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Abstract

The main objective of the present study was to analyze the impact of personality factors 

(Big Five), participation in operational missions, leadership styles and competencies on 

Leadership Self-Efficacy. This case study employed a quantitative methodology, through the 

application of a questionnaire to a sample of 103 officers from the Senior Officer Promotion 

Course 2022/2023 (2nd edition). The main results suggest an explanatory model of Leadership 

Self-Efficacy (with an explanatory power of 64.2%), where the following variables were 

identified as predictors: Transformational Leadership, Neuroticism (negative relationship), 

the importance attributed to Teamwork and Communication competencies, and the quality 

of Team Interaction. Participation in operational missions (frequency) was not significant in 

the model, and no significant differences were found in Leadership Self-Efficacy between 

military personnel with and without experience in operational missions.

Keywords: Self-Efficacy, Big Five, leadership competencies, leadership styles

Resumo

O presente estudo teve como principal objetivo analisar o impacto dos fatores de 

personalidade (Big Five), participação em missões operacionais, estilos e competências de 

liderança na Autoeficácia em Liderança. Este estudo de caso apresentou uma metodologia 

quantitativa, através da aplicação de um questionário a uma amostra de 103 oficiais do Curso de 

Promoção a Oficial Superior 2022/2023 (2ª edição). Os principais resultados obtidos sugerem um 

modelo explicativo da Autoeficácia em Liderança (capacidade explicativa de 64.2%) tendo sido 

identificadas como variáveis preditivas: a Liderança Transformacional, o Neuroticismo (relação 

negativa), a importância atribuída às competências Trabalho de Equipa e Comunicação, e a 

qualidade da Interação com a Equipa. A participação em missões operacionais (frequência) não 

foi significativa no modelo e não foram encontradas diferenças significativas na Autoeficácia em 

Liderança entre militares com e sem experiência em missões operacionais. 

Palavras-chave: Autoeficácia, Big Five, competências de liderança, estilos de liderança

1.  Introduction

The military is a highly hierarchical structure. As a result of this, the terms Command and 

Leadership are almost inseparable, and it is widely accepted that the exercise of Command is 

interlinked with a commander’s leadership ability. Leadership remains a particularly relevant 

issue in the military. In a rapidly changing world, military leaders must display strength of 

character and military virtues such as loyalty, self-discipline, willpower, intelligence, initiative, 

sound judgement, the ability to make decisions and the courage to do the right thing at the 

right time (Vieira, 2002, p.6).

Whether in a normal context or in situations of crisis (e.g. pandemic crises), the dynamic, 

ever-changing environment of military life creates challenges on a daily basis which require 

leadership. The Armed Forces (AAFF) must adapt and respond to those challenges, not 
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only by organising the resources to operate in volatile, uncertain, complex and ambiguous 

environments, but also by fostering a constructive mindset, promoting well-being and 

increasing self-confidence among its members (Ribeiro, 2021). To deal with this reality where 

uncertainty and chaos are a constant, modern military leaders must possess remarkable 

mental agility, creativity and willpower, in addition to abilities such as self-confidence, 

courage, honesty, competence and, above all, the ability to inspire their subordinates and, in 

doing so, gain their obedience and respect (Vieira, 2002, p.6).

Leadership is the process of influencing people, providing purpose, direction and 

motivation to accomplish the mission and improve the organisation (US Army, 2012). It is an 

essential and unifying element in any organisation.

Aware of the importance of leadership in the exercise of command, as well as the 

correlation shown in the literature between leadership self-efficacy and its effectiveness (Paglis 

& Green, 2002), it became pertinent to identify the variables that promote leadership self-

efficacy. The authors of this research have endeavoured to analyse the relationship between 

personality factors, participation in operational missions, leadership styles and competences 

and Leadership Self-Efficacy, efficacy through the lens of the main theories of this area of 

knowledge, applied to a case study of a combined convenience sample of 103 military officers 

who audited the 2nd edition of the Field Grade Officers Course (CPOS) 2022/2023. The study 

was guided by the following research question: What is the influence of personality traits, 

leadership styles and leadership competencies on perceived leadership self-efficacy among 

officers from the three branches of the AAFF and the GNR?

The following general objective (GO) was defined to ascertain if there is a correlation 

between the characteristics of leaders and the experiences of officers from the three branches 

of the Armed Forces and the National Republican Guard, both during military operations or in 

their daily routine: GO – To analyse the influence of personality traits (Big Five), participation in 

operational missions, leadership styles and leadership skills on perceived leader self-efficacy 

among officers from the three branches of the AAFF and the GNR. Two specific objectives 

(SO) were derived from the general objective: SO1 – To analyse the relationship between 

leadership styles and Leadership Self-Efficacy in the Armed Forces and the National Guard; 

SO2 – To analyse the relationship between personality factors and Leadership Self-Efficacy 

in the FFAA and GNR; SO3- To analyse the relationship between the importance attributed 

to leadership skills and leadership self-efficacy in the Armed Forces and the National Guard; 

SO4- To analyse the relationship between participation in operational missions and Leadership 

Self-Efficacy in the Armed Forces and GNR.

2.  Theoretical and conceptual framework

This chapter contains the literature review and the analytical framework around which the 

study will be structured. 

2.1.   Military leadership: the role of commanders

Leadership is one of the most complex and multifaceted organisational phenomena 
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(Bass, 2008; Bryman et. al., 2011; Yukl, 2012). The scope of the concept, its importance and the 

breadth with which it is studied, means that there are multiple definitions and in these the 

focus sometimes appears on the leader and not the process (Jesuíno, 2005). The definition of 

leadership continues to be the subject of debate and divergence in academic literature, and 

the concept is often adapted to reflect social changes and organisational needs (Gomes et 

al., 2023). More recent literature reveals that the role of the leader has evolved beyond the 

simple ability to influence, to also encompass the promotion of inclusive and positive work 

environments. Choi et al. (2022) highlight the complexity of leadership in a diverse context, 

emphasising the need for leaders to adapt their practices to a wide range of employee 

experiences and needs.

In this study we consider leadership to be a complex, dynamic and multifaceted process 

in which different organisational roles are played by several individuals (Rosinha, 2016), 

resulting in a social dynamic wherein a group is influenced to work towards a common goal 

(Northouse, 2004). 

The military, as an organisation in which all members take an oath to fulfil their duties, 

even if it means sacrificing their own lives, is the ideal setting for studying this topic. In this 

environment, leadership means the ability to influence a group of people to do what is required 

by doing more than simply exercising the authority afforded by their rank (Vieira, 2002). 

The concept of Command is inherent to the military. Over the last centuries, it has been 

explored by military leaders such as Clausewitz and Wellington (King, 2019) and, like the 

concept of leadership, it has changed several times. In its doctrinal documents, the North 

Atlantic Treaty Organisation (NATO) defines Command as the “authority vested in a member 

of the armed forces for the direction, coordination and control of military forces” (NATO, 

2019). King added decision-making and the ability to communicate in an effective, motivating 

way as essential skills to perform this military function (King, 2019).  

Leadership and command are not inseparable terms. The exercise of Command is directly 

linked to leadership ability, but is more encompassing. Military Command integrates three 

connected functions: “mission definition, mission management and mission motivation” 

(King, 2019, p.69). Successful leadership is closely linked to a commander’s ability to connect 

and manage these three functions in a motivating way. It is an essential skill, especially in 

adverse situations.

2.2	.   Leadership theories 

The theories of leadership can be divided into models. The first four presented below are 

based on classical theories, while the last model integrates several contemporary theories.

•	 Type I Models – Universal Leader Traits

Type I Leadership Models, also known as Universal Leader Trait Models, are based on the 

idea that certain innate characteristics are essential for leadership effectiveness, regardless 

of context or culture. This approach suggests that personal traits are decisive for a leader's 

success (Bilhim, 2005). Northouse (2018) explains that although personal traits contribute to 

leadership, other elements such as the environment and acquired competences are equally 
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efundamental to a leader's effectiveness. Judge et al. (2002) identified significant relationships 

between leadership and personality traits such as extroversion and emotional stability, 

emphasising that the application of these traits depends on the specific circumstances. 

Zaccaro (2007), argues that leadership is a complex and multifaceted function, which involves 

the interaction between traits, competences and environmental conditions.

•	 Type II Models – Universal Leader Behaviours

These models focus on what the leader does, his actions and behaviour towards the 

team. Kurt Lewin's theory (Lewin et al., 1939) identifies three styles of leadership based on 

the leader's behaviour: autocratic leaders, who leadership the group's policies; democratic 

leaders, who encourages group members to decide their own policies; and laissez-faire 

leader, with a non-participatory, distant and indifferent attitude (Jesuíno, 2005). Blake & 

Mouton (1985) developed the management grid, identifying five leadership styles, obtained 

by crossing two variables: people-orientation vs. task-orientation.

•	 Type III / IV Models – Contingency / Second Generation Contingency Models

In these models, leaders are considered a product of the situations in which they operate, 

which have an impact on them (Jesuíno, 2005). The first approach is Fiedler’s contingency 

theory, which states that followers’ performance depends on how the leaders’ leadership 

style fits the situation (Fiedler, 1967). The theory distinguishes two leadership styles: task-

oriented leaders and relationship-oriented leaders (Jesuíno, 2005). The model was further 

developed by Hersey and Blanchard (1988), who added situational variables that affect 

leaders’ behaviour (Jesuíno, 2005). To influence subordinates to achieve the goals set by the 

organisation, leaders must adapt their leadership style both to the level of maturity of their 

subordinates and to the situation (Hersey & Blanchard, 1988).

•	 Type V Models – Emerging Models

The Full Range Leadership Model (FRLM) is one of the emerging models, developed by 

Bass & Avolio (1995) and differs from the others in that it is a model of leadership development 

– transforming followers into leaders (Figure 1). Originally, Burns (1978) presented 

transformational and transactional leadership as a binomial, describing transactional 

leadership (Odumeru & Ifeanyi, 2013) as an exchange relationship between leader and 

followers, where the focus is on satisfying immediate needs and exchanging rewards/

punishments to achieve specific goals, and transformational leadership as a process whereby 

the leader inspires and motivates their followers to transcend their own interests in favour 

of the collective good and personal development. Bass (1985) expanded on Burns (1978) idea 

by proposing that leaders can exhibit transactional or transformational styles/behaviours, 

depending on the circumstances, defending the idea that these should exist in a continuum 

model, where effective leaders can apply various styles as necessary, having introduced the 

FLRM with Avolio (Bass & Avolio, 1990, 1995). The laissez-faire style is characterised by the 

absence of leadership, leaving the team adrift (Barbuto & Lance, 2007).
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Figure 1 –  Leadership Styles according to the FRLM (Barbuto & Lance, 2007)

The transactional style comprises two components (Barbuto & Lance, 2007; Bass & Avolio, 

1995): Management by Exception (active and passive) and Contingent Reward. In Management 

by Exception, the leader actively monitors mistakes (active) or intervenes only when problems 

arise (passive). The transformational style, considered to be the most effective, encompasses 

four components (Barbuto & Lance, 2007; Bass & Avolio, 1995): Individualised Consideration (the 

leader offers support and personalised attention, promoting followers' personal development), 

Intellectual Stimulation (the leader challenges followers to think creatively), Inspirational 

Motivation (the leader communicates a stimulating vision that engages and motivates the 

team), and Idealised Influence (the leader serves as a role model, earning respect and trust). The 

theory has shown substantial validity not only in the motivation and satisfaction of those being 

led, but also in terms of predicting leadership behaviour (Judge & Piccol, 2004). The authors 

(Bass & Avolio, 1995) also made some final considerations about the model: transformational 

leadership increases the effectiveness of transactional leadership - it does not replace it; different 

circumstances require different behaviours, and articulating different types of behaviour is 

critical for success. Based on the FRLM model, the authors (Bass & Avolio, 1995) presented an 

instrument designed to assess leaders' perceptions of their leadership style and behaviours - 

the Multifactor Leadership Questionnaire (MLQ).

2.3.   Personality theories (Big Five)

Scholars have attempted to establish a relationship between personality traits and 

competencies since the beginning of the second half of the 21st century. However, the first 

studies on the topic did not find any links between personality and competence, largely due 

to the lack of a commonly accepted taxonomy for categorising and dividing the personality 

types (Barrick & Mount, 1991). Until recently, success in most activities (such as academic 

achievement) was analysed in comparative terms, by measuring a person’s intelligence using 

a variety of methods (Chamorro-Premuzic et al., 2006).

Personality, as we can infer from the etymological root, is unique to each person and 

depends on physiological, social and cultural factors (Martinho, 2008). Nevertheless, 

personality is made up of traits which researchers can use to identify patterns of behaviour to 
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ecreate a taxonomy that eliminates the ambiguity and superficiality for which the research in 

this area has been criticised (Costa & McCrae, 1992).

The Big Five theory was introduced in the 1970s. In 1980, five personality traits were 

identified, based on which various personality types were categorised and classified, allowing 

factorial and comparative studies to be carried out (Barrick & Mount, 1991). Over time, as 

different authors analysed them, these trait categories changed. However, the differences 

are more semantic than formal (ibidem). The five personality domains recognised in current 

research are: Extraversion, Agreeableness, Conscientiousness, Neuroticism and Openness to 

Experience (Goldberg, 1981; Young et al, 2007).

Extraversion refers to a person’s tendency to be sociable and the energy they put into 

their social interactions. It is positively correlated to leadership emergence (Taggar et al., 

1999) because people with high levels of this personality trait tend to stand out in their group 

because they talk more and are more assertive and emotional (Costa & McCrae, 1986). 

Agreeableness means that a person is cooperative, empathetic, altruistic, compassionate 

and trusting. It also refers to a person’s tendency to be generous and whether or not they 

react to adversity by becoming irritable towards others (Costa & McCrae, 1986). Low 

levels of agreeableness may indicate a competitive, individualistic and inflexible individual 

(Peterson, 2017).

 Conscientiousness describes a person’s ability to focus on a specific task, their capacity 

for organisation, persistence and goal-oriented motivation (Peterson, 2017). A high level of 

Conscientiousness represents someone who is hard-working, ambitious and persevering 

(Costa & McCrae, 1986).

Neuroticism is a negative indicator. High levels of this trait may negatively affect 

performance in various areas. It reveals a person’s instability, anxiety levels, stress and 

negative emotions in response to difficult situations (Peterson, 2017). Costa and McCrae 

(1986) include in this domain characteristics such as the tendency to worry, temperament and 

feelings of guilt and vulnerability.

Openness to Experience is a personality trait that reflects an individual’s willingness 

to try imaginative, creative and original solutions. It represents a person with high levels of 

curiosity, who prefers variety over routine (Costa & McCrae, 1986). This dimension describes 

someone who is not conservative in the way they see the world and in the decisions they 

make. 

2.4.   Leadership competencies  

To perform their duties in an effective way, leaders must adapt to their employees or 

subordinates and to the tasks that they have been assigned. Competence, as defined by Cunha 

et al. (2010), is an intrinsic quality that is associated with exceptional performance in a given role. 

Boyatzis (1994) states that individual leader performance is influenced by three critical components: 

individual competences, the demands of the task and the organisational environment.

Rouco (2012) analysed a sample comprising mainly military personnel and identified 

113 leadership competencies, 53 of which were later validated by experts. Other authors, 
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including Spencer and Spencer (1993), Vieira (2002) and Adair (2004), have also outlined various 

leadership competencies that are manifested in individual (e.g. communication, initiative and 

decision-making),  task (e.g. planning and organisation) and group (e.g. teamwork).

The study by Rouco (2012), which focused on military leadership, also identified 

competencies associated with Emergent Leadership, which are particularly relevant to the 

Armed Forces. Spencer and Spencer (1993), Adair (2004) and Rouco (2012) define several 

competencies associated with leadership; however, these studies focus on emergent 

leadership in small informal groups. Some essential competencies for the emergence of 

leadership in informal groups include planning, communication, decision-making, initiative 

and conflict management. 

Ellert (2008) stresses the importance of communication and divides it into six 

associated components: Determining information-sharing strategies; Employing engaging 

communication techniques; Conveying thoughts in such a way so as to ensure understanding; 

Presenting recommendations so others understand benefits; being sensitive to cultural 

factors in communication; listening actively (according to the author, the latter is essential for 

effective communication).

However, when they are in operational environments, leaders may need to use different 

competencies, such as flexibility and the ability to adapt and change (Wong et al.,  2003).

Azevedo's study confirms that leadership competences play a crucial role in predicting 

the emergent leadership variable, in line with the literature that emphasises the importance 

of these competences in leadership effectiveness. Competences related to the dimension 

of the individual, such as ascendancy, communication and decision-making, proved to be 

particularly relevant, reinforcing the link between the ability to influence and effectiveness 

in decision-making as determining factors in the emergence of leadership. In addition, a 

significant moderation of the leadership experience variable was observed, suggesting 

that individuals with more experience are able to use their competences more effectively to 

emerge as leaders (Azevedo, 2022).

2.5.   Leadership Self-Efficacy  

Self-efficacy, a concept introduced by Albert Bandura in 1977, is associated with the 

transformational leadership. A study by Hannah et al.  (2012) confirmed this positive 

correlation. Self-efficacy refers to a person’s perception of their ability to complete a specific 

task and achieve a desired goal or outcome, even when faced with challenges that may require 

effort and perseverance. According to Bandura (1994), self-efficacy beliefs influence people’s 

emotions, thoughts, actions and motivation.

Anderson et al. (2008) suggest that leaders with higher levels of leadership self-efficacy 

are more likely to engage in leadership activities more often and more effectively than those 

with lower levels of self-efficacy. Other studies, such as Paglis and Green (2002), also found a 

positive relationship between self-efficacy and leadership effectiveness. Therefore, studying 

self-efficacy implies examining people’s judgements of their abilities and the way those beliefs 

influence their future actions as leaders. This aspect is called Leadership Self-Efficacy (LSE), 
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ea construct that represents a person’s judgement of their own ability to successfully exert 

leadership by providing direction to the work group, building relationships with followers to 

get them to commit to change goals and collaborating with them to overcome resistance to 

change (Paglis & Green, 2002, p.217).

Hannah et al. (2012) compared the performance of military officers serving as leaders in two 

units, one engaged in tactical training and the other in garrison, and found that LSE has higher 

predictive validity in more challenging contexts. This finding confirms LSE is useful to predict 

effectiveness in tasks that require high levels of cognitive ability and / or adaptive thinking.

2.6.   Study hypothesis and analytical framework

In order to analytically structure the answer to the Central Research Question (CRQ) and 

its Derived Questions (DQ), as well as to meet the study's objectives (General and Specific), an 

analysis model (Figure 2) was drawn up based on the literature review, which translates into 

the formalisation of hypotheses that establish relational concepts between the concepts and 

variables under study. The respective conceptual map is shown in Table 1.

Recently, there has been an increase in the number of studies attempting to establish 

a relationship between Bandura’s (1997) theories of self-efficacy and Bass’s (1985) theories 

of transformational leadership. Fitzgerald and Schutte (2010) found that leaders with high 

levels of self-efficacy also have high levels of transformational leadership. A study by Hannah 

et al. (2012) found that leadership self-efficacy is associated with transactional leadership, 

albeit to a lesser degree than with transformational leadership. According to Barbuto (2007), 

transformational behaviour tends to elicit extra effort from employees and result in higher 

levels of satisfaction and productivity, as well as greater organisational effectiveness. This 

allows us to propose the following hypotheses:

H1: Transformational leadership positively predicts leadership self-efficacy.

Several studies have attempted to establish a relationship between personality traits 

and different styles of leadership and their effectiveness. However, as noted above, most 

were inconclusive or contradictory due to the vagueness of the domains that represent an 

individual’s personality, and it was not until the late 1990s that a direct quantitative relationship 

between leadership and personality was established (Booth et al., 2013). Neuroticism stands 

out for its negative relationship with performance and Self-Efficacy, while Conscientiousness 

has shown a positive relationship with the same variables (Johar et al., 2013; Judge et al., 2002; 

Sarubin et al., 2015).  The following hypotheses were established regarding the relationship 

between personality factors and Self-efficacy in military leadership:

H2a: Neuroticism is negatively related to leadership self-efficacy. 

H2b: Conscientiousness is positively related to leadership self-efficacy. 

Azevedo (2020) identified the importance of leadership competencies in predicting the 

emergence of leadership in military cadets during a field exercise. The Communication and 

Decision-Making competencies proved to be significant predictors of effective leadership. 

This suggests that these competencies could also be associated with leadership self-efficacy:
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Figure 2 – Conceptual analytical framework

Table 1 – Conceptual map representing the analysis model underlying the study

Specific 
Objectives

Derived 
Questions Concepts Dimensions Variables Indicators

SO1
To analyse the 
relationship 

between
leadership styles 
and Self-Efficacy 

in Leadership 
in the Armed 
Forces and 

GNR.

DQ1
What is the 
relationship 

between 
leadership 
styles and 

Leadership 
Self-Efficacy in 
the AAFF and 

GNR?

Leadership 
Styles

Transformational

Idealised Influence 
(II)

Multifactor 
Leadership 

Questionnaire 
(MLQ)

21 items
(Likert scale)

Inspirational 
Motivation (IM)

Individualised 
Consideration (IC)

Intellectual 
Stimulation (IS)

Transactional
Management by 

exception

Contingent reward

Laissez-Faire Laissez-Faire

H3a: The Communication competency has a positive correlation with leadership self-

efficacy.

H3b: The Decision-making competency has a positive correlation with leadership self-

efficacy.

No correlations were found between the respondents’ participation in operational 

missions and the self-efficacy dependent variable. Given the specificity of the independent 

variable, as well as its narrower scope, this was to be expected. Nevertheless, a study by 

Kwok (2020) found that formal leadership training leads to higher levels of leadership self-

efficacy, providing an exploratory conceptual framework. As such, the authors of this study 

propose that participation in operational missions is a type of “on-the-job-training”, allowing 

us to formulate the following hypothesis:

H4: Participation in operational missions is positively correlated with leadership self-

efficacy.

H4H2

H1

H3



7979Portuguese Journal of Military Sciences, Vol. XII, No. 2, November 2024

P
r

e
d

ic
t

io
n
 o

f
 L

e
a

d
e

r
s

h
ip

 S
e

l
f
-E

f
f

ic
a

c
y
: A

 C
a

s
e
 S

t
u

d
y
 in

 a
 J

o
in

t
 M

il
it

a
r

y
 S

a
mpl




e

SO2
To analyse the 
relationship 

between 
personality 
factors and 

Leadership Self-
Efficacy in the 
Armed Forces 
and the GNR.

DO2
What is the 
relationship 

between 
personality 
factors and 
Leadership 

Self-Efficacy in 
the AAFF and 

GNR?

Personality 
Factors Big Five

Neuroticism

Big Five 
Personality 
Inventory

10 items
(Likert scale

Openness to 
Experience

Amiability

Extroversion

Conscientiousness

SO3
To analyse the 
relationship 
between the 
importance 
attributed to 

leadership skills 
and leadership 

self-efficacy 
in the Armed 

Forces and the 
GNR.

DO3
What is the 
relationship 
between the 
importance 
attributed to 
leadership 

competences 
and leadership 
self-efficacy in 
the AAFF and 

GNR?

Leadership 
competences

Individual

Communication

Importance 
attributed to 
leadership 

competences

six items
(Likert scale)

Initiative

Decision-making

Task
Planning

Organisation

Group Teamwork

SO4
To analyse the 
relationship 

between 
participation 
in operational 
missions and 

Leadership Self-
Efficacy in the 
Armed Forces 
and the GNR.

DO4
DQ4

What is the 
relationship 

between 
participation 
in operational 
missions and 
Leadership 

Self-Efficacy in 
the AAFF and 

GNR?

Operational 
experience

Participation 
in operational 

missions

Experience of 
taking part in 
operational 

missions

Dichotomous 
indicator
(yes/no)

Frequency
(number of 
missions)

SO1
SO2
SO3
SO4

DO1
DO2
DO3
DO4

Leadership 
Self-Efficacy

Leadership Self-
Efficacy

Leadership Self-
Efficacy

Questionnaire 
(17 items - 

Likert scale)

[Cont.]

3.  Methodology and Method

This chapter describes the methodology and method used in the study.

3.1.   Methodology

This research is based on deductive reasoning, associated with a quantitative strategy and a 

case study research design (Santos & Lima, 2019).

3.2.   Participants

The convenience sample used in this study consisted of auditors of the 2022-2023 CPOS 

(2nd edition). The study surveyed 103 military officers (Captain/First Lieutenant), most of 
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whom are male (79.6%), with ages between 35 and 40 (n=52; 50.5%). The other participants 

were in the age-range 41-46 (n=25; 24.3%), 29-34 (n=21; 20.4%) and 4.9% were 47 or older 

(n=5). The most represented branch of the AAFF is the Portuguese Air Force (n=31; 30%), 

followed by the Portuguese Navy (n=28; 27.2%), the Portuguese Army (n=25; 24.3%) and the 

GNR (n=16; 15.5%). Three officers stated that they belong to a foreign military institution 

(2.9%). Most had participated in operational missions (n=56; 54.4%), with 32% having been 

deployed in one or two missions, 10.8% in 3-9 missions, 6.8% in 10-20 missions and 6% in 

more than 20 missions. The average length of the most recent mission was approximately two 

months, and the answers ranged between 0 and 10 months. 

3.3.   Instruments  

 3.3.1.	 Sociodemographic questions

The questionnaire designed for this study included the following sociodemographic 

variables: branch of the armed forces, participation in operational missions (number of 

missions). The question ‘how would you rate the interaction with your team over the last 

year?’ was also included, assessed on a scale of (1) extremely negative to (5) extremely positive.

3.3.2.	 Multifactor Leadership Questionnaire

This study used a 21-item version of the Multifactor Leadership Questionnaire (MLQ) 

(Bass & Avolio, 1995; Portuguese version adapted for use in military contexts by Lopes, et al., 

2018. The questionnaire assessed the officers’ perceptions about their leadership behaviours, 

and they were asked to indicate, on a scale of 1 (never) to 5 (always or almost always), how 

often they used those behaviours during their last experience as managers / leaders. The 

questionnaire assesses seven dimensions of leadership (Table 2), which are organised into three 

second-order dimensions: Transactional Leadership (Contingent Reward and Management 

by Exception), Transformational Leadership (Inspirational Motivation, Idealised Influence, 

Intellectual Stimulation, Individualised Consideration) and Laissez-faire Leadership. When 

the average value of the inter-item correlations was accounted for, and not only Cronbach’s 

Alpha, the internal consistency values obtained in this study were found to be adequate or 

acceptable for all dimensions (Hill & Hill, 2012): Idealised Influence (e.g., “I made people feel 

comfortable around me”; α=.74; ρ=.49), Intellectual Stimulation (e.g., “I inspired people to 

think about problems in new ways”; α=.76; ρ=.52), Individualised Consideration (e.g., “I helped 

people to develop”; α=.61; ρ=.35), Contingent Reward (e.g., “I conveyed to subordinates what 

they need to do to be rewarded for their work”; α=.73; ρ=.48), Inspirational Motivation (e.g., 

“I explained what had to be done succinctly”; α=.46; ρ=.24), Management by Exception (e.g., 

“I was happy when my subordinates achieved goals”; α=.25; ρ=.16), and Laissez- faire (e.g., “I 

was happy to let my subordinates do their work as they usually do”; α=.53; ρ=.28).  Item 13 was 

removed (α=.52) to increase the internal consistency of the Management by Exception factor. 

Likewise, item 2 was removed from the Inspirational Motivation factor α=.67).
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e

Types of 
leadership Variables Operationalisation Questions

Transformational

Idealised influence 
(II)

Is respected and trusted by followers. 1,8,15

Inspirational 
motivation (IM)

Helps followers focus on work by articulating 
inspiring and motivating images and visions. 
Makes them feel that their work is meaningful.

9,16

Intellectual 
stimulation (IS)

Encourages and motivates followers to think 
creatively by fostering an environment of 
tolerance in extreme situations.

10,17

Individualised 
consideration (IC)

Shows interest in the well-being of 
subordinates, assigns projects according to 
their competencies and pays attention to those 
who are less involved in the group.

4,11,18

Transactional

Contingent reward 
(CtR)

These leaders emphasise that followers will be 
rewarded by meeting set goals.

5,12,19

Management by 
exception (ME)

These leaders explain the requirements of the 
work to subordinates and give feedback on 
their performance.

6,20

Laissez-faire (LF)

These leaders do not ask much of followers, 
have a hands-off approach and are happy to 
let the work flow normally without having to 
interfere.

7,14,21

Table 2 – Leadership factors included in the MLQ

Source: Adapted from Lopes et al. (2018).

3.3.3.	 Leadership Self-Efficacy Questionnaire

This study used the Portuguese version of the Leadership Self-Efficacy Questionnaire 

(Anderson et al., 2008; adapted for use in the military by Coelho et al., 2016). The questionnaire 

assesses officers’ beliefs about their leadership abilities through 17 items (e.g., “Do you believe 

in your ability to achieve your goals?”) on a scale of 1 (I don’t believe it at all) to 5 (I believe 

it totally). In this study, an excellent internal consistency was obtained for the self-efficacy 

dimension overall α=.94; ρ=.49).

3.3.4.	 Big Five Personality Inventory (BFI-10)

The Big Five Inventory (short 10-item version) (Rammstedt & John, 2007; Portuguese 

version by Bártolo-Ribeiro & Aguiar, 2008) was used to assess the five personality factors – 

Extraversion, Agreeableness, Conscientiousness, Neuroticism and Openness to Experience. 

The 10 inventory items used the wording “I see myself as someone who...” and were answered 

on a scale of (1) strongly Disagree to (5) strongly Agree. Five items (one for each dimension, 

i.e., 1, 3, 4, 5, 7) should be reversed to make the higher scores of each factor represent higher 

levels of the respective personality factor. 

The following internal consistency values were obtained: Extraversion (e.g., “is sociable 

and finds it easy to express his or her thoughts / emotions”; α=.41; ρ=.26), Agreeableness 
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(e.g., “inspires trust in others and believes that people are intrinsically good”; α=.20; ρ=.12), 

Conscientiousness (e.g., “is diligent in his or her work”; α=.30; ρ=.18), Neuroticism (e.g., “is 

easily unnerved”; α=.34; ρ=.21) and Openness to Experience (e.g.. “has an active imagination”; 

α=.23; ρ=.13). As shown above, using Cronbach’s alpha, the internal consistency values are all 

poor, which is to be expected, as that this measure of reliability is sensitive to the small number 

of items in each dimension. Even so, if we account for the average inter-item correlations, 

acceptable values were obtained for all dimensions (ρ >.15) (Clark & Watson, 1995), with the 

exception of Agreeableness and Openness to Experience.

3.3.5.	 Leadership Competencies Questionnaire

The participants’ opinions about the importance of different leadership competencies 

for their job performance was assessed through a questionnaire adapted from Azevedo 

(2022). This questionnaire is used at the Air Force Academy (AFA) for competency training 

and assessment. The survey focuses on a set of individual competencies (Communication, 

Initiative and Decision-making), task-related competencies (Planning and Organisation), 

and group-related competencies (Teamwork). The items were answered on a scale of 1 (not 

important) to 5 (very important).

3.4.  Data collection and analysis procedures

The data were collected between 15 June and 4 July 2023 using Google Forms. All officers 

were informed of the requirements to participate in the survey before they filled out the 

questionnaires.

The data were analysed using SPSS (Statistical Package for the Social Sciences) ® Statistics, 

version 29.0. First, descriptive analyses were performed to characterise the participants. 

Next, the internal consistency of the dimensions included in the study was analysed using 

Cronbach’s alpha and the average inter-item correlations. To test the hypotheses, the 

correlations between the main variables were analysed and comparison of means tests were 

performed (Marôco, 2014). A Student’s t-test was used to compare the means between two 

groups and ANOVA was used to compare the means among three or more groups. A Multiple 

Linear Regression analysis was carried out to test the effect of the variables (the Big Five 

factors, the leadership dimensions of the MLQ and the perceptions about the relevance of the 

various leadership competencies) on leadership self-efficacy. 

4.  Findings  

This study analysed the factors included in the instruments listed in the previous chapter, 

after making the changes mentioned above to increase the reliability of the measuring 

instrument.

4.1.  Descriptive statistics of the variables

The tables below contain the descriptive statistics for the factors of the main variables analysed 

in this study (means, standard deviation and minimum and maximum values per variable).
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eTable 3 shows the mean values for Management by Exception (ME) ( =4.234; SD=0.506) 

and Idealised Influence (II) ( =4.234; SD=0.56) in the Multifactor Leadership measure. Of the 

Big Five factors, Conscientiousness had the highest mean values ( =4.041; SD=0.469).

Min. Max. SD

Idealised Influence (II) 3.00 5.00 4.234 .506

Inspirational Motivation (IM) 2.50 5.00 4.077 .593

Intellectual Stimulation (IS) 2.67 5.00 3.890 .539

Indirect Consideration (IC) 2.67 5.00 4.093 .486

Transformational 3.09 5.00 4.072 .436

Transactional 3.00 5.00 4.148 .490

Contingent Reward (CR) 2.00 5.00 3.977 .640

Management by Exception (GE) 3.00 5.00 4.402 .475

Laissez-Faire (LF) 2.00 5.00 3.216 .606

Self-efficacy 2.24 5.00 4.200 .473

Extroversion 1.00 5.00 3.142 1.01

Amiability 1.00 5.00 3.602 .930

Conscientiousness 1.00 5.00 4.041 .969

Neuroticism 1.00 5.00 2.531 .964

Openness Expertise 1.00 5.00 3.345 .927

Table 3 – Descriptive statistics: MLQ, Self-efficacy and Big Five highest mean values*

Table 4 shows the mean scores for the leadership competencies. The highest mean 

value was in the Communication competency ( =4.70; SD=0.502) and the Decision-Making 

competency ( =4.69; SD=0.486).

Min. Max. SD

Communication 3 5 4.70 .502

Initiative 3 5 4.34 .619

Decision-making 3 5 4.69 .486

Planning 3 5 4.48 .609

Organisation 3 5 4.38 .659

Teamwork 3 5 4.66 .534

Table 4 – Descriptive statistics of the leadership competencies

4.2.  Correlation between variables

A Pearson’s correlation analysis was performed to identify the correlations between the 

variables. In the Multifactor Leadership Questionnaire, significant correlations were detected 

between all leadership factors (p<0.001) and Self-Efficacy (Table 5), including a strong 

significant correlation with Transformational Leadership (r=0.742; p<0.001). 
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Self-Efficacy

II
Pearson’s correlation
Sig. (2-tailed)
N

.616**
<.001
103

IM
Pearson’s correlation
Sig. (2-tailed)
N

.630**
<.001
103

IS
Pearson’s correlation
Sig. (2-tailed)
N

.588**
<.001
103

IC
Pearson’s correlation
Sig. (2-tailed)
N

.643**
<.001
103

Transformational
Pearson’s correlation
Sig. (2-tailed)
N

.742**
<.001
103

Transactional
Pearson’s correlation
Sig. (2-tailed)
N

.560**
<.001
103

CR
Pearson’s correlation
Sig. (2-tailed)
N

.462**
.003
103

GE
Pearson’s correlation
Sig. (2-tailed)
N

 .510**
.003
103

LF
Pearson’s correlation
Sig. (2-tailed)
N

.289**
.003
103

**The correlation is significant at the 0.01 level

Table 5 – Leadership dimensions/behaviours

With regard to the Big Five factors, Openness to Experience (r=0.302; p<0.001), Neuroticism 

(r=-0.282; p<0.001), Conscientiousness (r=0.251; p<0.005), and Extraversion (r=0.244; p<0.005) 

showed significant correlations with Self-Efficacy (Table 6).

Self-efficacy

Extroversion
Pearson correlation
Sig. (2-tailed)

.244*
.016

Agreeableness
Pearson correlation
Sig. (2-tailed)

.169

.097

Conscientiousness
Pearson correlation
Sig. (2-tailed)

.251*
.014

Neuroticism
Pearson correlation
Sig. (2-tailed)

-.282**
.005

Openness to experience
Pearson correlation
Sig. (2-tailed)

.302**
.003

* The correlation is significant at 0.05.
** The correlation is significant at 0.01 level.

Table 6 – Correlations between the Big Five factors
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eSignificant correlations were found between all leadership competencies: Decision-making 

(r=0.417; p<0.001), Teamwork (r=0.400; p<0.001), Planning (r=0.374; p<0.001), the Organisation 

(r=0.359; p<0.001), Communication (r=0.343; p<0.001) and Initiative (r=0.301; p<0.005).

A correlation was also found between leadership self-efficacy, the length and number of 

operational missions and the score given to interaction with the team in the previous year. 

The latter was the only significant correlation (r=0.240; p<0.005).

4.3	.  Explanatory model of Self-efficacy

Based on the statistically significant correlations, a Multiple Linear Regression analysis 

was performed to find an explanatory model of Self-efficacy (dependent variable). A Stepwise 

method was used and any variables with significant correlations with Self-efficacy were 

included in the model. The model’s assumptions were analysed in terms of homogeneity, 

independence of errors (Durbin-Watson close to 2) and normal distribution of results. Model 

5 was the model with the best explanatory capacity for the dependent variable, explaining 

64.2% of self-efficacy (Table 7).

R R2 Adjusted R2 Durbin-Watson

1 .709a .502 .497

2 .754b .569 .559

3 .781c .610 .596

4 .797d .636 .619

5 .813e .662 .642 1.857

Table 7 – Overview of the linear regression model

As Table 8 shows, all the tested models are significant1 (<0.001).

1  Model 1: Transformational Lid. Model 2: Transformational Lid. Model 3: Transformational Lid. Transformational 
Lid, Neuroticism and Teamwork; Model 4: Transformational Lid. Transformational Lid, Neuroticism, Teamwork and 
Interaction with team in the last year; Model 5: Transformational Lid. Model 5: Transformational Lid, Neuroticism, 
Teamwork, Interaction with team in last year and Communication.

ANOVA

Model Sum of 
squares df Mean 

squares F Sig.

1 Regression 10.071 1 10.071 89.803 <.001

2 Regression 11.412 2 5.706 58.116 <.001

3 Regression 12.223 3 4.074 45.277 <.001

4 Regression 12.743 4 3.186 37.485 <.001

5 Regression 13.270 5 2.654 33.263 <.001

Table 8 – Significance of the regression model  
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A multicollinearity diagnosis was made for each variable. The Variance Inflation Factor 

(VIF) values should be lower than 4 and Tolerance should be lower than 0.25 (Marôco, 2014). 

All the variables met these requirements. The best predictive model of Self-efficacy was 

Model 5, which consisted of the predictor variables: Transformational Leadership (p<0.001), 

Neuroticism (negative correlation; p<0.001), Teamwork (p<0.001), Interaction with the team in 

the previous year (p<0.005) and Communication (p<0.005).

4.4	.  Differences in means between AAFF branches

A test was performed to compare the mean differences among three or more groups 

(ANOVA). The only significant differences were found in the LF factor of the Leadership 

variable (p<0.005). Significant differences were found between the PoAF and the Army 

(PoAF=2.950, Army=3.413; p<0.005) and between the PoAF and the Navy (PoAF=2.950, 

Navy=3.411; p<0.005) with regard to the LF dimension of the MLQ.

4.5.  Differences in means – participation in operational missions

The variable “participation in operational missions (number of months)” was categorised 

as a dichotomous variable (Yes / No). A Student’s t-test was performed to compare the means 

between two groups. No significant differences were found in leadership self-efficacy between 

officers with and without operational experience (p>0.005). IS was the only other variable 

in which significant differences were found between officers with operational experience  

( =3.78) and officers without operational experience ( =4.01). 

5.  Discussion of findings

Having presented the study’s findings, this chapter will describe the inferences that can 

be drawn from the analytical model. The hypotheses are discussed and an explanation is 

given for why they were rejected or confirmed. When needed, this section will also include 

the literature from which the hypotheses were derived (chapter 2). 

Table 9 – Overview of the study hypotheses

H1: Transformational leadership positively predicts leadership self-efficacy.  

H2a: Neuroticism is negatively related to leadership self-efficacy.

H2b: Conscientiousness is positively related to leadership self-efficacy

H3a: The Communication competency has a positive correlation with leadership self-efficacy.

H3b: The Decision-making competency has a positive correlation with leadership self-efficacy.

H4: Participation in operational missions is positively correlated with leadership self-efficacy.

Based on the analysis of the data collected, H1 was confirmed, as not only was there 

a significant positive correlation between the dimension and all the transformational 

leadership behaviours, but the causal explanatory effect of the Transformational Leadership 

dimension in predicting Leadership Self-Efficacy was also confirmed. These results are in 
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eline with the literature (Barbuto, 2007; Hannah et al., 2012) and extend the same conclusions 

to the military sphere. 

H2a is confirmed, with the data supporting evidence of a significant negative relationship 

between Leadership Self-Efficacy and Neuroticism, which is in line with the literature (Johar 

et al., 2013; Judge et al., 2002; Sarubin et al., 2015). H2b was also confirmed, showing that 

conscientiousness has a positive relationship with Leadership Self-Efficacy. 

H3a was confirmed, showing a positive causal relationship between Communication and 

Leadership Self-Efficacy.These results are supported by the study presented by Azevedo 

(2022), in which Communication was identified as one of the main predictors of Emergent 

Leadership in a military academic context. There is also a significant positive relationship 

between Decision Making and Leadership Self-Efficacy, which confirms H3b, and it should be 

noted that with regard to the correlations between Leadership competences and Leadership 

Self-Efficacy, Decision Making was the variable that showed the highest correlation with Self-

Efficacy, although it was not significant in the prediction model. These results are also in line 

with those of Azevedo (2022).

Finally, the data analysed rejects H4, as there is no positive relationship between 

participation in operational missions and Leadership Self-Efficacy.Participation in operational 

missions (duration in months) was not significant in the model and no significant differences 

were found in Leadership Self-Efficacy between soldiers with and without experience in 

operational missions.This hypothesis, which is not sufficiently supported by existing literature, 

derives from an exploratory conceptual line that standardised missions as ‘practical events’ 

of training, while previous studies have linked self-efficacy with formal leadership training 

(Kwok et. al., 2020).Therefore, if this relationship was not confirmed, it could be due to the fact 

that the number of participants who reported having taken part in operational missions was 

small compared to the size of the sample.

6.  Conclusions

In military environments, leadership and command are different but interlinked concepts, 

and effective Commanders also tend to be effective leaders.

This study is based on a quantitative strategy (operationalised through questionnaire data 

collection from a sample of 103 military personnel), based on a case study design (Yin, 2005). 

The investigation was guided by a research question: What is the influence of personality 

traits, leadership styles and leadership competencies on perceived leadership self-efficacy 

among officers from the three branches of the AAFF and the GNR? 

With regard to OE1, Analyse the relationship between leadership styles and Leadership 

Self-Efficacy in the FFAA and GNR, and in response to the corresponding QD1, it was found 

that Transformational Leadership showed a positive relationship with Leadership Self-Efficacy, 

demonstrating that all Transformational leadership behaviours have a positive and significant 

relationship with Leadership Self-Efficacy. The Transformational Leadership dimension also 

showed excellent predictive capacity for the dependent variable, and was the variable that 

contributed most to the predictive model. These results reinforce the importance of adopting 
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a style that tends to be transformational, which in addition to increasing leaders‘ self-efficacy, 

also acts very positively in terms of subordinates’ satisfaction, motivation and commitment 

(Judge & Piccol, 2004). Nevertheless, as suggested in the FRLM model (Bass & Avolio, 1995), 

and based on the significant correlations established between Transactional Leadership and 

Leadership Self-Efficacy, it should be emphasised that transformational leadership increases 

the effectiveness of transactional leadership and should not replace it. In this way, and as 

suggested by the authors (Bass & Avolio, 1995), different contexts require different leadership 

behaviours, and articulating different types of behaviours is essential for success. The results 

obtained regarding the differences in the means of the leadership dimensions/behaviours 

between soldiers with/without mission experience are noteworthy. The only difference in 

means was in Intellectual Stimulation (Transformational dimension), which had a significantly 

lower mean in the group with operational experience in missions, suggesting that there may 

be a tendency to use some leadership behaviours from the transformational spectrum less 

frequently in more adverse environments.

With regard to SO2, analyse the relationship between personality factors and Leadership 

Self-Efficacy in the FFAA and GNR, and in response to the corresponding QD2, it was found 

that both Conscientiousness and Neuroticism have a significant relationship with Leadership 

Self-Efficacy. Also noteworthy was the fact that Conscientiousness had the highest average 

value of the Big Five. The Neuroticism personality factor stands out for having a (negative) 

predictive relationship with Leadership Self-Efficacy, being the second variable with the 

highest predictive capacity in the Self-Efficacy prediction model (after Transformational 

Leadership). It should also be emphasised that although they did not show predictive capacity 

in the model, there is a significant and positive relationship between the Extroversion and 

Openness to Experience factors and Leadership Self-Efficacy.

With regard to SO3, analyse the relationship between the importance attributed to 

leadership competences and Leadership Self-Efficacy in the Armed Forces and GNR, and 

in response to the corresponding QD3, a causal relationship was identified between the 

perceived importance attributed to Communication and Leadership Self-Efficacy. Although it 

was not identified in the predictive model, Decision Making showed a significant correlation 

with Leadership Self-Efficacy. In addition, the importance attributed to Teamwork was 

identified as significant in the causal model.

With regard to SO4, analysing the relationship between participation in operational 

missions and Leadership Self-Efficacy in the Armed Forces and GNR, no significant 

relationship was identified between the two variables under analysis.

With regard to the OG, analysing the impact of personality factors (Big Five), participation 

in operational missions, leadership styles and competences on Leadership Self-Efficacy, 

and in response to the resulting QC, an explanatory model of Leadership Self-Efficacy in 

the military context was identified (explanatory capacity of 64.2% of the dependent variable), 

made up of the following variables (in order of importance in the model): Transformational 

Leadership, Neuroticism (negative relationship), importance attributed to the Teamwork 

Competence, quality of interaction with the team in the last year, and importance attributed 

to the Communication competence.
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eThe contribution of this study is reflected in the empirical evidence found regarding the 

identification of an explanatory model of Leadership Self-Efficacy.

There were two limitations to the study, which were unrelated to the research and which 

did not restrict the nature of the conclusions identified. The first concerns the fact that data 

collection was limited to a convenience sample, which included only the category of officers 

of a single rank (Captain/First Lieutenant), which makes it impossible to generalise the results 

to the universe under study. The second refers to the nature of the instruments used, as they 

are self-report measures, based on the perception of each respondent, and which by their 

nature may be subject to bias. However, the nature of the conclusions reached was in line 

with the existing literature.

As for future studies, it is suggested that more demographic variables be included, such 

as age and gender, and that a larger and more diverse sample be considered in terms of rank/

category. We also suggest including real measures of leadership effectiveness and cross-

referencing them with Leadership Self-Efficacy (perception).

As a practical recommendation, we recommend continued investment in leadership 

training throughout one's career, with particular emphasis on the development and training of 

competences (namely in terms of Communication, Teamwork and Decision Making), and the 

applicability of the FRLM model (Bass & Avolio) in the training and development of leaders.
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