Examensarbete

Civilekonomprogrammet 240 hp

Unveiling the Power of Self-
Leadership

- A Qualitative Exploration of its Role as a Resource
Across Hierarchical Levels and its Influence on Stress
Management and Work Engagement

Foretagsekonomi inriktning strategisk ledning, 30 hp

Halmstad, 2023-05-23
Catharina Hamalainen and Markus Melin Abrahamsson

HOGSKOLAN
| HALMSTAD






Preface

First and foremost, we would like to direct a thank you to our supervisor Jean-Charles
Languilaire for the continuous great feedback, support, and valuable insights during the
process of writing the thesis. We would also like to thank our course colleagues for the great
discussions that have been providing us with useful feedback and perspectives throughout the
process and during seminars. Finally, we would also like to say a big thank you to the six
participants that shared their experiences through interviews, which made it possible to
conduct this study.

Thank you!

Halmstad 2023-05-23

Dnthaning Bimilic Manbus Welin Hrad

Catharina Hamail4inen Markus Melin Abrahamsson



Abstract

Title: Unveiling the Power of Self-Leadership - A Qualitative Exploration of its Role as a
Resource Across Hierarchical Levels and its Influence on Stress Management and Work
Engagement.

Authors: Catharina Himéldinen and Markus Melin Abrahamsson
Supervisor: Jean-Charles Languilaire
Keywords: Self-leadership, Stress management, Work engagement, Hierarchical levels, VRIO

Background: Companies all over the world have been experiencing changes in the industries
they are operating. It is previously shown that adapting to change is crucial for an organization
to stay competitive and survive long-term. To adapt to change it has been shown by previous
research that creating awareness, providing training, and setting favorable conditions for
employees is important. Studies have also shown the occurring changes to impact employees'
mental health, such as increased stress. A recent event that showed the impact of organizational
change on employees' mental health was Covid-19. Studies have also shown the importance of
stress management capabilities in changing organizations. One way to handle change and
mitigate its negative impact on an organization’s employee, is by working with resources and
capabilities. One resource that has been shown in studies to help manage stress and increase
work engagement is self-leadership.

Purpose: Explore to which extent the resource self-leadership is organized in the hierarchical
positions of members within an organization and how self-leadership can affect the capabilities
of stress management and work engagement within these hierarchical positions.

Research question: How is self-leadership as a resource organized within the hierarchical
levels of an organization, and how does it affect the capabilities of stress management and work
engagement within these hierarchical positions?

Method: This thesis is based on a qualitative approach conducted through a collective case
study where six interviews have been conducted, split equally between two organizations. One
top manager, one middle manager, and one Non-managerial employee within each
organization. The study’s research approach is of inductive nature with some deductive
elements, therefore the study’s research approach as a whole is considered abductive.

Conclusions: The conclusion of this study shows that self-leadership is organized at the top
and middle managerial levels but not supported at the non-managerial level. It was also shown
that when self-leadership as a resource is organized, it leads to stress management capabilities,
however, it did not affect work engagement capabilities. This resulted in the conclusion that
since self-leadership is organized at the top and middle managerial level it helps them in
managing stress, but the lack of support for non-managerial employees resulted in limited stress
management capabilities.
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1. Introduction

This chapter starts by explaining the changes that happen around the world in many industries
and how these can be managed by an organization to gain or retain a competitive advantage.
Thereafter, stress among employees within an organization is explained. This leads to an
explanation of the importance of resources and capabilities to introduce the resource-based
view that this study focuses on. The following discussion introduces the importance of self-
leadership connected to the study’s research problem, which focuses on how people in different
hierarchical levels of an organization use self-leadership and how it may connect to stress and
work engagement within these hierarchical levels. Lastly, the study’s delimitations and key
concepts are introduced.

1.1 Impact on employee stress from organizational change

Companies all over the world have been experiencing significant and fast changes in the
industries they are operating in, and some changes have also been overwhelming, which could
have a devastating impact (Forbes, 2018). Lately, the world has been experiencing a volatile
economic environment and lockdowns from Covid-19, to name some drastic changes (Saleem,
Qureshi & Verma, 2023). Changes in the external environment can be interpreted as
challenging to handle since they can feel uncertain and complex, leading to an organization
becoming less agile and missing upcoming threats and critical opportunities (Whittington,
Regnér, Angwin, Johnson, and Scholes, 2020). According to non-scientifical-research
information from a managing partner at a large firm, adapting to change is important for
organizations because it helps in the creation and retention of their competitive advantages
(Thompson, 2021, August 15). Change is also important for an organization to survive long-
term (Thompson, 2021, August 15; Barney, 1991). When rapid changes occur, the organization
needs a team that can take on an active role in order for the adaptation toward the changes to
be efficient. Increasing the awareness of the team members toward a common goal is a priority
within the organization (Thompson, 2021, August 15). The business owner bare responsibility
when it comes to helping employees become more motivated and advocating change. Meaning
making them aware of how important change is. Furthermore, giving proper training and setting
up favorable conditions will mitigate the time it takes for an employee to adapt to change, and
they will therefore become more efficient (Thompson, 2021, August 15). The information input
from Thompson (2021) is important in order to get a real-life perspective to compare with
scientifical research. It is stated that organizations need to be flexible to sustain the increasing
competition and challenges that occur in the market. This adaptability leads to efficiency, which
helps an organization increase its performance levels and survive in the ever-increasing
competitive market (Paim, Caulliraux & Cardoso, 2008).

Beyond changes and competition in today’s business market, mental health issues is another
problem that has been increasing over the past years and significantly impacted organizations.
As Smollan (2015) writes, organizational change often increases employee stress. This
statement is enforced by Kelly and Colquhoun (2005), who describes that workplace stress
often occurs due to organizational changes, which lead to economic issues and health concerns.
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A more recent study by Liu et al. (2021) shows that changes, such as those that occurred due to
the COVID-19 pandemic, resulted in heightened stress among individuals due to, for example,
lockdowns. The study also showed the importance of strengthening individuals' stress
management capabilities (Liu et al. 2021). When it comes to organizational change, the
COVID-19 pandemic impacted many organizations which had to undergo new changes, which
also affected the employees (Hai-Dong, Ya-Juan & Lu, 2022).

Stress is described, by the Swedish state authority for public health, as situations leading to
reactions such as increased pulse and heightened blood pressure. This can create new energy
that can be beneficial in small amounts to increase performance, but higher stress levels have
the opposite effect since it tends to lower the level of performance (Folkhédlsomyndigheten,
2022). To create an understanding of the practical issues of stress, the following information is
received from non-scientifical surveys and studies that show a part of society's perspective. It
is stated that mental health issues are the most common cause of absence due to sickness at the
workplace, which applies to both employees and leaders (Bergling, 2022, May 13).
Furthermore, Zetterblom (2018, June 19) claims that every other employee feels stressed at
their workplace. One of the reasons behind this stress was the high workload that the employees
experienced. The impact of high workload seems to have an impact on the leaders as well as
the followers. Lindstedt (2020, February 3) states that absence among leaders connected to
stress between 2014 and 2018 suffered an increase of 500%. This seems to depend on the
complexity of the leader’s role, connected to a bigger workload and faster changes both outside
and inside the organization. The increased workload includes a more significant number of
employees for which the leaders are responsible. It is explained by Lindstedt (2020, February
3) that a leader needs the employee’s and the organization’s help to be able to lead since the
organization needs to supply the leader and employees with the necessary resources. The
employees of an organization often receive proper routines regarding their working
environment, while the organization's leaders do not receive routines to the same extent. These
high demands and lack of routines, resources, and control can lead to stress (Bergling, 2022,
May 13). However, this is contradicted by Powell (2012, September 24), who states that leaders'
stress levels are lower than those of lower-ranking employees, which may be due to the leader’s
greater ability to control their work lives. Thus, the stress level in a workplace must be managed
to have a workforce that is effective and satisfied with their work. The organization needs to
have the proper resources to manage stress and create a satisfied workforce.

The resource-based view that this study focuses on is a theory about the strategies an
organization chooses to use to gain competitive advantages in changing environments, focusing
on the usage of the organization’s resources (Zahra, 2021). The resource-based view is a part
of strategic management that has existed for over three decades (Chen, Michel, & Wenchen,
2021). Essentially, the resource-based view is based on two thoughts. Firstly, organizations are
different from each other and can therefore have distinctive resources and capabilities.
Secondly, since the resources and capabilities can differentiate between organizations, it can be
hard to take or imitate another organization’s resources (Whittington et al., 2020). The focus
on managing resources is important for developing efficiency in the organization (Zahra, 2021).
Resources and capabilities can also help an organization in its work toward adapting to change
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and creating a competitive advantage, and surviving within the market. Resources are defined
as something an organization has and capabilities as what the organization does with those
resources (Whittington et al., 2020). The resources and capabilities can be divided into three
categories which are physical, financial, and human. Human resources are the people in or the
people connected to the organization. These can, for example, be managers, employees, and
customers. Human capabilities are what the people in or around the organization do, such as
their use of experience and skill or how they motivate others (Whittington et al., 2020). Human
resources are stated by Pfeffer to be an essential part of an organization to gain a competitive
advantage (referenced in Batuk, 2021). Managers are an especially important resource since
they are the decisive force in creating essential outcomes (Barney, 1991). This study mainly
focuses on the resource of self-leadership and the capabilities of stress management and work
engagement. The following section goes further into the concept of self-leadership and presents
the research problem of this study.

1.2 Self-leadership as a resource

One resource that can help manage stress and change is self-leadership. Neck, Manz, and
Houghton (2019) explain that stress can arise when an individual does not possess the resources
needed in a situation, such as when their resources are exceeded. One way to remove individual
stress is to practice altruistic egoism, which includes both helping other people and helping
themselves with their own needs and improvement. This is a description that can be connected
to the process of self-leadership. The concept of self-leadership is described as a process where
an individual leads themselves to perform tasks seen as naturally rewarding or not rewarding
but necessary to complete nonetheless (Manz, 1986). According to Manz et al. (referenced in
Neck & Houghton, 2006), self-leadership positively impacts a person's effectiveness, and this
comes from using behavioral and cognitive strategies. Previous research has shown that well-
developed self-leadership can increase employees' work engagement and job performance
(Dorssen-Boog, Vuuren, Jong, & Veld, 2021). Additionally, self-leadership has been stated to
lead to greater job performance, self-efficacy, job satisfaction, and job commitment (Harari,
Williams, Castro & Brant, 2021). Self-leadership has also been proven to be positively related
to work engagement and negatively related to job burnout (Sjoblom, Juutinen, & Mikikangas,
2022). Another resource that an organization can possess is leadership. Leadership is defined,
by Whittington et al. (2020), as a process of leading an organization in a specific direction to
achieve a goal. It is stated that effective and successful leadership is a process that includes both
the leaders and the followers in an organization (Mayfield, Mayfield, & Neck, 2021). It is also
explained that high levels of leader-member exchanges, which refer to the quality of the
relationship between a leader and a follower, can increase performance and other positive
follower outcomes (Martin, Guillaume, Thomas, Lee, & Epitropaki, 2016). These resources of
leadership and self-leadership can together create capabilities by combining leadership on an
organizational level and self-leadership on an individual level in the organization. It is therefore
important to explore to what extent members of an organization use self-leadership in order to
enhance their work-life and create a competitive advantage for their organization. In accordance
with this, Amundsen and Martinsen (2015) emphasize that organizations need to focus on



training both the leaders and the employees when they introduce self-leadership in the
organization. This is necessary to ensure that all personnel is trained to practice self-leadership
to create a happy workforce. Amundsen and Martinsen (2015) also argue that self-leadership
should be essential to managing human resources, as seen from a resource-based view.

Self-leadership has been defined as a cognitive resource by Neck, Houghton, Sardeshmukh,
Goldsby, and Godwin (2013). As previously mentioned, resources are defined by Whittington
et al. (2020) as something that an organization has and capabilities as the things that the
organization does. This is connected to the empirical problem this research aims to explore
about how self-leadership is organized within an organization. According to Neck et al. (2013),
self-leadership has been proven to be helpful in organizations and could also be an important
resource in uncertain and stressful situations and will help an individual enhance self-efficacy.
On the other hand, stress management can be seen as a capability and an individual's capacity
to work under stressful circumstances and also as an individual’s capability to change the
perception of a stressor. Stress management can be seen as changing emotions from a stage that
slows down or stops an individual from completing a task to a stage where the emotions do not
negatively impact how an individual completes a task (Wallinga & Rowe, 2013). One example
of a first step towards a stress transformation process is trying to opportunistically see a stressful
situation. Within a constantly and rapidly changing industry, making sure that employees thrive
at work instead of only surviving stressful tasks and activities is becoming ever so important to
become a more sustainable organization. This perspective is important because change can
improve performance, and that implies having a thriving culture is going to mitigate the stress
factors (Wallinga & Rowe, 2013). Stress management is arguably one important capability
among employees for an organization to stay competitive. To manage stress, individuals can,
according to Neck, Manz, and Houghton (2019), practice working with their own needs and
self-improvement, which is connected to the use of self-leadership. Using self-leadership is not
only a strategy to mitigate stress, as mentioned earlier. It can also increase an employee’s work
engagement (Dorssen-Boog et al., 2021).

Based on Whittington et al. (2020) description of resources and capabilities, self-leadership is
a resource that an organization can have, and stress management and work engagement are
capabilities that are being done. For an organization to fully take advantage of its resources and
capabilities and for it to be seen as a sustainable competitive advantage, the resources and
capabilities need to be supported by the whole organization, from top to bottom (Whittington
et al., 2020). This leads us to the research problem of this study which is discussed in the next
part.

1.3 Problem

Since self-leadership is a resource, it needs to be supported throughout the entire organization
and also be suitably organized in order for the organization to fully take advantage of the
resource. Self-leadership can be seen as an internal resource since it mainly affects individuals
themselves, which indirectly could affect the organizations output. To the author’s knowledge,



there is no current research that shows which employees in an organization use self-leadership
and which employees do not. This leads to the question if organizations encourage the use of,
or even educate their employees in, self-leadership to fully take advantage of the resource. How
self-leadership, as a resource, is organized can be connected to the VRIO-model. To create a
competitive advantage, it is explained that the resources of an organization need to be valuable,
rare, inimitable, and have the organizational support needed (Barney, 1991; Whittington et al.,
2020; Alexy, West, Klapper, & Reitzig, 2018). Self-leadership can be seen as an internal
resource and according to Kristandl and Bontis (2007) and Sheehan and Foss (2007) looking at
internal resources and examining their position within the organization helps in assessing the
organizational strategy and work toward a possible competitive advantage. Therefore, this study
explores how self-leadership is organized at different hierarchical levels in the organization and
connects this to stress. Stress can be found in both non-managerial employees (Zetterblom,
2018, June 19) and people in management positions (Lindstedt, 2020, February 3). Also, since
self-leadership has already been stated to lead to work engagement, this is considered when
exploring this research question. Therefore, this thesis focuses on the usage of self-leadership
by members of different levels within the organization and if any outcomes, meaning increased
work engagement and decreased stress, are connected to these differences or similarities among
these members. The authors of this study chose to focus on three hierarchical levels in the
organization, top management, middle management, and non-managerial employees. This is in
order to get an overview of the usage of self-leadership in the different sectors. Based on this
information and discussion, this study focuses on the following research question:

How is self-leadership as a resource organized within the hierarchical levels of an
organization, and how does it affect the capabilities of stress management and work
engagement within these hierarchical positions?

1.4 Purpose

The purpose of this study is to explore to which extent the resource self-leadership is organized
in the hierarchical positions of members within an organization, and how self-leadership can
affect the capabilities of stress management and work engagement within these hierarchical
positions.

1.5 Delimitations

The first delimitation is that this study is conducted in Sweden, with Swedish authors and people
interviewed. This gives a subjective view based on Swedish culture. Some of the information,
for example, the majority of information about stress, is based on the Swedish population as
well. The second delimitation of this study is that it is limited to two industries, the healthcare
industry, and the sales industry. This creates data that is affected by these specific industries.
The last limitation is that this study is limited to only three hierarchical levels, top management,
middle management, and non-managerial employees.



1.6 Key concepts
Self-leadership

Self-leadership is described as a way to perform self-influence through the help of cognitive
and behavioral strategies that aim to lead oneself to perform tasks that are naturally motivating
or not naturally motivating but necessary (Manz, 1986).

Resource and capabilities

Resources are defined as what an organization has and capabilities as what the organization
does with its resources. They can be divided into three categories which are physical, financial,
and human (Whittington et al., 2020). This study focuses on the category of human resources
and capabilities.

Stress

Stress is a change that happens in the body when an individual is put in certain challenging
situations, which leads to increased pulse and heightened blood pressure. This leads to an
increase in energy, which is beneficial in small amounts since it increases performance, but
higher stress levels counteract the effect since it lowers the level of performance
(Folkhdlsomyndigheten, 2022).

Work engagement

A number of different interpretations and terms exist for the concept of work engagement, but
this study defines work engagement as how involved, satisfied, and enthusiastic an individual
is in the work they do (Robbins & Judge, 2019).



2. Methodology

The following chapter presents and explains how the author's thought process developed in the
study to be able to reach its purpose. This starts through the ontological and epistemological
position and follows by the research approach in which the abductive research approach,
qualitative research approach, and collective case study is presented and explained.

2.1 Ontological and epistemological position

In this study, in order to explore our purpose, a subjective social constructionism ontology, and
hermeneutic epistemology are adopted. These choices are described in this section, presented
and explained, along with the possible consequences.

2.1.1 Ontological position: Social construction

Ontology focuses on the basics of reality and how reality is viewed and constructed (David &
Sutton, 2016; Séderbom & Ulvenblad, 2016; Hallin & Helin, 2018). As the purpose is to
explore how self-leadership as a resource is organized within the hierarchical levels of an
organization and how it affects the capabilities of stress management and work engagement. It
calls for a subjective perspective since it is based on every individual’s own knowledge and
strategies regarding the subject. Some individuals might be aware that they use self-leadership
as a resource and the strategies that self-leadership consists of, while some other individuals
might know what self-leadership is but do not work with it. There is also a possibility that the
contrary situation exists. Meaning that an individual might not know about self-leadership and
therefore not use it as a resource, or also an individual might not know about self-leadership
but still use some strategies that self-leadership as a resource brings. This means that self-
leadership as a resource is dependent on each and every individual and the context, situation,
and or conditions that an individual might find themselves in. As underlined by Goldsby et al.
(2021) where they describe that an individual takes ownership of the work they perform and
creates their own subjective experience. Meaning that regardless of what the organization or
the management does for the individual, their subjective experience can be affected by self-
leadership (Goldsby et al., 2021). The interpretation is therefore made by every individual and
varies depending on their social construction. Social construction is a phenomenon where an
individual’s background, such as culture, place, and time period, affects the perspective and
how an individual perceives different situations and contexts, according to Burr (2015). This
states that a subjective view has to be applied, according to Sderblom and Ulvenblad (2016).
This also means that social constructions impact how self-leadership is organized due to every
individual being unique and having different backgrounds. How self-leadership is organized
within different hierarchical levels in an organization also varies among individuals since it can
be interpreted and perceived differently, depending on social constructions. How stress
management and work engagement are interpreted and perceived is also unique to every
individual. As described by Soderblom and Ulvenblad (2016), from a subjective perspective,
the interpretation is what researchers are focusing on. They describe it as organizations only
existing in the way individuals interpret them. In the same way, self-leadership as a resource



only exists within the hierarchical levels of an organization as individuals interpret them. As
there are many possible variations on how an individual can interpret and perceive this reality,
this study’s ontological position is based on a subjective view (Soderbom & Ulvenblad, 2016).

Therefore, the authors have to study and understand different interpretations and perceptions of
how self-leadership is organized within the hierarchical levels of an organization. Subjectivity
must also be considered by the authors while exploring how self-leadership affects stress
management and work engagement since there is not only one way to interpret these phenomena
but many possible interpretations. The information given in this section impacts the author's
epistemological stance regarding how they chose to generate data.

2.1.2 Epistemological position

The epistemological position explains what people are knowledgeable about and how this
knowledge is created (Soderbom & Ulvenblad, 2016; Hallin & Helin, 2018). In order to explore
how self-leadership as a resource is organized within the hierarchical levels of an organization
and how it affects the capabilities of stress management and work engagement, an
epistemological stance with a subjective hermeneutic focus is the philosophy the authors chose
(Soderbom & Ulvenblad, 2016). Hermeneutic focus is connected to interpretations of
knowledge that are based on experience. The goal of the hermeneutic focus is to create an
understanding (Soderbom & Ulvenblad, 2016). Interpretations have been decided by the
authors to be the most valid way of exploring the complex context of self-leadership within
different hierarchical levels and its impact on stress management and work engagement since
the phenomena is hard to analyze without interpretations. The data generated through the
interpretations are seen as ‘“soft data,” and the context and understanding of the social
phenomena are important. This is what constitutes a hermeneutic research method (David &
Sutton, 2016; S6derbom & Ulvenblad, 2016).

Since the authors decided to explore the purpose, a definition of “explore” is necessary to
clarify. The definition is “to learn or familiarize oneself with something” (“Explore,” 2023),
and the authors want to see and learn how self-leadership as a resource is organized within the
hierarchical levels of an organization and how it affects the capabilities of stress management
and work engagement. Exploring the purpose helps in creating a deeper understanding and
finding out more about it. This epistemological stance has led to the type of analysis the authors
chose later in the study.

2.2 Research approach

The following section explains which research approach that has been chosen for this study and
argues for why these choices have been made.



2.2.1 Abductive research approach

To achieve the aim of exploring the study’s purpose and answering the research question, an
abductive research approach was used. The abductive research approach is explained to exist
between the inductive and the deductive approach (Séderbom & Ulvenblad, 2016). The study
started with the purpose first being developed based on the author’s previous knowledge and
observations from theories in previous research, which is a part of the inductive approach
(Soderbom & Ulvenblad, 2016). Further, the authors noticed a gap in the research, and the
inductive mindset formed. The study’s approach also has elements of deduction, with the
previous theories, and the study’s deductive side is shown in the literature overview, where
already-developed theories are used as a base for the study (Soderbom & Ulvenblad, 2016).
These theories created a theoretical basis on which the study could be built, which the authors
found positive to ensure a good foundation and a deeper understanding of the subjects.
However, certain differences appeared when creating a literature overview for the subjects of
self-leadership, stress management, and work engagement. The previous research on self-
leadership was extensive, while the previous research on stress management and work
engagement was less extensive, which led to openness and an inductive approach. The authors
have used previous research and theories on mainly self-leadership, which is a deductive
research approach, but then generated empirical data from real-life conditions, which is an
inductive research approach (Soderbom & Ulvenblad, 2016). Thus, the core of the study is in
the hermeneutic inductive view of knowledge (Soderbom & Ulvenblad, 2016). By using
existing theories and newly generated empirical data, the authors found the abductive approach
preferable to create a deeper understanding of the subject. This is the signification of an
abductive approach since it combines theories and reality (S6derbom & Ulvenblad, 2016).

2.2.2 Qualitative research approach

Based on the study’s ontology and epistemology, this study aims to generate data that emerge
from interpretations. To collect these interpretations, the tool of qualitative interviews will be
used. This tool is used to collect qualitative data and later to analyze the qualitative data.
Therefore, a qualitative research approach was chosen. To understand how self-leadership is
organized and if it affects stress and work engagement, the authors found that listening to an
organization's members and being subjective is necessary. The topics explored in this study are
linked to the individual, with their feelings and interpretations in focus. Soéderbom and
Ulvenblad (2016) explain that qualitative approaches and methods are preferred to understand
and explain certain processes, structures, or situations. This can be done by conducting
interviews, case studies, and observations. This study will thus primarily use interviews to
collect the data needed.

Qualitative data include information about feelings and attitudes (David & Sutton, 2016).
Objectivity is considered neutral, with one sort of truth and only one reality. On the other hand,
subjectivity considers the possibility of multiple interpretations depending on the person. This
interpretation can be influenced by factors such as the person’s external environment, culture,
and education (S6derbom & Ulvenblad, 2016). According to the authors, self-leadership, stress,



and work engagement are subjective topics that can not be researched objectively since they
depend on individual interpretations. With this focus on how individuals interpret the social
world around them, it is stated that qualitative research is the preferred choice of method
(Bryman, 2016). Also, with a subjective approach, it is preferred to conduct qualitative research
(Soderbom & Ulvenblad, 2016).

2.2.3 Collective case study

Using a case study as a research design entails a detailed and intensive analysis of a single case
(Bryman, 2016). According to Crowe et al. (2011), the design allows for real-life exploration
of more complex issues, such as how self-leadership as a resource is organized through the
hierarchical levels of an organization and how it affects stress management and work
engagement. A case study can focus on an individual, organization, or process (David & Sutton,
2016), and the purpose of a case is to generate a deep understanding by gathering knowledge
and data based on a single case (Crowe et al., 2011). The process that is being analyzed is the
process of self-leadership within the context of organizational levels or, more specifically,
hierarchical levels of employment. This research design is practical when the issue needs to be
analyzed in-depth and in its real-life context and is especially useful in social sciences (Crowe
etal., 2011). According to Stake (referred in Crowe et al., 2011), there are three main categories
of case study, one of them being collective case study. A collective case study implies that
multiple cases are being studied simultaneously or sequentially to generalize the data gathered
regarding a specific issue (Crowe et al., 2011). The authors decided to interview multiple
individuals to gather data to attempt a more generalized approach, as mentioned before. The
answers from the individuals are analyzed and considered as one collective case instead of being
treated as comparisons. Meaning even though there are multiple interviews from two different
industries, the cases will be analyzed as a collective case. Thus, the multiple cases of individuals
are used in the collective case study of self-leadership as a resource.

The authors decided to gather data from three individuals working in a sales organization and
three within a healthcare organization. This means that the research is carried out at two
different locations. Still, according to Bryman (2016), research can be carried out at a specific
location without the location being part of the object of analysis itself. The location will become
more of a backdrop, and the sample from where the data is being collected becomes the object
of interest. The location is insignificant in this context (Bryman, 2016).

One crucial question is how a case study can be generalized to apply to other cases, which
according to Bryman (2016), is not entirely possible. The authors of this thesis are aware that
the case study in this thesis is only representative or generalizable to a certain extent. However,
the case is, as Bryman (2016) describes it, not only a sample of one specific instance.
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3. Literature overview

This chapter presents the central subject which is handled in this study, based on previous
research and theories. The literature overview is divided into four parts. Firstly, self-leadership
is defined, the basic strategies are explained, and the effects are considered. Second, the
capabilities of stress management and work engagement are presented. Third, how resources
are organized is presented through the VRIO-model. Lastly, a theoretical model is illustrated
to summarize the chapter.

3.1 Self-Leadership as a resource

To understand the entirety of self-leadership as a resource and how it is relevant to this study,
this section is divided into three parts. Firstly, self-leadership is defined to ensure that the
concept of self-leadership is clear. Secondly, strategies of self-leadership that are significant to
this study are explained to create an overview of what the concept includes. Thirdly, some
effects and outcomes of self-leadership are discussed to explain its importance.

3.1.1 Self-leadership definition

Self-leadership is defined as a process where an individual leads and influences themselves to
complete different tasks, as written earlier. This process includes self-regulation and high levels
of control (Manz, 1986). The self-leadership process is based on self-management strategies
and also takes natural rewards into consideration, which is considered to be a higher level of
self-regulation. This is done in order to get a broader perspective regarding an individual's inner
motivation (Manz, 1986). Meaning self-management mainly focuses on extrinsic rewards such
as recognition and praise, while self-leadership stretches further and emphasizes natural
rewards which come from performing a task or activity itself (Neck & Houghton, 2006).

To begin the usage of self-leadership, the focus needs to be on independence. Self-leadership
strategies such as self-goal setting are only applicable when the employees, instead of
supervisors, are in charge of their work and its outcomes and feel freer (Miiller & Niessen,
2019). According to Manz et al. (referenced in Neck & Houghton, 2006), the behavioral and
cognitive strategies presented in self-leadership positively impact the effectiveness of an
individual.

3.1.2 Basic strategies of self-leadership

There are primarily three groups of strategies used within self-leadership: behavior-focused
strategies, constructive thought pattern strategies, and natural reward strategies. Firstly, the
main goal of behavior-focused strategies is to help an individual increase self-awareness in
order to behave desirably, mainly when it comes to tasks that are dissatisfying but necessary.
This will help an individual remove negative cues and increase the positive cues that come with
a certain task (Neck, Manz & Houghton, 2019). Secondly, constructive thought patterns
strategy is a strategy used in order to help an individual form constructive thought patterns that,
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in turn, can improve performance. These thought patterns can come from self-talk, opportunity
thinking, and mental practice (Neck, Manz & Houghton, 2019). Thirdly, natural reward
strategies help an individual stay motivated and/or feel rewarded by a task due to the task having
genuinely enjoyable aspects. Identifying different parts of a task and activity that are found to
be naturally rewarding should be increased as much as possible. Natural rewards improve the
feeling of competency and also create a sense of self-control (Neck, Manz & Houghton, 2019).

Employees who genuinely feel motivated by a task will naturally be drawn to finish their task
(Grant, 2008).

Starting off with describing one behavior-focused strategy, which is self-observation, which
means, determining under what specific circumstances an individual uses specific behaviors
and why and when they use those behaviors. If an individual feels that he or she has not reached
their daily goal at work, then he/she can self-observe or study what kind of distractions disrupt
the preferred behavior. If an unwanted behavior is observed, then useful information about what
makes an individual act in a certain way can be found, and the information found can help in
mitigating unwanted behavior. Observing one’s behavior and adapting the behaviors to
different situations will give one an edge since getting rid of unwanted behavior will increase
effectiveness (Neck, Manz & Houghton, 2019). Some practical examples of how to conduct
self-observation could be; identifying behaviors that need to be increased or reduced, analyzing
and keeping track of how long the behavior is performed, and understanding what conditions
and contexts are around when these behaviors show (Neck, Manz & Houghton, 2019).

Another behavior-focused strategy is self-goal-setting, which is a concept that refers to the
process of setting goals that are achievable, measurable, and specific enough to keep an
individual motivated and achieve personal growth and increase effectiveness. Self-goal-setting
is used in order to specify in what direction an individual wants to go. This helps in creating a
clear path and finding out what specific actions that need to be taken in order to reach the goal.
It is important to use long-range and short-range goals when using self-goal-setting. Long-range
to figure out the final goal and short-range are small milestones along the way which are seen
as achievable since, most of the time, just looking at the final goal itself can be overwhelming
(Neck, Manz & Houghton, 2019). Having a destination or goal in mind creates clarity. On the
contrary, if an individual does not have a clear end goal in mind, they might find themselves
lacking motivation, frustrated, and loss of energy. Goals are seen as most effective when they
are challenging yet achievable, and also specific, and can impact our immediate behavior (Neck,
Manz & Houghton, 2019).

Lastly, self-reward, as a behavior-focused strategy, is seen as one of the most impactful methods
individuals can use in order to motivate themselves to reach new achievements. Individuals can
enhance their motivation levels and influence their actions by adding positive rewards to
behaviors that they consider to be desirable. These rewards can be of both physical and mental
levels (Neck, Manz & Houghton, 2019). Physical rewards can be, for example, a candy bar
after having completed a task at work or treating oneself with a new set of clothes. When an
individual treats themself with a physical reward, it will enhance and have a positive effect on
future behavior and work habits. On a mental level, the rewards could be done by giving oneself
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an internal motivational speech through imagination. Examples of mental rewards could be
telling oneself: “Yes, I did it; I am the best!”. Taking an imaginary trip to a place that seems
rewarding to go to, for example, a tropical resort, also acts as a self-reward since it has a positive
effect on an individual’s behavior and makes them more motivated. These mental rewards are
often used for big successes but should also be used for smaller moments in life in order to
improve behavior (Neck, Manz & Houghton, 2019). Mental rewards can also be useful in order
to positively affect an individual’s behavior and strengthen their self-esteem instead of
criticizing and hurting one's self-esteem. By combining both mental and physical self-rewards,
a strong reward strategy can be created in order to greatly motivate an individual to achieve
more (Neck, Manz & Houghton, 2019).

The second strategy mentioned is constructive thought patterns, in which the concept of self-
talk exists, which can have a positive impact on an individual's performance but can also be
destructive if the things an individual tells themselves are negative. By continuously using
negative statements, an individual will start to lose self-confidence, energy, and happiness. It
will, in the long term, prevent an individual from reaching goals due to the constant negative
feedback given to oneself. However, self-talk work in the opposite direction as well. Meaning
positive self-talk will help an individual stay happy, feel energized, and keep their self-
confidence (Neck, Manz & Houghton, 2019). Self-talk should be of positive nature since
negative self-talk has a destructive effect (Neck & Houghton, 2006). How an individual uses
self-talk to some degree determines the quality of their lives as well as in what direction they
will be heading. Turning self-doubt into self-confidence is one positive outcome of many that
come from using self-talk in a positive way (Neck, Manz & Houghton, 2019). When looking
from a self-punishing or self-correcting feedback perspective, which can be part of self-talk, it
is important for individuals to understand that the feedback needs to be delivered in a positive
manner in order for the outcome to be positive. Self-punishing can be good to some extent.
However, if used too much, it can lead to guilt, self-criticism, and this type of feedback should
be avoided due to its destructive instead of constructive impact (Manz & Sims, 2001).

Thirdly natural reward strategies are, as mentioned earlier, strategies that are being used in order
to build aspects that are both pleasant and enjoyable into a task in order to make it more
appealing. One example of natural rewards can be applied to a business meeting. Normally
business meetings can be seen as daunting, but if the location of the meeting is changed to a
resort, it becomes more appealing and enjoyable to attend (Neck, Manz & Houghton, 2019).
Furthermore, they also give an example of natural reward strategies that have been used at
Google, where the work location has been built in a creative way. Meeting rooms are playfully
decorated, and the office has play areas and a gourmet cafeteria where the employees can grab
free breakfast, lunch, and dinner (Neck, Manz & Houghton, 2019). Adding playful, aesthetic
appeal or some sort of sensory stimulation could also work as a natural reward. Neck et al.
(2019) give another example of a person that goes for a run. Just running for the sake of running
might feel tedious and boring, but if you add a natural reward to the workout, like running in
beautiful places and listening to the sounds of nature or even music will make the run more
pleasant and enjoyable.
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Table 1: Self-leadership strategies

Behavior-focused Constructive thought |Natural rewards
strategies patterns strategies strategies

- Self-observation - Self-talk - Appealing tasks
- Self-goal-setting - Self-punishment

- Self-reward

3.1.3 The effects of self-leadership

Furthermore, self-leadership leads to the creation of a cognitive image of an individual’s self,
which also could be seen as a “self-concept.” Meaning an individual’s psychological image of
their self (Ross, 2014). If the goals an individual set does not match the true psychological self,
the actions an individual take will not persist. This is because the goals are not aligned with
what the individual really believes to be realistic to achieve. If an individual has a weak self-
concept, that can result in failed attempts at achieving goals because the individual tries to self-
fulfill a purpose that his or her efforts can not meet (Ross, 2014). Ross (2014) also writes that,
on the contrary, a positive self-concept will result in growth both from a personal and
professional perspective since the goals are aligned with the values and goals.

Employees that practice self-leadership often feel that they have ownership and control over
the task they are working on, as well as the work process itself. This usually leads to the
employees becoming more committed to their goals and the organizations they are working in,
in comparison to employees that are not practicing self-leadership (Houghton & Yoho, 2005;
Manz & Sims, 2001). Employees that are not engaging in self-leadership practices are more
dependent on their leaders in order to take action and become less capable of thinking
independently. Meaning external influence is needed for employees that do not practice self-
leadership to achieve goals (Houghton & Yoho, 2005).

3.2 Capabilities

This section is divided into two separate parts. First, the capability of stress management is
described. This includes what practical implications stress management has and how it affects
an individual. Lastly, the capability of work engagement is described. How it is seen and how
work engagement as a capability affects an individual at work both at a physical and a mental
level.

3.2.1 Stress management capabilities

Becoming successful in using stress management is best done by focusing on a behavioral
change, which comes from regular practice and learning, instead of only focusing on education
alone. The behavioral change contributes to a more positive outcome and sustained stress
reduction (Stanulewicz, Knox, Narayanasamy, Shivji, Khunti, & Blake, 2019). Practical actions
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that can be performed in order to lower stress levels are breathing exercises, visual imagery,
and mindfulness thinking (Stiller, 2022). According to Palumbo (referred in Stiller, 2022),
individuals can control how they respond to stress to a certain degree by understanding the
significance of caring for themselves. Empowered individuals are more likely to focus on their
self-care and commit to a healthier lifestyle. Further, it has been shown that creating habits that
manage stress is more efficient than trying to use motivation to manage stress (Stiller, 2022).
An individual forms habits after getting an impulse to perform a specific behavior after being
exposed to a cue that creates that specific impulse. By repeatedly being exposed to the cue and
getting the impulse, a more autonomous response will occur. Applied to stress management,
this means that with time an individual can learn to apply the correct stress management
technique depending on the event or cue (Stiller, 2022).

When it comes to stress management, a study by Maykrantz and Houghton (2020), has shown
that self-leadership practices help in reducing stress among individuals. Meaning practicing
self-leadership can be seen as a resource for stress management capabilities. The study also
showed that self-leadership increases the ability an individual has to manage their surroundings
and outcomes, which comes from getting better control in general, which in turn makes an
individual more capable of managing stress effectively (Maykrantz & Houghton, 2020). When
using opposite strategies of self-leadership, such as negative self-talk and self-punishment, it
has been shown that stress increases. Meaning inverted self-leadership strategies can increase
stress, while self-leadership as a resource helps in stress management capabilities (Maykrantz
& Houghton, 2020).

3.2.2 Work engagement capabilities

Work engagement as a capability is seen as an individual’s ability to integrate their mental,
physical, and emotional wellness into their job while performing tasks (Berta et al. 2018). This
lead to individuals becoming more involved in what they do, more satisfied, and becoming
more enthusiastic at work (Robbins & Judge, 2019).

Work engagement capabilities will help an individual in keeping a positive state of mind and
mitigate problems that can occur after having been stressed for a longer period (Schaufeli,
Salanova, Gonzalez-roma & Bakker, 2002). Work engagement makes an individual more
vigorous, which entails that an individual will have higher energy levels and is more willing to
put more effort into learning how to work out difficult tasks. It also makes an individual feel
more pride in what they do and also make them inspired to take ownership of more difficult
tasks (Schaufeli et al. 2002).

3.3 How resources are organized through VRIO

One model that can be used to show how resources are organized is the VRIO-model. To create
a competitive advantage in a resource-based view of an organization, it is stated that the
organization’s resources need to follow the VRIO-model by being valuable, rare, inimitable,
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and having organizational support (Barney, 1991; Whittington et al., 2020; Alexy, West,
Klapper, & Reitzig, 2018). For them to be valuable, according to Whittington et al. (2020), the
resources need to be valued by the organization's customers, be ensured to help the organization
respond well to opportunities and threats, and lastly, the cost need to be reasonable for the
organization. For the rarity, there should not be any, or only a few, competitors that have the
same resources as the organization. Inimitability signifies that competitors do not have the
means necessary, which can be skills or monetary means, to possess the same resources as the
organization. The last part of the VRIO-model considers organizational support, which focuses
on how the organization is arranged and organized, and if they can support the resources to
create a competitive advantage.

By using this VRIO analysis, an organization can investigate if its resources can lead to a
competitive advantage or if it needs to manage its resources differently (Whittington et al.,
2020). The VRIO-model is explained, by Zahra (2021), to be important since it shows how
resources can be selected and used to create a competitive advantage in a changing
environment. This study focuses on human resources and capabilities, mainly the resource of
self-leadership and its connection to stress management and work engagement capabilities.
Therefore, the organizational support in VRIO will be of significance in this study.

Stress management
capabllltles

V R I O Work engagemenl
capabllllles

This theoretical model was based on the author’s interpretations of the theories presented in this
chapter. The authors created the model to illustrate how the theories align and are used to fulfill
the purpose of this study. Self-leadership as a resource is firstly divided into the three strategy
groups presented in the literature overview. After that, the three strategy groups of self-
leadership can be partly explored through VRIO to understand how these are organized as a
resource in an organization. Meaning most emphasis is put on the “organizationally supported”
part of VRIO. Since the second part of the purpose of the study is to see how self-leadership
affects stress management and work engagement within these hierarchical levels, these
capabilities are the final part of the model. This model illustrates each hierarchical level
individually which later will be combined.

3.4 Theoretical model

Self-observation
Self-goal-setting
Self-talk
Cognitive thought
patterns
Self-
punishment

Natural rewards ]——-—{ Appealing tasks

Figure 1: The study’s theoretical model

Behavior focused
strategies

Self-Leadership
Resource
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4. Method

The following chapter presents and argues for how the authors conducted the literature
reviews, handled the data generated in the study connected to the interviews and the
transcription of data, how the data were coded, and lastly, the study’s trustworthiness and
authenticity, ethical considerations, and transferability.

4.1 Literature reviews

The following section describes the process of reviewing and collecting literature to develop
the study’s purpose and literature review, which acted as a base for this study. The first literature
review was in the context of finding a research gap that would later lead to the study’s purpose.
The second part of the literature review was done in the context of gathering theories that would
act as a base to achieve the purpose of the study.

4.1.1 Developing the purpose

The research process started with a discussion between the authors of fascinating topics that
could be the subject focus of this study since many studies start with a focus on what the authors
are interested in (Bryman, 2016). The discussion included topics that had been a part of different
leadership courses, such as “Strategic Management” and “Leadership Development,” based on
the textbooks from these courses. Two topics that were popular in the discussion were self-
leadership and resources. Self-leadership was of interest as both authors, during the course
“Leadership Development,” had been working with it personally and thus experienced it as
essential. One textbook from this course that was especially helpful as a base for the topic of
the study was Self-leadership: The definitive guide to personal excellence (Neck, Manz &
Houghton, 2019). During the course “Strategic Management,” the authors found an interest in
the importance of resources. From this course, the textbook Exploring Strategy (Whittington et
al., 2020) was a base for the topic of resources. Thus, the authors chose to focus this study on
self-leadership as a resource. When deciding on the purpose of the study, it is favorable to start
with a broad topic and later narrow it down to reach the purpose (Séderbom & Ulvenblad,
2016). Therefore, the authors of this study wanted to narrow down the topic of self-leadership
as a resource to something more specific. The authors had basic knowledge about self-
leadership, including the positive outcomes of work engagement and stress management, which
was considered when forming the study’s purpose.

Thereafter, the search for a research gap in the previous research began. To find this research
gap, previous literature about self-leadership was reviewed. Scientific articles were reviewed
to find a research gap and explore what the researchers suggested for further research. Some
examples of the articles used are Two decades of self-leadership theory and research: Past
developments, present trends, and future possibilities (Neck & Houghton, 2006) and Linking
Empowering Leadership to Job Satisfaction, Work Effort, and Creativity: The Role of Self-
Leadership and Psychological Empowerment (Amundsen & Martinsen, 2015). To find the
research gap for this study, some student papers from previous years were reviewed to find
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inspiration and to see what other students had focused on connecting to self-leadership. Other
information about stress and work engagement was also collected through magazines such as
Akavia Aspekt and The Harvard Gazette, which presented practical information from the
employee’s viewpoint. All this information was collected through OneSearch, Google’s search
engine, and DiVA Portal. Every scientific article used to collect previous research was peer-
reviewed. OneSearch was chosen as the search engine for scientific articles since it is used at
Halmstad University and the one the authors are used to and comfortable with. These searches
were conducted by using keywords such as “self-leadership” (see Table 2) Most searches were
conducted in English, but some searches were in Swedish. One example of the searches in
Swedish was connected to the practical information about stress in the Swedish labor market.
The majority of sources, if not all that were used as a base for the study’s research question and
purpose were current from the 21st century, and most of them were recently published in the
past few years to create an overview of the previous research on the subject of self-leadership.

The reviewed sources gave a deeper understanding of self-leadership, resources, stress
management, and work engagement. According to the reviewed scientific articles, self-
leadership was a subject researched throughout different industries, processes, and other
contexts. However, to the author’s knowledge, none had researched the usage of self-leadership
connected to an employee’s hierarchical position in an organization. This created the author’s
interest in whether self-leadership could be a resource for all employees and not exclusively for
the leaders. Further, the authors researched which employees at which hierarchical levels of an
organization experience the most stress to connect this to self-leadership usage. Later, the
discussion of generalization occurred. The authors chose not to limit the research to any specific
industry since previous research shows that self-leadership is not limited to any specific
context.

4.1.2 Developing the literature overview

During the literature review process, the sources consisted of books and scientific articles. Some
literature was books that were a part of previous course literature, while most of the sources
were peer-reviewed articles and books collected from OneSearch. During this stage, the
searches in OneSearch were more specific since the authors had more precise requests for
information connected to our research question and the purpose of the study. These searches
were associated with the sub-titles found in chapter two of this study.

One intention during collecting sources was to find current sources to get as accurate
perceptions of the literature as possible. However, some older sources were essential to include
since they were perceived to describe the classic theories on the subject. One example of this is
the usage of information from Manz (1986) since that was one of the first pieces of literature
exploring self-leadership. Another intention during this stage was to do some limitations on
self-leadership by only choosing the parts of self-leadership that are significant to this study.
These choices were connected to the conducted interviews since the literature review acted as
a base for these interviews.
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Table 2: Key words and databases used

Part of the process

Key words

Databases

Year of publication

Type of literature

Developing the purpose

"Businesses adapt to

- OneSearch

1986-2023

Scientific articles

Books
Websites
Student papers

changing world"
"Digitalization challenge”
"Business competition”
"Competitive advantage”
"Self-management”
"Self-leadership”
"Self-leadership resource"
"Resource-based view"
"Self-leadership stress"
"Ar stress vanligare hos
ledare n anstallda”

"Vem 1 foretag dr mest
stressad”

"Leader-member exchange"
"Cause of stress”

"Stress”

"Work engagement"
"Self-leadership work
engagement”
"Self-leadership organized"

"Self-leadership”
"Self-leadership resource"
"Competitive advantage”
"Resource-based view"
"VRIO"

"Self-leadership VRIO"
"Stress management”
"Stress health"

"Burnout engagement"
"Work engagement"

- Google Search
Engine
- DiVA Portal

Scientific articles
Websites

Developing the literature - OneSearch 1586-2022

review

4.2 Generating data — semi-structured interviews

The following section explains how the authors have handled the different stages of generating
data and why these choices were made. This section includes the choice of semi-structured
interviews, how the interviewees were selected, and a presentation of each interviewee.
Following is the development of the interview guide, practical choices for the interviews and
how they were conducted, and lastly how the transcription process was completed.

4.2.1 Choice of semi-structured interviews

As previously argued for, a qualitative research approach was selected for this study. The
knowledge within this study was generated by interpretations and reflections from a specific
context and by looking at details of how the context and the details go together. Based on a
hermeneutic view which focuses on what a phenomenon really is and how it makes sense in a
specific context (Soderbom & Ulvenblad, 2016). This was done to find the underlying meaning
to make sense of the information and experiences, which had to be done to create understanding.
To conduct this, the method of qualitative interviews was used. Qualitative interviews focus on
the interviewee’s perspective on the subjects in question with deep and detailed answers
(Bryman, 2016), which is suitable for the subjective topics of self-leadership, stress, and work
engagement. The authors chose a qualitative method to gather data by conducting interviews
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which had to be interpreted in order to create a deeper understanding of how self-leadership as
a resource is organized within different hierarchical levels of an organization and how it affects
the capabilities of stress management and work engagement (David & Sutton, 2016; S6derbom
& Ulvenblad, 2016). Qualitative interviews are divided into two different types. One type is
semi-structured interviews (Bryman, 2016). The authors chose to conduct semi-structured
interviews for this study to create an opportunity for an open conversation between the
interviewer and the interviewee. It is explained that these semi-structured interviews entail
flexible interview guide questions that can be asked in different working in different interviews
and have no decided order for the questions to be asked (Hallin & Helin, 2018; Bryman, 2016).
This is the base for the interview, where specific subjects should be discussed, but the
conversation can develop naturally between the interviewer and the interviewee. Semi-

structured interviews are also appropriate for abductive research approaches (Hallin & Helin,
2018).

The interview guide was designed to start with an introduction question where the interviewee
can speak freely about the subject in question. After that, follow-up questions can be asked if
necessary to get the data needed, following how qualitative interviews should be conducted
(Bryman, 2016). The interview guide is also designed to give flexibility with the order of the
questions during the interview, depending on which subject is relevant to raise connected to the
ongoing conversation (Bryman, 2016; Hallin & Helin, 2018).

4.2.2 Selection of interviewees

The purpose of the study is to explore how self-leadership as a resource is organized in the
hierarchical positions of members within an organization and how this can affect stress
management and work engagement within these hierarchical positions. The three hierarchical
organizational levels in focus were top management, middle management, and non-managerial
employees. Following the case study, the individuals in the different hierarchical positions are
used as a resource in the collective case study of self-leadership. This was suitable to be able to
in-depth explore the complex real-life issue (Crowe et al., 2011) of self-leadership. Therefore,
it was decided to be relevant to section three people from each organization, one from each of
the hierarchical levels. Further, it was decided to interview employees from two organizations
to be able to make comparisons and get a broader view. For this same reason of comparability
and generalizability, the organizations were chosen to operate in different industries. The
industries chosen were the healthcare and sales industries since they are very different but still
prone to experience stress, are engaged in their work, and then also might need self-leadership.
To the author's knowledge, there are no specific limitations as to why these two organizations
in these industries would not be able to be comparable due to their context. Both organizations
have the same number of employees at each managerial level, meaning top and middle
management. Which were one of the main indicators as to why they were chosen. The authors
are aware that comparing a smaller healthcare organization with a large worldwide sales
organization or vice versa, would give a somewhat false perspective and that would be one
possible context. Since the purpose of the study is to explore how the resource of self-leadership
is organized in the hierarchical positions of members within an organization, the selection of
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interviewees was based on their hierarchical position. All these imply that the main criterion
for the interviewees chosen for this study is the hierarchical position that the interviewee has in
the organization.

There are various opinions on how many interviewees are needed to conduct relevant and
reliable research (Hallin & Helin, 2018; Bryman, 2016). However, it is stated that research that
requires several comparisons in the study needs a larger sample of interviewees (Bryman,
2016). This study will mainly focus on the comparison among different hierarchical levels in
an organization, and therefore the choice of a smaller sample of interviewees was made. It is
also explained that interviews can be conducted until the interviewees start to repeat what
previous interviewees have said. This could imply that the data needed for the study have been
collected. The most crucial factor is that relevant and exciting information about the subject has
been collected (Hallin & Helin, 2018). Six people were chosen for the interviews to ensure that
the interviews led to qualitative answers and a deeper understanding of the subject. Since this
study explored three hierarchical levels, it was decided to have one interviewee from each level
in both organizations. Thus, there are six interviewees, two on each hierarchical level and three
from each organization. This was decided as a suitable number due to the time restraints on the
research, which made the authors prioritize the quality of the interviews over the number of
interviewees.

A two-step sampling was used to choose the interviewees in the top-management category since
the authors chose the types of people in which organizations were interested in the interviews
and then searched for possible interviewees (Hallin & Helin, 2018). The authors researched
through LinkedlIn, the organization's websites, and telephone exchanges which people who
worked at the organization at the hierarchical levels. These people were first contacted through
e-mail and LinkedIn (see Appendix 1) to examine if there was any interest in contributing to
the study. Since no prior knowledge of the subject was necessary, there were no further
requirements for the choice of interviewees except their hierarchical position. When the specific
interviewees were identified, a phone call was made to each of them to confirm their
participation and decide a time and place for the interview.

Table 3: Interviewees

Top Managers Middle Managers Non-Managerial Employees
Organization A Top-Manager A Middle-Manager A Non-Managerial Employee A
Organization B Top-Manager B Middle-manager B Non-Managerial Employee B

4.2.3 Presentation of interviewees

The interviewees chosen were two top managers, two middle managers, and two non-
managerial employees in different organizations and industries. To ensure anonymity and not
create any biases in the reader's mind, all interviewees' names and genders were anonymized.
Therefore, the interviewees are called by their title and organization, for example, Top Manager
A and Top Manager B. For the same reason, the pronouns used are s/he and him/her.
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Top Manager A is the head of operations in organization A within the healthcare industry, and
s/he has had that position for four years. S/he started working in the organization over 20 years
ago and has had a managerial position for almost 10 of those years. Top Manager B works
within the B2B sales industry and has worked within organization B for 17 years. S/he started
his/her career within organization B as a sales representative and later on grew a sales team.
Top Manager B kept climbing within the organization as the years passed, from sales manager,
key account manager, to becoming a manager for a whole country, later on, the Nordic
countries, and now Top Manager B has become a partner/co-owner of the organization. Top
manager B has been working with sales during his/her whole working life.

Middle-manager A started working within the organization in the year 2002, right when s/he
was done with his/her nursing education. Fifteen years later, in 2017, Middle Manager A
became head of department within one part of the organization and has kept that position since.
Middle Manager B works within the B2B sales industry as a sales leader/manager and has
worked with the organization for five years. Middle Manager B started off as a sales
representative, and after a few years, s’/he got the position s/he currently has and leads
employees from Norway and Sweden.

Non-managerial employee A works as a nurse. S/he has worked in organization A for about a
year but has previous experience in the healthcare industry as a nurse. Non-managerial
employee B is working within the B2B sales industry and has been doing so for four years in
total. The organization s/he works for is the first sales job s/he has had.

4.2.4 Development of interview questions

After selecting and contacting the interviewees, the next step in collecting the empirical data
using interviews is to create an interview guide (Hallin & Helin, 2018). As mentioned, a
qualitative interview is conducted with a flexible guide (Hallin & Helin, 2018; Bryman, 2016).
Therefore the authors created an interview guide with the primary topics that needed to be
discussed to explore the purpose of the study to achieve the goal of conducting semi-structured
interviews. The literature review was created to address all of the different parts of the study,
divided into three parts, and the interview guide was structured similarly. Thus, the three main
parts of the interview guide were self-leadership as a resource, stress management and work
engagement as capabilities, and finally, the connection of how these are organized. An
operationalization schedule (see Appendix 3) was created to show how the theories described
in the literature review worked as a base for the primary interview questions (Soderbom &
Ulvenblad, 2016). The primary questions were introducing questions (Bryman, 2016) that let
the interviewee speak relatively freely about the topic. This was the way every topic was
introduced, with an introducing question that led the conversation into the subject without being
leading and asking for specific answers. Several follow-up questions were also prepared for
every primary question, which aimed to let the interviewee elaborate on their answer if the
primary question was insufficient. Probing questions are direct follow-up questions that ask the
interviewee to explain and elaborate further, such as, “Could you explain that some more?”
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(Bryman, 2016). These were not written down in the interview guide since it is hard to know
where these are necessary before the interviews are conducted, but it was a part of the interview
preparations to ensure that these types of questions could be asked if needed.

Table 4: Example of interview questions

Theme Introducing question Follow-up question

Stress management |Do you usually feel stressed? | What is usually the reason
for the stress? Stress at work?

Do you usually handle stress
in some way? How?

How do you keep your
energy and focus during
stressful situations?

How do you take care of
yourself physically and
mentally during stressful
times?

Self-reward How do you handle a Can you describe a situation
successful performance at where you felt proud of your
work? work performance?

How did you celebrate the
success?

Can you give an example of
how you recognize these
moments of success?

4.2.5 Practical choices for the interviews

When deciding the interview time and place, the interviewees got to choose whether to meet in
person or digitally. Three interviewees chose to meet in person at their offices, while three
interviewees chose to meet digitally via Microsoft Teams (see figure 6). Before the digital
interviews, a link was sent to the interviewee with an invitation to the meeting. The location for
the interview was considered thoroughly since both the place and the time for the interview can
affect the interviewee’s answers. It is, for example, stated by Hallin and Helin (2018) that the
location should be somewhere that is quiet, calm, and where there are no disturbances. Also, if
the interview is conducted during the evening, it will likely be more informal than during the
day. Since the interview is a social interaction (David & Sutton, 2016), the location and the
conducting of the interview was important to create an environment where both the interviewee
and the interviewers were comfortable and relaxed. Based on this information, the interviews
were all conducted during the day to ensure a level of formality since all interviewees preferred
it. For the physical interviews, the location was a private room, such as the interviewee's office.
For the digital interviews, the authors sat together in a quiet room to ensure that there would
not be any disturbances. Some interviewees preferred the digital interviews, but it was also a
timesaver for the authors that avoided traveling. All the interviews were conducted in Swedish
since it was both the author’s and the interviewee’s native language.
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The authors conducted the interviews together to ensure that both authors had access to first-
hand information from the data collection process. Following the study’s ontological position,
both authors can have subjective interpretations of the interviews and the data collected from
them. Therefore, the authors decided to both conduct all the interviews together to reduce the
risk of one individual’s interpretations and perceptions affecting the results. By doing this, the
authors could discuss the interviews and data collected to ensure that they both interpreted the
answers similarly. This was important since every part of the information collected through the
interviews could have an impact on the analysis of the data, in accordance with S6derbom and
Ulvenblad (2016), that state that the interpretation of the collected data, even though it might
be unconscious, starts during the interviews and is ongoing during the entire collection process.

4.2.6 The interview process

The interview started with a short introduction by the authors about the purpose of the study.
The interviewees also got the opportunity to ask questions about the study. However, the
authors avoided in-depth descriptions of the study before the interview to ensure that the
interviewee answered the questions from their perspectives. The authors asked if the
interviewee were comfortable with the interview being recorded through the voice memo on
the author’s phones. This was necessary since it is impossible to remember everything said in
an interview (Soderbom & Ulvenblad, 2016). This was also helpful to ensure that the authors
could actively listen and ask follow-up questions during the interview instead of focusing on
taking notes (Bryman, 2016). It was also explained to the interviewees that the interviews are
anonymous to ensure a safe environment where they felt comfortable speaking their minds
(Hallin & Helin, 2018). It was explained that the anonymization included the interviewee's and
organization's names but also different descriptions of the organization that could be connected
to them to ensure their anonymity (S6derbom & Ulvenblad, 2016).

After that, the interview started with some basic questions about the interviewee, for example,
their age and position in the organization. This was followed by one of the introducing questions
from the guide, and the discussion progressed further depending on the interviewee’s answer.
Different interviewees discussed specific topics more than others, so the interviews partly
depended on what the interviewee wanted to focus more on. The lengths of the interviews also
depended on the interviewee and how long answers were given to the questions. However, the
interviews were between 27 and 59 minutes (see Table 5).

As previously mentioned, the semi-structured interviews allowed the authors to conduct
flexible interviews. The questions asked during the interview were not in the same order during
all interviews, and some were rephrased depending on what the interviewee had answered on
previous questions. For example, the question about feedback, "How do you usually handle
feedback constructively?* was during multiple interviews, followed by whether they both give
and receive feedback. This was not a part of the original interview guide but a question that the
authors noticed to give interesting insights from the interviewees regarding their characteristics.
Another example of how the semi-structured interviews were conducted was through the
question of work engagement. The question, “Do you usually feel engaged in your work?” led
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to several different answers. During the answer to this question, some interviewees started to
describe their goals, to which the questions about self-goal-setting were natural to discuss
further. When asked about work engagement, other interviewees started explaining how they
reward themselves, which continued the discussion to self-reward. The course of the discussion
followed the interviewee’s answer, but the authors sometimes had to lead them back to the
original questions when they started to talk about topics that were irrelevant to the study.
However, the discussion developed further depending on what the interviewee said.

4.2.7 Transcription

The interviews were recorded and later used to conduct a transcription. The repetition of
listening through and transcribing the data collected, even though it is time-consuming, helps
with sorting the thoughts and analyzing the data before the coding begins (Hallin & Helin, 2018;
Séderbom & Ulvenblad, 2016; David & Sutton, 2016). It often takes three to six hours longer
to transcribe an interview than the interview itself (David & Sutton, 2016). The time needed to
transcribe was deemed necessary by the authors to benefit from an easier way to analyze and
code the interviews through transcription. The transcription time varied between about two to
three hours depending on the length of the interviews (See Table 5). Hallin and Helin (2018)
state that the best time to transcribe the interview is as soon as possible to evaluate the interview
and get new ideas for the next one. Therefore the authors of this study booked the interviews
with a few days’ gaps to have the time to evaluate the interview and transcribe it before the next
one. This led to some ideas of how to present the study to increase the understanding of the
personal aspect of the answers in the interviewees and how the follow-up questions could be
asked to develop the answers further.

The authors chose to transcribe the interviews by leaving out unnecessary information and only
transcribing what was relevant to the purpose of the study. This was done to not use time to
transcribe information that was not relevant to the study. However, the authors deemed this not
to impact the data collected since the quality of the relevant answers was the main focus, and
this was not affected. All transcriptions from every interview are preferred to be conducted
similarly (Hallin & Helin, 2018). The authors ensured this before the transcribing started by
creating a layout that the transcription would follow. This layout included what would be
included and how the structure of the transcription should be written with the answer below
every question.

The interviews were conducted in Swedish for the convenience of both authors and
interviewees. For the convenience of the authors, the transcription was also conducted in
Swedish since it would have been more time-consuming to translate the entire interview into
English. Thus, since the thesis is written in English, the data collected was translated to English
when written into the study. Notably, the decision to utilize English as the primary language
was motivated by its international significance and the fact that numerous theories are written
and expressed in English. Despite this, the author’s perspective is grounded in their Swedish
background and associated values, which have been considered during the translation process
(Soderblom & Ulvenblad, 2016).
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Table 5: Detailed information about the interviews

Interview date Interviewee ‘Work title Meeting format Interview length Transcription length

2023-04-13 _|Nonmamgerial employee A [Nuse __mpeson ______ I3Smn_____ fohdomin |

Non-managerial employee B | Account M: Digital

4.3 Thematic analysis

For the thesis, the authors chose to work with a thematic analysis in order to analyze the
generated data from the interviews. The reasoning behind the choice was that the authors
deemed a thematic analysis to be the best-suited method and have the best overview of the data
to make it easy to analyze with theories. An example of the thematic analysis can be seen in
Figure 2.

Figure 2: Screenshot from the study's thematic analysis

Thematic Analysis

[ Reason for stress . stress | Work | Self. . Self-goal-setting

Health care

According to Bryman (2016), a thematic analysis is considered to be one of the more common
approaches to analyzing qualitative data and creates a frame of reference. When analyzing the
data, the researchers search for themes. A theme can be seen as a category that has been
identified by the analyst, and this theme should be related to the purpose of the research and the
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research question. Furthermore, Bryman (2016) also writes that a theme is built on codes that
can be identified through transcripts that were generated after the interviews. These themes aid
the researcher in creating a basis for a theoretical understanding of the generated data, which in
turn can contribute or add valuable data to the literature that is related to the research focus
(Bryman, 2016).

First of all, the authors read through the transcriptions and added the relevant information from
each interview into different themes. The same themes were used when coding every
hierarchical level for both organizations. Having the same themes for every interviewee made
it easier to summarize and analyze the generated data within the empirical and analysis chapter.
The hierarchical levels were color coded to easier see the difference between top manager,
middle manager, and non-managerial employee. Reading the transcriptions and copying the
data into the different themes without taking anything out of context mitigates the probability
of creating misconceptions and prevents any loss of data. Following the literature overview,
chapter 2 helped in creating themes that, later in the empirical analysis, made it easier to
structure the analysis. The purpose of the study is to explore how self-leadership is organized
through different hierarchical levels and how it can affect stress management and work
engagement. Therefore the themes were connected to three major themes, and each having sub-
themes to create a deeper understanding. The major themes are Self-leadership, stress
management and work engagement capabilities, and organization. The themes that the authors
identify are, according to Bryman (2016), most likely based on the author's own interpretations,
subjectivity, and consciousness. Which leads to the author's ideas regarding the generated data.

During the analysis, it became clear that some themes could not be analyzed solely by the
theories from the literature overview, and further theories had to be studied to create a deeper
understanding and explore the data in accordance with the purpose of the study. New theories
were gathered from articles that were found on OneSearch, which added further relevance to
the analysis in Chapter 5.

4.4 Trustworthiness and Authenticity

Reliability regard how trustworthy a study is and whether the results of the study are repeatable
or not (Bryman, 2016). Jacobsen (2017) describes reliability further and in a practical manner,
where he writes that if a study were to be repeated or conducted one more time in the exact
same way as the first time, would the results be somewhat the same, or would the result differ.
According to Bryman (2016), there are different kinds of validity and one being external
validity. External validity is concerned with whether the results of the study are replicable or
generalizable beyond the given context within the study (Bryman, 2016). The authors of this
thesis wanted to keep the reliability of the study high by, first, creating an interview guide and
adding the needed questions and themes in order to make sure that the study becomes easier to
replicate. This helps in following the same structure repeatedly and mitigates the impact that
the authors could have on the interview structure. However, the authors are aware that when
trying to replicate the study again, interviewing different people would most likely show other
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perspectives. Therefore, the authors argue that they have captured one perspective out of many
possible, and replicating the study could show other perspectives that further increase the
understanding of how our world works. Since the interviews were conducted in a semi-
structured manner, the order in which the questions were asked differed. Furthermore, Bryman
(2016) also explains how internal validity functions, which in short, describes the credibility
and probability of the result. Internal validity focuses on how correct and justifying the
interpretations from the interviewees are, based on how the knowledge and data were generated.
The authors would deem the internal validity high due to some factors. One factor that raises
the internal validity is that both of the authors attended every interview that was conducted.
Each and every interview was recorded by voice memo and, later on, transcribed in order to
make sure that the generated data was safely stored and could be listened to or read again. By
using these methods, the authors mitigated the possibility of misunderstandings and
misinterpretations to occur. Three interviews were done through a digital interview, and three
interviews were conducted in person. However, the authors find that the difference in
conducting a live or digital interview played a slim or very limited role, if any at all. All of the
interviewees were able to stay at their own workplace, no matter if it was a live or digital
interview, and they got to choose a time that suited their schedule. The digital interviews were
all conducted with the camera on, a flawless internet connection, and great sound. Furthermore,
since the Covid-19 pandemic, the amount of digital meetings has increased, which has led to
people becoming more accustomed to digital meetings. Therefore, the authors argue that even
though three interviews were digital, the internal validity and credibility are high, and the
chance of misinterpretations and misunderstandings is as high in person as during a digital
interview.

When it comes to authenticity, there is a need to have a critical thinking about the sources that
are being used due to the probability of sources delivering false, counterfeit, or modified
information that is incorrect (Thuren & Werner, 2019). False information can come from a
variety of sources like websites, articles, and other media. To raise the authenticity of the thesis
as much as possible and secure high authenticity, the authors have read and viewed every piece
of information with a source-critical perspective. The authors have made sure only to use peer-
reviewed articles, as well as trying to cross-reference the information with other peer-reviewed
articles to make sure the information is as authentic as possible. Meaning two or more
references for the same kind of information has been used as often as possible. The authors
have also tried to use renowned and books that have been considered trustworthy for a longer
time and used in other research.

Throughout the research process, feedback has been gathered from the supervisor and peers
from opponent groups regarding the thesis in order to improve its reliability and quality. By
discussing and working on the thesis with the input of the supervisor and other students, the
process becomes more transparent, which entails higher reliability.

The authors chose to use the APA reference system, which stands for the American
Psychological Association (S6derbom & Ulvenblad, 2016) since it is one of the most familiar
reference styles for them and most often used at Halmstad University. The APA reference
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system includes that the references are written in the text with the last name and year and that
the reference list is in alphabetical order (S6derbom & Ulvenblad, 2016). By using the APA
reference system, it makes the thesis more reliable and replicable.

4.5 Transferability

Transferability is considered to what degree the results of a study can be generalized beyond
the specific research context and is also referred to as external validity (Bryman, 2016). Due to
the fact that the study is conducted based on qualitative methods, it could be argued to what
degree the results can be transferred to other contexts since a group of six people was
interviewed. The qualitative method resulted in a deeper rather than broad analysis. The
qualitative data could, in some contexts, be considered applicable since the data is generated
from two different industries and interviewees from three different hierarchical levels. Meaning
that, to a certain extent, the data and the result of the study could be applicable to organizations
within the same industries. Based on the purpose and due to the complexity of how self-
leadership is organized, the authors chose the respondents carefully in order to make the group
of participants as representable as possible (see 4.2.2). In conclusion, it might be possible to
transfer some specific parts of the study based on the fact that three different qualitative
interviews were conducted in two separate organizations, meaning six interviews in total.
However, due to the complexity of the subject, interviewing six other persons could generate a
different perspective, which implies that the result of this study is very limited in its
generalizability, and only shows one perspective.

4.6 Ethical Considerations

Research is both important and necessary when it comes to developing society as well as
individuals themselves. And in order to conduct research that has high quality, some ethical
guidelines and rules should be followed (Vetenskapsradet, 2002). According to Bryman (2016),
there are four main categories that should be considered when looking at the ethical principles
within research, and they are lack of informed consent, harm to participants, invasion of
privacy, and deception. These four principles are the ones that have been adopted within this
study.

The informant should be given as much information as possible in order to be able to make an
as informed decision as possible whether or not they want to be part of the research study
(Bryman, 2016). The interviewees were sent an informative e-mail (see Appendix 1) with the
purpose of the study as well as short information regarding the subject. The e-mail also
consisted of information regarding the authors of the thesis and that it was voluntary to
participate. Furthermore, the e-mail also mentioned brief information but not a completely full
explanation of how the interview was going to be conducted, which is in line with what
Jacobsen (2017) describes regarding how much information should be shared beforehand. He
mentions that the informants should be informed “sufficiently” in order to make a well-
informed decision.
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While conducting a study, the authors need to make sure that no harm to the participants occurs.
Harm can come in the form of physical harm, harm to the participant's future development, or
create stress or a feeling of loss of self-esteem (Bryman, 2016). It is also mentioned that
researchers should consider and guard against these possible consequences by anticipating if
anything that is being conducted during the study can harm the participant. Minimizing
disturbances as much as possible and taking care of confidential information are also important
while considering ethics while conducting research (Bryman, 2016). The authors of the study
have made sure that no participants were harmed during or after the interviews by taking extra
precautions while creating the interview questions, choosing a location for the interview, which
was made in consent with the participants, and not asking for too personal information or forced
answers. The authors made it very clear to the participants that the information that was
gathered would be kept confidential, and if any questions did not feel good to answer, it was
allowed to be skipped. The questions for the interviews were formed in a way to limit the
probability of asking too personal questions. However, the questions were somewhat of
personal nature due to the fact that personal experiences and their perception regarding the
subject had to be answered. Lastly, the choice to answer a question or not was mentioned before
starting every interview.

The authors also made sure not to invade the participant's private life by not asking questions
regarding income, religion, sexuality, political stance, or other private information. This goes
in line with what Bryman (2016) explains regarding that questions like those previously
mentioned often tend to reach into a more private realm, which participants do not want to give
an answer to. In order to keep privacy high, the authors gave every participant the opportunity
to choose whether they wanted to be anonymous or not. However, since at least one of the
participants from each organization chose to be anonymous, the authors decided to make
everyone anonymous. This is to make sure that no information could be connected to the other
participants from the same organization.

Lastly, deception is the final principle that needs to be taken into consideration while
conducting research. Deception means that the authors or researchers that conduct the study
explain or represent their work to be something other than what it is (Bryman, 2016). The
authors deem that the information given to the participants is accurate and in line with the
study's purpose since the purpose was sent in the e-mail to each and every participant. Every
participant also got the possibility before and after the interview to ask questions if something
was unclear or if they just wanted more information. Therefore, the authors argue that the study
is honest and not deceptive.

30



S. Analysis

This chapter analyzes the empirical data generated from the qualitative interviews with the
six interviewees in this study. It is structured connecting to the purpose and is therefore
divided into three main parts: self-leadership, stress management, and work engagement, and
lastly summarized in a concluding model at each level. Lastly, a discussion is presented
where all levels are compared and it finishes in a newly developed framework.

5.1 Top Managers

In the following section, the Top Manager's behaviors and experiences are analyzed in
connection with different self-leadership strategies. The analysis is based on self-observation,
self-goal-setting, self-reward, self-punishment, and self-talk, but also from the perspective of
their how they perceive well-being, feedback, and time management. This is followed by an
analysis of how they use the capabilities of stress management and work engagement and,
lastly, a short analysis regarding how and if self-leadership is organized.

5.1.1 Self-leadership

Both Top Manager A (TMA) and Top Manager B (TMB) are using self-leadership strategies
daily and to a large degree. They are working with self-observation, which helps them reflect
on their own behavior. They mention that it is interesting and useful to reflect on and analyze
one's behavior. As explained by TMA, s/he conducts self-observation within a leadership
course that s/he is part of and says: “I find that interesting because I reflect pretty much and
think, but how do other people perceive me and such.” TMB mentions specifically that self-
observation is conducted to become a better person and also to monitor strengths and
weaknesses in order to increase or decrease specific behaviors. TMB gives an example that s/he
realizes how s/he feels and acts when observing how s/he takes care of themselves and enters a
flow state, for example, when it comes to training. Furthermore, TMB reflects on his/her
strengths and weaknesses and tries to analyze that a strength can sometimes become a weakness
if it isn’t looked after. TMB explained one of his/her behaviors or traits that s/he has been
observing and reflecting upon:

“I am fleet-footed, and that is something I get compliments about. If you bring something up
with me, it gets done quickly, so I am fast. But it can also come across to me that sometimes it
goes too fast. That I need to remind myself sometimes to reflect and that it does not have to go

so quickly all the time.”

How the Top Managers work with self-observation can be linked to what Neck et al. (2019)
explain when they describe that one practical example of self-observation is to identify
behaviors that need to be increased or reduced, exactly like mentioned by the Top Managers.
The Top Managers knowingly use self-observation, which according to Neck et al. (2019), is
important since individuals often use it unknowingly and inefficiently. It is shown that the Top
Manager's self-observation strategies help them in getting rid of unwanted behavior and
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strengthen positive behaviors based on the theories mentioned above. Also, using self-
observation knowingly helps the Top Managers in becoming more efficient.

Self-goal-setting is a key part for both the Top Managers, and they describe that setting goals
is crucial, as also reflecting and following up on the goals. One example is mentioned by TMA
where s/he says: “For me, it works well to stop for a moment and think about what goals I have
and what hinders me, and yeah, where do [ want to be in two years.” TMB describes that s/he
sets goals in various categories in life, ranging from setting goals regarding training or
emotional goals. S/he mentions that: “It can be deep things, it can be material things, it can be
emotional states. But goals are everything, [ would say.” Both of the Top Managers set time-
specific goals and analyze how much time one goal might demand. This can be connected to
what Neck et al. (2019) says, where they describe that setting well-thought-through goals
intentionally impacts one individual's behavior positively. Furthermore, Neck et al. (2019)
explain that self-set goals need to address long-term and short-term objectives, meaning that a
specific timeframe has to be set in accordance with the goal. Also, when connecting the previous
paragraph regarding self-observation based on what Neck et al. (2019) writes regarding that,
self-observation is a great strategy to use when analyzing goals and, to be more specific, analyze
what kind of distractions can disrupt the preferred behavior from reaching those goals. This
shows that the Top Manager's self-observing is connected to their self-goal-setting to a certain
degree. Furthermore, TMB says:

“I reach the goal eventually, but sometimes I need to stretch the time frame, which can
happen. But I still believe that when you set goals, you get one step closer. Because if you had
not set that goal, you would not even have come closer.”

That means that if an individual does not set goals, they will not go anywhere. That statement
aligns with what Neck et al. (2019), write where they point out that self-goal-setting is used in
order to specify in what direction an individual wants to go, and it also helps in mapping out
what actions need to be taken in order to reach the goal. Self-set goals in association with self-
reward, which are discussed in the next paragraph, are considered to increase an individual's
efforts to reach their goals significantly (Neck & Houghton, 2006). In conclusion, both the Top
Managers set and work with their own goals as part of a self-leadership strategy. They also
reflect and analyze their goals to make sure they are on the right track, which goes in line with
Manz and Sims (2001) theory that mentions that self-goal-setting contributes to the
development of competence, which was mentioned to be one of the reasons that the Top
Managers set goals.

When it comes to self-reward, there is a difference between TMA and TMB. Even though both
of the Top Managers know the importance of self-reward, only TMB practices it. TMA
describes that s/he does not feel the need for self-reward and says: “I have understood that it is
important to celebrate achievements, and I am pretty bad at doing that... For me personally, [
do not feel the need for it.” While TMB uses various methods of self-reward at least on a weekly
basis, from patting him-/herself on the back when s/he has done something good to celebrating
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success in different ways. One example that s/he gave was that s/he recently celebrated a record
and brought some employees on a trip to Africa. That was a really big celebration, according to
TMB, but it can also be something smaller but still important, such as treating oneself to a nice
piece of meat and a glass of wine after a great week. S/he explains that: ““/ like to celebrate both
small and big wins.” Based on the book by Neck et al. (2019), self-reward can come in different
variations, and self-reward methods are useful in enhancing an individual's motivational levels
and strengthening specific positive behaviors. Based on the information from Neck et al. (2019),
TMB’s self-reward strategies create a positive cue and enhance his/her good behavior further.
TMB also uses self-rewards in combination with his/her goals to a degree. Meaning s/he sets a
goal for the month and combines it with a reward. When s/he reaches the goal, s/he is allowed
to treat him-/herself with the reward s/he chose when s/he set the goal. This is shown when
TMB said:

“If I have a good month of sales, I will go and buy that pair of jeans that I have been looking

at. But I will first make a good sales month and then go and buy the jeans. When I put those

pair of jeans on, it feels so damn good. I bought them following an accomplishment. I find
things like that to be super fun.”

Another difference between the Top Managers is found when TMA explains that s/he does not
stop and take a moment to reward him-/herself after completing or achieving something.
Instead, s’he moves on immediately to the next objective. TMA explains it in different stages
of development and says:

“I am not very often in a place of contentment, sure I am that sometimes as well, but it feels a
little boring, and I am a little bit afraid that if I stay there for too long, I will be happy with
how everything works and then there will be no development.”

This can somewhat be connected to what Wang et al. (2021) write in their article about self-
rewards. In their article, they explain that self-rewards are shown to decrease procrastination
and help people concentrate on the goal that gives a reward instead of seeing obstacles. One
analysis could be that TMA sees the process and finishing of a task or an objective as rewarding
itself and therefore does not feel the need to self-reward. Seeing the process or finding natural
rewards within the task itself can motivate an individual, as described by Manz and Sims
(2001), which seems more like the case for TMA. It is shown that both the Top Managers know
the importance of self-rewards, and TMB uses self-rewards frequently, while TMA seems to
be more naturally rewarded by his/her work and does not seem to need self-rewards to stay
motivated and perform. The natural rewards aspect can be connected to what Neck et al. (2019)
describe, where they explain that natural rewards act more as self-motivation strategies and
come from pleasurable aspects of tasks. This is connected to what TMA describes since s’he
does not use self-rewards but more so work with natural rewards. It could be argued that natural
rewards create the preferred performance without using self-rewards, for TMA.
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None of TMA or TMB punish themselves when something does not go their way. As described
by Manz and Sims (2001), self-punishment can be destructive and reduce an individual's
performance. Since none of the Top Managers punish themselves, they lower the probability of
losing out on their potential maximum performance. Both of the Top Managers view every
failure as a learning opportunity and have a positive attitude toward failed attempts. TMA says
that:

“It is completely fine to fail. You learn unbelievably much from failing, and hopefully, you
will not make the same mistake once more. It is not super fun to fail when in the moment of
failure. But yeah, it is not so bad to fail from time to time.”

TMB says that if one fails, s/he just has to train more and that there is no need to be hard on
oneself. The Top Manager's view on failure can be connected to what Neck et al. (2019) write,
where they explain that significant success requires failure and that a lot of people never even
try to do something because of fear of failure. Furthermore, Self-punishment as a self-regulatory
strategy is, according to Neck et al. (2019), not an effective strategy for controlling behavior,
and individuals that consistently use self-punishment tend not to enjoy their work. Instead,
seeing objectives and tasks as learning opportunities and energizing oneself has better
outcomes, based on an article written by Woods et al. (2022). This statement is enforced by
what TMB says:

“That is life’s short but boring answer, you will have to lift until you have the stamina and
find a new technique, and the same goes here. You either win, or you will have to train more.
Eventually, it will work out.”

Both the Top Managers enjoy their work and have a passion for their work. Partly because they
believe it is important to fail and learn from situations. In conclusion, the Top Managers do not
self-punish themselves. Instead, they view all failures or missed opportunities as lessons that
create significantly more success, according to the theories. This helps them in keeping a
motivated and positive mindset based on the scientifical theories mentioned. This can be
connected to the theory from Manz and Sims (2001), where it is mentioned that self-punishment
can be detrimental to performance if used excessively and should try to be avoided. Both Top
Managers can be considered high performers within their organizations, and one reason might
be due to the non-existent self-punishing behavior.

Moving on, the Top Managers also practice self-talk, which they describe helps in getting rid
of negative thoughts and can aid in creating a strong mindset. As explained by TMB:

“Negative thoughts, I redirect those pretty quickly. They obviously occur where, do you really
think that you can do this. Because a voice like that probably everyone has in their head. But I
think that I give them very little space.”
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TMB also explains that s/he believes that it is important to stop for a moment and give oneself
a short pep-talk. This can be connected to what Butler says (referred in Neck, Manz &
Houghton, 2019), where she explains that what an individual says or how an individual uses
self-talk affects the quality and direction of their lives. It affects whether an individual feels
self-confident or leans more towards self-doubt. She also explains that how one talks to oneself
impacts if one feels happy or sad. The Top Managers have a positive mindset due to the positive
self-talk they apply. Furthermore, the Top Managers describe different things they think about
when they practice self-talk. One example that TMB explains is that s/he has not always had
the kind of mindset s/he has now, but it can be trained. TMB said: “I have developed towards
that, definitely. I have probably always had a strong mindset and good self-esteem, but there
has absolutely been development all the time.” This can be connected to Seligman's statement
(referred in Neck & Houghton, 2006), where he describes that negative or pessimistic self-talk
can be suppressed and replaced by positive self-talk in order to create a more optimistic mindset.
It is clear that the common ground is that self-talk helps both Top Managers in achieving a more
positive mindset and creating positive emotions. It also creates more self-confidence, which can
be considered useful in their role. As mentioned by Neck et al. (2019), the way individual self-
talk can greatly impact the way the individual perceives different situations. One situation can,
for one individual, seem to appear in one way, while for another person, it could be seen in a
completely different way. Neck et al. (2019) talk about the importance of keeping a positive
mindset toward different situations, which helps in finding solutions and increasing
performance. This is connected to the Top Managers that work with positive self-talk to create
a positive mindset.

Personal development is a big factor that helps increase well-being, according to both TMA
and TMB. Both of the Top Managers actively work to develop themselves and invest in their
well-being in order to perform as well as they can. A quote from TMA when talking about what
could contribute to well-being was: “No, but it is very much personal development, I would
say.” The same kind of statement is made by TMB but with an extended answer where s/he
said:

“The more you perform, the less time you have, and the more you prioritize other things than
yourself, but it should be the other way around. The more you have to do, the more you have
to prioritize time alone. Reading books, exercising, meditating, going for walks. Whatever
makes you feel good... The more you perform, the more you have to take care of yourself”

Focusing on personal development increases self-control which is one type of self-leadership
action that an individual can take (Ross, 2014). Based on Ross's theory in association with what
Houghton and Jinkerson (2007) say about creating well-being and job satisfaction through self-
leadership strategies, it becomes clear that both the Top Manager's drive for personal
development increases and/or creates a feeling of well-being. Some other examples that came
from both TMA and TMB are that they meditate to stay focused. TMA specifically said: “/
have even added so that I have meditation time every day in my calendar.” Furthermore,
exercising and eating healthy food is important for TMB, and s/he explains it like this:

35



“Exercising is very important for me, and when I stick to it and to my food, I realize that I
function much better... If I am careless with my routines, I immediately feel it spreading to

’

other things.’

This can be connected to Neck et al. (2019), where they explain how healthy eating behaviors
and exercise activity, as shown in a fitness framework model, lead to improved both
physiological as well as psychological well-being and also enhanced job performance. It was
also shown that fitness increased productivity and made people enjoy work more. In conclusion,
the Top Managers perform many activities that increase their well-being. From detaching from
work, eating healthy, meditation, focus on sleep, to name a few. This implies that they use
different kinds of self-leading strategies according to the theories that help them increase well-
being.

Taking and reflecting on feedback in a constructive manner is a strength that both TMA and
TMB possess. However, when it comes to giving feedback, a difference between TMA and
TMB can be found. TMA says:

“I would like to get feedback, but giving feedback is a little, yeah, haha. When there is a
problem, we take it by then, and then we get feedback that this did not turn out well. But when
it comes to just walking past someone and saying: you worked really well today. That does
not come naturally. So that is one of my goals this year, to become better at that, actually.”

A comparison between TMA, which appreciates receiving feedback but rarely gives positive
feedback, can be made with TMB, who says:

“I remind them as much as I can regarding that they can always give me feedback, I am open
and tell them that they can always talk to me... That is probably one of my biggest strengths
as a leader. To give feedback in an honest way. I am always straight to the point, but it never
gets ugly. The person never takes it that way. It becomes a little bit like tough love.”

TMB believes that communication is key in order to asses issues or problems that might occur.
One example is when s/he said:

“I stand by a culture where it should be zero percent bullshit. Rather, I want everyone to give
feedback to the right person. I see that as a ground pillar within our organizational culture.
We do not talk behind other people's backs.”

As mentioned by Maden-Eyiusta and Alparslan (2022), feedback from others can act as
guidance and aid in empowering and increasing work performance within core tasks. This
implies that when the Top Managers receive and reflect on the feedback they receive, it helps
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them perform better. When it comes to giving feedback, or more so positive feedback, as
mentioned by TMA, it does not come naturally for him/her. While TMB mentions that his/her
focus on feedback is that it should always be welcomed. TMB’s statement goes in line with
what Crossan et al. (1999) explain regarding how feedback is part of the learning processes
both on an individual level, but also on a group and organizational levels. Meaning that being
able to give constructive feedback is essential for individual and organizational growth. As
shown by the data, both of the Top Managers welcome feedback even though they have a higher
position within the organization. This helps them become a better version of themselves and
has a positive effect on their work.

Time management strategies are not mentioned specifically by TMA. However, s/he explains
briefly that s/he has a calendar as one way of organizing his/her day. TMB explains in a more
detailed way and says:

“I am good at making a list of priorities. Instead of solving everything at the same time, 1
need to set specific times. What is most important, and what has to get done. I am good at
putting it in my calendar. If it is not in the calendar, it does not exist.”

This entails that both of the Top Managers use a calendar in order to keep track of tasks and
helps in prioritizing. Neck et al. (2019) explain that one leadership strategy to help be time
efficient is using cues to remind of important tasks. These could be reminders and attention
focusers, to name a few examples. This can be connected to how the Top Managers work with
their calendars and also how TMB uses his/her list of priorities. Another statement that goes in
line with what Neck et al. (2019) described regarding reminders can be associated with what
TMB explains that having deadlines is important in order to get things done and uses his/her
calendar to set aside time for all tasks and everything important. TMB says:

“I even put in when I am supposed to exercise so that it becomes a block like, this hour is set
aside for exercising. I believe that everything should be put in the calendar so that you get an
overview of what should be done.”

To conclude, the Top Manager's use of time management shows that they do use some self-
leadership strategies in order to be time efficient and structure their work.

Based on all the data above regarding how the Top Managers use self-leadership, it becomes
clear that they use a lot of the self-leadership strategies as mentioned by Neck et al. (2019).
Both Top Managers practice the behavior-focused strategies such as self-observation, self-goal-
setting, and self-reward to a large extent. Working with behavior-focused strategies helps in
overcoming objectives and roadblocks as well as keeping oneself on the right track (Neck et al.
2019). This is further argued by Neck and Houghton (2006), who explains that behavior-
focused strategies lead to heightened self-awareness and increased self-focus. They also explain
that self-focus ultimately leads to increased task performance, which is connected to the Top
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Managers making it clear why they are able to complete and perform complex tasks. The way
they work with self-goal-setting, self-rewards, and self-observation helps them stay on track
with their goals and aids in both personal and organizational growth. Also, how they use
feedback and obstacles as learning possibilities affect how effectively they perform their tasks
at work. According to Neck et al. (2019), working with self-leadership strategies also affect
how effective one manager is able to lead and working with the organization. This is further
evidence that the behavior focused-strategies that the Top Managers use are valuable for the
organization and not only for themselves.

It also becomes clear that since the Top Managers use constructive thought processes, they are
able to self-regulate effectively when connected to a theory from Neck and Houghton (2006).
The theory explains constructive thought strategies, which could be self-talk, helps to evaluate
dysfunctional beliefs that are unwanted. In using this part of self-leadership, they can be highly
effective and control their mind in order to stay positive and self-regulate. Meaning that they
can create positive feedback, according to Neck and Houghton (2006). Constructive thought
pattern strategies, such as evaluating one’s beliefs or imagining successful performance, are
most important when there is no external monitoring, such as a supervisor (Miiller & Niessen,
2019). This can be associated with how the Top Managers work. Since they are mostly working
on their own and have to make the decisions mostly by themselves, it can be argued that
constructive thought patterns are important since they do not have a supervisor in the same way
as the lower hierarchical levels. Meaning that they need to self-evaluate and use their
imagination to work with complex tasks. Furthermore, Neck et al. (2019) explain that
depending on how an individual thinks, they experience the psychological world. One
individual might spend more time thinking about their problems instead of their opportunities.
This can be directly connected to how the Top Managers work with problems. They view
problems as possibilities for improvement and as intriguing challenges and work with self-talk
to create a good perception of their psychological world.

Lastly, Neck et al. (2019) explain how healthy eating behaviors and exercise lead to improved
both physiological as well as psychological well-being and also enhanced job performance.
They also explain that fitness does not only promote job performance within physically
demanding jobs but also in cognitively demanding jobs. This connected with the Top Managers
shows another reason to why they are capable of managing a bigger workload that consists of
more complex tasks.

In summary, the Top Managers are shown to use self-leadership as a resource to a large extent,
and mainly so the positive aspects. They are shown to use self-leadership in order to take care
of themselves and create well-being, which leads to them being able to have a stronger mindset.
Their strong mindset created by constructive thought processes helps in making tough decisions
and working out directions for themselves as well as the organization. The behavior-focused
strategies aid the Top Managers in making sure that the way they act is optimal for performance.
In short, the use of self-leadership as a resource has been shown to create a positive spiral that
enhances their performance.
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5.1.2 Stress management and work engagement

The Top Managers explain that they do not feel stressed, and if in the case that they do, it rarely
occurs. TMA only gave one reason why s/he might feel stressed, and s/he explained the
following:

“What stresses me the most, this might sound rough, but meaningless tasks in a way. That is
probably something that stresses me out. If I am working on something and feel: Why are we
doing this?.”

They have both set aside time within their calendar to take care of themselves, one example
being time for meditation as earlier mentioned or, as TMB explained, exercising. Meaning that
doing something other than work is helpful. TMA talks about producing music and explains
that:

“Yes, for me, it is the music that I come back to and then I compose a little bit. Then you
package everything that has happened in three minutes in a song, and that is really how it is.
That is in some way my way of lowering stress.”

TMB gives his/her ideas on how to calm down and talks about going for walks or exercising.
What they have in common is the mentality of disconnecting from work for a while in order to
be more resistant to negative stress. According to Neck et al. (2019), taking care of oneself and
using a fitness framework model described in their book helps to cope with stress, as mentioned
earlier. It is clear that all the actions the Top Managers take lead to positive stress management.

Moving on, the Top Managers feel engaged in their work and believe that what they do is
meaningful. They view challenges within their work as something positive and intriguing.
Being able to impact the organization with their decisions, develop, and build the organization
further keeps the engagement high. As mentioned by TMA: “That is absolutely the best with
having a managerial position, being able to test and change things.” Almost the same kind of
mentality can be found in TMB and can be shown by a quote from him/her:

“I do like to build stuff, to make a company reach new results and build companies. And also
foremost it is being able to develop people and work with people... So that is my engagement,
make people grow and see the change in their life.”

These statements from the Top Managers, regarding how they enjoy being able to control and
have the opportunity to affect their organizations can be connected to what Neck et al. (2019)
describe regarding self-control. They explain that humans have a tendency to want to be able
to control and determine what happens around us, and also make important decisions. This also
creates a feeling of purpose according to Neck et al. (2019). Based on these theories it becomes
clear why the Top Managers feel engaged in their work, since both are able to decide and control
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the majority of their work surrounding to a certain degree. Furthermore, TMB also mentions
that finding work meaningful and engaging comes easily. To start a week full of things that
have to be done is something that s/he looks forward to and see a full week as more of a
challenge, and it creates somewhat positive stress that increases his/her work engagement.

“Yes absolutely, to start of a week where I have a lot to do, I like that. I look forward to my
work weeks. So call it positive stress, that is something that creates drive... I think that [ am
pretty engaged in what I am doing, and I do not lack any engagement.”

The positive stress and positive mindset of the Top Managers can also be connected to what
Berta et al. (2018) talk about. They describe in their article that an individual’s ability to use
their physical, mental, and emotional wellness and apply it to tasks that have to be performed
at work is seen as work engagement. And this, in turn, helps create satisfaction and creates a
feeling of involvement, according to Robbins and Judge (2019).

It is possible to see that the Top Manager's self-leadership strategies help immensely to mitigate
stress and create a purpose. The self-leadership strategies used, such as fitness and meditation,
to name a few, contributes to stress mitigation (Neck et al. 2019). TMA explains that s/he only
feels stressed when performing tasks that s/he does not understand the purpose of. Having a
clear purpose is emphasized by Manz (1986) since this lead to greater intrinsic motivational
value. Having a purpose is also mentioned to be an important factor to self-leadership and, more
s0, self-control. A lack of purpose could lead to a lack of self-control, and a low level of self-
control could arguably lead to stress since it means that an individual does not have the
resources needed, or more specifically, the psychological resources. This can be connected to
theories from Woods et al. (2022), where they explain that psychological resources are related
to the motivational aspects of self-leadership. Furthermore, it is also mentioned that meditation
is a form of tool based on self-leadership. Meaning performing self-leadership strategies that
help in increasing one’s physical and mental health work as stress management. The aspect of
meditating as a stress management tool is also proved in an article by Harne et al. (2019), where
the authors explain that meditation has a positive effect on both physical and mental health.
Since the Top Managers have set aside time every day within their calendar to meditate and
take care of themselves, they are focusing on creating healthy behaviors. Creating a behavioral
change that is aligned with stress-mitigating actions contributes to positive and sustained stress
reduction according to Stanulewicz et al. (2019). This means that the stress-managing tools and
strategies that Harne et al. (2019) and Neck et al. (2019) talk about in combination with self-
leadership can be seen as stress management capabilities that help in creating sustainable stress
reduction and management.

Furthermore, it is also clear why the Top Managers feel engaged at work thanks to their role
and the possibilities to make decisions regarding their organization as well as regarding their
own tasks and work. Based on information from Robbins and Judge (2019), where it is shown
that when an individual gets to make their own decision, it leads to heightened work
engagement and a feeling of involvement. Berta et al. (2018) talk about how work engagement
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is based on the capability of individuals to express their cognitive, emotional, and physical well-
being toward task performance at work. This can be connected to the Top Managers who are
able to express themselves through work and make decisions that can develop the organization.
Meaning in them expressing their, for example, cognitive thoughts, they create a feeling of
work engagement. Based on theories from Neck et al. (2019), it is understandable that the Top
Managers feel engaged at work due to their high levels of self-control and self-purpose.

A summary can be made regarding the Top Manager's stress management and work
engagement capabilities in association with self-leadership. The Top Managers perform a wide
variety of stress-managing actions based on self-leadership strategies such as constructive
thought processes that help create a purpose and increase the feeling of self-control.
Furthermore, the time they spend taking care of themselves has been shown to mitigate stress,
which comes from exercising, meditation, and detaching from work when needed.

5.1.3 Organization

From an organizational viewpoint, the Top Managers describe that their organizations have a
clear vision that is communicated to everyone within the organization. TMB further explains
that the vision is followed and adapted by most of the employees, or as s/he said it:

“At least the majority to 80%. Then there is always someone that goes their own way even
though we talk about teams. Sometimes someone becomes too egoistic even though they
should not.”

Further, both organizations have education for their employees. However, within TMA’s
organization, the education is mostly for the employees working within a managerial role, and
no real focus is being put on educating the other employees. TMA explains the following
regarding education:

“For managers, there is a whole lot. Within our field, we have separate leadership days, like
every third month, for a whole day... Unfortunately, it sometimes stays within the managerial
group in some way... The head of department works very much every day just to schedule the

staffing, and it is not completely easy to fit in development in everyday work.”

TMA also explains that the organization, unfortunately, does not have any education that
focuses on the employee's well-being. TMB, on the other hand, explains that the organization
has different kinds of education for all of their employees and also promotes further
development for their employees. TMB’s organization also tries to help all of its employees to
find a balance between work and their well-being. During the interview, TMB said that:

“I advocated for, during the last conferences, that we have to take care of ourselves, ask for
help, do physical activities, try to think about food and nutrition, and also think and be
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careful with sleep. Because they are high performers and that means that you also have to
relax and rest... We talk about mindfulness and taking care of oneself”

Both TMA and TMB express that their organizations have education for and focus on their
employees within managerial positions. TMA and TMB feel that their organization promotes
development for them and for many of their employees, which can lead to an increase in their
own and their employee’s work engagement. However, TMA expresses that employees without
a managerial role do not get the same opportunities.

In conclusion, it is clear that the Top Managers have a vision for their organization that shines
through, according to them. It has been shown in an article that having an organizational vision
has a positive impact on employees' performance (Slatten, Mutonyi & Lien, 2021). It also
mentioned in the article that organizational vision helps the organization in becoming a more
attractive workplace. It has also been shown that a team can enhance its performance by
working toward a shared vision (Neck et al. 2019). It is further described that successful groups
share a common vision, and that is based on self-managing teams, which is part of self-
leadership. Connected to the Top Managerial position, it is shown that the vision helps in
increasing performance.

It is also clear that the organization tries to educate as many personnel as its resources can
handle. But in TMA’s case, it is limited to the managerial positions. When employees in an
organization experience that the organization acknowledges them and is focused on the
employee’s well-being, the employees become more attached to the organization (Lam, Liu &
Loi, 2016). This is the case for both TMA and TMB, which might lead to higher organizational
commitment and support. Further, according to Matsuo (2019), an organization that promotes
development can lead to an increase in its employee’s work engagement. It is shown that
education is organized and promoted in the managerial positions within both organizations. As
mentioned in 5.1.1 by TMA, the education consists of self-leadership strategies. S/he did not
specifically mention self-leadership, but more so explained some parts which could be linked
to self-leadership. One example is working with self-observation.
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5.1.4 Concluding Model of Top Managers
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Figure 3: A concluding model of Top Managers

How the Top Managers work with self-leadership and how it is organized on their level, as well
as the possibility of how their self-leadership helps manage stress, can be shown through a
theoretical model. The theoretical model is an application of the model (see Figure 1) to the
Top Managers. This is applied to interpret the generated data from the Top Managers. This
model further explains and shows how the Top Managers work with self-leadership as a
resource and, more specifically, what kinds of strategies that they do work with and which
strategies they do not work with. The data generated by the Top Managers in connection with
the model also shows how it is organized at their level.

Based on the data generated by the Top Managers in connection with theories from Neck et al.
(2019), it is shown that the Top Managers perform strategies from each of the behavior-focused
strategies, cognitive thought patterns, and natural rewards. It is clear that the Top Managers use
self-observation knowingly to decrease unwanted behavior and increase positive behaviors.
Meaning that they do not only focus on their negative behaviors but also their positive
behaviors. Setting goals was also shown to be important to the Top Managers, and both did it
to a large extent and within many parts of life. Not only professional goals for work. When it
comes to the last behavior-focused strategy that was analyzed, the importance of self-rewards
was well known to both Top Managers as to how it affects one’s performance. Furthermore,
when looking at self-talk, an important note to their way of talking with themselves is that they
do not perform self-punishment at all. Their way of using self-talk is to create a positive and
constructive mindset which helps build self-esteem, instead of self-punishment that creates self-
doubt. Natural rewards were shown to exist for both Top Managers since both enjoy and have
passion for their job and inherently enjoy many aspects of what they do. These strategies are
shown to be organized at the Top Manager's hierarchical level based on the generated data. It
is organized through systems and processes that help the managers work with their self-
leadership. This implies that the resource of self-leadership is being captured, and it can be
turned into an advantage and used further in capabilities.
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The model above shows how the mentioned self-leadership strategies can be viewed as
organized through the VRIO model. The arrows pointing toward the VRIO triangle shows what
kind of strategies are organized at the Top Managerial level and, in turn, how this leads to stress
management capabilities. Based on the data, it was shown that at the Top Managerial level,
self-leadership as a resource and its strategies were indeed organized at the Top Managerial
level, which also can be argued to affect the Top Manager's stress management capabilities
since the Top Managers did not feel stressed at all. Based on the theories connected to the data
from the Top Managers, it became clear that their way of shaping, thinking, and creating a
positive and constructive mindset is important to how they manage stress.

5.2 Middle Managers

In the following section, the Middle Manager’s behaviors and experiences are analyzed in
connection with different self-leadership strategies. The analysis is based on self-observation,
self-goal-setting, self-reward, self-punishment, and self-talk, but also from the perspective of
their how they perceive well-being, feedback, and time management. This is followed by an
analysis of how they use the capabilities of stress management and work engagement and,
lastly, a short analysis regarding how and if self-leadership is organized.

5.2.1 Self-leadership

Self-observation is used occasionally by Middle Manager A (MMA) and Middle Manager B
(MMB). Still, it is not the main focus of either of their self-leadership strategies. MMA states
that s/he is self-critical and might be too hard on him-/herself. S/he also explains that the
reflection of behavior is a development throughout life by stating: “But I also think that the
older you get, the more aware you get of your own weaknesses and flaws.” Further, MMA
explains that behavior needs to be adapted to specific situations since different groups
appreciate different leadership styles. MMB says that s/he reflects and analyzes her/his behavior
from time to time. One example is when a meeting does not go as planned, in which s/he reflects
on how the behavior could have been different. However, MMB does not analyze negative
behavior too profoundly since it is not a natural behavior to him/her. MMB says that s/he knows
about her/his strengths and weaknesses but do not analyze them too much, but is aware of them.
One strength that MMB highlights is the ability to handle many people and different
personalities. MMB believes it is important not to dwell, specifically on the weaknesses,
because it will make a person feel weaker than what they have to feel, and believe that it might
also lower one’s self-esteem. Both MMA and MMB express that they are aware of their
strengths and weaknesses, which according to MMA, also develops when a person gets older.
This shows that Middle Managers have achieved the aim of behavior-focused strategies since
these strategies aim includes increasing self-awareness to create a desirable behavior (Neck,
Manz & Houghton, 2019). Further, MMA focuses more on negative behaviors, while MMB
finds it necessary not to focus too much on weaknesses. Self-observation can help identify and
reduce unwanted behavior, as stated by Neck, Manz, and Houghton (2019). However, when it
transitions to self-criticism, as MMA describes, it increases the risk for long-term issues such
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as depression (Ehret, Joormann & Berking, 2015). In conclusion, Middle Managers use some
self-observational strategies as part of self-leadership. However, it is clear that they do not use
it often. It is also shown that both Middle Managers could benefit from analyzing both strengths
and weaknesses more. This should also be done in a constructive manner, and try not to only
focus on flaws and weaknesses.

The usage of self-goal-setting differentiates between MMA and MMB. MMA expresses that
s/he does not intentionally set up personal goals, but s/he does set goals for the organization.
The lack of self-goal-setting is because s/he does not feel the ambition to evolve careerwise.
S/he states: “I already have a fantastic fun job, so why should I change?*. MMB, on the other
hand, expresses that setting goals is important. The goals are mostly of work character and help
in planning the months and following up on how the sales are going so that one does not fall
behind. The goals that MMB sets are mostly the same every month. The primary goals for
MMB are to feel good and not to feel stressed, which s/he explains leads to a good performance.
One thing that motivates Middle Manager B to keep pursuing her/his goals is the salary, which
is clear when s/he states:

“When you come from a job where you earn 18.000kr per month and instead get 50.000kr per
month, then you want to keep it. You get used to it quickly, the motivation is simply the
paycheck, and that one can get a better quality of life.”.

MMB is more ambitious careerwise than MMA expresses him-/herself to be, which can be the
reason for their different self-goal-settings. These views on self-goal-settings correspond with
Neck, Manz, and Houghton (2019), who states that a person without clear goals can be less
motivated. MMA is mainly focused on the organization’s goals, which match his/her
engagement with the employees at the organization. When focusing on self-goal-setting, MMA
without clear goals for him-/herself do not feel the ambition to develop careerwise, and MMB
with clear goals are highly motivated for her/his personal development. As shown, Middle
Managers are somewhat different in how they use self-goal-setting since MMA focuses on
organizational goals and MMB focuses on his/her own goals. It could be argued that the
organizational goals that MMA set can be seen as a self-set-goal since it is his/her organization
that will develop, and indirectly works as a personal goal. However, Middle Manager’s goal
setting is mostly made in a professional setting, meaning based on work.

Both Middle Managers express the importance of rewarding successful performances, and
therefore, they both work with self-reward. MMA like to reward both him-/herself and others
when they have had a successful performance. MMA says that the organization is good at
celebrating, often by having some coffee breaks together. It is explained that s/he often tells
new employees: “You will not become skinny by working here, because we are good at
celebrating our successes”. One example of self-rewards for MMA is that s/he always buys a
lottery ticket when hiring someone. MMA also expresses that s/he enjoys her/his free time by
saying: “Then I can think it is nice when the Friday arrives since I am pretty exhausted, and
then I rather lay on the couch, maybe with a glass of wine, but then I enjoy the weekend.” MMB
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explains that after a successful accomplishment at work, one should treat oneself with
something and take care of oneself and that it is something that a lot of people forget. MMB
also mentions that one benefit of working in sales and that specific organization is flexibility
and that s/he can treat him-/herself with a day off, for example. This helps so that one does not
have to think about work all the time. One example of this is explained: “It was like yesterday
when I took an order of 20.000kr during the morning, and after that, I went home to build a
greenhouse.”. Both Middle Managers describe how they care for themselves and reward
themselves extra after a successful performance. MMA'’s lottery tickets and MMB’s day off
describe a type of what Neck and Houghton (2006) describe as self-rewards. One type is
intangible or simple rewards (Neck & Houghton, 2006), which are practiced by Middle
Managers when they take care of themselves. Another type is concrete rewards (Neck &
Houghton, 2006), such as MMA’s lottery ticket or MMB’s time off work. It is clear that both
Middle Managers are actively working with self-rewards and understand the importance of
using it.

Considering self-punishment, no Middle Manager expressed that they used this strategy in a
negative way. However, MMA state that: “I am very self-critical.” Which could have negative
impacts if taken too far. MMB, on the other hand, explains that s/he is self-critical occasionally,
but not in a way that is harmful. When MMB is self-critical, s’he reminds him-/herself that: “/
think that I do a pretty good job. But then it might not always work. But I usually reason that
everything goes up and down”. None of the Middle Managers purposely use self-punishment,
which is positive since it is stated not to be effective in controlling behavior (Neck, Manz &
Houghton, 2019). However, they both express that they can be self-critical. Self-punishing can
be favorable to a certain extent, but too much self-punishment can lead to, among other, self-
criticism. This is not preferable since it might harm more than it helps (Manz & Sims, 2001).
MMA state that s/he is very self-critical, while MMB state that s/he is self-critical but not to a
harmful extent. Thus, MMB might favorably use self-punishment, while MMA has used it to
the extent where it transitions to harmful self-criticism. As previously mentioned, self-criticism
can be harmful and lead to long-term issues such as depression (Ehret, Joormann & Berking,
2015). This self-criticism can also create lower motivation and creativity in an individual and
lead to lower work engagement (Neck, Manz & Houghton, 2019). This is, however, not the
case for MMA or MMB since they both express a high level of work engagement. To conclude,
the Middle Managers are self-critical to some extent, but according to themselves, it is not in a
harmful way. It can be argued that their use of the wording of being “self-critical” might be
more in line with being self-observational and correcting one's behavior accordingly, rather
than talking down themselves and using self-criticism as a self-punishing strategy to make them
feel bad.

MMA and MMB practice self-talk. Self-talk was a strategy that MMA used more before s/he
hired an assistant. Now, s/he talks more with the assistant when discussions occur than s/he did
before. However, MMA still uses self-talk and explains that her/his self-talk especially occurs
when making tough decisions:
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“No, but in a way, you probably always do that, and it's about weighing wins against losses
sometimes, what is the best choice to make in this situation, and if you are faced with really
difficult things then there will be some sleepless nights.”

MMB state that reflections and analyses often occur in the form of self-talk. It also happens that
the self-talk is of motivational nature, not very often, but it usually happens when MMB has a
bad day in order to increase the good mood. Some examples from Middle Manager B are: “/
am going to turn this shit!” and “I was damn good yesterday. Let’s have one day like that
again!” When describing the need for self-talk during stressful days, MMB says:

“It is when you feel like you need to give yourself that little boost. If it goes well then you do
not need to boost yourself, then it will just work by itself”.

Thus, according to MMB, s/he is more prone to use self-talk during stressful days when s/he
feels the need for extra motivation. MMB also believes that when s/he has a great day, the need
for motivation is lower. MMA mainly practices it when decisions need to be made, while MMB
practices it to reflect and analyze and also to increase motivation, especially during stressful
days. This type of self-talk makes individuals happy and energized and helps with self-
confidence (Neck, Manz & Houghton, 2019). Both Middle Managers express that they are
happy and engaged in their work, which their positive self-talk can contribute to. Consistent
with what MMB explained about motivation, it is stated by Amado et al. (2019) that self-talk
can increase an individual’s motivation. Thus, it is consistent with what MMB stated about
motivational self-talk. Since self-talk can increase motivation (Amado et al., 2019), it can be
more necessary during stressful days when the motivation level might be low than during good
days when the motivation is not lacking. It is shown, based on the generated data, that the
Middle Managers perform self-talk occasionally but mostly during stressful or rough situations.
This is in order to stay focused and not let negativity take over.

MMA did not mention specific methods to increase well-being, but s/he mentioned that it is
relaxing to get home on a Friday, take a glass of wine, and have the weekend off work.
However, MMB believes that exercising is important in order to feel good at work, and how a
person takes care of themselves is aligned with job performance. Regarding exercise, MMB
says: “I could handle more if I kind of work out so that you get those famous endorphins and
that bit.” Furthermore, MMB also believes that if one is having a bad day, and the organization
allows it, it is beneficial to take one day off and focus on one’s well-being. Both Middle
Managers express the importance of rest and taking time off, which is also validated by Nishi
et al. (2017), who state that sufficient sleep and rest can have positive impacts on work
engagement. MMB also raises the importance of exercise, which can lead to greater job
performance, which is another lifestyle aspect that can have positive impacts on work
engagement, according to Nishi et al. (2017). In conclusion, based on the generated data from
the Middle Managers connected with the theories mentioned, it is clear that the Middle
Managers have some strategies to increase well-being. Some strategies that come from self-
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leadership can be connected to self-rewards and the fitness framework mentioned by Neck et
al. (2019).

Regarding feedback, MMA expressed that s/he feels comfortable giving and receiving feedback
but noted that s/he had practiced it. MMA explains that feedback is necessary to get the
affirmation that a task has been performed successfully. MMA also highlights the importance
of having a culture that allows the employees to ask for help and feedback. When explaining
the importance of feedback, it is said by MMA that:

“All people must be allowed to excel. You don't have to do it every day, but you have to have
moments at work where you feel "now, here I got to shine." Both feeling seen and feeling that
you have accomplished something. That you got to work with things that you master and do

’

perhaps better than others.”.

Feedback is something that MMB listens carefully to and reflects on for a while because s/he
believes that feedback can help one grow as a person. However, MMB is not actively asking or
looking for feedback from others. S/he explains:

“I have learned that in the end you are always on your own and only you can handle and cope
with different situations. In the end, you always end up there.”.

Further, both Middle Managers listen to others' feedback and believe that this is necessary to
reflect on their behaviors, and MMB states that it can help personal development. MMA
expresses that feedback is essential to get affirmation and the feeling of accomplishment. This
feedback described by MMA is positive feedback, which is essential for the feedback to lead to
a positive outcome (Manz & Sims, 2001). A person that receives positive feedback gets a
feeling of safety and acceptance from the person that gives it. Positive feedback can also
significantly impact the person’s self-esteem (Qiestad & Tragardh, 2005). It is appearant that
both Middle Managers welcome and work with feedback in order to develop themselves further
as well as give feedback to help in developing others.

The Middle Managers differ in their time management. MMA expresses that s/he is aware of
her/his weakness in time management. S/he says: “But I often want a little more than the hours
I have allowed.” MMB works more with time management and uses her/his phone calendar to
put in all the upcoming meetings, and also uses a mental list or plan about what s/he is supposed
to get done during the day. MMB expresses that the calendar is a complement to the mental
lists and plans by expressing: “I have a pretty good memory, but you can't have everything in
your head, but I always have a plan, and for the most part, it holds up.” What MMB describes
with her/his calendar and lists of tasks to complete are reminders, a behavior-focused strategy
in self-leadership. These reminders remind the person what tasks need to be completed, but they
can also make the person feel like s/he has accomplished something when s/he can check
something off the list (Neck, Manz & Houghton, 2019). In conclusion, it can be argued that the
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Middle Managers do have some time management strategies. However, their time management
strategies can be seen as lackluster based on data generated from firstly MMA, where s/he
explains that it is one of his/her weaknesses, and also from MMB, who uses a mental list that
might not be considered a reliable source all the time.

Based on the data generated by the Middle Managers, it is shown that they work with self-
leadership strategies that are connected to what Neck et al. (2019) explains. However, they do
not work with all the strategies that are being analyzed. For example, when it comes to behavior
focused strategies, they do not seem to perform self-observation. They do work with self-goal-
setting and self-rewards, on the other hand. Which also are behavior-focused strategies. These
behavior-focused strategies help keep individuals on the right track and focused (Neck et al.
2019). Even though they do not work with self-observation, the other behavioral-focused
strategies can arguably help them accomplish work tasks anyway. This can be connected to
what Neck and Houghton (2006) describe, that using behavioral-focused strategies will help in
successfully completing unpleasant tasks. Meaning, that even though their job can be
demanding, since they have a managerial position, they still manage to stay focused partly due
to their behavior-focused self-leadership strategies. One analysis that can be made is that both
Middle Manages are satisfied with their position, which can be one reason why they do not
focus on self-observation that much. According to research from Ross (2014), it is challenging
to change behaviors to meet new standards. Meaning that if the Middle Managers are satisfied
with their work, that might be one reason not to self-observe. Furthermore, Manz and Sims
(referred in Neck & Houghton, 2006) explain that the most effective self-managing work teams
are those that engage in self-leadership strategies such as self-goal-setting and self-reward. This,
in association with the Middle Managers, creates understanding regarding how they work with
their teams. It is arguably why the Middle Managers focus on organizational goals to the extent
that they do.

Regarding constructive thought patterns, the Middle Managers are shown to work with self-talk
both in a constructive way but also sometimes tend to lean toward self-punishment and self-
criticism. The Middle Managers generally do not seem to be affected by the self-criticism.
According to Manz and Sims (2001), excessive use of self-criticism can be harmful.
Furthermore, according to Ross (2014), working with constructive thought patterns such as self-
talk helps change one’s self-esteem. This is by actively working with the strategies and using
one’s thoughts to move the individual's mind. This can be connected to how MMB works with
self-talk, where s/he motivates him-/herself through pep-talk. The feedback one works with
when using constructive thought patterns such as self-talk and self-punishment work as self-
regulatory, which often have a positive effect on evaluating thoughts when used in a positive
manner (Neck & Houghton, 2006). The Middle Managers work with self-punishment,
according to them, in a more constructive way. Another way the Middle Managers work with
self-talk is through self-regulation when they feel stressed. This in order to motivate themselves
during tough days. This can be connected to what Neck et al. (2019) write regarding how self-
talk can change an individual's mood and make them feel energized, motivated, and focused
instead.
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Both Middle Managers value time off work to relax and recuperate before taking on a new work
shift. This can be connected to theories from Nishi et al. (2017), who state that sleep and rest
positively impact work performance. The Middle Managers more so work with rest and
relaxation while they have time for work. This could arguably be one further reason as to why
they feel energized at work, as connected to earlier mentioned self-talk, which was discussed
by Neck et al. (2019).

To summarize how the Middle Managers work with self-leadership, it is shown that they work
with different strategies within the behavioral-focused strategies and constructive thought
patterns. However, Natural rewards were not really found in the data, but it does not exclude
them from existing rather, it might be due to the author's interpretation of the data. The Middle
Manager's strong self-goal-setting and work with self-reward strategies are shown to be applied
to the organization from their perspective. Meaning that the Middle Managers focus and think
about these strategies in an organizational context. This is arguably something good to enhance
the performance of the group they are leading. Constructive thought processes help the Middle
Managers cope with stress when it does occur, and self-talk and self-punishment are being used
as self-regulatory strategies to energize, motivate and create focus.

5.2.2 Stress management and work engagement

None of the Middle Managers are usually stressed. MMA state that s/he does not usually feel
stressed. If s/he feels stressed, it is more likely due to her/his personal life than professional.
When MMA occasionally feels stressed in a work situation, an essential factor for him/her to
consider is that everything will be okay and that stressing will not help the situation. S/he says:

“No, but I've probably always had the basic attitude that it doesn't help to stress yourself out.
1t just becomes more work. You make crappy decisions and.. no, but you have to try to keep
your head, and you can only do one thing at a time”

Further, MMA describes him-/herself as someone who needs to be in control over conditions
and therefore enjoys, for example, always having her/his e-mail close to see what problems
occur as a way to minimize stress. They also have an assistant that the employees can turn to
first and help them get overall structure in their everyday life.

MMB explains that s/he feels stressed very seldom and that when stress does occur, s/he uses
previous experiences as a starting point. S/he explains:

“I usually deal with stress in such a way that you think back to how it has been in the past
when you have felt stressed and how you have solved it then. In short. That you have seen that
it has been solved before, that you rely on old experiences”
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Another factor mentioned by MMB was that s/he lost a close relative earlier in life, and that has
led to him/her being able to handle stressful situations better and also talk about her/his feelings
to mitigate stress. MMB also mentions that many situations are not so stressful and/or heavy to
push through when it is compared to other things in life.

When stressful situations occur, both Middle Managers have a similar mindset of not spending
their energy on stress. This connects to the statement by Stiller (2022) that practical actions,
such as mindfulness thinking, can lower stress levels. As for stress management, MMA prefers
to be in control and always know what is happening. MMB manages stress by looking back at
similar situations in previous experiences and applying a similar solution. Neither Middle
Managers try to manage their stress by using motivation but create habits that, according to
Stiller (2022), are more efficient. These habits, such as MMA’s control and MMB’s previous
experiences, are stress management techniques that they now get impulses to use when they are
exposed to the cue, which is stress (Stiller, 2022). It is shown that both Middle Managers work
well and handle the feeling of stress if it does occur. Both use self-leadership strategies in order
to cope with stress or mitigate the possibility of stress appearing in their lives. Their mental
attitude towards stressful situations shows it, and how they talk to themselves during these
moments helps to keep a positive mindset.

Further, both Middle Managers express that they experience high work engagement. MMA
expresses that s/he is engaged in her/his work, especially engaged in her/his coworkers.
Regarding the work engagement, s/he states: “Yes, the family would say too much. My children
usually say that you have like two families, the work family and then there is us”. MMA explains
that feeling engaged and contributing to society always have been motivational factors for
him/her. The main focus of her/his work is the coworkers since s/he is very empathetic. MMA’s
work engagement is evident in her/his statement that s/he looks forward to working every week.
MMA also states to be driven by the opportunity for development, which is clear in her/his
statement:

“The commitment seems never to end because there is always something more that can be
done better. Both me as a leader but also like the business and my employees, where it's like
some kind of switch game where you feel that you're working towards the same goal”.

MMB feels very engaged in her/his work and loves to help people, whether it be customers or
co-workers. A lot of the engagement comes from being able to help others, but MMB has also
had the opportunity to help in bringing forth and developing new products for the company,
which s/he explains has increased her/his work engagement. Something else that increases work
engagement, according to MMB, is exercising. Lastly, MMB also describes that having great
co-workers that listen and contribute to a good organizational culture is important.

Both MMA and MMB explain that their work engagement increases by helping other people
and contributing to the organization in different ways. MMB also states that s/he increases work
engagement by exercising due to these endorphins. Berta et al. (2018) state that work-

51



engagement is connected to mental, physical, and emotional wellness, and MMB’s example of
exercising can lead to physical and perhaps mental wellness.

Based on the data generated from the interviews with the Middle Managers, it is clear that the
Middle Managers handle stress well and mostly so by using cognitive thought patterns as part
of a self-leadership strategy. This is because they mainly focus on the mental aspect of handling
stress and help create a positive mental state. Mindfulness thinking has been shown to lower
stress levels (Stiller, 2022). This can be connected to how the Middle Managers work with self-
talk and constructive thought patterns mitigate the effect of stress. Furthermore, it is shown that
the Middle Managers usually put the stressful situation in context to their previous experiences
in order to lower the feeling of stress from the occurring situation. This strategy can be analyzed
in association with what Harari et al. (2021) describe regarding the importance of working with
imagination and choice of thought to effectively use constructive thought patterns, and also that
one individual can transform a visual experience into a cognitive model that can guide an
individual’s actions. This arguably implies that when the Middle Managers see or experience a
stressful situation, they can take that cognitive thought and put it into another context to lower
their feeling of stress and guide their actions away from the stressor.

It is also clear, when looking at work engagement, that the Middle Managers feel engaged. Both
state that their engagement increases by helping people, which can be connected to mental and
emotional wellness (Berta et al. 2018). This can be argued to be one of the important driving
factors within their job and could also be one reason to why they have the position that they do
within the organization. Further, Ryan and Deci (2017) explain that people can get personal
satisfaction from performing jobs that give them meaning and a sense of purpose and
fulfillment. This is what both Middle Managers explain that they get self-fulfillment and
meaning from helping others in their work. This could also be linked to theories from Neck et
al. (2019), where they explain that self-leadership is needed in teams as well, and that each
individual needs to work with their self-leadership in order to lead a team. This helps in finding
the importance of the Middle Manager's role since they work with self-leadership to create
engagement within their team. Lastly, as mentioned by Robbins and Judge (2019) regarding the
fact that when an individual gets to make their own decisions, it leads to increased work
engagement, this could also be one reason why the Middle Managers feel engaged at work,
since they are in the position to make some decisions on their own.

To summarize the interpretations from the Middle Manager’s data regarding stress management
and work engagement in association with self-leadership. The Middle Managers mainly work
with constructive thought patterns to lower or mitigate stress. Meaning that they use self-
leadership as a resource to create stress management capabilities. When it comes to work
engagement, it was not entirely shown as to how they personally use self-leadership to increase
work engagement for their own sake. However, it could be argued when looking at increasing
work engagement for the team as a whole.
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5.2.3 Organization

Considering the organization, MMA states that her/his organization has a clear vision that is
experienced to be followed by every employee. MMA state that every person in the healthcare
industry wants to follow their vision of healthcare, and therefore it is followed by all. MMA
explains that the focus on employee well-being in the organization is being researched and
developed, but no current initiatives exist. Considering the organizational encouragement to
develop, it is stated by MMA:

“As an employee, you need to be a little active in what [ myself need to stock up on. It
becomes an almost impossible project to try and keep track of. Cause there are plenty of
educations in all possible areas”

MMB explains that the organization has the vision to become an industry leader and has some
keywords that everyone should and is following for the most part. S/he explains that the vision
is followed by the leader and management team thoroughly, but s/he is not entirely sure about
the other employees. MMB explains that the organization has a three-step education where
subjects such as selling, psychology, and taking care of yourself are part of the education.
Further, MMB explains that education is vital because if employees can not care for themselves,
they cannot sell. When promoting development and education, leaders within the organization
are good at asking the employees about their goals and how they can help them reach them.
However, it is explained by MMB that the leaders within the organization never force anyone
to do something they do not want to but rather just explain the possibilities and opportunities
that exist. MMB gives an example:

“We have that in our notes so that you always have the possibility to lift that person towards
their goals and what they want to achieve and do. So that you take advantage of everyone’s
qualities.”

MMA and MMB explain that their organizations have clear visions, which most employees
follow. MMA explains that her/his organization currently has a somewhat limited opportunity
for education and development, while MMB state that her/his organization encourages
education and development. It is stated by Jehanzeb (2020) that organizational support and
development programs increase organizational commitment and work engagement. Therefore,
it can be profitable for organizations to focus on education and development for their
employees, as MMB state that they do.

In conclusion, regarding how the organization works according to the Middle Managers,
compared to the theories mentioned, it is shown that they have about the same perspective as
the Top Managers. Whittington et al. (2020) explain that a clear vision increases enthusiasm,
commitment, and performance. Thus, since both Middle Managers state that they have clear
visions, this could impact their employees' enthusiasm, commitment, and performance when
they know which vision they are working towards. Meaning, a clear vision, but when it comes
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to education, the possibilities are limited within MMA’s organization for Non-managerial
employees, but more possibilities exist within MMB’s organization. To systematically attempt
to apply self-leadership methods and education to organizations is still in the development
phase (Neck et al. 2019). However, Neck et al. (2019) further explain that it has been shown
that some industries have worked better when trying to apply self-leadership methods, one
being for salespeople. This piece of information is interesting and creates a deeper
understanding of why there might be a difference in the extent to which the organizations
contribute with education towards lower-level employees. Since it is also shown in theories that
systematically applying self-leadership in organizations is not fully developed, it makes it clear
why both organizations only have education containing self-leadership strategies within
managerial positions.

5.2.4 Concluding model of Middle Managers

Self-observation

Self-goal-setting

Sell reward

Behavior focused

Self-Leadership
Resource

Cognitive thought
patterns

Stress managemenl
capabxllles
Natural rewards ]——-{ Appealing tasks ]

Middle Management level

Figure 4: A concluding model of Middle Managers

Based on the generated data from the Middle Managers, a model can be drawn based on the
original theoretical model (see 3.4). The model based on the Middle Managers helps explain
and show how self-leadership as a resource is organized and used at their hierarchical level. As
pictured in the model and shown in the data, the Middle Managers do not usually perform self-
observation, which impacts their capability to change and adapt behavior to different situations.
It can be argued that they stick with their behavior and just go with their inherent reaction in
different situations just because it has worked before and that they do not really feel the need
to self-observe. Self-goal-setting is something that both Middle Managers do work with. One
interesting piece of data that was generated from the interviews was that the goals are somewhat
split between personal goals and organizational goals. Meaning that the goals the Middle
Managers spoke about were not solely for personal purposes. The use of self-goal-setting was
shown to be enforced by organizational help from, for example, education. Self-reward is also
shown to be important for both of the Middle Managers and based on the interviews, it is also
organized. Both Middle Managers spoke about how their organizations promote self-rewards.
Self-talk was something that the Middle Managers worked with. To some extent, the self-talk
also turned into self-criticism, but in their case, it could be argued to have a more self-correcting
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function rather than being destructive self-punishment. When it comes to natural rewards, the
Middle Managers did not show any specific signs of working with that part of self-leadership
strategies, as also shown in the model.

In conclusion, based on the model, the theories, and the data from the interviews, it is shown
that the Middle Managers work with some self-leadership strategies but are deficient in some
parts. More specifically, they are deficient in self-observation and natural rewards. However,
the strategies that they do work with can be seen as organized through the VRIO model. Self-
leadership as a resource is shown to be organized at the Middle Management level, and can be
argued to affect the Middle Manager's stress management capabilities. This can also be argued
to be one reason why the Middle Managers rarely feel stressed based on the previously
mentioned theories.

5.3 Non-managerial employees

In the following section, the Non-managerial Employee’s behaviors and experiences are
analyzed in connection with different self-leadership strategies. The analysis is based on self-
observation, self-goal-setting, self-reward, self-punishment, and self-talk, but also from the
perspective of their how they perceive well-being, feedback, and time management. This is
followed by an analysis of how they use the capabilities of stress management and work
engagement and, lastly, a short analysis regarding how and if self-leadership is organized.

5.3.1 Self-leadership

Non-Managerial Employee A (NMEA) and Non-Managerial Employee B (NMEB) show
differences in how often they perform self-observation. NMEA does not observe his/her own
behavior often, while NMEB does it after almost every meeting they have, which is most of the
time daily. NMEB explains that: “When it goes well, one does that. After every meeting that
goes well, I do that.” Furthermore, NMEA only reflects on his/her behavior after stressful
situations and mostly negative behavior. NMEA states that:

“When you get into stressful situations because then you don’t care so much about how you
act towards other people, except that’s something that you realize afterward and then starts
to reflect like: I might have been a little too honest and rough against this colleague.”

And when asked the follow-up question if s/he would say that s/he focuses more on the negative
behavior, s/he answered: “Yeah, I think so. The first thing you think about that is what one
could have done better. Definitely!” Whereas NMEB describes that s/he reflects mostly on
his/her positive behavior if s/he has done something good to bring with him/her in the future.
Two examples that NMEB gives is when s/he says: “I think this went well, and that might be
something I should bring with me next time.” but there is also a statement that goes more into
detail on how NMEB thinks regarding observing his/her own behavior:
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“I can sit and think afterward like: this went bad, and why did it do that? and then I think
about that at the next place. Or I think that this went well and maybe I should bring that with
me till the next time. It could be that you make a great argument and propose it in a special
way or that you treat the customer in a special way in the beginning or during the close. I
reflect on that.”

Even though NMEA focuses mostly on negative behavior and NMEB focuses on both the
positive and some negative, they both use self-observation by identifying behavior that needs
to be increased or reduced. NMEA also analyzes in which context the behavior was performed,
which was in stressful situations, which can be connected to the book written by Neck et al.
(2019), where they talk about observing behaviors in order to get knowledge about which
behaviors to reduce or increase. NMEA, which focuses on unwanted behaviors, will also be
more effective after reducing them (Neck et al., 2019). To conclude, the Non-managerial
employee's self-observation usage based on the theories shows that they do reflect on their
behavior and try to adapt their behaviors in accordance with the preferred behaviors that they
want to create. It is, however, shown that NMEA could benefit from reducing their negative
behaviors and start analyzing their positive behaviors as well to strengthen them.

When it comes to goal setting, both the Non-managerial employees set and reflect on their
goals, add new goals, and follow up on their goals. NMEA says the following: “I set goals
continuously all the time, and like revise them as time goes, and feel how it can be changed.”
NMEB describes even further what kind of strategies s/he uses in order to stay on track with
notes, follow up every day, and adapt his/her goals accordingly to the timeframe. NMEB also
explains more in detail what type of goals s/he has which is explained by him/her in the
following way:

“I have a note in my car and there I have my goal written, and then I have also calculated
how much I would have to sell for every day in order to take a vacation on the day that 1
want. After that, I check every day, and every day I achieve the goal, I put a checkmark over
ir.”

Furthermore, NMEB also has a note with goals from four different aspects that s’he wants to
think about throughout the day in order to stay motivated. NMEB explains that some of those
goals can be to be happy and stay positive. S/he also has a motivational quote, and s/he says:
“I also have a section where it says: you know how to sell. Just to like remind me that just
because something goes to shit, it does not mean that I do not know what I am doing.” NMEB
also explains that they usually look at successful people and what they have done to get
inspiration and set goals accordingly. According to Neck and Houghton (2006), using external
cues like lists, motivational screensavers and posters helps an individual stay focused on their
goals. Furthermore, they also explain that setting challenging goals as well as specific goals
further enhances the effectiveness of reaching a goal. Ross (2014) writes that setting too overly
ambitious goals will hurt the progress toward reaching one’s goals since achieving the goals is
highly unlikely to happen. Another article written by Nakanishi et al. (2019) shows a positive
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relationship between having a role model to follow and heightened self-regulation, which helps
in pursuing long-term goals. Meaning if an individual has a role model to follow and look up
to, it will aid them in the pursuit of their long-term goals. Having a role model can be connected
to what NMEB said about looking at what successful people do and, later on, trying to do the
same. Based on the articles and the data from the Non-managerial employees, it is found that
both of the Non-managerial employees set goals that they reflect upon and change over time if
needed. This shows that they use self-goal-setting as part of a self-leadership strategy.

Moving on to self-rewards. NMEA enjoys the emergent situations from which they explain to
get an adrenalin rush, which gets them happy and satisfied after a successful situation.
Regarding rewards, NMEA says the following:

“I think I celebrate more when it has been a rough day, a really tough pass at work, or a
tough period. Then I just think: tonight I will get Foodora. It is more those periods that I
celebrate. Like I deserve this now because I’ve managed to get through this shit.”

NMERB uses self-rewards more after successful achievements. S/he mentions the importance of
patting oneself on the back when one has done something good. S/he explains some specific
things that s/he sometimes does:

“If I have done something good, I walk out to the car and put on a nice song, and drive to the

next place. Might call one of my colleagues and maybe give them some motivation so that you

help others with your energy... Or eat lunch out, maybe. Well, maybe not every day. Maybe a
cinnamon bun at Cirkle K, haha!”

As shown, giving oneself self-rewards is done by both of the Non-managerial employees but in
different ways. NMEA rewards him-/herself after a stressful and difficult day in comparison to
NMEB, who reward him-/herself after a successful day or activity. NMEA usually only
rewards him-/herself for takeout dinner and a relaxing evening, while NMEB has a wider
variety of rewards and also focuses on the mental aspect of “patting oneself on the back” to
increase the good mood. As previously mentioned, based on the article from Neck and
Houghton (2006), self-rewards can be something intangible or simple and does not always have
to be something grand. They describe that treating oneself to a special vacation at the end of a
tough task is one kind of self-reward, which can be connected to how NMEA works with self-
rewards, where s/he rewards him-/herself with take-out food after a rough day at work. Neck
and Houghton (2006) also mention that congratulating and rewarding oneself after important
accomplishments is also important. This goes more in line with NMEB, which uses self-rewards
more after positive situations or achievements. It is shown that NMEA self-rewards him-
/herself after hard and rough days or periods, while NMEB works more with positive
reinforcement after having done something good or a positive situation. This shows that they
use self-rewards as a self-leadership strategy, though in various amounts depending on which
of the Non-managerial employees one analyzes.
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The Non-managerial employees are rather self-critical, and NMEB mentions that s/he
sometimes can be too self-punishing according to him-/herself. When asked if NMEB had a
specific situation that s/he could give as an example, s/he said: “Yes, there are for sure
situations like that, but I can’t come up with an exact example. But there are absolutely
situations where I have exaggerated a little bit.” NMEA, however, does not specifically
mention that s/he has been too self-punishing. According to NMEA, s/he sees it more as being
self-critical than punishing. S/he describes it like this:

“I mean, it must be within this that like, when you are a little bit self-critical and after that,
yvou discuss and reflect a little bit on your own. What could I have done differently and so

2

on.

Self-punishment or also self-correcting feedback should be framed or proposed in a positive
manner when examining or reflecting on one's failures. It can also be used in order to change
less favorable behavior and reshape the behaviors to a more desirable state (Manz & Sims,
2001). Manz and Sims (2001) also explain that being too self-punishing, such as self-criticism,
can have a negative impact on oneself and should, if possible, be avoided. In an older article,
Mahoney and Arnkoff (referred in Manz & Sims, 1980) explain that the use of self-punishment
needs to be used carefully due to its negative effects if used excessively. The consequences
need to be negative so that it mitigates bad behavior. However, if the consequences are
perceived as too negative or aversive, the behaviors will not change. Based on these theories
connected to the Non-managerial employee's use of self-punishment, it can be considered that
they are sometimes either too self-punishing, as NMEB, or getting close to being too self-
punishing, as in the situation of NMEA. Furthermore, based on these theories, their self-
punishing or self-criticizing behaviors could be one contributing factor to their feelings of
stress, which are discussed later on.

When looking at the use of self-talk from the Non-managerial employees, it becomes obvious
that both of them use self-talk. NMEA focused on explaining that his/her self-talk mostly came
from the previously mentioned self-criticism. Though NMEB’s answer when asked was:

“That is like reasoning with yourself, and that could be a thing like: why did it become like
this or not? That could be my dialog. And absolutely, I do that with everything, and very much
so, haha.”

However, there is a clear difference between NMEA and NMEB. When asked if NMEA also
motivates him-/herself when talking to him-/herself, s’he answered: “No! It is more like should
I do this thing or not.” In comparison, NMEB explains that s/he talks with him-/herself in a
more motivational way to improve his/her mood right before a meeting to get into the right state
of mind and increase charisma. NMEB gave one example and said: “Sometimes I also think:
Damn, I am the best. That I could also think so it things like that happen, haha, like: Damn, 1
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am so good!” Furthermore, NMEB also explains that s/he tries not to use self-talk in a negative
way. S/he explains it as: “I mean, if things have gone south today, then I can not sit tomorrow
and think: I went bad yesterday. Like you can not dwell on it.” However, when it comes to
stressful situations, none of the Non-managerial employees really listen to their own self-talk,
or their self-talk becomes confusing. The answer from NMEA, when asked about whether or
not they self-talk when stressed, was: “No, then I do not listen at all to those dialogs. Then it is
more like a straw, just focusing on the thing in front of me, more or less.” NMEB, on the other
side, explained that during stressful moments the amount of self-talk increases. During the
interview, s/he explained that:

“More, absolutely more. I think considerably more during stress like: what am I supposed to
donow la la la... And then I get like a lot of thoughts and ideas... it probably often gets
confusing.”

It is clear that NMEA does not have self-talk dialogs during stress, while NMEB has more but
not as constructive. Neck and Houghton (2006) say that negative and destructive self-talk
should be identified so that one can replace those negative dialogs with more positive self-talk.
This can be linked to both NMEA and NMEB. As previously mentioned, NMEA mainly
focuses his/her self-talk on self-criticism, meaning that according to Neck and Houghton
(2006), s/he should try to identify this kind of self-talk and should focus on trying to direct
his/her self-talk towards a more positive perspective. As previously mentioned, Butler says
(referred in Neck, Manz & Houghton, 2019) that negative self-talk can lead to self-doubt. The
self-criticism that NMEA focuses on may be destructive if used frequently. NMEB mostly uses
positive self-talk, but during stressful times, that changes and turns into confusing self-talk and
might even be overly self-critical if compared to what was previously mentioned about NMEB
being self-punishing. Which is a part of self-talk. This means that NMEB also could benefit
from what Neck and Houghton (2006) say about finding and realizing how one uses self-talk,
and trying to focus on creating a more structured positive self-talk even during stressful
situations. Another article from Stewart et al. (2010) explains that self-influencing strategies
like self-talk affects how intrinsically motivated an individual might feel toward their job.
Individuals that use self-talk are less dependent on external directions in order to function
optimally. This theory shows that NMEB’s positive self-talk could help him/her become and
stay more motivated in their job. In conclusion, it is shown that the Non-managerial employees
perform self-talk. However, both could benefit from identifying negative self-talk and trying to
redirect or reshape their self-talk to become more positive and increase work motivation,
according to the theories presented.

How the Non-managerial employees increase their well-being varies. NMEA mentions one
thing that s/he says increases her well-being, and s/he explains:

“I mean, I have more or less always been like that, but time alone, I think is my biggest so... |
realize that, like, when a lot is going on in my life, then I tend to like more and more, I like to
take a day at home.”
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NMEB use small notes with positive quotes that s/he has put on the dashboard inside their car
to help maintain the attitude and remind him/her of positive thinking. This attitude can be
applied to different situations and contexts, which increases enjoyment and make one feel
satisfied. Positive self-talk is another strategy that NMEB uses. During the interview, s/he
explained:

“It is partly motivational to get to where I want to be, and they are pretty simple things. think
about being happy, think positively during those days where I haven’t sold very much, or
when [ have a period where it does not go well. Or if I have had a meeting that I feel should

’

have gone better.’

It is shown that the Non-managerial employees use some strategies and tools to create well-
being, although it can be argued that they use a limited amount. Meaning they could potentially
increase well-being even more by adding more strategies to their arsenal.

Both of the Non-managerial employees appreciate and have a positive attitude toward receiving
feedback. They view feedback as something that can increase personal development. Both of
the Non-managerial employees search for and appreciate feedback as long as the feedback is
constructive. As described by NMEA:

“I am both self-critical and an open-for-critique person in general. I appreciate it when
people can come to me directly and like say: yes, but think about this until the next time you
do something like this. So I see everything as a lesson.”

Almost the same perspective was proposed by NMEB when asked how s/he handled feedback.
And s/he answered:

“As long as no one beats you down, instead so that everything you get can be seen as a
potential point of improvement. That’s for sure something that I take with me. You obviously
want it to go well, so there are no problems to adopt.”

NMEB also mentions that s/he asks for feedback from time to time. However, none of the Non-
managerial employees give feedback very often. Feedback is important during a learning
process, according to Crossan et al. (1999). They also write that feedback helps when analyzing
behaviors that already has been learned and helps in renewing or changing behaviors to be more
advantageous. When a supervisor gives a sufficient amount of feedback to an employee, it can
empower and enhance the employee’s work (Maden-Eyiusta & Alparslan, 2022). This implies
that too much or too little feedback can have the opposite effect. Based on the data from the
Non-managerial employees connected to the theories regarding feedback, it shows that the
feedback they get is welcomed and most likely helps enhance and empower their core tasks at
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work. They also mentioned that as long as the feedback is given in a constructive and helpful
manner, they want to get it. This can be connected to what Maden-Eyiusta and Alparslan (2022)
said. In conclusion, both of the Non-managerial employees want to get feedback as long as it is
not too much or destructive since they see it as a learning potential.

Time management is something that both of the Non-managerial employees work with. There
is a difference in how they work with it, but the differences are mostly due to the different kinds
of tasks they are supposed to get done. But in general, they do the same things, for example,
planning ahead of time and preparing before their shift starts. NMEA gives one example and
says:

“That is one of the problems within the healthcare industry, that everything can change
within a second if a patient crashes or you get an emergency situation or something. So what
I am trying to do at the beginning of my work shift is to prepare as much as I possibly can.”

NMERB, on the other hand, describes more in detail how s/he works with his/her calendar and
written lists of tasks to perform. S/he gives a detailed explanation and says:

“No, but I have. What should I say, I have a plan for the day like: these are the meetings that
I have, these are the services I am supposed to do. I mean, this service might be close to this
meeting, so then I do it afterward... On my iPad or in my calendar, I have all the meetings
listed so that I can see them throughout the day, and then I also have marked them in brown.
Then I have blue squares, and those are the services that I need to do.”

As previously mentioned by Neck et al. (2019), setting up and using cues that act as reminders
is one way to become more efficient. This goes in line with how NMEB plans his/her daily
work to be time effective. When looking at how NMEA works, it can be connected to what
Neck et al. (2019) describe regarding self-efficacy and self-observation. Where self-observation
helps an individual in analyzing their behavior and change them according to the situation.
Since NMEA tries to prepare as much as possible and try to be adaptable to the rapidly changing
situation, his/her time management strategies originate more so from being able to change
behavior and focus rapidly if necessary. To conclude, the Non-managerial employees use some
strategies to be time efficient. There is a slight difference, as shown in the data, where NMEA
only focuses on time management by trying to prepare as much as possible before his/her shift.
While NMEB uses his/her calendar as physical cues to stay efficient. All in all, both use some
strategies, but it could be argued that there is room for improvement.

Based on the data generated from the Non-managerial employees connected with the theories
from the articles and books, it shows that they do use self-leadership strategies to a certain
extent. However, they also tend to lean towards more negative self-leadership strategies from
time to time. Starting off by analyzing behavior-focused strategies, which are supposed to help
individuals overcome obstacles and hardship according to Neck et al. (2019). It is shown that
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the Non-managerial employees indeed do work with self-observation, self-goal-setting, and
self-rewards. However, the way they use it is shown to be inconsistent and in a somewhat
unstructured way. Miiller and Niessen (2019) explain that the purpose of behavior-focused
strategies is to influence and lead individuals to control their own behavior. Compared to how
the Non-managerial employees use self-observation, it is shown that they do reflect on their
own behavior, but it is mostly the negative aspects of the behavior. Meaning they mainly focus
on changing negative behavior. As mentioned by Neck et al. (2019), focusing mainly on only
negative aspects can easily create self-doubt. It could be argued that the Non-managerial
employees would benefit from also analyzing their strengths both for the reason of increasing
their preferred behaviors and also to increase self-esteem. Behavior-focused strategies are
designed to have a positive effect on an individual's effectiveness (Neck & Houghton, 2006).
This can be linked to how the Non-managerial employees use self-goal-setting and self-
rewards. The Non-managerial employees explain that they set goals in order to learn and
develop, and it can be argued that using self-rewards enforces the positive behaviors that help
achieve goals, as mentioned by Neck et al. (2019). However, one important aspect when
analyzing the Non-managerial employees is that there is a difference in how and when they
work with self-rewards. NMEA only works with self-rewards after exhausting days or
situations, while NMEB self-rewards positive achievements as well. Theories from Neck et al.
(2019) can interpreted in a way that self-rewards come in different variations and, in
combination with self-talk, can create very different meanings. One example can be made when
analyzing NMEA who self-reward after a long exhausting day, but if combined with negative
self-talk, it could be argued to have the opposite effect. Meaning that one could instill self-
doubt and petty instead of becoming energized after a self-reward.

When it comes to constructive thought patterns, both of the Non-managerial employees apply
self-talk strategies. However, self-talk is, at best, used as a motivational strategy for them. Neck
and Houghton (2006) mention that self-talk could be used to evaluate and eliminate
dysfunctional beliefs. This was shown not to be the case when it came to the Non-managerial
employees. During stressful situations, it was shown that both completely lack self-talk or get
a more confused cognitive thought process. Meaning they did not use self-talk in a constructive
way when it came to stressful situations. Neck and Houghton (2006) also mention that self-
regulation is an essential part of why self-talk is being conducted. It can be argued that during
tough situations, the Non-managerial employees lose their self-regulatory capability.
Furthermore, when an individual uses self-punishment to an excessive amount, it becomes
harmful for the individual using it (Neck et al. 2019). The Non-managerial employees
sometimes tend to become too self-punishing in so that it leads to self-criticism. Research has
shown that self-criticism leads to individuals feeling less safe and content, and high levels of
self-criticism, in turn, could be related to individuals feeling stress and anxiety (Gilbert et al.
2008). It can be argued that the Non-managerial employees are contributing to stressing
themselves out due to their self-talk. Which in turn leads to worse performance.

It is also shown that they use a very limited amount of self-leadership strategies when it comes
to creating well-being. Once again, there are differences between the employees. NMEA mainly
increases well-being by spending time alone, which can be connected to theories from Nishi et
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al. (2017), which explain that relaxation is essential for increasing work performance. On the
other side is NMEB, which uses positive notes and positive self-talk. Both strategies are, as
previously mentioned by Neck et al. (2019), important to increase well-being and build self-
esteem. This can be analyzed further by looking at a study from Houghton and Jinkerson (2007),
which shows that constructive thought patterns as a self-leadership strategy are related to job
satisfaction which leads to well-being, or as they describe in other words, happiness. Another
study by Sjoblom et al. (2022) has shown that an employee’s well-being is created through a
balance between effort and recovery. It was also found that self-leadership strategies increased
well-being and could help in finding the previously mentioned balance. Sjoblom et al. (2022)
further mention that managing the mental workload is essential so that it does not turn into
mental overload, which can also be seen as stress. Based on these theories in association with
how NMEA and NMEB create well-being, it is shown that NMEA gets his/her well-being from
recovery, as Sjoblom et al. (2022) discussed. While NMEB uses more constructive thought
patterns in order to create job satisfaction and well-being.

In summary, the Non-managerial employees use some self-leadership strategies, but it is
obvious that it is not made consciously. The focus of self-leadership strategies tends to lean
toward enforcing negative aspects occasionally. Instead of constructively working with self-
leadership, the negative aspects sometimes make the Non-managerial employees more
confused or less effective. During the times when they do work with self-leadership in a positive
manner, it appears to affect their work performance in a positive way.

5.3.2 Stress management and work engagement

NMEA expresses that s/he feels stressed, often because of the workload. The stress is based on
wanting to help everyone to the best of her/his capability and do it quickly so the coworker on
the next shift will not get any additional tasks. NMEA also expresses that a stressful situation
is often followed by the next job, leaving little time between tasks. One way NMEA handles
stress at work is that s/he goes through the organization’s checklists and tries to stop and reflect
on the last tasks if there is enough time. Otherwise, NMEA explains that s/he just needs to
prioritize:

“I usually just put my forehead down and just go. Sometimes you have to stop for a little bit
and just think, what do I need, structure myself a bit, what do I need to do here first and
foremost”.

However, NMEA said that s/he experiences a lack of time and resources, leading to stress. In
her/his free time, NMEA tries to handle stress by relaxing and having alone time to become
calmer.

NMEB explains that s/he feels stress from time to time, mostly due to how close or far s/he is
from reaching the monthly budget. S/he explains:
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“If you are in phase, it is usually chill, but if you fall behind or you feel that you are having a
bad day or you have been sick, and since it is only provision based, it is obvious that you can
feel stressed.”

It depends on how far off or in line you are, and it could also come from meetings being
rescheduled or other external factors, according to NMEB. When NMEB feels stressed, s/he
usually calls her/his boss and sometimes co-workers to get tips on what to do next. NMEB also
describes that s/he tries to focus on what can be done right now at this moment to make the best
of the situation instead of overthinking about the future and what might happen. Another thing
that works for NMEB to lower stress is to take a moment to relax and reflect in a quiet place.
One example s/he gave was, “You take 15 minutes in the car and just sit down to only sit and
reflect and think for a while.”

Both NMEA and NMEB explain that they feel stress connected to time pressure and that they,
during stressful situations, try to prioritize what is most important and critical. In conclusion,
the Non-managerial employees work with a few stress management strategies. However, they
mostly try to lower stress by pushing through or taking time to relax and calm down. It could
be argued that this potentially just pushes the feelings of stress into the future. They do use
some self-leadership strategies like reflecting for a moment in order to gather one’s thoughts to
make better decisions, which can lead to stress mitigation.

NMEA states that s/he is engaged in her/his work and that nobody enters the nurse workforce
for the sake of their career. S/he also express that s/he experience emergencies as more exciting
than stressful due to her/his passion for the occupation. Another factor that makes NMEA
engaged in her/his work is the goals for the future. NMEA wants to develop and work in
different parts of the healthcare industry and use this employment to build experience to reach
her/his end goal eventually.

NMEB says that her/his drive comes from the good amount of money that can be earned through
sales and the feeling of being able to prove oneself, not just to show other people but to oneself
what s/he is capable of. Another example of what motivates NMEB is the flexibility within the
work, which allows him/her to treat oneself for a day off if s/he has had a good day. NMEB
explains it in the following way: “So what motivates me is money, but also the knowledge about
the good feeling that you feel in the body after a good day within the field.”

Both Non-Managerial Employees explain that they are engaged in their work and enjoy it but
for somewhat different reasons. It is shown that the Non-managerial employees feel engaged at
work thanks to the purpose their job has as well as the self-fulfillment they get from their
achievements within the organization, whether it be proving themselves, chasing goals, or
development within the industry.

Based on the answers from the Non-managerial employees, it is shown that they feel stressed
at work. They do, however, try to manage stress through the use of different strategies. NMEA’s
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checklists and NMEB’s mental prioritization of tasks are a part of self-leadership called using
reminders, which involve making lists of tasks in priority order (Neck et al. 2019) and which is
a way both Non-Managerial Employees handle their stress. Stress occurs when an individual
does not have the resources needed in order to cope with the situation s/he is in (Salma et al.
2017). This can be connected to how NMEA and NMEB feel regarding not having enough time
or resources to cope with the task or situation ahead. Both enjoy taking some time to relax and
reflect on stressful situations, which makes them calm down. This is a sort of emotional
regulation done to change from a stressful mindset to a calm and composed one, which is stated
to be effective in handling stress (Houghton et al. 2012). Further, NMEB explains that s/he
contacts her/his boss and co-workers when experiencing stress. This is an effective way since
emotional and moral support is beneficial when managing stress, but it can be difficult for non-
managerial employees since the management might not always give any emotional support
(Haque et al. 2018). Furthermore, it is clear that when stressful situations occur, they tend to
get less structured and forget about self-leadership strategies. As mentioned by Neck et al.
(2019), constructive thought processes such as self-talk can help an individual create a positive
psychological image of a situation. This can be analyzed in the context of the Non-managerial
employees, where it is shown that during stressful situations, their stress management
capabilities are lacking, such as no self-talk. Meaning instead of being able to cope with a
stressful situation the Non-managerial employees just try to “push through” or spend time alone,
as interpreted from the data.

It can be argued that since they might not know about self-leadership strategies, it makes it hard
to practice them. Or, more specifically, they might use some strategies, but it is unconsciously
and therefore becomes unstructured. The way they cope with stress when it does occur is by
either talking to a manager or isolating themselves and just calming down. Meaning no real
self-leadership strategies are being used.

It shows that the Non-managerial employees feel engaged at work due to the possibility of
developing and proving themselves as well as the possibility of helping others. NMEA explains
that her/his engagement is based on the occupation, helping others, and also wanting to develop
within the field. NMEB’s engagement mainly focuses on money and proving that s/he is good
at what s/he does. Both NMEA and NMEB feel good by performing their jobs, which is the
personal satisfaction that gives a sense of purpose and self-fulfillment (Ryan & Deci, 2017).
This creates both Non-Managerial Employees' work engagement since they get personal
satisfaction and self-fulfillment. Further, the work engagement for NMEA is mentioned to make
him/her reach future career goals. This connects to a theory by Matsuo (2019), which suggests
that an employee that wants to learn and develop is engaged in one's work because s/he wants
to learn but also to evolve towards a more challenging job, which is what NMEA’s career goal
is.

In summary regarding the Non-managerial employee's stress management and work
engagement capabilities. It is shown that the Non-managerial employees try to work with some
strategies in order to manage stress. The strategies are, however, not really self-leadership
related. They do work with a limited amount of self-leadership strategies to try to prevent stress,
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but when stressful situations do occur, it is shown that they do not work with self-leadership.
The work engagement mainly comes from their drive to help people, develop themselves, as
well asl prove themself.

5.3.3 Organization

Considering the organization’s vision, it was not clear to NMEA what the vision of the
organization was. Nor does NMEA feel any organizational focus on well-being considering the
employees. One example mentioned was that employees sometimes do not get 11 hours
between shifts, which is demanded in many other industries. NMEA says: “No, but I generally
think that the business is very bad at taking care of the staff when it comes to their well-being
and so on.” Further, NMEA says there is barely any team building or similar activities, possibly
because of the lack of time and resources. They have lectures about once a month where they
get educated about the different diseases they treat. NMEA states that these lectures and
workplace meetings focus more on distributing information than discussing things with the
employees. However, NMEA expresses that s’/he does have close contact with her/his closest
manager. However, NMEA expresses that the managers have their budgets to keep, which
makes it difficult for them to make changes even if they are approached with a problem.
Additionally, NMEA says they do not feel they have the resources needed to develop in their
role in the organization.

NMEB explains that the organization has four keywords that all the employees strive to follow
and live up to. NMEB also explains that the organization has no education specifically about
well-being. However, during the organization’s summer and winter conferences, they usually
book speakers that mention well-being. Furthermore, NMEB explains that the organization
conducts employee surveys a few times per year to get an overview of how all the employees
feel at work and increase communication. NMEB says that the organization motivates and
promotes, but does not force, employees to take the next step in their careers.

There is a clear difference between how supportive the Non-Managerial Employees perceive
and feel the organization is towards its employees. NMEB explains that the organization s/he
works for has a clear and well-communicated vision, educates its employees in many fields,
arranges conferences with guest speakers, and promotes further self-development. On the
contrary, NMEA explains that in the organization in which s/he works, there is barely any team
building, no education or information regarding increasing well-being, and not enough
resources to excel within his/her role or within the organization. It is stated by Matsuo (2019)
that organizations can increase their employee’s work engagement by promoting development.
This can be done by managers encouraging employees to learn and reflect on their work to
develop. NMEB expresses that her/his organization does this, while NMEA expresses a wish
for her/his organization to improve. A disadvantage of NMEA’s perception of the organization's
commitment to the employee's well-being and development is that it can negatively affect the
employee's work engagement, self-confidence, organization-based self-esteem, and work-
family balance (Kurtessis et al., 2017). It is shown that there are some differences between the
organizations. However, based on the information, it is shown that in neither of the
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organizations, self-leadership is entirely organized at the Non-managerial level. This can be due
to the issue that Neck et al. (2019) raised, that self-leadership methods are not easily applicable,
and is still in an early development state in general. Meaning that the organizations do not have
any mandatory education for their Non-managerial employees regarding self-leadership
strategies. NMEB, on the one hand, mentions that they promote self-development, but it is not
shown to what degree and exactly what it means.

5.3.4 Concluding model of Non-Managerial Employees

Self-observation
Behavior focused Self-goak-setting
strategies
Self-reward

Cognitive thought
patterns
Self-
punishment

Self-Leadership
Resource
Natural rewards ],_——[ Appealing tasks ]

Non-managerial level

Stress management
capabilities

Figure 5: A concluding model of Non-Managerial Employees

To conclude, how the Non-managerial employees work with self-leadership and how it is
organized at their level as well as how it helps them manage stress, is shown through the
theoretical models above. It is shown in the illustrated model that the Non-managerial
employees do work with self-leadership. However, it is not completely organized. Hence the
two circles are separated from VRIO and stress management. It is shown that both employees
work with self-observation, but it can sometimes be more focused on the negative aspects and
in a less constructive manner. Self-goal-setting, however, is something that both work with,
which has been shown to enhance their work performance and increase their drive. The Non-
managerial employees also work with self-rewards, but mostly so by rewarding themselves
with time alone and food. The way they use self-rewards origins from themselves since it is not
shown that the organization promotes it. When it comes to self-punishing, it is shown that the
Non-managerial employees sometimes are too self-critical, which could create self-doubt or
lower self-esteem. This goes hand in hand with how they work with self-talk. The Non-
managerial employees tend towards more negative or self-critical self-talk rather than positive
and motivational self-talk. Natural rewards are not shown based on the data from the Non-
managerial employees, which is further evidence that it is not organized at their level.

It is shown that self-leadership as a resource is not entirely organized at the Non-managerial
level within the organizations. For a resource to be seen as organized, it needs to be completely
organized within the given context, according to Whittington et al. (2020). Meaning that even
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though it can be argued that some parts of the self-leadership resource are organized at the Non-
managerial level, such as self-goal-setting and how an organization promotes self-development
to a certain extent. This does not mean that self-leadership is completely organized within the
organization. It is shown that the Non-managerial employees use some self-leadership
strategies, but they seem to be unstructured and sometimes trend toward negative use, which
has the opposite effect of positive self-leadership. Examples of this are when they use negative
self-talk, only analyze negative behaviors, or get confused by their own self-talk during stressful
situations.

5.4 Discussion

This section will discuss the similarities and differences in self-leadership, stress management
and work engagement, and organization between the three different hierarchical levels of Top
Managers, Middle Managers, and Non-Managerial Employees.

Non-managerial level

Figure 6: A concluding model of all hierarchical levels

The model is based on each individual model from 5.1.4, 5.2.4, and 5.3.4 to showcase the
similarities and differences between the three hierarchical levels. The different hierarchical
levels are shown as Top Managers on top, Middle Managers in the middle section, and Non-
managerial Employees in the lower section.
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5.4.1 Self-leadership

The data generated in this study shows that employees in the different hierarchical levels in an
organization use self-leadership. However, there is a difference in which self-leadership
strategies are used and to which extent self-leadership as a resource is being used between the
hierarchical levels.

Based on the interviews conducted, it shows that self-leadership is a valuable resource in an
organization. However, it is not organized throughout the entire organization. It is shown that
not only is self-leadership as a resource organized within the Top Managerial level through
education but it is also adopted by the Top Managers. This means that first of all, self-leadership
is promoted, and second, it is applied by the Top Managers. Self-leadership is solely practiced
fully at the Top Managerial level. The Top Managers use all positive self-leadership strategies
and no negative such as self-punishment. Middle Managers A and B use self-leadership to a
certain extent. They do not use self-observation or any natural rewards, and the other self-
leadership strategies are used to a smaller degree than the Top Managers. The Non-Managerial
Employees use self-leadership strategies, but not to the same degree as employees in higher
hierarchical levels, and most importantly, not consciously. On the lowest hierarchical level, the
interviewees explained that they used behavior-focused and constructive thought patterns.
However, since the Non-Managerial Employees are not educated in self-leadership, they do not
practice it in the same way that Top and Middle Managers do. For example, they do set goals
for themselves, but they do not actively think about self-goal-setting as a strategy in which the
goals should be achievable, measurable, and specific to increase motivation, personal growth,
and efficiency (Neck et al., 2019). On the contrary, the Top Managers educated in self-
leadership know that self-goal-setting is important due to these factors.

Furthermore, even though self-leadership can be helpful for everyone, some parts might be
more important for people in certain hierarchical positions in an organization. For example,
TMA and TMB explained that being able to listen to feedback and reflect on their behavior
since understanding how their employees viewed them develops their leadership skills. Even
though everyone can benefit from feedback, it might not be as necessary for a Non-Managerial
Employee. This also applies to the Middle Managers, since they do not seek personal
development and are happy with their current positions in the organization, they might not
either seek feedback for development purposes.

One important factor to mention is that even if self-leadership as a resource were to be
organizationally supported at the Non-managerial level, it would still have to be adopted by the
employees for it to be effective. Based on what the Top Managers said that positive self-talk
could be taught or developed, it shows that if self-talk, or self-leadership in general, was
organized, it could help the Non-managerial employees who struggle with, for example,
positive self-talk. Meaning that the Non-managerial employees need to be at least given the
opportunity to work with self-leadership as a resource in order to take a first step towards
deciding whether or not to work with self-leadership. The top and Middle Managers get the

69



resource of self-leadership from the organization, while the Non-managerial employees do not.
Hence the reason for them to not be as good at working with the self-leadership strategies.

To summarize, in association with the model in 5.4., at the Top and Middle managerial levels,
self-leadership is organized and supported. This is through education, processes, and the culture
in general at the managerial level and is illustrated through a blue circle, which explains the
hierarchical context around the self-leadership strategies, VRIO model, and stress management
capabilities. Meaning that everything is organized at the Top and Middle managerial levels.
However, when looking at the Non-managerial level, it is shown that self-leadership is not
organized. This leads to the illustration of two separate circles, meaning that self-leadership
strategies are still being practiced to a certain degree, even at non-managerial levels. Though
due to the fact that the resource is not organized at the lower level, it does not lead to stress
management capabilities as shown in the analysis.

5.4.2 Stress management and work engagement

This study’s results show a relationship between self-leadership and stress management
connected to the hierarchical levels. The Top and Middle Managers rarely experience stress and
use self-leadership strategies to manage stressful situations. The Non-Managerial Employees
do experience stress, and they do not use as many self-leadership strategies to manage the stress.
This is in accordance with Powell's (2012, September 24) statement that lower-ranking
employees are more stressed than leaders since leaders have more control of their work lives.
This might depend on the amount of practice in stress management the employees in
management have had compared to those without managerial positions, following Stanulewicz
et al. (2019), who explain that stress management is conducted successfully through regular
practice and learning and not only through education. This is further strengthened by Stiller
(2022), who states that stress management is most efficient when it is done by habit. Thus,
stress management might be more natural for the Top and Middle Managers.

Further, the resources available impact a person's stress management. Since the Top Managers
use self-leadership to the extent they do, they have the control needed to handle stressful
situations efficiently. However, NMEA feels a lack of resources which leads to stress. This
might depend on the fact that the Non-Managerial Employees are more dependent on external
resources, such as when NMEB ask her/his manager for help than the Top and Middle Managers
are since they trust themselves more. It is shown by Houghton and Yoho (2005) that employees
that do not practice self-leadership depend more on their leaders and are less independent. This
is connected to Maykrantz and Houghton (2020), that explains that an individual can use self-
leadership to get better control of the situation and thus conduct effective stress management.
Thus, the Top and Middle Managers can use the resource of self-leadership to manage stress,
while the Non-Managerial Employees do not due to the lack of resources provided
organizationally.

The Top and Middle Managers also express that they enjoy being busy, and the Top Managers
can experience stress as something positive. However, the Non-Managerial Employees
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experience stress as something negative. Connected to Haque et al. (2018) statement that stress
can positively impact managers in their performance, efficiency, and commitment to the
organization and have the opposite effect on non-managerial positions.

Maykrantz and Houghton (2020) already stated that self-leadership could help in reducing
stress, and this study’s results correspond. However, self-leadership needs to be organized
throughout the entire organization for all employees to have this advantage since the Non-
Managerial Employees in this study show that it is not organized throughout the organizations.

This study explored work engagement as an individual's involvement, satisfaction, and
enthusiasm considering their work (Robbins & Judge, 2019). When discussing work
engagement, most interviewees mentioned their motivational factors, which not all were
connected to the work itself. The Top Managers expressed that they are engaged in their work
due to the possibility of developing the organization. TMA also focuses on the possibility of
testing and changing things within the organization. TMB emphasizes that s’he becomes
engaged in the work by developing people and changing people's lives. The Middle Managers
are engaged by helping other people, both customers and co-workers. MMA also finds it
engaging to contribute to society, and MMB state that her/his engagement also comes from
developing products for the organization and exercising. The Non-Managerial Employees
express a difference in work engagement. NMEA is engaged by working with what s/he is
passionate about and mostly to reach her/his personal career goals. NMEB is engaged by the
salary and by the feeling of accomplishment. These factors are how engaged the interviewees
are in their work, but also what motivates them overall.

The Non-Managerial Employees are engaged for more self-centered reasons than the Top and
Middle Managers. This can be because the Top and Middle Managers already have a salary and
job positions that they are satisfied with and can therefore not be the reason for their work
engagement, which is the factor for work engagement for the Non-Managerial Employees.
According to Maslow’s hierarchy of needs, a person is motivated dependent on which level in
the hierarchy they are. A person can not be motivated by a level they have already achieved
(Robbins & Judge, 2019). Thus, the Top and Middle Managers are at higher levels in their
hierarchy of needs, careerwise, and are therefore motivated by other factors than the Non-
Managerial Employees.

Further, this can be connected to the organizational support that the interviewees experience.
When an employee experiences organizational support, the employee becomes more attached
to the organization (Lam, Liu & Loi, 2016). The motivational factors for Top and Middle
Managers are connected to the organization, mainly for the Top Managers. In contrast, the Non-
Managerial Employees' motivation is connected to personal advantages and goals. Thus, the
higher the interviewee is in their hierarchical position in the organization, the more their
motivation is connected to the organization, which, according to this study’s result is connected
to the organizational support and attachment that the interviewees experience. This is supported
by Kurtessis et al. (2017), who state that higher-level employees identify more with the
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organization than the employees at a lower level and that supervisors perceive to have more
organizational support than coworkers.

Further, regarding how the self-leadership resource affects the work engagement capability,
this study’s results do not show a relation between the two. All interviewees answered that they
were engaged in their work, but not everyone worked with all parts of self-leadership or worked
with it but not to the same extent. Certain sections of self-leadership can have an effect, such
as when NMEA mentions self-goal-setting to increase her/his work engagement. However, the
study’s result did not show a relation between actively working with self-leadership and
engaging in the work.

5.4.3 Organizational

Based on the data the interviews in this study have generated, self-leadership as a resource can
be analyzed with the help of the VRIO-model. As previously described (see 3.3), the VRIO-
model shows how resources need to be valuable, rare, inimitable, and organizationally
supported to create a competitive advantage (Barney, 1991; Whittington et al., 2020; Alexy,
West, Klapper, & Reitzig, 2018). Whittington et al. (2020) explain that a resource is valuable,
among other things, if it helps the organization to respond well to opportunities and threats.
According to the empirical data in this study as well as based on other studies, self-leadership
can improve an individual’s stress management. Thus, when changes happen, in or outside an
organization, that creates opportunities and threats and might lead to stress, employees using
self-leadership could handle it easier and more effectively than employees without self-
leadership. For example, the Top Managers in this study do not experience stress, even though
they have a significant workload and complex tasks. This is due to their self-leadership skills
that help with their stress management. On the contrary, Non-Managerial Employees
experience stress and do not generally use self-leadership strategies to manage it. This shows
that self-leadership strategies can be valuable in handling stressful situations, which often occur
during changes. For a resource to be rare, not many competitors have the same resource
(Whittington et al., 2020). According to this study’s result, the resource of self-leadership is not
common in organizations, at least not throughout the entire organization. It is shown that the
Non-Managerial Employees in this study use some self-leadership strategies to a certain degree,
but this is not taught to them by the organization, and they are not always used intentionally.
Thus, some level of self-leadership is practiced among the Non-Managerial Employees, but it
is not efficient as a resource for the organization since it is not fully utilized. Since many
employees in the organizations practice self-leadership, it is not considered rare for individuals
nor should it be rare on an individual level since it is beneficial for every individual to work
with self-leadership strategies. However, the resource of self-leadership to be organized
throughout the entire organization is in this study considered rare since neither organization
focused on self-leadership in the lower hierarchical levels. It can therefore be argued that self-
leadership as a resource can be considered rare when looking at a macro level. Based on the
fact that it is rare and difficult to implement self-leadership systematically within the whole
organization, meaning organizations that do manage to implement it throughout the whole
organization will have an advantage over organizations that do not manage to do so. According
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to Whittington et al. (2020), a resource is inimitable when it is difficult by skill or monetary
means for a competitor to possess the same resource. Since teaching self-leadership to all
employees demands education, it will become costly both in time and monetary means for the
organization. Also, the organization might need to maintain this education and exam if all are
following it in the organization or, perhaps, if the employees do not have the knowledge or will
to use self-leadership. Nonetheless, since self-leadership can be taught it is not inimitable for
individuals. On the organizational level, due to the resources needed to educate the employees,
it can be considered inimitable due to the monetary needs required and the complexity of getting
everyone to work with it. Whittington et al. (2020) state that a resource needs to be
organizationally supported to ensure that the resource can lead to a competitive advantage. By
the results of this study, self-leadership is not fully organizationally supported. The Top
Managers and, to a certain extent, the Middle Managers are being educated in subjects
connected to self-leadership by their organizations. However, the Non-Managerial Employees
are not. Thus, it is not fully organizationally supported.

Following the VRIO-model, self-leadership is a valuable resource. The rarity and inimitability
vary depending on if it is considered from the individual’s perspective or the organization’s
perspective. For the individual, it is not rare or inimitable but for it is for the organization.
Neither is self-leadership supported by the organization. However, it is difficult to be
organizationally supported since education in leadership, well-being, and so on is not usually
offered to Non-Managerial Employees. Thus, self-leadership for Top and Middle Managers is
organizationally supported, but not for Non-Managerial Employees. Since it is shown that self-
leadership strategies can minimize stress, it would be favorable for organizations to implement
self-leadership in the lower hierarchical levels to increase well-being and lower the risk of
stress-related consequences.

5.4.4 Developed framework
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Figure 7: Developed framework

With the help of the theoretical model (see 3.2) and based on the analysis in Chapter 5, the
authors created a new model to achieve the purpose of exploring to which extent the resource
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self-leadership is organized in the hierarchical positions of members within an organization and
how self-leadership can affect the capabilities of stress management and work engagement
within these hierarchical positions.

The additions to the model are the importance of education in self-leadership to ensure that
employees on all hierarchical levels have the opportunity to use it. This education will make it
possible for employees to become more efficient and active in their self-leadership. Also, the
outcomes of organized self-leadership are stress management capabilities that can increase
well-being, increased feeling of organizational support that can lead to organizational
commitment, and lastly self-leadership might indirectly lead to a possible competitive
advantage, due to the capability of managing stress which makes it easier to adapt to change.
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6. Conclusion

This final chapter presents the study’s conclusions by connecting them to the study’s purpose
and answering the research question. Then, the theoretical and practical contributions will be
presented. Lastly, the suggestions for future research are presented and explained.

6.1 Conclusions

In the introduction to the thesis, previous research regarding self-leadership, stress
management, work engagement, and the importance of organized resources throughout an
organization was examined. The previous research has shown the importance of each
mentioned subject separately, and they are argued to be important in an ever-changing
organizational environment. However, no previous research has shown a simultaneous
connection between all the different subjects, or more specifically, to what extent self-
leadership is organized within different hierarchical levels and how it could contribute to stress
management and work engagement. Based on this information, the research gap was found,
which concluded in this study’s purpose:

The purpose of this study was to explore to which extent the resource self-leadership is
organized in the hierarchical positions of members within an organization and how self-
leadership can affect the capabilities of stress management and work engagement within these
hierarchical positions.

How self-leadership is organized

Self-leadership is not organized throughout the entire organization. Self-leadership is used in
all hierarchical levels to a certain degree but to a more extensive degree in the higher levels and
more unconsciously in the lower. This is partly because the Top and Middle Managers get
education and resources to develop their self-leadership while the Non-Managerial Employees
does not. This partly leads to negative self-leadership behavior. It was shown that negative self-
leadership, such as self-criticism, was used more by Non-Managerial Employees that have not
gotten any self-leadership education. It was also shown in this study that none of the Non-
Managerial Employees used strategies to increase well-being such as exercise, good diet, proper
sleep, meditation, and so on, which the Top Managers did. Therefore, this study shows that self-
leadership is organized to support the employees in management positions but not to support
the Non-Managerial Employees.

Stress management capabilities from self-leadership as a resource

The study also showed a relationship between self-leadership as a resource and stress
management capabilities. In the cases where the individuals worked knowingly and consistently
with all parts of self-leadership, meaning behavior-focused strategies, constructive thought
patterns, and natural rewards, the feeling of stress rarely occurred, if ever. The fewer self-
leadership strategies that were used resulted in the individuals showing more tendencies to both
feel stress and be less capable of managing stress. This was clear by looking from a hierarchical
perspective, where the Top Managers worked extensively and knowingly with all strategies that
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were analyzed and showed no stress and high stress management capabilities. Middle Managers
did feel stressed occasionally but still managed stress by knowingly using some self-leadership
strategies, but not as many as the Top Managers. Lastly, the Non-managerial employees showed
that they did use self-leadership strategies, but more in an unstructured and unknowing way.
This led to them feeling stress more often, and their stress management capabilities were
limited. Therefore, this study verifies that self-leadership as a resource impact an individual’s
stress management capabilities but also shows that the amount of self-leadership strategies that
an individual performs impacts how much or little stress they feel as well as how capable they
are of handling stress when it occurs.

Work engagement capabilities and self-leadership as a resource

The study did, however, not show a relation between self-leadership as a resource and work
engagement capabilities. The reason why the participants were feeling engaged at work or
increased their work engagement was shown not to depend on their self-leadership strategies
and to what extent they were used since all levels felt high work engagement, but not every
participant worked with self-leadership. And more so, the reasons as to why they felt engaged
and increased work engagement was mentioned often to come from external sources such as
salary, colleagues, and doing good for others, to name a few examples.

Organizational support and self-leadership as a resource

Rather than work engagement, it was shown in the study’s results that self-leadership can lead
to a feeling of organizational support. When employees experience that the organization invests
in them, it was shown that the feeling of organizational support increased. Feelings of
organizational support also lead to commitment to the organization and that could lead to a
higher work engagement.

6.2 Theoretical contributions

The study’s theoretical contributions will be presented based on our newly found knowledge
and how it impacts the identified research gap mentioned in the introduction. The identified
problem in this study was built on the fact that self-leadership can be considered a resource that,
when organized, can help employees with stress management and work engagement
capabilities.

One theoretical contribution is that self-leadership positively affects stress management if
properly organized. It is stated by Neck et al. (2019) that stress arises when there is a lack of
resources. Further, Maykrantz and Houghton (2020) have shown that self-leadership helps with
stress management and reducing stress. This study complements these researchers' studies. If
an individual lacks the proper knowledge of self-leadership, it might not be executed efficiently
and actively enough to reduce stress. Thus, self-leadership as a resource can reduce stress, but
only if the resource is used correctly by the organization as shown and interpreted by (figure
6).
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From the perspective of how self-leadership as a resource is organized throughout different
hierarchical levels, it has no clear effect on work engagement. Dorssen-Boog et al. (2021),
Harari et al. (2021), and Sjoblom et al. (2022) all state that self-leadership can have a positive
impact on work engagement. However, this study complements this within the perspective of
an organization. This study showed that work engagement could depend on multiple factors,
but few were related to the individual’s self-leadership. This study states that self-leadership
could lead to higher work engagement in employees, but there is no clear relation between the
two when comparing different hierarchical levels in an organization.

Relating back to the VRIO-model, the resource of self-leadership does not have an obvious
connection to the model. It can be connected on an organizational or macro level, but not on an
individual level. It is every individual’s responsibility to practice self-leadership actively and
efficiently, but the organization can allow that through education. This is in accordance
with Mayfield et al. (2021), that state that effective and successful leadership needs to be
including both the leaders and the followers, and with Amundsen and Martinsen (2015) that
explain that self-leadership needs to focus on the leaders and the followers. It will not become
a competitive advantage through organizational support in the VRIO-model until all employees
in the organization have the opportunity to practice and benefit from it.

6.3 Practical contributions

The people that can take value from this study are mainly employees and managers but in
different ways. Employees that want to develop and work independently can use the knowledge
from this study. Employees can understand how they can work with themselves to ensure that
they reach their desired states, both careerwise and personally. With the knowledge of how self-
leadership is conducted and what it can lead to when practiced efficiently, employees can
implement self-leadership in their everyday life to develop into a person that feels more in
control and committed to their goals.

Managers can take value from this study from an organizational viewpoint. This study shows
that employees that use self-leadership feel good, are committed to the organization, and are
better at handling stress. Thus, managers that gain a greater understanding in the importance of
self-leadership have the opportunity to implement this into their organization. If this is
implemented and supported throughout the organization, this can lead to a more educated
workforce that can handle stressful changes more efficiently.

6.4 Future research

Suggestions for future research are based on our study in association with previous research
regarding the subjects. The suggestions are based on our thoughts as authors to where we look
at our study and its results from a critical standpoint. It is also based on a perspective that views
the potential development of the study. Lastly, a suggestion to a subject that was found during
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the analysis of the data but was not relevant for the purpose of this study, but the authors found
it to be of value for future research.

Critical standpoint

Due to the fact that the study was conducted solely through qualitative interviews consisting of
a group of six individuals within two different organizations, the study’s empirical data is
limited to those six participants. A suggestion for future research would be to conduct a
quantitative study in order to gather more data by analyzing the experiences of more
individuals. Expanding beyond the three levels that were analyzed within this study would make
a good addition. This study is limited to only analyzing three hierarchical levels, meaning that
gathering data from further levels might have changed the results.

Development

Since the study clearly shows a difference between the two organizations, from a middle and
lower-level perspective, when it comes to how the employees work with self-leadership in
different contexts. It could be of interest to further analyze different organizations to find out in
which organization self-leadership is more organized and also what the reason behind the
difference is. For example, in the sales organization, self-leadership was more organized at the
lower level compared to the health care organization. Even though the individual in the sales
organization did not know that s/he used it. Meaning that it seemed like industries such as sales
organizations have started implementing self-leadership to a certain degree or is it just
unconsciously learned by an employee within those industries. At the same time, it was
identified that employees within the sales organization were mostly alone during their workdays
in comparison to the healthcare employees, which could affect to what degree self-leadership
is used.

Complexity regarding how to organize self-leadership

The study shows that all the different levels work with self-leadership to a certain extent. Some
more and some less. However, one thing was found regarding how to educate people about self-
leadership strategies. In one of the organizations, it was shown that education is offered to the
employees, but still, self-leadership was not entirely organized at all levels. This implies that
trying to organize self-leadership systematically brings complexity with it. Since it is one thing
to educate people on self-leadership, but another problem is to get everyone to use self-
leadership strategies. It was also especially apparent that self-leadership strategies were non-
existent during stressful situations.
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Appendix

Appendix 1. E-mail to interviewees

Original e-mail

Hej!

Vi dr tvd studenter vid namn Catharina och Markus som ldser sista &ret pa
civilekonomprogrammet med inriktning strategisk ledning pd Hogskolan i Halmstad. Vi ldser
nu var sista termin och arbetar med var magisteruppsats och skulle uppskatta Er hjdlp i form av
deltagande under en diskussion. Syftet med var studie dr att utforska hur sjélvledarskap ar
organiserat inom olika hierarkiska positioner hos anstdllda inom en organisation och hur det
paverkar stresshantering samt arbetsengagemang. Vi skulle dirfor gérna intervjua tre personer
1 er organisation, en person i en hdgre ledarposition, en mellanchef och en anstélld utan ledande
position.

Intervjuerna dr helt frivilliga. Dessa berdknas ta ca 60 minuter att genomfora. Vi har inga krav
pa forkunskaper for att kunna delta och vi &r otroligt tacksamma ifall ni har mojlighet att stilla
upp, dé en intervju ger oss virdefull data for var studie. Det kommer inte stillas nagra komplexa
och kravande fragor, utan vi vill mer att ni ska prata fritt om era tankar och erfarenheter.
Intervjuerna kommer vara helt anonyma och ingen detaljinformation kommer publiceras, utan
bara anvdndas for att skapa mening och hjdlpa oss i vér analys. Enbart vilken hierarkisk niva
den intervjuade har samt vilken bransch organisationen dr verksam inom kommer att nimnas.
Intervjun kommer genomfdras inom ramarna for forskningens regler, och all insamlad
information fran intervjun kommer hallas konfidentiell. Vi dr d&ven 6ppna for att formedla den
insamlade datan efter intervjuerna med er om ni dnskar. Enligt lagen for GDPR kommer alla
personuppgifter raderas efter att studien dr slutford, senast augusti 2023.

Tack pa forhand!

Med Vinliga Hilsningar,
Catharina Hamél4dinen
hamalainen.catharina@gmail.com
(+46)706-64 97 35

Markus Melin
markus.melin93@gmail.com
(+46)730-52 62 44

Kort om sjilvledarskap
Sjalvledarskap beskrivs som en process dér en individ leder och anvinder sitt eget inflytande
over sig sjélv till att genomfora olika uppgifter (Manz, 1986). Sjélvledarskap har positiv
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paverkan pé en individs effektivitet och detta kommer ifran anvindandet av beteende och
kognitiva strategier. Tidigare studier visar pd att anvdndandet av sjélvledarskap kan 6ka en
anstéllds arbetsengagemang och prestationer (Dorssen-Boog, Vuuren, Jong, & Veld, 2021).
Anstillda som inte dgnar tid at sjdlvledarskap blir mer beroende av sin ledare och fir svarare
att agera samt tdnka sjilva (Houghton & Yoho, 2005).
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Translated e-mail in English

Hello!

We are two students, Catharina and Markus, who are studying the last year of the civil
economics program, with a strategic management orientation, at Halmstad University. We are
now doing our last semester and working on our master thesis and would appreciate your help
in the form of participation in a discussion. Our study aims to explore how self-leadership is
organized within different hierarchical positions of employees within an organization and how
it affects stress management and work engagement. We would therefore like to interview three
people in your organization, one person in a senior management position, one middle manager,
and one employee without a management position.

The interviews are completely voluntary. They are expected to take about 60 minutes to
complete. We do not require any prior knowledge to participate, and we are extremely grateful
if you are able to participate, as an interview provides us with valuable data for our study. There
will be no complex and demanding questions, but we want you to talk freely about your
thoughts and experiences. The interviews will be completely anonymous, and no detailed
information will be published, but only used to create meaning and help us in our analysis. Only
the hierarchical level of the interviewee and the industry in which the organization operates will
be mentioned. The interview will be conducted within the framework of the research rules, and
all information collected from the interview will be kept confidential. We are also open to
sharing the data collected after the interviews with you if you wish. According to the GDPR
law, all personal data will be deleted after the completion of the study, by August 2023.

Thank you in advance!

With kind regards,

Catharina Himél4inen
hamalainen.catharina@gmail.com
(+46)706-64 97 35

Markus Melin
markus.melin93@gmail.com
(+46)730-52 62 44

Briefly about self-leadership

Self-leadership is a process in which an individual leads and uses their influence over
themselves to accomplish various tasks (Manz, 1986). Self-leadership positively impacts an
individual's effectiveness, and this comes from the use of behavioral and cognitive strategies.
Previous studies show that the use of self-leadership can increase an employee's work
engagement and performance (Dorssen-Boog, Vuuren, Jong, & Veld, 2021). Employees who
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do not devote time to self-leadership become more dependent on their leader and find it more
difficult to act and think for themselves (Houghton & Yoho, 2005).
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Appendix 2. Interview guide

Original interview guide in Swedish

Demografiska fragor:

Kan du berétta om dig sjilv och din position i organisationen?

Namn?

Alder?

Kon?

Befattning och arbetsuppgifter?

Hur linge man har jobbat?

Utbildning?

(Extra for ledarpositionerna) Antal anstdllda under ansvar?

Introducerande fragor (och foljdfragor):
Stress management and work engagement:

Brukar du kédnna dig stressad?

Vad brukar vara anledningen till stressen? Stress pé jobbet?

Brukar du hantera stressen pa négot sitt? Hur?

Hur gor du for att bibehalla energi och fokus under stressfyllda situationer?

Hur ser du till att ta hand om dig sjélv fysiskt och mentalt under stressfulla tider?

Kénner du dig vanligen engagerad 1 ditt arbete?

Vad paverkar hur engagerad du kidnner dig?

Vad kénner du att du sjilv gor for att 6ka ditt engagemang pé arbetet?

Vad motiverar dig i arbetslivet?

Kan du beskriva ndgon gang da du klarade av en tuff uppgift och hur du gick tillviga?

Self-leadership:

Self-observation:

Analyserar/reflekterar du dver ditt egna beteende?

Hur brukar du anpassa ditt beteende beroende pé situation?
Brukar du analysera dina egna styrkor?
o Brukar du analysera dina egna svagheter?
Kan du beskriva ett tillfdlle da du blev medveten om dina styrkor?
Kan du beskriva ett tillfdlle d& du blev medveten om ett beteende som hindrade ditt
arbete?

Self-goal-setting:

Sétter du upp egna mal for dig sjalv?

Hur méter du och haller koll pa dina framsteg for att nd dina dnskade resultat?
Hur héller du dig motiverad for att nd dina mal?
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e Hur ser du till att dina mél genomfo6rs?

o Hur soker du efter mojligheter till utveckling i livet?
o Personlig?
o Arbetsméissig?
o Hur brukar du gora det?

Self-reward:
Hur hanterar du en lyckad prestation pa arbetet?
o Kan du beskriva en situation dér du kénde dig stolt 6ver dina prestationer i arbetet?
o Hur firade du framgéngen?
o Kan du ge exempel pa hur du uppmérksammar dessa stunder av framgéng?

Self-punishment:
Hur hanterar du en misslyckad prestation pa arbetet?
e Hur reagerar du nér du misslyckas eller upplever motgéngar i arbetet?
o Hur beter du dig i dessa situationer?
e Kan du beskriva ett tillfille d& du var for kritisk mot dig sjélv 1 arbetet?

Self-talk (self-confidence):
For du inre dialoger med dig sjilv?
e Brukar du ha inre dialoger dér du peppar dig sjdlv?
o Eller har negativa tankar om dig sjalv?
e Hur handskas du med dina inre dialoger under stressade situationer?
e Hur anvinder du dina tankar for att skapa mening i ditt arbetsliv?

Ovrigt self-leadership:
Hur handskas du normalt med feedback pé ett konstruktivt vis?
e Hur soker du feedback och mgjligheter till sjdlvutveckling?

Hur hanterar du vanligen din tid for att vara produktiv?
o Kan du utveckla vilka metoder du anvinder?

Organized:
Har organisationen nigra ledord?

e Om ja: kdnner du att dem efterfoljs av samtliga?
Finns det ndgra utbildningar i organisationen som fokuserar pad hur man 6kar vilmaendet pa
arbetsplatsen?
Hur sékerstéller er organisation att anstéllda har tillgdng till de resurser som behovs for deras
utveckling?

o Uppmuntrar er organisation anstéllda att soka mojligheter till att utvecklas?
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Translated interview guide in English

Demographic questions:
Can you tell us about yourself and your position in the organization?

Name?

Age?

Gender?

Position and tasks?

How long you have been in your position at the organization?
Education?

(Extra for the managerial positions) Number of employees?

Introducing questions (and follow-up questions):
Stress management and work engagement:

Do you usually feel stressed?

What is usually the reason for the stress? Stress at work?

Do you usually handle stress in some way? How?

How do you keep your energy and focus during stressful situations?

How do you take care of yourself physically and mentally during stressful times?

Do you usually feel engaged in your work?

What affects how engaged you feel?

What do you do yourself to increase your work engagement?

What motivates you at work?

Can you describe a situation where you completed a difficult task and how you did it?

Self-leadership:

Self-observation:

Do you analyze/reflect on your own behaviour?

How do you adapt your behaviour depending on the situation?
Do you usually analyze your own strengths?
o Do you usually analyze your own weaknesses?
Can you describe a situation where you became aware of your strengths?
Can you describe a situation where you became aware of a behaviour that hindered your
work?

Self-goal-setting:

Do you set goals for yourself?

How do you measure and keep track of your progress to reach your desired goals?
How do you stay motivated to reach your goals?
How do you make sure that you accomplish your goals?
How do you seek opportunities for development in your life?
o Personally?
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o Professionally?
o How do you usually do it?

Self-reward:
How do you handle a successful performance at work?
e Can you describe a situation where you felt proud of your work performance?
o How did you celebrate the success?
o Can you give an example of how you recognize these moments of success?

Self-punishment:
How do you handle an unsuccessful performance at work?
e How do you react when you fail or experience setbacks at work?
o How do you act in these situations?
e Can you describe a situation when you were too critical of yourself at work?

Self-talk (self-confidence):
Do you have inner dialogues?
e Do you usually have inner dialogues where you encourage yourself?
o Or where you have negative thoughts about yourself?
e How do you handle your inner dialogues during stressful situations?
e How do you use your thoughts to create meaning in your work life?

Other self-leadership:
How do you usually handle feedback constructively?
e How do you seek feedback and opportunities for self-development?

How do you usually handle your time to be productive?
e Can you elaborate on which methods you use?

Organized:
Does the organization have any keywords or visions?

e Ifyes: do you feel that everyone follows them?
Is there any education in the organization focusing on increasing well-being at work?
How does your organization ensure that the employees have access to the resources needed for
their development?

e Does your organization encourage employees to seek opportunities to develop?
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Appendix 3. Operationalization schedule

The operationalization schedule is shown with the translated questions in English. See
Appendix 2 - Interview guide for the original questions in Swedish.

progress to reach your desired goals?
e How do you stay motivated to reach your
goals?
e How do you make sure that you accomplish
your goals?
e How do you seek opportunities for
development in your life?
o Personally?
o Professionally?

Theme Introducing questions and follow-up questions References
Stress Do you usually feel stressed? (Stanulewicz et
management e What is usually the reason for the stress? al., 2019)
Stress at work? (Stiller, 2022)
e Do you usually handle stress in some way? (Maykrantz &
How? Houghton, 2020)
e How do you keep your energy and focus
during stressful situations?
e How do you take care of yourself physically
and mentally during stressful times?
Work Do you usually feel engaged in your work? (Houghton &
engagement e What affects how engaged you feel? Yoho, 2005)
e What do you do yourself to increase your work | (Manz & Sims,
engagement? 2001)
e What motivates you at work? (Berta et al. 2018)
e Can you describe a situation where you (Robbins &
completed a difficult task and how you did it? | Judge, 2019)
(Schaufeli et al.,
2002)
Self- Do you analyze/reflect on your own behaviour? (Neck et al. 2019)
observation e How do you adapt your behaviour depending | (Ross, 2014)
on the situation?
e Do you usually analyze your own strengths?
o Do you usually analyze your own
weaknesses?
e Can you describe a situation where you
became aware of your strengths?
e Can you describe a situation where you
became aware of a behaviour that hindered
your work?
Self-goal- Do you set goals for yourself? (Neck et al. 2019)
setting e How do you measure and keep track of your (Ross, 2014)
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o How do you usually do it?

Self-reward How do you handle a successful performance at (Neck et al. 2019)
work? (Grant, 2008)
e Can you describe a situation where you felt
proud of your work performance?
o How did you celebrate the success?
o Can you give an example of how you
recognize these moments of success?
Self- How do you handle an unsuccessful performance at (Neck et al. 2019)
punishment work? (Manz & Sims,
e How do you react when you fail or experience |2001)
setbacks at work? (Neck &
o How do you act in these situations? Houghton, 2006)
e Can you describe a situation when you were
too critical of yourself at work?
Self-talk Do you have inner dialogues? (Neck et al. 2019)
e Do you usually have inner dialogues where (Manz & Sims,
you encourage yourself? 2001)
o Or where you have negative thoughts (Neck &
about yourself? Houghton, 2006)
e How do you handle your inner dialogues
during stressful situations?
e How do you use your thoughts to create
meaning in your work life?
Feedback How do you usually handle feedback constructively? | (Neck et al. 2019)
e How do you seek feedback and opportunities | (QDiestad &
for self-development? Tragardh, 2005)
Productivity | How do you usually handle your time to be (Neck et al. 2019)
productive?
e Can you elaborate on which methods you use?
The Does the organization have any keywords or visions? | (Neck et al. 2019)
organization e Ifyes: do you feel that everyone follows (Jehanzeb, 2020)

them?
Is there any education in the organization focusing on
increasing well-being at work?
How does your organization ensure that the employees
have access to the resources needed for their
development?

e Does your organization encourage employees
to seek opportunities to develop?

(Whittington et
al., 2020)
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Appendix 4. The Original quotes in Swedish

Top Manager A

"Det tycker jag ér intressant for jag reflekterar ganska mycket och funderar ju, men hur
upplever andra mig och sidar."

"For mig fungerar det bra att stanna upp och fundera, vad har jag fér mal och vad hindrar
en och ja, vad vill jag vara om 2 ar "

"Alltsé jag har lart mig att det dr viktigt att fira de hdr framgangarna och det ér jag
ganska délig pa... Jag personligen kdnner inget storre behov av det."

"Jag dr vall kanske inte sé ofta i ndjdhetsrummet, visst det &r jag ocksa ibland, men det
kénns lite trakigt och for dér ar jag lite rddd att hamnar jag dér lite for linge &r jag nojd
med hur allting fungerar da blir det ju ingen utveckling."

"Det dr helt okey att misslyckas. Man lér sig otroligt mycket av att misslyckas och sé
gor man forhoppningsvis inte samma misstag en géng till. Det dr ju inte jdtteroligt att
misslyckas just d& ndr man misslyckas. Men ja det &r inte s dumt att misslyckas ibland."
"Nej men det ar vildigt mycket personlig utveckling skulle jag sdga."

“Jag har till och med lagt till sd jag har meditationstid varje dag i min kalender.”

"Jag vill ju gidrna fa feedback men det dir och ge feedback ér lite..ja haha. alltsa nér vi
har ett problem da tar vi det da far vi feedback med att det dér blev ju inte s& bra. Men
det dédr att ga forbi och séga “vad bra du jobbade idag”, det kommer inte s naturligt. S&
det dr ett av mina mal i ar att faktiskt bli battre pa det"

"Ja, assd det dr, det som stressar mig mest &r, det later kanske lite hart, men meningslosa
uppgifter pd nat sétt. Det dr nog det som, som kan stressa mig, om jag héller pad med
saker som jag kénner “varfor gor vi det?” liksom."

"ja for mig &r det ju d4 musiken som jag kommer tillbaka till och sa skriver jag av mig
litegrann, sd packeterar man det som har hént i 3 minuter i en l4t, och sa &r det liksom,
ja det dr d& mitt sétt att stressa av pa ndgot sitt."

"det dr det absolut roligaste med att vara chef och kunna testa saker och dndra. "

"Ja for chefer finns det en hel del. Inom vart omrade har vi separata ledarskapsdagar typ
var tredje médnad, en heldag... ja ibland s stannar det ju i liksom i ledningen pé nagot
sdtt... Avdelningscheferna jobbar ju jittemycket med att liksom bara 16sa dygnet med
bemanningen och det &r inte helt 14tt att f in utveckling i vardagen pa nagot sitt."

Top Manager B

“Jag ér snabbfotad liksom, det dr ndgot jag far komplimanger for. Lyfter man ndgot med
mig sé far man det dtgérdat fort, sé jag dr snabb. Men det kan ockséd komma emot mig
att det ibland gér for snabbt. Att jag behdver pdminna mig sjélv ibland att reflektera och
att det inte behdver ga snabbt hela tiden.”

“For mig sa fungerar det bra att stanna upp lite och tdnka pa vad jag har f6r mal och vad
som hindrar mig for att né dit, och ja, var jag vill vara om 2 ar.”

“Det kan vara djupa grejer, det kan vara materiella ting, det kan vara kénslotillstand.
Men mél ir allting skulle jag sdga."
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"Jag nar mélet tillslut men att jag fir stretcha tiden, det hdnder ju. Men jag tror dndé pé
nér man sitter mal att man kommer ett steg ndrmre, for hade man inte satt mélet sa hade
man inte ens kommit ndrmre.”

“Jag gillar att fira. Sméitt som stort, det tycker jag."

“Har jag en bra sidljménad sa ska jag dka och kdpa dom jeansen som jag har tittat pa,
men jag ska forst gora en bra sédljmanad och sen dka och kdpa jeansen. Nir jag tar pa
mig dom sd kénns det sa javla bra, jag kopte dom i en prestation liksom. Sant dér tycker
jag ar jéttekul."

“Det dr livets korta men trékiga svar, du far bara lyfta tills du orkar liksom och hitta en
ny teknik och det blir samma hér. Antingen vinner du eller sa far du trdna mer. Det gar
ju tillslut."

"Nej negativa tankar, jag styr nog om dom ganska snabbt. Det ér klart att dom poppar
upp dér, tror du verkligen att du kan klara det hir, for en san rost har nog alla i sitt
huvud, men jag tror att jag ger den véldigt lite plats."

"Jag har utvecklats mot det, definitivt. Jag har nog alltid haft ett starkt mindset och haft
ett bra sjélvfortroende, men absolut sd har det vart en utveckling hela tiden."

"Ju mer man presterar, ju mindre tid man far, ju mer prioriterar man bort sig sjalv men
det borde vara tvdrtom, ju mer man har att gora, ju mer méste man prioritera egentid.
Lisa bocker, trdna, meditera, promenader. Vad man &n nu gor for att ma bra, for mér
man bra sd gar man bra... Ju mer man presterar, ju mer maste man ta hand om sig sjélv."
“Traningen &r vildigt viktig for mig och nér jag héller den och min kost till exempel sa
mérker jag att jag fungerar vildigt mycket bittre, sd da kdnner jag att det hdr mér jag
béttre i. Slarvar jag med mina rutiner, d4 mérker jag att det gir ut over andra grejer
direkt liksom.”

"Jag pdminner dem om det sd mycket jag kan, att dom kan alltid ge mig feedback, jag
ar oppen och sdger att dom alltid kan prata med mig... Det dr nog en av mina storsta
styrkor som ledare. Att ge feedback pa ett drligt sitt och dir personen blir, jag ér alltid
rak men det blir aldrig ofint, personen tar det inte sa, det blir lite tough love”.

“Jag stdr for en kultur dér det ska vara noll procent skitsnack, utan jag vill att man ger
feedback till den personen. Det ser jag som en av grundbultarna i var bolagskultur, vi
pratar inte bakom ryggen.”

"Jag &r duktig pa att gora en prioritetsordning. Istéllet for att 16sa allt pd en ging sé
maéste jag sétta tid. Vad ér det som dr viktigast och vad dr det som behdver bli klart. Jag
ar duktig dir pa att ligga in det i kalendern, finns det inte i kalendern sa finns det inte
liksom."

“Sa jag lagger ju dven in ndr jag ska trdna sé det blir ett block, i denna timmen ska det
trdnas. S jag tror pd att allt ska ligga i kalendern sa man fér en sikt av vad man ska
gora.”

“Jag gillar ju att bygga saker, att f4 bolag att utveckla dom till nya resultat och bygga
bolag. Sen framforallt 4r det ju att bygga ménniskor, att jobba med ménniskor... Sa det
ar mitt engagemang, att fa folk att véxa och se den forédndringen i folks liv.”

"Ja absolut, att gé in i en vecka ddr jag har mycket att gora, jag gillar ju det, jag ser fram
emot mina arbetsveckor. Sé kalla det en positiv stress, det dr ju ndgot som driver pa...
Jag tycker jag dr ganska engagerad i det jag gor och jag saknar inget engagemang."
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"Ja, iallafall majoritet till 80%. Sen finns det ju alltid ndgon som kor sitt eget race trots
att vi pratar om team, ibland blir ngon lite ego trots att dom inte ska det."

“Och jag foresprékar ju, under senaste konferensen ocksé, att vi méste ta hand om oss
sjdlva, sdga till om vi behdver hjélp, girna fysisk aktivitet, forsoka ténka pd kosten,
gédrna vara noga med somn. For det hér dr hogpresterare liksom och dd maste dom vila
ocksa... Vi pratar om mindfulness, och ja att ta hand om er sjdlva.”.

Middle Manager A

“Men jag tdnker ocksa att ju dldre man blir desto mer medveten blir man om sina egna
svagheter och brister.”

“Jag har redan ett fantastiskt roligt jobb, s& varfor ska jag byta?”

"man blir inte smal nér man jobbar hér, for vi dr bra pa att fira vira framgangar”
“Sedan kan jag tycka att det dr skont nér fredagen vil kommer for pd kvillen ir jag rétt
utslagen och da vill jag helst bara lagga mig pa soffan, kanske med ett glas vin, men sen
njuter jag av helgen”

"Jag dr jéttesjalvkritisk."

"Nej men pa sétt och vis gor man vil liksom alltid det och det handlar om att viga
vinster mot forluster ibland, vad &r det bésta valet att géra i den hér situationen, och stér
man infor riktigt svéra grejer da blir det ju en del sdmnldsa nétter."

“Alla minniskor maste fa briljera. Man behdver inte fa gora det varje dag men man
maéste fa 0gonblick pa jobbet dir man kénner att “nu, hér fick jag lysa”. Bdde kinna sig
sedd och kdnna att man har utrdttat ndgonting. Att man fétt jobba med grejer som man
beharskar och gor kanske béttre dn andra.”

"Men jag vill ju ofta lite mer &n vad dem timmarna jag har tillater."

"Nej men jag har nog alltid haft grundinstéllningen att det liksom hjélper inte att stressa
upp sig, det blir bara merjobb. Man fattar taskiga beslut och.. nej men far liksom forsoka
hélla huvudet kallt och man kan bara gora en sak i taget"

"Ja, familjen skulle sdga for mycket. Mina barn brukar sdga att du har ju som tvé
familjer, jobbfamiljen och sa dr det vi"

"Engagemanget tar liksom aldrig slut for det finns alltid lite till som man kan gora bittre.
Béde jag som ledare men ocksé liksom verksamheten och mina medarbetare, dar det
handlar ju liksom om négon sorts vaxelspel dir man kédnner att man jobbar mot samma
méal."

“Man behdver som medarbetare vara lite aktiv i vad behover jag sjilv fylla pd med. Det
blir néstan ett omojligt projekt och forsoka halla koll péd. For utbildningar finns det gott
om inom alla mdjliga omraden.”

Middle Manager B

“Nér man kommer frén ett jobb dir man fatt ut 18.000kr i manaden och istéllet fir ut
femtio i ménaden sé vill man ju hélla den. Man vénjer sig snabbt, motivationen &r kort
och gott l6nekuvertet och att man kan fa en battre livskvalitét.”

“Det var som igér ju ndr jag tog en order for 20.000kr sé direkt pd morgonen, och
sedan akte jag hem och byggde véxthus.”
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"Jag tycker nog att jag gor ett ganska bra jobb. Men sedan kanske det inte alltid
fungerar. Men jag brukar resonera till att allting gér upp och ner."

“Nu ska jag fan vdnda pa det har!”

“Fan va bra jag var i forrgar, en san dag ska vi kora igen”.

“Det dr ndr man kénner att man behover ge sig sjilv den dér lilla sjdlvpeppen. Gar det
bra d& behdver du fan inte peppa dig, da gar det utav bara farten.”

“Jag orkade mer om jag liksom trénar sé att man far de dar beroémda endorfinerna och
den biten.”

“Jag har lart mig att man alltid i slutdndan star sjdlv och det dr bara en sjélv som kan
hantera och klara av olika situationer. I slutindan hamnar man alltid dér.”

"Ja men jag har ritt bra minne sa. Sedan har man ju inte allt i huvudet men jag har alltid
en bra grundplan och for det mesta sa haller den."

"Jag brukar ju handskas med stressen pa det viset att man ténker tillbaka pé hur det har
varit tidigare ndr man har ként sig stressad och hur man har 16st det d&. Kort och gott.
Att man har sett att det har 10st sig innan, att man gir pa gamla erfarenheter.”

“Vi ju det hér i vira anteckningar s man hela tiden har mgjlihet och lyfta den har
personen till sina mal. Och vad de vill 4&stadkomma och gora. Sa man tar tillvara pa allas
kvalitéer."

Non-managerial employee A

"Framforallt da liksom ja men assa ndr man kommer i stressiga situationer for da lagger
man inte s& mycket vikt vid hur man beter sig mot andra ménniskor, utan det &r en sén
sak man kommer pé efterat och da borjar jag reflektera bara: jag kanske var lite for rak
och héard mot den hir kollegan nu."

“Ja det tycker jag. Det forsta man tanker pa, det dr ju, vad kunde man ha gjort bittre.
Definitivt."

"Sen jag sdtter ju upp kontinuerliga mal hela tiden liksom och reviderar dem liksom allt
eftersom, kdnner hur det kan dndras. "

"jag firar nog mer nér det har varit jobbigt, ett riktigt jobbigt arbetspass eller en jobbig
period, da tdnker jag bara, ikvill blir det foodora. Det dr snarare sénna perioder jag firar
in, jag fortjénar det nu for nu har jag tagit mig igenom den hér skiten liksom."

"Assa, det dr vil i de hir, nidr man ar lite sjdlvkritisk efter, da diskuterar man ju och
bollar lite med sig sjélv vad kunde jag ha gjort annorlunda och sé vidare och sd vidare"
“Nej! Det dr mer sé typ borde jag gora denna saker eller inte.”

“Nej dé lyssnar jag inte alls pd de inre dialogerna. D4 ar det sugrdr, bara fokus pa grejen
jag har framfor mig i princip.”

"Assd, sén har jag vil egentligen alltid varit men egentid tror jag dr min storsta sé. Jag
méirker det, ndr det 4r mycket som hénder i mitt liv liksom, da soker jag mig mer och
mer liksom, ndmen jag gillar att ta en dag hemma liksom."

“Jag dr ju bade en sjélvkritisk och en 6ppen for kritik-person dverlag, jag uppskattar ju
ndr minniskor kan komma till mig direkt och sdga liksom, ja men tidnk péd det hir till
nésta gdng du gor séhér for jag ser ju allting som en lardom.”
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“Det ar vil problemet i varden att allt kan dndras pé en handvindning om en patient
kraschar eller man far en akutsituation eller ndgonting. S& det jag forsoker gora i borjan
av mitt arbetspass ér att forbereda s& mycket jag bara kan.”

"Jag brukar egentligen bara filla ner pannbenet och bara kra, nagon gang fir man séhér
stanna upp lite och bara tidnka efter, vad behover jag, strukturera upp sig litegrann, vad
behover jag gora nu hér forst och framst."

"Nej men jag tycker generellt sétt att verksamheten dr véldigt dalig pa att ta hand om
personalen nér det géller maendet och sa”.

Non-managerial employee B

“Nér det gér bra sd gér man ju det. Varje mote som gar bra gor jag det.”

“Jag kan ju sitta och tdnka sddir efterdt att: “det har gick déligt dér och varfor gjorde
det det?”. Och sé tinker jag pa det pd nésta stélle. Eller sa tinker jag det hér gick bra
och det kanske jag ska ta med mig till nidsta gdng. Det kan ju vara att man tog ett
argument och la upp det pd ett visst sétt eller att man bemotte kunden pa ett visst sétt i
borjan eller vid avslut. Det reflekterar jag ver.”

“Jag har en lapp i bilen, och sa har jag mitt mal uppskrivet och s& hade jag ocksa riknat
ut, hur mycket jag behover sdlja per dag for att ga pa den dagen som jag vill. Sedan
kollar jag varje dag och varje dag jag klarar malet sd bockar jag 6ver.”

“Jag har ocksa en spalt dér det stir “Du kan sélja” bara for att liksom pdminna mig sjalv
att bara for att det gér at helvete sa betyder inte det att du inte kan nédgonting.”

"Har jag gjort ndgot bra sd gér jag ut till bilen sétter pa en go lat och &ker vidare. Kanske
ringer ndgon kollega och kanske peppar dem sé att man hjélper andra med sin energi...
Eller en ute lunch kanske. Eller ja kanske inte varje dag. En kanelbulle pa Cirkle K
haha."

“Ja det finns véll sdkert ndgot sadant tillfdlle men jag kan inte komma pa nigot. Men
det finns absolut tillfdlle ddr man kanske har dverdrivit lite sd.”

“Det dr ju som att resonera med sig sjdlv, och det kan vara en sén sak som att “varfor
blev det sdhdr” eller inte. Det kan ju vara min dialog. Och absolut gor jag det med allt
och allt mgjligt, dessutom ganska mycket haha."

“Ibland ténker jag ocksé fan jag &r ju bést. Det kan jag ocksa ténka sa det hdnder ju
haha, liksom fan va grym jag ar!”

“Men liksom har det gétt at pipsvangen idag dé kan jag inte sitta i morgon och ténka att
“det gick skit igdr”. Man fér liksom inte dlta det.”

“Mer. Absolut mer. Man tinker ju betydligt mycket mer under stress typ “hur ska jag
gora nu la la la la 1a” dé blir det jattemycket sddér tankar och idéer. Det blir nog ofta
rorigt.”

“Dels motivation for att komma dit man vill och det dr ganska simpla grejer: tink pé att
vara glad, tidnk positivt for de dagarna man kanske inte har sélt s bra, eller om man har
en period dér det gar déligt eller om man har haft ett méte som man tycker det borde
blivit béttre.”

“Sa lange ingen klankar ner pd en si allt det som man far till sig som kan ge
forbattringspotential, det ar klart att man tar till sig det. Man vill ju sjdlv att det ska ga
bra, sa det dr inga problem att ta till sig.”
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“Nej men har ju liksom eller vad ska man séga, man har ju en dagsplanering med de har
mdtena har jag, de hir servicearna ska goras. Jag menar den hér servicen kanske ligger
néra det hir motet dd gor jag den strax efter det... I min iPad eller i min kalender sa har
jag alla métena upplagda och sé ser jag dem under dagen och sen sa har jag ocksa, dem
har jag dem dr brunmarkerade. Sedan har jag blda rutor och det &r servicear eller saker
jag behover gora.”

“Ligger man i fas dr det oftast lugnt, men hamnar man efter eller att man kénner att man
har en dalig dag eller man vart sjuk och eftersom det bara dr provisionsbaserat s ar det
klart man kan uppleva stress."

“Man tar 15 minuter i bilen och bara sitter sig och bara sitter och funderar och ténker
en stund."

"Sa det som motiverar mig dr pengar, men dven vetskapen om den goda kédnslan man
kénner i kroppen efter en bra dag pa féltet."

XXVI



