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~ Executive Summary ~ 

 

EXECUTIVE SUMMARY 
 

In this study, we have looked at managerial behaviour in small service companies using 

Mintzberg's direct observational study. Managerial research with this type of method of 

collecting empirical data is and has been quite frequent throughout the years, however 

research on small service companies has been very uncommon and the understanding is 

extremely limited on how and on what, managers in such companies spend their day. The 

objective of the study was not to validate the current research but to see how managers in 

small service companies spend their working day and if there were any big differences 

between our work and the work written before us on other types and sizes of companies. 

 

Managerial behaviour in small service companies tend to be characterized by a planned 

working day. Even though the day for the managers is extremely fragmented, the managers 

had a very high level of planning and structure when it came to facilitating the working day. 

Another signal of a high planning degree was that the amount of time in scheduled meetings 

that was substantially higher than in unscheduled meetings. Overall, managers in small 

service companies also tend to put a lot of focus on networking and communicate and interact 

with other people. 

 

The result of the study also shows that the size of the company seems to be of importance 

when it comes to how a manager structures his or her day. There were a lot of similarities 

between our study on small service companies and the research made on small manufacturing 

companies. In several investigated activities there was a clear negative correlation between 

small and large companies, regardless if they were service or manufacturing companies. 

 

Findings in this study also point out differences to existing theories on managerial behaviour 

in service companies, mainly when it comes to strategic focus and goal setting. 
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The first chapter introduces the reader to the managerial subject of the thesis. The 

problem and the purpose together with limitations of the thesis are also presented. 

1. INTRODUCTION 
 

1.1 BACKGROUND 

Recent studies have pointed out the growing importance of small businesses and their impact 

on the world economy (Andersson 2000; Knight & Cavusgil 1996). They have a great impact 

on countries’ Gross Domestic Product (GDP), as export rates are increased and the number of 

job opportunities is extended (Knight & Cavusgil 1996). 

 

The important role top managers in small organisations play have been stated as crucial for 

company success (Choran 1969). Managerial work is not a new field of research; the amount 

of studies on managerial work is extensive and stretches back to the middle of the twentieth 

century (Burns 1954; Carlson 1951). However, the studies about what managers really do are 

often based on large companies (Hales 1986; Mintzberg 1973). There are a few studies made 

on small businesses, but they have a short history, and are still too few to make any 

generalising conclusions regarding the managerial impact on the smaller sized companies. To 

truly grasp the nature of managerial work in small business, Florén and Tell (2004) state that 

continued research is essential. 

 

Managerial work can also be looked at from what kind of industry the managers are operating 

in. Some of the previous studies on large companies have included the service industry 

(Kurke & Aldrich 1983; Martin & Willower 1981; Mintzberg 1973). Service companies and 

production companies have although previously been treated as inseparable, regardless of 

theories that point out several differences between leadership in service companies and 

production companies (Kurke & Aldrich 1983). Despite this, there has been very little 

comparison between the manufacturing and the service industry concerning how a manager 

spends his or her working day with the exception of Kurke and Aldrich’s research (1983).  

 

These issues, managerial work in small businesses and managerial work in the service 

industry, are important areas that show evident gaps in the existing theory; they are therefore 

relevant areas for new research to focus on. 

 

The creation of knowledge to understand managerial behaviour has a rich methodological 

heritage, which is characterised through observation, description and coding. To know what 

managers do is of importance in aid to enhance performance, satisfaction and effectiveness in 

organisations (Kurke & Aldrich 1983). However, the previous studies vary widely in use of 

method: diaries, unstructured observations, interviews and work activities are some. 

Structured observation has thanks to Mintzberg (1973) been the most used and accepted 

method since the late 1970’s. Despite this, researchers who used the structured observation 

method have still contributed to diverse and non-comparable data by different ways of 

gathering data, coding processes etc. 

 

Florén (2006) summarised and compared five of the most prominent studies made on 

managerial work in small firms (Choran 1969; Florén & Tell 2004; Noel 1989; O’Gorman & 
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Burke 2005) and also carried out an own study on five top managers in small businesses. All 

of these studies have replicated (some with slight variations) the direct observation method 

used by Mintzberg (1973) and broken the previous record with inconsistencies in use of 

methods that has prevented comparison (Florén 2006). This correlation makes sure that 

comparison is possible and that it results in theory building instead if more diverse parts of 

research within the field of managerial work. 

 

The importance of more research, with the same methodological approach, in the before 

mentioned areas as well as in the already researched fields, have been stated by numerous 

authors for a more complete understanding of the work situation of managers in different 

contexts (Florén 2006; Kurke & Aldrich 1983). Our interest is to build on the knowledge 

concerning managerial work, specifically in small firms due to their increased importance in 

today’s wealth creation (Knight & Cavusgil 1996). To furthermore fill the gap in existing 

theories we look at the service industry. Studies have been made on the service industry 

before but only in large firms and in general with little focus on comparing it to previous 

manufacturing studies (exception Kurke & Aldrich 1983).  

 

If we could distinguish certain managerial behaviour that are connected with and specific for 

managers in small service companies, the level of understanding of managerial behaviour 

overall will increase and potentially open for more in depth studies in this area of research. 

 

1.2 RESEARCH QUESTION 

Based on the existing research that points out differences between service and manufacturing 

companies Sigdem (2011) and also between small and big companies O’Gorman et al (2001) 

our hypothesis is that there might be some differences in managerial behaviour between small 

service companies and other types of companies. Due to the previous notion of the importance 

of more knowledge concerning managerial work in small service companies, we intend to 

address the following problem: 

 

How do top managers in small, service companies spend their working day? 

 

 What distinguish managerial behaviour in small service companies and does 

it differ from other types of companies? 

 

 

1.3 PURPOSE 

The purpose of this report is to decrease the gap of knowledge concerning managerial work 

by describing the managerial work performed by top managers in small, service companies 

and comparing the findings to existing research made on other types and sizes of companies. 

 

1.4 LIMITATIONS 

This thesis has made several limitations to narrow down the size of the investigation and to 

create a clear scope that can be answered within the resource limits. 

 

1.4.1 Geographical Delimitation 

The investigation is limited to look at managerial work performed by Australian managers. 
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1.4.2 Delimitations of the Investigated Managerial Work 

The managerial work is limited with features that are most often adopted when managerial 

work is described and/or researched (Florén 2006) and the main elements are: 

1. How managers allocate their time 

2. The elements of the manager’s work 

 

This study has also looked closer at whom they interact and communicate with. 

 

1.4.3 Delimitations concerning Investigated Companies 

This study has narrowed down the scope further to only look at small firms instead of firms 

defined as SME’s, which otherwise is rather common. To be able to extend existing research 

on managerial work in small businesses we have used the same parameters as previous 

research performed on small companies: 

 10-99 Employees (Florén & Tell 2004) 

 Maximum Annual Turnover of $20 million 

 Maximum 20 years age of the company 

 

 

1.5 DEFINITIONS 

 

Top Managers 

Our research question states that we are investigating the managerial work of top managers. A 

top manager is defined as the head of the company and/or the largest shareholder. Our 

respondents are CEOs and Senior Directors and the majority owners of the researched 

companies. To avoid repeating the word top manager, synonyms such as: CEO, manager and 

director are used interchangeable. 

 

 

1.6 OUTLINE OF THE THESIS 

The thesis is structured as follows. After the brief 

introduction of the subject, managerial work, and its 

importance, we review the literature existing on 

managerial work. Third, the methodology applied is 

presented. In the fourth chapter, we report the findings 

concerning the studied top managers in small, service 

businesses, the characteristics, the content and the 

functional nature of their managerial work. Fifth, we 

analyze our empirical findings in the light of the previous 

presented literature. We conclude by outlining the 

conclusions concerning their managerial impact and any 

necessary future research.  

 

See figure 1 – for a visual presentation of the outline of 

the thesis. It shows the procedures of the work and that 

the conclusions are connected back to the initial research 

questions in the end. 

Introduction, 

Research qu estion 

Managerial work in  

theory 

Methodology 

Managerial work in  

practice 

Analysis 

Conclusions 

Implications for 

managers  

Suggestions for 

future research  

Figure 1: Outline of the thesis 
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The second chapter introduces the reader to the theoretical framework concerning 

managerial work, which is used in this thesis. 

2. MANAGERIAL WORK IN THEORY 
 

Oshagbemi (1995) states that the importance of the effective use of managerial time cannot be 

over emphasized, ‘time is important and the only economic resource which is common to all 

managers’. Another author who also has observed this is Jones (1995, p. 95), he argues that 

managers ’time is so vital that many organisations regard it as a decisive factor for entering 

new project instead of the traditional measurement of return on investment’. 

 

Managers’ time can be viewed as consistent of a number of activities, and these activities 

have foremost been categorized by Mintzberg (1971), and are commonly accepted. They are: 

deskwork, meetings (scheduled-, and unscheduled), telephone calls and tours. 

 

Hales (1986. p. 95) has identified several activities linked to managerial work. They are: 

acting as figurehead and leader of an organisational unit; formation and maintenance of 

contacts; monitoring, filtering and disseminating information; allocating resources; handling 

disturbances and maintaining work flows; negotiating; innovating; planning; controlling and 

directing subordinates. In 1999, Hales added two more activities: human resource 

management and technical work. Substantial savings in time can be achieved if a manager’s 

skills in dealing with these activities are improved (Oshagbemi 1995).  

 

The duration of activities is also of high importance as many short and wide-ranging activities 

can get in the way for sustained concentration. This furthermore hinders time for purposeful 

strategic managing as opposed to responding to ad-hoc events, as they occur, some of which 

may be trivial and of unimportance (Oshagbemi 1995). 

 

 

2.1 MANAGERIAL WORK IN LARGE ORGANISATIONS 

Managerial work has a long history of being researched. Carlson (1951) did some influential 

work and started the interest of the field by giving critique to the lack of empirical studies of 

what managers do. Following, a lot of research was done, but the knowledge about 

managerial work became diverse and non-comparable due to the use of different methods by 

various researchers. Today’s most influential work was created by Henry Mintzberg, who, in 

1971, published a study on five chief executive managers with an observation method, where 

he bodily followed the manager while he ,among other things, made notes on mail- and phone 

records. 

 

Mintzberg’s study looked at managers from both the manufacturing- and service industry 

(hospital, school, consultancy firm, R&D firm, and a manufacturing plant). 

 

The main conclusion of Mintzberg’s work deals with certain characteristics of managerial 

work, derived from his analysis of the gathered numerical data. These are for example: ‘time 

spent with peers’, ‘average duration of scheduled meetings’, and ‘time spent in the phone’. 

The data can be seen in table 2. These five characteristics are a few of the ones presented by 
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Mintzberg (1971), from his analysis, and each has a significant bearing on the manager’s 

ability to administer a complex organisation. 

 

1. The manager performs a great quantity of work at an unrelenting pace 

2. Managerial activity is characterised by variety, fragmentation, and brevity 

3. Managers prefer issues that are current, specific, and ad hoc 

4. The manager sits between his organisation and a network of contacts 

5. The manager demonstrates a strong preference for the verbal media 

 

Table 2: Five characteristics of managerial work 

 

 

After Mintzberg’s work, the observation method has been the most accepted method to extend 

existing knowledge and theories on managerial work, and prevent the problems of the past. 

Many researchers after Mintzberg’s work have followed his example and performed studies 

with the observation method (Kotter 1982; Kurke & Aldrich 1983; Larson, Bussom & Vicars 

1981; Tengblad 2002). To allow the best ability of comparison and possibility to extend the 

existing knowledge we have chosen to only include theories that have been derived through 

the same research method. 

 

In 1983, Kurke and Aldrich, duplicated Mintzberg’s work by studying four top managers in 

intermediate organisations within both the manufacturing (technology plant) as well as the 

service industry (public hospital, school system and a bank), and their major findings showed 

‘…an amazing degree of similarity [in comparison to Mintzberg’s study] in managerial 

behaviour across all nine organisations’ (Kurke & Aldrich 1983, p. 977). 

 

The slight differences Kurke & Aldrich found (table 3), were explained with Mintzberg’s 

theory concerning organisational size and the operating environment’s impact. According to 

Mintzberg (1971), for example: the larger the organisation the more time top managers spend 

on formal communication, and the less brief and fragmented activities and less time with 

subordinates due to increased amount of external work (Kurke & Aldrich 1983). 

 

 

 Activities/ 

Day 

Average  

Duration 

Desk-

work 

Phone- 

Calls  

Scheduled 

Meetings 

Unscheduled 

Meetings 

Tours 

Mintzberg 22  22 min 22 % 6 %  59 % 10 % 3 %  

Kurke & Aldrich 34 - 26 % 8 % 50 % 12 % 3 % 

 

Table 3: Activities and communication media in large companies 

 

 

Kurke and Aldrich (1983) concluded that the differences between their and Mintzberg’s work 

could be explained as mentioned, but that more research of managerial work in different 

contexts, such as size and diverse industries was needed to complement current research. 

 

There have been others who have performed studies on large organisation, however, none of 

the ones found, presented comparable data, like Mintzberg and Kurke and Aldrich, which 

made it extremely hard to use and compare them. Most of these studies included a mix of top 
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managers from the manufacturing industry and the service industry, the latter one with most 

focus on the school system. The next section tells their data divided up by size and type of 

business. 

 

 

2.1.1 Time allocation in Large, Manufacturing businesses 

The data are presented according to the categories used by Mintzberg in order to facilitate 

comparisons of the results from our study with those of Mintzberg (1973), and Kurke and 

Aldrich (1983). A complete summary of the time allocation in large manufacturing firms can 

be found in table 4 (p. 9). 

 

2.1.1.1 Deskwork Sessions 

In Mintzberg’s study from 1973, deskwork sessions stood for almost a fourth of the working 

day (23%) and 6,2 sessions were carried out each day. The numbers in Kurke and Aldrich 

(1983) are similar to Mintzberg’s study, with an average of 7,2 sessions per day taking up 

25% of the time. The duration of the deskwork sessions were also alike, 16 and 18 minutes 

respectively. The two studies combined, results in an average of desktop activities that 

account for 24% of the working time, spread on 6,7 occasions. The average duration for the 

deskwork sessions in the studies is 17 minutes. 

 

2.1.1.2 Telephone Calls 

The two studies follow the same pattern when it comes to telephone calls, there are some 

slight differences between them, but the similarities are striking. The respondents in 

Mintzberg’s study spend 9% on telephone calls, while the respondents in Kurke and Aldrich 

spend 8% of their time talking in telephone. The average duration of the telephone calls is 

exactly the same for the two studies, 7 minutes. In Kurke and Aldrich´s study, the respondents 

used the telephone to communicate 6,2 times per day compared to 5,4 in Mintzberg’s study. 

The average for the two studies is 5,8 phone calls per day that lasts for 7 minutes and takes up 

8,5% of the managers’ working day. 

 

2.1.1.3 Scheduled Meetings 

The largest post for the managers in both Kurke and Aldrich’s, and Mintzberg’s studies is the 

scheduled meetings. These meetings take up more than half of the respondents’ working day 

(57%) in both the studies. This is mainly because of the length of the meetings. In 

Mintzberg’s study, the average duration for a scheduled meeting was 88 minutes and for 

Kurke and Aldrich the length was 66 minutes, which results in an average of 77 minutes for 

the two studies. The respondents in Mintzberg’s study had only 2,8 scheduled meetings per 

day compared to 4,4 meetings for the managers in Kurke and Aldrich’s study. The average 

number of scheduled meetings is 3,6 for the two studies. 

 

2.1.1.4 Unscheduled Meetings 

The amount of time the unscheduled meetings account for is small, 10% in Mintzberg’s study 

and only 5% in Kurke and Aldrich’s study. The average duration is substantially smaller than 

for the scheduled meetings with 15 minutes in Mintzberg’s study and 10 minutes in Kurke 

and Aldrich’s study which result in an average duration of 12,5 minutes. The respondents in 

Mintzberg’s study had 2,8 unscheduled meetings on average per day which was almost the 

same as in Kurke and Aldrich’s study (2,6). 
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2.1.1.5 Tours 

The definition of a tour is based on Mintzberg’s study from 1973, where he defined a tour as 

an excursion outside the direct office area linked to the fulfilment of business matters 

(Mintzberg, 1973). When it comes to tours, the managers in both the studies spend very little 

time touring the facilities. In Mintzberg’s study, no tours were carried out, whilst in Kurke 

and Aldrich’s study only one tour per day was observed. The average duration for the tour 

conducted by the respondents in Kurke and Aldrich’s study was 28 minutes and that accounts 

for 5% of the managers’ working day. 

 

2.1.1.6 Duration and Number of Activities 

When summarising the duration of all the activities, the results are that 40% of the activities 

in both the studies lasted less than 9 minutes and only 9,5% of the activities lasted more than 

one hour (12% in Mintzberg’s study and 7% in Kurke & Aldrich’s study). 

 

 

2.1.2 Time allocation in Large, Service businesses 

Kurke and Aldrich included three organisations that were from the service industry in their 

overall study in 1983. Two of these have been presented with detailed numbers in their 

published paper. Before their study, Henry Mintzberg used four service organisations in his 

research in 1973. However, he only displayed numbers for two of these. This is why the 

following sections look and compare the findings from the mentioned authors concerning, in 

total, four managers from the service industry. The data is presented according to the 

categories used by Mintzberg in order to later on facilitate comparisons of the results from our 

study. A complete summary of the time allocation in large, service organisations can be found 

in table 4. 

 

2.1.2.1 Deskwork Sessions 

The proportion of time spent on deskwork differs for the two studies. Kurke and Aldrich’s 

managers spend an average of 25% of their time doing desk related work, while Mintzberg’s 

managers only used 17% of their time. However, all managers spent 16 minutes in average on 

deskwork sessions. Mintzberg’s managers had an average of 5,8 deskwork sessions a day, 

whereas Kurke and Aldrich’s managers had an average of 8,4 deskwork sessions a day. 

 

2.1.2.2 Telephone Calls 

Telephone calls stand for the largest number of activities per day for the managers studied by 

Kurke and Aldrich (8,4) and the second largest number for Mintzberg (5,7). Despite this, 

telephone calls only account for 9,5% (Kurke & Aldrich) and 6,5% (Mintzberg) of the time, 

with a total average duration of 5,25min (Mintzberg 5,5min and Kurke & Aldrich 5min). 

 

2.1.2.3 Scheduled Meetings 

70% of the time Mintzberg’s managers spend at work is used in scheduled meetings. The 

proportion of time spent by Kurke and Aldrich managers is high as well, 53%. This means 

that the average proportion of time a manager spend in scheduled meetings is more than two 

thirds of a day (61,5%). The average duration of these meetings is 64,3 minutes (Mintzberg 

62,5min, and Kurke & Aldrich 66min). This time is spent on 5,7 meetings per day 

(Mintzberg), or 4,3 meetings a day (Kurke & Aldrich). 
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2.1.2.4 Unscheduled Meetings 

An average of 3,8 unscheduled meetings a day were performed by all studied managers 

(Kurke & Aldrich 5,4 and Mintzberg 2,2). These meetings took up 11,5% of Kurke and 

Aldrich’s managers’ time. Mintzberg’s managers only spent half that time in scheduled 

meetings (6%). The duration of the meetings was between 7min (Mintzberg) and 8,5min 

(Kurke & Aldrich). 

 

2.1.2.5 Tours 

Tours accounts for the least numbers of activities (Mintzberg 0,6, and Kurke & Aldrich 0,3) 

and for the least proportion of time (Mintzberg 1%, and Kurke & Aldrich 0,5%). In Kurke 

and Aldrich study the managers spent an average duration of 8,5min on tours, while 

Mintzberg’s study showed an average duration of 7min. 

 

2.1.2.6 Duration and Number of Activities 

The number of activities performed per day is similar in Mintzberg’s Kurke and Aldrich’s 

findings (25,6/26,9) with an average of 26,25 activities per day for managers in the service 

industry. Of these activities, 48% (Mintzberg) lasted less than nine minutes. The percentage 

was slightly higher for Kurke and Aldrich, 53,5%. However, an average more than every 

tenth activity (11,3%) lasted more than an hour (Mintzberg 12,5%, and Kurke and Aldrich 

10%). 
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2.1.3 Summary of Studies on Large Organisations 

The table below summarizes the discussed areas of Mintzberg and Kurke & Aldrich studies 

from previous sections 2.1.1 and 2.1.2.  

 

 
  Manufacturing Industry  Service Industry  Complete Study 

  
Mintzberg 

Kurke & 

Aldrich 
Mean  Mintzberg 

Kurke 

& Aldrich 
Mean 

 
Mintzberg 

Kurke 

& Aldrich 
Mean 

Year of publication  1973 1983   1973 1983   1973 1983  

Research Information             

Size of Organisation  Large Large   Large Medium   Large Medium  

Number of Respondents  1 1   21 22   5 4  

Type of Respondents  
CEO 

Top 
manager 

  CEOs 
Top 

managers 
 

 
CEOs 

Top 
managers 

 

Days of observation  5 5   10 10   25 20  

Activities per Day  17 21 19  26 27 26  22 34 28 

Deskwork Sessions             

Number per day  6 7 7  6 8 7  7 11 9 

Proportion of time (%)  23 25 24  17 25 21  22 26 24 

Average duration (min)  16 18 17  16 16 16  15 12 14 

Telephone Calls             

Number per day  5 6 6  6 9 7  5 10 8 

Proportion of time (%)  9 8 9  6,5 9,5 8  6 8 7 

Average duration (min)  7 7 7  5 5 5  6 4 5 

Scheduled Meetings             

Number per day  3 4 4  6 4 5  4 4 4 

Proportion of time (%)  57 57 57  70 53 62  59 50 55 

Average duration (min)  88 66 77  63 66 64  68 65 67 

Unscheduled Meetings             

Number per day  3 3 3  2 5 4  4 8 6 

Proportion of time (%)  10 5 8  6 12 9  10 12 11 

Average duration (min)  15 10 13  15 11 13  12 8 10 

Tours             

Number per day  NR3 1 NR  0,6 0,3 0,5  1 6 4 

Proportion of time (%)  0 5 3  1 0,5 0,8  3 3 3 

Average duration (min)  NR 28 NR  7 9 8  11 11 11 

Duration/Activities             

% Lasting <9min  40 40 40  48 54 8  49 63 56 

% Lasting >60min  12 7 10  13 10 11  10 5 8 

 

Table 4: Summary of Mintzberg’s study (1973) and Kurke and Aldrich work from 1983.

                                                 
1
 Two (hospital and school) of Mintzberg’s four service organisations are presented, due to inability to find data 

presented for the last two (R&D firm and Consulting firm).  
2
 Two out of three service businesses have data presented separately and we can therefore only present these two 

(the bank is left out). 
3
 NR – Not Reported. The data has not been reported or been available for us to view. 
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2.2 MANAGERIAL WORK IN SMALL ORGANISATIONS 

The existing knowledge of managerial work in small companies is today rather limited and it 

is narrowed down even further if studies performed with direct observation method are 

chosen. The theories presented in these sections are the available studies that has replicated 

Mintzberg’s study and presented the numerical data in their published papers. These are: 

Choran (1969), O’Gorman, Burke and Murray (2001), Florén and Tell (2003, 2004), and 

Berge-Hansen and Niska (2005). 

 

The review of the literature from these authors, presents evidence and arguments that the 

managerial work of a manager in smaller business differs from a mangers work in a large 

organisation (Choran 1969; Florén & Tell 2004; O’Gorman et al 2001). Choran (1969), for 

example, states that differences between different sizes of organisations exist. He showed 

with his studies, that in comparison to Mintzberg (1973), not yet published at the time), the 

managerial work of a small business manager was more fragmented and consisted of higher 

amount of interruptions than in the managerial work in a larger organisation. 

 

There are specifically two distinct differences that have an impact on managerial work 

according to O’Gorman et al (2001). These are: ‘the larger the organisation the more central 

position has the manager, secondly ‘the smaller organisation the fewer resources concerning 

organisational support, systems and processes are available’. They also maintain the notion 

made by Choran (1969) by showing empirical evidence that continuous interruptions were 

common in managerial work in small businesses (O’Gorman et al 2001).  

 

None of the mentioned researchers have included the service industry in their studies, which 

is why the following sections, concerning managerial work in small companies, only is 

derived and directly concerns the manufacturing industry. 

 

 

2.2.1 Time allocation in Small, Manufacturing Companies 

In general words, the managerial work in small organisations can be described as hectic, and 

relatively unplanned. The day is characterised by short and fragmented activities (Florén 

2004). 

 

The following sections display the activity patterns of the managers studied by Choran 

(1969), O’Gorman et al. (2001), Florén and Tell (2003) and Berge-Hansen and Niska (2005). 

The data is presented according to the categories used by Mintzberg 1971 in order to later on 

facilitate comparisons of the results from the empirical findings in our study on small service 

companies. 

 

2.2.1.1 Deskwork Sessions 

In three out of four studies, deskwork sessions are the largest activity in proportion of time 

(Florén and Tell 46%, Choran 35%, O’Gorman et al 28%). On average of all studies it 

consumes 31% of a manager’s day. Berge-Hansen and Niska’s study stand out in this part, as 

their managers only spent 15,5% of the day with deskwork sessions. The deskwork sessions 

were 15 in average per day (Choran 22, Florén and Tell 13, Berge-Hansen & Niska 11, 

O’Gorman et al NR
4
). Florén and Tell’s managers showed the longest duration of 16min in 

                                                 
4
 NR – Not Reported. The data has not been reported or been available for us to view. 
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their deskwork sessions. Berge-Hansen and Niska’s duration was 9min, whereas Choran’s 

managers spend substantially less time, only 6min (O’Gorman et al is NR). The summarised 

average duration of all studies was 10min. 

 

2.2.1.2 Telephone Calls 

Telephone calls generate the post with the highest average number, with 20 activities per day. 

Choran’s managers are the ones who are faced by the most numbers of telephone calls, with 

29 calls during a day. Florén and Tell’s, and Berge-Hansen and Niska’s managers had slightly 

fewer calls, 17 and 13 (O’Gorman NR). The duration of the telephone calls varies between 

2min (Choran), 3min (Florén & Tell) to 6min (O’Gorman et al, Berge-Hansen & Niska), with 

a total average of 4min in duration. Telephone calls stands for more than a tenth of the time of 

all managers. Berge-Hansen and Niska’s managers together with Florén and Tell’s managers 

spent 13% and O’Gorman’s managers spent 12% each of their time on telephone calls, while 

Choran’s managers spent 17% of their day on the phone. 

 

2.2.1.3 Scheduled Meetings 

Berge-Hansen and Niska recorded substantially higher proportion of the time spent in 

scheduled meetings than any other studies, their managers spent an average of 60% of the day 

in scheduled meetings with an average duration of 90min. Florén and Tell on the other hand 

recorded that their managers only spent 15% of their time in scheduled meetings, but their 

average duration was the highest, 88min. Choran and O’Gorman et al figures were 21% and 

25%, and slightly higher than Florén and Tell, but still substantially less than Berge-Hansen 

and Niska’s study. Their duration on the other hand varied. Choran recorded an average 

duration of 27min, whereas O’Gorman’s managers spent 55min on average in each meeting. 

The total average number of meetings the managers spent per day was 2 (Berge-Hansen & 

Niska 4, Choran 3, O’Gorman et al 2, and Florén & Tell 1). 

 

2.2.1.4 Unscheduled Meetings 

Unscheduled meetings account for almost a fifth of the time per day (total average 18%). 

However, the individual proportion of time per study varies a little. Least time is spent by 

Berge-Hansen and Niska’s managers; they spent as little as 11% in unscheduled meetings. 

The other studies showed higher number, Choran 15%, Florén and Tell 19%, and the most 

proportion of time was spent by O’Gorman et al’s managers, 25%. The average duration of 

unscheduled meetings is substantially shorter than the scheduled meetings. It’s total average 

of 6min per activity (O’Gorman et al 11min, Berge-Hansen & Niska 8min, Florén & Tell 

4min, and Choran 3min). During these times, a total average of 18 activities was performed 

(Florén & Tell 22, O’Gorman et al 22, Choran 19, and Berge-Hansen & Niska 9). 

 

2.2.1.5 Tours 

0,3% in proportion of time is the lowest proportion of time spent on any activity in all four 

studies, this was recorded for Berge-Hansen and Niska’s managers concerning time spent on 

tours. In Berge-Hansen and Niska’s case, the posts also contain the least amount of activities 

– only 0,5 tours were recorded per day. The amount of activities is slightly bigger for Florén 

and Tell and Choran with 5 activities per day for both. Tours is also the activity that takes the 

least of the managers’ time in Florén and Tell’s (7%), and O’Gorman et al’s case (9%). In 

Choran’s study, tours are the second smallest post, with 12%. The average duration varies 

between 2 min for Berge-Hansen and Niska’s managers to 7min/9min for Florén and Tell and 

Choran (O’Gorman NR).  
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2.2.1.6 Duration and Number of Activities 

When summarising the duration of all the activities, in all studies, the result is that 78% of the 

lasted less than 9 minutes (Choran 90%, Florén & Tell 80%, Berge-Hansen & Niska 65%, 

O’Gorman et al NR), and only 3% of the activities lasted more than one hour (8% in Berge-

Hansen & Niska’s study, 1% in Florén & Tell’s, and 0,02 % in Choran’s study, O’Gorman et 

al NR). 

 

 

2.2.2 Summary of Studies on Small Organisations 

Summary of the work performed by Choran (1969), O’Gorman et al. (2001), Florén and Tell 

(2003) and Berge-Hansen and Niska (2005)
 6

 that is discussed in previous section. 

 

 

Table 5: Managerial work in small organisations 

 

                                                 
5
 The calculation of the mean include the original decimals (non-rounded). 

6
 The numbers have been rounded to nearest whole number for easier presentation. This has impact on the total 

sum in some cases, as all decimals are not presented. 

  Choran O’Gorman 

et al. 

Florén 

& Tell 

Berge-H 

& Niska 

Mean5 

Year of publication  1969 2001 2003 2005  

Research Information       

Size of Organisation  Small Small Small Small  

Type & Number of Respondents  3 President 10 Own/CEO 6 Own/CEO 2 CEO  

Days of observation  6 20 30 6  

Activities per Day  79 35 57,4 37 52 

Desk Work Sessions       

Number per day  22 NR 13 11 15 

Proportion of time (%)  35 28 46 16 31 

Average duration (min)  6 NR 16 9 10 

Telephone Calls       

Number per day  29 NR 17 13 20 

Proportion of time (%)  17 12 13 13 14 

Average duration (min)  2 6 3 6 4 

Scheduled Meetings       

Number per day  3 2 1 4 2 

Proportion of time (%)  21 25 15 60 30 

Average duration (min)  27 55 89 90 65 

Unscheduled Meetings       

Number per day  19 22 22 9 18 

Proportion of time (%)  15 25 19 11 18 

Average duration (min)  3 11 4 8 6 

Tours       

Number per day  5 NR 5 0,5 3 

Proportion of time (%)  12 9 7 0,3 7 

Average duration (min)  9 NR 7 2 6 

Time length/Activities       

% Lasting <9min  90 NR 80 65 78 

% Lasting >60min  0,02 NR 1 8 3 
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2.3 MANAGEMENT IN SERVICE ORGANISATIONS 
 

According to Maister (1994), managerial challenges and behaviour in service companies are 

sufficiently different from the ones seen in consumer goods or industrial management and 

would consequently warrant their own management theories. 

 

One reason behind of the difference could derive from the fact that it is substantially harder to 

measure efficiency, a very common word within the manufacturing business, in a service 

company. This is because both the input and the output are intangible (Cigdem 2011). Hence 

the focus of a manager in a service company tend to be more on non-financial objectives such 

as entering new markets and develop the employees within the organisation to become more 

competitive. This differs from a manager in a manufacturing firm where a common standpoint 

is to streamline and make the manufacturing process more efficient (Cigdem 2011). The 

previous conclusion is in line with Lowendahl (2000) view of the differences between 

managers in service and manufacturing business. Of course the efficiency in a service 

company can be measured through the quality of the service provided, however since there is 

no tangible product this require previous experience or study of the service (McKaig-Berliner 

2001). 

 

This leads to the conclusion that building a good relationship and developing trust with 

external partners and clients are crucial for a top manager in a service company in order to 

increase perceived quality of their services (Cigdem 2011). 

 

Further on Ofek and Sarvary (2001) says that strategic management in service companies 

differs from the manufacturing business in two distinct ways. First the service company 

provide highly customized service solutions to its clients, and therefore rely on customer 

relationships as a special feature and a prerequisite for successful service business. The other 

part is that the services are performed and provided by highly skilled people which are the 

core of a service company. According to (McKaig-Berliner 2001), knowledge in general is 

seen as one of the most important assets of a service company and the reason why a customer 

choose to work with your firm specifically. 

 

Since relationship and building trust are two cornerstones in managing a successful service 

business. A robust client portfolio and serving a wide variety of clients could be a competitive 

advantage for service companies (Robert 2000). 

 

A lot of research is coming back to relationship and communication as key success factors for 

a service company. One reason of the magnitude of good communication can be the 

importance of keeping and retaining a talented and skilled workforce, which are the 

company’s biggest assets (Cigdem 2011; Rausch 2010). “The major implication for managers 

is that improvements in the behaviour and appearance of their employees, are most likely to 

enhance consumer perceptions of service quality” (Ooi-Mei, Dean & Whit 1999). 
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The third chapter presents the methods used to prepare, execute and present the 

thesis. The chapter will start with an examination of method approach, followed by 

the chosen methodological limitations of the thesis. It continues by demonstrating 

the procedures gone through for data collecting and processing. The third chapter 

ends by discussing the thesis trustworthiness. 

3. METHODOLOGY 
 

Methodology can be defined as the analysis of the procedures followed in an investigation of 

a particular field (The American Heritage Dictionary of the English Language 2000). It 

should describe the methods, procedures and techniques used to collect and analyse 

information in an investigation. The methodology furthermore assures the researchers and the 

reader that correct answers to the stated problem can and are found (Zikmund 2003). This is 

why methodology is an important and basic tool to achieve the purpose of a research 

(Backman 1999; Holme & Solvang 1997). 

 

 

3.1 METHOD APPROACH 

There are several ways of researching scientific problems and depending on the field of 

investigation and the purpose of the research, the researcher have to ask themselves several 

questions and to make numerous choices to make sure the best method approach is used for 

the specific task. The questions are for example: are the characteristics of the study 

exploratory and/or descriptive? Are few or many respondents necessary? What reasoning is 

the most appropriate: inductive/deductive/abductive? and etcetera. 

 

3.1.1 Exploratory versus Descriptive Characteristics of the Study  

The field of managerial work of consist of previous research in general. These are mostly 

based on large firms in the manufacturing industry. The field of research is lacking 

information concerning how top managers in small, service firms spend their time.  

 

As we are looking to build and extend on the existing theories within managerial work on 

these basics the study is both of exploratory art, as well as descriptive. The exploratory 

characteristic is the search for the unknown; we are looking to gain knowledge in a new 

context concerning managerial work. This is done with few respondents, which also is a 

fundamental characteristic for exploratory studies. The descriptive part of our thesis is 

connected to our goal of describing a situation and comparing to previous findings in 

literature, which is seen as numerical measuring and an essential characteristic for descriptive 

studies. The mixture of both characteristics is not unusual in practice, most part of the 

research in science- and behaviour consists of both (Patel & Davidsson 1994). 

 

3.1.2 Case Study 

Our study’s main goal, to gain knowledge, makes it mainly exploratory, which means it is 

more in-depth than pure descriptive studies, as greater understanding about a specific subject 

is its purpose. This implies that the research is often more time consuming and therefore is 

only available to perform on a few subjects. 
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The case study is ‘an exploratory research technique that intensively investigates one or a few 

situations similar to the researcher’s problem’ (Zikmund 2003, p. 115), which fits well with 

the purpose of our research. The advantages with the case study are that it allows depth and 

meticulous attention to details. The biggest disadvantage is its inability to generalise the 

findings. However, a number of insights can be gained and hypothesis can be suggested for 

future research (Zikmund 2003). 

 

Descriptive studies are also called observational, as you observe subjects without intervening. 

This is the method used by previous researchers, whom we intend to compare our findings to 

in the analysis. Case studies are therefore also a tool for descriptive research, and our choice 

of using case studies is suitable for the mixture of characteristic the study exhibit. 

 

3.1.3 Inductive, Deductive or Abductive Reasoning 

We have chosen abductive reasoning that applies an integration of both deductive and 

inductive reasoning to collect data. The basic principle for the researcher is to first gain 

theoretical knowledge concerning the subject of the research problem, next to collect primary 

data and thereafter supplement with existing theories before finalising the conclusions of the 

research problem (Alvesson & Sköldberg 1994). The abductive reasoning is commonly used 

when looking to understand a specific subject (Alvesson & Sköldberg 1994). This is in line 

with our study as it aims at creating understanding for a certain subject. 

 

To understand what abductive reasoning is, inductive- as well as deductive reasoning needs to 

be understood. The inductive and deductive reasoning is illustrated in figure 6. 

Deductive reasoning Inductive reasoning 

Theory 

Data 

Theory is used  

to deduce the 

hypothesis 

about data 

 

Data form the 

development 

of theory 

 

Reconstructed from Ezzy, 2002 

Data is  

thereafter 

used to test 

the 

hypothesis  

  

 
Figure 6: Illustration of deductive- and inductive reasoning 

 

Inductive reasoning is the ‘logical process of establishing a general proposition on the basis of 

observation of particular facts’ (Zikmund 2003, p. 47). It is used when empirical findings are 

the basic for formulating new theories (Patel & Davidson 2003). The inductive reasoning is a 

good approach for discovering relationships. However, due to the disadvantage that the 

researcher cannot know the new theories applicability and validity, since the result is 

dependent on the specific situation and environment when the empirical data was collected, it 

is a reasoning that is perceived as obsolete (Patel & Davidson 2003). 

 

Deductive reasoning on the other hand, is the ‘logical process of deriving a conclusion about a 

scientific instance based on a known general premises or something known to be true’ 

(Zikmund 2003, p. 46-47), which means that theory is the basics and the comparison point for 

empirical data gathering and processing (Jacobsen 2002). A disadvantage with deductive 
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reasoning is the possibility for the researcher to study what he/she finds interesting instead of 

what is of importance, another disadvantage are the difficulties with demonstration of proof if 

the hypothesis is false (Jacobsen 2002). 

 

By applying the abductive reasoning we are able to start off with the general knowledge 

concerning managerial work and form questions for the context of small, service firms. The 

deductive part of the reasoning will test the questions whereas the inductive part allows us to 

extend the existing research with the findings of the thesis. 

 

3.1.4 Qualitative versus Quantitative Disposition 

This study will also exhibit a mixture of qualitative and quantitative disposition due to its 

double purpose of exploring and describing. Qualitative disposition looks at questions such as 

why and how, whereas quantitative disposition examines the questions: what, where and 

when (Jacobsen 2002). 

 

The qualitative aspect of the thesis concerns our exploring part of the research and is stated to 

be the examination, analysis and interpretation of observations for the purpose of discovering 

underlying meanings and patterns of relationships (Kothari 2009), whereas the quantitative 

research performed include the numerical data gathered to enable comparison later on with 

existing literature, which allows the ability to extend or support existing theories (Kothari 

2009). 

 

It is however, important to recognise the shortcomings of both qualitative – and quantitative 

disposition, as they impact the final results. According to Lekvall & Wahlbin (2001), the 

results from a qualitative study cannot be generalized to other similar cases or companies. 

However, this is a known factor and in our case of less importance as our intention is not to 

draw any conclusions based on statistical evidence, but rather to create understanding for the 

chosen subject through analysing two case companies (Taylor & Bogdan 1984). According to 

Merriam (1998), although qualitative research cannot be generalized in the same way as 

quantitative research, it does not mean that it cannot be generalised at all. 

 

 

3.2 LIMITATIONS 

 

Geographical 

The study has been concentrated to the geographical area of The Sunshine Coast, the 

northeast coast of Australia 
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3.3 SELECTION OF FIRMS AND MANAGERS 

We have, as previously mentioned, set our scope and context to research managerial work 

performed by a top manager in a small, service business. We have used the same criteria as 

Florén and Tell (2004) for selecting firms and managers. The following criteria have been 

used for selection: 

 

 The firm should be in the service industry 

 Located on The Sunshine Coast, Australia 

 10-99 Employees  

 Maximum Annual Turnover of SEK 150 million 

 Maximum 20 years age of the company, and  

 The manager should be CEO, and/or the largest shareholder of the company 

 

The respondents were chosen with a non-probability sampling technique based on personal 

judgment concerning the needed characteristics mention above and convenience (Zikmund 

2003). The choice is supported by Hartman (2004), who states that this sampling technique is 

appropriate when there are: geographical distances, time limits and economical restrains, 

which all apply in our case. However, a sampling like this has the disadvantage to decrease 

the ability of generalising the findings, as the sample might not be representative for the 

whole target group (Hartman 2004; Zikmund 2003). 

 

 

3.4 DATA COLLECTING AND PROCESSING 

Before deciding the data collecting approach, it is of importance to do a literature review of 

previous methods used within the field of the problem. It allows the researcher to find the 

most used approach/es as well as any negative aspects concerning the available alternatives 

discovered by other researchers. 

 

We started the study by performing a literature review within the field of managerial work to 

find out what and how previous methods had been applied in previous researches. The early 

studies consisted of indirect observation methods such as interviews or questionnaires, where 

the manager was to reconstruct his/her activities during the day (Carlson 1951). In late 1960’s 

and early 1970’s Mintzberg performed two studies with a direct observation method, as a 

result of following a manager in real time and making notes in ready-made tables. After his 

study most of the researchers, after him and up until today, have adopted the same method, in 

some cases with slight improvements (Florén 2004). 

 

Our data consist of both primary- as well as secondary data, as follows. 

 

3.4.1 Primary Data – Observation Studies 

Previous managerial work has been studied with two kinds of observational studies, indirect- 

and direct observational method. 

 

The indirect observation method can be performed via interviews, questionnaires or diaries. 

The advantage with the indirect observation method is its simplicity to administrate, it is also 

a rather cheap method and less time-consuming for the researcher than a direct observation. 
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However, the interview, questionnaire and diary method requires the managers to recreate 

what they have done, which in many cases decreases the chances of a study with high 

reliability, due to what McGregor (1967) states to be the ‘after-the fact generalization’, which 

means that managers are unable to recreate their activities with full accuracy due to memory 

capacity and rationalization (Patel & Davidsson 1994). The diary method has also been shown 

to deter managers to participate due to its time-consuming characteristic, as the manager is 

supposed to fill out pre-made sheets at the end of the day with what and for how long they 

have performed certain activities (Florén & Tell 2004). 

 

We have, due to the big disadvantages of the indirect method, and for the purpose of being 

able to compare our findings of the thesis with previous studies, chosen to replicate 

Mintzberg’s working method of direct observation. 

 

3.4.1.1 Direct Observation 

Direct observation means that the researcher observes the respondent and records the 

activities in real-time (Mintzberg 1971). This avoids the problem with the human minds 

inability to accurately recreate the past. However, this option is more time-consuming and 

requires the researcher’s full attention during the observation as recording is done in real-

time. 

 

During our study, two separate companies were chosen and their top managers were observed 

during three days each. To allow the observed days to be as representative as possible for a 

normal workweek, the days were chosen when no extraordinary activities were planned. To 

double-check this, the managers were also asked to confirm whether there had been any major 

deviations from a normal week or not in the end of the observation period. None of our 

managers had had any big abnormal happenings during the observation period. 

 

3.4.1.2 Observation Recording Tools  

Our observation method is a structured method, which means that we use predetermined 

objects to observe. As the objects are predetermined we are able to draw up schedules in 

which the objects can be recorded during the observation, this allows better efficiency and 

higher focus on the objects necessary for the goal of the specific research. 

 

Our recording schedule emanate from Mintzberg’s studies (1971, 1973). The schedule we 

used consists of three different records, the first is a chronological index, were all activities’ 

type and time of activity are recorded. Secondly, the other two records, contact and mail, are 

used for more detail description of each activity, the chosen record depends of the nature of 

the activity: the mail record concern activities such as: desktop activities, post and e-mail, 

whereas the contact record looks at: phone calls, meetings, and tours. These two ‘sub records’ 

were used to record, type of activity, purpose of the activity, participants (sender, receiver), 

and place for interaction. In order to make the analysis and conclusions as comprehensive and 

relevant, we also recorded information about the type of contact and to the largest extent with 

whom the contact was with. 

 

There were two of us who participated simultaneously during the observation and the 

gathering of data. During the observation, we took turns in being the head of observing the 

managers, whereas the other one was in charge of the recording. Throughout the six days 

(three days for each manager) we recorded, by hand, the managerial work in Mintzberg’s 

contact- and mail records. The fact that there were two of us, both observing and recording, 
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allowed the records to be compared for any mistakes or blanks. The hand-written records 

were also typed into the computer on the same evening after being compared to make sure 

everything was recapped as accurate as possible. 

 

3.4.1.3 Ethical issues 

When a person is observed and physically followed, there is a possibility of ethical issues 

deriving. In our case these issues consisted of confidential discussions, concerning future 

development of the company. To be able to still record time, and with whom the interaction 

took place with we were not present in the same room but recorded and clocked the activities 

as usual. We were also informed before the discussion started with whom the interaction 

would be. Both researcher and company, without further issues, accepted this. 

 

3.4.2 Secondary Data – Literature Study 

Secondary data is data that already exists and that has been collected for another purpose 

(Befring 1994). The secondary data has the basic purpose of being the basis for the collection 

of primary data (Backman 1998). The advantage with secondary data is its low cost compared 

to primary data and its capability to give the researcher knowledge from deskwork. 

 

The secondary data was used to create a frame of reference, also known as a ‘body of 

knowledge’ consisting of in-depth knowledge about managerial work (Zikmund 2003). 

Therefore, extensive reviews of the literature concerning previous research on managerial 

work in general, managerial work in service industry, managerial work in manufacturing 

industry, managerial work in small firms, managerial work in large firms etc. were studied. 

 

Textbooks, Internet web pages, other research thesis, articles, and databases were used in 

order to find relevant information. The most used databases were Emerald, Jstor and Proquest. 

Emerald and Proquest are the two largest databases that contain the world’s largest range of 

journals within management and economics, whereas Jstor is a smaller database containing 

business journals. According to Ejvegård (2003), search words that are used to find the 

relevant information is an essential part of writing a thesis since those words have a great 

impact on the results presented. The search words used most regularly during the literature 

study of this thesis are the following: managerial work, managerial work in service industry, 

managerial work in manufacturing industry, managerial work in small firms, managerial work 

in large firms, what do managers do, direct observation etcetera. 

 

 

3.5 TRUSTWORTHINESS 

The trustworthiness of a qualitative study is not only connected to the empirical research, 

rather to the entire thesis. However, to increase the empirical findings’ trustworthiness, 

profound pre-understanding of the subject is necessary, so the researchers can make correct 

interpretations (Patel & Davidson 2003). 

 

Both authors have academic knowledge about the subjects, before writing this thesis, and 

further understandings were gained through extensive literature review. We furthermore knew 

both the managers prior to the study, which was a primary factory in their agreement to us 

observing them. Our prior relationship allowed us access to the companies and what more 

important, it made our presence during the observation acceptable. None of the managers 
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expressed any feelings for correcting their work during the observation due to our presence. 

The latter is of high importance as it contributes to the validity of this study.  

 

Trustworthiness can also be described by the two concepts: validity and reliability.  

 

3.5.1 Validity 

The core meaning of validity is according to Gummesson (2000, p.93) that the research 

‘…describes reality with a good fit’. There are two types of validity, internal- and external 

validity. The internal validity concerns the accuracy of the conclusions made by the 

researcher, whereas the external validity signifies the ability to generalize the findings of the 

research or not (Jacobsen 2002; Svenning 1999). To achieve high internal validity, our used 

information has been based on several sources that can support the accuracy of the content. 

As we are not looking for the ‘truth’ but rather to extend the knowledge about something 

unknown and the low number of respondent we have researched, the external validity is low – 

but accounted for. 

 

However, the most important aspect of the validity of our work is that it is performed with a 

known and well-used method by previous researchers (Berge-Hansen & Niska 2005; Choran 

1969, Florén & Tell 2004, O´Gorman & Bourke 2001). This also has allowed our results to be 

comparable on an accurate base. 

 

A negative aspect of our validity can be the age of the research our study is based on, since 

Mintzberg’s study in 1973, a lot has changed especially through technological developments 

such as computers and electronic commerce, which can compromise the accuracy of 

comparing two different kinds of realities.  

 

3.5.2 Reliability 

Good reliability is achieved when the findings of a research is independent of the one who 

execute the research (Eriksson & Wiedersheim-Paul 1997; Lundahl & Skärvad 1999). This is 

because reliability is about the precision of the measurements (Befring 1994). To minimise 

the errors in measurements we have been as thorough as possible concerning the 

documentation as well as to follow the accepted way of measuring managerial work with 

direct, structured observation, as this is the most suitable way to achieve reliability in case 

studies according to Merriam (1994). 

 

We furthermore increase the reliability of the findings by avoiding activities to be recreated 

and instead recorded in real-time. 

 

3.5.3 Criticism of the Method 

We believe that the chosen methods were appropriate due to our stated research question and 

purpose; however, we are fully aware that the method can be faulty. 

 

The researcher needs to be aware about potential measuring problem to allow the research to 

be accurate. In our case these include issues with the measurement tool- the records used 

during the observations were not made for neither a small or specifically for service business, 

which can allow important aspects specific for these contexts to be overlooked. We have tried 

to prevent this by reviewing the protocol with the knowledge learned from the secondary data 

collection though we did not find any changes necessary. 
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The fourth chapter displays the findings of the empirical research performed for 

the thesis.  

4. MANAGERIAL WORK IN PRACTICE 
 

The outline of this chapter is divided into two parts. First, a brief background history and 

relevant information about the case companies and the managers are presented. This 

information derives from a short pre-study, an introduction interview, with the two managers. 

The results are presented separately for the two companies/managers. In the second part of the 

chapter, the outcome of the managerial study is presented, however in this fraction; the results 

are not separated in order to facilitate the overall understanding. 

 

The empirical chapter is foremost based on the measurable quantitative empirical study 

performed during the direct observation of the respondents, however it is also complemented 

with observations and discoveries not covered by the formal template used to quantify the 

data. In line with Andersson & Florén (2011) we investigate what  a manager do, mainly 

through the data collected through the templates filled out during the direct observations, but 

also how the manager carry out these activities and to some extent with whom. The last two 

also derives from the direct observations, however is not linked to a template. This, more 

qualitative, data is used to enrich the case and better explain and compare the result with 

current studies in the area. 

 

 

4.1 COMPANY INFORMATION 

The choice of the companies in the study is, as mentioned before, based on certain criterions. 

These are that companies were small, had between 10 and 99 employees, operated in the 

service sector. This was of importance to assure that we could discover potential similarities 

and/or differences to previous studies. Both the companies in this study offer management 

solutions to resorts, hotels and student accommodations. The managers are both top managers 

(CEO and senior director) and own shares in their companies. 

 

4.1.1 Company A 

The company was founded in 1993 in Mooloolaba, Queensland, Australia. The founder, 

Respondent A, is the CEO and owns a majority of the shares in the company. The company 

has a main focus on management solutions and provides qualified and professional 

management to resorts, hotels and student accommodations. The company also owns three 

resorts and two student accommodations which they are managing, all of them in Australia. 

The facilities that the company are managing are spread out throughout Australia, from 

Melbourne in the southeast corner of Australia, to Cairns in the northeast. A student 

accommodation in Auckland, New Zeeland and a resort in Port Vila, Vanuatu also 

internationally represents company A. The international fraction stands for approximately 

10% of the total revenue. 

 

Company A’s comparative advantage is the size of the company, according to its manager. 

They employ 28 persons and are a relatively small organisation, which creates a bigger 

flexibility and the ability to react fast. This competitive edge has developed into a new 
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department in the organisation called ‘rescue management’. According to Respondent A, the 

rescue management department is optimal for customers who need help with management 

problems on very short notice.  

 

The company is a growing company and has for the last four years had a turnover growth of 

20% on average. The growing tourist industry in eastern Queensland is one of the reasons for 

the growth in turnover and another one is the influx of qualified workforce willing to settle 

down in this particular area of Australia. 

 

The CEO, Respondent A, has the role of a spider in the organisational web. To his help he has 

an administrative manager and the two of them have their base on the company headquarter in 

Mooloolaba. An overview of the organisational structure can be seen in figure 7.  

 

CEO 

William Darby 

Management 

Solutions 

HQ 

Mooloolaba 

Rescue 

Management  

HQ 

Mooloolaba 

Qld 

department 
Vic 

department 
Int 

department 
Qld 

department 

Figure 7: Organisational Structure of Company A 

 

4.1.2 Company B 

Company B, was founded in 1996 and is in the same type of business as Company A. The big 

difference is that Company B is only offering management solutions to large resorts and has 

special demands on the size and structure of the facility to manage. The company does not 

own any facilities and depends solely on their management consultancy. Respondent B is 

senior director and owner and also a member of the board of directors of the company and 

responsible for government relations and laws. Company B has 62 employees; however the 

company is divided into three different departments depending on geographical location. The 

headquarter is located in Surfers Paradise, Queensland, Australia and the company has two 

local offices in Melbourne, Victoria, Australia and in Perth, Western Australia. 

 

Company B is operating close to its customers and the customers consists of large 

multinational resort and hotel chains. They have created a good reputation and are currently 

growing with an average of around 30% per annum.  

 

The company is represented on four places outside Australia. Two hotels in Kuala Lumpur, 

Malaysia, one resort in Christchurch, New Zeeland, one resort in Auckland, New Zeeland and 

one resort in Suva, Fiji. All of the international operations are derived from previous 

cooperation with big clients back in Australia. 

Respondent A 
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4.2 THE MANAGERS IN THE STUDY 

The managerial research in this study is, as mentioned before, a replication of Mintzberg’s 

structured observation study from the early 1970’s. In our study, two managers have been 

followed for three days each and the results are explained in the upcoming section. The main 

intent of the study is not to give a thorough explanation and present reasons for certain 

behaviour, but to describe the behaviour in a detailed way in an established and accepted 

manner. 

 

4.2.1 Manager Company A 

Respondent A is 40 years of age and has a solid background in the real estate business. He is 

from Australia and moved up from Victoria to Queensland in the early 1990’s to start the 

management consultancy/real estate firm he now is CEO of. His previous work experience 

includes similar work, but as an estate agent. It was during this time he got the opportunity to 

move and launch his own business on the Sunshine Coast in Australia.  

 

Respondent A started to work in the real estate business directly after he finished high school, 

but has recently also finished a MBA in international business. The reasons for the higher 

education were, according to Respondent A, to be able to assist his company in future 

challenges better and to learn how to grow the business even more. A's role in the company is 

focused on strategic decisions and potential future business projects and opportunities. 

Networking is a key ingredient in his working behaviour, which we can see in the managerial 

study, is affecting his workday. 

 

4.2.2 Manager Company B 

Respondent B is in his mid thirties and has a career in computer science and information 

technology. He was scouted and offered partnership and to become senior director in 

Company B, October 1999. By that time, the company was a small firm with only 7 

employees and only two facilities to manage. Manager B is today heading the 

development/new business department and he's role involve responsibility of creating and 

maintaining relationships with appropriate government agencies and the right influential 

people. He is also in charge of legal questions and to make sure that the company follows the 

legal restraints existing in the real estate business. The role is diversified and is involving 

periods with a lot of travelling around the world. The study is done during a week at his head 

office in Surfers Paradise, Australia. 

 

  Respondent A Respondent B 

Personal Information    

Age  40 35 

Sex   Male Male 

Education (highest)  University Education (MBA) University Education (MBA) 

Professional 

Background  

 
  

Business  Management Solutions 

& Rescue Management 
Management Solutions 

Years in the company  13 7 

Working Habits    

Working hrs/week  43,3 44,7 

 

Table 8: Comparison of facts of the respondents 
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4.3 THE EMPIRICAL STUDY OF MANAGERIAL WORK 

By using the same method for collecting data as Mintzberg (1973) did, we are allowed 

enhanced simplicity when comparing our study to Mintzberg’s study as well as to other 

studies that have used the same technique (Berge-Hansen & Niske 2005; Choran 1969; Florén 

& Tell 2003; Florén & Tell 2004; Kurke & Aldrich 1983; O’Gorman & Bourke 2001). As 

stated before, this chapter will also cover findings based on more qualitative data that also 

derives from the observation study. This is done to enrich the case study in order to optimize 

the discussions in the following chapters, ending in the final conclusions.  

 

4.3.1 Time allocation 

When looking at the gathered data of the two managers, A and B, there are similarities 

between their time allocation and also some differences. The following sections discuss their 

time allocation in detail. 

 

4.3.1.1 Deskwork Sessions 

In all, the deskwork sessions account for 14,2% of the total workday for our managers, 

however the pattern differs between the two respondents. Manager A spends only 12,1% of 

his day in front of a desk spread on 6 occasions. Manager B on the other hand, spends 16,3 % 

of his day doing deskwork but his sessions are more interrupted and he works by a desk on 

10,3 occasions per day. The average number of deskwork sessions per day is 8,2 for the study 

(table 9). The definition of deskwork session in this study is work performed sitting down at a 

desk or similar. It does not limit the work to the desk in the private office, but can be 

performed outside the office as well. Looking at what the managers are doing during these 

deskwork sessions, we can see similar patterns between the two respondents. A majority of 

the time goes to information seeking and preparations for meetings. The other big activity is 

e-mail correspondence. 

 

  Respondent A Respondent B Mean 

Deskwork Sessions     

Number per day  6 10,3 8,2 

Proportion of time (%)  12,1 16,3 14,2 

Average duration (min)  10,5 8,5 9,5 

 

Table 9: Deskwork sessions 

 

 

4.3.1.2 Telephone Calls 

Both our respondents in the study are using the telephone as the main communication tool. 

Manager A uses his telephone on more than 20 occasions during a workday (20,3) and 

Manager B uses it on average 15,3 times per day. The average duration of a telephone call 

varies a lot, from 1,5 to 23 minutes for Manager A and from 1 to 36 minutes for Manager B. 

Talking in telephone takes up over a fifth of the working day for our managers (22,1%) and is 

consequently a very important source of communication (table 10). For both our respondents 

the most common counterpart in a telephone call is colleagues within the organisation. A vast 

majority of these calls are to and from senior managers or middle management. The rest of the 

calls are spread among several different clusters, such as communication with community and 

governmental representatives, suppliers, friends etc.  
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The telephone calls varied in strategic importance and level of ad-hoc, but with a higher share 

of strategic orientation.  

 

  Respondent A Respondent B Mean 

Telephone Calls     

Number per day  20,3 15,3 17,8 

Proportion of time (%)  21,4 22,8 22,1 

Average duration (min)  5,5 8 6,8 

 

Table 10: Telephone calls 

 

 

4.3.1.3 Scheduled Meetings 

The amount of scheduled meetings measured in proportion of time spent, is almost identical 

between the both managers. Manager A spends an average of 36,2 % of his day in scheduled 

meetings and Manager B spends 35.9%. Respondent A tends to have shorter meetings (35,5 

minutes on average) but he has more meetings per day (5,3). Respondent B have 3,3 

scheduled meetings per day and they last on average 58 minutes. The average for the study is 

4,3 meetings per day and their duration is an average of 46,8 minutes (table 11). The type of 

meeting differs somewhat between the managers. Manager A has a higher share of strategic 

meetings with the focus on the company's long term vision and plan whilst Manager B was 

during two out of three days more involved in meetings dealing with operational challenges 

linked to an up-to-the-minute project. However summarizing the scheduled meetings, one can 

see that the meetings of strategic importance were highly overrepresented and also prioritized 

by the managers. 

 

  Respondent A Respondent B Mean 

Scheduled Meetings     

Number per day  5,3 3,3 4,3 

Proportion of time (%)  36,2 35,6 35,9 

Average duration (min)  35,5 58 46,8 

 

Table 11: Scheduled meetings 

 

 

4.3.1.4 Unscheduled Meetings 

The unscheduled meetings are the ones that separate the two managers’ behaviour. The total 

amount of time spent on unscheduled meetings does not differ that much, 7,8% for Manager 

A and 11,1% for Manager B, however the way the meetings is carried out differs a lot. 

Manager A has only 3,7 unscheduled meetings per day while Manager B has 9,3. The average 

duration of the meetings for the both managers differs as well. A's unscheduled meetings have 

a length of 11 minutes and that is more than twice the length of B's meetings (5,3). The 

average for the study is 7,5 unscheduled meetings per day that last for 8,2 minutes and takes 

up 9,5% of the managers time. The difference in the number of unscheduled meetings can 

also be related to the type of meetings the both managers were involved in. Manager B, who’s 

a lot of scheduled meetings was related to the company's more operational work, also has a 

higher amount of unscheduled meetings related to this project. However one can see clear 

resemblance between the managers when it comes to planning of the meetings. There is a 

distinct trend that the afternoons are less scheduled and the managers' calendars more flexible 
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than before noon. This results in that a vast majority of the unscheduled meetings are held 

during the afternoon. 

 

  Respondent A Respondent B Mean 

Unscheduled Meetings     

Number per day  3,7 11,3 7,5 

Proportion of time (%)  7,8 11,1 9,5 

Average duration (min)  11 5,3 8,2 

 

Table 12: Unscheduled meetings 

 

 

4.3.1.5 Tours/Trips 

Some of the studies describing a production company have only included the tours at the 

production facility and excluded the transportation time between different locations 

(O’Gorman & Bourke 2001; Florén & Tell 2004). This study is including the transportation 

between locations and is defining potential work performed during the transportation, such as 

if it was performed at the office.  The reason is that much work is carried out by the managers 

in form of telephone calls etcetera, while driving between the different locations and 

meetings. During the three days of observation for the both managers, their time allocation for 

tours differed remarkably. While Manager A did almost 6 (5,6) tours per day, Manager B did 

less than 3 per day. Manager B's trips were on the other hand longer with an average duration 

of 28,3 minutes while Manager A's trips had an average duration of 21,3 minutes. The amount 

of time spent on tours varies between 22,9% for Manager A and 14,2% for Manager B. The 

average for the study is hence duration of 24,8 minutes and 4,2 tours per day, taking up 18,5% 

of the managers’ day (table 13). For practical reasons trips such as going for shorter lunches 

etcetera was excluded. The work performed at these trips were however included in the data 

collection. The end location of the trips can be clustered into two different segments. First we 

have the trips to external meetings, scheduled and unscheduled. The second segment is the 

trips to the companies' facilities and or local offices. Some of the trips to the local facilities 

also included a meeting, but then it was an internal meeting.  

 

  Respondent A Respondent B Mean 

Tours     

Number per day  5,6 2,7 4,2 

Proportion of time (%)  22,9 14,2 18,5 

Average duration (min)  21,3 28,3 24,8 

 

Table 13: Tours 
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4.3.1.6 Duration and Number of Activities 

Both Manager A and Manager B have around 40 activities per day (40,9 and 42,9 

respectively) leaving an average of 41,9 for the study (Table 14). The average length of each 

activity performed by the respondents is almost identical between Respondent A and 

Respondent B. Manager A has an average length of 12,7 minutes per activity while Manager 

B has an average of 12,5 minutes. A summary of the activities per day and the average length 

can be seen in table 14. 

 

  Respondent A Respondent B Mean 

Duration/Activities     

% Lasting <9min  62, 3 53,6 57,95 

% Lasting >60min  8,1 11,9 20,0 

Table 14: Duration and activities 

 

4.4 COMPARISON OF TIME ALLOCATION 

A complete summary of the two managers’ time, and the performed activities  

 
  Respondent A Respondent B Mean 

General Information     

Activities per Day  40,9 42,9 41,9 

Average duration per Activity  12,7 12,5 12,6 

Deskwork Sessions     

Number per day  6 10,3 8,2 

Proportion of time (%)  12,1 16,3 14,2 

Average duration (min)  10,5 8,5 9,5 

Telephone Calls     

Number per day  20,3 15,3 17,8 

Proportion of time (%)  21,4 22,8 22,1 

Average duration (min)  5,5 8 6,8 

Scheduled Meetings     

Number per day  5,3 3,3 4,3 

Proportion of time (%)  36,2 35,6 35,9 

Average duration (min)  35,5 58 46,8 

Unscheduled Meetings     

Number per day  3,7 11,3 7,5 

Proportion of time (%)  7,8 11,1 9,5 

Average duration (min)  11 5,3 8,2 

Tours     

Number per day  5,6 2,7 4,2 

Proportion of time (%)  22,9 14,2 18,5 

Average duration (min)  21,3 28,3 24,8 

Duration/Activities     

% Lasting <9min  62, 3 53,6 57,95 

% Lasting >60min  8,1 11,9 20,0 

 

Table 15: Summary of empirical data -time allocation 
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The fifth chapter presents an analysis by viewing the empirical findings in the light 

of the previous mentioned theoretical framework. 

5. ANALYSIS 
 

In this chapter, the several different variables or scenarios will be analyzed and put side by 

side. One part of the analysis is the comparison of the quantitative empirical data between 

different sizes of the companies with the type and structure of the company. Another part is a 

discussion linked to the qualitative insights and observations of the empirical gathering in this 

study. How does this correlate or differ to the existing theories in managerial behaviour? The 

reasoning behind breaking the analysis up into two types of comparisons is to get a more 

versatile case study.  The first part is analyzing the empirical data collected and summarized 

in chapter 4. It is made with the ambition to give a good picture of the managerial behaviour 

in small service companies. This analysis will then be compared to the other compositions of 

company structure and their managerial behaviour. The analysis’ theoretical frame is 

primarily based on and linked to the studies mentioned in the theoretical framework 

(Mintzberg 1971; Kurke & Aldrich 1983; Choran 1969; O´Gorman et al 2001, Florén & Tell; 

2003 & Berge-H & Niska 2005), in chapter 2.  The above mentioned studies have similar 

methodological approaches that consequently facilitate the comparison. The two respondents 

in our study will not be separated in this part and a mean of the two will be used as 

comparison. A table will summarize the data from the analysis in the end of this chapter.  

 

 

5.1 MANAGERIAL BEHAVIOUR IN SMALL SERVICE COMPANIES 

When looking at the empirical data that was collected in this study, several interesting 

behaviours can be revealed. First of all there are some striking similarities in the time 

allocation of the working days of our respondents. This makes a clustering of these two 

observational studies more relevant and increases the comparability to the other studies 

mentioned in the theoretical framework. But before one can decide to see the reviewed 

managers as one homogeneous group, closer looks at the behaviours that in fact differ 

between them are needed.  

 

One visible difference is the amount of unscheduled meetings carried out. Manager B's 

working days are, to a larger extent, more influenced by short and ad-hoc meetings that are 

not scheduled. This can be explained by the current situation of the company with a big and 

important project ready to roll out. This might have an implication of the managerial 

behaviour when the company focus at the time was more on the operational level and not 

strategic long term planning phase. In general the focus is more of the strategic type which 

was also expressed by manager B in the qualitative study performed after the direct 

observations, where the main point was to distinguish potential deviations from the normal 

working week. Apart from that specific activity the empirical findings have a high level of 

conformity and in following sections our empirical data will be presented as a one if nothing 

else is stated. 

 

The most time consuming activity for the respondents in this study is the scheduled meetings 

(35,9%). This indicates a couple of things. First, the working days in a small service company 

seems to be rather planned and formalized. Second a vast majority of the time during a 
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workday is involving communication and interaction with other people in some type of 

network (scheduled and unscheduled meetings and telephone calls, >67%). This is in line with 

Mintzberg, (1973) and Coviello (2006) that stress the importance of networking in order to 

improve the competitiveness and develop the company in the right direction. Networking can 

also be a consequence of the high importance of sharing information in a service company. 

According to Oke (2007), information is a key factor for growth and development in a service 

company. 

 

On average the time spent on deskwork is around 1 hour and 15 minutes per day in our study 

but not necessary is performed in front of the own desk. This means that a lot of the time is 

spent outside the private office and is also signalling traction towards a networking behaviour. 

The fact that some of the deskwork work is done in other places than the office is probable to 

have an impact of the duration and hence the number of deskwork activities.  

 

The complete view of the data is shown in the table below (table 16). 

 

  Mean 

General Information   

Activities per Day  41,9 

Average duration per Activity  12,6 

Deskwork Sessions   

Number per day  8,2 

Proportion of time (%)  14,2 

Average duration (min)  9,5 

Telephone Calls   

Number per day  17,8 

Proportion of time (%)  22,1 

Average duration (min)  6,8 

Scheduled Meetings   

Number per day  4,3 

Proportion of time (%)  35,9 

Average duration (min)  46,8 

Unscheduled Meetings   

Number per day  7,5 

Proportion of time (%)  9,5 

Average duration (min)  8,2 

Tours   

Number per day  4,2 

Proportion of time (%)  18,5 

Average duration (min)  24,8 

 

Table 16: Managerial behaviour in small service companies 
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5.2 SMALL SERVICE COMPANIES COMPARED TO OTHER 

COMBINATION OF FIRMS 

After analyzing the key points from the empirical findings in small service companies it is 

also interesting to compare these findings with previous research in managerial behaviour 

based on direct observation. Here, data from the small service companies in our study will be 

analysed and compared to the theories about large manufacturing, small manufacturing and 

large service companies to see the potential similarities as well as the differences. The biggest 

difference between the two types of companies is the number of activities performed during a 

working day. In the large manufacturing firms, the managers perform 19 different activities 

per day. The same number for small service companies is more than twice, 42 activities. This 

clear pattern can also be seen when looking at small versus large companies. Managers in 

small companies has a substantially higher number activities in one working day compared to 

large companies. This indicates that the work of a manager in a small company has a more 

fragmented and disrupted day, however there is nothing in the direct observations on small 

service companies that indicates that these managers are less planned. On the contrary, the 

respondents in the study seem to have a high level of planning even though the days in 

divided into smaller sections. 

 

Research Information   

Small 

Manufacturing 

companies 

Large 

Manufacturing 

companies 

Large 

Service 

companies 

Small 

Service 

companies 

Activities per Day   52 19 26 41,9 

 

Table 17: Activities per day 

 

 

5.2.1 Deskwork sessions 

As mentioned in the theoretical framework, the deskwork sessions in the researched 

companies tend to take up a fair piece of the working day for a top manager, with a mean of 

between 14,2% and 31 % per day (Mintzberg 1973; Kurke & Aldrich 1983; Choran 1969; 

O’Gorman et al 2001; Florén& Tell 2003 and Berge-H & Niska 2005).  

 

The average number of sessions is similar between the large manufacturing and service firms 

(7 sessions per day) and the small service companies in our study (8,2). The type of company 

that stands out is the small manufacturing firm with almost twice as many sessions per day 

(15). Interesting is for the small service companies that despite not having less number of 

sessions per day the total time spent is only just above 14%, and that is substantially lower 

than for the other types of companies. One reason behind the difference in the length of 

deskwork sessions between the types of companies can be that the traditional deskwork 

activities such as strategic planning and reflections seems to be exercised by our respondents 

alongside other activities such as tours and/or trips that we will come back to later on. That 

decreases the need of deskwork sessions for the managers in small service companies. This 

indicates that these managers are well developed when it comes to optimizing their working 

day. Another factor might be the size of the company. The larger the company is the more 

centralized it tends to become (Mintzberg, 1971). This could be the reason why managers in 

large service companies spend a lot more time in deskwork activities. Some of it linked to a 

higher amount of administrative work etcetera. Reversed it indicates that a small service 

company has less deskwork as a consequence of a decentralized organisation with fewer 
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employees and other key stakeholders to keep informed and also less comprehensive 

periodicals and other internal reports to skim through.  

 

As stated before, the deskwork sessions in our study is not limited to the private office but can 

be performed at any location with a desk as long as it contains deskwork activities. This 

would enhance the likelihood of shorter sessions and might also increase the importance of 

prioritizing the work performed in front of a desk. The comparison indicates that managers in 

small service companies are less static than the managers in the other types of companies. The 

result goes hand in hand with the discussion around the importance of networking, especially 

verbal, and the focus that comes with it. More networking can consequently lead to less 

activities involving only one single person, such as deskwork.  Even if the data is pointing to a 

less planned workday for managers in small service companies our observation points in the 

opposite direction. The deskwork sessions carried out, regardless where, was to a large extent 

a much planned action. This is in line with Andersson & Florén, 2011 that managers in small 

growth companies are more planned and formalized. 

 
Research Information   Small 

Manufacturing 

companies 

Large 

Manufacturing 

companies 

Large 

Service 

companies 

Small 

Service 

companies 

Desk Work Sessions           

Number per day   15 7 7 8,2 

Proportion of time (%)   31 24 21 14,2 

Average duration (min)   10 17 16 9,5 

 

Table 18: Deskwork sessions 

 

 

5.2.2 Telephone calls 

When analysing the data collected by earlier researchers and comparing it to the empirical 

data collected for this study one can clearly see that the most defining factor in telephone 

related activities is the size of the company. Managers in small companies have a much higher 

number of telephone calls made or received during a day compared to the large companies. 

Overall telephone calls stand for 14-22% of the managers' workday in small organisations and 

only 8-9% in large companies. The length per telephone call is rather similar between the 

different types of companies. This can be the result of the flexibility in the schedule among 

the different managers. Managers in large companies tend to have a lot of booked activities 

during a workday (scheduled and unscheduled meetings) that covers almost two thirds (66%) 

of their working day. The same number for managers in small companies is a bit below 50%. 

This means that the managers in small companies have and do use more time to communicate 

through telephone which per se enhances the picture of the small company manager as a 

networker. 

 

One theory of the big differences linked to company size is that the development and current 

status of the amount handheld communication devices per capita could have an impact and 

that telephone calls would have increased as a consequence of the increased amount of 

devices and the increased flexibility in where you can use it. However looking closer and 

comparing the results in the empirical data collected in this study with the oldest data on small 

companies, Choran, 1969, we can see a similar pattern with 29 calls per day summing up to 
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17% of the working day. Managers in small companies tend to use the telephone to a bigger 

extent than the managers in large companies.  

 

Research Information   

Small 

Manufacturing 

companies 

Large 

Manufacturing 

companies 

Large 

Service 

companies 

Small  

Service 

companies 

Telephone Calls           

Number per day   20 6 7 17,8 

Proportion of time (%)   14 9 8 22,1 

Average duration (min)   4 7 5 6,8 

 

Table 19: Telephone calls 

 

 

5.2.3 Scheduled meetings 

The results from the studies of Mintzberg (1973) and Kurke & Aldrich (1983) shows a great 

level of correspondence when it comes to the scheduled meetings. The figures from these 

investigated studies of large companies are very alike, both in terms of number of scheduled 

meetings and in average duration. However comparing them to the studies made on small 

companies, the picture is not the same. Managers in small companies spend significantly less 

time in scheduled meetings. The main reason behind this is not the number of meetings, but 

the duration of each meeting. In large companies a manager sits almost 60% of his working 

day in meetings whilst the manager in a small company only spend 30-35% of his time in 

such meetings. The pattern for both small and big companies has a direct inverted correlation 

with the time spent in telephone calls. This indicates that managing a small business seems to 

involve quicker decisions and higher pace (decision/per meeting hour) assuming that the same 

type of subjects and challenges are handled regardless of company size. It is also contributing 

to the picture and is in line with earlier studies that the managerial work in small companies 

are more scattered and fragmented (Mintzberg 1973).  

 

We can conclude that the scheduled meeting is by far the biggest post for a manager in a large 

company, and one reason behind this might be linked to the discussion we uncovered in the 

section about deskwork. There we found a clear link between the company size and a 

centralized organisation that subsequently resulted in a less fragmented workday. To note is 

that this does not at all evaluate whether the time spent in scheduled meetings are time wasted 

or time well spent but only give an indication of the managerial and/or organisational 

behaviour of a certain company. 

 
Research Information   Small 

Manufacturing 

companies 

Large 

Manufacturing 

companies 

Large 

Service 

companies 

Small 

Service 

companies 

Scheduled Meetings           

Number per day   2 4 5 4,3 

Proportion of time (%)   30 57 62 35,9 

Average duration (min)   65 77 64 46,8 

 

Table 20: Scheduled meetings 
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5.2.4 Unscheduled meetings 

A similar pattern as for the deskwork activities, the telephone calls and the scheduled 

meetings, although not as evident, can also be seen on the unscheduled meetings. Managers in 

small companies spend more time in unscheduled meetings, both in number and in duration of 

the meetings. Looking closer one can see that the small manufacturing company stands out 

with as many as 18 unscheduled meeting in a regular working day leading up to 18% of the 

managers day. Such a high number can be a result of that the managers in small 

manufacturing firms might have a more operational focus similar to the domestic companies 

in the Andersson & Florén (2011) research, which states that those companies are less 

formalized and therefore have a higher tendency to carry out unscheduled meetings.  

 

The empirical data from our study show that the managers in small service companies tend to 

only spend about 45 minutes per day in unscheduled meetings (9,5%). This emphasizes the 

thesis that the work of a manager in a small service company is rather formalized and 

planned, and that the focus is more on the strategic long term horizon than the operational 

level that tends to be more ad-hoc by nature.  

 

As for the large companies, service and manufacturing, the low amount of unscheduled 

meetings (3-4 meetings a day with an average duration of 13 minutes) ties back to the theories 

around large companies being more organisationally structured and the top managers has a 

clear role as a strategic leader which as such advocate a more scheduled agenda. The slightly 

higher number of unscheduled meetings in our study versus the large companies enhances the 

image of a fragmented working day for a top manager in a small company (Mintzberg 1973). 

 

Another interesting angel is that the external meetings might be harder to plan and the 

managers need to be more flexible than for internal meetings and that can be a sign of a more 

external and flexible approach of managers in small companies.  

 

Research Information   

Small 

Manufacturing 

companies 

Large 

Manufacturing 

companies 

Large 

Service 

companies 

Small 

Service 

companies 

Unscheduled Meetings           

Number per day   18 3 4 7,5 

Proportion of time (%)   18 8 9 9,5 

Average duration (min)   6 13 13 8,2 

 

Table 21: Unscheduled meetings 

 

 

5.2.5 Tours 

To note and take into consideration when analyzing and comparing the tour variable in our 

study is that the tours in our study might differ compared to a majority of the other studies 

using Mintzberg’s (1973) structured observational study. In the service companies in our 

study, the possibility to take a tour, at for example a facility that the company manages, is less 

obvious since the facilities tend to be spread out. The offices in our empirical study is not 

located in connection to one of the facilities that the company manages which makes all visits 

to the different facilities a tour. When we looked at large manufacturing companies, one 

explanation was that according to Kurke & Aldrich 1983, a majority of the manufacturing 

companies in general has quite few facilities and that the main facility was in conjunction to 
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the office or vice versa. The ability to take a tour is thereby easier for a top manager in a 

manufacturing company. 

 

Due to the lack of data visible in Mintzberg’s (1973) study as well as Kurke & Aldrich’s 

(1983) study, the only information available is the percentage of the day that is spent on tours. 

The tours stand for 3 % of the total day for a top manager in large manufacturing companies 

(Mintzberg, 1973 and Kurke & Aldrich 1983). That is significantly lower than the proportion 

of time spent on tours in our study on small service companies (18,5%), small manufacturing 

companies (7%) In large service companies there are very limited time spent on tours (0,8%). 

To conclude, managers in small service companies spend a substantial amount of time on 

tours and trips. As stated before, the trips to and from i.e. external meetings and trips to and 

from company facilities are also included in the data.  

 

One interesting observation is that the managers in this study was performing a lot of other 

work related tasks while travelling to and from external locations, such as telephone calls and 

reflection and planning of the coming projects and company development. The high amount 

and the nature of the tours also give us an indication on the managerial behaviour of a 

manager in a small service company. A majority of the tours/trips that took place during the 6 

day period was to and from external meeting with people from outside the company. A lot of 

them were linked to strategic projects and or potential expansion of the company. The other 

part was visiting the facilities managed by the company. 

 

Research Information   

Small 

Manufacturing 

companies 

Large 

Manufacturing 

companies 

Large 

Service 

companies 

Small 

Service 

companies 

Tours           

Number per day   3 NR 0,5 4,2 

Proportion of time (%)   7 3 0,8 18,5 

Average duration (min)   6 NR 8 24,8 

 

Table 22: Tours 
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5.2.6 Summary of managerial activities 

The table below summarises all data from the theory together with our empirical findings, the 

numbers for small service companies. 

 

Research Information   

Small 

Manufacturing 
companies 

Large 

Manufacturing 
companies 

Large  

Service 
companies 

Small  

Service 
companies 

Activities per Day   52 19 26 41,9 

Desk Work Sessions           

Number per day   15 7 7 8,2 

Proportion of time (%)   31 24 21 14,2 

Average duration (min)   10 17 16 9,5 

Telephone Calls           

Number per day   20 6 7 17,8 

Proportion of time (%)   14 9 8 22,1 

Average duration (min)   4 7 5 6,8 

Scheduled Meetings           

Number per day   2 4 5 4,3 

Proportion of time (%)   30 57 62 35,9 

Average duration (min)   65 77 64 46,8 

Unscheduled Meetings           

Number per day   18 3 4 7,5 

Proportion of time (%)   18 8 9 9,5 

Average duration (min)   6 13 13 8,2 

Tours           

Number per day   3 NR 0,5 4,2 

Proportion of time (%)   7 3 0,8 18,5 

Average duration (min)   6 NR 8 24,8 

 

Table 23: Summary of managerial activities
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The sixth chapter summarises the key conclusions made from the analysis 

concerning managerial work. 

6. CONCLUSIONS 
 

6.1 KEY FINDINGS AND CONCLUSIONS 

In this study, we have looked at managerial behaviour in small service companies using 

Mintzberg's direct observational study. Managerial research with this type of method of 

collecting empirical data is and has been quite frequent throughout the years, however 

research on small service companies has been very uncommon and the understanding is 

extremely limited on how, and on what, managers in such companies spend their day. The 

objective of the study was hence not to validate the current research but to see if there were 

any big differences between our work and the work executed before us. 

 

What are the main conclusions? 

 

In order to answer that, a quick look at the research questions asked in the beginning of this 

thesis is needed. 

 

How do top managers in small, service companies spend their working day? 

 

 What distinguish managerial behaviour in small service companies and does it 

differ from other types of companies? 

 

Based on the five managerial activities developed by Mintzberg, 1971, (desktop sessions, 

telephone calls, scheduled- and unscheduled meetings and tours), a manager in a small service 

company spend a majority of the day in meetings (45,4%). Telephone calls are the second 

most time consuming activity taking up 22% of the managers' time. A manager also use 

almost 19% of the working day on tours and trips. The last activity, the deskwork sessions, 

stands for around 14% of the average working day for a top manager in a small service 

company. 

 

So what conclusions can we draw from how the manager spends his day? 

 

The fact that managers spend a lot of time in meetings (scheduled and unscheduled) indicates 

that a day for the studied type of managers is rather planned and formalized. Another signal of 

a high planning degree is that the amount of time in scheduled meetings is substantially higher 

than in unscheduled meetings. Looking closer at how the manager in a small service company 

interacts and communicates with other people, one can see that a vast majority of the working 

day is actually spent on this, >67%, split on meetings and telephone calls. Hence networking 

and communication with other people seems to be of high importance for managers in these 

types of companies.  

 

The managers in our empirical study Managers are involved in more than 40 activities per day 

ranging from very short telephone calls to long meetings. This indicates that the working day 

is rather fragmented for managers in small service companies. One assumption would be that 
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since the day is characterized by many activities with different duration and length, the days 

of the managers in small service companies tend to be unplanned. On the contrary our study 

indicates that even though the day is very fragmented, the managers have a high level of 

planning and scheduling and do not prefer ad-hoc activities at all. This insight came out from 

observations not covered by the formal template but from qualitative questions asked 

throughout the days together with the managers. 

 

When comparing the results of this study with previous research on large and small 

manufacturing companies as well as large service companies one can draw following 

conclusions. 

 

The size of the company seems to be of more importance when it comes to how a manager 

structures his or her day. There were a lot of similarities between our study on small service 

companies and the research made on small manufacturing companies. The most evident 

similarity was the number of activities performed by the managers each day. The actual 

number of activities was twice as high in the small companies compared to the large ones. 

This strengthen the picture that Mintzberg, 1971, concluded, that the larger the company it 

becomes less fragmented and consequently the reverse scenario for the small companies, with 

more fragmentation.  

 

Similar patterns exist in several of the other type of activities investigated. When it comes to 

telephone calls the managers in the small companies tend to use the telephone a lot more than 

the managers in the large organisations. This might e a result of or an indication of that the 

managers in small companies have or create a more flexible schedule. This becomes evident 

when looking at the amount of meetings (scheduled and unscheduled). Managers in large 

organisation spend considerably higher amount of time in meetings, almost 66% of the 

working day. The same figure for managers in small organisations is below 50%. A 

conclusion would then be that due to a more formal and centralized company, managers in 

large organisations have a more booked up day than the managers in small companies.  

 

Managers in small service companies tend to spend an over proportion of time on tours and 

trips. This might be linked to the fact that there is no production facility close at hand to take 

tours in, which the manufacturing companies often have. It is also showing the importance 

interaction and networking since a vast majority of the time spent on touring is linked to 

external meetings etcetera, many of them of the strategic type. 

 

The one activity that really differ the small service company from the small manufacturing 

company is the deskwork sessions. In a small manufacturing company 31% of a working day 

is spent in front of a desk. For a small service company that figure is 14,2. This might indicate 

that managers in small service companies prefer verbal interaction and put heavy weight on 

building and maintaining business networks. This is also based on the amount of time spent 

on external face-to-face meetings demonstrated by the high amount of external tours. 

 

After analysing the quantitative empirical findings and comparing it to the existing theoretical 

framework around structural observations one can come to the conclusions mentioned above, 

but are there interesting insights that are out of scope for the structural study? To really grasp 

the complete picture we want to go beyond the structural observations and discuss the 

observations gathered but not covered by the formal template. When following a manager for 

several days a lot of qualitative insights are discovered. 
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One insight that captured our interest and was prominent for both our respondents, were the 

high level of structure and the processes available to follow up and measure performance. 

Both companies had clear KPI’s linked to every business unit and strategy that the company 

had set up, and followed these continuously. These KPI’s were both covering financial areas 

such as cash flow and value engineering/revenue per employee etc.  Our respondents spent 

quite some time (foremost in meetings and telephone calls) discussing these KPI’s and actions 

to improve the result in order to reach the set up goals. Furthermore many of the companies’ 

goals were financially driven and were focusing on organic growth and not only on 

expanding, entering new markets and acquisitive growth. This is quite the contrary to the 

studies of Lowendahl (2000) and Cigdem (2011) that says that a manager in a service 

company is more driven by non-financial results. A reason behind this orientation of our 

studied companies can be the characteristics of the type of industry that the companies operate 

in. The tourist industry in this part of Australia is quite mature and has been the main income 

for the area for several decades. The competitive landscape might also have affected the 

strategies and the focus on improve the efficiency by for example having clear job 

descriptions for all employees is high from both companies. According to Manager B, such a 

tool leads to a better optimization of staffing.  

 

Manager A says that “In our company we have the mentality that we are the product that we 

provide to our customers and the quality of the product is always based on our performance, 

and as a consequence we always need to outperform our competitors in order to continue to 

make sound business”. This also emphasise the importance of the financial thinking in the 

companies that we have studied. 

 

When looking closer to the communication and interaction between our respondents and 

external people outside the own company one can also see several interesting matters. Not 

surprisingly, two types of contacts were salient. Firstly the contacts with existing cooperation 

partners or customers and secondly contacts with new potential customers. Both the 

respondents put a lot of effort behind building strong relationships to existing and potential 

customers. Manager A rank good relationship, both business and informal, as the clear 

No1when it comes to sustainable success for his company. He states that “…the industry 

around here is a duck pond where everybody knows everyone and a good relationship with 

key people echoes in the entire network”. 

This goes hand in hand with Cigdem’s (2011) findings of the importance of building a good 

relationship and developing trust with external partners and clients are crucial for a top 

manager in a service company in order to increase perceived quality of their services (Cigdem 

2011) 

Since this is a case study, there are some natural shortcomings. The selection of managers and 

companies should be as homogenous as possible to be able to draw relevant conclusions and 

with a low number of respondents; there might be a challenge to reach that. In our study, the 

companies were very similar in terms of size, age and type of business and also the managers 

had similar experience and were in the same age. This increases the validity of the study and 

we believe that the non-homogenous effect is quite small in our case study. Another challenge 

with a case study is that the ability to generalize is quite limited due to a low number of 

respondents. Since the objective not was to statistically ensure the results but to explore if 

there were any indications of differences within the managerial behaviour, we see no doubt to 

believe that the study did not deliver on that aim. 
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The seventh chapter shows the major implications for managers due to the 

findings of this thesis and also gives suggestions to further research 

7. MANAGERIAL IMPLICATIONS 
 

7.1 MANAGERIAL IMPLICATIONS 

A good awareness of what do expect when managing a specific role is often a good start for a 

manager that wants to improve. This study gives a good picture of how a manager in a small 

company actually spends his day and what the reasons behind that behaviour can be. Looking 

closer at the managerial behaviour in small service companies, one can see that it is 

characterized by a very fragmented working day with a lot of activities performed. To better 

cope with such challenges it indicates that a manager that wants to be successful in a small 

service company needs to be a good planner. A good schedule and plan is crucial in order to 

be able to keep a good structure and do the right priorities. A more fragmented day might also 

enhance the risk of focusing on the ad-hoc challenges and/or projcts. To note that this is not a 

study on how to most efficient or in the best way managing a company, just an observational 

study on how the reality looks like and what characteristics a certain role has. 

 

The availability of objective and reliable data like those generated by the work activity studies 

can also be a powerful catalyst for improving the effectiveness of time management efforts. 

Like Choran, 1969 stated, the importance of the effective use of managerial time cannot be 

over emphasized. Time is important and the only economic resource which is common to all 

managers. 

 

7.2 SUGGESTION FOR FURTHER RESEARCH 

As mentioned before, the aim of this thesis was to investigate whether the managerial 

behaviour in a small service company differed from other types and sizes of companies. Since 

the study was built as a case study with few respondents to base the empirical data on, the aim 

was to explore the current gap in the research.  

 

Now that we have distinguished some characteristics of managerial behaviour in small service 

companies, the level of understanding has increased and a clear next step would therefore be 

to extend the research in terms of number of respondents. As a case study like ours, with few 

respondents, has limited ability to generalize the results and apply them on similar types of 

companies.  

 

Since a great deal of time for a manager in a small service company is spent on 

communicating and networking with other people, it would be interesting to dig deeper into 

the type of communication and with whom. How much is strategic and how much is 

operational?  

One interesting general aspect of research within managerial behaviour is the impact of 

technology development. How much has the availability to respond quicker due to the 

increased amount and speed of collecting information affected a manager's role and how he or 

she spends a working day? This becomes more relevant since many of the more extensive 

studies, i.e. Mintzberg, 1971, was performed several decades ago.
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APPENDIX A – 

 

Direct observation templates 

 

 

Chronological 

record: 

 To use for all activities’ type and time 

 

Date:  Managers name:  

Time of day Medium Time (minutes) Notes: 

        

        
 

 

 

Contact record: 

 To use for phone calls, meetings, and tours 

 

Date:  Managers name:  

Reference: Form: Sender/Recipient: Purpose: Measure: Action: Notes: 

           

           
 

 

 

Mail record: 

 To use for desktop activities, post and e-mail 

 

Date:  Managers name:  

Reference: Form: Sender/Recipient: Purpose: Measure: Action: Notes: 

           

           
 


