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Abstract  

Title: Self-leadership in managerial work: the case of middle managers 

Authors: Patrik Larsson and Petronella Rundwall 

Level: Master thesis, 30 hp 

Keywords: Self Leadership, Behavioural-focused strategies, Middle manager, Managerial 

roles, Operational roles, Managerial work. 

Background: The middle managers’ managerial work is characterised by the absence of clarity 

and structure around the work practice and implies excessive responsibility on the individual to 

organise the work. Self-leadership is a tool for individuals to become more effective in their 

work and can provide middle managers with guidance in their unstructured work. 

Research Question: How do middle managers apply behavioural-focused strategies for self-

leadership in relation to their managerial work? 

Purpose: The purpose of this study is to better understand and contribute with new theories 

about how middle managers apply self-leadership in relation to their managerial work. The 

study will depict how middle managers relate to the activity of self-leadership in their 

professional role. The research will focus on how middle managers apply behavioural-focused 

strategies for self-leadership, namely self-goal setting, self-reward, self-punishment, self-

observation, and self-cueing. 

Method: A qualitative study of observations and interviews were used. Three middle managers 

in the organisation have been observed and interviewed to identify their application and attitude 

about behavioural-focused strategies for self-leadership. The observations have been 

categorised according to Mintzberg’s and Choran’s managerial and operational roles (working 

roles). 

Theoretical framework: Theories of self-leadership and behavioural-focused strategies are 

combined with theories of managerial work and working roles. Bringing together the different 

theories, a comprehensive theoretical framework is formed to understand how middle managers 

apply behaviour-focused strategies. 

Findings: The findings suggest that middle managers’ application of behavioural-focused 

strategies is largely characterised by their working roles. Furthermore, middle managers 

associate behavioural-focused strategies primarily with other-orientated behaviours, including 

the co-workers and the organisation. At the same time, there is a distinct individual difference 

in how middle managers apply the behavioural-focused strategies for self-leadership. 

 

 

 

 

 

 



 
 

Sammanfattning 

Titel: Användning av självledarskap i ledningsarbete: mellanchefens perspektiv 

Författare: Patrik Larsson och Petronella Rundwall 

Nivå: Uppsatsarbete, 30 hp 

Nyckelord: Självledarskap, Beteende-fokuserade strategier, Mellanchefer, Chefsroller, 

Operativa roller, Chefsarbete.  

Bakgrund: Mellanchefers arbete präglas av otydlighet kring arbetsutövandet och lägger stort 

ansvar på individen att själv strukturera sitt arbete. Självledarskap är ett verktyg för individer 

att bli effektivare i sitt arbete och kan ge mellanchefer ledning i deras ostrukturerade arbete.   

Forskningsfråga: Hur applicerar mellanchefer självledarskapets beteende-fokuserade 

strategier i relation till deras chefsarbete?  

Syfte: Syftet med denna studie är att bättre förstå och bidra med nya teorier kring hur 

mellanchefer applicerar självledarskap i relation med deras chefsarbete. Studien ska ge en bild 

av hur mellanchefer tillämpar självledarskap i deras yrkesroll. Utgångspunkten för denna studie 

kommer vara hur mellanchefer använder sig av självledarskapets beteende-fokuserade 

strategier, vilka är självobservation, personliga målsättningar, självbelöning, självbestraffning 

och egna hjälpmedel och hinder.  

Metod: En kvalitativ studie med observationer och intervjuer. Tre mellanchefer inom samma 

organisation har observerats och intervjuats för att kartlägga deras användning och 

förhållningsätt till självledarskapets beteende-fokuserade strategier. Observationerna har 

kategoriserats enligt Mintzbergs och Chorans olika chefs- och operativa roller (arbetsroller).  

Teoretiskt ramverk: Teorier kring självledarskap och beteende-fokuserade strategier varvas 

med teorier kring chefsarbete och arbetsroller. Tillsammans skapar de olika teorierna en 

heltäckande teoretisk referensram för att förstå hur mellanchefer applicerar självledarskap. 

Resultat: Resultaten tyder på att mellanchefers tillämpning av beteende-fokuserade strategier 

i stor utsträckning präglas av deras arbetsroller. Vidare associerar mellanchefen de beteende-

fokuserade strategierna främst med andra i åtanke, där medarbetare och organisationen 

inkluderas. Samtidigt finns det en distinkt individuell skillnad i hur mellanchefer tillämpar de 

beteende fokuserade strategierna för självledarskap. 
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1.Introduction  

This chapter aims to provide a presentation of the background for this study, starting with an 

introduction about middle managers and the field of self-leadership with focus on behavioural-

focused strategies. After that, managerial work will be presented and discussed. Both practical 

and theoretical problem linked to the purpose of the study is discussed, along with a 

presentation of previous research within relevant fields. The discussion ultimately leads up to 

the research question and the thesis purpose.                                                         

1.1 Background 
To a large extent, middle managers are expected to organise their own work. At the same time, 

they operate between co-workers and top management in the organisational chain of command, 

and they are also subject to different requirements and restrictions (Tengblad, 2012). The 

middle managers’ role, operating between co-workers and top management is characterised by 

a large responsibility with limited instructions and low formal coordination about how the work 

should be performed (Harding, Lee & Ford, 2014; Osterman, 2013). The low levels of 

instruction and coordination demand middle managers to structure and organise their own 

work. One way for middle managers to handle the increased individual responsibility is to 

expand their knowledge about the different strategies for self-leadership.  

 

Self-leadership is described as a process where individuals handle different situations based on 

their own ability. All individuals apply some form of self-leadership to influence their 

behaviour (Manz, 1992; Neck & Manz, 2013). Each individual is however unique and possess 

certain qualities, ways of thinking and how to interpret the world around us. The use of self-

leadership requires that individuals acquire knowledge and an understanding of how they act 

and think (Neck & Manz, 2013). According to Neck and Manz (2013) self-leadership can 

create conditions for the individual to structure and streamline their way of working, which 

will create a less stressful environment and also provide better work performance.  

The field of self-leadership has recently attracted the interest of many different organisations 

as a solution to support and develop their co-workers in their professional role. An example of 

the increased interest to introduce and examine the practical conditions for self-leadership can 

be seen through Arbetsförmedlingen, who started a project to develop self-leadership among 

their co-workers. Eriksson (2016, May) reports that the purpose of the project is to investigate 

whether self-leadership has the potential to function within their organisation. The study was 

conducted in a limited number of Arbetsförmedlingens offices, still the idea is to expand the 

study to include the entire business at a national level. 

The field of self-leadership is quite extensive, and is often separated into smaller more 

manageable components (Neck & Manz, 2013). Three main categories have been used to 

describe different aspects of self-leadership: behavioural-focused strategies, natural reward 

strategies and constructive thought patterns based strategies (Anderson & Prussia, 1997; Manz 

& Neck, 1999). Behavioural-focused strategies aim to improve an individual’s self-awareness 

in order to facilitate behavioural management, especially the management of behaviours related 

to necessary but unpleasant tasks (Manz & Neck, 2004). Behavioural-focused strategies 

include self-goal setting, self-reward, self-punishment, self-observation and self-cueing.  

Middle managers are in a professional role where self-leadership permeates the entire work 

process. A middle manager is someone who answers to top management while having 
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responsibility for leading and directing co-workers. The middle managers position in the 

organisational structure is between the operative level and the strategic level (Harding et al., 

2014). According to Drakenberg (1997), the role of middle managers is often diffusing, 

unstructured and difficult to interpret. Lately, middle managers have become more highlighted 

as their role and importance have transformed from a precarious and weak position to a more 

dominant and important position in the organisation. The “middle revolution”, a report 

conducted by Son (2017, March) argues that middle managers are leading the change in 

implementing a more competitive and sustainable co-worker engagement strategy at work. 

They have the power to inspire and uplift their co-workers. This requires that the individual 

who act as a middle manager can work in accordance with the basic elements of self-leadership. 

Although there are plentiful positive reports about middle managers, there are still problems 

that remain. Hammarkrantz (2015, February) writes that middle managers are the profession 

that suffer the most from stress-related symptoms which simultaneously causing markedly high 

sick-lists rates related to mental illness. The practical problem for middle managers are to 

structure and find clarity in their work situation. This point toward that the middle managers 

often lacks a clear work description and must therefore construct their own framework for their 

professional role. This can have negative consequences because the middle manager can be 

uncertain of the tasks included in the work and thereby prioritise incorrectly between different 

tasks. Middle managers therefore need to lead and influence their managerial work in order to 

create a better work situation for themselves. Self-leadership can give the individual the 

knowledge about personal abilities, while contributing to a more structured way of working. 

Self-leadership can be a guide for middle managers and clarify if they are doing the right things 

in the right way. 

 

1.2 Problem discussion  
Managerial work has been studied since the 1950’s. The earliest researchers used direct 

observations, interviews and diaries to understand the nature of managerial work. The 

researcher in this early stage focused only on top managers when they tried to understand 

managerial work and omitted the lower management levels in the organisations. One of the 

earliest studies on managerial work was conducted in 1951 by the Swedish scholar Sune 

Carlson, where he used a diary study of top managers (Vie, 2010). Over time, new methods 

were developed and a milestone in the research was Henry Mintzberg’s study, The Nature of 

Managerial Work (1973). Mintzberg’s study is still an important and well-known source of 

knowledge for research on managerial work (Vie, 2010). As earlier researcher, Mintzberg only 

studied top managers, focused on generalities of managerial work and stated the similarities in 

the work of presidents, senior managers and foremen (Mintzberg, 1973). This indicates that he 

believed that different managers should behave in a similar manner across levels and functions.  

Over the years, much criticism has been made of Mintzberg’s argumentation that it is possible 

to generalise the work of different management levels (Vie, 2010). Criticism has led to more 

specific research of managerial work, where the context is of great importance. For example, 

compared with studies of top managers, it is evident that there is a distinct and consistent 

pattern in managerial work for middle managers. In contrast to both Mintzberg (1973) and 

Tengblad (2006), these managers spend much less time in scheduled meetings and much more 

time in unscheduled meetings. Further, they spend much more time on deskwork sessions in 

contrast with what Tengblad and Mintzberg verified (Vie, 2010). An example is Martinko and 

Gardner (1990) study of managerial work among 41 school principals. The study characterised 

their managerial work as varied, fragmented and of interpersonal nature. The two authors 
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further argue that the work was more brief and unplanned than other managers based on a high 

proportion of tours and unscheduled meetings. This support the criticism against Mintzberg’s 

statement that managers who works at different levels can be generalised. 

According to previous research, middle managers’ managerial work can be summarised as 

broad, with many different types of tasks, congenital interruptions and large responsibilities 

with relatively small power resources. To cope with this situation, the middle manager needs 

structure and guidance in their work. A suitable tool to manage this situation could be the 

application of self-leadership.   

The field of self-leadership first emerged in the mid 1980 (Manz, 1983), as an expansion of 

self-management (Manz & Sims Jr, 1980). Over the past decades, self-leadership has enjoyed 

considerable popularity, as evidenced by the large number of practitioner-orientated self-

leadership books and articles on the subject (Blanchard, 1995; Manz & Sims Jr, 2001). The 

first empirical study to examine self-leadership in an organisational setting was conducted in 

1987 where the role of self-leadership was examined in the context of both self-managing 

teams and empowering leadership (Manz & Sims Jr, 1987). The outcome of this study was that 

the most effective external leaders of self-managing work teams are those that engage in 

behaviours that facilitate self-leadership strategies such as self-goal setting, self-reward and 

self-observation (ibid.). The practical usefulness of the more fully developed self-leadership 

strategies was later demonstrated in a training-intervention based field study (Neck & Manz, 

1996). The results suggest that individuals who received self-leadership training experienced 

increased mental performance, positive affect (enthusiasm), work satisfaction and decreased 

negative affect (nervousness), in contrast to those not receiving the training (ibid.). 

 

Although self-leadership has become an increasingly fascinating research area, many 

challenges remain. A recurring problem is how to assess and measure self-leadership in 

practice. The most widely used self-leadership measurement scale is the revised self-leadership 

questionnaire (RSLQ), developed by Houghton and Neck (2002). However, the revised self-

leadership questionnaire is not entirely accepted by all researcher within the field of self-

leadership, yet it is the most recognised model (Houghton, Dawley & Diliello, 2012). Another 

problem with research on self-leadership is that it is complicated to observe since it mostly 

involves individual thoughts and feelings. To overcome this problem the study will focus only 

on the behavioural-focused strategies for self-leadership. This makes it possible to first observe 

behaviours and then also understand their thoughts and feelings that affect these behaviours. 

Resulting in an empirical based picture of middle managers’ application of self-leadership in 

relation to their managerial work.  

 

Self-leadership is a topic that historically has been studied in many different contextual settings 

including organisational change, team performance, ethics, and non-profit management (Neck 

& Houghton, 2006).  Research on self-leadership and its application in relation to certain 

professions has been conducted before. One example, is Mckitterick (2015) study, examine 

how individuals engaged in social work applied self-leadership. The conclusion of this study 

was that there was an individually responsibility to accept and use self-leadership in their own 

work. Individuals that were familiar with the concept of self-leadership applied self-leadership 

to a greater extent, compared to an individual who was not familiar with the field.  

 

However, there are still gaps in knowledge about how self-leadership is applied within the 

context of managerial work. Another context that is still not entirely clarified and investigated 

is how middle managers apply self-leadership. Drakenberg (1997) stresses that there is absence 

of knowledge on the middle managers’ approach to self-leadership and that it is an area that 
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needs to be highlighted much more. Much of the knowledge about self-leadership in an 

organisational context is based primarily on higher strategic positions within organisations or 

the co-workers at the lowest operational level. To the best of our knowledge, there is up to date 

no context specific research on self-leadership in relation to middle managers’ managerial 

work. Bringing together these two stands of literature can complete this research gap.  

 

A common problem that occurs with research on managers is that the starting point is usually 

leadership. Instead, according to Blom (2016) a better starting point for the research may be 

the field of managerial work, which can provide a better point of departure than leadership, 

when you want to understand managers work situation. In order to analyse the application of 

self-leadership in the work of middle managers we thus need to understand their situation. In 

other words, we need to immerse ourselves with their work to build a context specific 

understanding of how middle managers apply self-leadership and build self-awareness in order 

to facilitate behavioural management. This leads us to the following research question:  

 

 

1.3 Research question  
How do middle managers apply behavioural-focused strategies for self-leadership in relation 

to their managerial work? 

 

1.4 Purpose 
The purpose of this study is to better understand and contribute with new theories about how 

middle managers apply self-leadership in relation to their managerial work. The study will 

depict how middle managers relate to the activity of self-leadership in their professional role. 

The research will focus on how middle managers apply behavioural-focused strategies for self-

leadership, namely self-goal setting, self-reward, self-punishment, self-observation, and self-

cueing. 

 

1.5 Key concepts   
Presented below are definitions of the thesis recurring concepts. This is to facilitate the readers 

understanding of the subject throughout the study. 
 

Self-leadership - a process where individuals tries to control their own behaviour, influencing 

and leading themselves with the use of a special sets of cognitive and behavioural strategies 

(Manz & Neck, 2004).  
 

Behavioural-focused strategies - an individual’s self-awareness in order to facilitate 

behavioural management (Manz & Neck, 2004). 
 

Middle managers- includes all managers in the organisational structure, operating between 

the operative level and the strategic level. This definition includes first line managers who are 

responsible for personnel and the work environment (Harding et al., 2014).  

 

Managerial work - describes the middle manager’s work situation, what the requirements are 

and generally what they do in their professional role. 
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Working roles- describes a set of behaviours belonging to the middle manager’s position. The 

working role includes managerial roles and operational roles.  

 

Managerial roles- will be described according to Mintzberg’s (1973) theory about managerial 

work, categorising the roles into three elements: interpersonal roles (figurehead, liaison and 

leader), informational roles (monitor, disseminator and spokesman) and decisional roles 

(entrepreneur, disturbance handler, resource allocator and negotiator).    
 

Operational roles- arise when a manager take part in the organisation’s core business activities 

as a specialist or substitute co-worker (Choran, 1969). 
 

 

1.6 The disposition of the thesis  
The thesis is organised as follows. First, a review of the theory presenting the most important 

fields and concepts, including self-leadership, behavioural-focused strategies, the middle 

managers’ managerial work, working roles, role requirement and the analytical model. 

Followed by a description of the research methodology, observation methodology and 

interview methodology, introducing the multi method approach. Concluding with a discussion 

about ethical considerations, validity and reliability to stress the thesis quality. In the empirical 

chapter, the empirical findings from observations and interviews will be presented in relation 

to the behavioural-focused strategies and the middle managers’ managerial work. Further, a 

theoretical analysis about the behavioural-focused strategies will be presented, and further 

three fine-grained analysis. In the concluding chapter, the research question will be answered 

and conclusions will be drawn. Finally, the theoretical and practical implications will be 

discussed. 
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2. Theoretical framework 

This chapter will present relevant theories for the problem in this study in order to provide a 

base for further examination. It starts with a figure that describes the most important parts of 

the theoretical framework. Next a presentation of self-leadership and more specifically the 

behavioural-focused strategies for self-leadership. After that, theories about middle managers’ 

managerial work is described to more enlighten the work situation for middle managers. This 

is followed by a presentation of Mintzberg’s and Choran’s different managerial and 

operational roles. Further, theories about role requirements will be given.  Lastly, the chapter 

ends up with an introduction of the analyse model combining these theories. 

 

 

 

 

Figure 1. Overview of the theoretical framework 
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 Behavioural-focused strategies 
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 Sense making and coordination 
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 Handling unexpected and stressful situations 

Working 
roles 

 Managerial roles 
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2.1 Self-leadership 

2.1.1 The field of self-leadership  
Self-leadership is according to Manz and Neck (2004) a process where individuals try to 

control their own behaviour, influencing and leading themselves with the use of special sets of 

cognitive and behavioural strategies. Cognitive and behavioural strategies are designed to 

positively influence personal effectiveness through self-direction and self-motivation (Manz, 

1986; Manz & Neck, 2004). Manz (1986) emphasise that self-leadership is abstracted as a 

comprehensive self-influence perspective whose purpose is to lead oneself towards 

performance of naturally motivating tasks as well as managing tasks that is not naturally 

motivating. Self-leadership addresses high-powered, right brain activity, and lays the 

foundation for effective self-influence and continuous improvement (Manz, 1992).  

 

Self-leadership is about how individuals learn to lead themselves but also how to lead others. 

Carmeli, Meitar and Weisberg (2006) argues that self-leadership is an innovative process and 

is critical for exhibiting innovative behaviours. Innovation process is concerned with the 

individual’s effort and ability to promote new solutions and ideas, as well as the creation of 

legitimacy and support both inside and outside the organisation. The innovation process can be 

equated with the entrepreneurial role of middle managers. To this end, individuals with high 

levels of self-leadership can lead others to support their new ideas and solutions (ibid.).  

 

According to Neck and Manz (2013), the field of self-leadership is primarily divided into two 

areas of psychology: social cognitive theory and intrinsic motivation theory. Social cognitive 

theory identifies the complex process of the adoption and change of human behaviour and it 

stress that we are influenced and influence the world that we live and act in. The theory places 

the importance on an individual’s capacity to control oneself during difficult yet important 

situations. In the middle managers’ role as a disturbance handler, the ability to adapt and change 

behaviour are of highest importance, still the application of behavioural-focused strategies is 

limited since priority is problem-solving and to eliminate the disorder. Similar, social cognitive 

theory argues that individuals have the ability to learn and experience tasks or events through 

observing others and by using our imagination. The second area, intrinsic motivation theory, 

emphasises the importance of natural rewards that we enjoy from doing tasks or activities that 

we like. The reward motivates the individual to develop by always seeking new challenges 

(ibid.). 

     

The field of self-leadership is generally grouped into three primary categories, including 

behavioural-focused strategies, natural reward strategies and constructive thought pattern 

strategies (Manz & Neck, 2004; Manz & Sims Jr, 2001; Prussia, Anderson & Charles, 1998). 

The behavioural-focused strategies are considered most appropriate for this study. The 

behavioural-focused strategies for self-leadership are possible to observe in the middle 

managers’ natural environment and are found in their managerial work. This makes it possible 

to first observe behaviours and then also understand their thoughts and feelings that affect these 

behaviours. To focus on natural reward strategies and constructive thought pattern strategies 

would limit the study. The natural reward strategies are described as the individual’s sense of 

competence, self-control and the purpose the individual obtain from tasks. The constructive 

though pattern strategies, is described as when an individual develop some ways to think about 

their experiences (Neck & Manz, 2010). The two self-leadership categories, would only focus 

on the thought and feelings, and not what behaviours the thoughts and feelings results in.  
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2.1.2 Behavioural-focused strategies for self-leadership 
Behavioural-focused strategies strive to improve an individual’s self-awareness in order to 

facilitate behavioural management, particularly the management of behaviours related to 

necessary but unpleasant tasks (Manz & Neck, 2004). The practical use of behavioural-focused 

strategies enables perception of responsibility and control during both professional activities 

and leisure, which has a positive effect on an individual’s performance (Manz, 1983, 1992). 

Politis (2006) clarified, through a questionnaire-based survey, that behavioural-focused 

strategies enhance co-workers work satisfactions, which in turns positively affect their work 

performance. The study also concluded that it would be beneficial for managers to encourage 

themselves and their co-workers to develop specific behaviours, which are included in 

behavioural-focused strategies. This, since those behaviours explained between 29 and 36 per 

cent of the variance of intrinsic and extrinsic work satisfaction (ibid.). Generally, behavioural-

focused strategies for self-leadership are designed to encourage positive, desirable behaviours 

that lead to successful outcomes, while suppressing negative, undesirable behaviours that lead 

to unsuccessful outcomes (Neck & Houghton, 2006). The concept of behavioural-focused 

strategies consists of self-goal setting, self-reward, self-punishment, self-observation and self-

cueing, which are described below.  

 

 

2.1.2.1 Self-goal setting 

Self-goal setting represents the extent to which individuals provide self-direction using 

personal goals (Manz, 1992). Self-goal setting is an essential first step in self-leadership, where 

the individual sets a personal goal that becomes the foundation of the work with self-leadership 

(Sims & Lorenzi, 1992). The personal goals need to address long-term goals and involve short-

term goals. The short-term goals must be more specific than the long-term goals and also 

consistent with the long-term goals for maximum effectiveness (Neck & Manz, 2013). The first 

step in self-goal setting is to conduct a self-analysis of what we want to achieve before we can 

set any goals. This process is demanding and self-analysis needs to be updated as the 

circumstances and the individual changes. According to Neck and Manz (2013), goals are 

generally more effective for managing our behaviour if they are specific and challenging, yet 

achievable. To set unrealistically goal could actually provide more harm than good. For self-

goal setting to be effective it needs to be combined with self-observation, which involves 

becoming more aware of the causes of our behaviour with an attitude to change ineffective 

patterns (Marshall, Kiffin-Petersen & Soutar, 2012). Rewards set by an individual, along with 

long- and short-term goals, can aid significantly in energising the efforts necessary to 

accomplish the goals (D’Intino, Goldsby & Houghton, 2007). In the middle managers’ role as 

resource allocator, one important allocation is the middle managers own time, deciding what 

to do, when and how. However, the constant change and interruptions decrease the middle 

managers’ application for self-goal setting and work towards specific goals.  
 

   

2.1.2.2 Self-reward 

Self-reward represents the extent to which individuals influence themselves using rewards at 

both a physical and mental level (Manz, 1992). With the use of self-reward, it is possible for 

us to influence our actions positively by rewarding ourselves for desirable behaviours (Neck & 

Manz, 2013). The first step is to identify what truly motivates you. It could be objects, thoughts 

or images (ibid.) Self-rewards could be as simple as mentally praising oneself for a work well 

done or something more tangible, such as treating oneself with a journey or a new garment 

(Houghton et al., 2012). After completing a challenging task or acting according to a desirable 
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behaviour, those objects would serve as effective rewards. It is important to develop the habit 

of self-rewarding, to constantly dare to challenge yourself and by that developing your own 

abilities (Neck & Manz, 2013). 

 

 

2.1.2.3 Self-punishment  

Self-punishment operates in more or less the same way as self-rewarding, regarding the focus 

on self-applied consequences for behaviours. The difference is that self-punishment involves 

negative self-applied results to decrease undesired behaviours rather than focus on the desired 

behaviours (Neck & Manz, 2013). Neck and Manz (2013) writes that research has generally 

indicated that self-punishment is not an effective strategy for controlling behaviours. The goal 

should be to take constructive actions to correct the behaviour that we consider is undesired 

instead of demoralise and psychological paralyse ourselves. Self-punishment might be useful 

in some cases, when we for example experience guilt after doing something that we know is 

absolutely wrong and then self-punishment might prevent us from acting incorrectly once 

more. Self-punishment is a supplementary strategy for the self-influence of behaviour. 

However, self-punishment and guilt have in general received mixed to negative support as a 

self-leadership strategy (Stewart, Courtright & Manz, 2011).  

 

2.1.2.4 Self-observation 

According to Manz (1992), self-observation can be explained as in which degree an individual 

can keep track of the progress in their work, or is aware of one’s own work performance. 

D'Intino et al. (2007) define that self-observation is all about understanding why, when and 

under what conditions we use certain behaviours. Self-observation can then be used as a 

foundation for managing our behaviour, both the desirable and the undesirable behaviours 

(Ugurluoglu, Saygili, Ozer & Santas, 2015). Armed with accurate information regarding 

current behaviour and performance levels, individuals can more effectively set behaviour-

altering goals for themselves (Manz, 1986; Manz & Neck, 2004; Manz & Sims Jr, 1980). In 

the middle manager’s role as a monitor, the individual seeks and receives a large amount of 

information which can increase the understanding of behaviours. In practical terms, self-

observation can identify individually important behaviours that either can be increased or 

reduced, depending on whether they are perceived as desirable or undesirable by the individual 

(Neck & Manz, 2013).    

 

2.1.2.5 Self-cueing 

Neck and Houghton (2006) describes that cueing strategies represent the extent to which 

individuals use physical cues to remind themselves of their important tasks. The cueing 

strategies could be used to increase positive cues, but also to remove negative cues that occur 

in our surroundings (Neck & Manz, 2013). If we want to change or eliminate our behaviours 

that we do not appreciate, one way is to eliminate cues that might lead to these behaviours. For 

example, we could be surrounded by physical cues in our working environment that tend to 

encourage our undesired behaviours and this will affect our performance negatively. By 

identify and remove those negative cues, we can create a more productive environment that 

will increase the work performance (ibid.). Lists, notes, screensavers and motivational posters 

are some examples of physical things that could remind us to focus and pay attention on the 

attainment goal (Neck & Houghton, 2006). Behavioural cues prior to actual performance can 

promote refinement, improvement and corrective adjustments for greater individual 



 

10 

 

effectiveness (Stewart et al., 2011). Middle managers using these sorts of reminders are a 

relatively easy behavioural-focused strategy to apply. At the same time, co-workers can serve 

as important and powerful cues.  Over time, co-workers are likely to have a major impact on 

what we become. Therefore, the organisation should consist of individuals that act in consistent 

with what is perceived as desirable behaviours. This will establish a positive cue for our own 

behaviour (Neck & Manz, 2013). 

 

 

In sum, self-leadership is concerned with the control of behaviours, the influence of behaviours 

and leading oneself. The behavioural management is presented in five categories, specifying 

different behavioural-focused strategies for increasing self-awareness in order to facilitate 

behavioural management: 

 

 Self-direction through self-goal setting.  

 Influence oneself through self-reward.  

 Self-punishment in order to increase desired behaviours and decrease undesired.  

 Keep track and becoming self-aware through self-observation. 

 Implementation of positive cues to improve focus on the activity.  

 

2.2 Managerial work 
Self-leadership is useful for anyone who wants to achieve efficiency and structure in their lives. 

There are also concrete advantages to using it in one’s work. By applying self-leadership, one’s 

work situation can change from being inefficient and destructive to productive and developing. 

A professional category whose reality is usually unstructured and demanding are middle 

managers (Osterman, 2013). Middle managers’ managerial work is therefore a context highly 

suitable for the application of self-leadership. 

 

2.2.1 The field of managerial work  
Middle managers have a central role in the organisations structure and are operating between 

the operative level and the strategic level (Mintzberg, 1998). The middle managers are often 

strongly associated and seen as a part of an organisation’s control system (Jackson & Humble, 

1994).  

 

Middle managers are usually working long hours and brings their work home. The large 

workload is partly a result of the middle manager’s own priorities, and their demands of co-

workers and the top management. Managers are usually engaged in a variety of activities each 

day, many of which only take a few moments to complete. The activities vary broadly and face 

constant interruptions, creating a complexity in the middle managers’ managerial work 

(Tengblad, 2012; Mintzberg, 1973). It has become clear that middle managers are becoming 

more generalist and are assuming greater responsibilities for accounting, budgeting and 

production processes. A range of initiatives command their attention and expertise (Mintzberg, 

2013). 

 

However, to describe middle managers’ work more generally, it is largely about two types of 

activities, sense making and coordination. Coordination activities are to do with traditional 

middle-management tasks such as planning, budgeting, resource allocating and change-related 

activities. Sense making can be defined as the process individuals undertake as they try to 
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understand what is going on around them, as they try to make sense of events and experiences 

(Brown, 2000; Weick, 1995). Middle managers’ work is largely about monitoring their co-

workers work situation and performance (Mintzberg, 1973). It is therefore natural for the 

middle manager to perform the managerial role as a monitor in relation to their managerial 

work. 

 

To investigate the nature of managerial work during the 1950s and 1960s, the earliest 

researchers used descriptive methods including, direct observations, diaries and interviews 

(Yukl, 2012). The research focused on manager’s activity patterns, for example, how often they 

use different activities (deskwork sessions, telephone calls, scheduled meetings, unscheduled 

meetings and tours), where the activity takes place and on whose initiative. A review of this 

research show that activity patterns are common for managers in most positions (Hales, 1986; 

McCall, Jr. Morrison & Hannan, 1978; Mintzberg, 1973). 

 

To understand what is going on in the organisation the middle managers must communicate 

with their colleagues and co-workers in order to gather information, swap experiences, and 

exchange gossip and stories as they try to interpret what is expected of them. In 1954, Burns 

made the first pilot study of four middle managers. Burns found that middle managers spend a 

lot of time in conversations, but relatively little time with immediate co-workers compared to 

communications with smaller groups of managers (Burns, 1957). Middle managers prefer to 

use oral communication such as telephone calls and informal meetings. The oral 

communication is essentially intended to exchange information and to influence (Mintzberg, 

1973). The high proportion of time spent on oral communication, limits the own individual’s 

application of behavioural-focused strategies, since it is mostly applied individually by the 

middle manager.   

 

A large part of the middle managers’ interactions with others are at the initiatives of others, 

which results in middle managers’ behaviour tend to be reactive rather than proactive. A 

stereotype picture of middle managers is that they spend much of their time to carefully analyse 

the organisation’s problems to then develop detailed plans to address these. The descriptive 

studies show that most middle managers only spend a small portion of their time to the 

reflective planning. Reflective planning activities, relates to the development of new work 

methods, long-term goals, implementation of strategic decisions and time-demanding activities 

which are often not prioritised (Tengblad, 2012; Yukl, 2012). Instead, Wirdenius (1958) found 

that a large proportion of time was spent on responding to immediate problems and monitor 

and control the production process. The middle managers’ working roles require constant 

attention to priorities, where they should focus their devotion and effort. The middle managers 

need to spend time on resolving immediate operational problems which led to what some 

managers described as a fire-fighting mentality (Balogun, 2003). There is also the issue of 

balancing the present with the future. Their involvement in quality initiatives and working 

parties left them with little time to run and manage their departments. Some managers said they 

felt like “distant figureheads” to their staff (ibid.). 

 

Yukl (2012) claim that in many places in the literature of leadership, decision-making is 

described as something that takes place in an organised manner, at a specific time and includes 

a single leader or a group. Descriptive research, in contrast shows that decision-making is often 

characterised by confusion, disorder and emotional impact. In cases where there are no 

demands for immediate reaction, middle managers often choose to discuss important decisions 

with colleagues at the same management level (ibid.). Middle managers’ situation is usually 

tough due to the high demands but low decision-making authority to enforce those demands. 
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They are unable to challenge orders from high-level management. At the same time, the middle 

managers often have no one else but themselves to blame for their professional mistakes and 

every misstep might seem like the result of an inner fail (Lebowitz, 2015, Septemper) 

 

According to Yukl (2012) planning is often described as a formal process including, written 

down goals, strategies and basic principles. The descriptive studies show that planning 

certainly exists, but it is often informal and implicit. A Swedish study showed that middle 

managers feel that they have broad discretion (Svergies Chefsorganisation, 2015) and thus 

itself affect their application of self-leadership. Still, middle managers’ work situation is often 

characterised by handling unexpected and stressful situation (Harding et al., 2014). Bencker 

(2014, August) state that there may be challenges to be able to apply self-leadership, especially 

when the demands are high and the work situation perceived as stressful and strenuous in an 

unhealthy manner. 

 

Westley (1990) has found evidence that middle managers are often completely excluded from 

the strategic process and cannot on its own affect the organisation’s governance. Meanwhile, 

Holden (1996) state that senior management at board, devolve and tries to move responsibilities 

further down in the organisation to the middle managers, but retaining decision making at a 

macro level within the organisation. Middle managers get increased responsibility of the 

organisation but lack a mandate to influence or change the organisation. Even though middle 

managers have a great responsibility, they often end up in a void between the authority and 

responsibility (Drakenberg, 1997). 

 

According to Holden (1996) middle managers feel depowered as their professional status is 

permanently undermined by surveillance in form of inspections and goal setting which they 

have little influence over. At the same time, the middle managers also feel that senior 

management do not understand the middle managers’ reality. Especially, that their strategic 

decisions over the allocation of resources can create enormous pressures in the day to day 

management process for the middle managers. Holden (1996) compared several studies, 

stressing that middle managers are more likely to feel neglected, with increases in workloads, 

duties and targets without necessary resources to fulfil the expectations required of them. 

According to interviews conducted by the Wall Street Journal, middle managers suffer from 

the fact that they work at leaner organisations than before. Middle managers are expected to do 

more with fewer resources and in many ways, have less autonomy than regular co-workers to 

conduct their work (Wagner, 2015, August). The life of the middle manager is about to attend 

various meetings, most of the meetings with leaders telling them what to do or meetings with 

co-workers delivering corporate news (ibid.).  

 

Due to more pressure, more responsibility and fewer resources to command, the middle 

managers are suffering from increased level of stress and mental illness. In 2012 a study by 

HR performance firm Lane4, showed that nearly 40 % of middle managers reported feeling 

severely stressed. Chronic high stress can lead to escalating increases of sick leave rates 

(McKinney, McMahon & Walsh, 2013). A study, which involved nearly 22 000 full-time 

works, implemented by researchers at Colombia University, showed that 18 % of supervisors 

and managers reported symptoms of depression. For blue-collar workers that figure was 12 %, 

and for top management and owners it was only 11 %. Research has traditionally demonstrated 

that co-workers without a lot of decision-making power are those that show the greatest 

prevalence of stress and depressive symptoms. However, the findings from the study at 

Columbia University clear that middle managers are most exposed to stress and depression 

(Lam, 2015, April).  
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In sum, middle managers’ managerial work is preformed between the operative level and the 

strategic level in an organisation. Practical the managerial work is concerned with a variety of 

activities, constant interruptions, sense making and coordination.  

 Central role in the organisational structure. 

 End up in a void between authority and responsibility. 

 Engaged with activities that vary broadly and is constant interrupt.  

 Largely about sense making and coordination.   

 

2.2.2 Working roles  
To get a deeper understanding of the middle managers’ work situation, we must not only 

understand their managerial work, but also the various working roles that they perform in their 

profession. The working roles, describes a set of behaviours belonging to the middle manager’s 

position in an organised manner, and clarifies the characteristics of the managerial work.  

 

The purpose of the earliest research on managerial work was to describe activity patterns, but 

then the focus shifted toward classifying the content of managerial work for the purpose. One 

difficulty in research has been to determine which behavioural categories that are sufficiently 

distinct, meaningful and relevant when classifying the observed activities (Hemphill & Coons, 

1957). To cope with this dilemma, Mintzberg (1973) studied what activities a manager 

performs and analysing characteristics of the work to understand the nature of managerial 

work. He developed a taxonomy of managerial roles, which he then used to code the activities 

he observed in his study. The ten managerial roles with three different categories includes: 

 

 Interpersonal roles consisting of figurehead, liaison and leader.  

 Informational roles consisting of monitor, disseminator and spokesman.  

 Decisional roles consisting of entrepreneur, disturbance handler, resource allocator and 

negotiator. 

 

Mintzberg’s study from 1973 was presented as a timeless phenomenon. In 1994 and 1998 

Mintzberg once again confirmed his view, stating that the complexity of managerial work 

requires the application of managerial roles (Mintzberg, 1994; Mintzberg, 1998). Tengblad’s 

(2006) study of four top manager’s behavioural patterns showed that the managerial work is 

less characterised by administrative duties and much more complex than described by 

Mintzberg. Even Gentry, Harris, Baker and Brittain Leslie (2008) state that relationships are 

more prioritised by managers and even time management appears more important. Still, 

Tengblad (2006) noted significant similarities with Mintzberg’s study conducted 30 years 

earlier. 

 

Mintzberg’s original study belongs to the role approach, simply explained as an approach 

where the purpose is to explain how managers spend their time (de Oliveira, Escrivão, Nagano, 

Ferraudo & Rosim, 2015). According to Tengblad (2006) and Lussier and Achua (2015) the 

role approach is still valid to explain managerial work. Below the ten managerial roles will be 

presented:    

·          
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2.2.2.1 Interpersonal roles  

Interpersonal roles, involves interaction with other individuals (internally and externally) 

(Mintzberg, 1973).    

 

-Figurehead: “As figurehead, managers perform symbolic duties of legal 

or social nature because of their obligations as head of the organization” (Shapira & Dunbar, 

1980, p. 87). This allows the individual to be involved in certain situations, because of the role 

as a middle manager.   

 

-Liaison: Managers with contacts are of great importance to develop relations with individuals 

and groups in and outside the organisation, this applies to both informal and formal activities 

(Shapira & Dunbar, 1980). The contact network is an important source of information and 

strategic importance of relations with the outside world. Middle managers develop their system 

of horizontal relationships, for example with selling, purchasing and innovation departments, 

in order to receive valuable information (Mintzberg, 1973).   

 

-Leader: A middle manager is responsible for the individual’s organisational subunit functions 

and purpose. The middle manager must therefore provide guidance to co-workers ensuring that 

they are motivated, give encouragement, feedback, training and create favourable conditions 

for work (Mintzberg, 1973; Yukl, 2012).  

 

 

2.2.2.2 Informational roles 

Informational roles, occurs due to the manager’s key position which gives the individual access 

to information. Resulting in the middle manager acting as a key individual of organisational 

information (ibid.). 

 

-Monitor: The manager seeks and receives information intended to give the individual an 

understanding about what is happening in the organisation and in the external environment. 

The main task for the manager is to identify changes that have meaning for the organisation in 

addition to identifying problems and opportunities (ibid.). A large part of the information that 

the monitor collect is in oral form, for instance gossip or speculations (Mintzberg, 1989). 

Mintzberg’s observations showed that managers handle a wide variety of information about 

internal operations, external events, analysis, trends and pressures from stakeholders 

(Mintzberg, 1973). A part of the information is transferred to co-workers (the role as a 

disseminator) or to top management and stakeholders (the role as a spokesman) (Yukl, 2012).   

 

-Disseminator: The manager has a unique access to external information and can 

obtain information from different levels internally. The manager is not a specialist in one area, 

rather a generalist which implies that the manager has little knowledge about all aspects of the 

organisation (ibid.). A manager as a disseminator communicate and disseminate information 

to others within the organisation and extending the role, if co-workers lack easy contact with 

each other, they can even be intermediary between co-workers (Mintzberg, 1989).     

 

-Spokesman: The manager’s role is to convey information from the organisation to the outside 

world. The middle manager as a spokesman also needs to keep the top management informed 

(Mintzberg, 1973). “To speak effectively for his organisation, and to gain the respect of 

outsiders, the manager must demonstrate an up-to-minute knowledge of his organisation and 

its environment” (Mintzberg, 1973, p. 76). 
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2.2.2.3 Decisional roles 

Decisional roles, is about middle manager’s formal authority in the decision-making situations.  

"Probably the most crucial part of the manager’s work- the part that justifies his great 

authority and his powerful access to information- is that performed in his decisional roles" 

(Mintzberg, 1973, p. 77). 

 

-Entrepreneur: The role as an entrepreneur is closely linked to the role as a monitor, since most 

initiatives starts with information. A middle manager evaluates happenings in the organisation 

and in the external environment. With this understanding, the middle manager in its role as a 

decision-maker can switch to become an entrepreneur. The middle manager takes the initiative 

for the changes that the individual considers the organisation needs, based on the knowledge 

and information obtained in the informational roles (Mintzberg, 1973). Mintzberg (1989) 

describes the entrepreneur role as voluntary initiator of change. The role as an entrepreneur is 

characterised by a large discretion and gives the middle manager large opportunities to apply 

self-leadership. 

 

-Disturbance handler: In this role, the manager is trying to manage the crises that cannot be 

ignored. Identifying the three most common crises: conflicts between co-workers, conflict in 

relation to other organisation and loss or impending loss of resources (Mintzberg, 1973). As 

Mintzberg (1989, p.20) concludes "disturbance arise not only because poor managers ignore 

situations until they reach crisis proportions, but also because good managers cannot possibly 

anticipate all the consequences of the actions they take". A manager usually gives priority to 

this managerial role over the other (Yukl, 2012) and even the application of behavioural-

focused strategies is not prioritised. 

 

-Resource allocator: A central leadership function that previously mentioned is the distribution 

of resources, for example, staff, money, time and materials. Resource allocation is about what 

to do, when and how the tasks to be performed and resolved. Perhaps the most important 

allocation is the manager’s allocation of their own time (Mintzberg, 1989). In the managerial 

role as a resource allocator the middle manager has the opportunity to allocate time to apply 

behavioural-focused strategies. 

 

-Negotiator: Negotiations with representatives of external organisations, agencies and 

individuals are also seen as a central management task. Negotiation according to Mintzberg 

(1973) is resource trading in real time which requires a manager with the right authority to 

make the necessary decisions. 

 

2.2.2.4 Operational roles 

Prior to Mintzberg’s analysis, the study of Choran (1969), “The manager of small company” 

showed that managers, especially in small firms plays two additional roles, namely operational 

roles consisting of specialist role and substitute role. The operational roles can be explained as 

an activity whereby the manager take part in the organisation’s core business activities. The 

core business activities are the daily activities including, manufacturing, distributing, 

purchasing and selling that generates cash flow (ibid.).    

 

-Specialist role: The manager is involved in operational activities due to three main reasons, 

(1) their expertise in a specific area for example purchasing, (2) the managers desire to have 

control over a certain function, and (3) the ability to receive information (Choran, 1969). 
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-Substitute role: Due to the managers general abilities and knowledge of the operational 

activities they can take part as a substitute co-worker. For example, when a co-worker is absent 

(Choran, 1969). 

 

2.2.3 Role requirement  
Interpersonal roles, informational roles, decisional roles and operational roles are inseparable. 

If one working role is left out it creates consequences for other roles. If the middle manager 

does not have interpersonal roles, such as contact with the outside world, the individual is 

missing out on important information that is required in the role as an information 

intermediaries to co-workers. Different managers add very different focus between the twelve 

working roles mentioned above (Mintzberg, 1989). The descriptive research showed that each 

individual manager also is influenced by the unique role requirements that is specific to a 

certain type of management position (Yukl, 2012). Stewart (1967, 1976, 1982) created a model 

to describe the different types of work that characterise various management positions. Each 

managerial position is characterised by several requirements, restrictions and choices that 

affect the behaviour and application of behavioural-focused strategies for self-leadership. 

 

Requirements 

Requirements are obligations, activities and other responsibilities that are necessary for an 

individual holding a managerial position. Requirements include standards and goals that must 

be achieved, deadlines that must be kept and administrative tasks that cannot be ignored or 

abandoned (Osterman, 2013; Yukl, 2012).   

 

Restrictions 

Several factors in the organisation and the external environment limits what a manager can do. 

Restrictions include the following: bureaucratic rules, policies, laws, access to resources, 

technology and market conditions (Matthaei, 2010). 

 

Choice 

Choice regards the activities that a middle manager may or may not have to perform. Different 

requirements and restrictions may in the short-term reduce the number of possible choices, but 

over a longer period of time the middle manager can change requirements and learn to deal 

with restrictions (Matthaei, 2010; Stewart, 1982; Yukl, 2012). 
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2.3 Analytical model 
The purpose of this study is to better understand and contribute with new theories about how 

middle managers apply self-leadership in relation to their managerial work. The analytical 

model for this study rely on two different research areas namely working roles and behavioural-

focused strategies. In order to respond to the study’s research question, these two research areas 

need to be combined and interact with each other. Our analytical model is illustrated in Figure 

2 below.   

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 2. Analytical model 

The basis for this study is self-leadership, since this study is concerned with how middle 

managers apply behavioural-focused strategies. The field of self-leadership is according to 

Manz and Neck (2004) a process where individuals try to control their own behaviour, 

influencing and leading themselves with the use of special sets of cognitive and behavioural 

strategies. The problem to observe and understand an individual’s self-leadership is that it 

largely happens through cognitive thought patterns, which are complex to understand. To be 

able to conduct the study, the focus should instead be on the behavioural-focused strategies for 

self-leadership.  The behavioural-focused strategies have the focus on how an individual uses 

different behaviours, which makes it easier for an observer to understand and interpret. The 

concept of behavioural-focused strategies consists of self-goal setting, self-reward, self-

punishment, self-observation and self-cueing. 

In order to understand and interpret a middle managers’ self-leadership, it also requires an 

understanding of their situation. Understanding middle managers’ managerial work creates the 
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opportunity to see how self-leadership works in the middle manager’s context. To create an 

empirical based picture of middle managers’ managerial work, their daily work needs to be 

studied. Through the observations of the middle manager, an empirical based picture of their 

work situation is created, which is needed to understand how self-leadership is applied. In order 

to understand and interpret the observations of middle managers’ managerial work, working 

roles are used. With the help of working roles, middle managers’ managerial work can be 

categorised and create insight in how middle managers perform their managerial work. 

Working roles consist of four main groups that cover the different activities that middle 

managers perform in their managerial work. The four main groups, in turn, consist of twelve 

subgroups of more specific roles. By categorising their work through the specific roles, it 

becomes easier to relate their activities to a specific part of behavioural-focused strategies. 

Through the observations, a deeper understanding of the middle manager is created, which 

contributes to building better and more direct questions in an interview. Interviews with the 

middle manager in turn provide an understanding of their view of self-leadership, both 

generally and more practical about their own work.  

The two research areas interact together since working roles describe how middle managers 

act in their work, which affects the possibilities for applying self-leadership. At the same time 

the application of self-leadership affects how middle managers structure and perform their 

work, which in turn affect how middle manager apply their working roles. Behavioural-focused 

strategies and working roles directly affect each other and the area that the middle manager 

prioritises will largely control and influence the other. The two different parts thus interact to 

depict how the middle manager applies self-leadership in relation to their managerial work. 
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3. Methodology 

This chapter will provide an explanation of how the research is conducted and the reasons for 

the choice of method. The chapter consists of research strategies that explain the general 

approach for the research. Moreover, the approach of empirical data will be described with 

selection of the organisation and middle managers, observation methodology and interview 

methodology. Explanation of why the research is valid, ethical approach and its quality from 

different viewpoints will also be treated in this chapter. 

 

3.1 Research methodology  

3.1.1 Research design 
The purpose of this study is to better understand and contribute with new theories about how 

middle managers apply self-leadership in relation to their managerial work. To fulfil this 

purpose, we used a qualitative research design. The qualitative approach was pursued since the 

study’s intention is to investigate a few units with the aim of collecting data with many different 

aspects. The qualitative perspective is based on the fact that the reality is an individual, social 

and cultural design, where the focus is to study how individuals perceive and interpret the 

surrounding reality. Through a qualitative approach, the focus is more directed towards the 

individual (Backman, 2008). According Harboe (2013) the research goes in depth in a defined 

area and often includes few respondents as the purpose is to gain a profound insight into the 

subject, rather than creating a representative result that can be generalised to large groups of 

individuals. Andersen (1994) and Bell (2006) believes that it is appropriate to use a qualitative 

approach to research a topic for the first time to get a deeper understanding. Research about 

middle managers’ application of behavioural-focused strategies for self-leadership is very 

inadequate, in terms of understanding the relationship between managerial work, self-

leadership and middle managers reasoning and attitude about behavioural-focused strategies, 

which makes the deep understanding sought. 

 

3.1.2 Multiple methods of data collection 
In order to answer the research question and fulfil the purpose of the study we have used 

multiple ways to collect empirical data. The methods used to collect data include observations 

of three middle managers followed by two separate interviews. The purpose of the observations 

has been to understand the nature of middle managers’ managerial work and their application 

of behavioural-focused strategies. Meanwhile the interviews were added to further understand 

the middle managers’ thoughts, feelings and application of behavioural-focused strategies for 

self-leadership. The interviews were divided into two parts, (1) interview questions from the 

revised self-leadership questionnaire and (2) discussion with the middle manager about specific 

activities from the observations to even further understand the use of self-leadership (see 

Appendix 6).   
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3.1.3. Abductive approach  
Previous research discusses self-leadership in many different contextual setting, with a focus 

on higher strategic positions or co-workers at the lowest operational level. In this study, we 

will alternate between previously formulated theories and the information generated by 

collected empirical findings according to the abductive approach. These are interpreted in turn, 

which implies that theory and empirical findings works hand in hand throughout the study. The 

abductive approach is used to ensure that the study does not relate to predetermined theories, 

which implies that we can work more unconditionally, giving us the opportunity to develop 

earlier theories and to create a better understanding. 

 

There are three different approaches to address the problem to be studied: a deductive, 

inductive or abductive approach. The problem with an inductive method is that the amount of 

data we receive is not necessarily to build new theory (Bell & Bryman, 2011). The problem 

with a deductive method is that it takes old assumptions about the reality as correct and thus 

risks losing new discoveries and knowledge (Jacobsen, 2002).  
 

Abduction is a process-oriented approach that invites the researcher to make new observations 

during the work process. The abductive approach is a combination of both a deductive and 

inductive approach (Bell & Bryman, 2011). This is considered to be a great advantage and even 

further, combined with a multi-method approach we are able to receive new knowledge and 

new approaches. DePoy and Gitlin (1999) states that researchers who work with a qualitative 

framework primarily use an inductive approach. This approach includes a process in which the 

general rules emerge, evolve from individual cases or observations of phenomena. According 

to Bryman and Bell (2015) the researcher conduct observations and supports these with the 

help of theory. This approach is used both in the structured observations and in the second 

interview to understand the middle managers’ managerial work and application of behavioural-

focused strategies. The first interview, according DePoy and Gitlin (1999) can be explained as 

a deductive approach, where we assume general principles and concepts (the revised self-

leadership questionnaire) and then apply this in the interview to further explain the application 

of behavioural-focused strategies for self-leadership. 

 

  

3.1.4 Literature review 
First, appropriate keywords based on the purpose were chosen. This to reassure that the 

literature search would focus on relevant data in relation to this specific study. The keywords 

include: Self-Leadership, Behavioural-focused strategies, Managerial work, Mintzberg’s 

managerial roles, Middle manager, Role requirements and Structured observations. We 

consider that these keywords have given us relevant and useful information for our study. 

According to Forsberg & Wengström (2008) after defining the problem area, keywords should 

be formulated which are the basis for the literature search. The literature research consisted 

mainly of two parts, scientific articles and literature in form of books. The literature search has 

been conducted both by database search and manually. The databases, relevant in relation to 

the purpose was Google Scholar, Halmstad University’s database, Scopus, Emerald, Proquest 

and Web of Science. Further, we used manual search, by studying the reference list to 

interesting articles and read the content of a magazines in the chosen field. Literature in the 

form of books was used from Halmstad University’s library, Älmhult’s library and course 

literature from Civilekonomprogrammet at Halmstad University. The literature in form of 

books and scientific articles focused on: Self-leadership, Self-leadership strategies, Middle 

management and Managerial work. 
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In the collection of literature, three authors have been recurring. In the self-leadership field, 

Charles Manz and Christopher Neck, have been the researchers who spoke most about the 

subject, partly through their own scientific articles and books, but also through other 

researchers who cited their studies. Current managerial work, Henry Mintzberg has been most 

recurring with his understanding of managerial work, further developed from year to year. 

These three authors have given a great insight into the subject, and formed the basis for the 

theory, but we have had a great focus on source criticism and questioned and examined the 

data used with newer research and evaluations of theories. 

 

 

3.2 Empirical data 

3.2.1 Selection of organisation 
To conduct the study, we needed to find an organisation that was prepared to allocate time for 

three observation weeks and six separate interviews. Furthermore, the organisation had to be 

large enough to have various departments with several middle managers to select from, since 

we wanted to observe middle managers within the same organisation to avoid disturbing noise 

that might occur between different organisations. If the middle managers are working in the 

same organisation, we considered that their organisational conditions would be relatively equal 

and do not affect the result. This criterion resulted in a limited sample, since larger 

organisations are relatively few compared to smaller organisations. However, this criterion is 

essential to accomplish the study and was therefore justified.  

 

3.2.2 Selection of middle managers 
In the selection of middle managers, we intended to use individuals who had relatively different 

backgrounds, both based on personal aspects and work experience. This choice was made to 

give a more general picture of middle managers and allowing the analysis not only to be based 

on certain personalities with the same background. The risk otherwise is that the results only 

reflect a certain type of middle managers and thus not representing middle managers from a 

general perspective. Our selection of suitable middle managers for the study was based 

primarily on work experience, age, origin and personality. With that guiding principles, three 

suitable middle managers were chosen in the organisation, to give a differentiated basis for our 

study. 

 

3.2.3 Observation methodology 
Every day, individuals use observations to acquire information about the world and it is done 

randomly based on the needs, experiences and expectations (Patel & Davidson, 2011). Patel 

and Davidson (2011) also argue that observation can be used as a scientific technique for 

obtaining information but it should be systematically planned and not random. Patel and 

Davidson (2011) and Bernard (1995) also found that observations, when used as a method, are 

both time consuming and expensive. Still, “shadowing” observations are particularly useful for 

gathering information about behaviours in natural situations (Jacobsen, 2002). However, there 

is a difficulty in the observation of managers, namely the variety of work and the complexity 

(Carlson, 1991). For that reason, Mintzberg’s (1973) method of structured observations, 

Mintzberg’s (1973) list of managerial roles and Choran’s (1969) list of operational roles were 

used. Data was collected during three weeks (one working week for each middle manager), 

using Mintzberg’s chronological, mail and contact records (see Appendix 2-4).   
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Observations can be conducted in different ways, in this study the observations has been 

conducted with what Patel and Davidson (2011) has defined as structured observations. 

Structured observations are a method used for systematic observations of individual’s 

behaviour based on an observation schedule. “To conclude, structured observation is an 

expensive research method but perhaps the only one that enables us to study systematically 

and comprehensively those part of managerial work that are not well understood” (Mintzberg, 

1973, p. 228). The structured observations were conducted “shadowing” three middle 

managers using Henry Mintzberg’s observation schedule. One problem, as mentioned, with 

structured observations is that the observer must be present all the time which for practical 

reasons often makes the sample-size small. In addition, the observer being excluded from 

sensitive meetings and having trouble understanding some observations (Mintzberg, 1973). In 

order to understand what has been observed and classifying the working roles, in some cases 

the middle manager was asked to explain the activity.   

The advantage of conducting observations of the middle managers’ normal working days, are 

the nearness and mobility. However, previous “shadowing” studies stress the importance to 

discuss the research effect (Florén & Tell, 2004; Ulvenblad, 2009). In this study, both during 

observations and interviews the middle managers explained our presence as uncomfortable 

during the first working day but then becoming a natural part of their work. This confirmed the 

knowledge from earlier studies (ibid.), whereby the respondents argued in a similar manner. 

Therefore, five days (one working week) seemed the most appropriate to minimise the research 

effect.  

 

3.2.3.1 Conducting observations 

Below the process of conducting the observations will be presented.  

1. Contact with the selected organisation through e-mail and telephone calls, informing about 

the study’s purpose, the duration, conditions for participation and answering questions about 

the study (see Appendix 5)  

2. A meeting with Joakim Tell, an Associate Professor in industrial management at Halmstad 

University, who has extensive experience of conducting observations (Andersson & Tell, 2009; 

Tell, 2015; Tell & Gabrielsson, 2013). During the meeting asking questions about conducting 

observations according to Mintzberg’s methodology, receive practical tips and learn from his 

experience.  

3. An introductory meeting, to meet with the middle managers and the site manager. Informing 

about the observations extent and agree upon suitable observation weeks.    

4. With each middle manager the same process of conducting the observations were used. 

During the first day of observations, the middle manager was able to ask questions about the 

procedure and was informed that they under any circumstances were able to ask us to step aside 

and not observe. During the observations, the observers was only observing (shadowing) the 

activities and did not interact. Each activity was written down according to the chronological, 

mail and contact records. Writing down the time for the activity, what type of activity 

(deskwork sessions, telephone calls, scheduled meetings, unscheduled meetings and tours), the 

place, the participants, explaining what happened in the activity and one whose initiative the 

activity started. In total, 120 hours of the middle managers’ work and 1622 activities were 

observed. 
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5. During the observations, we took turns in observing the middle manager (a half day each). 

Given the opportunity for one of us to observe meanwhile the other transcribed the hand-

written observations notes. 

6. Once finishing the observation week, the classification of the working roles started. Reading 

the observation notes from the chronological, mail and contact records and individually 

conduct the classification, and then compare the results.   

7. At last, when both the observations and interviews were completed, the data was analysed 

and combined. A final meeting was held with the middle managers. Discussing the observation 

results and giving practical recommendations for each middle manager. 

 

3.2.4 Interview methodology 
The interview methodology and the selection of middle managers are based on the purpose of 

the study: to better understand and contribute with new theories about how middle managers 

apply self-leadership in relation to their managerial work. The study applied the interviews 

with semi-structured character, which is a common approach within a qualitative study. The 

collection of empirical data, as mentioned previously has been done by observations of three 

middle managers, and it was the same middle managers participating in the interviews. Each 

middle manager has participated in two interviews. The reason for using two separate 

interviews was to receive a broad perspective and knowledge about the middle managers’ 

managerial work and application of behavioural-focused strategies. Jacobsen (2002) argues 

that the more we want to go in-depth and increase the understanding, the more important it is 

to repeat interviews. The greatest benefit with two interviews was the possibility to modify 

interview-guide two from the discussions in the first interview. Especially when certain parts 

had not been fully clarified or the answers was perceived as contradictory.   

The interviews were semi-structured interviews, which is a form of structured and unstructured 

interview (Qu & Dumay, 2011). Patel and Davidson (2011) and Bryman (2008) argue that a 

qualitative interview should be written with a low degree of standardisation. By designing an 

interview guide in a semi-structured way, the respondent is given the opportunity to self-

develop their reply and not be limited at any answer, because it is precisely the middle 

manager’s own words, that is the very reason to conduct an interview. It also provides further 

scope for the person holding the interview to help keep the conversation based on the 

respondents answer (Bryman, 2008). Patel and Davidson (2011) argue that a qualitative 

interview is the right choice, if the study intends to investigate the characteristics, attitudes and 

thoughts that the respondent has on a particular phenomenon. 

 

3.2.4.1 Interview guide 

The first round of interviews, required an interview guide, for the respondents to face the same 

issues and concerns about a specific area in order to guide them to answer within the relevant 

field (Andersen, 1994; Kvale & Brinkmann, 2014; Qu & Dumay, 2011). The interviews have 

been conducted from a self-configured interview guide (see Appendix 6) with various issues 

for discussion in relevant fields of study. The questions in the interview guide are designed 

based on the behavioural-focused strategies in the revised self-leadership questionnaire (see 

Appendix 1), as well as the theoretical framework. The operationalisation process in total is 

presented in Appendix 7. Although the interview guide, we have had the opportunity for 

flexibility by asking follow-up questions (not presented in the interview guide). The middle 
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managers have also got a large ability to individually formulate answers based on their 

experiences and interpretations. 
 
Despite an increased interest of self-leadership, the development of self-leadership has not been 

without problem and criticism. According to Neck and Houghton (2006), the majority of self-

leadership research has been conducted with relatively few empirical studies. This lack, can 

partly be explained by the fact that a valid self-leadership measurement scale has been slow to 

develop. Over the years, various methods have been presented, but the method adopted by the 

majority of active researchers in the field of self-leadership is the revised self-leadership 

questionnaire. The revised self-leadership questionnaire is developed by Houghton and Neck 

(2002) and has shown more reliability and construct validity than the earlier methods. 

Therefore, the behavioural-focused part of the revised self-leadership questionnaire is chosen 

as a base to develop the first interview guide.  
 

The second round of interviews, required specific activities in relation to behavioural-focused 

strategies for self-leadership that attracted attention during the middle managers’ observation 

weeks. The criteria for choosing activities and formulating relevant interview questions are 

described in the operationalisation process in Appendix 7. The problem is that we as individuals 

have difficulty making real and fair observation of ourselves, instead we project an image of 

how we perceive ourselves and our actions, we are not sufficiently objective (Jacobsen, 2002). 

Therefore, in order to create the most relevant and trustworthy data, the interview was formed 

from observations rather than hypothetical situations. The difficulty of making a reconstruction 

of the observations is that it can be difficult for the middle manager to remember back to 

specific activities and how they reasoned. Middle manager A had six weeks between 

observations and interviews, middle manager B, four weeks and middle manager C, 3 weeks. 

To facilitate the reconstruction, each activity was described in great detail and during the 

second interview we had one additional activity and question, which could be used if the middle 

manager could not relate to the first activity (see Appendix 6). 
·          

·          

3.2.4.2 Conducting interviews 

All interviews (the first and the second) were conducted in private with the middle managers. 

This was to avoid external factors disturbing the interview or having co-workers, colleagues or 

top management in any way affect what the middle managers choose to say. Ahrne and 

Svensson (2011) describes the environment of the interview has an important role in the quality 

of empirical data and believes that when it comes to spontaneity and openness in the 

respondent’s answer a comfortable environment is preferred. Since the purpose was to get 

spontaneous and open answers, we chose to have the interviews at the middle managers’ 

workplace during a calm working day. All interviews lasted about 45 minutes. Before each 

interview commenced we explained the study’s main objective, that the study is based on free 

will, the approval from middle managers to record the interview and informing that all data is 

confidential. The interview was held by two interview leaders, one of the active role and the 

other holding a more passive role. The approach was perceived as satisfactory as the 

concentration about the middle manager could be divided between the two of us, and hence 

there was some relief while follow-up questions and different ideas about the middle manager’s 

answers could come from different perspectives. At each interview, audio recording was used 

and notes taken to document what was discussed and what the middle managers answered. The 

benefit of recording the interview, is the ability to control what was said and access the exact 

wording of something you want to quote (Bell, 2006; Kvale & Brinkmann, 2014). The focus 

during the interviews were to have broad and open questions, letting the middle managers as 
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much as possible share their perspectives and their thoughts on the topic and issues. Ahrne and 

Svensson (2011) describes the interview leader’s own hypotheses or thoughts as something 

that should not colour the interview situation, for the result to be as valid as possible. This has 

been considered during the interviews, to minimise our impact on the middle managers’ 

discussion.  

 

3.3 Method of analysis  
The method of analysis for qualitative research is recommended to consist of three steps 

including: description, categorisation and combination (Jacobsen, 2002). These three elements 

have formed the basis for the analysis of the observations and interviews. 

 
First, the observations record was transcribed with thorough and detailed descriptions of the 

activities. Then the observations record was categorised according to Mintzberg’s managerial 

roles and Choran’s operational roles. After the categorisation, the combination of data started, 

both by conducting tables (see Table 1, Table 2 and Table 3) and choose interesting activities 

to be discussed further during the interviews (see Appendix 6).   
 

Secondly, for the interviews the same analyse process was used. According to Jacobsen (2002) 

it is important that the investigator in the description does not affect the material with subjective 

values. To succeed in carrying out detailed descriptions of the interviews, we chose to record 

each interview. In this way, we had the opportunity to listen to the interviews on several 

occasions and thus reduce the risk of subjectivity. The categorisation of the interviews followed 

the structure of the behavioural-focused strategies including self-goal setting, self-reward, self-

punishment, self-observation and self-cueing.  

 

Finally, the combination of observations and interviews resulted in finding answers to the 

research question and fulfil the purpose of the study. By presenting the analysis in this way, it 

gives a clear picture of the process development and the middle managers’ application of 

behavioural-focused strategies for self-leadership. 
 

 

3.4 Ethical Considerations 
When research will be conducted, there are requirements that must be met, in order to be in 

line with good research ethics. There is a basic individual protection requirements specified by 

the Swedish Research Council in four main requirements: information requirement, the consent 

requirement, the confidentiality and usage requirement (Vetenskapsrådet, 2011).  
 

The information requirement expressing that respondents must be given information about the 

observation and interview participants, about their role in the research and the conditions for 

their participation (Vetenskapsrådet, 2011). The information shall include the research 

purpose, the researchers name and institution to facilitate contact, how the observation and 

interviews will be conducted, that participations are based on free will and the right to withdraw 

their participation. For information, e-mail was sent out to the organisation explaining the 

purpose of the study, the observation and interview process and the free will to participate. 

During the introductory meeting and before starting the observations the middle managers was 

informed that they under any circumstances had the opportunity to ask the observer to step 

aside from the activity and not observe.  
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Consent requirement aims to obtain consent from respondents. Those who are involved in a 

research shall have the right to independently decide on how long and under what conditions 

they should participate. They will also be able to cancel their participation without any negative 

consequences for them (Vetenskapsrådet, 2011). During the introductory meeting, before 

observations and interviews, it was emphasised that participation was optional, both in terms 

of observations and interviews. In the interview, the middle managers were asked about their 

consent to record the interview. 
 

Confidentiality obligations are closely connected with the question of publicity and privacy. 

This implies that all information about identifiable individuals to be treated in a way that makes 

it impossible for outsiders to access the data (Vetenskapsrådet, 2011). For the middle managers, 

not be recognised in our study, they have been kept confedential through naming them middle 

manager A, B and C. 
 

The usage requirement is aimed at the collected material who may not be used or lent to others. 

It may not be used for decisions or actions that directly affects the individual. Those who 

participated as respondents have the right to receive the research results at their own request 

(Vetenskapsrådet, 2011). The middle managers were informed that, they could get access to 

the completed thesis. The collected material from observations and interviews was destroyed 

after use to ensure the usage requirement being respected. 
 

 

3.5 Validity  
The validity determines the relevance of the conducted study, namely if the researcher is 

measuring what they aim to (Andersen, 1994; Bell, 2006; Bryman & Bell, 2015; Jacobsen, 

2002). The validity can be divided into internal and external validity where the internal validity 

of the study describes if what is intended to be measured is measured and the external validity 

refers to the generalisability of the study (Andersen, 1994; Jacobsen, 2002). 

 

3.5.1 Internal validity 
The validity of the structured observation can fail and become reactive when the middle 

manager change their behaviour and trying to adapt to our expectations. The consequence of 

the reactive behaviour could have been that we had a different view of the observed behaviours 

than the actual. Bryman (2002) writes that those who are observed getting used to being 

observed and because they are busy with their tasks, their awareness of the observer’s presence 

will decrease. The observations of the middle managers lasted for five days each, and it was 

noticeable that especially during day two to five, we more and more became a natural part of 

their working day. Structured observations have a high validity, since it observes a 

phenomenon in its natural context. The biggest threat to the validity of a thesis applying 

structured observation is the observation participation and observation interpretations. 

According to Saunders, Lewis, and Thornhill (2009) it is impossible to differ from the social 

reality of observing and avoid interpreting it based on personal experience and basic 

knowledge. To counteract this, we consulted and held discussions with Joakim Tell, which has 

considerable experience in carrying out structured observations according to Mintzberg’s 

chronology, mail and contact records. 
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Since the interview-guides were designed based on the theoretical framework and 

observational studies, it has been ensured that the research question is answered in relation the 

purpose of the study and what was intended to be measured are thus measured. Further, the 

follow-up questions supported the discussion to focus on the relevant field, which led to the 

internal validity being ensured. 

3.5.2 External validity 
External validity refers to the study’s generalisability. The meaning of generalisation is to what 

extent the results of the study can be expected at other times, places and for other individuals 

than those who were represented in this thesis. According to Kvale and Brinkmann (2014), this 

is described as analytical generalisation. Furthermore, in a qualitative study it is not possible 

to determine statistical generalisation of the findings (Bryman & Bell, 2015).  Nevertheless, 

through the analysis of the empirical findings, the authors have detected the importance of 

other-oriented behaviour among the middle managers in relation to their self-leadership.  

Simultaneously, the findings state that middle managers is affected largely by their managerial 

work once applying self-leadership. These new concepts enable generalization of the findings 

and make them applicable to the context of middle manager’s self-leadership. The purpose of 

this qualitative study is to understand and create knowledge of middle managers’ application 

of the behavioural-focused strategies for self-leadership in their managerial work. Explaining 

the study’s findings in detail enables other researchers to judge if the new knowledge is 

applicable to other contexts (Yin, 2006). Thus, our study must be sufficiently well-founded to 

be able to tolerate comparisons with other studies. Further, the thesis generalisation has 

increased by linking the results to earlier research with greater generalisation than our own 

study. 

 

3.6 Reliability  
Reliability includes the study’s trustworthiness and credibility (Bell, 2006; Bryman & Bell, 

2015; Jacobsen, 2002). The internal reliability implies that researchers can agree on how to 

interpret what they see and hear, and the external reliability is a measure if the used approach 

would receive the same result on different occasions in similar circumstances. 

3.6.1 Internal reliability 
When there are subjective judgments, Bryman and Bell (2015) state that there is a risk that the 

correlation between the observers is low. We have since the start been aware that our work has 

been built up with subjective assessments. In order to handle this in the best way, much of the 

initial work has been individually. This to first create our own opinion and then have 

discussions about the empirical findings. This has circumvented the problem about influencing 

our observations and interviews. It may seem contradictory that an individual breakdown leads 

to increased internal reliability. By actively working with the definitions of the empirical 

interpretation we mean that internal reliability has to be the case. The individual work based 

on Mintzberg’s taxonomy of managerial roles, Choran’s operational roles and the interviews, 

has allowed the focus to be on the empirical findings we interpreted in different ways. A high 

internal reliability is achieved once we agreed about our interpretation of the empirical 

findings. 

3.6.2 External reliability 
External reliability is difficult to apply on a qualitative observation and interview study. The 

results of observations and interviews are the result of the environment it is committed in and 

as Bryman states it is "impossible to freeze the social environment and the social conditions 
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that apply for a study" (Bryman, 2002, p. 257). Our aim is that as far as possible to account for 

our process and the way we have conducted our study and thereby maintain a high level of 

reliability. By explaining the literature review, organisation and middle manager selection, the 

conduction of observations and interviews in detail, we argue that the study has a high external 

reliability.  

 

The research method makes it possible to ask follow-up questions that can contribute to a 

deeper information and more nuanced image that increases the trustworthiness. Nuanced 

answers, however, may lead to difficulties in interpretation and there is also a risk that the 

interviewer will affect the respondent’s response (Bryman & Bell, 2015). With the knowledge 

of our impact on the middle managers’ responses, the follow-up questions and the additional 

questions were used to avoid misunderstandings and allow the middle manager to relate to the 

activities during the observation week. 

 

According to Jacobsen (2002), internal validity, external validity and reliability constitutes the 

study’s overall validity and quality. The structured observations benefits, the knowledge from 

previous researcher about conducting observations, the use of interview guides, the process of 

classifications of working roles and the analytical generalisation shows the thesis high overall 

validity, reliability and quality. 
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4. Empirical findings  

The chapter begins with a brief description of the selected organisation and the three middle 

managers. Then after, the collected data will be presented, including data from observations 

and semi-structured interviews with each middle manager. The empirical data is divided into 

three parts, managerial work, self-leadership and behavioural-focused strategies for self-

leadership.  The empirical chapter, together with the previously presented theories constitute 

a basis for the study’s analysis and conclusion. 
 

4.1 Presentation of selected organisation  
The organisation used to collect data for the study is a Swedish aluminium processing industry. 

The organisation is a subsidiary to a group of companies that are suppliers to the automotive 

industry. There are approximately 150 co-workers operating within the organisation and most 

of those are engaged in the production. The organisation has in recent years steadily increased 

its turnover and currently has a turnover of approximately 100 million SEK. 

 

The organisation was founded in 1986 and was privately owned until 2013, when it was 

acquired by a large public organisation, which is still the owner. After the acquisition the main 

purpose has been to transform the organisation from an entrepreneurial organisation into a 

process industry. Since the takeover, five different site managers have managed the 

organisation and recently the CEO was replaced. 

 

4.2 Presentation of middle managers 
Middle manager A is a male at the age of 27. He started his working career in Germany as a 

co-worker in a grocery store. In 2010 he moved to Sweden and began to work within the current 

organisation. Middle manager A had no previous experience of working in an industry but 

started as an operator in the assembly department for a few years and then advance to the 

position as a team leader. After six months, he received the opportunity to work as a middle 

manager and accepted the offer. In the role as a middle manager, he is constantly faced with 

new challenges and think it is a major step between working as team leader and working as a 

middle manager. The biggest challenges, according to him, is the responsibility for his co-

workers. This may include keeping co-workers motivated and manage any conflicts that arise 

in the department. Despite the extensive challenge, he makes progress and gradually grows into 

the role as a middle manager. According to him, the role as a middle manager implies getting 

the co-workers and the department to function. The machines must operate as much as possible 

and it is important to reassure that the workflow in the department is effective. 

 

Middle manager B is a female at the age of 27. After high school, she started working at a horse 

farm as a horse rider and trainer for three years, before she decided to keep it as a hobby. She 

wanted to become a police-officer, starting to study criminology and social psychology. During 

that time she even started working at an organisation in the plastics industry and soon becoming 

a process leader (a mixture between team leader and middle manager). Before starting the 

education to become a police-officer, she decided to take leave of absence and travel. Two 

years ago, once returning home, a top manager from the current organisation called and told 

her that they needed new co-workers, and she was offered an employment as a middle manager. 

An offer that she accepted. Last summer she shifted department from the assembly department 

to the processing department. Middle manager B’s biggest challenge is to keep calm and 

composed in stressful situations, which is her work related personal goal for this year. Middle 
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manager B describes her own role as a middle manager, as a role with responsibility over co-

workers and making sure they have favourable conditions for conducting their work. Deliver 

in time and to the right quality, meaning that both the co-workers are important meanwhile 

thinking in business terms.    

Middle manager C is a female at the age of 59. She began working at a candy manufacturer in 

Denmark in her teens and later at a cardboard manufacturer. In 1983, she moved to Sweden 

and started working at a laundry. At the laundry, she gained her first experience, working as a 

middle manager. In 1995 she started working at the current organisation as an operator and five 

years later she was promoted to middle manager. During that time, she was responsible for the 

entire production with 200 co-workers. First in year 2013, the responsibility over the 

production was divided into three departments with three middle managers, including middle 

manager C. Currently, middle manager C’s biggest challenge is the reorganisation which 

started 2013 in conjunction with the new ownership. Middle manager C describes her own role 

as a middle manager, stressing that she is the one responsible for everything that involves 

production and personnel issues in her department. 

 
Table 1. Overview of the middle managers. 

 Middle manager 

A 

Middle manager 

B 

Middle manager 

C 

 

Age 

 

27 

 

27 

 

59 

 

Gender 

 

Male 

 

Female 

 

Female 

 

Origin 

 

Vietnam 

 

Sweden 

 

Denmark 

Experience of 

the organisation 

 

6 years 

 

2 years 

 

21 years 

Experience as 

middle manager 

 

6 month 

 

2 years 

 

16 years 

 

Personal 

challenge 

Personnel 

responsibility 

Keep calm and 

composed in 

heated situations 

The 

reorganisation 

 

Own role 

described 

Getting co-

workers and 

department to 

function 

Responsibility for 

co-workers 

meanwhile 

thinking in 

business terms  

Responsibility for 

everything in the 

department 
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4.3 Managerial work  
The three selected middle managers were each observed during a 40-hours working week. The 

observations made it possible to interpret and categorise middle managers’ managerial work. 

To facilitate and simplify the observations, the managerial work is categorised within five 

different categories of activities. Table 2 shows the results from the observations. 

Table 2. Distribution of time of middle managers.  
 

Middle 

manager  

A 

(Average) 

Middle 

manager  

A 

(Range) 

Middle 

manager  

B  

(Average) 

Middle 

manager  

B  

(Range) 

Middle 

manager  

C 

(Average) 

Middle 

manager  

C 

(Range) 
Number of activities 

per day 
119 82-168 108 93-116 98 79-136 

Deskwork 

sessions 

      

Number per day 29 24-37 28 20-39 38 30-47 

Proportion of time 33% 30-43% 25% 17-42% 42% 35-51% 

Average duration 

(min) 
6 1-28 4 1-18 5 1-41 

Telephone calls 
      

Number per day 15 12-18 10 8-12 6 5-6 

Proportion of time 6% 4-7% 3% 2-4% 2% 1-2% 

Average duration 

(min) 
2 1-9 2 1-4 2 1-4 

Scheduled 

meetings 

      

Number per day 4 3-5 5 2-11 3 2-5 

Proportion of time 14% 5%-21% 15% 5-31% 17% 7-32% 

Average duration 

(min) 
17 5-82 16 2-43 23 7-137 

Unscheduled 

meetings 

      

Number per day 15 7-20 22 17-32 22 10-32 

Proportion of time 10% 5-15% 16% 9-24% 15% 12-18% 

Average duration 

(min) 
4 1-15 3 1-42 3 1-37 

Tours 
      

Number per day 56 28-99 43 26-59 30 19-47 

Proportion of time 37% 24-52% 39% 27-58% 24% 12-39% 

Average duration 

(min) 
3 1-29 4 1-64 4 1-31 

Total 
      

Average duration 

(min) of all activities  
4 1-82 4 1-64 5 1-137 
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Table 2 illustrates the middle managers’ distribution of time between different activities. The 

table consist of five activities including: deskwork sessions, telephone calls, scheduled 

meetings, unscheduled meetings and tours. Each activity is described in how many times they 

were performed during a working day, how big proportion of the middle managers total 

working day was spent in the specific activity and the average duration of the activity. The 

activities are presented both in average and as a range. Summarising the table, the middle 

managers had 119, 108 and 98 activities each during a working day. In total, all activities on 

average lasts between four to five minutes for each middle manager, with a range between 1-

137 minutes. 

 

Comparing the various middle managers, there are observed differences between them. Middle 

manager C has a longer average time spent on activities compared to the other middle 

managers. However, this can be deduced from the fact that during the observation week of 

middle manager C, the middle manager participated in more comprehensive management 

meetings, compared to the other observation weeks. 

 

When comparing the number of different activities per day there are clear differences. The 

middle manager with least experience as manager, performs more activities per day compared 

to the more experienced middle manager. Middle manager C, who has the most experience, 

conduct fewest activities per day. This since she has more structures for the day-to-day work, 

which meant that the workflow becomes more efficient. 

 

At the same time, middle manager C spends most time on deskwork sessions, while the other 

middle managers instead spend more time on tours, being out in department to make 

reconciliation of the production. In the case of tours, the more inexperienced middle manager, 

which is middle manager A, performs both more and shorter tours compared to the more 

experienced middle managers. Middle manager A often visited his department to make 

reconciliation of production and solve practical problems.  He clearly preferred to only perform 

one single task when he made a tour, instead of accumulating several tasks before visiting the 

department. On the contrary, middle manager C instead chose fewer tours and collected several 

different issues that needed to be controlled before visiting the department. Another reason 

why middle manager C made fewer tours was because she delegated practical tasks to one of 

the team leaders in her department. In other words, instead of having to cancel the work in the 

office to handle a simple issue in the department, team leaders were responsible for handling 

them. Middle manager B worked in a similar manner and usually delegated many practical 

tasks to her team leaders. The difference was that middle manager B used several team leaders 

while middle manager C only trusted and gave responsibility to one of the team leaders. Middle 

manager B also expressed that she conducted many tours because she wanted to create a better 

relationship with her co-workers, but also because she wanted to develop her leadership skills.  

 

Another distinctive feature is that middle manager A performs and spend the least amount of 

time on unscheduled meetings. However, the average time per unscheduled meeting is longer 

compared with the other middle managers. Middle manager A conducted daily discussions 

with the production technician on how to prevent malfunction in his department. Middle 

manager A’s department is responsible for the final assembly, which implies more complex 

production cells with recurring malfunctions. The many unscheduled meetings with production 

technicians made him rarely available for his co-workers. This instead implies that the middle 

manager A’s co-workers stopped him on his tours to ask him about different issues. Resulting 

in lost focus on the prioritised tasks during the tour. 
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The middle managers spend a small part of their working day in telephone calls. Between 2-

6% and the telephone calls only lasts two minutes in average for all three middle managers. 

The middle managers instead preferred to search co-workers, colleagues and the top 

management personally, rather than communicating through telephone calls.  

 

During their working week, the middle managers planned and participated in a small number 

of scheduled meetings. However, they usually needed to devote a lot of time preparing for those 

meetings and every so often the meetings resulted in new tasks being distributed among the 

middle managers. The meetings were most about communicating information to the top 

management level and receiving new ideas that the top management wanted to implement 

within the organisation. 

Table 3. The middle managers working roles.  

  
Middle  

manager A 

Middle  

manager B 

Middle 

manager 

C 
Average (span) Average (span) Average (span) 

Interpersonal 

roles 

Figurehead   2 

(0-7)%  

6% 

3 

(0-9)% 
 

 

 

12% 

0  

(0)% 
 

 

 

8% 
Leader 4 

(2-4)% 
9 

(1-16)% 
8 

(2-12)% 

Liaison 0 (0)% 0 (0)% 0 (0)% 

Informational 

roles 

Monitor 43 

(33-49)% 
 

 

 

 

 

63% 

32 

(26-40)% 
 

 

 

 

 

53% 

40 
(29-40)% 

 

 

 

 

 

68% 

Disseminator 17 

(12-18)% 
16  

(9-24)% 
14 

(8-21)% 

Spokesman 3 

(1-7)% 
5 

(3-10)% 
14 

(4-32)% 

Decisional 

roles 

Entrepreneur 1 
(0-4)%  

 

22% 
 

 

 

0  
(0)%  

 

 

 

 

31% 

0  
(0)%  

 

 

 

20% 

Disturbance handler 3 

(0-7)% 
10 

(3-23)% 

2 
(0-3)% 

 
Resource allocator 18 

(16-18)% 
21 

(18-24)% 
18 

(10-26)% 

Negotiator 0 (0)% 0 (0)% 0 (0)% 

Operational 

roles 

Specialist 6 
(3-10)%  

7% 

2 
(0-6)%  

3% 

1 
(0-2)%  

2% 

Substitute operator 1 

(0-1)% 
1 

(0-1)% 
1 

(0-1)% 

 
Other 2 

(2-4)% 
2% 1 

(0-2)% 
1% 2 

(0-9)% 
2% 
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4.3.1 Working roles 
Table 3 illustrates middle managers’ distribution of time between different working roles. The 

table consists of four main groups, which are interpersonal roles, informational roles, decisional 

roles and operational roles. The four main groups in turn consists of subgroups that furthermore 

categorise the middle manager’s working roles. Within each subgroup, an average time spent 

in the roles are described. Likewise, the size range between different working days during the 

observations are reported. After that, the proportion of time spent in the different main groups 

are summarised. If a situation is not possible to categorise within the working roles, it is 

presented as others. 

 

There is a visible difference between the middle managers in all groups except in the group 

others, were all middle managers were found in the range of 1-2 %. All middle managers were 

categorised within the four main groups, but did not performed the roles as a negotiator or 

liaison. This might be since the middle managers rarely had responsibility for external contacts. 

Only middle manager A is categorised within the subgroup entrepreneur. There was a 

significant difference between the different working days middle managers were observed. 

During one working day, a certain working role could assume a large portion of the middle 

manager’s managerial work, but for the next day be almost non-existing. 

 

A consistent and clear pattern is that the middle managers mainly perform informational roles 

and decisional roles in their profession. The distribution between informational and decisional 

roles differs between the various middle managers. Middle manager A and C generally have 

the same distribution while middle manager B exercises decisional roles to a greater extent 

than the other middle managers. This can be attributed to the fact that during middle manager 

B’s observation week, there were significantly more production deviation, compared to the 

other observation weeks. This meant that the middle manager B needed to perform the role as 

a disturbance handler more frequently than the other middle managers. 

 

Concerning the subgroups there are also significant similarities between the various middle 

managers. The most performed working roles, are the role as a monitor, disseminator and 

resource allocator. This is mainly since the middle managers are constantly working to monitor 

the performance of their co-workers. At the same time, they are responsible for allocating 

resources within the department for which they are responsible and for disseminating internal 

and external information among their co-workers. It becomes clear that their managerial work 

has great influence over their roles. Middle manager A is distinguished by performing the role 

as an entrepreneur, unlike the other middle managers. At the same time, middle manager A 

perform the role as a specialist to a wider degree, than the other middle managers. This may be 

derived to that he primarily prioritises production.  

 

4.3.2 Requirement  
In their role as middle managers, they have requirements instituted by their site manager and 

the top management. Daily, they have to present a production follow-up on selected machines. 

If the machine had not managed to reach the production target they had to explain why and 

how they should do to achieve the production target in the future. This production monitoring 

would then also be documented and presented for top management at regular meetings. The 

middle managers should also set goals for their respective departments. The goals should 

involve productions improvement and overall increase the effectiveness in the production. The 

goals were also presented to the management and follow-ups should be reported to them 
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regularly at planned meetings. Every week the middle managers must participate in several 

meetings. These meetings are management meetings, quality meetings and deviation meetings.  

  

4.3.3 Restrictions  
The middle managers had relatively great freedom in implementing different solutions and 

control functions in their respective departments. At the same time, they were very restricted 

regarding changing the production process. To change a production process, it required the 

approval of both top-management and sometimes even from their customers. Even in their 

planning regulations limited them. When they planned the production in their department, they 

had to reconcile this with the production planner. The middle managers only planned the short-

term production, while production planners accounted for the long-term production planning. 

Furthermore, the middle managers were directed by which customers whom should be 

prioritise when planning the production. The prioritised customers were determined through 

top managers’ strategic strategy. In the departments, the middle manager was allowed to 

customise the various activities that would be implemented. For example, the middle manager 

had the possibility to design different instructions for cleaning procedures. However, the 

instructions had to be designed according to a predetermined design, with uniform templates. 

The middle managers generally have excessive freedom to act on their own authority, 

nevertheless they are obliged to adapt the organisations encoded structures.  

  

4.3.4 Choice  
All three middle managers have much control over how they structure their working day and 

to a large extent they also choose what tasks that should be prioritised. Each middle manager 

has thus individual possibilities to choose what to do in their role. Middle manager A and B 

often choose to take more tours to visit their department compared to middle manager C. There 

is sometimes clear pattern of how the different middle managers choose to allocate their time, 

but at the same time, there are also clear differences between them (see Table 2). This illustrates 

and clarifies that middle managers are able to choose how they want to work in their role.  

  

4.3.5 Initiator of tasks 
During the observations, a clear and uniform depict emerged on whose initiatives the middle 

managers perform their work. All middle managers perform mostly work on their own 

initiative and it involves between 63 and 65 % of the tasks conducted by the middle managers. 

The second largest part is of someone else's initiative and covers between 29 and 32 % of the 

tasks conducted by the middle managers. Planned meetings represent a very small part of the 

middle managers’ work and mostly they participate in the same meetings. Only between 4 and 

6 % of the middle manager tasks is comprised of scheduled meetings.  
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4.4 Self-leadership   
4.4.1 Middle managers’ self-leadership   

Middle manager A’s main focus is to ensure that the production is running, as clearly 

evidenced during the observations. Middle manager A spent much time in the department 

(tours), where he actively controlled the production process directly through the operators. 

Middle manager A’s approach and priorities was perceived as spontaneous and without any 

long-term goal. Leadership, both to lead himself and to lead others was perceived as 

something necessary only if it has desirable effects on the production, quality or delivery 

times.  

Middle manager B showed a great interest in her own development as well as co-workers and 

the department’s development. As a result of the great interest she devoted time to learn from 

middle manager C’s experience, discuss with the site manager about how different situations 

should be handled, and to ask for feedback from co-workers on her performance. During the 

observations, she used tours as a management tool to build trust and satisfaction among the co-

workers, and to get an overview of the production status. Middle manager B’s goal for 2017 

"to keep calm and composed in stressful situations" was listed as a red thread through the 

observation week. Both during emergency meetings and concerning co-worker issues. As 

middle manager B puts it: -"It is important to be strong mentally".  

During the observation week, middle manager C’s experience was evident, both the applicable 

procedures and her way of communicating with co-workers. As she expresses it: 

-"You can live on your experience".  

 Despite her experience and practices, there was some activity in the observations that attracted 

attention. When new decision emerges, co-workers lacked essential knowledge or unexpected 

problems occurred, middle manager C became both grumpy and upset. Usually it was the 

individual in the vicinity at the time who did receive the frustration.  

  

4.5 Behavioural-focused strategies   

4.5.1. Middle manager A  
Middle manager A is a male at the age of 27. He has been working in the organisation for six 

years, as an operator, team leader and since six months back as a middle manager. His main 

focus is to learn how to operate as a middle manager and maintain a high productivity.   

  

4.5.1.1 Self-goal setting  

Middle manager A explains that he wants to develop himself and his knowledge especially in 

human resources and technology. Concerning human resources, he wants to develop skills in 

managing conflicts that may arise between co-workers at the department. At the same time, he 

also wants to increase his technical knowledge to discuss production changes with production 

technicians more easily. However, he has not set any personal goals how he will achieve this. 

At the same time, he believes that it is important to set long-term-goals to be able to develop 

yourself.  

 “It is good to write down what activities and goals you have, then you will follow it. Then you 

see the progress that you make. You must do several different activities to achieve the goals”.   
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Even though he enlightens how important it is to write down your own goals in order to achieve 

them, he has not done it himself. Instead of working with personal goals, he works instead with 

organisational goals that the top management has established. Middle manager A mentions 

primarily that he wants to achieve the goals according to APS (advanced planning and 

scheduling) and TAK (production targets).  

“I want to achieve higher points in APS, today we are a little behind, so we have to work more 

with it. TAK is important and I want to achieve it, but then I have to increase more”.  

Currently middle manager A only works with goals consistent with PDCA (plan, do, check, 

act), which was recently established by the site manager. The purpose of the goals is that the 

middle manager should establish own goal of how to develop their respective departments. The 

goal should then be followed up in various management meetings. Middle manager A has 

through PDCA set a goal to update all work instructions that are connected to high-volume 

articles. However, there is currently no clear target of how he should proceed to achieve the 

goal. The middle manager says that he lacks a clear structure for how he will solve recurring 

problems that arise in his department, instead he solves them spontaneously as they arise.   

  

4.5.1.2 Self-reward  

The next step is to talk about self-reward and how it relates to his profession. Middle manager 

A states that he does not use or even think about self-reward in context of his work. For middle 

manager A it is strange to associate self-reward together with one’s work. The only thing he 

really applies that can be compared with self-reward is that he sometimes thinks back to a 

completed task and feel satisfied that he managed it. This happens a good while after the task 

is completed. He admits that he has difficult to feel any mental or physically reward when he 

performed a task, instead he focuses on the next task.  

 “No, I do not reward myself. Maybe I look back in the mirror and think that I have done a 

good work sometime, but I do not reward myself”.  

  

4.5.1.3 Self-punishment   

Self-reward is something middle manager A does not use when performed a difficult task. But 

how does the middle manager feel when there is a setback at work. Middle manager A states 

that he sometimes put mental pressure on himself when things are not going well in the 

department. The feelings of disappointment may remain for a long time, still the feelings are 

not shared with others around him, instead he keeps them for himself. He talks only about the 

practical problems with his co-workers and not if his performance is desirable or undesirable.  

“I think a lot about what I did not do well. I keep it for myself. I want to be positive towards 

my colleagues. Sometimes I take the depressed feelings home after work, but you should learn 

to let those feelings go. In the beginning, I took with me a lot of problems back home after 

working hours. It was burdensome, but I have been better off leaving those feelings at work 

before I go home for the day. You should take a lesson and move on”.  

Middle manager A states that he does not feel any personal liability if his department is 

supplying an inaccurate article. He says that these things occur and it is important to learn from 

the mistakes and then move on. Still, if inaccuracies arise in the department that could have 

been prevented or if he has been careless, he feels guilty.   
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4.5.1.4 Self-observation 

In the beginning of the discussion about self-observation, middle manager A argues as follows:  

- “…it is important to reflect and to use self-observation in one’s work, to develop abilities”.  

 

Although he knows this, he never reflected on his own work effort, only on practical problems 

that may have occurred during an important project. The reason for this is that he feels that 

there is no time to reflect during his working day, there is simply too much to do. At the same 

time, he says that even private he does not think or use self-observation, instead he describes 

himself as an individual who only looks forward. 

 

“I think it is important to reflect. If it is important things, big contracts, I am careful and make 

sure I am doing well. Otherwise I do not reflect on the small tasks”. 

 

Concerning feedback, middle manage A says that it does not occur between him and his co-

workers. According to him, the absence of feedback within the department probably depends 

on that he does not encourage it. Feedback from co-workers had otherwise been valuable for 

middle manager A to increase his self-awareness. 

 

“I do not think backward but instead forward on what I need to learn. It is full speed at work 

so I am just focusing on the future. I do not think I can get feedback from my co-workers, I give 

assignments and do not need to get any response from my co-workers”. 

 

 

4.5.1.5 Self-cueing 

Discussing about different cues that occur in his work environment, middle manager A declares 

that he never or seldom applies positive cues, such as lists. The tasks that should be performed 

during the working day are instead kept mentally. It is clear that he currently does not have any 

structure designed to remember what to do or how to prioritise. 

 

“Most of my planning is in my mind. I start the day by planning what to do, but there will 

always be new things during the day. I prioritise production first, but do not write down what 

should be prioritised in production, I have it in my head”. 

 

In middle manager A’s work, his co-workers frequently interrupt him with small practical 

issues that he believes they should be able to solve on their own. Apart from this, he does not 

consider there to be any negative cues in his work environment. He does not think it is 

troublesome to work in a noisy environment, which is often the case in their open office space.  

 

“It is annoying when I have to take care of simple practical problems that the operators or 

team leaders could solve themselves”. 
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4.5.2 Middle manager B 
Middle manager B, is a female at the age of 27. She has worked as a middle manager during 

the last two years. Her main focus is to develop herself, the co-workers and the entire 

department. Meanwhile achieving her personal goal for year 2017, “to keep calm and composed 

in stressful situations”.  
 

4.5.2.1 Self-goal setting  

Asking about the middle manager’s own personal goal setting, she explains that it was first 

when the new site manager arrived that she decided upon a long-term (three years) goal for her 

own performance. Before that, she had no personal goals related to her professional career. 

 

“I have not done it before, but when the new site manager came here last summer we put 

together a personal goal for me. It is a long-term goal that will last for three years”. 

 

At the same time, middle manager B started to work on short-term goals. Currently she is 

working on several short-term goals, including fulfilment of advanced planning and scheduling 

(APS), eliminate rechecks of articles and ensuring that the operator maintenance works. At a 

personal and mental level the goal setting is clear: "to keep calm and composed in stressful 

situations".  

 

“I follow up APS every week, what we have done and when it should be done. I write everything 

on the list, and check it when it is completed”. 

 

“My biggest challenge personally is to keep me calm and composed in stressful situations that 

arise. It is at the same time my personal goal for this year”. 

 

Middle manager B apply self-goal setting both decided on her own and discussed with the site 

manager. For specific tasks the PDCA model is used, regarding the personal goals, the long-

term goals are written down, while the short-term goals are only kept mentally. The middle 

manager explains PDCA as a four-step model, (1) Plan (P), for example, plan how to realise 

an idea, (2) Do (D), conduct the work, (3) Check (C), control if the plan worked, and (4) Act 

(A), start over with a new idea. The model was introduced by the site manager, and she feels 

that the conditions for self-goals setting has approved a lot since he started working in the 

organisation. 

 

During the observation week, middle manager B countered a lot of complaints from the 

customers, even continuing after the observation week. Asking the middle manager how this 

had been managed, responding that she is frustrated that the complaints are recurrent. Still, no 

goal-setting is applied in order to find a solution on how to manage complaints, except of using 

the site manager’s idea to keep a logbook.   

 

“I had everything in my mind, but the site manager recommended me to keep a logbook. It is 

not so advanced, I am writing down what is happening”. 

 

“Internal problems make me upset because it feels as if they do not take it seriously. I start by 

writing down what has happened with the quality manager. Then I write an internal deviation 

and hope that the problem will not occur again. No, I have no way to avoid similar problems 

occurring again”.  
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4.5.2.2 Self-reward 

Middle manager B, is perceived as very familiar with self-goal setting, both during the 

observations and interviews. However, once talking about self-reward she explained that she 

has never thought about self-reward in relation to her work, arguing that it is a part of her 

everyday life and not something special. Discussing further about both physical and mental 

rewards, it was confirmed that she has never thought about it and has not felt the need of self-

reward. Once completing a work-task, making progress and achievements, she feels happy and 

wants to share the joy with her co-workers. The happiness and the joy shared with others is a 

reward in its own. 

 

“If I have completed a difficult task, I feel glad, but then again it is more a positive feeling, I 

am not going to reward myself. On the other hand, it is very important for me to show my 

happiness to others, I have difficulty in receiving the honour, I want to share the feeling of 

happiness with my co-workers. No, I do not reward myself, or maybe, I have not thought of 

that”.  

 

Discussing self-reward, it becomes clear that the middle manager has high demands on herself. 

During the observation week, no matter how she planned, lacking 480 work hours to reach the 

production target. Explaining the she does not think that it is impossible, she accepts the 

conditions and formulates a new plan. 

 

“Many tough working moments have become my everyday life and after them new challenges 

always follows. I do not want to fail, that is my biggest fear”.  

 

4.5.2.3 Self-punishment 

Discussing self-reward, middle manager B mentions that her biggest fear is to fail, and further 

once discussing self-punishment she describes that she can be very critical and tough once 

doing introspection. Later, describing how she works in a constructive way, searching for 

solutions to problems, investigate and implement plans. In terms of feeling guilty, it mostly 

exists in relation to co-workers. A part of the guilt and dissatisfaction are shared with others. 

For example, that the site manager will leave the organisation and the worry about her long-

term goal, once he leaves.    

 

“I think I can be quite hard on myself, unfortunately, but I do not think I am bad, instead I 

focus on solving the problem. I think the co-workers is important, if it has been a conversation 

or a conflict, it is important that I have said and handled the situation correctly. If you say 

something you regret later on, then I can think about it and start to feel guilty, and that I have 

to sort it out”. 

 

Further discussing self-punishment, middle manager B answers that she punished herself a lot 

before, but not anymore. Instead of focusing on problems, she wants to see solutions. During 

an internal revision, several inaccuracies was discovered, asking the middle manager what she 

thought about it, she explains that she would feel dissatisfied with her own performance if the 

internal revision instead was an external revision. 

 

“I do not let the feelings tame me down, before it could be that way and I took my feelings 

home after my working day. But now I have grown older and can handle it better. Middle 

manager C has been a role model for me when it comes to managing the work. You must let 

the work remain on the work and at home should be home”.  
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Middle manager B usually talks with others about both practical problems but also personal 

emotional problems. When discussing personal feelings, she only entrusts a few of her closest 

colleagues.  

 

“I talk a lot with others, I am an emotional person. I find it hard to keep the difficult things in 

me, instead I want to get it out by talking to others. But sometimes I want to keep some things 

for myself. I am talking mostly with the site manager and the other middle manager I am 

working with”.  

 

4.5.2.4 Self-observation  

Middle manager B, argues that self-observation is a very important part of her personal 

development, due to her three-year goal. The knowledge about self-observation was learned 

during a University course about project leading, both the value of own observations and the 

knowledge gained from asking for feedback. Middle manager B describes a situation whereby 

she noticed that she felt very nervous talking in front of a larger group. To encounter this she 

started to practice, gathering groups in different sizes to practice and overcome her 

nervousness. 

 

“Reflection is important because I have a strong target image and I want to develop. I have 

that feeling within me, I do not know why. Therefore, I think it is important with reflection. It 

helps me develop. I have studied a course at the University where a great deal was about 

leadership and I think that is very interesting, how reflection can affect me and others 

positively. It happens that I ask for feedback from my colleagues. I tend to swallow the pride 

and instead ask if there is anything that I can do better next time”.  

 

4.5.2.5 Self-cueing  

In order to limit negative cues, the middle manager uses notes as a support function during her 

working day. The notes are written down, but not as a priority list, rather the work-tasks are 

handled spontaneously. Still, quality and complaints are always prioritised, even though it is 

not written down on a priority list.   

 

“If the quality is correct, everything else works. If we did not have any quality deviations, we 

had only been able to work on improvements here”. 

 

“I do a lot of lists, I am constantly writing down everything. I usually do not read it but it may 

be nice to be able to go back and check it out”.  

 

During the observation week, an unscheduled meeting with a team leader was observed. The 

unscheduled meeting took place in the open office space that the middle manager shares with 

the other middle managers and the planning and logistic team. During the meeting (13 minutes) 

the middle manager and the team leader was interrupted two times by a co-worker in the office. 

Discussing this with the middle manager, she immediately explains her struggle with the open 

office space, both with interruptions and the difficulty to focus. Middle manager B has asked 

for a separate office, which has not been approved. 

 

“I am getting annoyed by being interrupted at my workplace when I talk or work with someone. 

It is very hard to work, I usually sit with dual hearing protection. I find it hard to concentrate 

when there is lot of noise around me. When I started, I asked to have my own office, it would 

have been nice to be able to close the door when you have personal conversations”. 
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4.5.3 Middle manager C 
Middle manager C, is a female at the age of 59. She has been working in the organisation for 

22 years, both as an operator and as a middle manager with responsibility for the entire 

production. Middle manager C’s main focus is to adjust to the reorganisation, meanwhile taking 

responsibility for her department's production and personnel matter.    

 

4.5.3.1 Self-goal setting 

Middle manager C, talks about self-goal setting as a competition, where winning over herself 

and other departments are the most important. This was evident during the observation week, 

as middle manager C was very proud once showing the observer’s previous achievements and 

creative ideas. Middle manager C explains that she competes both at a personally level against 

production hours and at an organisational level. Currently they have a competition between the 

different departments and the site manager to create ideas for how the operator maintenance 

should function. The middle manager explains that in order to win the competition she needs 

her co-workers to be on board, be creative and coach the co-workers.  

 

“I have to compete with myself, that is something I am born with. That is something I have 

always done. I like to have the best results on our department and that we contribute with the 

most suggestions”.  

 

Conducting larger work-tasks, self-goal setting is not used, the middle manager rather state that 

two large organisational goals take up a lot of time and leaves no room for self-goal setting. 

 

“Currently we have so many goals. Within APS and the new management system. We have so 

many goals, so it will actually be enough now. And try to finish them first. I have to concentrate 

on that right now”. 

 

Middle manager C does not apply PDCA, instead she focuses on solving problems as they 

come, by being practical and creative. According to middle manager C, the short-term goals 

on how to solve a current problem is always written down. During the observation week the 

notes were used as a short-term reminder. For example, a reminder to control the stock balance 

on an article, during an upcoming tour.  

 

“"If you have everything in your head, the head does not work in the end.".   

 

 

4.5.3.2 Self-reward 

“Within me, I rejoice, I do. And say yes, we did it this time too. Damn what a people I have. 

We are the best department in the entire factory. A bit like that. And so I say to them too: - That 

if you know how good we are, they are so far behind in the other departments”.  

 

This quote explains middle manager C’s attitude to self-reward. Summarising, she thinks back 

to earlier victories and achievements, she enjoys a victory over other departments and she 

prioritise the co-worker’s reward. The observation week especially showed evidence about 

middle manager C being proud over earlier victories and achievements, which was shared with 

colleagues, the top-management, the site manager and the observers. Meanwhile the reward to 
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co-workers focused on certain team leaders or certain co-workers instead of giving reward to 

all co-workers during daily management meetings.   

 

At a personal level, middle manager C does not think about self-reward during or after goal 

achievements. Instead, she argues that it is her managerial work to develop her department and 

not something special that needs to be rewarded. As middle manager C explains:  

 

- “I do not care if I get credit, but my workers shall get it. It is important to me. I am not so 

important”.  

 

During the observations week, it was clear that self-reward was not in mind, instead reward 

and confirmation from others. In particular, the reward from the site manager for new ideas 

and improvements introduced at the department. Middle manager C appreciated receiving 

reward from the site manager before the idea and information were shared with colleagues. 

 

4.5.3.3 Self-punishment 

In case of poor performance, no self-punishment exists. As middle manager C state:  

 

- “If I am doing something very wrong, nobody knows. Nobody knows if you do something 

wrong, nobody more than me. It is such an independent work that it does not come true”.  

 

Discussing poor performance and inaccuracies at her department or done by co-workers, 

middle manager C takes the blame and reflect if she for example could have given an other and 

better explanation. She takes the blame, since she feels that it is her department, her co-workers 

and her responsibility.  

 

“I will give them as much as I can, so that they can work as well as possible. That is how it is 

set. If I do not fix it for them, they cannot work”.  

 

Middle manager C, explains once discussing inaccuracies and incidents that there is no need 

for self-punishment since many problems are recurrent. The same applies for the incidents, 

arguing that all incidents cannot be prevented, leaving her with no guilt. Rather she explains 

that once an incident has occurred she instead wants to act. Middle manager C state that she is 

used to handle setbacks, which increases her self-esteem and self-confidence. 

 

During daily management meetings, unscheduled meetings at the office and individual 

conversations with co-workers middle manager C spread knowledge about inaccuracies. For 

example, she showed co-workers incorrect articles and how they should be managed in the 

machines. Inaccuracies, according to middle manager C should be handled by being creative, 

practical and spread knowledge to others to prevent similar inaccuracies. Still, she also explains 

that sometimes she can get very acid, and feel a need to ventilate the feelings and thoughts. 

The ventilation, during the observation week was perceived as uncontrolled, expressed to the 

person being around.   

 

4.5.3.4 Self-observation 

Self-observation is not applied ongoing, rather middle manager C explains that she lives on 

practical skills and her long experience and do not feel the need for self-observation. During 

the observation week, once faced with a more extensive task, middle manager C started with 
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going back and review if she had performed similar tasks before and gathered valuable 

knowledge. 

 

At first, discussing self-observation, middle manager C said:  

“How do I actually do? I hardly know, it just happens. But it works out fine”.  

 

Middle manager C explains that her focus is on the task and not on her personal participation. 

Instead arguing that self-observation might happens subconsciously. Once discussing self-

observation further, middle manager C express a lack of feedback on her work performance, 

and argues that that the co-workers cannot give feedback.  

 

“… they are a bit lame on that front. They are not accustomed to tell. They are also silent when 

it comes to fun things. In the daily meetings, they say almost nothing”.     

 

The daily management meetings were held in the department, making it hard to hear each other, 

due to the operating machines. This was evident during the observations of daily management 

meetings, whereby middle manager C explained measurement figures, machines that should 

be prioritised, gave instructions and shared information from the management meeting. During 

the meeting the co-workers remained passive and barely listened. In the end of the daily 

management meetings middle manager C asked if the co-workers had something they wanted 

to share, but mostly they remained silent. At the same time, a lack of new solutions to increase 

communication and feedback between the middle manager and co-workers was noticed.   

 

4.5.3.5 Self-cueing 

Every morning middle manager C uses the same routines, including updating information on a 

whiteboard, controlling machines, resource planning and preparation for meetings. During the 

morning routines, the same documents for follow-ups are used, and during the working days 

middle manager C constantly used notes to remind her of work-tasks that needs to be 

accomplished. Usually she started with smaller work-tasks that could be finished within a 

couple of minutes. Arguing that if more extensive work-tasks would be prioritised, much other 

duties and responsibilities would be suffering. 

 

“I always write on paper, because then I will get rid of it in my head. It is all about it. If you 

have everything in your head, your head will not work in the end. It has to be remembered, and 

then I can take it away when I go home. Then I have written it down and will remember it 

tomorrow”.  

During the observation week, we noticed that the middle manager used alarms on her mobile 

phone for scheduling meeting, lunches and breaks. The middle manager argues that she uses 

the alarms in order for her to be in time to meetings. Further giving an explanation that before 

the acquisition she did not have meetings to attend to, making her unused to be in time. 

 

“It is hard to change a habit, to get in time for meetings, and when you have meetings it does 

not look great if you do not get in time. So, there you have to take care, and that is the only aid 

I have to solve it. You know yourself, when you pass by and someone wants to talk and then 

you are gone. Time and space. Even if you are on your way to the meeting you can forget about 

it”. 
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5. Analysis and discussion 

In this chapter the three most important empirical findings will be presented. First a theoretical 

analysis concerning the five behavioural-focused strategies. Extended with three fine-grained 

analysis of self-goal setting, self-reward and self-observation. In all categories, the empirical 

findings will be connected to the theoretical framework, to identify similarities and differences. 

Throughout the chapter, the three middle managers will be discussed and compared with each 

other. 
 

5.1 Theoretical analysis  

5.1.1 Self-goal setting 
The empirical findings highlight the middle managers different approach to self-goal setting. 

Middle manager A express that he currently has two areas that he wants to improve, namely 

human resource abilities to handle conflicts and technical knowledge. The improvements are 

only ideas, and have not been developed to goals. According to Neck and Manz (2013), the 

first step in self-goal setting, is to conduct a self-analysis of what we want to achieve before 

we can set any goals. Middle manager B on the other hand showed an interest in her self-

development through self-goal setting. Her personal goal for this year is to “keep calm and 

composed in stressful situations”. Middle manager C, express her need to win over herself and 

other departments, and often experience new organisational goals as competitions that she 

needs to win.    

 

The theory about self-goal setting is described as the extent to which co-workers provide self-

direction using personal goals (Manz, 1992). The theory does not consider the middle 

managers’ different approaches to self-goal setting, which the empirical findings highlight can 

be very individually (improvement, self-development and competition).  

 

Middle manager B’s interest for self-development further explains the different application of 

long-term goal setting. Middle manager B uses long-term goals both for her own, the 

departments and the organisations development. The long-term organisational goals, decided 

by the top management are divided into short-term goals. The short-term goals, for middle 

manager A and B focuses on APS, production improvements and TAK (production target). 

According to Neck and Manz (2013), the short-term goals must be specific but also be 

consistent with the long-term goals for maximum effectiveness. For two middle managers (A 

and C), this approach is applied for organisational goals. Still only middle manager B has a 

long-term (three year) personal goal, and currently works on her self-development.  

 

Even middle manager C focuses on the organisational goals, but in the manner that she solves 

the problems as they occur by being practical and creative. She expresses her limitation in 

applying self-goal setting due to the extent of the organisational goals. Mainly APS and the 

new management system. All middle managers have the longest activities in planned meetings, 

between 2-137 minutes (see Table 2) whereby new ideas and organisational goals were deeply 

discussed. Yukl (2012) explains the stereotype picture of middle managers spending much time 

to analyse the organisation’s problem and develop plans to address these. The self-goal setting 

on the other hand is not prioritised. In the role as a resource allocator, a role that middle 

managers perform a lot (see Table 3), the resource allocation is concerned with production 

resources, mainly machines and co-workers. The middle managers do not use the role as a 
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resource allocator to allocate their own time, deciding what to do, when and how. The middle 

managers prioritise the organisation’s resources and contradicts the theory stressing that 

perhaps the most important allocation is the manager’s allocation of their time (Mintzberg, 

1989).  

 

5.1.2 Self-reward 
Common for all three middle managers are the absence of self-reward. The middle managers 

express that it is their everyday life, it is their work to develop the department and not 

something special that needs to be rewarded.  Neck and Manz (2013), argues that with the use 

of self-reward, it is possible for us to influence our actions positively by rewarding ourselves 

for desirable behaviour. The empirical findings develop this statement, arguing that (1) the 

middle managers do not prioritise self-reward and (2) they are forced to quickly move on to 

the next activity.  

 
(1) Middle manager B and C, express that it is important to give reward, show appreciation and 

share joy with the co-workers. Middle manager B express that sharing the joy with others, is a 

reward in its own. Middle manager C, also express the importance to tell the co-workers that 

they are doing a great work, meanwhile as she values rewards from the management for her 

creative ideas.   

(2) The middle managers conduct between 79-168 activities a day (see Table 2), mainly in the 

role as a monitor (see Table 3). The role as a monitor is very important for the middle manager, 

since they constantly need to be updated about the production, which is a requirement in their 

professional role. In combination with the fact that 29-32 % of the activities are on the initiative 

of others, the middle managers are forced to quickly move on to the next activity.   

 

  

5.1.3 Self-punishment  
During the observations and the interviews, the younger and more unexperienced middle 

managers (A and B), both shows that they could set mental pressure on themselves, feel sad, 

be critical and though doing introspections. The middle managers further explain the struggle 

of not taking the negative feelings and thoughts home. Middle manager B has learned a lot 

from middle manager C’s experience and recommendation to keep work at work and allowing 

home to be home.  

 

Middle manager C, stresses that she does not use self-punishment, arguing that nobody knows 

if she is doing something wrong and that many problems are recurrent. Instead she focuses on 

being creative, practical and spread knowledge about mistakes. In a similar manner, middle 

manager B highlights the importance of being constructive, search for solutions, investigate 

and implement plans. The theory, still argues that self-punishment might be useful when we 

experience guilt after doing something that we know is absolutely wrong (Stewart et al., 2011). 

Discussing self-punishment with all three middle managers, they feel guilt from mistakes that 

could have been prevented, mistakes due to carelessness, or in relation to co-workers.  
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5.1.4 Self-observation 
Analysing the empirical findings with self-observation in focus, it becomes clear that it is only 

middle manager B that apply self-observation in relation to her professional role. Middle 

manager A and C do not use it. Still, both of them point out that it is good or that they currently 

lack it in their work. Actually, middle manager C express that she is not in need of self-

observation. Nevertheless, she later says that she is currently missing feedback from her co-

workers about how they perceive her as a middle manager. However, it is notice that there is 

still an underlying need for middle manager C to apply self-observation or the will to 

understand her own behaviour. To summarise, middle manager C gave an unequivocal 

impression of hers thought about self-observation. 

 

Middle manager A believes that self-observation is an important step for personal development. 

Nevertheless, he does not use self-observation, mostly because he does not feel there is time 

for it and since his focus is always on the next task. The fact that middle manager B uses self-

observation can be deduced from using self-goal setting in relation to her work. By 

understanding oneself and one’s own behaviour, an individual may be more efficient to set 

behaviour-altering goals for themselves (Manz, 1986; Manz & Neck, 2004; Manz & Sims Jr, 

1980). Today, middle manager B has several personal goals, both short-term and long-term, 

which involves changing her behaviour to become a better leader. She believes it is extremely 

important for herself with self-observation if she wants to achieve her goals and develop her 

own behaviours and as Neck and Manz (2013) describes, self-observation can be used as a 

foundation for managing our behaviour. Another aspect is that middle manager B has studied 

several courses at the University, including project leading, where she learned about self-

observation. During the course, she received insight on how useful self-observation can be for 

an individual in the managerial work. Mckitterick (2015) argues that individuals familiar with 

self-leadership applies behavioural-focused strategies to a greater extent, compared to 

individuals who are not familiar with the field.  

 

5.1.5 Self-cueing 
The middle managers describe their managerial work as stressful and usually very spontaneous. 

During the working day, new problems will arise which must be addressed, but also the tasks 

previously planned must be conducted. In order to do this, middle managers B and C applies 

positive cues in form of lists. They both state that without the lists, they would not be able to 

remember all the tasks, which would make their work difficult. Lists and notes are exemplary 

or physical things that remind us to focus and pay attention on the achievement goal (Neck & 

Houghton, 2006). 

 

Middle manager A says that he does not use lists at all, instead he plans everything before the 

working day begins and then he keeps all the tasks mentally. The observations showed that 

sometimes it was difficult for middle manager A to structure his work when it arose new tasks 

during the day. In stressful situations, the task was usually forgotten. At the same time, middle 

manager B and C work to remove negative cues linked to their working environment. Since 

the last reorganisation, all middle managers work in an open office space. This is a very 

distracting environment when they are going to sit down at the office and work. The usually 

noisy environment makes it difficult to work efficiently as it becomes difficult to concentrate 

and handle interruptions by someone in the open office space. By identify and remove negative 

cues, we can create a more productive environment that will increase work performance (Neck 

& Manz, 2013). Both middle manager B and C have demanded to have their own offices for a 

long time, but their requests have not been granted. 
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Table 4. Summarising table of analysis. 

 
Middle manager 

A 

Middle manager 

B 

Middle 

manager C 

Summary 

Self-goal 

setting 

Low 
 

“I want to 

achieve higher 

points in APS, 

today we are a 

little behind, so 

we have to work 

more with it. 

TAK is important 

and I want to 

achieve it, but 

then I have to 

increase more.” 

High 
 

“I follow up APS 

every week, what 

we have done and 

when it should be 

done. I write 

everything on the 

list, and check it 

when it is 

completed.” 

 

“My biggest 

challenge 

personally is to 

keep me calm and 

composed in 

stressful situations 

that arise. It is at 

the same time my 

personal goal for 

this year.” 

Low 
 

“Currently we 

have so many 

goals. Within 

APS and the new 

management 

system. We have 

so many goals, 

so it will actually 

be enough now. 

And try to finish 

them first. I have 

to concentrate on 

that right now.” 

 

Main focus on 

organisational 

goals 

Self-reward Low 
 

“No, I do not 

reward myself. 

Maybe I look 

back in the 

mirror and think 

that I have done 

a good work 

sometime, but I 

do not reward 

myself.” 

Low 
 

“If I have 

completed a 

difficult task, I feel 

glad, but then 

again it is more a 

positive feeling, I 

am not going to 

reward myself. On 

the other hand, it 

is very important 

for me to show my 

happiness to 

others, I have 

difficulty in 

receiving the 

honour, I want to 

share the feeling 

of happiness with 

my co-workers. 

No, I do not 

reward myself, or 

Low 
 

“Within me, I 

rejoice, I do. And 

say yes we did it 

this time too. 

Damn what a 

people I have. 

We are the best 

department in 

the entire 

factory. A bit like 

that. And so I say 

to them too: -

That if you know 

how good we 

are, they are so 

far behind in the 

other 

departments.” 

 

Main focus on 

rewarding co-

workers 
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maybe, I have not 

thought of that”.  

Self-

punishment 

Medium 
 

“I think a lot 

about what I did 

not do well. I 

keep it for myself. 

I want to be 

positive towards 

my colleagues. 

Sometimes I take 

the depressed 

feelings home 

after work, but 

you should learn 

to let those 

feelings go. In 

the beginning, I 

took with me a 

lot of problems 

back home after 

working hours. It 

was burdensome, 

but I have been 

better off leaving 

those feelings at 

work before I go 

home for the day. 

You should take a 

lesson and move 

on.” 

Medium 
 

“I think I can be 

quite hard on 

myself, 

unfortunately, but 

I do not think I am 

bad, instead I 

focus on solving 

the problem. I 

think the staff is 

important, if it has 

been a 

conversation or a 

conflict, it is 

important that I 

have said and 

handled the 

situation correctly. 

If you say 

something you 

regret later on, 

then I can think 

about it and start 

to feel guilty, and 

that I have to sort 

it out”. 

Low 
 

“If I am doing 

something very 

wrong, nobody 

knows. Nobody 

knows if you do 

something 

wrong, nobody 

more than me. It 

is such an 

independent 

work that it does 

not come true”.  

 

Less 

experienced 

middle 

managers are 

very self-

critical  

Self-

observation 

Low  
 

“I do not think 

backward but 

instead forward 

on what I need to 

learn. It is full 

speed at work so 

I am just focusing 

on the future. I 

do not think I can 

get feedback 

from my co-

workers, I give 

assignments and 

do not need to 

get any response 

High 
 

“Reflection is 

important because 

I have a strong 

target image and I 

want to develop. I 

have that feeling 

within me, I do not 

know why. 

Therefore, I think 

it is important with 

reflection. It helps 

me develop. I have 

studied a course at 

the University 

where a great deal 

Low 
 

“How do I 

actually do? I 

hardly know, it 

just happens. But 

it works out 

fine”.  

 

Middle 

manager with 

a self-goal 

stress the 

importance of 

knowledge 

from self-

observation 
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from my co-

workers.” 

was about 

leadership and I 

think that is very 

interesting, how 

reflection can 

affect me and 

others positively. 

It happens that I 

ask for feedback 

from my 

colleagues. I tend 

to swallow the 

pride and instead 

ask if there is 

anything that I can 

do better next 

time.” 

Self-cueing  Low 
 

“Most of my 

planning is in my 

mind. I start the 

day by planning 

what to do, but 

there will always 

be new things 

during the day. I 

prioritise 

production first, 

but do not write 

down what 

should be 

prioritised in 

production, I 

have it in my 

head.” 

Medium 
 

“I do a lot of lists, 

I am constantly 

writing down 

everything. I 

usually do not 

read it but it may 

be nice to be able 

to go back and 

check it out.” 

Medium 
 

“I always write 

on paper, 

because then I 

will get rid of it 

in my head. It is 

all about it. If 

you have 

everything in 

your head, your 

head will not 

work in the end. 

It has to be 

remembered, and 

then I can take it 

away when I go 

home. Then I 

have written it 

down and will 

remember it 

tomorrow.”  

 

Two middle 

managers 

apply self-

cueing in form 

of notes 

Summary 0-High 

1-Medium (Self-

punishment) 

4-Low 

2-High 

2-Medium 

1-Low 

0-High 

1-Medium (Self-

cueing) 

4-Low 
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5.2 Fine-grained analysis  
Once analysing middle managers’ managerial work, a common behaviour is identified amongst 

all middle managers.  The detected behaviour is that the middle managers focuses primarily on 

others instead of themselves. This assumption can be validated by the summaries in Table 4, 

which in the case of self-goal setting and self-reward shows clear signs of other-orientated 

behaviours. Their goals and focus largely concern others, such as the organisational goals or 

co-workers well-being.  The consistently focus on others can be derived from their managerial 

work and their position in the organisational structure. According to Mintzberg (1998) middle 

managers have a central role in the organisations structure and are operating between the 

operative level and the strategic level within an organisation. Middle managers’ managerial 

work is largely about sense-making (Brown, 2000; Weick, 1995) and in order to understand 

the demands from co-workers and the top management, they must constantly focus on others 

in order to understand what will be required of them in their role as middle managers.   

The theory of other-orientation is according to Meglino and Korsgaard (2007) defined as the 

extent to which individuals are concerned with the welfare of others. By practicing other-

orientated behaviours, managers allow to focus on organisational objectives and the well-being 

of co-workers. Managers that entrust other-orientated behaviours and attitudes pursue 

objectives that are beneficial for all parties and not only benefiting themselves. This finding 

regarding other-orientated behaviours (ibid.) are used and analysed more thoroughly further on 

in the next part of the analysis. 

In an analysis, it is necessary to examine the results in detail. Expanding the studied area with 

a fine-grained analysis, to provide an understanding and contribute with further knowledge. In 

order to answer the study’s research question, the analysis of behavioural-focused strategies 

must be fine-grained. The fine-grained analysis in the context of managerial work is the 

frequent managerial changes, the high-degree of other-orientated behaviours and the influence 

of managerial roles. Three of the five behavioural-focused strategies are chosen for the fine- 

grained analysis namely (1) self-goal setting, (2) self-reward and (3) self-observation. The 

motivation for the choices follows below. 
 

Self-goal setting is interesting to analyse further due to the differences between the middle 

managers (see Table 4). Both the differences in their mind-set and their actual application of 

self-goal setting. Further it is interesting, since even if the interview questions and follow-up 

question focused on their personal goals, they answered in the terms of organisational goals. 

During the observation week, the follow-up was concentrated to the organisational goals, daily 

controlling TAK and APS. Self-goal setting occurs especially interesting, since the middle 

managers convey a sense of saturation and stresses the large extent of organisational goals.    
 

Self-reward is another interesting behavioural-focused strategy to analyse further. Table 4 

illustrates the low application of self-reward among all middle managers. Two of the middle 

managers explain the importance to reward others, share the joy and show appreciation to their 

co-workers. Most distinctive is the fact that self-reward is not even in their mind, they do not 

associate self-reward with their managerial work. Self-reward is therefore used in the fine-

grained analysis to understand the reasons behind this.    
 

Self-observation is the last behavioural-focused strategy in the fine-grained analysis. This is 

interesting due to the contrasts between the different middle managers (see Table 4). For 
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example, self-observation is argued to be necessary in order for self-development, meanwhile 

another middle manager want to focus on moving forward and not look backwards. Self-

observation further becomes interesting in the context of self-goal setting, which the fine-

grained analysis highlights.    

Self-punishment and self-cueing are not considered in the fine-grained analysis. Self-

punishment has not been noticed during the observation weeks and it was perceived as difficult 

for the middle manager to discuss self-punishment. Resulting in limited empirical findings for 

a fine-grained analysis. Self-cueing was noticed during the observation weeks, still only to a 

small extent. The negative cue was the open office space and the positive cues the lists used by 

two middle managers, still resulting in limited empirical findings to conduct a fine-grained 

analysis.  

 

5.2.1 Self-goal setting  
Frequent managerial changes largely influence middle managers’ application of self-

goalsetting. 

 

A clear and consistent view, that is shared by all middle managers, are that they believe it is 

problematic to use self-goal setting in their professional role. The common cause of that 

experience can be traced back to the constant change of top managers within the organisation. 

These recurrent and frequent changes of top managers have progressed since the organisation 

was acquired and became a public organisation. However, there are some differences in how 

this affects the various middle managers’ application of self-goal setting in their professional 

role. Meanwhile, it is a significant difference in the extent to which the various middle 

managers use self-goal setting. In the case of middle manager B, her extensive application of 

self-goal setting was evident during the observations and the interviews (see Table 4). She 

applies both long- and short-term goals and where the long-term personal goals were developed 

in conjunction with the CEO and the site manager. During the interviews, middle manager B 

expresses that it is very important for herself to set personal goals, because she thinks it is the 

best way to make progress on a professional and personal level. The reason why she chose to 

involve the CEO and the site manager, when she was drafting her own personal goals, was 

because she has great respect for them and perceive them as role models. Now both the CEO 

and the site manager, that were involved in drafting her personal goals, are leaving the 

organisation at short notice and middle manager B expresses a major concern about this in the 

interviews. Now middle manager B do not know what will happen with her personal goals, she 

has always had the possibility to talk to them about the progress with her goals. In other words, 

middle manager B applied self-goal setting, but with an other-orientated approach. Barrow 

and Mirabella (2009) explains that individuals with an other-orientated approach, pursue goals 

that are developed with others and benefits all parties.   

 

Middle manager A and C do not apply any self-goal setting in their professional role. They 

only have organisational goals which was implemented by the CEO or the site manager. In 

this case, the other-orientated approach has escalated. Wiemann (1977) stress that being other-

orientated is not equal to being self-less. With an other-orientated approach it is still important 

to focus on self-goal setting and intentions (Ulvenblad, 2009).   
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Nevertheless, all the middle managers have the possibility to form their own goal-setting in 

their respective departments, but it is all about practical production improvements and not 

about personal development. The main reason that middle manager A and C do not set personal 

goals are because they do not feel that they have time for it. They claim that each time a new 

manager takes over, they always begun implementing new goals to be followed and before the 

middle managers have had time to adapt and start working with the new goals, the manager 

had been replaced with another manager with completely different goals. This implies that 

eventually they do not take notice of working with goals because they do not feel that it is 

possible in their organisation with the constant change of top managers. They see goals as an 

unnecessary and exhausting element that does not give them any personal gain. The first step 

in self-goal setting is to conduct a self-analysis of what we want to achieve before we can set 

any goals. This process takes effort, and although our goals are like to change over time. 

According to Neck and Manz (2013), goals are generally more effective for managing our 

behaviour if they are specific and challenging, yet achievable. To set unrealistically goal could 

actually provide more harm than good. In the middle manager’s role as a resource allocator, 

one important allocation is the middle managers own time, deciding what to do, when and how. 

However, the constant change and interruptions within an organisation decrease the middle 

manager’s application of self-goal setting and work towards specific goals.    

 

Neck and Manz (2013) presents evidence that middle managers condition for applying self-

goal-setting is reduced if the organisation is undergoing constant change. By the organisation 

frequently replace their top managers, middle managers eventually perceive it unfavourable to 

work with goal-setting because the goals will be changed in a near future, there is no sense of 

long-term work with the goals. According to Holden (1996) middle managers feel depowered 

as their professional status have permanently been undermined by surveillance in form of 

inspections and goal-setting which they have little influence over. Goal setting can then 

eventually be perceived as a burden and be the cause of goal-setting becoming an unattractive 

tool for middle managers. A more long-term oriented organisation where managerial changes 

do not influence goal-setting, may positive alter middle managers views and application of 

self-goal setting. Even the middle manager who uses personal goal-setting related to the 

profession, is influenced by the managerial changes. She had created her personal goals 

together with both the CEO and the site manager. Now that both the managers are leaving the 

organisation she feels that it is difficult to continue her work with long-term goals, since they 

were highly involved in them. 

 

5.2.2 Self-reward 
Self-reward is not found in middle managers’ managerial work, they reward others but not 

themselves. 

 

The middle managers are very unfamiliar about even considering self-reward. All three of 

them explains that they never thought about self-reward in relation to work, arguing that it is 

their work and the tasks simply needs to be completed. In relation to self-reward, middle 

manager B revealed her high demands on performance and individual expectations. Further 

the empirical findings show that middle manager A can feel satisfaction about earlier 

achievements, middle manager B explains that she rewards herself by sharing the happiness 

with co-workers and middle manager C express the importance to share victories with co-

workers. In sum, the middle managers do not apply self-reward, instead two of the middle 

managers focus on sharing the reward with co-workers. Ulvenblad (2009) 
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exemplifies, sharing outcomes with co-workers as behaviour of other-orientation. Middle 

manager B and C are concerned with the welfare of others and argue that receiving reward is 

an important factor for work satisfaction.   

De Gieter and Hofmans (2015), explains that the theory of reward focus on managers’ way of 

rewarding co-workers, but not their self-reward. Our empirical findings show that the middle 

managers do not prioritise self-reward and feel difficulty in applying it. Therefore, the theory 

about self-reward will be further developed by providing possible explanations. 

 

One explanation for the middle managers prioritise to co-workers rather than themselves, are 

their personnel responsibility. A middle manager with personnel responsibility works mainly 

with the selection, recruitment, encouragement, training, development and reward with a focus 

on co-workers well-being. In fact, there is a study concluding that organisation that regularly 

praises their co-workers are three times more profitable than organisation that do not operate 

with positive feedback. The study also show that organisations that are good at paying attention 

to skilled and talented co-workers will increase co-worker engagement and productivity (Deci 

& Ryan, 2000). The middle manager focuses on the co-workers, rather than on the individual 

both due to the focus on productivity (middle manager A), the interest in co-workers and their 

well-being (middle manager B) and importance of victory for the department (middle manager 

C). Ulvenblad (2009) explains that individuals with high growth orientation, both in financial 

measures and concerning co-workers are most other-orientated.   

 

Another explanation is the relationship between the middle managers use of self-observation 

and self-reward. Middle manager A and C apply self-observation very limited (see Table 4), 

which in turn results in their lack of understanding about both negative and positive behaviours. 

This contradicts the theory that the middle manager in its role as a monitor receives and seeks 

large amount of information (see Table 3) that can support the self-awareness (Mintzberg, 

2013). On contrary middle manager B uses self-observation for her individual development 

and understanding, increasing the ability to apply self-reward, due to the self-awareness about 

positive behaviours. Due to the high demands on herself and many expectations, middle 

manager B still lack self-reward even though her self-awareness. Stated by Koch, Nafziger, 

Suvorov and van de Ven (2014), that when individuals promise themselves a reward it creates 

clear expectations. Developing the theory, empirical findings suggest that too many objectives, 

goals and expectations decreases the use of self-rewards since it adds on another expectation 

that can be too overwhelming. 

 

The last explanation can be found in the stressful environment that the middle managers operate 

in. The middle managers’ managerial work is characterised by many activities, only lasting a 

couple of minutes (see Table 2). Common for all three middle managers are that the activities 

happening on the initiative of others. The nature of the managerial work, forces the middle 

manager to quickly move on to another activity even if it is an unpleasant work-task. Due to 

this reason, the middle managers explain that they do not have the need for self-reward or the 

time. Developing the theory, currently self-reward according to Neck and Manz 2013 is 

described as a way in which individuals influence themselves by the use of self-reward. The 

empirical findings, further explains that the stressful environment and the influence of others 

to conduct activities affects the application of self-reward. 
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5.2.3 Self-observation 
Middle managers’ self-observation is adversely affected by their working roles. 

 

In the sense of self-observation, there is a clear difference between the various middle 

managers. Actually, middle manager B is the only one familiar with self-observation and apply 

self-observation in her professional role. The other two middle managers, A and C, are 

completely unfamiliar with the use of self-observation in their professional role. The reason 

why middle manager A and C do not apply self-observation differs between them. Middle 

manager A says that he thinks it is important to reflect and use self-observation in one’s 

professional work, but even though he thinks that, he does not use self-observation. The reason 

for this is that he feels that there is no time to reflect during his working day, there is simply 

too much to do. Middle manager C on the other hand, explains that she lives on practical skills 

and her long experience and does not feel the need for self-observation. If we connect the self-

observation to middle manager’s role, we see that they spend the majority of their time as a 

monitor, disseminator and resource allocator (see Table 2). The working roles are characterised 

by the other-orientated approach, to think and act toward others and usually not on yourself. 

According to Jackson and Humble (1994) middle managers are strongly associated to an 

organisation’s control system and their professional roles tend to be influenced by this. 
 

All middle managers in the study have a relatively low occurrence of the role as a leader (see 

Table 3). The role as a leader is mainly about provide guidance to co-workers ensuring that 

they are motivated, give encouragement, feedback, training and creating favourable conditions 

for work (Yukl, 2012). This is more about understanding and interpreting individuals but also 

to understand one’s own impact within a social context. This managerial role can easily be 

linked to the context of self-observation, and then it becomes important to understand one’s 

own activities and behaviour. For this proposition, there is anyway criticism in the form of 

Neck and Manz (2013) argues that in the middle manager’s role as a monitor, the individual 

seeks and receives a large amount of information, which can increase the understanding of 

behaviours. However, there is no such evidence in the empirical data for this study. Once more, 

it is about identifying the behaviour of others and not their own. Generally, the empirical data 

imply that middle managers think of themselves to a very limited extent, instead they focus 

almost exclusively on their co-workers. Markus & Kitayama (1991) explains that the extent of 

self-concern various in the other-orientated approach, due to temperament, socialisation or 

situational requirements and constraints. In the middle managers’ case, it is affected by their 

requirements and constraints in their working roles.    
 

But there is however evidence that middle manager B uses self-observation while using the 

role as a leader to the same extent as the other middle managers. One explanation for this may 

be that unlike middle manager A and C, middle manager B also uses self-goal setting. 

According to Neck and Manz (2013) the first step in the personal goals are to conduct a self-

analysis of what we want to achieve before we can set any goals. Concerning middle manager 

B, the self-observation is argued to be an important source of knowledge about progress in goal 

achievements and self-awareness.   
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6. Conclusion 

In the concluding part, we present the main conclusions from the analysis in relation to our 

question: How do middle managers apply behavioural focused strategies for self-leadership in 

relation to their managerial work? Furthermore, the theoretical implications and 

recommendations for further research are discussed. Finally, practical implications for middle 

managers, site managers and co-workers will be discussed. 

 

6.1 Findings and conclusions  
The purpose of this study is to better understand and contribute with new theories about how 

middle managers apply self-leadership in relation to their managerial work. The thesis 

introduction describes that self-leadership could be suitable for middle managers’ managerial 

work.  In relation to the middle managers’ complex and diffuse professional role, there are 

positive aspects of using self-leadership to streamline and structure their work.  Although there 

is evidence that self-leadership could be a successful tool to change an inefficient and 

destructive way of working into a more productive and evolving way of working, there is a 

research and knowledge gap about the understanding of how middle managers apply self-

leadership in the context of their managerial work. In order to increase the knowledge and 

understanding of how middle managers apply self-leadership, the thesis research question 

emerged as follows: 

How do middle managers apply behavioural-focused strategies for self-leadership in relation 

to their managerial work? 

After the analysis, the following conclusions are developed based on the study’s research 

question:  

 Middle managers’ application of behavioural-focused strategies is largely characterised 

by their working roles. 

 Middle managers associate behavioural-focused strategies primarily with other-

orientated behaviours, including the co-workers and the organisation.  

 There is a distinct individual difference in how middle managers apply the behavioural-

focused strategies for self-leadership. 

 

The findings suggest that middle managers’ application of behavioural-focused strategies are 

largely affected by their working role and managerial work. The working roles, commend 

applied by middle manager, involves monitoring, informing and distributing resources, which 

forces them to focus on others instead of themselves.  Also, stated by previous research and 

confirmed in this study, middle managers’ managerial work is largely about sense-making, 

which implies that they must constantly understand what is happening in their organisation. By 

combining their working roles and managerial work it becomes clear that middle managers’ 

specific context largely involves being other-orientated.  Because the middle managers’ 

context is strongly rooted together with being other-orientated, a conflict is arising when 

applying self-leadership, since it is more about being self-oriented. This in particular affects 

middle managers approaches to self-leadership, which has been confirmed in this study.  

 

Similar to earlier studies and theories, emphasising the importance to use self-reward in 

connection with the work to be able to motivate oneself through demanding tasks. However, 

the study shows that middle managers do not uses self-reward in relation to their work. When 

discussing self-reward, the middle managers believes that it is their co-workers who should be 
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rewarded for their work and not the middle manager themselves. The reason they think others 

are to be rewarded, but not they themselves, can be linked to their working roles. The working 

roles that the middle managers perform to the greatest extent are monitor, disseminator and 

resource allocator, which largely involves focusing on others work. Middle managers therefore 

may find it difficult to value their own work, as they will almost exclusively study the work 

and well-being of others. 

 

The analysis illustrates the middle managers other-orientated behaviours, and the low self-

orientation. Other-orientated behaviours do not mean not focusing on oneself. Still, the middle 

managers have not found a proper balance between other-orientation and self-orientation. 

Concerning, self-goal setting this is very significant. The middle managers are concerned with 

the organisational goal, including production improvements, new procedures, APS and 

production targets. As a result, the self-goal setting is suffering in favour of the organisational 

goals. At the same time, the feeling is created that there is no time for the personal goals when 

the organisational goals take up all their time and energy. The middle managers need to find a 

balance between the other-orientated behaviours and the self-orientated in order to apply 

behavioural-focused strategies for self-leadership.  

 

During the study it has become clearer that middle managers appear in a context different from 

other professionals. Therefore, it becomes difficult to apply general theories about self-

leadership in relation to middle managers’ managerial work. In order for the middle manager 

to be more effective in applying self-leadership, more context specific self-leadership theories 

are necessary. 

 

The other-orientated behaviours, are an important factor to understand middle managers’ 

application of behavioural-focused strategies. Still, the individual differences among the 

middle managers require a further explanation. The individual differences can be derived from 

where the middle managers’ mental focus lies. The middle manager who focuses and thinks in 

long-terms also applies self-leadership to a greater extent than the middle managers whose 

mental focus is more short-term. The long-term focus is primarily on personal development, 

which means that the middle manager started setting long-term personal goals. At the same 

time, it is natural for the middle manager to start with self-observation in order to chart whether 

the long-term goals are met and to find improvement opportunities. Self-leadership is basically 

about constantly developing oneself and for it to be possible, the individual must clearly be 

interested of personal development. The middle managers that applies self-leadership to a 

lesser extent do not have any long-term clear personal development goals, but are instead 

satisfied with their experience or focused primarily on the next task in front of them. 

Answering the research question, middle managers’ application of behavioural-focused 

strategies for self-leadership is affected by other-orientated behaviours, their working roles 

and their managerial work. The differences in the application are found in the middle 

manager’s mental focus and interest for personal development. 
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6.2 Theoretical implications and recommendations for future 

research  
The study has brought together the two fields of self-leadership and managerial work, which 

result in a broader understanding of how middle managers both apply and think about different 

behavioural-focused strategies in relation to their unique context. In relation to previous 

research, the study gives clarity on how self-leadership is used by middle managers, which was 

previously lacking. The study helps to cover an earlier gap and in combination with other 

studies about self-leadership also increase the overall understanding of how self-leadership is 

applied. At the same time, the study also provides increased understanding of middle managers’ 

working situation and how they divide their time between different working roles. 

 

This study can be seen as a first step in creating an understanding and develop new theories 

about how the middle manager relies on self-leadership. A suggestion for further research is to 

compare this study’s result with other organisations. This study has chosen to study only 

individuals within the same organisation. It would be interesting to compare if similar results 

are found in another organisation or if there are differences between different organisations.  

 

It would also be interesting to focus on one part of behavioural-focused strategies and create a 

deeper understanding of it. By delimiting the study into only a part of behavioural-focused 

strategies, the prerequisites increase to more effectively observe and understand the chosen part 

more in depth. Self-punishment was a part of behavioural-focused strategies that were difficult 

to observe and interpret in this study. Therefore, there is great interest in performing a similar 

study, where the focus is only on how the middle manager applies self-punishment. In order to 

narrow the study more, it would be possible to focus only on the most common working roles 

that are clarified in this study. The field of managerial work is extensive and can also be divided 

into smaller areas to be studied. This study is based on a more general approach related to 

middle managers’ managerial work. In order to create more in-depth knowledge, it would be 

crucial for future studies to narrow down some of the more general fields used to conduct this 

study. 

 

The purpose of this study is to better understand and contribute with new theories about how 

middle managers apply self-leadership in relation to their managerial work. The next step could 

be to conduct a study on how middle managers can increase the prerequisites for using self-

leadership in their work situation. This study can then be the basis for further research on how 

the middle manager should work to increase the application of self-leadership in relation to 

their managerial work. An important finding in this study is that the middle managers mostly 

apply other-orientated behaviours. According to this study, this is a contributory reason for the 

middle manager applying self-leadership to a relatively low extent. In order for the middle 

manager to increase the use of self-leadership, it is necessary to develop context-specific self-

leadership theories. To create these theories, managerial work, self-leadership and other-

orientation are needed to be studied together. 

 

Furthermore, this study could also be conducted in a different context than the middle 

managers, which in turn increases the general understanding of practical self-leadership. 

Further, the field of self-leadership is extensive and has many possibilities for different 

approaches. It would be interesting to continue research with regard to natural reward strategies 

and constructive thought pattern strategies.   
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6.3 Practical implications   
The following practical guidelines are presented for the middle managers’ application of 

behavioural-focused strategies. The results of the study highlight the impact both site managers 

and co-workers have on the middle manager and therefore the practical guidelines are 

concerned with middle managers, site managers as well as co-workers.  
 

 

6.3.1 Middle managers   
The most important practical guideline for the middle manager is to find a balance between 

other-orientated and self-orientated behaviours. Without balance between these two, the 

application of behavioural-focused strategies for self-leadership will be limited, since the 

mental focus would be in the present and would be based on others needs and goals. Further, 

remembering that it is you as a middle manager who is responsible for finding this balance and 

care for your personal development.  

 

It is important to reward yourself in relation to your work, especially if it is extensive and 

demanding. Otherwise the risk in the long-term, is that you lose motivation and meaning in 

your managerial work. Eventually, it can even lead to mental illness, which has increased 

steadily among middle managers.  The next time you begin a major task, determine in 

beforehand a self-reward that you should treat yourself with when you have performed the task. 

 

Middle managers are constantly exposed to spontaneous problem in their role and therefore 

needs to prioritise their departments resources. To facilitate the work, we propose to use 

physical priority lists. Today, the middle manager uses worklists or no list at all. With priority 

lists where you clarify what your priorities are as a middle manager, it will be easier to make 

decisions if you find yourself in a stressful work situation that requires quick decisions. 

 

Middle managers spend between 25-42 % of their working hours in their office, which in this 

case is found in an open office space. Both the middle managers themselves and we as 

observers have noticed how stressful it is to work in this type of environment and therefore 

think that the middle managers should insist on getting their own office. By the constant 

interruptions from noise and colleagues in the open office space they are prevented from 

concentrating and work efficiently. Negative cues can have a major impact on one's work 

situation and eventually the work results. It is therefore important to start working to minimise 

or if possible, eliminate the negative cues present in the work environment. 

 

The behavioural changes that are necessary for the middle managers, to develop themselves 

and co-workers are space for reflection. Reflection on the meaning of what you do and the 

skills you have. Reflection exercises should be done in parallel with the active work being 

carried out. Reflective exercises can be done in many different ways, but the important thing 

is that it is done. An example of a reflection exercise is based on four quick questions: What 

happened? What was I thinking? What did I feel? What have I learned? 
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6.3.2 Site managers 
Self-leadership is needed to lead others to lead themselves when organisational structures are 

changing and shifting. To obtain abilities such as personal responsibility, initiative and self-

motivation the site manager must delegate tasks, listen, inform and let mistakes be made in 

order to leave room for problem solving and development. The ability to lead others to lead 

themselves (empowerment) is a challenge that requires trust. The site manager should act as a 

coach to help the manager to develop the use of self-leadership and their effectiveness. 

 

The study shows that trust between the site manager and the middle manager is very important 

for the middle manager to feel security in their professional role. This trust is created in part 

by the inclusion of middle managers in tasks and delegating responsibility. However, it is 

important not to let the middle managers self-goal setting to depend on oneself as a coach and 

site manager, but instead developing ways where the middle managers themselves takes 

responsibility for self-goal setting. 

 

Due to lack of application of behavioural-focused strategies for self-leadership and knowledge 

of its benefits, it is crucial that the site manager act as a role model. We believe, for the middle 

manager to apply self-leadership, they need a role model to confirm that it is feasible and help 

with practical examples that can be introduced. The organisation in this study, focused on the 

middle managers’ development of their own department, namely process and production 

improvements. The site manager, as a role model, needs to focus on the middle managers’ 

personal development and not only focus on improvements at the department.  

 

6.3.3 Co-workers 
How can one develop in their professional role? How do you become aware of your behaviours 

in different working roles and especially how to reach better results by developing in the 

relationship middle managers-co-workers? After many hours of observational studies, it is very 

clear that co-workers are central, especially co-workers feedback on the middle manager’s 

behaviours and decisions. With the assistance of feedback, the middle manager can develop as 

a leader, which in turn also benefits co-workers. 

 

On a structural level, there is a team leader and a middle manager, however co-workers 

experienced that it is unclear to which leaders they should ask their questions. The questions 

seem to come to the manager or team leader who "happened to be there”. Resulting in the 

middle manager handling issues at a detailed level of how to solve everyday issues in the 

department. This is something that should be discussed between the middle manager, team 

leader and co-workers. By clarifying responsibilities between the team leader and the middle 

manager, negative cues can be reduced and the middle manager can focus on goal 

achievements. 
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Appendices  

Appendix 1. Part of the revised self-leadership questionnaire 
Factor 2: self-goal setting 
2. I establish specific goals for my own performance 

11. I consciously have goals in mind for my work efforts 

20. I work toward specific goals I have set for myself 

28. I think about the goals that I intend to achieve in the future 

34. I write specific goals for my own performance. 

 

Factor 4: self-reward 

4. When I do an assignment especially well, I like to treat myself to some thing or activity I 

especially enjoy 

13. When I do something well, I reward myself with a special event such as a good dinner, 

movie, shopping trip, etc. 

22. When I have successfully completed a task, I often reward myself with something I like 

 

Factor 6: self-punishment 
6. I tend to get down on myself in my mind when I have performed poorly 

15. I tend to be tough on myself in my thinking when I have not done well on a task 

24. I feel guilt when I perform a task poorly 

30. I sometimes openly express displeasure with myself when I have not done well 

 

Factor 7: self-observation 
7. I make a point to keep track of how well I am doing at work 

16. I usually am aware of how well I am doing as I perform an activity 

25. I pay attention to how well I am doing in my work 

31. I keep track of my progress on projects I am working on 

 

Factor 9: self-cueing 
9. I use written notes to remind myself of what I need to accomplish 

18. I use concrete reminders (e.g. notes and lists) to help me focus on the things I need to 

accomplish 
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Appendix 2. Chronological record  
 

CHRONOLOGICAL 

RECORD 

Date: Managers name:  

Time of day Medium Reference Time (minutes) 

    

    

    

 

 

 

Appendix 3. Mail record  
 

MAIL RECORD Date: Managers name:  

Reference Form Sender/recipient Purpose Measure Action 

      

      

      

 

 

 

Appendix 4. Contact record  
 

CONTACT RECORD Date: Managers name:  

Reference Medium Purpose Participants Initiative Time 

(min.) 

Place 
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Appendix 5. Mail sent to selected organisation 
Hi,  
 
We are two students from Halmstad University, who are studying our fourth year in the 

Business and strategic management programme. In January 2017, we will begin our master 

thesis with focus on leadership and strategy. We are searching for an organisation that wishes 

to contribute with their experiences and knowledge. The study focuses on leadership and 

personal development of middle managers (department managers). In order to execute the 

study, we need to conduct interviews with the middle managers in your organisation. We also 

need to be able to participate and observe the middle managers during their working day. The 

aim of the study is to better understand middle manager’s leadership in practice, as well as 

create tools for how a middle manager can develop their leadership skills. The study is 

confidential, neither an employee nor your organisation will be disclosed in the thesis. When 

the study is complete, it will be included in our master thesis, which will then be published in 

the Halmstad University’s database. 
 
The study is intended for three or five middle managers who work within the same 

organisation, with the focus on their self-leadership. Below you will see a clearer structure of 

the thesis work. It consists of two parts, including observations and interviews.  
 
Part 1, Observations: 
Our intention is to start with observations in the beginning of February, or mid-February 

(depending on what is most suitable). The observations should be performed for a week with 

the respective middle manager. The reason we think one week is most appropriate is because 

studies have shown that during the first observation days, it is usually quite strange before the 

observer becomes a more natural part. During the observations, the middle manager will work 

as usual, with meetings, customer contacts, employees and administrative work, etc. This for 

the observations to provide the most accurate picture as possible. It also implies that we will 

only be observers and not have an active role in different situations. 
 
Part 2, Interviews: 
After the observations, we will have two interviews with the respective middle manager. The 

first interview (about 45 min) is more an opportunity for us to get to know the individual 

further, understand their personality and past experiences. The second interviews take place a 

few days after the first interview, where the focus will be more on self-leadership (about 45 

min). The scheduling of interviews can of course be customised according to what suits you 

best. 
 
We do not need an office during the observations, only a room for the interviews. We hope this 

gives a clearer depiction of our process and we really hope that you are interested! 
 
Sincerely 

Petronella Rundwall och Patrik Larsson. 

 

Petronella Rundwall                                                                         Patrik Larsson 

petrun13@student.hh.se                                                                   patrla13@student.hh.se 

070-7633008                                                                                     073-0423335 
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Appendix 6. Interview guides 
Interview guide, part 1 
-Name 

-Gender 

-Age 

-Background (describe your professional role and your most extensive challenge) 

 

Self-goal setting: 
1. I establish specific goals for my own performance 

2. I consciously have goals in mind for my work efforts. 

3. I work toward specific goals I have set for myself. 

4. I think about the goals that I intend to achieve in the future. 

5. I write specific goals for my own performance. 

 

Self-reward: 

6. When I do an assignment especially well, I like to treat myself to something or activity I 

especially enjoy. 

7. When I do something well, I reward myself with a special event such as a good dinner, 

movie, shopping trip, etc. 

8. When I have successfully completed a task, I often reward myself with something I like. 

 

Self-punishment: 

9. I tend to get down on myself in my mind when I have performed poorly. 

10. I tend to be tough on myself in my thinking when I have not done well on a task. 

11. I feel guilt when I perform task poorly. 

12. I sometimes openly express displeasure with myself when I have not done well. 

 

Self-observation: 

13. I make a point to keep track of how well I am doing at work 

14. I usually am aware of how well I am doing as I perform an activity. 

15. I pay attention to how well I am doing in my work. 

16. I keep track of my progress on projects I am working on. 

 

Self-cueing: 

17. I use written notes to remind myself of what I need to accomplish. 

18. I use concrete reminders (e.g., notes and lists) to help me focus on things I need to 

accomplish. 
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Interview guide, part 2, Middle manager A 

Self-goal setting: 

 

1. Activity: Talks about problems with the stamping of articles, what should be done to avoid 

recurring error-stamping. 

 

1.Question: You had a problem with the stamping of articles during the observation week? 

How have you handled it? 

 

1.Additional activity: Middle manager and co-workers talks about making a new work 

instructions to avoid incorrect assembling. 

1.Additional question: What is the objective of the work instructions? When is it decided that 

a work instruction needs to be updated? 

Self-reward: 

2.Activity: Production technicians informs about an error on one of the fixture, it was slanted, 

and they fixed the problem. Middle manager A was pleased. 

2.Question: You solved a longstanding problem in the production, how did you feel? 

 

2.Additional activity: Asks the operator to test a new foot pedal to one of the machine and 

decides if it is good or bad. We will see after eight hours of testing if it solves the problem or 

not.  

 

2.Additional question: How do you encourage yourself when a problem has been partly solved? 

 

Self-punishment: 

3.Activity: One a daily management meeting: the team leader informs that they visited a 

customer’s plant, and there they received a gibe that other suppliers delivered zero faults and 

that they need to improve their production. 

 

3.Question: When you do not reach to your goal, how do you feel? 

 

3.Additional activity: Discussion about how to handle a delivery. Can middle manager A  

assembly enough items? They decide that they will part-deliver. 

3.Additional question: How does it feel when you have to accept that you did not reach your 

goals? 

Self-observation: 

 

4.Activity: Middle manager A declares to the operator that there may not be mounted and 

unmounted articles on the same pallet. Operator gives no feedback or response at all. 

 

4.Question: When you have had a dialogue with an operator, do you reflect on what happened, 

what the results were? 
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4.Additional activity: Middle manager A approached a workstation and explained that the 

operator left the work station in a mess and that it was not good at all.  

 

4.Additional question: Do you think or reflect on how you communicate with your co-workers? 

 

Self-cueing: 

 

5.Activity: The operator asked if she would continue with the same articles or switch to 

another? 

 

5.Question: During the tours, you often get questions from the operator, like above. How do 

you perceive it? What is the team leader’s role? 

 

5.Additional activity: Middle manager A leading an education in APS. 

 

5.Additional question: How did you experience your preparation for the education? Were you 

able to focus on the necessary preparations? 
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Interview guide, part 2, Middle manager B 

 

Self-goal setting: 

 

6.Activity: Shows inaccurate article from a casting in February to the site manager. Middle 

manager B informs that they are starting the machine now but there is a lack on raw material. 

Site manager asks if middle manager B has kept track of everything that happened during the 

week? The site manager asks middle manager B to start a logbook. 

 

6.Question: You had problems with inaccurate articles during the observation week? How have 

you handled it? 

 

6.Additional activity: Informs the co-worker that she must have goals and activities. Prints up 

what needs to be done on Monday. Fill it in the document "PDCA" and follows up on 

completed activities and what should be done in week 9. Commenting: Actually, I am not that 

far behind. 

 

6.Additional question: In addition to the observation week, otherwise are you able to set goals 

and work toward those? 

 

Self-reward: 

 

7.Activity: Meeting with the operational management: Middle manager B updates on the 

situation and her concerns on that no matter how she plans, she will lack 480 production hours. 

 

7.Question: If you know you will not achieve the set goal, how does it feel? Do you set new 

goals that are achievable and then reward yourself if they have been achieved? 

 

7.Additional activity: Emergency meeting: Complaints. Middle manager B announces that she 

is not responsible for the finished goods. Tough and unpleasant discussions about how to solve 

the complaints. Middle manager B is teary-eyed after the meeting and informs the observer 

that it is hard to say no, and no one takes responsibility at the meeting. 

7.Additional question: After a tough meeting like this, how do you feel afterwards? 

 

Self-punishment: 

 

8.Activity: Internal revision: Inaccuracies on a machine was pointed out by the quality 

manager. 

 

8.Question: How did you feel during the internal revision when inaccuracies were detected? 

 

8.Additional activity: Emergency meeting:  Middle manager B explains why they took the 

decision they made on the emergency meeting 11:00 that day and middle manager C exclaims 

that it is very important that everyone participates in the emergency meetings. 

8.Additional question: Why did you give this statement during the meeting? Did you feel guilty? 
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Self-observation: 

 

9.Activity: Ask colleague for feedback from the meeting, though she did well or badly? 

Colleague responded: Great.  

 

9.Question: In addition to asking co-workers, do you reflect further about your performance, 

for example during a meeting? 

 

9.Additional activity: Starts Excel-document to write a log-book about what happened during 

the days of recasting and complaints. 

 

9.Additional question: Had you taken a similar initiative that the site manager suggested, to 

write a log-book of events if it had not been requested? 

 

Self-cueing: 
 

10.Activity: Meeting with the team leader to ask him to consider the operator maintenance. 

10.Question: During the meeting with the team leader, you were interrupted twice by a co-

worker, what do you think about that? 

 

10.Additional activity: Middle manager C informs that it is important that pallets do not get 

mixed up, since the articles look very similar. She is afraid that they will confuse articles. 

10.Additional question: Could your concern in any way had been handled? 
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Interview guide, part 2, Middle manager C 

 

Self-goal setting: 

 

11.Activity: Talk about the information they got from the site manager via email, and how to 

work with the internal revision. 

 

11.Question: You started work with the internal revision during the observation week. How 

have you continued the work? 

 

11.Additional activity: Following up on how operators and team leaders think it goes with the 

APS process and explains the further process. 

 

11.Additional question: What are your personal goals with APS work, in addition to those 

discussed with operators and team leaders? 

 

Self-reward: 

12.Activity: On a daily management meeting: Middle manager C informs that she has achieved 

all the goals and hope that it will go just as well for the rest of the week. 

 

12.Question: How do you feel when you have achieved all the goals? 

 

12.Additional activity: Informs team leader about detected problems with an article at 

department 2. Middle manager C concludes: -"It works as long as I get to decide".   

 

12.Additional question: Praise of performance is often openly and in relation to others, how 

do you think it is perceived? Do you commend yourself in other ways? 

 

Self-punishment: 

 

13.Activity: Discussion about a machine that currently is not running and that has been used 

even though test records have been negative. 

13.Question: When you discover inaccuracies in production, how do you handle it? 

13.Additional activity: An operator was injured. Middle manager visited the department to get 

the operators own words and see what happened, asked the operator to come along with middle 

manager C to write an incident report. 

13.Additional question: What is it like for you when you have an accident in the production? 

 

Self-observation: 

14.Activity: Daily meeting: Informs about priority machines, exchanges, new co-workers, 

instructs how rechecking should be performed, asks if there was orderliness at the workstation 

when they came to work today (operators say yes), communicates information from the 
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management meeting to turn off the lights. Ask operators if they have something to contribute 

with (quiet). 

 

14.Question: When you have had daily meeting or conversations with operators, do you reflect 

on the outcome afterwards? 

 

14.Additional activity: Informal meeting with team leaders 

14.Additional question: An informal meeting with the team leader, what is the purpose of it? 

Do you use it to receive feedback on your own work? 

 

-Self-cueing: 

 

15.Activity: Set the alarm on mobile phone for daily meeting with the operators and team 

leaders and lunch.  

15.Question: Why do you use the alarm on your mobile phone? How does it facilitate your 

work? 

15.Additional activity: Meeting: Production planner asks if they should take a closer look at 

some specific articles? Middle manager C responds:  

-“No, I have not had time to check on it, but there should not be any oddities”. 

 

15.Additional question: Why had you not investigated the specific articles that was discuss 

during the meeting? 
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Appendix 7. Operationalisation charts  
Operationalisation chart, Interview 1   

Theme Theory Reference Question 

Self-goal 

setting 

1.Self-goal setting → Self-direction. 

 

2.Self-goal setting is an essential 

first step in self-leadership. 

 

3.Short-term goals needs to be 

consistent with a long-term goal. 

 

4.First step in self-goal setting is to 

do a self-analysis.  

 

5.Goals are more effective for 

managing our behaviour if they are 

specific and challenging. 

 

6.Effective goals must be combined 

with self-observation. 

 

7.Rewards set by an individual, 

along with long- and short-term 

goals, can aid significantly in 

energising the efforts necessary to 

accomplish the goals.  

1.Manz (1992) 

 

2.Sims and Lorenzi 

(1992) 

 

3.Neck and Manz (2013) 

 

4.Neck and Manz (2013) 

 

5.Neck and Manz (2013) 

 

6. Marshall et al. (2012) 

 

7. D'Intino et al. (2007) 

1-5 

Self-reward 8. The reward motivates the 

individual to develop by always 

seeking new challenges. 

 

9. Self-reward can be both at a 

mentally or physical level. 

 

10. Self-reward → influence our 

actions positively.  

 

11.Self-rewards can for example be 

mentally praising oneself for a work 

well done or something more 

tangible, such as treating oneself 

with a journey or a new garment.  

12.It is important to develop the 

habit of self-rewarding, to constantly 

dare to challenge yourself and by 

that developing your own abilities. 

 

8.Neck and Manz (2013) 

 

9.Manz (1992) 

 

10.Neck and Manz 

(2013) 

 

11.Houghton et al. 2012 

12. Neck and Manz 

(2013) 

6-8 
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Self-

punishment 

13.Self-punishment involves 

negative self-applied results to 

decrease undesired behaviour.  

 

14.Self-punishment is not an 

effective strategy for controlling 

behaviour. 

 

15.Self-punishment might be useful 

when we experience guilt after 

doing something that we know is 

absolutely wrong. 

13. Neck and Manz 

(2013) 

 

14.Neck and Manz 

(2013) 

 

15. Stewart et al. (2011) 

9-12 

Self-

observation 

16.Individuals have the ability to 

learn and experience tasks or events 

through observing others and use 

our imagination.  

 

17.Behavioural-focused strategies 

→ improve an individual’s self-

awareness in order to facilitate 

behavioural management.  

 

18.Self-observation explains to what 

degree an individual keep track of 

the in their work.  

 

19.The main focus of self-

observation is to understand why, 

when and under what conditions we 

use certain behaviours. 

 

20.Self-observation can  

identify individually important 

behaviours, either positive or 

negative.  

16.Neck and Manz 

(2013) 

 

17.Manz and Neck 

(2004) 

 

18.Manz (1992) 

 

19. D'Intino et al. (2007)   

20.Ugurluoglu et al. 

(2013) 

 

13-16 

Self-cueing 21.Cueing strategies represent the 

extent to which co-workers use 

physical cues to remind themselves 

of their important tasks.  

 

22.If we want to change or eliminate 

our behaviours that we do not like, 

one way is to eliminate cues that 

might lead to these behaviours. 

 

23.Example of positive cues: lists, 

notes, screensavers and motivational 

posters.  

 

21.Neck and Houghton 

(2006) 

 

22.Neck and Manz 

(2013) 

 

23.Neck and Houghton 

(2006) 

 

24.Neck and Manz 

(2013) 

 

25.Stewart et al. (2011) 

17-18 
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24.The easiest behavioural-focused 

strategy to apply.  

 

25.Behavioural cues prior to actual 

performance can promote 

refinement, improvement and 

corrective adjustments for greater 

individual effectiveness.   

 

 

 

 

Operationalisation chart, Interview 2 

Theme Criteria (choosing 

activity) 

Criteria (design of questions) Activity 

and 

question 

Self-goal 

setting 

-Problems that is 

considered to be managed 

with self-goal setting.  

 

-Activities where the 

middle managers own 

development were 

discussed.   

 

-Activities of self-

analysis.  
 

-Focus on the individual.  

 

-Extend discussion from goal-

settings that the middle manager 

is familiar with.  

1, 6, 11  

Self-reward -Activities that the middle 

managers had finished or 

partly finished.   

 

-Visual features of 

happiness.   

 

-Sensitive activities in 

interaction with others, 

for example meetings.  

-Focus on the middle manager’s 

thoughts, mindset and feelings.  

2, 7, 12 

Self-

punishment 

-Activities where the 

middle managers received 

criticism.  

 

-Visual features of 

sadness and anxiety.   

-Focus on the middle manager’s 

thoughts, mindset and feelings.  

3, 8, 13 

Self-

observation 

-Activities that was 

perceived as challenging 

for the middle manager.   

 

-Relate to reflections that the 

middle manager did, and extend 

the question about other ways 

they reflect.  

4, 9, 14 
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-Quiet moments of 

reflection.  

 

-Discussions with co-

workers for feedback.   

 

Self-cueing -Activities where the 

middle manager was 

faced with a lot of 

interruptions.  

 

-Activities where the 

middle manager was 

perceived as focused.  

-Focus on the middle manager’s 

work-process and environment.  

5, 10, 15  
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