

within public organisations. Even though one manager has the power to make a final 

decision, management has developed and become more of a team effort (Finkelstein 

& Hambrick, 1990).  Since TMTs consist of individuals with different backgrounds, 

knowledge and perspectives, this will have an impact on their decision making, and 

also affect the organisational outcome (Hambrick et al., 1996). 

TMTs in public organisations are today operating in dynamic political and economic 

environments, where they are expected to work strategically to make sure that the 

organisation they work in can survive ( Zahra & George, 2002; Crossan & Berdrow, 

2003). In other words, TMTs have a huge impact on the strategic direction of the 

organisation; they need to create a meaning and a vision for the organisation 

(Finkelstein & Hambrick, 1996; House & Aditya, 1997; Lovas & Ghoshal, 2000; Boal 

& Hooijberg, 2001; Crossan et al., 2008). In a school context, the goal of the TMT is 

to lead an educational institution where the objective is to educate students who 

probably will become productive and responsible members of society. 

Research has found that Swedish schools have been focusing more on a collective 

working environment since the beginning of 1980s (Blossing & Ekholm, 2008). These 

collaborative structures combined with a shared responsibility has been a part of state 

reforms, and by delegating the responsibility between principals and teachers, teachers 

are a part of the decision making. Teacher teams are an “institutional practice” in most 

Swedish schools (Björkman, 2008; Blossing, 2012). Principals in Swedish schools are 

required by national policy to act as pedagogical leaders with a focus on national 

curriculum to involve teacher in the decision making regarding the teaching and 

learning environment (Bredeson & Johansson, 2000). To manage and fulfil the 
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requirements from local and national authorities (Moos et al., 2004), schools have 

stressed that collaborative structures, distributed leadership and shared vision are 

important aspects for success (Fullan 2001; Hargreaves & Fullan, 2012).  

It is questionable how much of previous research about how demographic diversities 

affect TMTs and organisational outcomes in private organisations can be applicable 

into public organisations, and especially in the context of schools.  There could be 

sectoral differences that will have diverse effects in private organisations compared to 

public organisations (Pitts D. W., 2006). Research has shown that managers in public 

organisations are less materialistic and they have a strong belief to serve the public 

(Pratchett & Wingfiled, 1996). They also seem to feel less committed due to the fact 

that there is a weak link between performance and rewards. What also should be 

mentioned is that a manager is not the owner in public organisations (ibid). These 

aspects could have an impact on how demographic diversities affect organisational 

outcomes in public organisations. 

3.5 Diversity in TMT- ambidexterity 

Ambidexterity refers to the act of balancing exploitation and exploration of resources 

(March, 1991), and organisations that achieve this are associated with higher levels of 

performance (He & Wong, 2004; Sirén et al. 2012). Exploitation refers to the 

organisations behaviour dedicated to reduce variance and enhance their efficiency and 

certainty, and exploration is about an organisations search, innovation and 

embracement of variation. (O´Reilly & Tushman, 2008). But achieving this balance is 

not easy, not only because they both are competing of scarce resources, but they also 

have different time horizons, and this might in the end lead to cannibalism on one 

another (March, 1991; Smith & Tushman, 2005). Because of these tensions  TMTs are 

considered being important when it comes to resolving tensions that lead to handling 

ambidextrous organisations, to make sure that they allocate their resources in a 

balanced manner (O´Reilly & Tushman, 2004; Smith & Tushman, 2005). 

Resource allocation is of much importance in any kind of organisation, but it is of 

special importance in public organisations, like schools, due to their funding through 

public means (Knutsson et al., 2008). Schools are responsible for their actions and 

should not blame external conditions that can affect the amount of resources available, 
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even though they might affect the organisational outcomes (ibid). Schools are instead 

supposed to focus on the recourses at hand and make the most out of them, since the 

outcomes cannot be measured in economic efficiency as private organisations 

(Opstrup & Villadsen, 2014).  According to Smith & Umans (2015) top managers 

within schools are supposed to act on, as well as shape, the opportunities that are of 

value to their organisation, and the society at large, due to them being public 

organisations. The fact that they need to have both an internal and external orientations 

means that managers need to have an ambidextrous behaviour to be able to use their 

limited resources in the way that is most beneficial for the organisation (ibid). Since 

top managers are the ones making the decisions within organisations, the way in which 

the decisions are made, have an important impact on to what extent the organisation 

can achieve an ambidextrous behaviour (Smith & Umans, 2015). 

 According to Hamrick & Mason (1984), TMT members have a limited field of vision 

and perception, and this is based on both their cognitive base and their demographic 

background. They continue by arguing that experiences and preferences make TMT 

members focusing on specific stimuli and pieces of information selectively. To 

increase the possibility to achieve organisational outcomes, such as increased 

performance and satisfaction, it is of much importance to have a diverse workforce, 

because increased diversity lead to more varying inputs (Wright et al., 1995; Gilbert 

et al., 1999). 

There are mixed results whether the organizational outcomes of diversity have a 

negative or positive effects. Previous studies show that diversity in TMTs can lead to 

undesirable outcomes in the form of insufficiencies in the processes of communication 

and collaboration (Bunderson & Sutcliffe, 2002; Auh & Menguc, 2005). According to 

Li (2013), the diversity characteristics of TMT members may cause insufficient 

sharing and distribution of information, and this can according to Dahlin et al. (2005) 

result in less desirable solutions because a greater group diversity can lead to 

interpersonal conflicts. At the same time there are studies claiming that diversity in 

TMTs can generate positive outcomes, especially when it comes to processes of 

strategic planning that requires considerable judgement and creative thinking 

(Milliken & Martins, 1996). According to Gunz & Jalland (1996), previous research 

shows that diversity, especially when it comes to tenure and education, positively 
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affect the cognitive structures, competencies and knowledge among the TMT 

members. Furthermore, Pitcher & Smith (2001), argue that diversity lead to a greater 

array of perspectives and a greater amount of experience which help the TMT members 

to collect a greater scope of information, and thereby are able to skilfully construct 

more suitable solutions for problems and complexities within the organisation. 

Organisations are becoming more diverse when it comes to having employees with 

different national, ethnic, gender and race belonging (Cox, 1991). According to Pitcher 

& Smith (2001), organisations are nowadays also becoming more diverse when it 

comes to level of education, tenure and functional background. Although, in this paper 

the different characteristics of diversity that will be discussed are gender, age, culture 

and tenure. To provide a better understanding of the relationships of the demographic 

diversities and their relationship to organisational ambidexterity and team resilience, 

and how these a relations are contingent on TMT shared vision, figure 3.1 below, 

presents the research model used for this thesis. 

 

Figure 3.1 research model 
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3.5.1 TMT gender diversity and organisational ambidexterity 

The diversity characteristic of gender is said to have an impact on TMTs since males 

and females perform their managerial jobs slightly differently (Opstrup & Villadsen, 

2014). Gender diversity has also shown to lead to more innovative and adaptive teams, 

since it increases the knowledge base, ultimately leading to more creative and 

innovative teams (Díaz-García et al., 2013). Gender diversity does not only lead to 

more diverse knowledge but also different managerial styles that can complement each 

other (ibid). But, at the same time Stringer (1995), argues that males and females have 

different perspectives on when and how tasks are to be performed and how set goals 

are to be achieved.  

We argue that in a school context, the more diverse a team is when it comes to gender, 

the less ambidextrous the behaviour will be; due to the fact that the more diverse a 

group is when it comes to the gender aspect, the more innovative and, thereby 

explorative, the focus will be. This will lead to a decreased focus on exploiting 

resources, which is important in schools due to their resource limitations. The skewed 

focus thereby disturb the balance that is most beneficial for an organisation. Thus: 

H1a:  Gender diversity in TMTs will have a negative relationship with organisational 

ambidexterity. 

3.5.2 TMT age diversity and organisational ambidexterity 

Another diversity characteristic is age, which can have an impact on the function of 

TMTs since a workforce with varying ages have very different life experiences, have 

operated in different kinds of organisational cultures, and have because of that faced 

different organisational challenges (Deal, 2007). According to (Pitt-Catsouphes et al., 

2013), age can be an important factor that can cause implications in teams when it 

comes to development, leadership and employee engagement. It is argued by Pelled et 

al. (1999), that age similarity in teams can lead to more conflicts than in teams where 

there are members of more varying ages. At the same time, age has shown to have a 

positive relation with outcomes on team performance is those cases where there were 

a high need for cognition and thinking. 
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From what is discussed above we argue that diverse teams in an upper secondary 

school context, when it comes to age, have the possibility to balance the act between 

exploitation and exploration. This is due to the fact that they have a more varied set of 

experience and have met different organisational challenges enabling them to have 

more diverse thinking when it comes to time perspectives. This can enable them to put 

up time perspectives that neither have too much focus on exploitation nor exploration. 

Thus: 

H1b: Age diversity in TMTs will have a positive relationship with organisational 

ambidexterity. 

3.5.3 TMT culture diversity and organisational ambidexterity 

A third diversity characteristic is culture, and there are mixed meanings on whether it 

has positive or negative effects on organisational outcomes. Theoretical studies argue 

that group diversity, regarding culture, leads to more innovation and creativity 

(McLeod & Lobel, 1992). It is also argued by Bennet (1998) that intercultural 

competence within a group allows a more effective functioning under cultural 

differences. Intercultural competence is about a group´s ability to negotiate cultural 

differences trough communication, interaction and most importantly effective 

awareness (Ramthun & Matkin, 2012). At the same time it is argued by Umans (2013), 

that culturally diverse teams will have a decreased quantity and quality of their process 

outcomes, since the diversity will lead to a decreasing collaborative behaviour and 

decreased ability to make group decisions. This cultural diversity will then lead to 

outcomes that either focus more on either exploitative or explorative organisational 

behaviour, which makes it difficult to achieve a balance between the two of them   

(Lubatkin et al., 2006; Carmeli & Halevi, 2009)  

From what is discussed above we argue that culturally diverse teams in a school 

context, have less possibility to achieve a balance between exploitative and explorative 

behaviour. This is due to the fact that their differences will lead to difficulties in 

making group decisions, caused by a decreased quality and quantity of 

communication. Thus: 
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H1c: Cultural diversity in TMTs will have a negative relationship with organisational 

ambidexterity. 

3.5.4 TMT tenure diversity and organisational ambidexterity 

The last diversity characteristic is tenure, which reflects the time an individual has 

been working in a certain organisation, and over time has acquired organisationally 

relevant skills and knowledge connected to that organisation (Gilson et al., 2013). 

Teams that are more tenure diverse comprise of individuals with different lengths of 

time within the organisation, this leads to a combination of people that are familiar 

with all policies, procedures and systems, and those that do not (ibid). This is said to 

enhance the performance of the group because it enables a better combination of fresh 

and novel ideas of the new arrivals with the knowledge that the more experienced team 

members have (de Poel et al., 2014). This is agreed upon by Gilson et al. (2013), who 

argue that performance in tenure diverse groups can be increased, but only when 

knowledge is shared among the members. On the other hand, Gilson et al. (2013) argue 

that the group performance only is enhanced if the members did not join the 

organisation at the same point of time, since that would lead to too similar shared 

experiences when it comes to the organisational history and culture. 

 

Out of what is discussed above, we argue that diverse teams in a school context when 

it comes to tenure have a better possibility in reaching a balance between exploitation 

and exploration. This because new group members possibly have new and fresh ideas 

that are more directed towards exploration while members with more organisational 

tenure possibly tend to be more focused on exploitation. A more balanced act between 

the use of new uncertain ideas and older proven ideas where the outcome is more 

certain, can then make the best use of the available resources.  Thus: 

 

H1d: tenure diversity in TMTs will have a positive relationship with organisational 

ambidexterity. 
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3.6 Diversity in TMT - resilience 

The concept of resilience is a part within the domain of organizational psychology and 

management, and it is usually referring to somewhat ordinary adaptive processes that 

occur when encountering unexpected antagonistic conditions (Meneghel et al., 2016). 

These conditions can, according to Sutcliffe & Vogus (2003), either result from large-

scale disturbances or an accumulation of several minor disruptions over time. In order 

to help employees and organisations to deal with risks it is important to identify 

mechanisms that help achieving positive outcomes in stressful situations (Meneghel et 

al., 2016). This is where Walsh (1998), suggests that individuals develop the ability to 

be resilient, which means that the individuals develop strength and resourcefulness 

that enables them to rebound from setbacks and challenges. Resilient employees can 

use antagonistic experiences to develop and increase performance in subsequent tasks 

that may be valuable to organisations since it increases the general adaptability in times 

of uncertainty (Hind et al., 1996). According to Staudinger et al. (1993), resilience is 

relative, and it is also something that emerges and changes in transaction with 

challenges and specific circumstances. It is further stated that, even though being 

relative, resilience that is developed and displayed in a certain situation, will according 

to Egeland et al. (1993), lead to much better preparation for upcoming events, since it 

makes the team members much more prepared for different kind of situations. 

Following the structure in the part about ambidexterity in the thesis, the diversity 

characteristics that will be discussed, whether having an effect on resilience, are 

gender, age, culture and tenure. 

3.6.1 TMT gender diversity and team resilience 

The first diversity characteristic is gender, and according to Opstrup et al. (2014), 

gender diversity is a positive asset for public organisations, because gender diversity 

in TMTs make the team members able to relate to many different aspects of 

organisational surroundings that are becoming increasingly heterogeneous. This view 

is also shared by Park (2013), who argue that this ability to relate do different aspects 

of organisational surroundings, which is generated by gender diversity, generate a 

better collective understanding of the organisation´s environment, and thus the 

members learn how to adapt to it. Males and females also have different cognitive 
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styles, where women tend to be more emphasized on reaching harmony, then men are 

(Krishnan & Park, 2005). These differences in cognitive styles lead to different 

reactions to shifting organisational environments and pressure, and according to 

Opstrup et al. (2014), the only way to achieve the best team dynamics and thereby 

taking advantage of distinct strengths of each gender, is to have males and females 

brought together in continuous interaction. 

Out of what is discussed above we argue that diversity in a school context, when it 

comes to gender, enables the TMT to adapt easier to its surrounding environment due 

to the different cognitive styles of males and females, but also because of their ability 

to see things from different aspects. A balance between gender differences will then 

complement each other in a way that enables the TMT to tackle the adaptation in a 

smoother way. Thus: 

H2a: gender diversity in TMTs will have a positive relationship with team resilience. 

3.6.2 TMT age diversity and team resilience 

The second diversity characteristic is age, and younger employees are perceived 

differently from older employees. According to Levin (1988), older employees have 

been viewed as less creative, being slower in decision making, and having a lower 

physical capacity. At the same time there are studies that show that older employees 

are more respected due to their work experience (Gibson et al., 1993) and former 

performance (Liden et al., 1996). It has been argued by Gross et al. (1997), that older 

workers tend to be more emotionally resilient, at least according to empirical evidence. 

Although it only applies for organisations in general, since this correlation between 

age and resilience have not been investigated in public organisations. However, Pelled 

et al. (1999), argue that if groups are too homogeneous with regards to age, the 

homogeneity can actually cause increased emotional conflicts in teams, which then 

decreases the resilience. 

Out of what is discussed above we argue that diversity in a school context, when it 

comes to age, enables teams to handle external pressure in a more resilient way, due 

to the fact that employees with different ages bring different characteristics that are 

beneficial to the organisation in different ways. Younger TMT members might lack 
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the experience on how to handle external pressure, but might at the same time be more 

perseverant when it comes to handle the adaptation caused by the external pressure. 

Older TMT members might on the opposite have the experience on how to handle the 

external pressure, but lack the perseverance. A more balanced team with regards to 

age might thereby create a more resilient team. Thus: 

H2b: age diversity in TMTs will have a positive relationship with team resilience 

3.6.3 TMT culture diversity and team resilience 

The third diversity characteristic is culture, and according to Richard (2000), 

organisations can benefit from employees being flexible in their way of thinking and 

this is achieved by having culturally diverse teams. But at the same time, there are 

mixed results on what the outcomes of cultural diversity are, theoretical studies show 

that they are negative (McLeod et al., 1992), while Jackson et al. (2003) argue that 

empirical evidence show the opposite. Jackson et al. (2003), highlight that cultural 

diversity within teams leads to decreased group effectiveness and performance due to 

lack of communication and increased group conflict, which both are difficulties that 

are associated with group processes.  According to Umans (2009), it is important to 

take the context variables in consideration when measuring what effects cultural 

diversity have on TMTs, and this is usually not done, and because of that the results 

are mixed. 

 

Out of what is discussed above we argue that cultural diversity in a school context, 

will cause obstacles in creating resilient groups due to the fact that former empirical 

evidence shows that cultural diversity decreases the communication which in turn 

increases the group conflicts, which also decreases the possibility in creating 

unanimous reaction towards external pressure. The cultural differences might also 

cause different reactions and thereby different approaches to how the adaptation 

towards the external pressure is supposed to proceed. A more balanced team might 

thereby lower the possibility that the team reaction shows more similarity and thereby 

making it harder for the team to be resilient. Thus: 

 

H2c: culture diversity in TMTs will have a negative relationship with team resilience. 
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3.6.4 TMT tenure diversity and team resilience 

The last diversity characteristic is tenure, and according to Sturman (2003), tenure 

refers to the length of time that an individual has been an employee within a certain 

organisation. Tenure also represents the accumulation of relevant information and 

knowledge regarding a certain organisation. Nonaka et al. (1994), agrees and ads that 

tenure is also about the acquisition of both tacit5 and explicit6 knowledge about 

procedures and practices that are firm-specific and that help team members perform 

their work. They continue to argue that this knowledge enables the team members to 

perform their work in situations where they feel insecure about what to do (ibid). 

Although, teams with tenure diversity need to share their knowledge, both explicit and 

tacit, to be able to increase the collective knowledge, because team members do not 

increase their stock of knowledge just by being exposed to tenure (Steffens et al., 

2014). 

From what is discussed above we argue that the sharing of knowledge in TMTs in a 

school context, is very important, but at the same time this knowledge, both consisting 

of tacit and explicit knowledge, can become an obstacle when the TMT is experiencing 

external pressure. The reason for this is that TMT members with long-time 

accumulated knowledge about the organisation might have a hard time to adapt due to 

them believing that they know how things should be done. At the same time, newly 

hired TMT members might not have as much tacit knowledge and can because of that 

have easier to adapt to external pressure. A balancing act between the two of these can 

thereby create a more resilient team. Thus:  

H2d: tenure diversity in TMTs will have a negative relationship with team resilience. 

                                                           

5 Tacit knowledge is knowledge that accumulates slowly, incrementally and most often implicitly from the 

learning process that that comes from repeating complex tasks. (Gavetti et al., 2012). 

 
6 Explicit knowledge is knowledge acquired through conscious learning, and can be expressed verbally. It 

is also knowledge that “requires a conscious recollection of previous experiences.” (Dienes & Perner, 

1999)  
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3.7 The moderating role of shared vision 

Shared vision is a concept that can be defined as a set of common goals and values that 

act as a guidance to engage members in an organisation in the development for the 

organisational future (Jansen et al., 2008). This means that TMTs have a clearly 

defined collective vision that serve as a strategic direction in the decision making of 

the firm. Shared vision also enhances team performance and it can lead to reduced 

conflicts and disagreements within in a team (Brewer & Miller, 1984; Mackie & 

Goethals, 1987). Research has shown, by having shared goals and purpose within a 

team it can help to strengthen interpersonal relations (Hackman, 1990) with the team 

members and increase team effectiveness (Pinchot & Pinchot, 1994).  

Furthermore, shared vision helps TMTs to be more collaborative in their work and it 

also opens up for a better communication between the TMT members; since having a 

commonality in the team will make TMT members feel more engaged in the work, and 

they will also see their differences as something that is advantageous (Brown & 

Eisenhardt, 1995; Tushman & O’Reilly, 1996; Tsai & Ghoshal, 1998). Studies show 

that shared vision will lead to a better understanding behind of the decisions that are 

made, and that TMT members will use their differences as a driving force in the 

decision making process (Amason, 1996). However, on the other hand, a lack of shared 

vision can also lead to distrust, misunderstandings and conflicts in TMTs which could 

decrease the TMTs performance (Brown & Eisenhardt, 1995; Tushman & O’Reilly, 

1996; Tsai & Ghoshal, 1998). 

In addition, shared vision signifies to what extent TMT members support a collective 

value, perspective and mission. Furthermore TMTs become more willing to sacrifice 

great efforts to be able to meet the goals of the organisation (Tsai & Ghoshal, 1998). 

Shared vision increases the quantity of communication between the TMT members, 

and also the information sharing between each other. Sharing this commonality within 

TMTs can foster a better collaborative environment which in turn can make it easier 

finding better solutions and sharing new ideas (ibid). All of these aspects stimulate 

different thinking among TMT members. Shared vision would help TMTs to better 

interact with each other and it can also help TMT members to become more open in 



 

32 

 

the decision making process which could be beneficial for both organisational 

ambidexterity and team resilience. 

3.7.1 Shared vision and organisational ambidexterity 

Umans (2013), argues that an increasing level of shared vision combined with cultural 

diversity is beneficial because TMTs take advantage of their cultural differences to 

achieve behavioural integration. Jansen et al., (2008) argues that common goals and 

shared values act as a foundation to find new ways to exploiting and exploring 

resources and by that reducing conflicts that might occur in those situations. Wang & 

Rafiq (2009), also found a positive relationship with shared vision and organisational 

ambidexterity. Together with organisational culture such as values, beliefs and 

principles, an increasing level of shared vision will help teams to find the right balance 

between exploiting and exploring resources (ibid).  

Out of what is discussed above we argue that in a school context, differences in the 

team when it comes to demography, will become more salient, and therefore, while 

the benefits of variety will be there, any issues associated with process loss will 

subside, since the team will be glued together by commonality. That is why, with an 

increasing level of shared vision, those demographic diversity aspects that had a 

positive effect would only become stronger in ability to influence organisational 

ambidexterity, and those that have a negative effect either would become neutral or 

positive. We argue that a shared vision erase the most apparent differences and instead 

take advantage of the diverse inputs that different demographic characteristics can 

create. Based on this, the following hypotheses are offered: 

H3a: Gender diversity in TMT will be positively associated with the level of 

organisational ambidexterity when moderated by increasing degree of shared vision. 

H3b: Age diversity in TMT will be positively associated with the level of organisational 

ambidexterity when moderated by increasing degree of shared vision. 

H3c: Cultural diversity in TMT will be positively associated with the level of 

organisational ambidexterity when moderated by increasing degree of shared vision. 

H3d: Tenure diversity in TMT will be positively associated with the level of 

organisational ambidexterity when moderated by increasing degree of shared vision. 
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3.7.2 Shared vision and team resilience 

Rahimniaa et al., (2014), argues that a higher level of interaction in TMTs will improve 

their resiliency since it can cause a similarity among the TMT members which 

increases the stream of information and knowledge among them. This in turn will help 

TMTs to make better strategic decisions under normal circumstances and create a 

positive attitude towards adaptability. Furthermore, with this positive attitude it can 

help TMTs to become more resilient when they face environmental challenges. 

Furthermore, Carmeli et al., (2013) found that strong relationships and trust building 

within TMTs have an influence on team resilience because individuals and teams will 

better be able to handle complex situations, and find the best solutions for solving 

them.  

From what is discussed above, we argue that the demographic differences in TMTs 

and their relationship to team resilience, with a moderating effect of shared vision, 

could help TMTs in schools to overcome obstacles and by that become more resilient. 

Since schools are affected by external pressure, we argue that TMTs that have a shared 

vision can better withstand challenges that they face, because they have stronger 

relationships with each other. TMT members also become stronger as a team since 

they overlook their diversities and instead take advantage of them.  We also argue that 

the demographic diversities that have a positive effect on team resilience will become 

stronger, and those that have a negative influence will be neutralised or positive, if the 

moderator of shared vison affects the relationship. Based on this, the following 

hypotheses are offered: 

H4a: Gender diversity in TMT will be positively associated with the level of team 

resilience when moderated by increasing degree of shared vision. 

H4b: Age diversity in TMT will be positively associated with the level of team 

resilience when moderated by increasing degree of shared vision. 

H4c: Cultural diversity in TMT will be positively associated with the level of team 

resilience when moderated by increasing degree of shared vision. 

H4d: Tenure diversity in TMT will be positively associated with the level of team 

resilience when moderated by increasing degree of shared vision. 
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4. Empirical method 

The empirical method describes how we have organised and carried out the study to 

collect and analyse both the quantitative and qualitative data. Furthermore, we describe 

how we have operationalised our variables. 

4.1 Research strategy 

A research strategy can be defined in many ways. According to Remenyi et al. (2003), 

it is one of the components in a research methodology, and it provides an overall 

direction of the research. Remenyi et al. (2003), continues by stating that a research 

strategy incorporates the researcher´s approach to a problem and how that approach is 

put into practice, from the initial theoretical foundation to the collection and analysis 

of the data. This view is supported by Collis & Hussey (2009), who claims that a 

research methodology is an “overall approach to the entire process of the research 

study”. A research methodology is, by Saunders et al. (2009), presented as in the form 

of an “onion”, meaning that several layers need to be “peeled away” before reaching 

the centre, which is where the research problem lies; these layers are important aspects 

that need to be considered before the research methodology can be determined. 

Research strategies can be seen as being either quantitative or qualitative (Bryman & 

Bell, 2015). On the other hand, it is argued by Wedawatta et al. (2011) that research 

strategies can be divided into the following categories: experiment, survey, case study, 

participative enquiry, longitudinal studies, action research, archival research, 

grounded theory, cross sectional studies and ethnography. The research strategy in the 

present thesis is both qualitative and quantitative. The following section presents a 

description of the research process. 

The research process started with a survey of literature; this was gradually added to, 

forming a solid foundation to our project. The scientific articles have partly been found 

with the aid of the search engine Summon@HKR, which provides access to several 

article databases, and is accessible for students and personnel at Kristianstad 

University. The search engine Google Scholar has been used to retrieve scientific 

articles, where the results in Summon@HKR proved to be limited. The key search 

terms used were ‘ambidexterity’, ‘resilience’, ‘demographic diversity’, ‘shared 
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vision’, and ‘top management team’. These terms were also used in combination with 

others, including ‘organisational’, ‘team’ and ‘public organisation’, in an effort to find 

relevant research. 

We have focused on peer-reviewed articles since they add more validity to the 

information presented in them, although newly published articles add new 

perspectives. A majority of the articles come from journals that can be considered 

prestigious and that are known for their high quality. The articles have been critically 

judged to the best of our ability to ensure that the information presented in them can 

be considered being trustworthy. We have been highly selective in our choice of 

articles, and those deemed to have no contribution to the thesis were excluded. 

4.2 Quantitative study 

4.2.1 Empirical object 

Upper secondary schools have been chosen as an object of study in this thesis. The 

purpose was to study TMTs in the context of upper secondary schools, because they 

consist of principals and vice principals. As discussed in section two, the TMT in a 

school context make the upper echelon, and they also make different strategic 

decisions that can have an impact on organisational ambidexterity and team resilience. 

Furthermore, the municipalities were chosen because there is a high concentration of 

schools there and because of the concentration of the population in these areas. 

4.2.2 Population 

The study was conducted in upper secondary schools in Scania, Halland, Blekinge, 

Kronoberg and Kalmar County. The reason for choosing upper secondary schools is 

that there is a lack of research on TMTs in schools, and how demographic diversities 

within these teams can affect the outcomes on both an organisational- and a team level. 

The schools chosen for this research are both public and private schools, and the reason 

for not ignoring the private schools is that even though they are private, they receive 

funding from the municipalities and are governed by national laws and regulations. 

The focus in this thesis is on TMTs in schools. To be able to measure team resilience 
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we have limited the research to schools that consist of a minimum of two top managers 

in the TMT. 

4.2.3 Data collection method 

The data for this study was collected from the chosen population at a single point in 

time, thereby making it a cross-sectional design (Bryman & Bell, 2015). A self-

completion questionnaire was thereby used to collect the primary data for this research, 

and the questionnaire was distributed through email to the selected top managers. We 

decided to send the questionnaire by emails due to the time restraints (Bryman & Bell, 

2015) and the flexibility of the method. 

The questionnaire was sent to 341 top managers in 77 schools. The distribution was as 

follows: 

 Scania, 39 schools 

 Halland, 9 schools 

 Kalmar, 13 schools 

 Blekinge, 8 schools 

 Kronoberg, 8 schools 

A reminder was sent out on three occasions to the top managers from whom no answer 

had been retrieved. Reminders were also sent out in an attempt to obtain a higher 

response, and thereby making the collected data more generalisable. The questionnaire 

was sent to the managers´ emails, which had been collected from the homepage from 

each individual school. Since the study was conducted in Sweden, the questionnaire 

sent out was in Swedish; however, the questionnaire has also been translated into 

English to follow the instructions for the thesis. A risk connected with using emails 

when sending out questionnaires, is that the email might invalid. Another, perhaps 

more obvious risk is that the emails will be regarded as spam by the receiving email 

account (Bryman & Bell, 2015). 

The questions provide information that cannot be collected through secondary sources, 

since this would decrease the reliability and validity of the data. The study aims to 

explore how the independent variables affect the dependent variables if there is a 
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moderating effect from a moderator, or not. For the measures to be valid they need to 

be subjective, which makes it impossible to collect the data from secondary sources.  

4.3 Operationalisation 

Operationalisation is the process in which the researcher transforms the concepts into 

measures, and to provide measures of the chosen concepts indicators are being used 

(Bryman & Bell, 2015). In this study a self-completion questionnaire was used; the 

questions were thus constructed as indicators. The indicators in the survey will be 

listed and discussed below. 

4.3.1 Dependent variables 

This study has two outcomes as dependent variables that are on two different levels, 

organisational and team. The organisational outcome is ambidexterity and the team 

outcome is resilience.  

4.3.1.1 Organisational ambidexterity 

In public organisations the balancing act of organisational ambidexterity is important 

due to limited resources and the organisations being funded by public means (Knutsson 

et al., 2008). Organisational ambidexterity refers to the organisation´s ability to 

balance the acts of exploiting and exploring resources. In order to measure this we 

adopted two questions from Jansen et al., (2006), with six statements in each in order 

to ascertain to what extent the respondents perceive that their organisation focus on 

either exploitation or exploration of the available resources. The respondents were 

asked to mark on a 7-point Likert scale to what extent they agree or disagree.  

To check the reliability we have used a summated scale, which has the advantage that 

it reduces measurement errors (Hair et al., 2010). A summative scale represents all 

eventual facets of a concept, and can be used instead of using substitute variables and 

factor scores (ibid). In addition, the calculation of ambidexterity was adopted from a 

study by He & Wong (2004), where the concept is calculated by a subtraction between 

exploration and exploitation. Since there were asked on ambidexterity, we needed to 

check if we could measure these two together. Exploration has the Cronbach´s Alpha 

value of 0.788 which is above the required limit of 0.7. The Cronbach´s Alpha value 
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of exploitation has a value of 0.816, which is also above the required limit of 0.7. The 

Cronbach´s value on ambidexterity as a whole was 0.866.   

The questions asked regarding ambidexterity are the following Jansen et al., (2006): 

Exploitative innovation 

We regularly implement small adaptations  to existing resources  

We introduce/find new ways to utilize existing resources  

We improve our supply of resources effectively 

We utilize our resources in a way that gives maximal effect 

We aim to expand the services offered by our organisation  

Lowering costs for internal processes is an important objective  

 

Exploratory innovation 

Our organisation is affected by external pressure that affects to what extent 

we go beyond what is expected of us  

We are innovative in how we use our resources 

We experiment with new resources 

We utilize resources that are completely new to our organisation, and in an 

entrepreneurial way 

We frequently utilize new opportunities within our field 

Our organisation focuses on new target groups 

 

4.3.1.2 Team Resilience 

Team resilience refers to the extent to which a group can be affected by external 

pressure and its ability to adapt different challenges. In upper secondary schools, since 

they are public organisations, TMTs are mostly affected by external pressure and 

because of that, they need to be resilient as a team to work effectively. To measure 

team resilience two questions containing three statements each were asked, and the 

measures were adopted from Harrison et al., (2002); Schippers et al., (2007); Veltrop 

et al., (2015) and Carmeli et al., (2013). The respondents here as well were asked to 

mark on a 7-point Linkert scale to what extent they agree or disagree with the 

statements. 

The reliability of resilience was also checked by using a summated scale (Hair et al., 

2010). The summative scales represent all eventual facets of resilience as a concept, 

and was used instead of using substitute variables and factor scores (ibid). We used 
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two summative scales because the concept of resilience was divided into two parts in 

the questionnaire, and therefore we also divided it into two parts in SPSS, because 

resilience as a whole shows a too low Cronbach´s Alpha value. After dividing 

resilience into two components, resilience efficacious beliefs and resilience adoptive 

capacity, we could see an improvement of the Cronbach´s Alpha value. Resilience 

efficacious beliefs showed a Cronbach´s value of 0.941, and resilience adaptive 

capacity showed a Cronbach´s Alpha value of 0.746. The reason for splitting resilience 

into the two different parts was because resilience as a whole showed a too low 

Cronbach´s Alpha value, namely 0.609. 

The questions asked regarding resilience were as follows (Harrison et al., 2002; 

Schippers et al., 2007; Veltrop et al., 2015 and Carmeli et al., 2013): 

Resilience efficacious beliefs 

When encountering a new and difficult task we often think we can do it 

successfully 

We often think that we will be able to overcome many new challenges that 

face us 

Even when the situation is challenging, we can do what is necessary and 

succeed 

 

 

 

 

4.4.1 Independent variables 

In the present study there are four different independent variables, which comprise the 

demographic diversities discussed in this thesis, namely gender, age, culture and 

tenure. We wanted to measure the diversities on both factual and perceived level and 

they were kept separately. 

 Gender diversity was measured by letting the respondent fill in the perceived 

gender diversity on 7 point Likert scale; also by letting the respondent identify 

the gender of the other TMT members. 

Resilience adaptive capacity 

We do not appreciate changes in our operation  

We try to stick to well-proven ways instead of following new trends 

We do not adjust to changing conditions in the environment because we do 

not make the vital changes and implement them effectively 
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 Age diversity was measured by letting the respondent fill in his/her date of 

birth; also by letting the respondent estimate the age of the other TMT 

members. 

 Cultural diversity was measured by a combination of different variables, 

namely ethnicity, nationality and native language. Cultural diversity was also 

measured by letting the respondent estimate the nationality and native language 

of the other members in the TMT. 

 Tenure diversity could not be measured because the respondents were asked to 

appreciate the age of the other TMT members, and because of that the data is 

not to be considered trustworthy. 

 

The questions asked regarding the independent variables are the following: 

Information about the respondent 

Age 

Number of years the person has been working within the organisation 

Native language 

Nationality 

 

Information about the other TMT members, appreciated by the respondent 

Gender 

Native language 

Ethnicity 

Age 

Appreciated number of years the person has been working within the organisation 

 

4.4.2 Control variables 

In this study the five control variables are TMT size, private or public organisation, 

number of students, number of employees and team tenure. This information can 

potentially help describe if there is a connection between organisational size and 

employees´ experience, and if these can impact on the level of organisational 

ambidexterity and team resilience. The control variable organisational size is divided 

into two part, number of employees and number of student. Both parts will be used 

when examining the models, however, only the models that shows the best results will 

be used; not depending on which part of organisational size it is. 
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4.4.2.1 TMT size  

In our study TMT size (Simsek et al.,2005; Lubatkin et al., 2006) was measured by 

the number of people in the TMTs, which was reported by each respondent. We 

assume that if there are more people in a TMT, it could open up for more diversities 

within the team because of the number of TMT members, and this in turn could have 

an impact on organisational ambidexterity and team resilience. 

4.4.2.2 Private/public organisation  

Private or public organisation was measured by letting the respondents report what 

kind of organisation they work in. The reason why we chose to measure if the schools 

were private or public organisations was because we wanted to measure the 

organisational form of the schools. We argue that there could be differences in how 

much resources a private organisation has compared to a public one, this because 

public organisations are more controlled by rules than private organisations. Private 

organisations instead have more focus on results and processes (Boyne, 2002); these 

differences of focus can perhaps lead to differences in how TMTs in upper secondary 

schools work. Therefore, we assume that a private organisation might need to be more 

experimental in how they use their resources because they need to earn profit. A public 

organisation, depending on the size, might for example be more exploitative in the way 

it uses its resources. Public organisations might be more exploitative, because, unlike 

private organisations, they are financed by public funding and can be scrutinised 

(Knutsson et al., 2008).  

4.4.2.3 Organisational size- Number of students 

The control variable number of students, which is a part of organisational size 

(Carmeli, 2008), was measured by letting the respondents report how many full-time 

students they have. As mentioned above, we wanted to know the number of students 

because it indicate the organisational size of the schools. Since upper secondary 

schools vary a lot in the number of students, we can assume that the more students, the 

more resources they might need. Furthermore, the number of students also indicate if 

it is a small or a large organisation, which could have an impact on organisational 

ambidexterity and team resilience. 
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4.4.2.4 Organisational size- Number of employees 

Number of employees, which is a part of organisational size (Carmeli, 2008), was 

measured by letting the respondents appreciate the number of employees in the 

organisation he or she works in. This control variable could also indicate the size of 

the organisation, whether it is a small or a large organisation. Moreover, number of 

employees can also have an impact to what extent there is demographic diversities 

within an organisation which can affect ambidexterity and resilience.  

4.4.2.5 Team tenure 

Team tenure was measured by letting the respondents report how many years the 

current TMT have been working together (Simsek et al., 2005; Lubatkin et al., 2006). 

We can assume that the longer a TMT have been working together, the more glued 

they become which could affect how ambidextrous and resilient they become as a 

team. Furthermore, if a TMT have been working together for a longer time, we can 

assume that the TMT members will have better relations to each other, which can help 

the TMT members to have a better understanding of different perspectives that can 

have an impact on organisational ambidexterity and team resilience. 

4.5 Data analysis 

The statistical computer programme that was used to analyse the data is SPSS. Firstly, 

the test that was carried out is Cronbach´s Alpha test, which was used to test the level 

of internal reliability of the measures. Secondly, a Spearman´s correlation matrix was 

used to find any statistically significant relationships between the variables. Thirdly, 

multiple linear regression was used to test the hypotheses, and if the statistical 

significance was at p < .1, it indicated that the hypotheses were supported. Finally, a 

normality test, called Kolmogorov-Smirnov statistic has been completed, to check for 

normality and abnormality among the models presented in section 4.5. A significance 

value of more than p <.05, indicates normality. 
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4.6 Reliability 

Reliability relates to the measures and indicators is used in a survey; if these are 

reliable, the measurement results will be identical whenever the survey is repeated 

(Lind, 2014). This more thoroughly explained by Bryman & Bell (2011), who argue 

that reliability can be determined by following three factors; the stability of the 

measure, internal reliability and inter-observed consistency. The stability of the 

measurements, what is also discussed by Lind (2014), that the measure if retested 

should provide the same result if the correlation between the first and the following 

tests are high (Bryman & Bell, 2015). Due to limited time, no retest from the 

measurements collected will take place in our study. Even if time had allowed for a 

retest, the respondents’ answers would have been influenced by the first test, which 

would have affected the measures negatively (ibid).  

Internal reliability is important when compiling questionnaires, because it signals 

whether or not the indicators measure the same concept, and thereby affecting whether 

the respondents can answer consistently or not. The Cronbach´s Alpha test was used 

in this study to check the internal reliability. Bryman & Bell (2015) refers to inter-

observer consistency as the sum of correspondence between the judgements of two 

separate observers. In this study the risk of having problems with subjective judgement 

is clear, since three interviews have been carried out. However, to reduce the risk, 

guidelines were established to govern how the data from the interviews were to be 

handled.  

4.7  Validity 

Validity refers to what extent the concepts you want to measure, or do not want to 

measure, are supported by the chosen measurement (Bryman & Bell, 2015). This is 

supported by Lind (2014), who claims that validity refers to whether the measures that 

are used really mirror the phenomenon that is studied. According to Bryman & Bell 

(2015), validity can be determined in five ways.  

The first way of determining validity is by letting experts or others with experience of, 

or knowledge within the field of the chosen concept, check the measurement. In this 

study the questionnaire was checked by our supervisor, who is to be considered an 
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expert within this field, to assure its validity, but no testing and interviewing of the 

population took place due to time restrictions. A second way is validating the 

measurement using concurrent validity, which means that the test correlates well with 

a measure that has previously been validated (ibid). A third way is to provide a 

measurement with a predicative validity, although this is not carried out in this study 

due to time restrictions; this is achieved by the use of a future criterion. A fourth way 

is to provide a measurement convergent validity, which refers to which degree 

measures of construct are theoretically related when they are supposed to be so. The 

fifth and final way to determine validity is to create hypotheses out of relevant theory 

for the concepts used in the thesis. In this thesis this is the way the measurements are 

validated; the measurements are largely based on measures from previously conducted 

research. 

4.8  Generalisability 

The limited number of respondents has a negative impact on the general applicability 

of the results (Bryman & Bell, 2015). In the chosen context, the constellation of TMT 

members does not mirror that of private organisations, and is thereby not generalisable 

outside of this context. 

4.9  Ethical considerations 

A web-based survey that was distributed by email was chosen in this study, as in 

enables us to send the questionnaire to a large number of recipients directly and 

enabling us to control the respond rate and also to send reminders. Although, since the 

study has strict time constraints, the questionnaire together with a cover letter was sent 

to the recipients without prior approval from them. The web-based survey enables the 

recipients to decline participation if they wish. In such cases their emails were removed 

from the email list, to prevent any reminders being sent to them. Since the emails were 

sent without any agreement between us and the recipients, contact information to the 

authors and the supervisor was included in the cover letter. This was done in order to 

enable the recipients to contact us with any potential questions. The cover letter also 

notified the recipients that all information gathered from the questionnaire will be 

handled confidentially and will not be divulged to a third party. 
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4.10 Qualitative 

4.10.1 Interviews 

The reason for using interviews is because questionnaires do not enable the 

respondents to give more nuanced answers. Furthermore, the respondents do not 

usually take as much time to think through their answer when doing questionnaires, 

which is an opportunity that is given in interviews. Normally, when a purely qualitative 

method is used in a research, the interviews are being exposed to analysis methods 

such as; meaning condensation, categorisation and meaning interpretation (Bryman & 

Bell, 2015). Meaning condensation basically means that longer statements are 

compressed into shorter ones. Meaning categorization, on the other hand, mean that 

longer statements are reduced into different simplified categories. When trying to read 

between the lines of what is said a meaning interpretation method is used (ibid). In this 

thesis the information from the interviews is categorised and presented in section 5.  

4.10.2 Transcriptions 

After collecting all the empirical data in the form of interviews, the latter were 

transcribed separately. All the transcriptions were kept in separate documents, because 

the number of pages were too many to be included as appendices. The transcriptions 

filled 65 pages and took 27 hours to transcribe (See table 4.1 for more distributional 

details). 

 

Table 4.1 Distribution of the transcriptions 

 

After the transcriptions were made, we sat down separately and read through each text 

in an attempt to find data that can be categorised. The reason for doing it separately 

was to ensure that we did not influence each other in the choice of important data, and 

Position of respondent Respondent number Pages Transcription time Transcribed by

School director 1 1 15 8 hours Daniel

School director 2 2

Controller 3

Registrar 4 19 7 hours Helena

Total 65 27 hours

31 12 hours Helena



 

46 

 

thereby enabling us to gain more perspectives on the data collected. After the 

categorisation was made we sat down and discussed what data were to be presented. 

 

4.10.3 Participant selection  

The participants in this research are working in public organisations as school directors 

or as a registrar. An attempt was made by us to get in touch with private organisations 

as well, but no responds were received from those whom had been contacted. The 

reason for contacting the participants was because of their position, the latter make 

them the head over the principals in the municipality and thereby enabling us to get 

information about the TMTs from above. 

E-mails were, as mentioned above, sent out to a number of people in the position as 

school director or registrar asking if they would be interested in participating in an 

interview.  A cover letter was attached to the email providing information about what 

the thesis is about and what our intention with the interview was. The recipients of the 

emails were also informed that the information would be handled with confidentiality 

and that it would not be divulged to a third party. The first participant is a School 

Director who was interviewed on 12th April, from 11.00 to 12.00. The second and third 

participants were a registrar, and a controller who were interviewed on 26th April, from 

11.00 to 12.00. The third, and last, participant is a School Director who was 

interviewed on 3rd May, from 08.30 to 09.30. The participants were partly randomly 

selected (Bryman & Bell, 2015), since the number of possible participants was limited 

as there is usually only one such person in each municipality. 

Finally, as mentioned earlier we chose to interview respondents 1, 2 and 4, and 

respondent 3 was invited by respondent 2 to provide economic information. The 

respondents were chosen because of their position, but also because they work on 

different levels in the municipality, which made us obtain more perspectives on the 

subjects handled in the interview. 

4.10.4 Interview guide 

The goal was to conduct three in-depth interviews with different people in different 

positions above that of principals, in the municipal hierarchy. The interview consisted 
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of semi-structured questions about management, decision making, principal teams and 

external pressure (see appendix 1 & 2). The reason for them being semi-structured was 

that we expected to receive answers that could give rise to questions not thought of in 

advance, and also because some of the answers needed some further developing from 

the respondent. The questions were open-ended, to allow the respondent to develop 

and explain thoughts and answers if it felt needed (Denscombe, 2009). The interviews 

were recorded and transcribed. In addition, this interview guide was divided into two 

parts; structure of TMT in school and external pressure. 

The first section starts with an introductory question in which the respondent is to 

describe themselves, just to warm them up and make them feel relaxed. This more 

concrete question was used to not force the respondent to present his/her own opinion 

before he/she was ready (Denscombe, 2009). The section continues by asking 

questions regarding how management and responsibility work in schools and what 

way decisions take within the organisation. Finally, the respondent was asked to 

describe what a typical principal team looks like. All the questions, except the first 

one, were open ended since they required more elaborate answers (ibid).  

The last section consisted of open-ended questions regarding external pressure such as 

political decisions. Schools are under a constant influence of external pressure both 

financially and politically, and the aim was to get a better understanding of what kind 

of external pressure schools can face, and how the people working within this 

organisation react to that pressure. To be able to answer key questions it was important 

for us to gather as much information as possible (Denscombe, 2009). 

The interviews ended with us ensuring the respondents of the value of their 

contribution the research and that we were more than thankful to them for taking the 

time to participate. We also ensured them that a version of the finished thesis will be 

sent to them, so that they can read the work to which they have contributed. 
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5. Analysis 

The analysis presents the findings from the questionnaire obtained from a statistical 

data analysis. Furthermore, the findings from the interviews are presented, and the 

analysis ends with a summary of the results. 

5.1  Quantitative 

5.1.2 Descriptive statistics 

Descriptive statistics starts by giving an overview of the empirical findings. First it 

deals with the respondents, in which their response frequency, geographical 

distribution, sex and age will be presented. Second, the descriptive statistics of the 

dependent, independent and the control variables will be presented. 

5.1.2.1 Respondents 

As mentioned in section 4.3, the identified population for this survey was 341 top 

managers from 77 different upper secondary schools, which were distributed in Scania, 

Halland, Blekinge, Kronoberg and Kalmar. The survey distribution tool Survey 

Monkey was used, and out of the emails sent, five bounced, and ten recipients 

unregistered. Table 5.1 shows the response frequency for the total number of 

responses. 

Table 5.1 Responses and non-responses 

 

As can be seen in table 5.1 above, five emails bounced and ten respondents chose to 

unregister themselves from the present, and future surveys sent from Survey Monkey. The 

survey was open for 19 days and a total of three reminders were sent, one each week. 

Response frequency Numbers Percent

Total population 341

Bounced emails 5 1,5

Recipeints that unregistered 10 2,9

Non-responces 280 82,1

Feedback (email) 4 1,2

Feedback (phone) 1 0,3

Number or responses 61 17,9
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Fortunately, no respondents started answering without completing the survey. We 

received 61 answers, giving a response rate of 17.9 percent. 

The idea was to receive multiple responses, that is, responses from more than one 

respondent at each school. But most of the people who have responded were the only 

respondents from that particular school. In those cases where there was more than one 

respondent from each school, we aggregated the answers by calculating the mean of 

the different answers. 

The respondents in this survey were predominantly male. The average age of the 

respondents was roughly 48 i.e. neither high nor low average age.  

Table 5.2 Respondent´s sex and age 

 

 

5.1.2.2 Dependent variables  

As already established, the dependent variables are organisational ambidexterity and 

team resilience. Table 5.3 shows the result an overview of organisational 

ambidexterity and team resilience. The above table demonstrates that ambidexterity 

has a higher mean than team resilience, demonstrating that TMTs in upper secondary 

schools are more ambidextrous as a team than they are resilient. 

Table 5.3 Overview of the dependent variables 

 

 

Sex Number of responses Percent

Male 37 60,7

Female 24 39,3

Total 61 100

Minimum Maximum Mean

Respondent age 32 67 48,3

N Minimum Maximum Mean Std. Deviation

Ambidexterity 43 12,22 49 27,0161 8,25515

Resilience adoptation 43 1 5,67 2,9419 1,10667

Resilience efficiancy 43 3,67 7 6,0155 0,85495

Valid N (listwise) 43
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5.1.2.3 Independent variables 

The demographic diversities of gender, age, culture and tenure are the four 

independent variables used in this thesis. 

Table 5.4 Demographic diversities 

 

Table 5.4 shows that the TMTs in upper secondary schools and in all the regions are 

very similar both in their ethical and national diversities. Gender in the TMTs has a 

mean of 3.84, which is the lower mean value among the four independent variables. 

5.1.2.3    Control variables 

The results of the control variables previously presented in section 4.4.2 are presented 

in table 5.5 below. 

 

Table 5.5 Results of the control variables 

 

Table 5.5 above demonstrates that the size of the organisations in upper secondary 

schools varies from 14 to 255 employees. The number of people in the TMTs is around 

4 people; team tenure shows that TMTs have worked together for almost three years. 

The table also shows that 79 percent of the schools in this study are public schools. 

 

N Minimum Maximum Mean Std. Deviation

Experienced diversity ethic 43 1 7 6,1977 1,45354

Experienced diversity age 42 2 7 4,9048 1,28949

Experienced diversity nationality 43 1 7 6,3721 1,34117

Experienced diversity gender 43 1 7 3,8411 1,84626

Valid N (listwise) 42

      

  N Minimum Maximum Mean Std. Deviation 

Number of employees 43 14 255 76,7558 61,13202 

Number of students 42 84 2424 550,0794 481,38777 

TMT size 43 2 8,5 3,9302 1,71487 

Team tenure 40 0 7,67 2,9042 1,77747 

Private/public organisation 43 0 1 0,7907 0,41163 

Valid N (listwise) 39         
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5.1.3 Spearman´s correlation matrix 

A Spearman correlation matrix provides correlation coefficients between two variables 

and the coefficients signals whether there is a negative or positive correlation between 

the two variables (Pallant, 2013). The numeric value indicates how strong the 

relationship is, and the strength of the relationship is the same whether the numeric 

value is positive or negative, thereby indicating the direction of the relationship (ibid). 

The correlation coefficients for all the variables in the study can be found in table 5.6. 

The level of significance used to find indications of relationships is 10 percent. 

Table 5.6 Spearman´s correlation matrix 

 

The correlation matrix shows a significant positive relationship between ambidexterity 

and resilience efficacious beliefs. It also shows a significant negative relationship 

between ambidexterity and resilience adaptive capacity. Another significant negative 

relationship can be seen between resilience efficacious beliefs and gender diversity. 

The matrix furthermore demonstrates a weak positive relationship between resilience 

efficacious beliefs and ethnic diversity. A weak negative relationship can also be seen 

between resilience efficacious beliefs, age diversity and gender diversity. Finally, 

weak positive relationships can also be seen between ethnic diversity and gender 

diversity, as well as between national diversity and shared vision. 

The correlation matrix will not be used to see if the hypotheses are supported. The 

matrix it will only be used to find relationships between the variables. For the check 

of the hypotheses the multiple linear regression will be used, which is discussed in the 

following section. The level of significance chosen to see if the hypotheses are 

supported, will be 10 percent, in accordance with the generally accepted level used in 

research (Umans, 2012) 

Variables Mean s.d. 1 2 3 4 5 6 7

1 Ambidexterity 27,0161 8,25515

2 Resilience efficacious beliefs 6,0155 0,85495 0,018*

3 Resilience adaptive capacity 2,9419 1,10667 -0,016* -0,134

4 Ethnic diversity 6,1977 1,45354 -0,232 0,289  0,083†

5 Age diversity 4,9048 1,28949 -0,130 0,108† -0,083† 0,537

6 National diversity 6,3721 1,34117 -0,150 0,192 0,278 0,647 0,435

7 Gender Diversity 3,8411 1,84626 0,155 -0,028*  -0,086†  0,068† 0,162 0,112

8 Shared vision 6,1388 0,8565 -0,128 0,726 -0,268 0,184 0,171 0,05† 0,129

*** p < 0.001; ** p < 0.01; * p < 0.05; † p < 0.10



 

52 

 

5.1.4 Multiple linear regression  

Multiple regression is a technique used to explore the relationship between one 

dependent variable, usually continuous, and a number of independent variables, which 

are also usually continuous (Pallant, 2013). Multiple regression is based on correlation, 

but allows a more advanced exploration of the variables and their potential 

interrelationships (ibid). This quality enables the researcher to investigate more 

complex real-life research questions, rather than laboratory-based, thereby coming 

closer to the reality. The reason for the use of multiple regression is that it provides 

information about the entire model and also tells the relative contribution of each of 

the variables in the model. Since control variables are used in this study, the use of the 

multiple regression method allows such variables to be included into the model, 

thereby allowing us to see what their contributions are (Pallant, 2013). 

It is important to check for multi-collinearity and singularity when using a multiple 

regression. Multi-collinearity exists when there is a strong correlation between 

different independent variables; singularity occurs when one independent variable is a 

combination of two or more other independent variables (Pallant, 2013). There is a 

risk of multi-collinearity since this can still occur between independent variables and 

control variables, and also between different control variables. All the models pass the 

multi-collinearity test thanks to the Variance inflation factor (VIF) lying between 

1.618 and 1.97. 

All the control variables were checked before testing the hypotheses. The control 

variables used in the regression are: TMT size, private or public organisation, number 

of students, number of employees and team tenure.  

5.1.4.1 Ambidexterity 

Based on the results of the multiple linear regression, the standardised Beta-value has 

been used instead of the unstandardised; this is because the standardised Beta-value 

enables comparison since a conversion has been made of each variable so that they are 

in the same scale (Pallant, 2013). Table 5.7 presents the results from the multiple linear 

regression with regard to the dependent variable ambidexterity. 
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Table 5.7 below presents the three models that show the best results compared to the other 

models in the test. The models not incorporated in table 5.7 showed results that were not 

relevant to the research; these have thus been left out of the analysis.  

 

Table 5.7 Ambidexterity, resilience efficacious beliefs, and resilience adaptive capacity 

  

 

 

Following are the hypotheses tested: 

 H1a: Gender diversity in TMTs will have a negative relationship with 

organisational ambidexterity. 

 H1b:  Age diversity in TMTs will have a positive relationship with 

organisational ambidexterity. 

 H1c:  Cultural diversity in TMTs will have a negative relationship with 

organisational ambidexterity. 

The adjusted R squared was checked and used in order to see how much of the model 

that can be explained by the independent and control variables. In this case 21.7 

percent of the variance is explained by both the independent and the control variables. 

The model, including all independent and control variables, is significant at p <.05. In 

this model, two independent variables, gender diversity and age diversity, and the 

control variable team tenure, make a unique statistically significant contribution when 

Variables Std.B Std.Er Std.B Std. Er. Std.B Std. Er.

Gender diversity  -0,295* 0,045 0,013 0,082 -0,125 0,094

Age diversity 0,313* 0,045 0,017 0,152 -0,127 0,182

Cultural diversity 0,017 0,045 0,295 0,153 0,092 0,151

Organisational size 0,099 0,002 0,24 0 -0,373† 0,003

Organisatioanal form 0,238 0,238 -0,362 0,432 0,266 0,472

Team size .004 0,051 -0,138 0,092 0,142 0,102

Team tenure 0,364* 0,049 -0,043 0,091 0,224 0,1

Constant -0,593 0,544 5,168*** 0,99 2,605* 1,062

F-value 2,505* 0,737 0,768

Adj. R
2 0,217 -0,052 -0,045

VIF value, highest 1,618 1,655 1,97

*** p < 0.001; ** p < 0.01; * p < 0.05; † p < 0.10 n=43 n=43 n=43

Resilience Adaptive 

capacity

Dependent 

Control variables

Ambidexterity
Resilience Efficacious 

beliefs

Model 1 Model 2 Model 3
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a check for each variables independent contribution was made. They make a 

contribution at p <.05. In this study all contributions at p <.1 indicate that there is a 

support for the hypothesis in question. Hypotheses 1a states that there should be a 

negative relationship between gender diversity and ambidexterity. The significance of 

the independent variable gender diversity, thus supports hypothesis 1a. The second 

hypothesis, age diversity, states that there is a positive relationship between age 

diversity and ambidexterity, this is also supported by the significance of the 

independent variable age diversity. Hypothesis 1b is thus supported. The last 

independent variable, cultural diversity, does not make any significant contribution, 

which means that there is no support for hypothesis 1c. 

5.1.4.2 Resilience; efficacious beliefs, and Resilience adaptive capacity 

Following are the hypotheses tested: 

 H2a: gender diversity in TMTs will have a positive relationship with team 

resilience. 

 H2b: age diversity in TMTs will have a positive relationship with team 

resilience. 

 H2c: culture diversity in TMTs will have a negative relationship with team 

resilience. 

The adjusted R squared was checked in both models 2 and 3; it is used in order to see 

how much of each model that can be explained by the independent and control 

variables in each of the two models. In this case the adjusted R squares of both model 

2 and 3 are negative. Model 2 has an adjusted R squared of minus 5.2 percent, and 

model 3 an adjusted R squared of minus 4.5 percent; this indicates that the two models 

lack a constant term, and that the fit of variance is weaker than it should be. Model 2 

including all its independent and control variables show no significance; model 3, on 

the other hand, including all its independent and control variables, show a weak 

significant at p <.1. In model 3 only one control variable, namely organisational size, 

made a significant contribution, although a weak one. In this study all contributions at 

p <.1 indicate that there is support for the hypothesis in question. However, since there 

is only a weak significant contribution from the control variable organisational size in 

model 3, and no significant contribution in model 2, none of the hypotheses 2a-2c were 
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supported. The reason is that the hypotheses state to have either a negative or positive 

relationship with team resilience as a whole, and because there is only a weak 

significant contribution in resilience adaptive capacity, the findings do not support any 

of the hypotheses. 

5.1.4.3 Ambidexterity and shared vision 

 

Table 5.8 Ambidexterity and shared vision 

 

 

Following are the hypotheses tested: 

 H3a: Gender diversity in TMT will be positively associated with the level of 

organisational ambidexterity when moderated by increasing degree of shared 

vision. 

 H3b: Age diversity in TMT will be positively associated with the level of 

organisational ambidexterity when moderated by increasing degree of shared 

vision. 

 H3c: Cultural diversity in TMT will be positively associated with the level of 

organisational ambidexterity when moderated by increasing degree of shared 

vision. 

Variables Std.B Std.Er Std.B Std. Er. Std.B Std. Er.

Gender diversity  0,217 0,051

Age diversity -0,294† 0,079

Cultural diversity -0,274 0,075

Organisational size -0,0238 0,002 -0,21 0 -0,279 0,002

Organisatioanal form 0,294 0,28 0,237 0,277 0,353† 0,282

Team size 0,400* 0,066 0,356† 0,07 0,486** 0,065

Team tenure 0,301† 0,057 0,329† 0,056 0,378* 0,056

Moderating Shared vision 0,118 0,0116 0,174 0,126 0,195 0,122

Shared vision x gender diversity -0,059 0,111

Shared vision x age diversity 0,067 0,1

Shared vision x cultral diversity -0,094 0,153

Constant -1,792† 0,947 -0,945 0,989 -1,312 1,05

F-value 1,481 1,745 1,82

Adj. R
2 0,079 0,123 0,128

VIF value, highest 1,723 1,895 1,681

Dependent 

Control 

Variance indiactor

      n=43       n=43      n=43*** p < 0.001; ** p < 0.01; * p < 0.05; † p < 0.10

Ambidexterity and 

shared vision 

Ambidexterity and 

shared vision

Ambidexterity and 

shared vision

Model 1 Model 2Model 3



 

56 

 

Table 5.8 presents the three models of the dependent variable ambidexterity that shows 

the best results. The adjusted R squared shows that 7.9 percent of model 1 is explained 

by the independent and control variables. The adjusted R squared for models 2 and 3 

are 12.8 percent and 12.3 percent respectively. In this study all contributions at p <.1 

indicate that there is support for the hypothesis in question. The variables individual 

contribution in model 1 show that only the control variable team size has a significant 

contribution at p <.5. Hypothesis H3a states that gender diversity, when moderated by 

shared vision, will have a positive association with the level of ambidexterity. 

However, the independent variable gender diversity shows no significant contribution; 

thus hypothesis H3a is not supported. 

The variables´ individual contribution in model 2 show that the three following control 

variables have significant contribution at different levels; organisational form has a 

weak contribution at p <.1, team size has a very strong contribution at p <.01, and team 

tenure has a contribution at p <.05. Since there is no significant contribution from the 

independent variable cultural diversity, hypothesis H3c has no support. 

The variables´ individual contribution in model 3 show that there is a weak significant 

contribution at p <.1 from the dependent variable age diversity. There is also a weak 

contribution from the control variables team size and team tenure, whom both make a 

contribution at p <.1. Hypothesis H3b states that age diversity, when moderated by 

shared vision, will have a positive association with the level of organisational 

ambidexterity. Thus hypothesis H3b is supported because of the weak significant 

contribution from the independent variable age diversity. 

5.1.4.4 Resilience and shared vision 

Table 5.9 below, shows three models of the dependent variable resilience efficacious 

beliefs. Since resilience, as a whole, had a Cronbach´s alpha that was 0.609, as 

mentioned above, resilience will be divided into the two part that make up team 

resilience. The two parts, namely resilience efficacious beliefs and resilience adaptive 

capacity, will be presented in one table each with a presentation of the results from 

each. 
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Table 5.9 Resilience efficacious beliefs and shared vision 

 

 

Following are the hypotheses tested:  

 H4a: Gender diversity in TMT will be positively associated with the level of 

team resilience when moderated by increasing degree of shared vision. 

 H4b: Age diversity in TMT will be positively associated with the level of team 

resilience when moderated by increasing degree of shared vision. 

 H4c: Cultural diversity in TMT will be positively associated with the level of 

team resilience when moderated by increasing degree of shared vision. 

Table 5.9 presents the three models of the dependent variable resilience efficacious 

beliefs that showed the best results. The adjusted R shows that 37.3 percent of model 

1 is explained by the independent and control variables. The adjusted R squared for 

model 2 and three are 34.8 percent and 39.1 percent respectively. In this study all 

contributions at p <.1 indicate that there is support for the hypothesis in question. The   

three models separately, including all independent and control variables are significant 

at p <.5. The variables individual contribution in model 1, 2 and 3 show that only the 

moderator shared vision has a significant contribution at p <.001 which means that it 

Variables Std.B Std.Er Std.B Std. Er. Std.B Std. Er.

Gender diversity  -0,046 0,062

Age diversity -0,024 0,099

Cultural diversity 0,148 0,092

Organisational size -0,109 0,002 -0,108 0,002 -0,110 0,002

Organisatioanal form 0,154 0,339 0,155 0,356 0,116 0,344

Team size 0,148 0,070 0,134 0,075 0,139 0,069

Team tenure 0,123 0,069 0,127 0,073 0,082 0,068

Moderator Shared vision        0,755*** 0,142        0,751*** 0,161        0,786*** 0,151

Shared vision x  gender diversity 0,039 0,136

Shared vision x  age diversity 0,004 0,132

Shared vision x  cultural diversity -0,099 0,189

Constant 0,895 1,141 0,961 1,221 0,139 1,291

F-value   4,312*   3,892*   4,578*

Adj. R
2 0,373 0,348 0,391

VIF value, highest 1,692 1,799 1,794

*** p < 0.001; ** p < 0.01; * p < 0.05; † p < 0.10 n=43 n=43 n=43

Model 1 Model 2 Model 3

Independent

Variance 

indicator

Resilience effeciacous 

beliefs and shared 

vision

Resilience effeciacous 

beliefs and shared 

vision

Resilience effeciacous 

beliefs and shared 

vision

Control
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is a strong significance. None of the independent or control variables showed any 

significance. 

 

Table 5.10 Resilience adaptive capacity 

 

 

Table 5.10 presents the three models of the dependent variable resilience adaptive 

capacity that showed the best results. The adjusted R squared shows that -2.2 percent 

of the model is explained by the independent and control variables. The negative value 

of adjusted R squared in model 1 indicates that the model lack a constant term, and 

that the fit of variance is worse than it should be. The adjusted R squared for model 2 

and 3 are 1.7 percent and 1.2 percent respectively. In this study all contributions at p 

<.1 indicates that there is a support for the hypothesis in question. None of the models, 

including the independent and control variables show any significance. The only 

individual variable that make a significant contribution is the control variable 

organisational size in model 2, and it has a weak significant contribution at p <.1. 

To be able to show any support for hypotheses H4a- H4c, the hypothesis in question 

need to have support from both parts of resilience that is both from resilience 

efficacious beliefs and resilience adaptive capacity. Since there is no statistically 

Variables Std.B Std.Er Std.B Std. Er. Std.B Std. Er.

Gender diversity  -0,090 0,095

Age diversity -0,011 0,142

Cultural diversity 0,137 0,141

Organisational size -0,282 0,003 -0,335† 0,003 -0,246 0,003

Organisatioanal form 0,166 0,517 0,161 0,509 0,127 0,524

Team size 0,069 0,107 0,204 0,107 0,051 0,105

Team tenure 0,200 0,106 0,130 0,104 0,189 0,104

Moderator Shared vision -0,197 0,217 -0,233 0,230 -0,278 0,230

Shared vision x gender diversity -0,090 0,208

Shared vision x age diversity -0,272 0,189

Shared vision x cultral diversity 0,128 0,288

Constant 4,051 1,741 4,127 1,746 3,837 1,965

F-value 0,881 1,096 1,068

Adj. R
2 -0,022 0,017 0,012

VIF value, highest 1,692 1,799 1,794

*** p < 0.001; ** p < 0.01; * p < 0.05; † p < 0.10 n=43 n=43 n=43

Model 1 Model 2

Control

Model 3

Independent

Variance 

indiactor

Resilience adaptive 

capacity and shared 

vision

Resilience adaptive 

capacity and shared 

vision

Resilience adaptive 

capacity and shared 

vision
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significant contribution in any of the models in table 5.9 and 5.10, no support was 

found for hypotheses H4a-H4c. Hypothesis H4d, tenure diversity, is not presented in 

table 5.9 or 5.10 since we were not able to measure it. 

We tested whether the unstandardized residuals were normally distributed or not, the 

reason for this is was to explore if our regression analyses were robust or not. A 

significance value of more than p <.05, indicates normality. We can report that all 

except one of the models presented above were normally distributed, because the 

lowest significance value was 0.145. One of the models, resilience efficacious beliefs 

in table 5.7, were normally distributed, with a significance value of 0.005. The results 

from the normality test have been taken into account when we make our analysis. 

 

5.2 Quantitative  

5.2.1 Interviews 

In this section the findings from the three interviews will be presented, in the 

chronological order in which they took place. Figure 5.1 presents the six themes from 

which the interviews have been coded; the model shows how the themes are 

interconnected to each other. 

Figure 5.1 Interview themes 
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Structure and strive in TMTs 

All the respondents emphasised that the size of a TMT in upper secondary schools 

depends on the size of the organisation. Respondent 1 mentioned that there are usually 

two or more principals in each school and that they usually have a teaching 

background. Respondent 4 also stated that a TMT consists of both principals and vice 

principals. Furthermore, the structure is very hierarchical, according to all three 

respondents; the principals are responsible towards the School Director, who in turn is 

responsible towards the training manager. Even though the structure is hierarchical, 

the principals do have freedom to make their own decisions within their own school. 

Working as a team seems to be a common strive within upper secondary schools, 

according to all the respondents. They all point out that it is important to have common 

goals within a team, because it makes the work much easier. In addition, all the 

respondents also emphasised that, working as a team, contributes with different 

perspectives that can lead to making a good decision. 

Demographic diversities in TMTs 

Regarding demographic diversities in TMTs in upper secondary schools, respondent 1 

pointed out that the gender diversity is rather equal between males and females. 

However, respondent 4 mentioned that there are more females than males in TMTs in 

schools. All the respondents mentioned that it is good to have a gender diverse TMTs 

since males and females have different ways of making a decision. Furthermore, the 

TMT members, according to all the respondents, seem to be middle aged, but 

according to respondent 2, there is a current trend towards regeneration.  

When it comes to cultural diversity in TMTs in upper secondary schools, most of the 

TMT members are Swedish, according to all the respondents, and they all had different 

perspectives on why it looks like this in TMTs. Respondents 1 and 2 suggested that 

groups have a tendency to choose others that are similar to themselves, but also 

because people that have a different nationality need to proceed in the hiring process. 

Respondent 1 also mentioned, when it comes to teachers, that there are new regulations 

that demand the teachers to be registered to be able to teach and this can cause 

difficulties for people with another cultural background.  Furthermore, the other 

respondent 4 mentioned that the reason why there are no TMT members of another 
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nationality, is because, when it comes to smaller cities, there are not that many people 

moving in compared to the number of people moving in to bigger cities. All the 

respondents emphasised that they want to have more culturally diverse TMTs, because 

it can helps them to succeed as a school because it enables them to better meet the 

needs of students with different cultural background than Swedish. 

The existence of resilience 

When it comes to public organisations, such as upper secondary schools that are 

controlled by the politicians, the employees need to be aware that they are working in 

that kind of organisation, according to all the respondents. They all explained that 

TMTs in schools are used to being affected of external decisions, both from a 

municipal- and governmental level, and that it is something that is both challenging 

and motivating. It is motivating since TMT members have the possibility to make an 

impact, to have the ability to affect. It is challenging since the decisions that are made 

make TMTs creative; they can also be implement into the organisation.   In addition, 

respondent 1 mentioned that external decisions can improve the team spirit, but that 

the commitment towards change tends to be a bit higher among the younger principals. 

The other respondents pointed out that to be able to adapt and implement decisions, it 

is important to work as a team. 

Asset distribution 

Schools, both public and private, are funded by public means; as a result, they need to 

do their best to distribute the resources in a responsible way. Respondent 1 state that 

the principals have responsibility for making the budget and to make sure that the 

money is used in the best way possible. Both respondents 1 and 4 highlight that 

economic decisions at times are distributed to teachers responsible for certain 

programmes; since they have better knowledge in how the economic resources can be 

used within their programme. The respondent also highlight that out of the economic 

resources available to schools, the cost personnel make up 70-80 percent. The costs 

include both salaries and skills development; the latter is considered particularly 

important. The importance of skills development is agreed upon by respondent 2, who 

also mean that schools need to be on their toes when it comes to see possibilities in 

how both economical and personnel resources are being used.  
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In addition, respondent 4 pointed out that when it comes to the distribution of 

resources, the differences between public and private schools are rather few. The 

respondent states that both types of organisations need to have a sound budget, 

however, it is easier to distribute money between public organisations if one have a 

deficit. That possibility is more limited in a private school, according to respondent 4. 

Shared vision 

The strive towards common goals is desirable according to respondent 1, and are 

achieved by letting different TMTs in the municipality working together with strategic 

and operational decisions. However, common goals do not always need to be 

implemented by the teams themselves. All the respondents highlight the fact that 

people working within schools need to be, and usually are, aware of the fact that 

schools are governed by laws and regulations. The latter can lead people into working 

towards common goals without reflecting over it. Respondent 2 state that there can 

possibly be a difference between public and private organisations regarding the 

previous mentioned matter since private schools are less governed by political 

decisions than public schools. Respondent 4 agrees upon there being differences 

between private and public schools. In private schools the quality of the delivered 

services is highly important; high quality determines students´ choice of school. The 

strive towards higher quality can then lead to an unconscious shared vision within the 

TMT. One important thing that was mentioned by respondent 4 is the importance of a 

common base of what the stand for, within the TMT; it enables the team to keep a 

shared vision of how they would like to be perceived by others and makes them stand 

united towards external impacts. 

The role of the principal 

According to respondent 4 the role of a principal can vary much depending on the size 

of the school, and if it is a private or public school. The respondent continues by stating 

that in smaller schools the principal usually need to do more varying tasks since he or 

she is the only one in that position. In schools with more than one principle the 

distribution of tasks looks a little different, they are often more divided and the 

principals are responsible for different task, according to respondent 4. One thing is 

agreed upon by respondents 2,3 and 4, is that the role of the principal have become 
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more administrative than it used to be, since they have so many different task; they 

should handle the budgets, be a pedagogical leader and be a human resource manager, 

to name a few. Although it is highlighted by respondent 1, that a principal with a lot 

of administrative tasks is usually a principal with bad distributive skills. Furthermore, 

respondents 1, 2, and 3 point out that there are differences in the approach of men and 

women when being a principal. They state that in general women have a tendency 

towards being more reasonable in making their decisions; not seeing it as being 

negative when taking help from others in making a good decision. Men on the other 

hand, tend to make the decisions on their own. 

5.3 Summary 

The multiple regression technique was used to explore if the 12 hypothesis were 

supported or not. The test was suitable in the way that it enabled us to use all the 

independent and control variables at the same time. Table 5.11 sums up the findings 

by showing which hypotheses were supported, and for which hypotheses no support 

were found. 

Table 5.11 Supported and non-supported hypotheses 

 

Findings, in which some of the respondents from the three in-depth interviews agree 

or disagree upon, are summarised into the six different themes presented in part 5.3. 

Most of the hypotheses were not supported, but the findings should be of interest. It is 

interesting since the demographic diversities, gender and age showed significant results. 

So did age diversity when moderated by shared vision; they all had an impact on 

organisational ambidexterity. 

 

 

 

 

H1a H1b H1c H2a H2b H2c H3a H3b H3c H4a H4b H4c

Supported ● ● ●

Not supported ● ● ● ● ● ● ● ● ●

Hypotheses
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6. Thesis conclusion 

The thesis conclusion presents a summary of the thesis and its findings, followed by 

the empirical, methodological and theoretical contributions. It also presents reflections 

of the findings and non-findings, limitations and suggestions future research.  

6.1 Summary of the thesis 

The purpose of this thesis was to explain how demographic diversity in TMTs, in the 

context of schools, affect organisational ambidexterity and team resilience, and how 

these relations are contingent on TMT shared vision. The investigation was based on 

two theories:  the behavioural theory of the firm (March & Simon, 1958), and the upper 

echelon theory (Hambrick & Mason, 1984). Furthermore, the model was explored both 

on a quantitative and qualitative method. The quantitative method was based on a 

questionnaire distributed to respondents from TMTs, that is principals and vice 

principals, in upper secondary schools. The qualitative method took the form of 

interviews with four respondents, two school directors, one controller and one 

registrar. In total, 16 hypotheses were tested, but only three were supported.  

The analysis confirmed that gender diversity does have a negative relationship to 

organisational ambidexterity; hypothesis 1a was supported, though the results did not 

show any relationship on team resilience. Age diversity had a positive relationship to 

organisational ambidexterity; hypothesis 1b was supported. Regarding age diversity 

and its relationship on team resilience, the results showed no statistical significance. 

Both cultural- and tenure diversity did not have any relationship to either 

organisational ambidexterity or team resilience. The investigation also showed that 

there was no moderating relationship on the two demographic diversities, namely 

gender, culture, and their relations to organisational ambidexterity and team resilience. 

On the other hand, the moderator shared vision, had an influence on the demographic 

diversity age in its relationship to organisational ambidexterity. 

The results from the interviews show that it is important that the TMTs in upper 

secondary schools can collaborate well, because according to all respondents, the more 

perspectives, the better decision they can make. Furthermore, the TMTs also strive 

towards becoming more diverse as a team, especially when it comes to cultural 
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backgrounds. The latter could, according to the respondents, help TMTs to better help 

students with a different cultural background. Moreover, the role of a principal varies 

a great deal depending on the size of the school; the role consists of many different 

tasks and the administrative work can take over hand if the principal lacks 

distributional skills. In addition, since upper secondary schools are funded by public 

means, the principals distributional skills can affect the distribution of the resources; 

they need, because of the public funding, be used in the most efficient way possible. 

This means, that they need to be aware of how to make use of the economical and 

personnel resources. Finally, the TMTs strive towards a shared vision, but the TMT 

members do not always recognize it; they are controlled by regulations and laws that 

unconsciously act as shared goals.  

Due to the limited scope of the survey sample in this investigation, it should be pointed 

out that it is hard to draw any firm conclusions, which affects the reliability of the 

study. However, we found some indications and based on these indications and non-

findings we offer the empirical, methodological and theoretical contributions. 

6.2 Reflections of the findings and non-findings 

The aim of this study was to investigate how demographic diversities in TMTs in upper 

secondary schools, affect organisational ambidexterity and how these relations are 

affected of shared vision as a moderator. This thesis was inspired of the upper echelon 

theory (Hambrick & Mason, 1984) which has been developed since 1984, which many 

researchers have used in different investigations. Another inspiration was the 

behavioural theory of the firm (March & Simon, 1958) which contributed with the 

psychological aspect of why managers make decisions as they do. 

One finding of our study was that gender diversity affect organisational ambidexterity 

negatively. We argued that gender diverse TMTs become more innovative and by that, 

focus on exploration of resources. According to Díaz-García et al., (2013), a team with 

a balance between males and females become more innovative and experimental as a 

team. Whether TMTs in upper secondary schools become more exploitative or 

explorative is not clear, but due to the fact that there is a general discussion about the 

limitation of resources that public organisations have, we can assume that the TMTs 

become more explorative in how they use resources. Furthermore, the reason why it 
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can be expected that TMTs in upper secondary schools focus more on resource 

innovation is because if they have a limited amount of resources, they might need to 

make use of these in the most efficient way possible.  

Another finding of our study indicates that age diversity in TMTs affect organisational 

ambidexterity positively. Age diverse TMTs bring different levels of experience and 

by that also different perspective on how to become ambidextrous as a team (Mahadeo 

et al., 2012). Richard & Shelor (2002) claim that age diversity is beneficial in 

decentralised organisations, which a public organisation is assumed to be, since they 

have a hierarchical structure. The reason why gender diversity in TMTs in upper 

secondary schools has a positive impact on organisational ambidexterity could be that 

the TMT members have different perspectives on how to exploit and explore 

resources. According to Wiersema & Bantel (1992), age diversity is beneficial for 

TMTs since the different perspectives can help them in their decision making. A reason 

to why they have different perspectives could be that they are affected of their different 

backgrounds or on how society looks today compared to thirty years ago. The older 

generation might have a different consumption pattern compared to the younger 

generation, and this might be reflected in how they make use of the resources available. 

This study did not show any relationship between cultural diversity, tenure diversity 

and organisational ambidexterity. When it comes to cultural diversity, the reason to 

why we did not discover any findings are because, based on the results of the study, 

most of the TMT members in upper secondary schools were born in Sweden. There 

were only a few that had another nationality and this might be the explanation as to 

why there were no findings between cultural diversity and organisational 

ambidexterity. Moreover, in a school context, it might not be useful to investigate how 

cultural diversity affect organisational ambidexterity, because the majority of the TMT 

members are Swedish. Since upper secondary schools are a part of public organisations 

they are expected to make use of their resources in way that is most beneficial for the 

organisation (Smith & Umans, 2015). Therefore, there might be other demographic 

characteristics that might have an impact on how ambidextrous upper secondary 

schools are.  
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In addition, in the future, TMTs in upper secondary school might become more 

culturally diverse, and when or if this happens, it could be useful to investigate what 

kind of impact this demographic characteristic has on organisational ambidexterity. 

Umans (2013) claims that culturally diverse groups have a negative impact on 

collaborative behaviour, which makes it more difficult to make decisions. Thus, if 

TMTs become more cultural diverse, it could be beneficial if they want to meet the 

needs of the students with different cultural backgrounds, but it might be less beneficial 

when it comes to how exploitative and explorative they are.  

Regarding tenure diversity in TMTs, the reason as to why there were no findings on 

how it affects organisational ambidexterity is because it was difficult to measure this; 

the respondents assessed the information about the other TMT members and was by 

that, considered as not reliable. However, the control variable, team tenure, did show 

significant contribution on ambidexterity and also on ambidexterity when moderated 

by shared vision. No significant contribution was found on resilience and resilience 

moderated by shared vision. One reason as to why there was a significant contribution 

between team tenure and ambidexterity could be because age differences within a 

TMT could decrease conflicts (Pelled et al., 1999). The TMT members might become 

more open minded towards different perspectives, that could lead to a balancing act of 

exploiting and exploring resources. To obtain better results on tenure diversity, it could 

have been better to measure this by formulate the questions differently, or to collect 

the information by having more in-depth interviews with the TMT members in the 

upper secondary schools. Since we had limited time restrictions, this was not an option 

that we were able to execute. 

The majority of our hypotheses were not supported. There were no hypotheses 

regarding team resilience that were supported and one explanation could be that the 

questions in the online survey were too difficult for the respondents to answer, and 

thereby not providing correct information. Another reason could be that TMT 

members might see working within a public organisation that is affected of external 

pressure, as both challenging and motivating. The results from the interviews showed 

that TMT members are good at adapting to political decisions or other challenges that 

could be considered as external pressure. What also came up during the interview was 

that TMT members are aware of that they work in a public organisation that is affected 



 

68 

 

of external pressures and by that they need to accept and also be open-minded for 

changes. This might have affected how the respondents answered the questions in the 

online survey, because they might have not reflected enough upon how resilient they 

are as a team. To get better results regarding team resilience, more in-depth interview 

could have been used, where we could have been able to ask more detailed questions 

to establish if the TMT members really understood the subject. 

Furthermore, neither of the hypotheses of shared vision were supported, except H3b, 

which is the relationship between age and ambidexterity when moderated by shared 

vision. When using the measure by He and Wong (2004), the results only showed 

statistical significance in one of the hypotheses. One reason could be that shared vision 

should not be used as a moderator in the model, instead be used as an independent 

variable. Maybe using another moderator such as shared leadership could have had a 

different moderating relationship in our model. TMTs in upper secondary schools 

often talk about shared leadership as something they see as beneficial in these 

organisations and because of that, this could be preferable to use as a moderator 

instead. On the other hand, shared vision might have been used by the TMTs in upper 

secondary schools, but not on a beneficial level. According to Brown and Eisenhardt, 

(1995); Tsai and Ghoshal, (1998); Tushman and O’Reilly, (1996), a lack of shared 

vision can reduce the performance of a TMT. Another possibility could be that the 

TMTs have shared goals and values, but not every TMT member support these goals. 

Because of the latter the results might show that shared vision does not have a 

moderating relationship on the demographic diversities, in their relationship to either 

organisational ambidexterity or team resilience.  

6.3 Empirical contribution 

The empirical contributions of this thesis is mainly that it contributes to the field of 

demographic diversities and their relationships to organisational ambidexterity and 

team resilience by the choice of context. Previous research regarding this area has been 

conducted in private organisations and municipalities as a whole (Opstrup &Villadsen, 

2014; Smith & Umans, 2015; Meneghel et al., 2016), but never in a school context. 

The research thus makes a contribution by showing that this kind of research is also 

applicable to a school context, and that the differences between a school context and a 
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private organisational context are not as extensive as is sometimes assumed. One 

interesting empirical contribution of this thesis is that the two demographic diversities 

age and gender, in the TMTs in the studied regions, had a relationship to ambidexterity. 

The relationships are important to have in mind because it can have an impact on 

organisational outcomes. Furthermore, another important contribution is that the 

national diversity in the TMTs are very limited because most of the TMT members 

have a native Swedish background. What is distinguishing in the TMTs in all the 

regions, is that they consist of mostly males and the average age is approximately 48. 

The TMTs consists of four principals or vice principals and the number of years most 

of the TMT members have been working together, are three years.  

6.4 Methodological contribution 

This thesis presents on important methodological contribution regarding how 

demographic diversities affect organisational ambidexterity and team resilience, by 

using a quantitative method consisting of both a questionnaire and interviews. This 

combination of methods has, at least to our knowledge, never been applied before, and 

can because of that give more nuance to the subject than prior research. The survey 

questions were based on organisational ambidexterity as measured by Jansen et al., 

(2006) and team resilience as measured by Harrison et al., (2002); Schippers et al., 

(2007); Carmeli et al., (2013), and Veltrop et al., (2015), but were slightly adapted to 

the school context by removing certain measures. These measures were removed since 

they could not be applied to a school context. Some measures were altered to make 

them more suitable for the context. Respondents for the survey were TMTs in upper 

secondary schools, school directors and registrars, from their municipality. The survey 

measured demographic diversity, organisational ambidexterity and team resilience 

through self-evaluation using  a seven-point Likert scale to measure to what degree the 

respondents agreed, or did not agreed, on the statements. 

6.5 Theoretical contribution 

This thesis make a few theoretical contributions. The study aimed to investigate the 

relationship between demographic diversity and outcomes such as organisational 

ambidexterity and team resilience, in upper secondary schools. The reason for 
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choosing the context is because there is a lack of knowledge about the dynamics of 

diversities in TMTs, in the public sector organisations (Opstrup & Villadsen, 2014), 

especially TMTs in schools.  

Firstly, we contribute to the field of ambidexterity by providing indications that gender 

diversity in TMTs, in a school context, have a negative relationship on how teams 

manage to achieve organisational ambidexterity; that is, how they manage the 

balancing act of exploitation and exploration of resources. Gender diversity is said to 

lead to more innovative teams (Diaz-Garcia et al., 2013), thereby increasing the 

explorative focus; gender diversity can be said to negatively impact organisational 

ambidexterity. Since the distribution of men and women, in TMTs in schools, are 

becoming more evenly distributed (interview 1, 2 & 3), the negative impact of gender 

diversity can be contextualised in the upper secondary school environment. 

Secondly, the thesis provides indications that age diversity has a positive relationship 

on how teams manage to achieve organisational ambidexterity in a school context. It 

has been argued that diverse teams when it comes to age can have positive 

organisational outcomes (Pelled et al., 1999), since it leads to less conflicts, but also 

because TMT members at different ages have different life experiences (Deal, 2007). 

Since the distribution of ages among TMT members in schools is even (respondents 1 

& 3); this means that the positive relationship between age and organisational 

ambidexterity that has been demonstrated in private firms, also can be contextualised 

in public organisations such as upper secondary schools. 

Finally, the concept of shared vision was found to have no moderating relationship on 

the demographic diversities and their relationships with the outcomes; organisational 

ambidexterity and team resilience. A shared vision leads to a clearly defined collective 

vision that enhances team performance and leads to reduced conflicts in the team 

(Brewer & Miller, 1984; Mackie & Goethals, 1987), but since the schools are 

politically governed the TMTs might already be governed towards collective work due 

to all regulations and laws (respondents 1, 2, and 3).  As a result, the concept of shared 

vision appears to have no relationship to the outcomes when contextualised to the 

upper secondary school environment. 
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6.8 Societal and ethical implications 

Investigating demographic diversity in upper secondary schools was not difficult, but 

what was striking was lack of cultural diversity among the TMT member in all the 

upper secondary schools that took part in the survey. What is causing this lack of 

cultural diversity can according to the respondents in the interviews be because groups 

have a tendency to take in those who are alike. They also highlight that the regulation 

saying that all teachers need to be registered to be able to teach, in combination with 

limited contacts; can cause an exclusion of people originating from other cultures, who 

often lack these. We believe that actions need to be taken to increase the cultural 

diversity in School TMTs, to better reflect the cultural distribution among the students, 

and in the society at large. If cultural diversity in schools does not increase in the next 

five to ten years it can lead to problems in the Swedish school; because the students 

with other cultural backgrounds need a counterpart among the teacher that understand 

them. It is very important that the cultural diversity in the Swedish society, which can 

be reflected among the students, also is reflected among the teachers. Students, 

especially in their teenage years, need a similar other to help guiding them and partly 

teach them how to become a responsible member of the society. A lack of cultural 

diversity reduces the chances that students from other cultural backgrounds have when 

it comes to melting in and to obtain an equal chance of fully becoming a part of the 

society. This current uneven distribution, can lead to problems with catering for the 

needs of all students, no matter cultural background, which in turn can lead to an 

increase of social inequalities, exclusion and unequal opportunities in life. 

6.9 Limitations and future research 

This thesis was limited to a small sample, due both to a relatively small population size 

but also since some TMTs were removed from the survey because they consisted of 

two or less TMT members. This contributes to a lack of generalisability outside of the 

chosen context.  

Another issue was that it took 19 days to receive enough answers from the respondents, 

to have a sample that was good enough to be able to make statistical tests. Another 

issue was the lack of response from school directors in private schools regarding the 

invitation to an interview. This limits the research in the sense that it lacks the point of 
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views from the private sector and thereby removing the possibility to interlace the 

measures from the questionnaires with interview, when regarding private schools. A 

further limitation was the timeframe; if more time had been available, the survey could 

have been extended towards covering all TMTs in upper secondary schools in Sweden 

which probably would have given more generalisable results, and perhaps would have 

given more support to our hypotheses.  

 

This thesis discusses what relationship the demographic diversities; gender, age, 

culture and tenure, have on organisational ambidexterity and team resilience. Based 

on this there are a number of different suggestions for future research. A first 

suggestion of future research would be to investigate how other kinds of demographic 

diversities, such as religion and socio-cultural background, can affect organisational 

ambidexterity and team resilience. A second suggestion is to investigate what causes 

the current lack of cultural diversity in TMTs in upper secondary schools in Sweden. 

A third suggestion is to replicate our research in a context in which a comparison 

between public schools that are funded by public means, and private schools, that are 

funded by tuition fees, are made.  A fourth suggestion is to replicate our research in a 

university setting, to see if the results would differ, and if so, to what extent. A final 

suggestion is to do research on what relationships there are between different 

demographic diversities and a shared vision. 

6.10 Concluding comments 

This study sheds new light on how different demographic diversities can affect 

organisational ambidexterity and team resilience, if moderated by shared vision, or 

not. The context was new for research within this field, and the results add new 

perspectives on which impact demographic diversities can have when applied to a 

school context. As researchers, we hope that others will find inspiration from our 

research, and will try to find out what impacts other types of demographic diversities 

can have on organisational ambidexterity and team resilience. 
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Appendix. 1: Questions for pilot interview in English 

 

Structure of TMT in school 

 

1. Tell us about yourself. 

 

 

2. Can you describe how the management work in schools and who is responsible 

to whom? 

 

 

3. Can you describe how the decisions are being made, and what decisions? 

 

4. How would you say a typical TMT in schools look like? 

 

 

External Pressure 

 

5. What are the main factors that affect gymnasiums today? 

(policy makers, students…) 

 

 

6. How does the people in the leading position in the gymnasiums deal with it? 

What are their reactions to the school debate? 

 

 

7. What do you feel makes a very good leading principal and what is according to 

your opinion, a very well-functioning team? 

 

 

8. Do you find it challenging to work in a context that is affected by external 

pressure? 
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Appendix. 2: Questions for pilot interview in Swedish 

 

Ledningsgruppers struktur i skolan. 

 

1. Berätta om dig själv. 

 

2. Kan du beskriva hur ledningen fungerar i skolor och vem som har ansvar 

gentemot vem? 

 

3. Kan du beskriva hur beslutsfattandet går till och vilken typ beslut som tas? 

 

4. Hur skulle du förklara hur ett typiskt ledningsteam i skolan ser ut? 

 

Extern påverkan 

 

5. Vilka är de huvudsakliga faktorerna som påverkar gymnasieskolor idag? 

( politiska beslut, studenter…) 

 

6. Hur hanterar personer i ledande position dessa faktorer? Vilka reaktioner har 

framkommit ur skoldebatten? 

 

7. Vad tycker du kännetecknar en bra rector och vad är enligt din åsikt ett 

välfungerande team? 

 

8. Upplever du det utmanande att arbeta inom en organisation som berörs av extern 

påverkan? 
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Appendix. 3: Questionnaire in English 

Please indicate the following information: 

Man Female  

 

 

Information about yourself 

Please assess the following information: 

Age 

Number of years the person has been working within the organisation 

Native language 

Nationality 

 

 

 

Organisational size 

 

Please indicate the following information: 

 

Number of employees 

Number of full year students 

Number of people in the TMT 

How long the present team has been working together 

Private or public organisation (chose one of the alternatives) 

 

 

 

The organisation (Delaney & Huselid, 1996; Carmeli, 2008) 
  

How is the performance of your organisation compared to other organisations that do the 

same kind of work? 

 

 1= much worse than the competitors, 7= much better compared to the competitors 

  

Quality and service development Human resource performance 

Quality of service Ability to attract and retain talented 

employees 

Development of new services Relations between management and 

employees  

 Relations among employees  
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Organisational culture (Chatman & Spataro, 2005; O´Reilly et al., 1991) 

 

When defining your organisation how characteristic of your firma re the following 

adjectives. 
 

1= most uncharacteristic of my organisation, 7=most characteristic of my organisation 

Team-oriented Supportive 

Collaborative Fair 

People-oriented Competitive 

Individually demanding  

 

 

Co-workers 

Please indicate the following information about your co-worker/-s 

Present the information for every single person, individually. 

Gender 

Native language 

Ethnicity 

Age 

Appreciate number of years the person has been working within the organisation. 

 

 

Perceived Diversity 

How similar/different are the members of your management team with regards to 

1= very different, 7=very similar 

Ethnicity Personality 

Age Priorities 

National culture Commitment towards the team 

Gender Commitment towards the organisation 

Personal values Commitment towards organisational goals 
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Ambidexterity (Jansen et al., 2006) 

Please assess to what extent the following statements are characteristic of your 

organisation 

1= strongly disagree, 7= strongly agree 

Exploratory innovation 

Our organisation is affected by external pressure that affect to what extent we go 

beyond what is expected of us  

We are innovative in how we use our resources 

We experiment with new resources 

We utilize resources that are completely new to our organisation, in an entrepreneurial 

way 

We frequently utilize new opportunities within our field 

Our organisation focuses on new target groups 

 

 

Resilience (Harrison et al., 2002; Schippers et al., 2007; Veltrop et al., 2015; Carmeli et 

al., 2013) 

Please indicate below to which extend the following statements are characteristics of your 

top management team 

 (1= not at all, 7= to a large extent) 

Resilience efficacious beliefs 

When encountering a new and difficult task we often think we can do it successfully 

We often think that we will be able to overcome many new challenges that face us 

Even when the situation is challenging, we can do what is necessary and succeed 

 

Resilience adaptive capacity 

We do not appreciate changes in our operation 

We try to stick to well-proven ways instead of following new trends 

We do not adjust to changing conditions in the environment because we do not make 

the vital changes and implement them effectively 
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Ambidexterity (Jansen et al., 2006) 

Please assess to what extent the following statements are characteristic of your 

organisation 

1= strongly disagree, 7= strongly agree 

 

Exploitative innovation 

We regularly implement small adaptations to existing resources  

We introduce/find new ways to utilize existing resources  

We improve our supply of resources effectively 

We utilize our resources in a way that gives maximal effect 

We aim to expand the services offered by our organisation 

Lowering costs for internal processes is an important objective  

 

 

 

Shared vision(Sinkula et al., 1997; Tsai & Ghoshal, 1998; Jansen et.al.,2008) 

 

Please asses how the following statements reflect how your top management team 

functions 

 

(1=strongly disagree, 7= strongly agree) 

 

There is a common goal within our management team 

Our management team agrees on the vision 

Our top managers are committed to the collective goals of the organisation 

Top managers are enthusiastic about the collective ambition of our organisation 

The top managers within our organisation share common objectives 
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Appendix. 4: Questionnaire in Swedish 

Vänligen ange följande: 

Man Kvinna 

 

 

Uppgifter om dig själv 

Vänligen redovisa följande information om dig själv: 

Födelseår 

Antal år inom organisationen 

Modersmål 

Nationalitet 

 

 

Organisationsstorlek 

 

Vänligen ange följande information: 

 

Antal anställda 

Antal helårs elever 

Antal rektorer i skolledningsgruppen 

Antal år skolledningsgruppen har arbetat tillsammans 

Privat eller offentlig organisation (välj ett av alternativen) 

 

 

Organisationen (Delaney & Huselid, 1996; Carmeli, 2008) 
  

Hur skulle du jämföra er organisations prestation jämfört med andra gymnasier i landet? 

  

1=mycket sämre än andra organisationer, 5=mycket bättre än andra organisationer 

   

  

Kvalitet och utveckling av tjänster Human resource, prestation 

Kvaliteten av tjänster Förmåga att attrahera och behålla begåvad 

personal 

Utveckling av nya tjänster Relationer mellan ledning och personal 

 Relationer mellan personal 
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Organisationskultur (Chatman & Spataro, 2005; O´Reilly et al., 1991) 

 

Vänligen indikera nedan i vilken utsträckning följande påståenden är karaktäristiska för er 

organisation. 

 

1= inte alls, 7=i stor utsträckning 

 

Team-orienterad Stöttande 

Samarbetsvillig Rättvis 

Individ-orienterad Tävlingsinriktad 

Individuellt krävande  

 

 

Medarbetare 

Vänligen uppskatta följande om de andra rektorerna i ledningsgruppen: 

Redovisa informationen för varje enskild person, var för sig. 

Kön 

Modersmål 

Etnicitet 

Uppskattad ålder 

Uppskatta antal år personen arbetat inom organisationen 

 

 

Uppfattad mångfald 

Hur lika/olika är ledningsgruppens medlemmar vad gäller: 

1= väldigt olika, 7=väldigt lik 

Etnicitet Personlighet 

Ålder Prioriteringar 

Nationalitet Engagemang gentemot skolledningen 

Kön Engagemang gentemot organisationen 

Personliga värderingar Engagemang gentemot organisationsmål 
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Ambidexterity (utnyttjande och utforskande av resurser) (Jansen et al., 2006) 

Vänligen indikera nedan i vilken utsträckning följande påståenden är karaktäristiska för er 

organisation.  

1= inte alls, 7=i stor utsträckning 

  

Utforskande innovation(utforskande av resurser) 

Vår organisation påverkas av externa krav som påverkar i vilken utsträckning vi går 

utöver vad som förväntas av oss 

Vi är innovativa i hur vi använder våra resurser 

Vi experimenterar med nya resurser 

Vi nyttjar resurser som är helt nya för vår organisation på ett entreprenörmässigt sätt 

Vi utnyttjar regelbundet nya möjligheter inom vårt område 

Vår organisation riktar sig mot nya målgrupper 

 

 

Resilience (elasticitet) (Harrison et al., 2002; Schippers et al., 2007; Veltrop et al., 2015; 

Carmeli et al., 2013) 

Vänligen indikera nedan i vilken utsträckning följande påståenden är karaktäristiska för er 

skolledning.  

(1= inte alls, 7= i stor utsträckning) 

Elasticitet, effektiv tilltro 

Vid sammanträffande av nya och svåra arbetsuppgifter/bestämmelser tror vi att vi kan 

utföra de på ett framgångsrikt sätt 

Vi tror ofta att vi kan övervinna nya utmaningar som vi ställs inför på ett framgångsrikt 

sätt 

Vi tror att vi har kunskapen att göra det som är nödvändigt, även om situationen är 

utmanande och då göra det på ett framgångsrikt sätt 

 

Elasticitet, adaptiv förmåga 

Förändringar inom vår verksamhet uppskattas inte av oss 

Vi försöker att hålla oss till välbeprövade sätt att utföra våra arbetsuppgifter på istället 

för att hålla oss till trender 

Vi anpassar oss inte efter förändrade förhållanden i omvärlden, eftersom vi inte gör 

några vitala förändringarna som krävs för att implementerar de effektivt. 
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Ambidexterity (utnyttjande och utforskande av resurser) (Jansen et al., 2006) 

Vänligen indikera nedan i vilken utsträckning följande påståenden är karaktäristiska för er 

organisation.  

1= inte alls, 7=i stor utsträckning 

 

Exploaterande innovation (utnyttjande av resurser) 

Vi genomför regelbundet anpassningar av befintliga resurser 

Vi introducerar/hittar nya sätt att använda våra befintliga resurser på 

Vi förbättrar vårt tillhandahållande av resurser på ett effektivt sätt 

Vi utnyttjar våra resurser på det sätt som ger maximal effektivitet 

Vår organisation expanderar tillgången på tillhandahållna tjänster  

Att sänka kostnader för interna processer är ett viktigt mål för vår organisation 

 

 

 

Shared vision (gemensamma mål) (Sinkula et al., 1997; Tsai & Ghoshal, 1998; Jansen 

et.al.,2008) 

 

Vänligen indikera hur väl följande påståenden reflekterar/stämmer in på hur din lednings 

grupp fungerar. 

 

(1=inte alls, 7= i stor utsträckning) 

 

Ledningsgruppen jobbar utefter gemensamt uppsatta mål 

Ledningsgruppen samtycker angående de/-n gemensamma visionen/-erna 

Ledningsgruppens medlemmar är engagerade i de gemensamt uppsatta målen för 

organisationen 

Ledningsgruppens medlemmar är entusiastiska angående den gemensamma strävan i 

organisationen 

Ledningsgruppens medlemmar inom organisationen delar de gemensamt uppsatta 

målen 

 


