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ABSTRACT
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The aims of this thesis were threefold: to explore and increase knowledge of
managerial working conditions in Swedish municipalities, to extend the job
demands-resources (JD-R) model, and to provide information that public sector
decision-makers and human resources departments can use and apply in promoting
sustainable managerial working conditions. The argument in this thesis is that a
contextual perspective on managerial work is needed, entailing a shift in focus from
managers and their individual differences, to the conditions that public sector
managers work under.

In order to address these questions, a strategic sample of organizations and
managers that allowed for comparison and examined systematic differences and
similarities among them was used, accompanied by contextual quantitative and
qualitative methods that included both subjective appraisals and more objective
assessments and data on several levels.

The main theoretical framework was based on the latest development in the
work stress field, where theoretical and empirical insights from several decades
have been developed into the JD-R model. The model takes a balanced approach in
explaining negative as well as positive aspects of occupational well-being. Unlike
previous models, the JD-R model can be adapted and tailored to the specific
context and study group.

This thesis comprises four empirical studies with specific aims. In the first
study, the main aim was to explore different types of naturally occurring
psychosocial work situations for municipal managers, based on the combination of
job demands and job resources, by means of cluster analysis. Certain focus was
also given to investigating how the work situations could be differentiated
regarding sustainability indicators for managerial health, motivation, and
performance. In the second study, these psychosocial work situations were
followed up 2 years later, and the main aim was to investigate how the situations
longitudinally predict managerial turnover using logistic regression and thereby
identify groups that are at a high risk or a low risk for turnover, actual as well as



intended. The main aim of the third study was to establish how the span of control
— that is, the number of subordinates per manager as one of several possible
organizational determinants of psychosocial working conditions — affects
operational public sector managers’ job demands, using multilevel regression
analysis. In the fourth and final study, the main aim was to deepen the
understanding of first-line human service managers’ work assignment and
psychosocial working conditions by qualitatively and externally assessing the job
demands and job resources as well as the balance between them, through work
content analysis, in order to provide explanations of the current work strain of this
group of managers.

The first overall conclusion of this thesis is that public sector managers
work in a wide array of diverse situations, including balanced as well as unbalanced
psychosocial working conditions in terms of job demands and job resources. An
unbalanced work situation, characterized by a lack of correspondence between the
job demands posed and the job resources provided, was found to be a reality for a
large number of the managers, especially within human services. The psychosocial
working conditions were found to be related to consequences for managerial
sustainability in terms of health, performance, motivation, and turnover. In
addition, the contextual approach applied contributed to identifying organizational
and structuring factors — in other words, the type of service the manager works in
and the manager’s span of control, managerial position, gender, age, and
managerial experience — that provide reasons for the variation in psychosocial
working conditions and their consequences. Taken together, the results can provide
guidance for actions to be taken in order to promote sustainable psychosocial
working conditions for public sector managers, thus reducing both significant
individual and organizational costs.
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INTRODUCTION

A well-functioning management is a highly important precondition when it
comes to creating healthy and productive public sector organizations. Operational
managers hold key positions in the public sector through their responsibility to
lead, manage, and develop their welfare organizations. Managerial work in the
public sector is challenging, since the levels of complexity, demands, and
expectations are generally high. The interests from numerous stakeholders such as
politicians, senior management, audit authorities, employees, clients, and their
relatives must constantly be balanced. Managerial work in the public sector may
also be especially rewarding, with the notion of doing good and making a
difference for the public, particularly benefiting the welfare of the whole society, as
discussed by public service motivation theorists (e.g., Rainey & Bozeman, 2000).

Changed managerial work — Is there a problem?

Managerial work in the public sector appears to have changed radically
during recent decades, pointing toward a troublesome work situation in which
organizational changes, economic constraints, and disadvantageous psychosocial
working conditions have become a larger part of managerial work (Ball, 2003;
Trydegard, 2000). Managers have been shown to be negatively affected by their
work situation (Swedish Work Environment Authority, 2011), and maintaining
managers’ health, as well as attracting and retaining skilled managers, has become
an area of great concern for managerial sustainability in the public sector (e.g.,
Bjorklund, Lohela-Karlsson, Jensen, & Bergstrom, 2013; Danielsson et al., 2012;
Hérenstam & MOA Research Group, 2005; Skagert, Dellve, & Ahlborg Jr, 2012;
Vinberg & Landstad, 2013).

A knowledge gap

Despite these findings, research is scarce within this area and few studies
have focused on the working conditions and sustainability of public sector
managers. Although the studies on this specific group of employees are few, they
have signaled problems with job strain, stress, and fatigue (Ahlborg et al., 2006;
Bjorklund et al., 2013), as well as with high levels of sick leave (Lidwall, 2010;
Lindholm, Dejin-Karlsson, Westin, Hagstrom, & Uden, 2004; Westerlund, Ferrie,
Jeding, Oxenstierna, & Theorell, 2004). In addition, there is a push to acquire more
knowledge, since a high proportion of managers are approaching retirement, in
combination with a number of managers wanting to leave their jobs voluntarily.
This problem has been highlighted by several public sector representatives, such as
unions and employer organizations, and further confirmed by several recent
scientific studies (Cregérd & Solli, 2012; Skagert et al., 2012).

Thus, the conditions that public sector managers work under might be
questioned and their sustainability might be threatened. Managers who are able to,
as well as want to, work as managers over the long term are crucial, especially in
times characterized by challenging developments in public organizations, the
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increased demands of an aging population, increased immigration and urbanization,
and financial deficits in many societies. Managerial work in the public sector must
be attributed significance in order to promote healthy and attractive jobs and to not
jeopardize the future of public sector organizations and thus the welfare society.

A contextual approach

The present thesis applies a contextual approach in order to shed new light
on managerial working conditions in the public sector. Within this thesis, a
contextual approach means that the focus is turned from managers and their
individual differences, to the conditions that public sector managers work under.
Furthermore, context is considered a layered concept wherein managers are
influenced both by the context immediately proximal to them, i.e., their
psychosocial working conditions, and by the larger organizational context. The
context and its layers are reflected in theory, design, and method. Managerial
working conditions in the public sector are investigated through strategic sampling
and methods that take into account the context in which managers work, as well as
the variations in that context. The results are directed toward public sector decision-
makers and human resources departments, where the knowledge provided and the
ways in which it is presented are aimed at helping them to understand the
conditions that managers work under. Such knowledge is a valuable basis for
planning improvements to unsatisfactory work situations and thereby for promoting
the creation of sustainable managerial work. It is also crucial in attracting and
retaining skilled managers and securing the future of the public sector.
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Aims of the thesis

The aims of this thesis were first, to explore and increase the knowledge of
managerial working conditions in Swedish municipalities. Second, the aims
included extending and developing the job demands-resources (JD-R) model by
applying contextual methods and placing special emphasis on public sector
managers. Finally, the aspiration was also to provide information that public sector
decision-makers and human resources departments can use and apply in promoting
sustainable managerial working conditions. The argument in this thesis is that a
contextual perspective on managerial work is needed.

The specific aims of the included studies were as follows:

— To identify and describe different types of managerial work situations,
based on the combination of job demands and job resources from
several sources, and thereby to detect high-risk and low-risk work
situations in terms of managerial sustainability (Study I and II).

— To determine whether organizational characteristics can explain
differences in psychosocial working conditions among operational
public sector managers (Study III).

— To apply a method for externally assessing job demands and job
resources as well as the balance between them in public sector
managerial work (Study IV).

Organization of the thesis

The first section of the body of this thesis consists of a theoretical and
empirical background. After the Theoretical and Empirical Background section, the
research design of the overarching project' that this thesis is a part of is presented
in the Materials and Methods section, together with the specific methodology and
empirical material used in the studies making up this thesis. In the Main Findings
section, the results of the four studies are summarized and then the general
contributions from them are examined in the Discussion section. The Conclusions
section completes the thesis.

! This thesis is part of a large research and development project referred to CHEFiOS (Harenstam & Ostebo, 2014a),

which is a Swedish acronym for Management, Health, Efficiency, and Prerequisites in the Public Sector.
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THEORETICAL AND EMPIRICAL
BACKGROUND

The understanding of managerial work as a context-bound practice is
underestimated in management research and theory (e.g., Dierdorff, Rubin, &
Morgeson; 2009; Johns, 2006; Mintzberg, 2006). Individual characteristics have
historically been the main attention of the leadership and management research
field (Vroom & Jago, 2007), although mainstream research has differed in its focus
over time (e.g., Bass & Stogdill, 1990; Northouse, 2007; Yukl, 2010). Initially, the
attention was turned to the personality characteristics of the leader (Stogdill, 1948),
which later shifted to the skills of the leader and the conviction that leadership
could be taught and trained (Katz, 1974; Yukl, 2010). Efficient leadership
behaviors in terms of task orientation and relationship orientation were later
highlighted (Blake & Mouton, 1964), followed by the notion that efficient
leadership may vary between situations. Hence, situational characteristics were
then put in the spotlight of the leadership research, mainly through Fiedler’s (1967)
contingency theory and Hersey and Blanchard’s (1969) situational theory. The
commonly used situational approach to leadership, which has been used
extensively in organizational leadership training and development (Northouse,
2007, p. 91), focuses on situational influences, thus constraining the leader who
must then adapt his or her style of leadership to the situation at hand (Hersey &
Blanchard, 1969). Thereafter, a line of leadership theories with an emphasis on
motivating employees and consisting of different leadership styles was introduced
by Bass (1985). Leadership style theories are still the most researched today
(Avolio, Walumbwa, & Weber, 2009), with the main emphasis on transformational
leadership as the supreme leadership style (Yukl, 2010). As a result, the
concentration on managers’ styles and strategies within the leadership literature has
largely come to overshadow the way in which managers are influenced by the
situation or context in which they are functioning (Vroom & Jago, 2007), which is
the focus of this thesis.

Although an overall definition of context is missing in the literature
(Mowday & Sutton, 1993), the organizational context has, for instance, been
defined as “situational opportunities and constraints that affect the occurrence and
meaning of organizational behavior as well as functional relationships between
variables” (Johns, 2006 p. 386) and “stimuli and phenomena that surround and thus
exist in the environment external to the individual, most often at a different level of
analysis” (Mowday & Sutton, 1993 p. 198). These phenomena have for the most
part been studied separately from the individual and his or her work (Barley &
Kunda, 2001; Cappelli, 2006; Mowday & Sutton, 1993). However, in order to
understand how the organizational context shapes individual working conditions
and health, both features need to be addressed (Bejerot & Héarenstam, 2010;
Héarenstam, 2008). The resulting gap between perspectives and traditions has
further led to less being known about how working conditions in the organization
influence managers (Brazier, 2005). Management is part of the organizational
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context, made up by the structures and cultures within which individuals work
(Fullan, 2006; Mowday & Sutton, 1993; Nyberg, 2009), but managers are also, like
any other employee, affected by the context (Brazier, 2005; Vroom & Jago, 2007;
Yammarino & Bass, 1991). The organizational context is a reality that must be
taken into account, and it can be considered a helpful counterpoint to the
individual-centered theories (Johns, 2001). Although differences between managers
are not irrelevant, the effects of the situation or context can dwarf these variations
(Vroom, 2000; Vroom & Jago, 2007). Therefore, it is of great importance to
incorporate the context into the field of management research (Brazier, 2005).

With this backdrop, the theoretical and empirical background consists of
and is organized around four aspects of managerial work in the public sector. In
line with the contextual approach of this thesis, knowledge of the setting in which
managerial work takes place in the public sector is needed. Hence, the first section
of the theoretical and empirical background consists of an introduction to (1) the
organizational context of managerial work, providing an introduction to the public
sector and the changes it has undergone in general and the organizational context of
municipalities in particular. In the two sections that follow, the main focus of the
thesis is framed by elaborating on (2) the content of managerial work and (3) the
conditions of managerial work. Thereafter, some of (4) the consequences of
managerial work in terms of sustainability are summarized. The theoretical and
empirical section concludes in a section on the contextual approach that frames the
scope of this thesis and the guiding theoretical and analytical model derived from
that approach.

The Organizational Context of Managerial Work

Today, most researchers acknowledge that management is an interaction
between the manager and the situation in which the manager takes part (Fiedler,
1996; Johns, 2001; Vroom, 2000). Johns (2001) has argued that consideration of
context is essential in understanding and developing meso-level connections such
as person—situation interactions. The organizational context can provide restrictions
on or opportunities for certain behaviors and attitudes, and thus influence its
employees in several ways (Hérenstam, 2008; Johns, 2001). A favorable context
can, for example, assist the individual to find ways to cope with different kinds of
work-related challenges (Ekman & Arnetz, 2005). And whereas good
organizational structures may help prevent disease or contribute to health, less
favorable structures can generate ill health among employees (Thulin Skantze,
2006). Bennis (2007) stressed that “if we have learned anything in the decades
psychologists have now devoted to the study of leadership, it is that leaders do not
exist in a vacuum” (p. 3). These days, it is more or less taken for granted that the
organizational context and conditions matter.

Studies focusing on these organizational factors are less common, however,
although such knowledge has strong implications for the prevention of job stress,
and very little is thus known about which organizational factors are the most
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important (Harenstam, 2008). It has been argued that more research needs to be
done on how country-specific institutional characteristics manifest themselves at
the level of the individual manager (Noordegraaf & Stewart, 2000).

The public sector

Generally, organizations in the public sector have been found to have many
similarities with private sector organizations, but they also face special
requirements and have some unique prerequisites (Boyne, 2002; Noordegraaf &
Abma, 2003; Rainey & Bozeman, 2000). Hence, managers who work in the public
sector also face unique prerequisites (Boyne, 2002; Pollitt, 1993; Rainey, 1991;
Ranson & Stewart, 1989). It has been argued that public and private management
are fundamentally different in the rules that each sector rests on. In the public
sector, traditional public sector values, including representativeness, justice, and
equality before the law, are intermingled with modern managerial ideals on
economy and efficiency (Noordegraaf & Stewart, 2000). Hence, public sector
organizations are more multifaceted, with more objectives and stakeholders to
consider, thus creating a high level of complexity for those who work there
(Hagstrom, 1990). Organizations in the public sector, for instance, have external
actors, such as politicians, with extensive influence over resources and decisions
that impact on public organizations and their workforce (Pandey & Wright, 2006;
Ranson & Stewart, 1989). Many public sector organizations are also characterized
by their special relationships with their recipients or clients (Soderfeldt et al.,
1996), and a very large part of the public sector is oriented toward human services,
a welfare sector that includes care and education (Hasenfeld, 1983; Thylefors,
2007).

Furthermore, the public sector in Sweden has, like in many other countries,
undergone big changes on several levels during recent decades. Cost-effectiveness
has been suggested to be the main incentive for the changes in the public sector in
general (Bach & Della Rocca, 2000), and Sweden is no exception. Since the 1990s,
financial difficulties and fewer resources have increased demands on the public
sector in Sweden that it be cost-effective and still be able to offer services of high
quality. It has led to aggressive cost-cutting initiatives that in most cases have
involved downsizing (Montin, 2004).

New public management (NPM) — in other words, introducing economic
and managerial ideas from private companies into public organizations (Hood,
1991) — has often been launched at times of financial crisis accompanied by
downsizing (Bach & Della Rocca, 2000). At a higher level, NPM is a general
theory and model postulating that the public sector can be improved by imitating
and copying managerial methods from the private sector, where management
approaches such as scientific management have long traditions (Taylor, 1911). At a
more practical level, however, NPM is an array of specific concepts and practices
including, for example, a greater emphasis on performance, decentralized and
flattened organizations, and market-type mechanisms (Pollitt & Sorin, 2011). NPM
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is thus inspired by capitalist ideas of efficiency and customer satisfaction (Rolland,
2005). The customers are put first, usually by giving customers a voice and a
choice, but also by making service organizations compete (Gore, 1993). Thus,
rationality, productivity, effectiveness, efficiency, and transparency have become
central values in many public sector organizations, reflected in the current
economic discourse of products, consumers, targets, facts, evidence, planning, and
control. The purpose is to establish a transparent and effective administration by
implementing businesslike measurement models (Noordegraaf & Abma, 2003).
NPM has been implemented in countries at all levels of economic development
(Borins, 1998), and the organizational changes in the public sector in Sweden have
generally been made in line with NPM (Montin, 2004).

Researchers, however, have argued that these reforms have been far from
entirely positive (e.g., Rolland, 2005; Steane, 1997; Sziics, Hemstrom, &
Marklund, 2003). Critics of the reforms in the public sector usually put forward that
NPM miisinterprets the distinctive nature of public organizations (e.g., Noordegraaf
& Abma; 2003; Pollitt, 1993; Rainey, 1991) and that there is a complex political
nature of public sector that does not harmonize with NPM (e.g., Montin, 2005;
Pollitt & Bouckaert, 2000). NPM neglects the qualitative data and dialogue that are
so important in the public sector, especially in human service organizations (HSOs;
Noordegraaf & Abma, 2003). The undesirable and often counterintuitive effects
that NPM produces are frequently highlighted (e.g., Steane, 1997). For instance,
although the main aspirations of the NPM movement were to create a more cost-
effective, efficient, and customer-focused public sector by borrowing business
methods from the private sphere, empirical results display another image. In a
meta-analysis conducted by Pollitt and Sorin (2011), more than half of the studies
conducted with NPM and its outcomes as their focus showed no change in
performance or even an actual worsening of performance after NPM reforms. Even
the academic who are often said to have discovered the development of NPM has
reflected on whether it works as a theory:

Indeed, what will surprise many readers is how little we seem to know after

decades of research about whether and how far NPM worked in what is

commonly said to have been its main original concern, namely to cut costs

and improve efficiency. (Hood, 2011, p. 738)

Generally, researchers have argued that NPM has major consequences for
employees in the public sector, causing an intensification of labour and an
increased workload in general in several public sector domains (Chandler, Barry, &
Clark, 2002; Farrell & Morris, 2003). In the Swedish public sector context, the
reforms have generally had negative consequences, especially when considering the
working conditions that employees in the public sector now work under (Sziics et
al., 2003). A degradation of the working conditions within the Swedish public
sector has taken place in general since the mid-1990s (Hérenstam & MOA
Research Group, 2005; Hérenstam et al., 2004), especially for women in
professional posts (Harenstam et al., 1999; Héarenstam & MOA Research Group,
2005; Hérenstam et al., 2004), and the working conditions for managers in the
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public sector have been shown to be worse than for the corresponding management
positions in the private sector (Harenstam et al., 2004; Hockertin, 2007). These new
requirements and new working conditions may impact managers’ health, adversely
affecting not only the managers, but also the overall organization and its ability to
recruit managers for the future, and putting the development of the public sector in
danger. The perspective in this thesis is that although general trends in the
governance of the public sector impact managers’ work content and working
conditions, there are variations within the sector and between organizations in
different municipalities. Researchers need to search for relevant aspects in
variations in the way work is organized locally in different types of public services.

Municipal organizations

Municipalities, as part of the general public sector, have their own specific
features. The municipalities are directed toward different types of services and
providers of important welfare services including health and social care services,
education through HSOs, and technical services such as infrastructure, sanitation,
emergency services, and water. These services are normally governed by service-
specific political boards and committees. They are administered through service
departments, typically directed by a head of department who is responsible for the
service delivery. Service departments also include a team of senior administrative
officers with specific expertise in HR, IT, and finance (Sziics & Stromberg, 2009).
Each jurisdiction is headed by an operations manager (a middle manager) and
comprises smaller units headed by unit managers (first-line managers). Several
large cities are divided into district administrations tied to neighborhood councils.
Within Sweden, 290 municipalities (Statistics Sweden, 2013) are governed by
almost 30,000 managers at different levels (Ivarsson Westerberg, 2013).

Managerial work in municipal human service organizations has changed
especially radically during recent decades, not least in the health care and education
sectors (e.g., Ball, 2003; Trydegard, 2000). For example, and in line with NPM, it
is common that in an ongoing effort to reduce costs, public sector organizations
flatten their structure, resulting in fewer management positions with wide spans of
control (Ohlsson & Rombach, 1998). The new organizational forms have generally
resulted in fewer managers with larger responsibilities and more subordinates
(Hildingsson & Krafft, 2001; Swedish Work Environment Authority, 2011),
although there have been indications that this trend is changing (Ivarsson
Westerberg, 2013). However, the local take on NPM in Sweden varies to a great
extent (Montin, 2005). Although different types of municipal organizations display
similarities in the formal adoption of NPM, the application of NPM looks different
in practice between different types of municipal services (Bjork, Forsberg
Kankkunen, & Bejerot, 2011; Kankkunen, 2009). A recent study within the
Swedish public sector has shown that within HSOs, detailed business plans and the
performance and quality are systematically followed and evaluated in line with
NPM. In technical service organizations (TSOs), these control instruments are on
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the contrary resisted (Bjork et al., 2011), which is surprising, since NPM ought to
rhyme better with the characteristic and more easily measured tasks of the TSOs
(Noordegraaf & Abma, 2003). In practice, managerial work in HSOs and TSOs has
been shown to differ regarding those entities’ organizational prerequisites
(Kankkunen, 2009). For instance, managers in Sweden’s public sector have been
given responsibility for a large number of subordinates, where groups of staff from
50 to 100 employees are common, especially within the female- dominated HSOs
(Harder, Svird, Wigforss, & Hedén, 2000; Kankkunen, 2009; Swedish Work
Environment Authority, 2014; Thylefors, 2007; Westerberg & Armelius, 2000).

The present thesis takes into account how public sector managers are
influenced by the organizational context in which they work, and thereby addresses
a gap in the research literature (Vroom & Jago, 2007). With some previous studies
on organizational conditions providing the impetus (e.g. Bejerot, Soderfeldt,
Hérenstam, Aronsson, & Soderfeldt, 1998; Harenstam & MOA Research Group,
2005; Kankkunen, 2009; Westerberg & Armelius, 2000), different organizational
factors previously shown of importance in the public sector are used in this thesis.
These factors include, for instance, the type of municipal service involved, the size
of the operation or unit, the number of units, the geographical distribution of the
units, and the span of control of the management team and the individual manager,
as well as the administrative support provided. In this thesis, a contextual
perspective implies that the context affects what managers in fact do and what the
conditions for the performance of these actions are. Thus, researchers need to know
more about the link between the conditions for and the content of managerial work
that helps to explain variations in managers’ sustainability.

The Content of Managerial Work

Leadership and management

Research on public management is a relatively recent and developing field
(Van Wart, 2003), and that on leadership as distinct from management is even
sparser (Lawler, 2007). There is a significant overlap between the concepts of
leadership and management, but they represent partially different roles (Bass &
Stogdill, 1990), and exercising leadership can be seen as a part of management
(Bass & Stogdill, 1990; Hagstrom, 1990; Henning, 2000). Just as leadership is seen
as one of several ways to achieve successful management, such management also
serves as the basis for good leadership (Hagstrom, 1990). Managers lead in the
sense that leadership is one of several managerial tasks such as planning and
organizing (Bass & Stogdill, 1990; Thylefors, 2007), and can in some aspects be
seen as a further development of management (Lawler, 2007). Management focuses
mainly on maintaining the organization’s existing systems, while leadership’s main
focus is change management (Kotter, 1999; Lawler, 2007). Although some
researchers view leadership and management as interchangeable concepts (see, for
example, Fiedler, 1996; Henning, 2000; Thylefors, 2007), a central theme in much

22



of the contemporary literature on leadership is that leadership is something distinct
from management (see, for example, Bass & Stogdill, 1990; Kotter, 1999; Lawler,
2007). While managers hold formal positions of authority, leaders may be both
formally and informally designated. Thus, leaders may hold formal positions of
authority, but such a position is not a criterion (Kellerman & Webster, 2001; Yukl,
2010). Generally, there is a decreasing proportion of leadership and an increasing
proportion of management at lower management levels. With the increasing pace of
change in society, however, leadership has in general become an increasing part of
management (Kotter, 1999), and therefore both management and leadership are
needed in order to avoid stagnation and achieve success in an organization (Kotter,
1999; Lawler, 2007). The present thesis focuses on the formal managerial position
according to Statistics Sweden’s (2012) definition of a manager including
responsibility for the operation, finances and personnel. This definition does not
exclude the possibility that managers also exercise leadership in practice. However,
since the purpose of this thesis is to increase knowledge of managerial work and
not to specifically investigate managers’ leadership practices, the term manager is
considered more appropriate than leader.

Managerial work and the managerial behavior approach

A few classical studies make up the foundation of the managerial work
tradition, or the managerial behavior approach, aimed at understanding what
managers actually do and how their work is constituted in order to gain knowledge
of what management could and should be like in order to improve it (Carlson,
1991; Kotter, 1982; Mintzberg, 1973; Sayles, 1964; Stewart, 1967, 1976, 1982).
The managerial behavior approach takes a holistic view, with the individual
manager as study object studying the day-to-day work of managers (Noordegraaf &
Stewart, 2000). It is a highly empirical approach focusing mainly on the work
characteristics, demands, hindrances, and choices associated with managerial work
(Stewart, 1976). In line with this holistic take on managers and their work, the
organizational context in which they work is seen as highly relevant (e.g., Hales,
1986; Kotter, 1982). The individual manager acts as the starting point, with the
focus turned to both the content and form of the manager’s work, and the context.
For example, the expectations and organizational characteristics of the environment
in which the manager works and thus is influenced by are seen as highly important
(Noordegraaf & Stewart, 2000). Even so, further attention directed toward the
contextualization of managerial work is needed, especially in the public sector
(Dargie, 1998; Noordegraaf & Stewart, 2000).

Hence, studying managers’ everyday work and use of time to find out what
their workday consists of is not a new area of interest (e.g., Carlson, 1991;
Mintzberg, 1973; Stewart, 1967, 1989), and more recently interest has increased
once again (Tengblad, 2012). Most of the early work in this field was focused on
private sector managers, and the lack of attention to public sector embeddedness
has been argued to be a shortcoming (Dargie, 1998). More recently, however, a
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similar approach was adopted to look at health care managers (Arman, Dellve,
Wikstrom, & Tornstrom, 2009; Tengelin, 2012). Contemporary knowledge of the
work content in managerial work in other parts of the public sector such as
municipalities is still scarce, however, and updated studies are thus needed. The
present thesis borrows from the managerial behavior approach and the research
tradition of managerial work studies, not only by focusing on organizational
context and work characteristics in municipalities, but also by concretely
investigating what managers actually do in their daily work, through work content
analysis (Waldenstrom, 2007).Work content analysis was developed by Swedish
researchers in the late 1990s, based on the German work psychology tradition (e.g.,
Greiner & Leitner, 1989; Hacker, 1982; Oesterreich & Volpert, 1986), which was
inspired by action theory and the particular concept of action regulation for workers
(Frese & Zapf, 1994; Hacker, 2003). The work content of managers could be
considered an important potential stressor in addition to more classically studied
job demands (Sauter, Murphy, & Hurrell, 1990; Swedish Work Environment
Authority, 2014), and investigating their work activities and contribute to new,
empirically grounded perspectives (Waldenstrom, 2007). Such a non-normative,
descriptive approach of what actually constitutes work is one way of bringing the
gap between work research and organizational research (Barley & Kunda, 2001).

The Conditions of Managerial Work

Exploring psychosocial working conditions

The original definition of the term psychosocial environment is usually
attributed to psychiatrist Erik H. Erikson. According to his definition, the
psychosocial environment is the conditions in the human environment and culture
that are relevant to an individual’s mental health and development (Erikson, 1959).
With this backdrop, the psychosocial work environment can thus be considered to
be the working conditions that are relevant to employees’ mental health and
development. In a similar vein, Theorell (2007) has argued that the interplay
between social/environmental and psychological/individual factors makes up the
core of psychosocial research (p. 20). In a proposition drafted for the Swedish
Work Environment Act (Sweden. Work Environment Act, 1977), psychosocial
factors were defined as follows: “Psychosocial factors appear when the work
environment is regarded from psychological and sociological perspectives, which
means a perspective including physical, organizational, and social work
environmental factors” (Félldin & Ahlmark, 1976/77:149, p. 223). Despite several
suggested definitions and a vast amount of research on psychosocial working
conditions, the concept of psychosocial working conditions is still a difficult one to
define. However, psychosocial working conditions are often assessed and discussed
in terms of balance, where the basic idea is that the demands posed by work should
be in balance with the resources available to the employee (Karasek & Theorell,
1990; Siegrist, 1996). The research field containing psychosocial work
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environment and occupational health has for some time been guided by theoretical
models characterized by such a balanced approach in an attempt to shed light on the
relationship between job characteristics and employee health/well-being (for an
overview see, for example, Cooper, Dewe, & O’Driscoll, 2001).

Balance models

Two of the most predominant work stress models within the field of
psychosocial working conditions are the job demand-control (JDC) model
(Karasek, 1979; Karasek & Theorell, 1990) and the effort-reward imbalance (ERI)
model (Siegrist, 1996; Siegrist, Siegrist, & Weber, 1986). In 1979, the JDC model
was introduced by the sociologist Karasek (1979), who drew upon two research
traditions: the occupational stress tradition (e.g., Kahn, 1981), where the individual
is the focal unit for measurement and analysis (Selye, 1974), and sociological
theories on alienation and participation (e.g., Blauner, 1964; Braverman, 1974;
Hacker, 1982; Volpert, 1974), where the meso-level, such as the workplace, is the
main focal unit (Burke, 2002). The JDC model further rests on the job redesign
tradition (e.g., Hackman & Oldham, 1980). The JDC model, also known as the job
strain model, combines job demands from the stress tradition (amount of work,
complexity of work, and internal and external demands at work) and decision
latitude from the alienation tradition (level of influence at work, and the capacity to
use one’s qualifications and to develop new skills) to describe four types of work
situation. The basic proposition of the model is that job strain results from a
combination of increased psychological exposures/demands and low decision
latitude at work, which in turn might cause ill health. Thus, stress-inducing work
conditions are not detrimental if they are paired with working conditions that assist
coping. Thus, according to the model, the healthiest jobs are those in which
decision latitude is high (Karasek, 1979; Karasek & Theorell, 1990). Later, in
reaction to criticism regarding the simplicity of the JDC model, the model was
further supplemented with social support as a modifying factor (e.g., cooperation,
and assistance from colleagues and supervisors), in order to take social
relationships at the workplace into consideration (e.g., Johnson & Hall, 1988). The
extended model is referred to as the job demand-control-support (JDCS) model
(Karasek & Theorell, 1990).

During the 1990s, the common organization of the workplace, highlighted
in the JDCS model, lost in importance in favor of the individual employment
contract. Thereby, inequality in working conditions were created that the JDCS
model, with its explicit focus on situational characteristics, had difficulty capturing.
By adding personal characteristics to the situational characteristics, the effort-
reward imbalance (ERI) model became increasingly relevant in modern working
life and thus gained in popularity within work environment research (Allvin,
Aronsson, Hagstrom, Johansson, & Lundberg, 2006). The ERI model has its origins
in medical sociology and emphasizes the relationship between effort and reward at
work in terms of reciprocity or social exchange (Marmot, Siegrist, Theorell, &
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Feeney, 1999; Siegrist, 1996). The model is based on the hypothesis that a high
level of expended extrinsic effort at work (job demands and/or obligations that are
imposed on the employee) and little reward received (e.g., appreciation, skills
development, status, career, and salary) represent a reciprocity deficit between
“costs” and “gains” that may result in stress and adverse health effects (Siegrist,
1996). As a result, the ERI model shifts the focus from control in work to include
material, social, and psychological rewards from work. The concept of
commitment, in addition to effort and reward, is also a core component of the ERI
model. Overcommitment is a personal coping style that reflects excessive striving
in combination with a strong desire for approval (Siegrist, 1996). However, the
operationalization of commitment, along with the associated hypotheses, has
shifted over the years from being part of the effort component, in terms of intrinsic
effort, to being an independent concept influencing the perception of both effort
and rewards, as well as displaying a direct effect on health, thus resulting in several
possible models to be tested (van Vegchel, 2005).

Empirical results obtained by the balance models

These influential balance models have been used to measure stressful
psychosocial work environments (Peter et al., 2002), and both models have
generated a considerable amount of empirical research (for an overview see, for
example, de Lange, Taris, Kompier, Houtman, & Bongers, 2003; van Vegchel, de
Jonge, Bosma, & Schaufeli, 2005). Even though the JDC model has been said to be
the most widely used model in the field — as shown, for instance, by its use in more
than 100 studies only 5 years after its introduction (Kristensen, 1995) — the JDC
model and the ERI model display a comparable foundation. The most basic
similarity between the models is the interaction between job-related demands
(psychological job demands and job-related effort) on the one hand and job-related
resources (job control and occupational rewards) used to cope with the demands of
work (van Vegchel, de Jonge, & Landsbergis, 2005) on the other hand. And in
addition to a conceptual overlap, the JDC and ERI models have been shown to
complement each other (Siegrist & Marmot, 2004), and the combined effects of the
models have proven to be a stronger predictor of outcomes (Peter et al., 2002).

The balance models have traditionally been focused on outcomes in terms
of different aspects of ill health (Schaufeli & Bakker, 2004), with occupational
cardiovascular health being most widely studied. Other endpoints used have been,
for instance, exhaustion, sleeping problems, and absence from work in JDC(S)
studies (Kristensen, 1995), and exhaustion in ERI studies (Appels, Siegriest, & De
Vos, 1997). However, the JDC(S) model has focused on health in a broader sense
through its strain dimension related to health and a learning dimension related to
personal development (van Vegchel, 2005). Kasl (1996) has further argued that the
models have relevance for other more general outcomes such as psychological
functioning and mental health.
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Criticisms of the dominant balance models

Despite their wide distribution and their ability to explain health variations
in the working population (Siegrist & Marmot, 2004), both the JDC(S) model and
the ERI model have been criticized. The criticism have focused on their very broad
and general operationalizations (e.g., de Jonge & Dormann, 2003; van Vegchel, de
Jonge, Bosma, & Schaufeli, 2005), as well as discrepancy between their theoretical
underpinnings and operationalization of job demands and job resources
respectively (de Jonge & Kompier, 1997; Oxenstierna, Widmark, Finnholm, &
Elofsson, 2008).

As early as in the mid-1990s, it was argued that the instruments used to
capture the theoretical assumptions of these models in the research needed
adaptation to a changed working life. Although both the JDC(S) and ERI models
are general models, with instruments intended for use in all kinds of contexts for all
types of professions, it has been shown that many of the questionnaire items were
constructed several decades ago and thus are not adapted to the work life of today,
especially not outside traditional industries (e.g., Ekenvall, Héirenstam, Karlqvist,
Nise, & Vingérd, 1993; Oxenstierna et al., 2008). For instance, the JDC(S) model
has been shown to fall short when it comes to capturing the relationship between
the complex psychosocial work environment and health among employees who
work directly with other people, such as in the public sector (Kristensen, 1995;
Marshall, Barnett, & Sayer, 1997; Soderfeldt et al., 1996; van Vegchel, de Jonge,
Séderfeldt, Dormann, & Schaufeli, 2004), and specific jobs such as those held by
managers (Kristensen, 1995).

In addition, although the additive effects of job demands, control, and social
support have received considerable cross-sectional support, the results of
longitudinal studies are not as conclusive. Evidence for joint effects or interactions
as predicted by the buffer hypothesis is even weaker (de Jonge & Kompier, 1997;
Héusser, Mojzisch, Niesel, & Schultz-Hardt, 2010; Kristensen, 1995). In a similar
manner, although the importance of balance between extrinsic effort and reward for
health outcomes constituting the basic principal of the ERI model has been
frequently supported, the role of the personality characteristic of overcommitment
is not as well established (van Vegschel, 2005). Addressing these shortcomings,
some researchers have argued that the classical psychosocial work environment
models need to be supplemented and adapted (de Jonge, Mulder, & Nijhuis, 1999;
Peeters & Le Blanc, 2001; Schnall, Landsbergis, & Baker, 1994; Schwartz,
Pickering, & Landsbergis, 1996; Soderfeldt et al., 1996), not least when it comes to
the specificity of the job demands and job resources measures (e.g., van Vegchel,
2005). To overcome some of the limitations in these earlier theoretical models, the
job demands-resources (JD-R) model was developed by Demerouti and colleagues
(Demerouti, Bakker, Nachreiner, & Schaufeli, 2001).
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A new balance model — the job demands-resources (JD-R) model

The JD-R model expands and integrates previous balance models such as
the JDCS model (Karasek, 1979; Karasek & Theorell, 1990) and the ERI model
(Siegrist, 1996). Even though employees’ work environment can vary significantly,
the authors of the JD-R model have argued that the characteristics of these
sometimes widely different working conditions can be categorized into job
demands and job resources (Bakker, Demerouti, de Boer, & Schaufeli, 2003). The
comprehensive JD-R model can thus, according to the authors, independent of the
specific job demands and job resources, serve as a useful framework for
categorizing and exploring predictors of work stress, and be applied in a wider
variety of occupational settings (Bakker et al., 2003) than has been argued for the
more classical models. The JD-R model includes, for instance, a wider span of
work aspects, job demands, and job resources related to employees’ well-being
(Van den Broeck, Vansteenkiste, De Witte, & Lens, 2008). Unlike the JDCS and
ERI models, the JD-R model is based on instruments and measures that can vary
and should be adapted and tailored to the groups under study (e.g., Bakker &
Demerouti, 2007). Hence, the JD-R model has proven to be robust and applicable
not only in a wide variety of occupational contexts such as private and public
organizational settings, but also in different countries using a range of methods and
measurements (Llorens, Bakker, Schaufeli, & Salanova, 2006).

In line with its ancestors, the JD-R model takes a balanced approach in
explaining negative as well as positive aspects of occupational well-being, and the
model has gained considerable support (for an overview, see Schaufeli & Taris,
2014). In the JD-R model, job demands refer to “those physical, psychological,
social, or organizational aspects of the job that require sustained physical and/or
psychological (cognitive and emotional) effort and are therefore associated with
certain physiological and/or psychological costs” (Bakker, Demerouti, & Verbeke,
2004, p. 86). Whereas a certain level of job demands is beneficial, job demands
reflect a broad category of potential stressors in the work environment (Demerouti
et al., 2001; Schaufeli & Taris, 2014) when meeting those demands calls for
significant effort from which the employee has difficulty recovering (Meijman &
Mulder, 1998). Examples of job demands brought forward within the JD-R
tradition are physical workload, role overload, emotionally demanding recipient
contacts, and time pressure (Bakker & Demerouti, 2007; de Jonge et al., 1999;
Demerouti et al., 2001; Soderfeldt et al., 1996), poor environmental conditions and
problematic reorganizations (Bakker et al., 2003), and managing budget costs
(Peeters & Le Blanc, 2001).

As demands represent the potential stressor side of the work environment,
resources at work, on the other hand, refer to “those physical, psychological, social,
or organizational aspects of the job that are (1) functional in achieving work goals;
(2) reduce job demands and the associated physiological and psychological costs;
or (3) stimulate personal growth and development” (Bakker et al., 2004, p. 86).
Thus job resources are, besides being important in their own right, needed in
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dealing with job demands (Demerouti & Bakker, 2011). The job resources can be
found structurally in the organization, as well as on the interpersonal and individual
level (Bakker & Demerouti, 2007). Feedback, control, supervisory support,
rewards, role clarity, and participation have been brought forward as important
indicators of job resources in previous JD-R research (e.g. Bakker et al., 2003;
Demerouti et al., 2001).

According to the underlying JD-R theory and model, job demands and job
resources are assumed to cause two separate psychological processes, irrespective
of the occupation involved. Thus, while various high job demands cause health
problems through a health impairment process, various resources facilitate the
achievement of objectives and thereby increase engagement and commitment
through a motivational process (e.g., Bakker, van Veldhoven, & Xanthopoulou,
2010; Van den Broeck, Van Ruysseveldt, Vanbelle, & De Witte, 2013). Strain and
well-being are considered to be mediators, at least partly, of the relationship
between high job demands and health problems, and low job resources and
turnover intention, respectively (Schaufeli & Bakker, 2004). The reasons for these
relatively separate processes are that job demands cost effort and consume
energetic resources, whereas job resources fulfill basic psychological needs, such as
the need for autonomy, for relatedness, and for competence (Bakker, 2011;
Nahrgang, Morgeson, & Hofmann, 2011). The JD-R model is presented in Figure
1.

Health impairment process

4o . Strain + Negative

Job demands >

(burnout)

—_—>

outcomes
(health problems)

. Positive
Job resources > Well-being A L 2 outcomes
(engagemen (performance)

Motivational process

Figure 1. The JD-R model.

Note. Adapted from Bridging Occupational, Organizational and Public Health (p. 46), by G. Bauer & O. Himmig,
Eds., 2014, Dordrecht, The Netherlands: Springer. Copyright by © Springer Science+Business Media Dordrecht
2014.
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Thus, job demands seem to be a predictor of health in a wider sense, while
job resources seem to affect performance, motivation, and commitment. However,
more recent studies have revealed some interactions between these processes,
where job resources, for instance, have been shown to buffer high job demands and
thus offer protection from health problems (Bakker, Demerouti, & Euwema, 2005;
Llorens et al., 2006). Bakker et al. (2010) have further shown that employees tend
to prosper when high demands are combined with a large amount of job resources,
which is also in line with the classical JDCS model.

The research using job demands and job resources as predictors of different
outcomes is growing, and the JD-R model has to date been used to investigate the
impact of work environment on such aspects as burnout (Bakker & Demerouti,
2007; Demerouti et al., 2001; Hakanen, Schaufeli, & Ahola, 2008), commitment
(Bakker, et al., 2010; Hakanen, Bakker, & Schaufeli, 2006), engagement (Hakanen
et al., 2008; Van den Broeck et al., 2008), task enjoyment (Bakker et al., 2010),
absenteeism (Bakker et al., 2003), and turnover (Schaufeli & Bakker, 2004). The
organizational context and the work environment as predictors of health and stress
reactions have been studied in many settings (Barling, Kelloway, & Frone, 2005;
Karasek & Theorell, 1990; Siegrist, 1996). However, there is still a need for more
studies that focus on specific contexts and professions, especially since specific job
demands and job resources interact depending on the context (Bakker &
Demerouti, 2007; Xanthopoulou et al., 2007), and since different psychosocial
working conditions can impact health outcomes and other elements in diverse types
of occupations (Marmot et al., 1999; Sparks & Cooper, 1999). Managers in the
public sector can be considered one such important object of study. In addition, the
Swedish context has been studied to a limited extent only. Thus, the principles of
the JD-R model remain to be tested in the specific study population that this thesis
examines, namely public sector managers in Sweden.

Using the JD-R model with public sector managers

Some of the job demands previously considered within the JD-R framework
regarding employees in the public sector, including managers, are workload,
emotional demands, psychological demands, cognitive demands, work-family
conflict, role conflict, and role ambiguity (Dollard & Bakker, 2010; Lizano & Mor
Barak, 2012; Van den Broeck, De Cuyper, Luyckx, & De Witte, 2012). Job
resources, on the other hand, have included autonomy, decision authority, skill
utilization, professional development, organizational and supervisory support,
support from colleagues, social support, and performance feedback (Bakker &
Xanthopoulou, 2013: Dollard & Bakker, 2010; Lizano & Mor Barak, 2012; Van
den Broeck et al., 2012).

When focusing on managers, specifically public sector managers, it is
necessary to investigate as many aspects of job demands and job resources as the
JD-R model implies (Van den Broeck et al., 2008). Generally, organizations in the
public sector have been found to have many similarities with the private sector, but
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they also face special requirements and have some unique prerequisites, as do the
managers and employees who work there (Boyne, 2002; Rainey & Bozeman,
2000). The flexibility of the JD-R model makes it possible to tailor the model to the
unique working conditions of public sector managers (Bakker, Demerouti, & Sanz-
Vergel, 2014; Schaufeli & Taris, 2014).

Job demands

Public sector managers fulfill their assignments under working conditions
characterized by political influence and decisions, organizational changes, and
economic constraints, with some job demands being emphasized as especially
important in public sector management.

One of the major challenges for managers in the public sector consists of
managing the tension between the numerous stakeholders’ needs and demands
(e.g., Boyne, 2002; Hjalmarson, Norman, & Trydegéard, 2004; Pandey & Wright,
2006; Thylefors, 2007). Organizations in the public sector experience external
actors with extensive influence over resources and decision making to a higher
degree; for instance, political actors can have important consequences for these
public organizations and their workforce (Pandey & Wright, 2006), which indeed
imposes demands on managers (Westerberg, 2000). In addition, most public sector
organizations are human service organizations, characterized by their special
relationships with their recipients or clients (Hasenfeld, 1983; Soderfeldt et al.,
1996). Thus, public sector managers hold key positions in their organizations,
where they must consider the interests of politicians, senior management, audit
authorities, colleagues, employees, and clients and their relatives (e.g., Antonsson,
2013; Trydegard, 2000; Westerberg, 2000; Wolmesjo, 2005, 2008). Being a
manager in the public sector thus usually means dealing with competing demands
and interests, and ethical dilemmas (Maslach, Schaufeli & Leiter, 2001; Pousette,
2001).

Because of the stakeholders’ different demands and expectations, managers
often find themselves in a conflict of loyalty (e.g., Ekholm, 2012; Thylefors, 2007;
Wolmesjo, 2005). Most commonly, such conflicts have been shown to arise
between recipients’ desires and the law’s requirements, followed by conflicts
between recipients’ desires and senior management’s expectations (Hagstrom,
2003). These situations imply further possible conflicts among different aspects of
the managerial job (e.g., administrative, personnel, and strategic tasks), often
described as role conflict (Rizzo, House, & Lirtzman 1970; Skagert et al., 2004).
Managers within the public sector have been found to struggle to prioritize among
their numerous work tasks (Ekholm, 2012), and some managers have expressed
difficulty in keeping up with the large number of administrative tasks (Wikstrom &
Dellve, 2009), which have in general become a larger part of public management
(Karlsson 2006; Levin & Fullan, 2008; Skagert, Dellve, Eklof, Pousette, &
Ahlborg, 2008; Wikstrom & Dellve, 2009; Wolmesjo, 2008). At the same time, the
employees expect accessible managers with a focus on operational leadership and
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human relationships (Antonsson, 2013;Wolmesjo, 2005, 2008). The managers’
workdays have often been characterized as fragmented (Briide Sundin, 2007;
Landstad & Vinberg, 2013; Tornsén, 2010; Wolmesjo, 2008) and their workload
excessive (Lindholm et al., 2004; Skagert et al., 2004).

Being a manager in the public sector usually includes dealing with
contradictory objectives (Cregérd & Solli, 2012). Reaching a balanced budget often
overshadows and clashes with other objectives, laws, regulations, and interests
(Hagerman, Engstrom, Haggstrom, Wadensten & Skytt, 2015). Conflicting
organizational goals create great uncertainty regarding performance expectations
and have been stressed as a significant source of role ambiguity in public sector
organizations (Pandey & Wright, 2006). For example, Térnsén (2010) pointed to
deficient communication between first-line managers and senior management,
resulting in divergent understandings of organizational preconditions and a lack of
role clarity. Accordingly, managerial work in the public sector is characterized by
uncertainty and contradictory interpretations about what needs to, can, and should
be done, as well as when and where it should be done (Abma & Noordegraaf,
2003) — in other words, role ambiguity (Rizzo et al., 1970).

Another demand that has been emphasized for a long time in the literature is
conflict, specifically between superiors and subordinates as well as between
subordinates. Such conflicts may of course be problematic for managers to handle,
and they comprise a possible threat to managers’ health and stress levels (Schat &
Kelloway, 2005). In a study conducted by Wikstrom and Dellve (2009) among
managers in the Swedish public sector, the managers stated that challenges
regarding handling employees had increased. However, employee problems may
also come from other sources than conflicts. For example, being unable to trust
subordinates and having to deal with subordinates who are unwilling to do their job
are problems that have been suggested as giving rise to stress among managers in
public organizations (Skagert et al., 2008). Furthermore, trust between managers
and employees has been shown to be more difficult to create when there is a greater
distance and less interaction between the two levels (Wikstrom & Dellve, 2009),
which, for example, may be a consequence of a large number of subordinates
(Brazier, 2005; Gittell, 2001; Hultberg, 2007; Lucas, Laschinger, & Wong, 2008;
Wikstrom & Dellve, 2009). An additional potential stressor that has been identified
is the conflicting demands that increase with demanding clients and recipients,
which has been argued to be associated with impaired health (Demerouti et al.,
2001; Rasmussen, 2004; Semmer, Jacobshagen, Meier, & Elfering, 2007; Skagert
et al., 2008).

Taken together, being a manager in the public sector thus usually means
handling a large amount of complexity as a part of the work (Boyne, 2002;
Mumford, Zaccaro, Harding, Jacobs, & Fleishman, 2000; Thylefors, 2007), while
at the same time focusing on the budget and on cost reduction (Hérenstam & MOA
Research Group, 2005; Pousette, 2001). A general lack of financial resources is one
of the problems that managers themselves identify in the public sector, where needs
often are unlimited (e.g., Wolmesjo, 2008; Antonsson, 2013). Although the public
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sector has faced reduced budgets (Westerberg & Armelius, 2000), the same level of
performance — in other words, the same quality and quantity — has been expected to
be maintained (Héarenstam et al., 1999; Skagert et al., 2008), and maintaining the
same level of service quality with reduced resources has been shown to be one
feature that characterizes bad jobs (Waldenstrom & Héarenstam, 2008b).

Job resources

Following the logics of the JD-R model, the job demands for managers are
to be balanced with job resources. Research on job resources that could be of
particular importance in the public sector is not as specific as research on job
demands (e.g., Dollard, Dormann, Boyd, Winefield, & Winefield, 2003). Previous
work stress models suggest that job control (Karasek & Theorell, 1990), social
support (Johnson & Hall, 1988), and occupational rewards (Siegrist, 1996)
represent the main resources available in most occupations.

Job control or decision latitude is a multidimensional concept that includes
employees’ authority to make decisions on the job (decision authority) and the
employees’ utilization of skills on the job (skill discretion; Karasek & Theorell,
1990). Hence, job control combines the opportunity to manage or make decisions
regarding an individual’s own job, as well as opportunities for learning and
development in the job, and it is influenced by the organization’s goals, strategies,
and values (Bernin, 2002). The managerial role usually implies a certain degree of
control in terms of decision authority (e.g., Karasek & Theorell, 1990). However,
public sector managers at lower levels have been shown to have a limited amount
of influence or decision authority over their work because of such factors as formal
frameworks and the expectations of different stakeholders (e.g., Antonsson, 2013;
Ekholm, 2012; Lundqvist, 2013; Wolmesjo, 2008).

Social support has consequently been brought forward as an important
resource in work stress research (e.g., Demerouti et al., 2001; Johnson & Hall,
1988; Karasek & Theorell, 1990; Wayne, Shore, & Liden, 1997). Social support
can be defined as the assistance, support, and confirmation an employee receives
from his or her network. Social support thus serves as confirmation and valuation
of the individual (emotional support), but can also entail more concrete and
practical help (instrumental support), as well as information and guidance useful in
coping with a situation (informational support; Cohen, Gottlieb, & Underwood,
2000; House, 1981; Nordin, 2010). Social support at work is often also
distinguished by the source of the support, where the most commonly examined
sources include the organization, colleagues, and supervisors (for an overview see,
for example, Chiaburu & Harrison, 2008; Mor Barak, Travis, Pyun, & Xie, 2009;
Riggle, Edmondson, & Hansen, 2009), Thus, one important source of resources that
must be considered is the support that managers receive from different
stakeholders.

Support from superiors, managerial colleagues, employees, and experts in
different fields have been shown to be of importance for public sector managers
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(e.g., Antonsson, 2013; Dellve, Andreasson, & Jutengren, 2013; Deluga & Perry,
1991; Hagerman et al, 2015). However, managers within the public sector have
been shown to often obtain less support from superiors and other support functions
than before (Arman et al., 2009; Hildingsson & Krafft, 2001; Hdockertin, 2007).
Help from support functions such as administrators and finance experts have been
shown to be insufficient, thereby negatively influencing work task completion
(Antonsson, 2013). It has also been stressed that the access to support systems such
as IT and administrative support is often deficient, and better conditions are needed
to make time for strategic work (Dellve & Wikstrom, 2006; Wikstrom & Dellve,
2009; Hagerman et al, 2015). Support from superior managers can e.g. manifested
through organizational support structures that offer the possibility of the managers
receiving support and trust from upper-level management. However, the level of
support from the managers’ own superiors seems to diverge. While some empirical
research has reported that the support is perceived as sufficient (e.g., Westerberg &
Armelius, 2000), other studies have identified a lack of support from superiors as
well as managerial colleagues (Landstad & Vinberg, 2013). Support from
subordinates have previously been stressed as especially important in managers
work (Hagerman et al, 2015) and can e.g. be manifested as trust between managers
and subordinates, or as the participation of the subordinates in organizational
development (Skagert et al., 2008). Social relationships and support both upward
and downward have been shown to be of great significance for public sector
managers’ health and well-being (Dellve & Wikstrom, 2006), as well as for their
willingness to remain in their assignment (Skytt, Ljunggren, & Carlsson, 2007). For
instance, supervisory support can enhance possibilities for recovery and also reduce
managerial stress (Tengelin, Arman, Wikstrom, & Dellve, 2011) and the risk of
depression (Waldenstrom et al., 2008).

Given the special situation of public sector managers and the increase in
client demands (Bejerot & Astvik, 2009), it is necessary to add the client as a
possible resource for receiving recognition, appreciation, and gratitude. It has been
shown that interactions with and rewards from clients are a very important
dimension in, for example, service work, where they have been shown to influence
health regardless of the level of job demands (Marshall et al., 1997). Receiving
positive feedback and appreciation for one’s job has also been suggested to be a
resource that is positively associated with health (Bakker & Demerouti, 2007;
Pousette, Jacobson, Thylefors, & Hwang, 2003). In human service organizations,
feedback and also opportunities for professional development have been argued to
be even more crucial resources than classical resources such as control and
instrumental support (e.g., Biissing & Hoge, 2004). Job resources, like their
opposing job demands, may thus come from different sources inside and outside
the organization.

Taken together, the JD-R model provides the present thesis with a
framework for investigating managerial working conditions in the public sector.
The flexibility of the model is utilized by considering context-specific job demands
and job resources that are based on previous interview studies with managers in the
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Swedish public sector (e.g., Dellve & Wikstrom, 2009; Skagert et al., 2004; Skagert
et al., 2008; Tengelin et al., 2011; Wikstrom & Dellve, 2009). In this thesis, the
main components of the JD-R model are used to define psychosocial working
conditions. The concepts of psychosocial working conditions and psychosocial
work environment, as well as their components in terms of job demands and job
resources, are used interchangeably.

The Consequences of Managerial Work

Studying the impact of job characteristics on various outcomes is the main
purpose of research on the psychosocial work environment and occupational health
(Soderfeldt et al., 1996). Although sparsely used to denote the human dimension of
sustainability (Pfeffer, 2010), the complex but important concept of sustainability
generally characterizes a balance between destructive and constructive processes.

Sustainability

Inspired by the classical definition of sustainability (World Commission on
Environment and Development, 1987), a sustainable, as opposed to consuming,
work situation should therefore support the individual’s development, engagement,
and health over the long term by, for example, minimizing stressors and providing
opportunities to recover (Kira, 2002; Kira, van Eijnatten, & Balkin, 2010). In line
with this reasoning, a sustainable manager has previously been defined as a
manager who is able to and also wants to work as a manager over the long term
(Holmberg, Larsson, & Béackkstrom, 2009; Wikstrom, Dellve, Tengelin & Arman,
2011). Even though the studies are relatively few, the concept of sustainability has
been used in the context of public sector managers to denote the status of their
health (Hargreaves & Fink, 2004, 2006; Holmberg et al., 2009; Tengelin et al.,
2011; Wikstrom et al., 2011), performance (Hargreaves & Fink, 2006; Wikstrom et
al., 2011), and turnover (Hargreaves & Fink, 2006; Holmberg et al., 2009;
Wikstrom et al., 2011). These indicators of managerial sustainability are in line
with previously studied outcomes in other contexts within the JD-R model (e.g.,
Bakker & Demerouti, 2007; Bakker et al., 2004; Schaufeli & Bakker, 2004).
Although sustainability is regarded by most researchers as an overly broad and
overused concept, it fits well in this thesis as a collective term to denote the
consequences of public sector managerial work. Different aspects of managers’
health, performance, and turnover have been chosen for this thesis as the main
indicators of managerial sustainability and are described in greater detail below.

Health

It has been argued that the health status of employees is a particularly
relevant indicator of individual or human sustainability (Pfeffer, 2010), and the
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consequences for different health aspects are usually the main focus when studying
the impact of job characteristics within research on the psychosocial work
environment and occupational health (Soderfeldt et al., 1996). Within this field of
research, two main perspectives are apparent. One of these dominating views,
called the biomedical perspective, defines health as the opposite of ill health — in
other words, the absence of disease, where disease is a dysfunction of organs or
systems in the body. With its focus on ill health, or pathogenesis, the biomedical
perspective differs profoundly from the other dominating view, called the
humanistic perspective, where health, or salutogenesis, is in focus. Within this
perspective, health is considered as something more than just the absence of ill
health (Medin & Alexandersson, 2000) and the importance of investigating not
only risk factors but also health-promoting factors is highlighted (Antonovsky,
1996). Although the pathogenic perspective is still dominant in most occupational
health research, the salutogenic perspective has received more interest in recent
years. Focus has thus been turned to positive health aspects such as work
engagement (for an overview, see Bakker, 2011), flow (e.g., Nielsen & Cleal,
2010), and psychological well-being (e.g., Dollard & Bakker, 2010).

In sum, health is a broad and complex concept, and there are several views
on how health is supposed to be defined (Medin & Alexandersson, 2000). One of
the most general and widespread definitions of health has been postulated by the
World Health Organization (WHO): “Health is a state of complete physical, mental
and social well-being and not merely the absence of disease or infirmity” (World
Health Organization [WHO], 1948, p. 100). In line with the humanistic perspective,
and like several other predominant theorists on health, WHO adopts a holistic view
on health, focusing on the whole individual in relation to his or her context (Medin
& Alexandersson, 2000). However, WHQO’s definition has been criticized from
several directions (see, for example, Bircher, 2005; Briilde, 2000). For instance, it
has been suggested that this and other traditional definitions — for instance, the
definition formulated by Nordenfelt (1995) that a person’s health is characterized
as his or her ability to achieve vital goals — can cause incomplete analysis of the
concept of health (Briilde, 2000). Briilde (2000) has argued that a broader and
looser approach is needed in order to reintroduce health dimensions that for
different reasons have been dropped from classical definitions of health. He
suggested that a definition should contain physiological and functional dimensions,
as well as indicators of subjective well-being. Bircher (2005) agreed that the
definition of health needs to be updated and suggested a new definition that could
be adapted to different contexts: “Health is a dynamic state of wellbeing
characterized by a physical, mental and social potential, which satisfies the
demands of a life commensurate with age, culture and social responsibility. If the
potential is insufficient to satisfy these demands the state is disease” (p. 336).

Thus, in the research on the psychosocial work environment and
occupational health, health has been defined and measured in several ways. The
focus has been on a wide variety of health aspects, such as occupational
cardiovascular health, as well as more general outcomes such as psychological
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functioning and mental health and also burnout. Regardless of how one chooses to
define health, individuals’ working life has been shown to greatly influence their
mental and physical health, in good ways as well as in bad (Levi, 2002), and just
like any other employee, managers are affected by their work environment. As
stated earlier, according to the JD-R model, the characteristics of the work
environment can be divided into two main categories: job demands and job
resources. The latter has been shown to enhance employees’ well-being, mainly in
the form of motivation and attachment to work, while job demands, even though
not negative in themselves, can easily turn into stressors if they exceed the
employee’s capacity and lead to health impairments (Schaufeli & Bakker, 2004).
Stressors can be defined as “job related factors thought to cause negative
psychological reactions like tension, anxiety and fatigue” (Bakker et al., 2003, pp.
342-343). The stressors that can be attributed to work life can cause stress and a
wide spectrum of disorders and diseases, as well as loss of well-being (European
Commission, 2002; Levi, 2002). Furthermore, stressors can produce different kinds
of emotional reactions, as well as influence behavior. These reactions can cause ill
health directly but also more indirectly by triggering symptoms (European
Commission, 2002). Besides affecting the individual, continual exposure to
stressors at work can have an effect on the organization, resulting in such outcomes
as increased staff absences and rising health care costs (Harris & Kacmar, 2005).

In this thesis, health is viewed from a humanistic perspective, where it is
possible to be healthy — that is, able to realize vitals goals in life (Nordenfelt, 2007)
and to enjoy well-being (WHO, 1948). Thus, the focus of the thesis is on both risk
factors and health-promoting factors, using different indicators of health and ill
health (Antonovsky, 1996; Briilde & Tengland, 2003) including physiological and
functional dimensions, as well as indicators of subjective well-being (Briilde,
2000). Health is mainly used in order to validate the importance of the psychosocial
work situations for managers.

Health among public sector managers

Although studies have shown that managers are generally a more privileged
group than other employees in terms of working conditions and health (e.g., Bernin,
Theorell, & Sandberg, 2001; Skakon, Kristensen, Christensen, Lund, & Labriola,
2011), problems related to managers’ psychosocial working conditions and health
have become an area of concern for sustainability in the public sector (e.g.,
Bjorklund et al., 2013; Danielsson et al., 2012; Harenstam & MOA Research
Group, 2005; Skagert et al., 2008; Vinberg & Landstad, 2013). Previous research
has also reported hazardous working conditions and high levels of stress and sick
leave for employees as well as for managers in the public sector (e.g., Bjorklund et
al., 2013; Lindholm et al.,, 2004; Lekke & Madsen, 2014). Downsizing and
structural changes within organizations have been shown to have adverse effects on
employees’ and managers’ health and to increase their stress levels (Hansson,
Vingérd, Arnetz, & Anderzén, 2008; Héarenstam & MOA Research Group, 2005).
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Hence, both managers and their subordinates are influenced by the organizational
structure and their working conditions.

In addition, managers in their turn constitute part of the subordinates’ work
environment (Semmer, 2006). Managers may, in interaction with the work
environment, have an impact on their subordinates’ health (Kuoppala, Lamminp44,
Liira, & Vainio, 2008; Nyberg et al., 2009; Offermann & Hellmann, 1996).
Specifically, managers have been shown to impact their subordinates’
psychological and physical well-being, stress levels, sick leave, work attendance,
commitment, performance (Dellve, Skagert, & Vilhelmsson, 2007; Nyberg et al.,
2009; Westerlund et al, 2010), and their turnover (Eisenberger, Stinglhamber,
Vanderberghe, Sucharski, & Rhoades, 2002). Health and stress levels in an
organization have generally been associated with the organization’s overall
performance, results, and quality level of the services, as well as its ability to
handle change (Arnetz, 2007). Furthermore, managers experiencing poor health and
stress have been shown to make less well-informed decisions, as well as fail to
provide sufficient guidance to their subordinates, which in turn negatively
influences the organization’s productivity (e.g., Little, Simmons, & Nelson, 2007;
Quick, Macik-Frey, & Cooper, 2007; Trollestad, 2003). It has been argued that
healthy management — and thus healthy managers — is an important, if not the most
important, factor when it comes to creating healthy and productive organizations
(Arnetz, 2007; Quick et al., 2007; Tvedt, Saksvik, & Nytrg, 2009; Whitehead,
2006). Thus, managers’ health can be seen as an important resource for the
organization and its employees.

In contrast to the large body of research concerning employees’ health, few
studies to date have focused solely on sustainability in terms of managers’ health
and stress levels, especially within the public sector (Dellve et al., 2013). The
studies that have been conducted indicate that the public sector managers
themselves, especially at lower managerial levels, have a high incidence of stress
and stress-related disorders and experience problems with stress and fatigue
(Ahlborg et al., 2006; Bjorklund et al., 2013; Hargreaves & Fink, 2004; Lokke &
Madsen, 2014). Female public sector managers have previously reported lower
self-rated health than their male counterparts (Bjorklund et al., 2013). Managers
have been found to experience higher demands (Bernin, 2002) and more work
overload than other employees (Frankenhaeuser et al., 1989), and in some studies,
managers’ working conditions in the public sector have been shown to be worse
than in corresponding management positions in the private sector (Héarenstam et al.,
2004; Hockertin, 2007). Hence, managers’ health must be attributed significance so
as not to jeopardize the future of public sector organizations, since sustainability
can only be promoted when it promotes health among the managers themselves
(Hargreaves & Fink, 2004).
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Performance

In addition to health, performance has been argued to be an indicator of
human as well as organizational sustainability (Pfeffer, 2010), and the concept has
previously been used to denote managerial sustainability in the public sector
(Hargreaves & Fink, 2006; Wikstrom et al., 2011).

Several researchers have criticized the management research tradition’s
heavy focus on costs and returns and the use of performance as a dependent
variable (e.g., March & Sutton, 1997; Pfeffer, 2010). As opposed to indicators of
performance through questionnaire data concerning stakeholders’ perceptions (see,
for example, Sziics & Stromberg, 2009), or “objective data” collected from
government agency registers (see, for example, Putnam, 1993), managers’ self-
rated performance of the services is focused on in this thesis. This focus follows
recent insights into municipalities’ performance from studies that used managers as
informants (e.g., Bjork, Sziics, & Héarenstam, 2014; Moynihan & Pandey, 2005;
Walker & Brewer, 2009). The intangibility of many services within the public
sector makes it hard to identify appropriate indicators (Jadskeldinen & Lonnqvist,
2011), and more objective key indicators used in the Swedish public sector
generally do not permit comparisons between different types of services. Therefore,
self-rated performance can serve as an important complement to these measures. In
addition, it can be argued that managers have the most knowledge about their own
operation, and so the evaluation systems and performance measures used in the
workplace need to be relevant for those who in actuality will drive the development
of the services (Bjork et al., 2014). With performance management systems that are
insensitive to the local context and fail to incorporate stakeholders’ views, there is a
risk of creating counterproductive work behavior among employees as well as
among managers (Fryer, Antony & Ogden, 2009).

Within the JD-R field, performance has mainly been measured by self-
reports. Lately, a distinction between two types of performance has been made. In-
role performance is defined as those officially required outcomes and behaviors
that directly serve the goals of the organization, including meeting objectives and
functioning effectively. Extra-role performance, on the other hand, is defined as
discretionary behaviors on the part of an employee that are believed to directly
promote the effective functioning of an organization, without necessarily directly
influencing a person’s target productivity, including the willingness to help
colleagues who have heavy workloads or the avoidance of problems with
colleagues (Bakker et al., 2004). This thesis focuses on in-role performance and
includes service quality, goal achievement, and fulfillment of the managerial
assignment as assessed by the managers themselves.

Predicting performance

High job demands such as workload and emotional demands cost effort that
negatively affects not only employees’ health but also their ability to perform at
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work (Bakker et al., 2004; European Commission, 2002; Levi, 2002). However,
various job resources appear to facilitate the achievement of objectives and thus
performance to a greater extent (e.g., Bakker et al., 2010; Van den Broeck, Van
Ruysseveldt, Vanbelle, & De Witte, 2013). Resourceful working conditions foster
the employees’ willingness to dedicate their efforts and abilities to the work task,
thereby influencing goal attainment (Meijman & Mulder, 1998; Schaufeli & Taris,
2014). In line with the motivational process of the JD-R model, motivational states
foster positive organizational outcomes such as performance (Schaufeli & Taris,
2014). For instance, inadequate social support should be considered as a hindrance
to satisfactory job performance, as well as an indicator of an inappropriate work
organization (Waldenstrom, 2007). Taken together, job demands and job resources
have previously been shown to predict cooperative behavior, including in-role
performance (Bakker, Van Emmerik, & Van Riet, 2008).

Performance among public sector managers

The public sector in Sweden is facing reduced budgets, and public
managers are experiencing increasing pressure to hold down public expenditure.
Simultaneously, maintaining the same level of performance — that is, the same
service quality and quantity — has been expected (Bolin & Hérenstam, 2008;
Forsberg Kankkunen, Ylander, & Hockertin, 2010; Skagert et al., 2008; Westerberg
& Armelius, 2000). With the introduction of new public management in Swedish
municipalities, there has been a greater emphasis on performance. Even so, in the
majority of studies conducted on NPM and its consequences, no change in
performance was found. Rather, some studies showed a worsening of performance
after NPM reforms (Pollitt & Sorin, 2011). Keeping the same service quality level
with reduced resources has in fact been shown to be one feature that characterizes
bad jobs (Waldenstrom & Héarenstam, 2008b). The JD-R model may be instructive
in explaining and understanding an organization’s productivity. However, the
connection between psychosocial working conditions and performance remains to
be tested in the context of public sector managers.

Turnover

The so-called exit, voice, and loyalty theory (Hirschman, 1970) is often
used to understand individuals’ ways of acting in a work situation they are not
satisfied with. The exit option means to leave the situation. The voice option is to
remain, but actively seek to change the situation. The last option is to stay out of
loyalty as a result of identification with and attachment to the organization. These
options can have different underlying explanations, social or economic factors, and
organizational and individual factors (Selden & Moynihan, 2000). The term
turnover has often been used in research instead of exit regarding the termination of
an individual’s employment and can be defined as employees’ change of workplace
or retirement — in other words, external mobility — although turnover also can be
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characterized by a change of position within the organization — that is, internal
mobility (Liljegren & Ekberg, 2008; van Vianen, Feij, Krausz, & Taris, 2003).

Furthermore, turnover can be voluntary or involuntary. According to
Bludedorn (1978), voluntary turnover is characterized by employee-initiated
termination of the employment and thus includes voluntary retirement and
resignation. Involuntary turnover, on the other hand, includes involuntary dismissal
— for example, employees who are fired, or are laid off because of redundancy —
and also includes mandatory retirement (Bludedorn, 1978; McElroy, Morrow, &
Fenton, 1995). This type of turnover could also be due to an employee being unable
to cope with the job because of poor health (McElroy et al., 1995). Unlike
voluntary turnover, involuntary turnover is not initiated by the individual
(Bludedorn, 1978).

At the individual level, job mobility can improve the work situation (De
Lange, De Witte, & Notelaers, 2008), as well as the health status for that individual
(Liljegren & Ekberg, 2008). The career and salary level of the individual can also
be affected in a positive direction (Topel & Ward, 1992). Although turnover may
have positive effects for the individual as well as be healthy for the organization,
the predominant view underpinning the turnover research is that voluntary turnover
is considered undesirable by the organization (Abbasi & Hollman 2000;
McConnell, 1999). Thus, turnover can be regarded as an indicator of human as well
as organizational sustainability (Pfeffer, 2010). Turnover can be considered a
critical issue in the organization for several reasons. High staff turnover has
implications for both the quality and the stability of the services provided by the
public sector (Mor Barak, Nissly, & Levin, 2001), and turnover is costly (see, for
example, Sagie, Birati, & Tziner, 2002), especially when qualified employees such
as managers quit (Johansson & Johrén, 2004; Mor Barak et al., 2001). In this case,
their departure creates both direct financial costs for recruitment and indirect costs
resulting from the loss of competence and productivity (Hayes et al., 2006; Mor
Barak et al., 2001; Shaw, 2011). Vacancies due to turnover can also pose several
risks to the organization (Leland, Carman, & Swartz, 2012). Turnover in
managerial positions has been proven to negatively influence performance as well
as efficiency, at least in the private sector (Kacmar, Andrews, Van Rooy, Steilberg,
& Cerrone, 2006). Thus, the negative consequences of high managerial turnover
may be particularly significant (Hambrick, Finkelstein, & Mooney, 2005). The
challenge often consists of finding a balance between stability and mobility in favor
of the organization, which seems to pose a challenge for the Swedish public sector.
Even so, surprisingly few studies have analyzed the causes of managerial mobility
or turnover in the public sector.

The majority of studies on turnover have investigated turnover intentions
rather than actual turnover, especially in cross-sectional studies, although the
researchers investigate potential predictive factors for actual turnover (Flinkman,
Leino-Kilpi, & Salanterd, 2010; Hayes et al., 2006; Mor Barak et al., 2001).
Turnover intention, which is the intention or desire to change jobs, is associated
with actual turnover, and several studies have demonstrated the link between
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individuals’ intentions and actual turnover (see, for example, Allen, Shore, &
Griffeth, 2003; Hom & Kinicki, 2001; Liljegren & Ekberg, 2008; Mitchel, 1981;
Mor Barak et al.,, 2001; Tett & Meyer, 1993). Besides job satisfaction and
organizational commitment, turnover intentions have been one of the most widely
proposed predictors of employee turnover (Tett & Meyer, 1993). However, it has
been argued that even though turnover intentions have a relationship with turnover,
turnover is not determined by them, and whether the use of turnover intentions can
generalize to situations involving actual turnover has been questioned because of
the limited strength of the relationship (for an overview, see Mor Barak et al., 2001;
Tett & Meyer, 1993). In line with this criticism, several studies have pointed to the
fact that turnover intentions turn to action to a greater extent in some situations than
in others. In general, several studies have shown that macroeconomic conditions,
such as recession or other downturns in the economy, have significance for
employee turnover (Mor Barak et al., 2001; Selden & Moynihan, 2000). More
specifically, it has been shown that turnover intentions elevate turnover risk when
combined with ease of movement — in other words, the notion that other job
alternatives were especially close by (Hom & Kinicki, 2001; Josephson, Lindberg,
Voss, Alfredsson, & Vingard, 2008; Steel & Lounsbury, 2009).

Although it has been argued that turnover intentions are still a useful proxy
for turnover (for an overview, see Griffeth, Hom, & Gaertner, 2000), empirical
studies investigating the relationship between self-reported turnover intentions and
actual turnover in the public sector are lacking (Jung, 2010). In addition, turnover
intentions may be interesting in their own right. Turnover intentions may be as
important an indicator of an organization’s well-being as actual turnover (Taylor,
Audia, & Gupta, 1996). Generally, employees who state that they want to leave
their jobs but do not carry out their intentions have been reported to register more
health problems and symptoms such as headache, slight depression, and fatigue
than other employees do (Aronsson & Goransson, 1999). Furthermore, it has been
argued that turnover intentions often mean individuals leaving the organization in a
psychological sense (Rusbult, Farrell, Rogers, & Mainous, 1988). More
specifically, managerial turnover intentions that do not lead to actual turnover may
in future be shown to have highly negative consequences in terms of managers’
performance and commitment (Taylor et al., 1996; Zhao, Wayne, Glibkowski, &
Bravo, 2007). Knowledge about turnover intentions can help organizations to
examine differences between those employees who wish to stay and those who
intend to leave and to relate those differences to the organizational context
(Moynihan & Landuyt, 2008). Hence, by measuring turnover intentions and their
possible causes, important factors can be identified and used in human resource
management work to attract and retain managers. Mor Barak and colleagues (2001)
pointed to the importance of studying both the causes of turnover intentions and the
actual turnover, which is also done in this thesis in order to generate tools for
strategic development of the public sector.
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Predicting turnover

The focus of the turnover research during the past two decades has mainly
been to examine voluntary turnover and find its predictors, and previous research
has looked for the causes of employee turnover, both within the individual and in
the individual’s environment. The suggested predictors have been many, involving
organizational factors, task factors, and individual and demographic factors.

Several personal characteristics or demographic determinants, such as being
younger, being male, having children, and being better educated and qualified for
the job, as well as having tenure, have been highlighted as predictors of turnover
(Flinkman et al., 2010; Griffeth et al., 2000; Hayes et al., 2006; Mor Barak et al.,
2001). In addition, one important and specific reason to leave a managerial job is
that many managers are intent on a career and want more challenges, more power,
and better pay to achieve career success. A job offer that cannot be resisted can thus
be an important cause of turnover (Lee, Mitchell, Holtom, McDaniel, & Hill,
1999).

However, in an extensive meta-analysis conducted by Griffeth, Hom, and
Gaertner (2000), they found that demographic and personality factors such as
gender, education, and tenure are of minor importance for turnover compared with
other factors. Traditionally, research has not given much attention to the work
environment as an antecedent to turnover (Peterson, 2007), but several more recent
studies have shown working conditions related to organizational factors as well as
to work tasks to be more important for the intention to leave as well as for the
actual turnover (Lambert, Hogan, & Barton, 2001; Naus, van Iterson, & Roe, 2007;
Tham, 2007; van Vianen et al., 2003). Besides promotional chances and financial
rewards (Griffeth et al., 2000; Lambert et al., 2001), psychosocial working
conditions — that is, different types of job demands and job resources — have been
suggested as a particularly relevant focus when searching for answers to turnover
(Lambert et al., 2001). Quantitative demands, role conflicts, influence and the
availability of social networks, support, relationships with co-workers, and work
group cohesion are some of the psychosocial working conditions suggested as
antecedents to turnover intentions and turnover (Berglund, 2007; de Lange et al.,
2008; Griffeth et al., 2000; Lambert et al., 2001; Monynian & Pandey, 2007; Skytt,
Ljunggren & Carlsson, 2007; Tham, 2007). Within the JD-R field, some
researchers have argued that work engagement and motivation mediate the
relationship between psychosocial working conditions and turnover (Schaufeli &
Bakker, 2004). More specifically, the various job demands imposed on managers
every day — for example, being active, present, and supportive while at the same
time handling multiple bureaucratic tasks — may lead to managers leaving their
positions (Kira & Forslin, 2008). However, whether these types of predictors can
be generalized to public sector managers’ situation as well is yet to be confirmed.
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Turnover among public sector managers

Problems in attracting and retaining skilled managers, especially to the parts
of the public sector of Sweden concerning human services, have been noted (e.g.,
Arman et al., 2009; Danielsson et al., 2012; Hockertin, 2007; Skagert et al., 2012).
In recent years, indications have been that managers in the public sector leave their
jobs more often than previously. This change is partly due to the demographics of
Sweden, with a large proportion of managers expected to retire from the public
sector within the next 10 years. Several public sector representatives from unions,
employer organizations and similar organizations see the supply of managers as a
real difficulty in the future. This is a challenge facing all countries in the European
Union (European Commission, 2012), as well as in, for example, the US (Bright,
2013). In addition, high voluntary turnover among managers at different levels has
recently been observed in the Swedish public sector. Skagert and colleagues (2012)
found that in a sample of Swedish health care managers, 26% and 40% had left
their managerial position during a 2-year and 4-year period respectively, and yearly
turnover rates ranging from 5% to over 50% have also been found in other
countries (Castle & Lin, 2010; Glisson & James, 2002; Peterson, 2009). In
addition, according to some union organizing managers, a high proportion of
managers still working in the Swedish public sector have signaled that they want to
leave their positions. It also seems to be difficult to attract candidates to managerial
positions in the public sector, especially among the younger generations. The trend
characterized by high retirement rates coupled with high turnover rates in Sweden
follows a similar global trend. In the US public sector, for example, at a time when
public agencies are facing the approaching retirement of a large part of the
managerial workforce, there is a risk that even more managers will be lost because
those still of working age want to leave their jobs voluntarily (Leland et al., 2012).

Hence, knowledge about managerial turnover intentions and actual turnover
along with their causes is important information for strategic human resource
management in public organizations (Jung, 2010). However, the empirical literature
on turnover intentions and in particular on actual turnover in the public sector is
very limited compared with turnover in the private sector, as previously highlighted
by several researchers (Lee & Whitford, 2008; Moynihan & Landuyt, 2008; Selden
& Moynihan, 2000). Research on managerial turnover is particularly scarce (Selden
& Moynihan, 2000), especially within the public sector (Cregard, Corin, & Skagert,
2016), where only a few researchers have investigated the reasons for managerial
turnover intentions and actual turnover (e.g., Glisson & James, 2002; Knudsen et
al., 2009; Lee & Ashforth, 1993a, 1993b; Peterson, 2009; Skagert et al., 2012).
Although there is surely much to learn and be inspired by in studies conducted on
managers in the private sector and on public sector employees in general, limits on
making generalizations across populations regarding turnover have been revealed
(Griffeth et al., 2000). Consequently, there is a need for more research on the
causes of public sector managerial turnover.
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In sum, the public sector is facing a number of societal, demographic, and
organizational challenges in the near future while at the same time attempting to
maintain a stable and healthy workforce (Godue, 2006; World Health Organization
Regional Office for Europe, 2009). Hence, the sustainability of public sector
managers might be threatened and so should be considered an area of concern.
Therefore, the psychosocial working conditions and sustainability among public
sector managers need further exploration, partly because of their possibly exposed
position, and partly because of the suggestion that management is a highly
important factor when it comes to creating healthy and effective organizations (e.g.,
Arnetz, 2007; Nyberg, Bernin, & Theorell, 2005; Yukl, 2010) and by extension
healthy and effective social welfare (Zerbinati & Souitaris, 2005). To shed new
light on managerial working conditions in the public sector, a contextual approach
has been applied in this thesis and is described below.

A Contextual Approach

The present thesis has applied a contextual approach in order to shed new
light on managerial working conditions in the public sector. The understanding of
managerial work as a context-bound practice is underestimated in management
research and theory (e.g., Dierdorff et al., 2009; Johns, 2006; Mintzberg, 2006) and
can thus be considered a helpful counterpoint to individual-centered theories
(Johns, 2001). Research concerning organizations and working conditions are
carried out in many research disciplines with diverse discourses. Consequently, the
concept of context has been assigned different meanings by different disciplines. In
a colloquial sense, however, context can be defined as circumstances, setting,
environment, and overall situation. In line with this definition, the contextual
approach applied within this thesis means that the focus is turned from managers
and their individual differences to the conditions that public sector managers work
under. Furthermore, context is considered a layered concept (see Yoder & Kahn,
2003), where managers are influenced both by the context immediately proximal to
them in terms of their own psychosocial working conditions, and by the
organizational context, including organizational setting and structure. Thus public
sector managers are seen as influenced by different layers of context at work.

There are three motives for applying a contextual approach in this thesis:
theory, methodology, and applicability. Each of these motives is discussed below.

Theoretical motives for a contextual approach

Through its contextual approach, the focus in this thesis is turned to the
conditions that public sector managers work under. The underlying assumption of
this thesis is that it is both the managerial work situation per se and the
interpretation of it, that determines the individual manager’s response, is relevant.
Thus the perception of the environment or situation should be considered a function
of the objective situation and the person experiencing it (James & Sells, 1981).
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However, it could be considered important to attempt to disentangle these concepts
in order for the results to support a demand for organizational interventions and
work redesign, rather than for changes in the individual manager’s behavior and
mindset (Frese & Zapf, 1988; Rau, 2004). In this thesis, the managers’ responses to
these conditions are used as an indicator for assessing whether their managerial
work can be considered sustainable. The independent variables used in the present
thesis are both register data and on the more objective side of self-reports, or in
other words, low in dependency on cognitive and emotional processing (Frese &
Zapf, 1988, p. 379), which can be considered more important, since completely
objective job demands do not automatically trigger stress reactions (Frese & Zapf,
1988; Lazarus & Folkman, 1984; Lindstrém, 1994).

With this focus on managerial working conditions, a guiding theoretical
perspective and model that allows for taking manager-specific and multifaceted
work characteristics into account is needed (Bakker et al., 2014; Schaufeli & Taris,
2014). In this regard, the JD-R model provides a useful theoretical framework for
investigating managerial working conditions, since its flexibility makes it possible
to study a broad array of job demands and job resources relevant for public sector
managers, thus giving a comprehensive picture of their psychosocial working
conditions.

Methodological motives for a contextual approach

The contextual approach in this thesis is also methodological in the sense
that managerial working conditions in the public sector were investigated through
sampling and methodological approaches that allow for the layers of context to be
taken into account.

To begin with, managerial working conditions in the public sector were
investigated through strategic two-stage samples of organizations and individual
managers, in accordance with recommendations posed by Kallenberg (1989); the
two-stage sampling allows for comparing and examining systematic differences
and similarities between different organizational factors, as well as learning more
about the importance of structuring factors such as gender, age, and managerial
experience.

In addition, the contextual approach requires contextual and comprehensive
methodological approaches accompanied by instruments and measures specifically
tailored (Bakker & Demerouti, 2007; Nielsen, Abildgaard, & Daniels, 2014) for
managerial working conditions in the public sector. The instruments and measures
include both subjective appraisals and more objective assessments and data on
several levels. In this way, the visibility of the work situation surrounding and
influencing the managers rather than their individual characteristics is increased.
For this thesis, cluster and multilevel analyses were used, which are alternatives to
more traditional variable approaches and take the context into account (Bejerot &
Hiarenstam, 2010; Harenstam, 2009). Cluster analysis is used in order to take a
more holistic approach on the work situation for managers and to show the
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variation of different situations within the larger context. Thus instead of regarding
situations as fragmented and investigating one variable at a time, researchers build
models on the combination of many variables simultaneously, creating images of
different contexts (e.g., Magnusson & Torestad, 1993). A multilevel perspective
means taking into account how factors at different analytical levels affect the
outcomes such as health. Furthermore, multilevel analysis has the ability to capture
much of the nested complexity in organizational life (Klein & Kozlowski, 2000)
and bring organizational factors into consideration, and thus can more accurately
assess what is due to the individual and to the context respectively (Bejerot &
Hérenstam, 2010; Harenstam, 2009). Studies that take on a contextual approach by
exploring the impact of “upstream” organizational conditions on psychosocial
working conditions through multilevel analysis are rare, even though this
methodology has been recommended for such a purpose (Bejerot & Hérenstam,
2010; Harenstam, 2008; Kallenberg, 1989; Klein & Kozlowski, 2000), and even
though knowledge about the organizational factors involved in shaping the
psychosocial working conditions such as job demands is of great value in
preventing unhealthy jobs (Bejerot & Hérenstam, 2010; Harenstam, 2008). In this
thesis, multilevel analysis is used in order to find organizational origins of the
demands in managerial work.

In this thesis, the context has also been taken into account by qualitative
analysis focusing on the manager’s job content, job demands, and job resources
using the ARIA® method. The ARIA method has an external perspective, which
means that instead of building on the individual’s own perceptions and experience,
the working conditions are more objectively assessed by experts (Waldenstrom,
2007). The ARIA method has been developed from action theory and the particular
concept of action regulation in work psychology research (e.g., Frese & Zapf, 1994;
Hacker, 2003), but also rests upon the managerial behavior approach. ARIA has
previously been used for classifying healthy and unhealthy jobs (Waldenstrdom &
Héarenstam, 2008b) and for assessing exposures in epidemiological studies of
musculoskeletal and psychiatric disorders (Waldenstrom, 2007; Waldenstrém et al.,
2002). It has been validated against traditional models of explaining stress as a
consequence of demand-resource imbalance (Waldenstrom et al., 2002). Past
experience has shown that through its external perspective, the method is very
useful, since in a neutral way it provides a basis for redesigning work so that it
becomes an efficient use of resources (Waldenstrom, 2007). Furthermore, the
mixed-methods approach — that is, combining quantitative studies with in-depth
qualitative studies (Bryman, 2002) — can be considered crucial in understanding the
underlying processes taking place and thus finding appropriate preventive routes
(Griffiths, 1999; Hirenstam, 2008; Nielsen & Abildgaard, 2013), leading to the
next motive for a contextual approach.

% ARIA is a Swedish acronym for work content analysis.
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Applicability motives for a contextual approach

The theoretical and methodological contextual approach to managerial
working conditions used in this thesis can be considered as a valuable complement
for and contrast to the large amount of individual-centered leadership research,
where representative samples and variable approaches have mainly been used
(Harenstam, 2008). In addition, the approach used in this thesis offers a pedagogic
way to disseminate to practitioners relevant information tailored to the specific
work setting by, for instance, helping them to obtain a quick grasp of the situation
and to identify what concepts to target for improvement — for example, employee
health, well-being, and performance (Schaufeli & Taris, 2014). With this backdrop,
the knowledge gained through this research and the way in which the knowledge is
presented in this thesis are first and foremost directed toward public sector
decision-makers and human resource departments, with the aim of helping them to
focus on the conditions that managers work under. The findings presented in this
thesis could thus provide ideas for interventions at the organizational level as well
as for job redesign at the individual level in the organizations in question, and could
thereby be considered tools for use in promoting sustainable managerial work.
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MATERIALS AND METHODS

The main aim of this thesis is to increase the knowledge of managerial
working conditions in the public sector to serve as guidance in promoting
sustainable managerial work. This aim entails obtaining accurate and applicable
research results, which places several requirements on the materials and methods
used. First, a guiding theoretical perspective and model that allow for taking
managerial specific conditions into account are needed. Second, a suitable research
design and a strategic sample of public sector organizations and public sector
managers are desired. Third, contextual and comprehensive methodological
approaches, accompanied by data sources and data dimensions specific to
managerial work in the public sector, including both subjective appraisals and more
objective assessments and data on several levels, can improve the conditions for
trustworthy results. The materials and methods used in this thesis to fulfill these
requirements are presented in the following sections.

Materials

Research setting

The materials making up this thesis have been collected within three
interconnected research projects, the CHEFiOS project’ and two of its follow-up
projects, the CHEFiOS ROR project' and the CHEFiOS NY project,” which were
conducted over a 6-year period between the years 2009-2015 in the western
Sweden county of Vistra Gotaland. The aim of the main project, the CHEFiOS
project, was to study the organizational prerequisites for managerial work in a
strategic sample of differently gendered services from seven municipalities. Using
the same sample as the CHEFiOS project, the main aim of the CHEFiOS ROR
project was to deepen the understanding of municipal managerial sustainability and
mobility. The CHEFiOS NY project was started with the aim of developing and
utilizing the methods and knowledge gained in the CHEFiOS project in order to
work with managers’ prerequisites in larger scale in practice. Table 1 gives an
overview of the materials and methods of the four studies included in this thesis.

® swedish acronym for Management, Health, Efficiency, and Prerequisites in the Public Sector.
* swedish abbreviation for the CHEFiOS manager mobility project.

> swedish abbreviation for the CHEFiOS development and utilization project.
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Table 1. Overview of the materials and methods of the four studies addressed
in this thesis-

Study | Focus Research | Research Data Data
setting design and analysis
sample
Study | Typical The Including 7 Based on Cluster
I psychosocial | CHEFiOS | municipalities, | cross- analysis and
work project 37 operations, | sectional data | Analysis of
situations for | (2009) and 548 from the Variance
managers in managers at all | CHEFiOS
the Swedish levels up to manager
public sector department questionnaire
head and register
data
Study | Typical The Including 7 Based on Longitudinal
II psychosocial | CHEFiOS | municipalities, | longitudinal logistic
work project 37 operations, | data from the | regression
situations as | and and 297-488 CHEFiOS analysis
predictors of | CHEFiOS | managers at all | manager
turnover ROR levels up to questionnaire
among project department and register
public sector | (2009— head data
managers 2011)
Study | The The Including 7 Based on Multilevel
I significance | CHEFiOS | municipalities, | cross- analysis
of span of project 37 operations, | sectional data
control for (2009) and 434 from the
public sector operational CHEFiOS
managers’ managers manager
experience questionnaire
of job and register
demands data
Study | Job demands | The Including 1 Based on data | Qualitative
v and job CHEFiOS | municipality, 4 | from ARIA work content
resources in | NY operations, and | interviews analysis
human project 12 operational | and
service (2013) managers documents
managerial
work
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Research design and sample

In accordance with recommendations made by Kallenberg (1989), the
sampling was done in the form of a two-stage strategic sample, where organizations
were selected in the first step and individual managers in these organizations in the
second step. The sample of municipalities represented suburban municipalities (Ale
and Mark), small towns (Alingsds and Kungilv), medium-sized cities (Boras and
Uddevalla), and a large city (Goteborg). Field access was granted through the
agreement of four municipalities (Ale, Alingsas, Boras, and Goteborg) to engage in
an organizational intervention. Three of the four municipalities in the intervention
group were matched with three control municipalities (Mark, Kungilv, and
Uddevalla)in the same region following the most similar systems design (MSSD)
approach (Przeworski & Teune, 1970) in terms of size and political and
demographical composition, in line with recommendations by Sziics and Stromberg
(2006). Data on the municipalities’ size and political and demographical
composition were gathered from the Kfakta07 database. Due to the much larger
size of the fourth municipality (Goteborg), the intervention study included only one
of its technical services. In order to cover the services of education, health, and
social care also in this municipality, two of its districts were selected according to
the most different systems design (MDSD) approach (Przeworski & Teune, 1970).
These districts are different demographically and socioeconomically.

Hence, this thesis has been written within the framework of a larger
research and intervention project requiring that the municipalities included in the
intervention be matched against similar cases. However, it was beyond the scope
and ambitions of this thesis to compare intervention municipalities with control
municipalities. Rather, the sampling was used as a way of securing a strategic
sample of municipalities with varying characteristics in order to answer the
research questions and, for example, identify risk situations. However, since one of
the studies included in this thesis used a longitudinal sample (Study II), with data
collected before as well as after the intervention, the effect of the intervention was
controlled for. The results did not display any difference between the intervention
and the control municipalities and were in consultation with the publishing research
journal, were removed from the final analyses. The effects of the intervention have
been investigated and described elsewhere (Hirenstam & Ostebo, 2014b).

Furthermore, based on previous findings on dissimilarities in conditions for
managerial work in differently gendered municipal services (Kankkunen, 2009;
Westerberg & Armelius, 2000), diverse types of services (human service
organizations responsible for care of the disabled and elderly,
preschool/compulsory school, upper secondary school, and technical services)
within the seven municipalities were strategically selected. This type of selection
was done with the purpose of making comparisons possible and thus assumed
contrasts visible (Mills, van de Bunt, & de Bruijn, 2006; Rousseau & Fried, 2001),
since not opening up for direct comparison is one of the most effective ways to
maintain inequalities between groups (Hirdman, 1990). Within these services, all
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managers with personnel, financial, and operational responsibility were targeted.
Altogether, 28 departments, 37 services in these departments and all 766 managers
in these services were included in the sample. The sample included five main
categories of managers: heads of department, middle managers, first-line managers,
team leaders, and heads of section/functional managers (e.g., HR, IT and finance).
The sampling of the organizations and managers was done to enable a cross-level
and comparative research design. The descriptives of the CHEFiOS sample are
presented in Table 2.

Table 2. Descriptives of the CHEFiOS sample (2009, N = 555).

Type of Number of | Number of | Managerial position* Gender**
operation operations | managers

21 3 14|15 |6|Women|Men
Disabled 8 117 1 {1419 |60 |0| 98 18
care
Preschool/ 8 133 519110360 95 36
compulsory
school
Upper 6 57 3 (13|34 (7100 28 29
secondary
school
Technical 8 113 8 [28] 54 110|103 37 76
services
Elderly care 7 97 2 | 876101 (0] 86 11
Other 38 7 18] 5 ]0]16]2] 22 16
Total 37 555 26 |80 [375/36/33|5]| 366 | 186

* ] = Head of department, 2 = Middle manager, 3 = First-line manager, 4 = Team/group manager,
5 =Head of section (e.g., IT, HR, Finance), 6 = other form of managerial position.
** 3 missing cases

Methods

Data sources, data collection, and data dimensions

The empirical materials for the four studies in this thesis included three data
sources: the questionnaires, the interviews, and the organizational
documents/registers that were used in the CHEFiOS project and interconnected
follow-up projects. An overview of the specific research objects, data sources,
measurement levels, and informants is presented in Table 3, and these elements are
described in detail in the following sections.
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Table 3. Overview of the specific research objects, data sources, measurement

levels, and informants.

Specific research objects Data sources | Measurement | Informants
level

Job demands, job resources, Questionnaires | Individual Managers

health, motivation, performance,

and turnover intentions

Turnover Registers Individual HR

departments

Demographic factors: Questionnaires | Individual Managers

managerial experience, gender, | (validated and HR

and age against departments
registers)

Work content, work goals, job Interviews Individual Managers

demands, job resources Calendars and HR
Documents departments

Organizational factors: Questionnaires | Individual Managers

managerial position, span of Documents and HR

control, number of units, Registers departments

geographic distribution of units

Municipality, department, Registers Workplace Managers

workplace and type of service, and HR

gender distribution, and mean departments

span of control

The CHEFiOS manager questionnaire

The CHEFIOS manager questionnaire was divided into sections
encompassing questions on the managers’ background (e.g., gender, experience,
education, and position), as well as questions on their working conditions, their
coping strategies, and indicators of their health, work ability, performance, and the
like. The majority of the questions in the CHEFiOS manager questionnaire were
retrieved from the Gothenburg Manager Stress Inventory (GMSI; Ekl6f, Pousette,
Dellve, Skagert, & Ahlborg, 2010). GMSI was specifically designed to measure
public managers’ work situation and developed from several qualitative Swedish
research studies aimed at finding the essence in public sector managers’ job
demands, job resources, and coping strategies (e.g., Dellve & Wikstrom, 2009;
Skagert et al., 2004; Skagert et al., 2008; Tengelin et al., 2011; Wikstrém & Dellve,
2009). Furthermore, the GMSI scales were developed in order to be sensitive to
changes and variations within managerial work. The scales were psychometrically
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tested. Exploratory and confirmatory factor analysis indicated discriminant as well
as content validity of the GMSI dimensions. The dimensions have also been tested
in previous quantitative pilot studies (EkI6f et al., 2010). In addition to these newly

developed GMSI scales,

several well-established scales mainly regarding

sustainability indicators were added to the CHEFiOS manager questionnaire. The
CHEFiOS manager questionnaire was thus tailored to fit managerial work in the
public sector context, something that has been recommended when aiming for
organizational interventions (Bakker & Demerouti, 2007; Nielsen et al., 2014). The
data dimensions included in the CHEFiOS manager questionnaire that are relevant
for this thesis are presented in Table 4.

Table 4. Relevant data dimensions from the CHEFiOS mana

er questionnaire.

Data
dimension/
scale

Description

No. of
items

Alpha

Study | Reference

Job demands

Response alternatives ranged
from 1 (never/almost never) to

5 (always/almost always)

Lack of
resources

Not having enough
resources to execute
given tasks (e.g., “That
your operation does not
have the resources to
cope with peak loads™)

Six-
item
index

.81

Study
L1l

(Eklof et al.,
2010)

Conflict of
logics

Conlflict between
different types of tasks
in the managerial
assignment (e.g. “That
there are conflicts
between administrative
work, service
development and
employee contact”)

Five-
item
index

.86

Study
L1
i

(Eklof et al.,
2010)

Employee
conflicts/

group
problems

Problems associated
with the subordinate
work group’s
performance and
function (e.g. “That
cooperation is
problematic or there are
conflicts between
employees”)

Seven-
item
index

.82

Study
L 11
i

(Eklof et al.,
2010)
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Client
conflicts

Problems related to
clients (e.g., “How often
do you encounter clients
who display threatening
or violent behavior in
your work?”)

13-
item
index

.89

Study
L1l

(see
Stengard et
al., 2013)

Work
overload

Having too much to do
and difficulties keeping
up with the workload
(e.g., “That you actually
do not have time to do
everything that you
should do at work™)

Four-
item
index

.85

Study
il

(Eklof et al.,
2010)

Excessive role
demands

Demands that are
naturally occurring in
the managerial role, but
overall excessive (e.g.,
“That the responsibility
for subordinates is
excessive”)

Six-
item
index

.85

Study
i

(Eklof et al.,
2010)

Buffer

problems

Difficulties that can
arise when managers
have to balance
demands and
expectations upward and
downward in the
organization (e.g., “That
you must be a buffer
between higher levels in
the organization and
your employees”)

Four-
item
index

75

Study
11

(Eklof et al.,
2010)

Container
function

Managers as receivers or
containers of
subordinates’ frustration
in pressured situations
(e.g., “That pressured
employees burden you
with their problems”)

Two-
item
index

.82

Study
11

(Eklof et al.,
2010)
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Individual
employee
problems

Problems with
individual subordinates’
performance and
motivation (e.g., “That
you have to help
employees plan and
organize their work”™)

Six-
item
index

73

Study
1l

(Eklof et al.,
2010)

Job resources

Response alternatives ranged
from 1 (never/almost never) to

5 (always/almost always)

Management
support

If managers could
receive support from
upper management. (e.g.
“Superiors show
genuine interest in my
work and the problems
that I encounter as a
manager”)

Six-
item
index

.90

Study
L1l

(Eklof et al.
2010)

Employee
support

If managers could
receive support from
and had employees who
solved their own
problems. (e.g. “I feel
that my subordinates
want to take
responsibility for their
work™)

Six-
item
index

.83

Study
L1

(Eklof et al.
2010)

Client
recognition

If managers met
satisfied and positive
clients in their work
(e.g., “How often do you
encounter clients who
encourage you and give
your work greater
meaning?”)

Three-
item
index

.85

Study
L1l

(Aronsson et
al., 2012).
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Health

Stress A person’s subjective Six- 92 Study | (Kjellberg &
rating of stress. Higher | item 1 Wadman,
values indicate more index 2007)
stress (e.g., “Have you
felt stressed in the last
week?”). Response
alternatives ranged from 0 (not
atall) to 5 (a lot)

General A person’s subjective Single |- Study | (Idler &

health rating of health status. item 1 Benyamini,
The item was “How do 1997)
you assess your present
state of health?” Response
alternatives ranged from 1
(very bad) to 5 (very good)

Work ability | Derived from the Work | Single |- Study | (Tuomi,
Ability Index. The item | item 1 [Imarinen,
was “How many points Jahkola,
would you give your Katajarinne
current work ability?” & Tulkki,
Response alternatives ranging 1994)
from 0 (completely unable to
work) to 10 (my work ability
has never been better)

Motivation

Motivation On mood for work. The | Single |- Study | (Petterson,
item was “How do you |item 1 1995)

feel about starting work
in a normal working
day‘?” Response alternatives
ranged from 1 (strong
disinclination) to 5 (happy at
the thought of a stimulating
day)
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Performance

Client
satisfaction

How well the managers
assessed that their
clients’ needs were met.
The item was “To what
extent would you say
that the users’ needs are
met?” Responses ranged
from 1 (to a very low degree)
to 4 (to a very high degree)

Single
item

Study

(Dellve,
Skagert, &
Eklof, 2004)

Goal

achievement

Reflecting how satisfied
the managers were with
the results of their
operations. The item
was “Are you able to
work in a way that
makes you feel satisfied
with the results?”
Responses ranged from 1 (no,
not at all) to 4 (to a very high
degree)

Single
item

Study

(Hirenstam,
1989)

Turnover
intentions

Intentions of
leaving the
workplace

The item was:
“Regarding your current
workplace, is it the
workplace where you
would like to work in
the future?” The response

alternatives were yes or no

Single
item

Study
1

(Aronsson &
Goransson,
1999)

Intentions of
leaving the
profession

The item was:
“Regarding your current
occupation, is it the
occupation in which you
would like to work in
the future?” The response

alternatives were yes or no

Single
item

Study
V4

(Aronsson &
Goransson,
1999)
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The CHEFiOS manager questionnaire, consisting of 223 items in total, was
sent out at two points in time (2009 and 2011) to a sample of 766 managers in a set
of human service organizations responsible for the care of the disabled and elderly,
preschool/compulsory school, upper secondary school, and technical services in
seven municipalities and city districts in western Sweden. Managers at all levels up
to department heads were included. The HR departments assisted in this process.
The first round of self-administered questionnaires was sent out in spring 2009. The
second round of questionnaires was sent out almost exactly 2 years later, in the
spring of 2011, to those managers who still remained in their positions, as well as
to those who had been employed between the first and second wave. The
questionnaire was largely the same as in the first round, with some minor changes
and additions such as questions asking why they had chosen to stay in their
position. The response rates were 72.5% (N = 555) at baseline (T1) and 66.5% (N =
491) in the second wave 2 years later (T2). The longitudinal response rate was
56.7% (N = 313). An overview of the response patterns of the CHEFiOS manager
questionnaire is presented in Figure 2.

T1 T2

Turnover

Retirement

Turnover — other reasons

Response —mmmmm oo

Non-response T1 Non-response T2

Response rate

T 72.5% (N = 555)
T2 66.5% (N = 491)
TI&T2 56.7% (N = 316)

Figure 2. Overview of the response patterns of the CHEFiOS manager
questionnaire.
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External assessments of job demands and job resources — ARIA interviews

Besides self-administrated questionnaires, external assessments of the
managerial work assignment and psychosocial working conditions were conducted
based on the ARIA method (for an overview, see Waldenstrom, 2007). The ARIA
method was developed by Swedish researchers in the late 1990s, who drew on the
German work psychology tradition (e.g., Greiner & Leitner, 1989; Hacker, 1982;
Oesterreich & Volpert, 1986), which was inspired by action theory and the
particular concept of action regulation for workers (Frese & Zapf, 1994; Hacker,
2003), and adapted the instrument to other occupational contexts. Importantly and
in opposition to its predecessors, ARIA does not take as its point of departure the
average worker; instead, it considers individual qualities such as knowledge and
previous experience to be important prerequisites for task completion
(Waldenstrom & Hérenstam, 2008a).

The ARIA method was designed as a structured interview protocol
established through the MUSIC-Norrtilje study (Waldenstrom, Josephson, Persson,
& Theorell, 1998). The working conditions are addressed from an external
perspective — that is, focusing on conditions and actions with the least possible
consideration of emotional appraisals from the worker (Waldenstrom & Hérenstam,
2008a). In order to secure an external assessment of the individual’s working
conditions, a specific interview technique is attached to ARIA. In line with
suggestions made by Semmer, Grebner, and Elfering (2003), the interviewer asks
the respondents to be concrete and to provide examples and descriptions of
consequences related to actions and work characteristics, which are then assessed
against predefined criteria and/or cutoff points. ARIA has previously been used for
classifying healthy and unhealthy jobs (Waldenstréom & Hérenstam, 2008b), and for
assessing exposures in epidemiological studies of musculoskeletal and psychiatric
disorders (Waldenstrom, 2007; Waldenstrom et al., 2002). The model has been
validated against traditional models of explaining stress as a consequence of
demand-resource imbalance (Waldenstrom et al., 2002). Thus, ARIA is a method
suitable for exploring work content, work goals, demands, and resources at the job
task level that, while it looks at the individual level, is still based on an external
perspective and so gives information on the context surrounding the individual. In
contrast to quantitative measurements, the ARIA method provides rich illustrative
examples of job demands and job resources and their consequences for the
individual, as well as for the organization.

The ARIA interviews followed the ARIA method’s structured interview
protocol and covered the original ARIA dimensions described in a number of
articles (e.g., Waldenstrom et al., 1998; Waldenstrom et al., 2002). However, the
method was slightly adapted in order to be more specific for managers and the
public sector. For example, more context-specific questions as well as questions
about tasks that the managers experienced as illegitimate (Semmer et al., 2007) or
missing from the assignment were added to the original protocol. An updated
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description of the data dimensions included in the ARIA interviews and their

related criteria are presented in Table 5.

Table 5. Description of the data dimensions included in the ARIA interviews and

their related criteria.

Dimension

Description

Related criteria

Contextual
information

Information on the respondent’s
position in the organizational hierarchy,
the function of the closest supervisor,
and the formal work assignment was
collected. Questions about the number
of subordinates and units as well as the
physical location of the manager in
relation to the employees were added to
the original protocol. In order to
consider possible negative changes in
the work assignment, the respondents
were also asked about deteriorated
work characteristics and job expansion
at the end of the interview. The
information from these questions was
used to contextualize and enrich the
main dimensions in the protocol

Job expansion is defined as
work tasks becoming more
mentally demanding, more
tasks being added, and/or new
tasks replacing old ones
(Waldenstréom & Hérenstam,
2008b)

Work tasks

Work activities with a common goal
were merged into one work task, and
the relative proportion of actual work
time spent on each task was defined
together with the respondent.
Diaries/calendars were used to assist
the mapping process. Possible
illegitimate, i.e., unnecessary or
unreasonable tasks included in the
work assignment, were also explored

Time pressure
and time binding

The quantitative demands in the
respondent’s work were assessed as
time pressure, i.e., whether enough
time was provided to conduct the work
tasks. Time binding was used as an
indicator of time constraints at work
and assessed as the extent to which the
respondent’s work tasks require
conformance to schedule, i.e., a need to
conduct the work tasks in a certain time
or space

Work is considered to entail
high time pressure if the work
tasks cannot be unattended for
more (or even less) than agreed
pauses, or be compensated for
with less hectic periods. If the
time pressure varies during the
day or week, or only some
work tasks entail high time
pressure, the time pressure is
assessed to be variable or
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moderate. If the work tasks can
be completed in 80% of the
work time, time pressure is
defined as low. Time binding is
high in bus driving and
industrial work at the
production line, moderate in
teaching, and low in jobs with
little dependence on schedule,
machines, or other actors
(Waldenstrom,
2007;Waldenstrom et al., 2008;
Waldenstrom, Lundberg,
Waldenstrom, Harenstam, &
MOA Research Group, 2003)

Work hours

The actual work hours per day, week,
and month (as opposed to agreed work
hours) and the opportunities for
compensating for overtime were
assessed

Work goals

The ARIA method includes a close
look at the work goals in this context
deriving from several administrative
and political levels, as well as from the
individual manager. Formal and
possible informal goals were
disentangled, and information on how
goal achievement was evaluated and
concrete examples of consequences
when goals are not fulfilled were also
gathered

Social interaction

The amount of social interaction (as
part of the working time per day or
week) between the manager and (1)
supervisors, (2) colleagues, and (3)
other actors such as staff and recipients
was assessed. The questions about the
respondent’s social interaction at work
were originally included to capture the
detrimental effects of working alone.
Since social interaction is at the heart
of the managerial work assignment in
human services, this dimension rather
became a way to investigate the
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demands for interactions as well as the
opportunities for managers to work
concentratedly for uninterrupted
periods

Influence

Influence over the work situation was
assessed through questions about the
respondent’s influence over which
work tasks are included in the work
assignment (what) and how to conduct
these tasks, as well as where and when
these tasks are performed

The possibilities for exercising
influence are categorized into
four predefined levels or cutoff
points: none, low, some, or
high. The first level indicates
that the work tasks and their
execution, as well as the time
and place for work, are fixed,
and the second level indicates
that some work tasks can be
exchanged or done in a
different order. The third level,
on the other hand, includes
possibilities to choose between
work tasks and decide how,
when, and where the tasks
should be done for at least part
of the day. The highest level of
influence also includes long-
term, but not always short-
term, influence over what tasks
should be included in the work
assignment (Waldenstrom &
Hérenstam, 2008b;
Waldenstrom et al., 2003)

Cognitive
requirements and
possibilities

Three levels requiring different mental
resources were assessed:
creativity/problem solving; active use
of occupational knowledge, skills, and
experiences; and routine work with no
need for use of focused and conscious
mental processes. The balance between
the three levels was assessed by asking
the respondent for concrete examples
of work tasks that involve regulation at
each level and the proportion of time
spent on these tasks

Although active use of
occupational knowledge, skills,
and experiences needs to
constitute the largest proportion
of the work assignment, all
three levels should be present
at work in order to reach a
balance in cognitive
requirements (Frese & Zaph,
1994; Hacker, 1982; Volpert,
Oesterreich, Galbenz-
Kolakovic, Krogol & Resch,
1983).
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Resources at
work

The interviews followed a checklist in
the protocol covering the availability of
various job resources:

Goal and task clarity

Premises and technical
equipment

Personnel resources

Support functions (e.g., IT and
HR)

Social support from colleagues
Social support from supervisors
Social support from

If there is a lack of various
resources and if there are
inconsistencies in the rules
relating to the individual’s
work, these aspects can be
assessed as possible hindrances
at work (Waldenstrom, 2007).
In order to be assessed as a
hindrance, the lack of job
resources must result in at least
one of two predefined criteria —
(1) an obvious loss of quality in

subordinates the work result (more than
accepted by the supervisor)
and/or (2) considerable delay
ensuing overtime work, work
without breaks, and/or work
executed with an apparent risk
of accident or illness
(Waldenstrom & Hérenstam,
2008a). Disturbances or
sources of irritation were also
registered, although not
fulfilling the criteria for actual
hindrances at work

The face-to-face interviews, following the structured ARIA protocol, lasted
for approximately 2 hours and were conducted in spring 2013 at the managers’
offices. In total, interviews with six municipal school managers (three from
compulsory school and three from preschool) and six elderly care managers (three
from elderly care homes and three home care managers) within a municipality of
western Sweden were carried out. The managers were all women of varying age
and managerial experience. The interviews were conducted by three interviewers
who were thoroughly trained in the ARIA interview technique before the data
collection. The interviews were in some cases further complemented by telephone
calls or e-mail. Additional information in terms of organizational data as well as
policy documents was available as input to the ARIA interviews and was provided
by the HR departments (see below).

Organizational and demographic data

The questionnaires and interviews were further supplemented with data
from various registers and documents at the municipal organizations. In
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conjunction with the two waves of questionnaires (2009 and 2011), the
organizations’ HR departments collected and supplied relevant information from
registers and organizational documents. Additional information was also collected
via the HR department connected to the interview study in 2013. The data were
linked to each subject in the study group. The following data on organizational
factors at the workplace level were achieved through this process: municipality,
department, workplace or unit, type of service, gender distribution among the staff,
and mean span of control. The data on organizational factors at the individual level
achieved through this process were span of control, number of units, geographical
distribution of units, and managerial position. The data on demographic factors
including the managers’ gender, age, and managerial experience were originally
collected via the CHEFiOS manager questionnaire described above, but also
complemented by and/or validated against registers. The data also included
organizational documents such as organizational charts, rules, routines, and various
policy documents, as well as actual turnover between baseline and the second wave
2 years later. Hence, data on these dimensions can be considered as facts. The data
dimensions obtained from and/or double-checked through registers used in this
thesis are presented in Table 6.
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Table 6. Organizational and demographic data included in the analyses.

Data

Description

Study

Type of service

Were measured with six categories:
disabled care, elderly care,
preschool/compulsory school, upper
secondary school, technical services,
and other

Study I, 1L, 11T, IV

Span of control

The number of subordinates whom the
manager is directly responsible for

Study I, 111, IV

Number of units | The number of organizational units that | Study IV
the manager is directly responsible for
Geographical The geographical distribution of the Study 1V

distribution of
units

units that the manager is directly
responsible for

Managerial Were measured with six categories: Study I 1L, 111, IV
position heads of department, middle managers,
first-line managers, team leaders, heads
of section/functional managers (e.g. IT,
HR, Finance), and other
Gender Dichotomous variable (female/male) Study I, 1L, 111, IV
Age Was measured with four categories: Study I, 11
younger than 35, 35-44, 45-54, and 55
and older
Managerial The total number of years as a manager | Study I, 111
experience at any level
Turnover If the manager had left the managerial | Study 11

position since the first wave of
questionnaires

Data analysis

The theoretical and empirical background accompanied by the contextual
approach in this thesis has resulted in the use of a framework and guiding analysis
model for the thesis known as the MOA model® (e.g., Hirenstam, 2009; Hirenstam
et al., 1999; Harenstam et al., 2004). The MOA model builds on a contextual

6
MOA is a Swedish acronym for Modern Work and Living Conditions for Women and Men [Moderna arbets- och

livsvillkor for kvinnor och man].

66



approach in which the context is taken into account by answering questions about,
for example, what, who, and where (see Burke, 2002; Harenstam, 2008, 2009).
Consequently, the model is suitable when possibilities for change and prevention
are sought by identifying WHAT characterizes the psychosocial working conditions,
WHERE these working conditions are predominantly found — for example, with
respect to the types of work organization — and WHO are clustered in these working
conditions by the use of demographics, for example. Finally, the model focuses on
the CONSEQUENCES of the working conditions, mainly in terms of different
health aspects.

In accordance with the MOA model that guided this thesis, the psychosocial
working conditions constituted the main focus, and supplementing variables were
used in order to further locate and understand these conditions, their antecedents,
and the outcomes. Thus, the psychosocial working conditions were included in all
four studies. However, different layers of context were in focus, which means that
the psychosocial working conditions can take the shape of both predictors and
endpoints dependent on the study and its specific research question. The MOA
model adapted to the overall purpose of this thesis is presented in Figure 3.
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WHERE WHAT WHO
Organizational factors Psychosocial working Demographic factors
conditions

CONSEQUENCES
Health, Motivation, Performance, Turnover intentions, Turnover

Figure 3. Adaptation of the MOA model as the framework and guiding analysis
model for this thesis.




In this thesis, the main focus was the WHAT variables, which represent the
public sector managers’ psychosocial working conditions measured as job demands
and job resources from different sources, in line with the JD-R theory. The
psychosocial working conditions were chosen to reflect the managers’ most
proximal (i.e., first) layer of context. In accordance with the MOA model,
supplementing variables were used in order to further locate and understand these
psychosocial working conditions, their antecedents, and the outcomes. Thus, in
order to increase the understanding of the psychosocial working conditions, a
second layer of context including organizational factors was added. In which
organizational contexts, or WHERE, these psychosocial working conditions are
more prevalent was investigated by adding new analyses including, for instance,
specific types of services, span of control, and managerial position. These
organizational factors can also be regarded as upstream antecedents of the
psychosocial working conditions and outcomes. WHO are most likely to be found
in the psychosocial work situations, thus experiencing the consequences to varying
degrees, were investigated by analyses, adding information about demographics —
in this thesis, the managers’ gender, age, and managerial experience. Although
these demographics can be considered individual-level variables, they were
essentially used in order to investigate whether groups of individuals can be sorted
into different situations or over-represented in these situations. Hence, the
demographic variables were used as indicators of structuring factors. In this way,
structuring mechanisms with regard to gender, age, and managerial experience can
be discovered (e.g., Bejerot & Hirenstam, 2010; Harenstam, 2009). Furthermore, in
accordance with the MOA model, the CONSEQUENCES attached to these
situations can also be identified in order to validate the importance of the situations
for managerial sustainability.

Although the constructs of antecedents, consequences, and outcomes were
used, they should not be regarded as statistical causal terms. The model is
conceptual and the relationships are the hypothesized relationships in a chain in a
multilevel hierarchy. The adapted MOA model presented in Figure 3 is the general
analysis model of this thesis, and the four studies focused on different aspects of
the model. The MOA model that was adapted for each of the studies is presented in
the Main Findings section.

Quantitative data analysis

In accordance with a contextual approach and the guiding analysis model,
contextual and comprehensive analyzing strategies were used in the studies forming
this thesis. These types of analytical methods can be especially valuable when
searching for high- and low-risk situations at work, in particular because they can
give direction on preventive actions. The data analysis methods used served
different purposes. Cluster analysis served an explorative purpose and the analysis
of variance served a discriminatory purpose, while multilevel analysis and logistic
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regression served the purpose of testing associations. In the rest of the quantitative
data analysis section, all quantitative data analysis methods used in this thesis are
described, with special attention paid to the contextual methods (i.e., the main
methods) used.

Data preparation

Prior to analysis, the variables were examined for accuracy of the data entry
and for missing values. Before conducting the quantitative analyses, cases with too
few or no responses in the variables of interest were removed from the respective
analysis. Cases with only a limited amount of missing data were imputed using the
EM algorithm in PASW Statistics 18 following the recommendations by Schafer
and Graham (2002) and Little and Rubin (1987). The EM algorithm uses a two-step
iterative procedure that produces a unique set of estimates through the maximum
likelihood estimates of the means, variances, and covariances (Enders, 2001).
Imputation was made for the dependent and independent variables separately.
Missing data concerning gender, managerial position, managerial experience, and
span of control were not imputed but were obtained from registers when possible.
Furthermore, univariate outlier analysis and multivariate outlier analysis were
performed for dependent and independent variables respectively.

Cluster analysis

With complex contextual conditions in working life, the traditional variable
approach is not sufficient for a deeper understanding of the prerequisites for
managers. Although the variable approach is important in the investigations of
work environment, it does not consider the combination of many variables at the
same time (Bergman & El-Khouri, 2001). The holistic approach, or pattern
analysis, takes into consideration that situations are formed by different aspects of
person—situation interactions. Pattern analysis is explorative in its nature and is
aimed at analyzing complex and multifaceted phenomena and identifying natural
situations and groups that are similar to each other in certain respects. Instead of
regarding situations as fragmentized and investigating one variable at a time,
researchers build models with the interaction of many variables, simultaneously
creating images of different contexts (see, for example, Magnusson & Torestad,
1993). Thus, pattern analysis is an alternative way of classifying complex data and
handling a great number of variables simultaneously, as well as a way of detecting
factors that may have different impacts in varying situations (H&renstam, 2009).
The approach of pattern analysis has proven especially valuable in worklife
research. For example, the approach has been used in prevention research (Leijon,
Hérenstam, Waldenstrom, Alderling, & Vingérd, 2006), when exploring risk
groups for neck, shoulder, and low back disorders. It has also been used when
searching for patterns of working and living conditions (Héarenstam, Karlqvist,
Bodin, Nise, & Scheele, 2003), community employees’ job demands-resources
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profiles (Van den Broeck et al., 2012), and patterns of psychological empowerment
in Swedish healthcare (Hansen, Baraldi, Berntson, & Andersson, 2013). Cluster
analysis is one of the most widespread pattern analysis techniques said to use a
holistic approach.

A comprehensive and holistic approach can be considered valuable in
exploring the working conditions for public sector managers, since it enables
considering a multifaceted work environment with job demands and job resources
from a wide range of sources. Cluster analysis was initially used to investigate
patterns or combinations of different working conditions, thus grouping managers
who work under similar conditions.

The specific method used in Study I was agglomerative hierarchical cluster
analysis (Bergman, Magnusson, & El-Khouri, 2003). The analyses were performed
with the Sleipner 2.1 software (Bergman et al., 2003), using Ward’s method with
standardized variables. The cluster analysis is an iterative procedure, where each
individual starts out as one cluster and ends with all individuals in one cluster. The
software seeks a cluster solution combining as large a between-group variance as
possible, with the smallest possible within-group variance in the selected cluster
variables (Bergman et al., 2003). After choosing the cluster solution, the Relocate
module in the Sleipner software was used, performing a k-means relocation cluster
analysis in order to maximize the explained error sum of squares (ESS) and
homogeneity of the clusters.

Cluster analysis is especially useful when the research questions include
What, Where, and Who (Hérenstam, 2009), which were important questions within
this thesis. Therefore, the cluster analysis was supplemented with variance analysis
in Study I in order to find out where the different clusters could be found and which
type of individuals each cluster was composed of. Since cluster analysis is an
explorative method, additional more traditional analyses were also used in Study I
and II in order to test the association between these work situations and, for
example, health and turnover. Such a combined methodology has been
recommended as a promising approach for testing hypotheses (Bejerot &
Hérenstam, 2010).

Analysis of variance

After performing the cluster analysis in Study I, T-tests, ANOVA, and
MANOVA analyses were performed with a discriminatory purpose, in order to
investigate how the clusters discriminate against each other regarding the Where,
Who, and Consequences variables, in line with the MOA model (Harenstam et al.,
1999). In order to control for common method variance, an additional MANCOVA,
with a method factor as covariate, was employed, following the suggestion of
Podsakoff, MacKenzie, Lee, & Podsakoff (2003). The method factor was
constructed with the factor scores from a factor analysis, where all items in the
study analysis (reversed in the same direction) were forced to load on a single
factor.
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Logistic regression

In Study II sequential logistic regression analyses were performed with
PASW S