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Sammanfattning 
Flera undersökningar  åskådliggör att organisationsstruktur spelar en avgörande roll och 
påverkar anställdas attityder och arbetsresultat. Organisationskultur beskriver hur med-
lemmarna upplever organisationens karaktär och har en starkt motiverande effekt hos or-
ganisationens medarbetare. De humana organisationerna är de effektivaste  och undersök-
ningar styrker argumentet att ledare påverkar sina anställdas arbetstillfredsställelse och ar-
betsresultat. Med anledning av detta är det förhållandevis logiskt att  de framgångsrikaste 
ledarna medvetet skapar en stark organisationskultur på sin arbetsplats.  

Arbetstillfredsställelse har likheter med organisationskultur, men organisationskultur är be-
skrivande medan arbetsillfredsställelse är utvärderande. Vidare finns det samband mellan 
motivation och arbetstillfredsställelse. Arbetstillfredsställelse är ett resultat av det förflutna 
medan motivation är en förväntning avseende framtida händelser. Stress är en individuell 
process och faktumet att stressfaktorerna är additiva, medför att organisationerna måste ta 
hänsyn till den totala mängden stress som den anställde utsätts för. Vidare påvisar under-
sökningar att stressade ledare skapar stressade organisationer och anställda . 

Syftet med studien är att beskriva hur mellanchefer vid Kriminalvården i Tidaholm  upple-
ver förväntningar från organisationen och organisationens anställda,  samt  hur detta på-
verkar mellanchefernas individuella situation ur ett stress perspektiv.  

Syftet uppfylls genom att applicera en kvalitativ ansats i vilken data insamlades genom per-
sonliga intervjuer. Målgruppen för undersökningen utgjordes nio mellanchefer (kriminal-
vårdsinspektörer), vilka hade samma chefer men olika arbetsuppgifter. Resultaten från stu-
dien visar att arbetsbelastning och tidsbrist är källor till stress. Tillsammans skapade dessa 
faktorer en upplevd känsla av otillräcklighet. Vidare klargjordes att bristfälligt ledarskap och 
känslan av osäkerhet var viktiga stressfaktorer. Internernas beteende kunde också skapa 
stressfulla situationer. Det fanns även exempel på dåliga erfarenheter när flera orutinerade 
medarbetare arbetade tillsammans. Stress vilken kunde härledas från överordnade bearbe-
tades likartat av respondenterna, medan stress från underordnade bearbetades olika. Samt-
liga Kriminalvårdinspektörer menade att stress påverkar ledarskapet. Deras uppfattning hur 
stress påverkar överordnades och eget  ledarskap varierade. Mellancheferna i denna studie 
besvärades av arbetsuppgifter vilka skickades direkt från Kriminalvårdsstyrelsen. Denna typ 
av uppgifter och ansvarsfördelning var svår att påverka. Vidare föreföll det inte vara ovan-
ligt att denna typ av arbetsuppgifter utretts vid ett tidigare tillfälle. Dessa händelser indike-
rar att organisationen har klassiska problem att leda kunskap, såsom att lagra, handha, för-
dela, och sprida kunskap. I denna studie vandrar stress i båda riktningar, från botten mot 
toppen, eller från toppen mot botten. 
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Abstract 
Several investigations illustrate that the organizational structure has a mayor impact on 
worker attitudes and performance. Organizational culture describes how members experi-
ence the organizations characteristics and has a strong motivating effect to the organiza-
tions employees. The most human organizations are more efficient and research strength-
ens the argument that leaders affect their subordinates job satisfaction and performance. It 
is then logical why the most successful leaders have created strong organizational cultures.  

The approach job satisfaction has similarities with organizational culture but organizational 
culture is descriptive, while job satisfaction is evaluative. Further is there a relationship be-
tween motivation and satisfaction, even if they not are exactly comparable, actually they are 
quite different. Satisfaction is namely an outcome of the past and motivation is an expecta-
tion about the future. Stress is an individual process and the fact that stressors are additive 
means that the organizations have to consider the total sum stress an employee is exposed 
to. Furthermore illustrates research that stressed leaders create stressed organizations and 
employees.  

The purpose of this thesis is to describe how middle managers in The Prison and Proba-
tion Service in Tidaholm perceive the expectations, from the organization and the organi-
zations employees, and how this affects the middle managers individual situation from a 
perspective of stress.  

The purpose was fulfilled by applying a qualitative research approach where data was col-
lected through interviews. The target group included nine Middle managers (krimi-
nalvårdsinspektörer) who had same superior managers but different working tasks. The re-
sults of the study indicates that workload was a source of stress and time was perceived to 
be a limit. This together created a feeling of insufficiency. Further were unclear leadership 
and the feeling of uncertainty important stress factors. The prisoners’ behaviour could also 
create stressful situations and there were bad experiences when several inexperienced em-
ployees worked together. Stress created from superiors was handled identically, while stress 
from subordinates was worked on differently. The respondents agreed that stress affects 
leadership. The opinions differed concerning how it affected their superiors- and their own 
leadership. What concerned the Middle managers were the assignments that came directly 
from the Kriminalvårdsstyrelsen. This flow of responsibilities and tasks were hard to affect. 
Often were the assignments investigated earlier, which indicates that the organization has 
classical knowledge management problems, like to store, handle and spread knowledge. In 
this study walks stress in both directions, from the bottom to the top, or from the top to 
the bottom.  
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1 Introduction 

1.1 Background 
“Our people are our most important asset” (Mayo, 2001 pp.2). This statement exemplifies why 
leadership is an interesting topic.  The amount of literature in leadership illustrates that 
there is a continuously need for conversation and development of the topic. During the 
history has the theme been expressed to be a key success factor. Leaders can be the differ-
ence whether the business is successful or unproductive (Vecchio, 1997; Doyle 2001). 
What makes leadership interesting is that it handles the organizations intellectual capital 
and the people who create value, namely the human capital (Newell, Robertson, Scar-
brough & Swan, 2002). In a world of increasing competition, industrial advanced products 
and processes, new regulations and changing employee attitudes, requires a more sophisti-
cated level of leadership than ever before ( Jacobssen & Thorsvik, 2002).  

Vecchio (1997) argues that the topic has been blamed for only have a minor impact on the 
organizations actual result. Critics have argued that the organizations outcome is caused by 
factors in which leadership only plays a minor role. Therefore can leadership compared to 
external factors just have a some degree of impact on organizational results. Some critics 
do even have the opinion that the effects of leadership only is in the eyes of the observer. 
The behaviours that are considered as suitable in leadership change, from time to time and 
even from different cultures (Vecchio, 1997). However, leadership is an issue that has been 
discussed over several years and most likely will this fascinating topic also be argued in the 
future.  

Robbins (2001) argues that strategy, technology, size and environment are main factors that 
determine what type of structure an organization will have. The organizational structure af-
fects further, how jobs are formally divided, organized and synchronized. Several investiga-
tions indicate that organizational structures have a mayor impact on worker attitudes and 
performance. Weisbord (1983) and Lenerlöf (1985) argue that leadership can not be studied 
without analyze the organization and its surroundings. The manager namely both affects 
and is affected by its surroundings. 

Organizational culture is a structure of joint meaning by members that make a distinction 
from other organizations (Robbins, 2001). Culture is defined as a system of shared mean-
ings. It can further be exemplified with how employees are expected to act in situations and 
the way the work should be accomplished etc.( Johnsson & Scholes, 2002). Robbins (2001) 
argues that organizational culture is a descriptive term. It describes how members experi-
ence the organizational characteristics and there is no concern whether there is an agree-
ment or not.  There is a dominant assumption in the literature that it is lucrative for leaders 
to actively build an organizational culture, which can create harmony around important or-
ganizational values (Newell et al., 2002).  An increased understanding of what determine 
organizations culture and how it is formed, will further improve our skills to clarify and 
forecast the activities of labour at work. 

In the literature are middle managers viewed as important for the organizational perform-
ance. Smits (1989) and Johnsson & Scholes (2002) argue that they actually play a key role in 
translating strategic change into operations. 
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According to Livian and Burgoyne (1997) has the managerial literature described middle 
managers generally in a pessimistic view concerning their future. Speculations about the 
continuously development and implement of information technologies, combined with 
economical restrictions, are mentioned to be reasons to why the number of middle manag-
ers is likely to decrease in the future. Reduction of the number of middle managers is often 
a used routine when organizations are decreasing. The changing needs from the organiza-
tions have also affected the middle managers role. Despite these pessimistic views are there 
studies that suggest the opposite, namely that middle managers have greater liability and 
more power and influence then before. Livian and Burgoyne (1997, pp.7) argue, “Middle 
management is characterized by hard work, great pressure less security and less promotion opportunities.” 
Drakenberg (1996) states that the organizations more flattering structure have resulted in 
that middle managers power has increased and their authorities has extended. According to 
Drakenberg (1996) are the middle managers position in the literature now and then de-
scribed as hopeless. The Middle managers are stuck in the middle and are in general sup-
plied with tasks and information both from superior managers and subordinates. Draken-
berg (1996) continuous that despite a relatively limited authority and conflicting demands 
from different directions is the middle manager totally responsible for that the activities 
proceeds. It is therefore relatively uncommon that the middle manager can give assistance 
to all employees. Since the literature illustrates that middle managers have a great capability 
to both block and create changes, will it be interesting to study middle managers more nar-
rowly from individual perspective.  

“Job satisfaction represents an attitude and is the difference between the amount of re-
wards workers receive and the amount they believe they should receive”. (Robbins, 2001, 
pp.22).  Surveys already from the 1920s demonstrate the importance of leadership. Several 
investigations strengthen the argument that leaders affect their subordinates job satisfaction 
and performance (Vecchio, 1997).  The idea that satisfied workers are more productive 
than displeased employees has been a basic theory among managers for many years. Is this 
statement a story or scientifically evident? Investigations illustrate that it is a complex issue, 
but what can be established is that happy organizations are more productive.  

Job satisfaction intends to examine and measure affective responses from the work atmos-
phere. This approach has similarities with organizational culture, but organizational culture 
is descriptive, while job satisfaction is evaluative (Robbins, 2001). Research is usually done 
by studying how workers feel concerning the organizations expectations, attitude to subor-
dinates, how workers are rewarded etc. Studies point out that dissatisfaction has a strong 
relationship to absenteeism and turnover, which have a negative impact to the organiza-
tional productivity.  

Kotter (1990) argues, in Harvard Business Review on Leadership, that management is 
about handling with complexity, while leadership is about dealing with change. He illus-
trates the difference between management and leadership with assistance from a military 
example. In peacetime can an ordinary army usually exist with good administration and 
management, combined with good leadership from the organizations top. In wartime, God 
forbid, is there a need of good leadership skills at all levels. 

“No one yet has figured out how to manage people effectively into battle; they must be led.” (Kotter in Har-
vard Business Review on Leadership, 1998, pp.40) 

According to Robbins (2001) do managers not always understand the importance of moti-
vation. “Motivation is the process that account for an individual’s intensity, direction and persistence of ef-
fort toward attaining a goal” (Robbins, 2001, pp.156). Motivated employees are namely deter-
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mined to work with an assignment as long as it takes to accomplish their goal.  .  There are 
several theories that express employee motivation. Some are explaining job satisfaction,  
turnover or productivity etc.  No theory can be mentioned before another, the different 
theoretical approaches actually complement each other. There is a relationship between 
motivation and satisfaction even if they not are exactly comparable, actually they are quite 
different. Satisfaction is namely an outcome of the past and motivation is an expectation 
about the future (Hershey, Blanchard& Johnson 2001.) 

Stress can be either positive or negative influence to employee performance. Stress is a 
complicated issue for several reasons. The same set of conditions that creates stress for one 
person seems to have little or no impact to another. Studies illustrate that job-related ten-
sion have a tendency to decrease general job satisfaction (Robbins, 2001). The continuously 
changing demands on middle managers increase their perceived press and stress. To still 
meet economical targets when there is an imbalance between what is expected and the pos-
sibilities to act, is regularly perceived  as stressful to middle managers (Livian et al.,1997). 

According to Cheatle (2001) is stress a threat to all employees physical and psychological 
well being. It is therefore important that views on factors that create stress, like workloads 
and working conditions etc., are treated seriously by the organization. If stress is not under-
stood and handled like it should, then is it likely that the organization will suffer serious 
consequences.( Mosley, Megginsson & Pietri, 2001). Mosley et al. (2001) argue further that 
stress plays a mayor role in accidents, non-attendance and decreased efficiency. 

In conclusion, in order to investigate middle managers from an individual perspective and 
study how they perceive their actual work situation, I contacted several organizations. The 
Prison and Probation Service in Tidaholm was interested to participate in this research.  
This organization differs from several perspectives to other organizations. Since the focus 
will be on the individual middle managers level is this organization interesting and useful 
for this thesis. Today is there an ongoing reorganization of The Swedish Prison and Proba-
tion Service. Economical restrictions combined with an increased need of the organizations 
service have made the actual situation complicated (Kriminalvården, 2004). Escaped pris-
oners and hostage situations forced the Swedish Prison and Probation Service General Di-
rector to abdicate in September 2004 (Kriminalvården, 2004).  According to Raol Nilsson 
from Seko is there every week a serious incident where prison personnel are in danger 
(Seko, 2004).  The thesis will discuss this environment further, from an individual perspec-
tive of middle managers perceived stress. 

1.2 The problem definition 
With background of the discussion earlier in the text will the problem be specified by the 
following three questions. 

What creates stress? 

How do the respondents handle stress? 

How does stress affect leadership? 

 



 

 4 

1.3 Purpose 
The purpose of this thesis is to describe how middle managers in The Prison and Proba-
tion Service in Tidaholm perceive the expectations, from the organization and the organi-
zations employees, and how this affects the middle managers individual situation from a 
perspective of stress. 

 

1.4 Disposition 
 

Chapter 1: The introduction illustrates a brief presentation of this study. Further is it dem-
onstrated why the chosen topics are interesting to investigate. This ends up in three re-
search questions. Finally is the purpose of the thesis introduced. 

Chapter 2: The methodological reasoning, which will reflect this thesis, is presented. The 
chosen method is made clear together with other methodological alternatives. 

Chapter 3: The theoretical framework consists of  theories, which are  linked to my study. 
These theories are necessary in order to respond the purpose, which was presented in the 
introduction. This chapter even includes a summary. 

Chapter 4: The empirical study illustrates my collected records. At The Prison and Proba-
tion Service were nine interviews conducted. This information is used and discussed in the 
analysis.  

Chapter 5: In the analysis are empirical results compared to the illustrated theories in chap-
ter three. 

Chapter 6: The conclusions are created from the analysis. I also discuss the results. Further, 
is there some reflections concerning the study and used methods. Finally do I give some 
suggestions for further research. 
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2 Methodology 
This chapter illustrates the chosen methodological approach and how this research was accomplished. 

2.1 Scientific view 
Thurén (2000) argues that there are two scientific main directions, namely hermeneutic and  
positivism. The hermeneutic view is created from the humanism and the positivism is cre-
ated from natural sciences. Furthermore can the hermeneutic been observed as general 
wisdom about communication and pre understanding. Wallén (1996) argues that individu-
als who give expression to phenomenon already have a pre understanding from a spoken 
language and a cultural community. This might lead to, that reading of one text creates im-
proved learning from earlier red texts. This illustrate that the reader can change from a 
general overview to a concentrated area during the work is proceed. 

According to Wallén (1996) is the basic idea concerning positivism that science should be 
able proof from an empirical perspective. This requires that estimations should be replaced 
by measurements. The result is that the positivism eliminates research that is focused at 
feelings and behaviours, since they are not quantifiable. In view of the fact that this study 
has an individual perspective, that describes the middle managers perception from a per-
spective of stress, do I find the hermeneutic view to be suitable. Thurén (2000) and Wallén 
(1996) further support this statement. 

2.2 The inductive and deductive approach 
The process of how the study was accomplished, is strongly influenced by the chosen sci-
entific view. Furthermore is the methodological attitude concerning the inductive and de-
ductive approach significant.  According to Wallén (1996) are there two methods to draw 
conclusion: the inductive and deductive approach. The inductive approach is created from 
an empirical view and the deductive from a logical perspective. Inductive researchers start 
from a collection of data and from this basis do they work out generally conclusions. This 
results in that the selection of data has to be quantifiable. Thurén (2000) agrees with Wallén 
(1996) and adds that the inductive approach makes it possible to improve the likelihood to 
create realistic conclusions, but it will never be with a hundred percent guarantee. 

From a basic assumption to create a deductive study results in that, the researcher starts 
from the topics existing theories. According to Thurén (2000) signifies a deductive ap-
proach that the conclusions are valid, if there is logical connections and relations in the ar-
gumentation. Collinder (1983) adds that deductive approach admits the researcher to con-
clude from general rules and then creates conclusions of specific phenomenon. 

Thurén (2000) critiques towards the methods are that the deductive approach not necessar-
ily generates genuine conclusions. Further is the inductive approach limited in the theoreti-
cal development in the studies from the collected data. Besides, argue Wallén (1996) that it 
is not possible to create a study without any theoretical studies. Without knowledge are you 
namely not aware of what should be studied. In order to improve my pre understanding 
before the collection of data I used literature studies to get knowledge from the topics ex-
isting theories.  Further does this study not attempt to create general conclusions. The 
study is based from an individual perspective and tries to describe a specific phenomena. 
These prerequisites concluded that this study should be structured as a deductive study. 
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2.3 Qualitative and quantitative methods 
Denscombe (2000) argues that qualitative and quantitative methods are used frequently 
within social scientific area. The actual difference between them concerns how the data is 
taken care of, and not the method itself. The qualitative method prefers words instead of 
numbers and is associated with descriptions. Furthermore is it often used within smaller 
studies in order to describe how things relates and depends to each other. The research has 
often a wide design and the researchers roll is influential. This leads to that the researcher 
regularly is observed to be the most essential instrument. 

The quantitative method usually finds numbers to be vital and this method is usually asso-
ciated to analysis. This type of research is frequently used in voluminous studies and the 
use of statistical methods can create a strong analyse of the work. Further does this re-
search intend to be neutral with the collection of number data. This is a prerequisite in or-
der to describe unique topics relationship and influence to other issues (Denscombe 2000). 

Finally emphasizes Denscombe (2000) that there are not any bullet proof walls between 
qualitative and quantitative research. The method for this study was chosen because I 
wanted to study individual managers’ opinions in detail. Denscombe (2000) argues that 
when the research intends to study issues in depth is the qualitative method preferable. 
This statement supports my choice of method.  

2.4 Collection of data 
My intention was to use qualitative data, since I was going to study individuals view con-
cerning stress. A qualitative survey would have been a possibility, but I chose to use inter-
views in order to collect data. Dahmström (2000) argues that the reason for use this 
method in order to gather data should be of importance, because this type of data collec-
tion demands a lot of work. A reason for use interviews might be the questions character 
or difficulty. The interviews were anonymous and structured with an interview guide, but 
still quite open. During the interview was a tape recorder used, and afterwards was a writ-
ten report sent back to the respondents. After their permission have I used the collected 
data in this paper. In total was nine interviews held and each interview took 1-2 hours to 
perform. 

2.5 The Case study 
The research strategy is chosen in consideration to what the study attempt to examine. The 
research problem is vital, but also other issues are of importance. Further are there several 
pros and cons with case studies (Denscombe, 2000). Gummesson (1988) argues that case 
studies are different in their disposition. First of all, are their attempt to create conclusions 
unlike. One type of case study attempt to create specific conclusions based on the analysis. 
It is further possible with another type of case study to create conclusion that are more 
general. This can be done by studying several units. Thereafter in the analysis will similari-
ties, differences and connections between the units be illustrated (Gummesson, 1988). Yin 
express that there are three different approaches among the case studies, namely the de-
scriptive-, exploratory- and explanatory case study (illustrated in Gummesson, 1988). 

This paper attempt to describe, how the middle managers perceive their situation from a 
perspective of stress. I will therefore in this document use a descriptive case study. This ar-
gumentation is supported by Denscombe (2000). 
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3 Frame of reference 
The theoretical framework consists of important theories, which are linked to this study. In order to respond 
the purpose and construct an empirical study, are these theories crucial.  

3.1 Organization  
Robbins (2001) argues that strategy, technology, size and environment are mentioned as 
the main factors in the literature. These prerequisites determine what type of structure an 
organization will have. The organizational structure determines how jobs are formally di-
vided, organized and synchronized. Several investigations illustrate that the organizational 
structure has a mayor impact on worker attitudes and performance.   

The importance of human capital signifies the meaning for organization to manage take the 
maximum advantage of its employees (Newell et al., 2002; Jacobssen 2002; Prize 2004). 
Jacobssen (2002) argues further that all organizations have to weigh the need for efficiency 
against the human needs. They cannot only be created to just please the labourer. The 
competitive environment demands that they are structured effectively, in order to create a 
product or service that is both useful and on demand.  

There must be a balance between the association’s demand for productivity and the em-
ployees’ needs and wishes. The most human organizations are namely more efficient. 
When it becomes possible to adapt the organizational structure and rewards towards the 
individual worker, results become visible. In order not to loose personnel that can generate 
competitive advantage is it important, from the organization point of view, to create and 
maintain good relations with personal who have core competence. (Jacobssen 2002; Prize 
2004)  Jacobssen (2002) argues further the intention that associations have to be organized 
to satisfy human needs, generates routinely the question: What kind of need do humans 
have?  

3.1.1 Formal and informal structure 

Gauius Petronius commander 100 after Christ “We trained hard- but when we finally had func-
tioning troops it was time to reorganize. I later learned in my life that we to often face new situations with 
an reorganization.  What a wonderful method it is to create illusions of advances when it in reality creates 
chaos, inefficiency and demoralization” (Ylander & Löfstrand, pp.199).  

By using formal contracts can the organization and the individual employee make clear 
what they should expect from each other. In general is a written contract not so detailed 
that it handles all facts. Psychological contract is example of an informal contract, which 
describes the expectations between the organization and the employee, from the individual 
point of view. The formal and informal contract differ in several ways, but the informal 
contract will be continuously modified, compare to the formal contract that only will be 
changed a few times (Robbins 2001; Prize 2004).  

In order to make clear and clarify what informal contracts handle is detailed information 
crucial. Lack of information will lead to different opinions, with negative consequences as a 
result (Jacobssen& Thorsvik, 2002).  Rousseau (1995) argues that the most vital organiza-
tional contract is the psychological contract, which includes mutual trust and acceptance. 
Rousseau (1995) express further that promises are crucial in all types of contracts. It is also 
fundamental that the individuals are aware of and accept the organizations goal. Managers, 
who are not careful with how they express themselves, can by informal general signals con-
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cerning future expectations and likely rewards cause difficulties. From the individual em-
ployees point of view can namely general attentions be perceived as genuine promises. 
Negative opinions will be the fact when perceived promises never become reality. It is then 
likely that the employees trust for the organization will decrease. Lack of trust, normally 
leads to other negative effects i.e. decreased motivation and increased problems for the 
workforces to identify themselves with the organizational vision.  

3.1.2 Organizational culture    

Fayol the French engineer and CEO in the mining industry published from his experiences 
in 1919 the book General and Industrial Management. Fayol underlined the importance of “es-
prit de corps” in this case corporate spirits. These ideas have later been improved and are to-
day known as organizational culture (Hatch, 1997).  

Organizational culture is a constitution of shared meaning by members, which make a dis-
tinction from other organizations (Robbins 2001). Culture is defined as a system of shared 
meanings and is exemplified with how employees are expected to act in situations and the 
way their work should be accomplished etc. According to Robbins (2001) is organizational 
culture a descriptive expression. It describes how members experience the organizations 
characteristics and there is no concern whether there is an agreement or not. Hatch (2002) 
argues that organizational culture probably is the hardest statement to characterize. This 
gives explanation to why there are several definitions in the literature.  

According to Jacobssen and Thorsvik (2002) can organizational culture be exemplified like 
when the employee has made the organizations goal and values to own worth. When the 
private opinion is the same as the organizations, a meaningful constructive outcome is cre-
ated. To reach organizational goals has namely become the same as accomplish personal 
goals.  

There are central assumptions in the literature that it is lucrative for leaders to active build 
organizational culture, which can create harmony around important organizational values 
(Newell, Robertson, Scarbrough & Swan, 2002).  An increased understanding what is de-
terminant in the organizations culture and how it is formed, will improve our skills to clar-
ify and forecast the activities of labour work. 

The most experienced organizations keep culture visible in their business agenda (Sartain & 
Finney, 2003). Since organizational culture has a strong motivating effect to employees, is it 
logical why the most successful organizations have leaders who have developed strong or-
ganizational cultures. The organizational culture can specifically describe the organizations 
values and illustrate to the employees what the organization perceives as vital (Jacobssen & 
Thorsvik, 2002). 

Sartain and Finney (2003) argue that a culture that exists is difficult to change. Changing of 
culture involves unspoken assumptions within entire work force. In order to change culture 
must all leaders adopt the new attitudes, change their behaviours and be innovative in their 
performance of activities. This can result in that some feel threatened or lose authority and 
even fear to lose their job. 

Sartain and Finney (2003) state that in order to evaluate the organizational culture can fo-
cus groups, surveys or interviews be used. These methods of collecting data can help us to 
define what drives and strengthen the culture. Examples of some interesting topics are:  Is 
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the culture aligned with the existing business strategy? If not, where are the mismatches? 
What has to be transformed and how will this be done? (Sartain & Finney, 2003).  

Sartain and Finney (2003) express further that core values and joint vision are vital if a 
change in the culture should be successful. The workforce must be aware of what is ex-
pected from them. Everyone must also realize the reward for changing and the negative ef-
fects for not shifting.  Sartain and Finney (2003) illustrate that these arguments exemplifies 
the importance of keeping and educating people that can fit in the culture, and transfer 
those employees who cannot.  

Jacobssen and Thorsvik (2002) state that strong organizational cultures generate employees 
who perceive community, concerning organizational goals and values. This creates loyalty 
and commitment to perform extra activities for the organizations best. Robbins (2001) ex-
presses this statement further. Employees, who perform activities that are not mentioned 
in the job description, and even further than what is expected from them, without demand 
for compensation, provide the organization with exceptional valuable resources. Robbins 
(2001)  formal definition of organizational citizenship is; “Discretionary behaviour that is not 
part of the formal job requirements but that nevertheless promotes the effective functioning of the organiza-
tion” (Robbins, 2001, pp. 21) 

 

This section illustrated basic cal assumption concerning the organizational structure and 
culture. Several investigations illustrate namely that the organizational structure has a mayor 
impact on worker attitudes and performance.   

Information is crucial. Lack of information will lead to different opinions, with negative 
consequences as a result. Rousseau (1995) argues that the most vital organizational contract 
is the psychological contract, which includes mutual trust and acceptance. 

The text has also illustrated that organizational culture is a descriptive expression. It de-
scribes how members experience the organizations characteristics and there is no concern 
whether there is an agreement or not. Further argues Hatch (2002) that organizational cul-
ture probably is the hardest statement to characterize. This gives explanation to why there 
are several definitions in the literature. 

Since organizational culture has a strong motivating effect to employees, is it logical why 
the most successful organizations have leaders who have developed strong organizational 
cultures. The most human organizations are namely more efficient. 

From the organizational view will this paper change focus towards the individual. It is time 
to briefly present the main character in this thesis, namely the middle manager. 
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3.2 The Middle manager 
In the literature are several definitions used to illustrate who the middle manager really is. 
In this thesis is Dopson and Stewart (1993) broad definition useful. They exemplify the 
middle manager, as “a manager between top manager and the first line personnel with supervising au-
thority” The reason for using this definition is that middle managers are exceptionally dis-
similar employees. Their responsibilities differ quite a lot depending on the organization 
they are working for and some organizations do have very dissimilar tasks to their own 
middle managers. 

Case, Fair, Gärtner and Heather (1999) argue that investment in human capital is an impor-
tant source of economic growth. Employees with good health and skills are more produc-
tive, then employees with reduced skills and medical capacity. Firms and government in-
vests in human capital differently. The government in general prefers programmes, job 
training or education, while firms in higher degree invest through on-the-job training.  

Case et al. (1999) express that improved personnel management and implements of tech-
nologies and the like can reduce costs, make the production more efficient and increase the 
measured productivity. Johnsson and Scholes (2002) illustrate that despite this fundamental 
statements have middle managers earlier when a top-down approach was more usual, faced 
difficulties. Senior managers who used this approach often viewed middle managers as bar-
riers for future success, instead of a resource.     

In the literature today are middle managers viewed as important for the organizational per-
formance. Smits (1989) and Johnsson and Scholes (2002) argue that they actually play a key 
role in translating strategic change into operations. They are in their actual position a bridge 
between the organizations employees, who are located in upper and lower levels. Further 
do they have crucial insights in management and vital sources for the organizations 
achievement. This provides them with unique skills that become useful when both senior 
management and subordinates are in need for advice (Johnsson & Scholes, 2002).  Further 
do they have daily contacts with vital elements in the organizations performance i.e. per-
sonnel, customers, suppliers etc. 

Middle managers are valuable in both development and implement of strategies. This pro-
vides us with insights according the importance of that the organizations middle managers 
feel commitment in the organisations visions and goals. In order to strengthen their be-
longing to the organization is it crucial to involve middle managers in the development of 
strategies. This becomes very useful, in a later stage, when time comes for planning, im-
plementation and feedback on performed activities (Johnsson & Scholes, 2002).   

According to Livian and Burgoyne (1997) have the managerial literature about middle man-
agers generally a pessimistic view concerning their future. Speculations according the con-
tinuously development and implement of information technologies combined with eco-
nomical restrictions are mentioned to be reasons to why the numbers of middle managers 
are likely to decrease in the future. Reduction of the number of middle managers is often 
an implemented routine when organizations are decreasing. The continuously changing 
needs from the organization has also affected the middle managers role.  

Karlsson (1988) argues that the technical evolution has never before had the actual speed 
that is shown today. Products with a limited lifetime are more common today then before. 
Rapid adaptation is also perceived to be a success factor in mature economic sectors. This 
continuously made adjustments illustrate a demand of high flexibility. These organizational 
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and structural changes will intensive affect the middle managers, who are main responsible 
for the implementation of strategies.    

Despite this pessimistic view are there studies that suggest the opposite, namely that middle 
managers have greater liability and more power to influence then ever before.  Livian and 
Burgoyne (1997) argue that middle managers have to face great pressure and a low level of 
security. Despite hard work are their possibilities to promotion relatively limited.  There are 
examples of studies which illustrate that some employees do not help there colleagues. 
Some reasons for this behaviour are the perceived competition and demand from the indi-
vidual employee to be successful. Studies illustrate that managers hesitated to be assistance 
to colleagues, even if they have been asked to give a hand ( Jacobssen& Thorsvik, 2002). It 
seems likely that this scenario also occur to middle managers because of their limited career 
possibilities and the pressure from the work. 

Drakenberg (1996) argues that the organizations more flattering structure ha s resulted in 
that middle managers power have increased and their authorities have extended. According 
to Drakenberg (1996) is the middle managers position in the literature now and then de-
scribed as hopeless. The illustration that the middle manager is stuck in the middle and is 
supplied with tasks and information from both superior managers and subordinates. Dra-
kenberg (1996) continuous that despite a relatively limited authority and conflicting de-
mands from different directions are the middle managers totally responsible for that the ac-
tivity proceeds. It is therefore relatively uncommon that the middle manager can give assis-
tance to all employees. Since middle managers have a great capability to both block and 
create changes, will it be interesting to study middle managers more narrowly from individ-
ual perspective. 

This section has given a short introduction who the middle manager is. A definition from 
the literature has been chosen and the conditions the middle manager is working in have 
been illustrated briefly. The middle managers complex situation will be described further in 
the stress chapter. The following text will handle the importance of job satisfaction and 
motivation. 
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3.3 Job satisfaction 
“Job satisfaction represents an attitude and is the difference between the amount of rewards workers receive 
and the amount they believe they should receive” (Robbins, 2001, pp.22).  According to Jacobssen 
and Thorsvik (2002) illustrates job satisfaction what the employees feel regarding their job 
and whether they like it or not, or if there is any specific part that they like or dislike.  

Jacobssen and Thorsvik (2002) state that there is an opinion that the actual reason to why 
organizations became interested in job satisfaction, was that work pleasure seemed to cre-
ate higher productivity. From the organizations point of view, has it historically always 
been interests to improve the employees results (Hersey et al. 2001). Today are we familiar 
with that the relationship between job satisfaction and achievement is actually not clearly 
defined.  

According to Vecchio (1997) does several investigations strengthen the argument that lead-
ers affect their subordinates job satisfaction and performance.  The reflection that satisfied 
workers are more productive than displeased employees has been a basic theory among 
managers for several years. Is this statement a story or scientifically evident? Investigations 
demonstrate that it is a complex issue, but what can be established is that happy organiza-
tions are more productive.  

Robbins (2001) express further that the aim for job satisfaction is to measure and investi-
gate affective responses from the work environment. This approach does have similarities 
with organizational culture but organizational culture is descriptive, while job satisfaction is 
evaluative. Research has generally been done what workers feel about the organizations ex-
pectations, and attitude to other subordinates. Further how workers can be rewarded etc. 
Studies point out that dissatisfaction has a strong relationship to absenteeism and turnover, 
which off course have a negative impact to the organizational productivity. 

Jacobssen and Thorsvik (2002) argue that needs of social belonging creates an emotion of 
bonds to the organization. This type of social bond illustrates to the individual if the or-
ganization and workplace is a place with experienced quality i.e. if he or she has taste or 
fear for belonging to the organization and whether he or she can share the organizations 
values and vision. Employees that experience job satisfaction and organizational citizen behav-
iour defend the organization and will in higher degree attend to the working place.       

Social positive behaviour is created from job satisfaction, achievement and organisational 
social behaviour. There are three main types of social positive behaviour. Firstly, the em-
ployee performs activities that are positive for both colleargues and the organization. The 
individual take action based on inner motivation, without have been have told to. Further-
more is there because of the performance, not any demand to get a reward. Secondly, the 
employees give a positive description of the organization to other people. Thirdly do the 
personnel have high attendance to the workplace, which have the positive affect that ab-
sence is quite uncommon (Jacobssen & Thorsvik 2002; Robbins 2001). 

According to the different need theories that aims to identify specific motivating needs, is 
the most important conclusion that different individuals can have different needs. This re-
sults in that the definition of what actually is a perceived reward can be different (Jacobssen 
& Thorsvik 2002; Sartain & Finney 2003). Furthermore, argue Jacobssen and Thorsvik 
(2002) that we should distinguish between positive feelings that the individual create by 
himself, for instance when results becomes tangible, and external rewards received from 
the organization. 



 

 13 

As mentioned earlier is it beneficial for the organization to create and maintain relations 
with personnel that have core competence, in order not to loose people that can create 
competitive advantage (Jacobssen & Thorsvik, 2002; Prize, 2004). 

Sartain and Finney (2003) state that when newly recruited employees are mistaken, they of-
ten had act or made decisions instinctively. This type of decision-making is based on the 
feeling of what feels correct for the moment. The lack of information and knowledge re-
sults in that they often cannot support their decision. Knowledge is namely fundamental in 
order to double check the validity of the made decision.  This result in that limited knowl-
edge and skills create mistakes. If the mistakes happen too often or in critical moments, the 
satisfaction from work will be affected. 

 

This section illustrates job satisfaction and what the employees feel regarding their job and 
whether they like it or not, or if there is any specific part that they like or dislike. It is also 
mentioned that several investigations strengthen the argument that leaders affect their sub-
ordinates job satisfaction and performance. 

The approach job satisfaction does have similarities with organizational culture but organ-
izational culture is descriptive, while job satisfa ction is evaluative. 

According to the different need theories that aims to identify specific motivating needs, is 
the most important conclusion that different individuals can have different needs. This re-
sults in that the definition of what actually is a perceived reward can be different. 

There is a relationship between motivation and satisfaction even if they not are exactly 
comparable, actually they are quite different. Satisfaction is namely an outcome of the past 
and motivation is an expectation about the future (Hershey, Blanchard& Johnson 2001.) 

Next section will change focus to future activities.  

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 14 

3.4 Motivation 
According to Robbins (2001) are Douglas McGregors theory X and Y, Maslows hierarchy 
of needs, and Hertzbergs two-factor theory still the best known to explain employee moti-
vation. This statement is done despite awareness of that the theories all have been criticized 
for there levels of validity. 

Maslows motivation theory is one of the most referred and described in the organization 
literature. His intention was not from the beginning that this theory should be used in or-
der to motivate people, instead was it created from his experiences as psychologist (Jacob-
ssen & Thorsvik, 2002). Maslows opinion is that humans have five fundamental needs 
namely physiological, safety, social, esteem and self-actualization (Robbins, 2001; Mosley, 
Megginsson & Pietri, 2001).    

Jacobssen and Thorsvik (2002) state that Maslows opinion is that even if the needs are hi-
erarchical arranged, in reality can the individual position of the needs be in different order. 
This means that the level of satisfaction can be at variance before the next level becomes 
appealing.  Maslow supposes that the most people have their need in the order that is men-
tioned, but he adds that a need do not necessarily have to be 100% satisfied before next 
level becomes attractive.  

Maslows hierarchy of needs theory has been strongly criticized. The most essential critics 
are that the hierarchy of needs are unclear formulated, and that only limited empirical re-
search can support the theory (Jacobssen & Thorsvik, 2002). 

3.4.1 David McClelland theory of needs 

The criticism to Maslows theory led to that David McClelland developed his theory of 
needs. According to Jacobssen and Thorsvik (2002) is this theory today one of the most re-
spected in the topics of motivation and need.  McClelland has the opinion that three basic 
all needs namely achievement, power and association together can explain the circum-
stances that affects motivation. These needs are not organized in hierarchy and it is possi-
ble to move towards the direction the individual wants.  

Need of achievement: People with strong need of achievements strive for improvements, 
which leads to that they are creative. Further, do they like changes and responsibilities. 
Their personal goals are high and realistic. Because of that, are they afraid of failures and 
only interested to take calculated risks. Further do they strive for rapid reactions from their 
work. These kinds of people are busier with their one performance then the surroundings 
activities. 

Need of association: People with a strong concern of friendship seem to be more con-
cerned about being popular. They avoid conflicts and criticism and have a fear of being re-
jected. Further do they strive for helping others with their problems. 

Need of power: People with a high need of power like to affect others. They look forward 
to situations that create status etc. Further are they interested of manager positions. These 
kinds of people have good verbal skills and like to teach others. 
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3.4.2 Personal- and organizational qualities affect achievements. 

Individual needs

Actual 
behavior

Intend 
behavior

Motivation

Social 
belonging to

Assignments
and guidelines

Dependence 
of others

Judge and
rewards

Skills&
knowledge

Thinking &
preference

Expectations 
about result

Achievements

Personal skills

External relationships with relevance for the 
organization

 

 Figure 1 (Jacobssen & Thorsvik 2002) 

The figure illustrates how personal qualities and organizational qualities affect achievements. 

Individual personal qualities and external relations can both affect the humans’ effort and 
results. The figure starts from the hypothesis that attempts and achievements, are results 
from behaviour that can be brought back to motivation.  

Motivation is described as an internal psychological process that creates power and direction 
to the action.  The motivation is both affected from individual needs and the social activi-
ties that belongs to the individual. Together is the direction clarified towards intend behav-
iour.  

Intend behaviour is influenced both from individual thinking and from different kind of pref-
erences. Furthermore from the mission and guidelines the organization has illustrated. The 
individuals’ actual tangible behaviour can match the initial intentions, but external influences 
like lack of cooperation or resources, and limited personal ability can also create a mis-
match. 

Achievements are in the figure an assumption based from actual behaviour, individual expec-
tations about the result and how the outcome is evaluated and rewarded. 
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3.4.3 Reward systems 

Incitement systems are used to create motivated employees that act in a direction that are 
beneficial for the organization (Sartain & Finney, 2003). The system is usually created like 
an exchange between the organization and the employee. The basic idea is that it should be 
beneficial for the worker to be loyal and perform activities that builds up the association. In 
Robbins (2001) and Mosley et al. (2001) is this illustrated by Victor Vrooms expectancy 
theory, which explain why some employees are not motivated to their work.  

Jacobssen and Thorsvik (2002) argue that the use of a reward system generates the ques-
tions; Who will be compensated and what kind of accomplishment or results should be 
performed? What types of compensations are used in the association? Similar statements 
are also found in Robbins (2001).  

The actual reward can be either real or no more than symbolic action. Example of a reward 
in real term might be payment or different types of economical advantages. A symbolic re-
ward can be positive feedback from the manager or awareness about an individual’s per-
formance or result (Mosley et al.2001; Sartain & Finney 2003 & Robbins 2001). 

Sartain and Finney (2003) illustrate that the use of individual rewards intend to create 
stimulation for the employee to perform superior results or extra activities. Furthermore 
can personal rewards create competition between employees, which can be beneficial under 
the circumstances that there is no rivalry. As a result, a negative consequence can be de-
creased cooperation, which is not beneficial. This statement has been brought to light ear-
lier. 

Organizations that prefer to stimulate cooperation can instead give rewards to the complete 
team. A negative effect of this type of compensation is that it can instead lead to that there 
will be rivalry between groups in the organization. Because of the perceived problems with 
rivalry can, the organizations as an alternative reward all members of the organization. This 
behaviour can create unity, but is not a powerful incitement for individuals’ or groups.   

Jacobssen and Thorsvik (2002) state that normally are rewards based on tree criteria’s, 
namely behaviour, results or a combination of them both. Organizations that prefer result 
as criteria do often develop some kind that clarifies the judgement. From a historically 
point of view has result been rewarded since the industrialization. When behaviour is re-
warded, can the judgement be supported from profession qualities, capability to cooperate 
etc. 

Even that it is quite common that the reward is based from mix of both result and behav-
iour, is there according to rewards still problems to handle. In general is it hard to measure 
results and behaviour is even harder. This motivates organizations to make it even easier in 
their judgement of whom and how employees should be rewarded. According to Lawler & 
Ledford (1992) are rewards in realty based on criteria’s that are extremely easy to measure, 
like position and education instead of actual results and behaviour.  
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3.4.4 Herzbergs two-factor theory 

Hertzberg found that the he could divide motivation criteria’s into two different groups. 
Namely the extrinsic- and intrinsic factors.  The extrinsic factors are compensations the in-
dividual receive from the association. Example of intrinsic factors are encouraging feelings 
that are created because of accomplishment in work. Hertzberg made the conclusion that 
job satisfaction had several reasons. Firstly, was the subject complex with relations to sev-
eral issues. Secondly, the fact that job satisfaction was connected to achievement had in re-
ality only limited relationship.  Hertzberg argued that job satisfaction had strong bonds to 
what type of assignment the individual worker performed. Dissatisfaction had strong con-
nections to how employees were treated and their work environment. Later were these fac-
tors called motivation factors respectively hygiene factors (Jacobssen & Thorsvik, 2002; 
Robbins, 2001). 

Motivation factors (Intrinsic factors that are associated to job satisfaction)     

? Appreciation of performed work 

? Responsibility and control of the actual work situation 

? Growth and development  

? Achievement. To solve problematic cases, and being able to perceive the result 
from the performed work creates satisfaction.  

? Assignments which are attractive and challenging 

? Likelihood to be promoted 

 

Hygiene factors (Extrinsic factors that are associated to dissatisfaction) 

? Superior managers capacity & capability to guide and give assistance to subordi-
nates 

? The actual circumstances that the place of work was located in 

? Status 

? Work conditions that affected private life 

? The organizations administration and  general political views 

? The relations between workers i.e. relations to superiors and subordinates 

? Payment 

? Employment safety 

 

In summary Hertzberg argues that conditions that create satisfaction are not the same that 
create dissatisfaction. Hertzberg further express that the outcome is that motivation factors 
can create satisfaction but do not affect dissatisfaction independent if they exist or not. The 
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same relationship is about the hygiene factors. Hertzberg also emphasizes that it is only the 
motivation factors that can affect the performance (Jacobssen & Thorsvik, 2002; Robbins, 
2001). 

 

Jacobssen and Thorsvik (2002) as well argue that reward is linked to the capability to con-
trol the actual work situation. This has positive connections with job satisfaction and 
healthiness. Any unmistakable relation between payment and healthiness has not been dis-
covered. 

Hertzberg has been criticized for his methodology. It is namely well known, that humans 
when there is lack of result search for excuses and to blame others. On the other hand can 
progress in topics easily be explained from the employees own performance (Jacobssen & 
Thorsvik, 2002). 

Luthans (1995) argues that there are examples when the same circumstances in working 
conditions can create both satisfaction and dissatisfaction. One of the most discussed top-
ics is if payments really motivate employees. According to Hertzberg is there namely no 
connection. There are on the other hand arguments that conclude that payment has a sym-
bolic value to the individual (Robbins, 2001; Luthans, 1995). Luthans (1995) states that 
firstly it is argued that payment can be a perceived recognition of good performance. Sec-
ondly, the fact that payment is connected to social position can organize the employee in a 
specific social level and finally to often is payment the only proof for good performance.   

 

Motivation factors

Hygiene  factors
Satisfaction or 

dissatisfaction

Satisfaction and 
improved performance

 

Figure 2 (Jacobssen & Thorsvik 2002) 

Despite cultural differences are there visible connections that employee’s link satisfaction 
with characteristics connected to the work assignment. Further are, perceived dissatisfac-
tion associated to the circumstances that the work assignment should be performed in 
(Hertzberg 1993). 
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3.4.5 Hackman & Oldhams Job Characteristic Model 

Richard Hackman and Greg Oldham have created a leading theory about circumstances 
that is of importance to improve the employees performance.  The theory is created to ana-
lyse the existing working situation, with focus on job satisfaction and motivation. As a re-
sult, this theory can create guiding principles to how organization can take action to change 
and prevent situations that create dissatisfaction (Jacobssen & Thorsvik, 2002).  

The theory is based on the assumption that achievement and satisfaction (outcome) is de-
pending on if the individual can reach a certain psychological minimum level. Further do 
these critical psychological minimum levels (Psychological needs) depend on the actual cir-
cumstances the assignment should be performed in (Core Job Characteristics). Finally is 
the assignment depending on the mode of the organizational structure. 
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Figure 3 (Jacobssen & Thorsvik, 2002) 

The figure illustrates that there is a demand for motivation, in the three psychological 
needs. These critical psychological needs have to reach a minimum level in three different 
topics. To have meaningful work assignments combined with having genuine responsibility for the 
outcome and at last knowledge of results that make it possible for the employee to understand 
if the outcome really was good. Employees that pass these psychological stages without dif-
ficulties will enjoy higher internal work motivation, job satisfaction, growth satisfaction and perform 
work with high work effectiveness and quality. This means that motivation in this model is de-
pendent on the actual assignments and the capability the employees have to get feedback 
from the result. 

The psychological needs are affected from five significant Core Job Characteristics. Variation 
of assignments skill variety, the identity of the assignment task identity which describes how 
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long the employee can work with the tasks and the possibility to observe the tasks end, and 
finally the jobs importance task significance, which describes to who the task is vital. To-
gether can these three aspects create a feeling of a meaningful work.  

Personal responsibility is created with high degree of independence, another word for this 
action is autonomy.  Finally is the possibility to get knowledge concerning the results de-
scribed in form of feedback.  

Even if the work is perfectly organized to create good levels in psychological needs, is there 
still an important factor to deal with namely the employees individual characteristics. It is well 
known that individual psychological needs, knowledge and skills affect persons differently. 
This results in that the employees will act or react different, even if the conditions are 
comparable.  

The model draws attention to three types of characteristics moderators, which can transform 
the general assumption between the work characteristics and the outcome. Knowledge and 
skills are important with reference to if they fit in the actual work situation.  Further have 
the employees’ need of personal development, and finally how satisfied the person is according to the 
work conditions i.e. the colleagues, reward systems, employment security and the manage-
ment.  These three conditions can together or alone, weaken or strength the effects from 
work conditions, and as a result decrease or increase the result. 

The theory does include guidelines for the implement phase. In the work assignments can 
these guiding principles strengthen the capacity of the potential motivation. In this model 
are these five guidelines classified as organizational structure.  

Variance is created by integration of assignments in a system that illustrate that is has an 
important affect for the outcome. Natural unities are in form of working groups that can ob-
serve and create bonds to the work assignment. Client relations that are created to let the 
employee have personal contact with the customer. These relations will later have a posi-
tive impact on the capability of feedback. Delegation of work assignments and responsibility 
to improve the autonomy.  Feedback system that is effective can generate knowledge whether 
the individuals capacity, skills and knowledge have improved.  

3.4.5.1 Critics and experiences of Hackman and Oldhams theory 

According to Jacobssen and Thorsvik (2002) has the theory been tested in several organiza-
tions and countries. Some of the conclusions of these tests are; it has been perceived as dif-
ficult for the respondents to separate different dimensions in some job categories. There 
exists relations between the potential motivation from the work and the positive psycho-
logical characteristics that is included in the model. There are weak positive relations be-
tween achievements and job satisfaction. It is a clear relationship between potential motiva-
tion created from the work and the employees perceived belonging to the organization and 
commitment.  

Several empirical studies illustrate that employee who perceives that their work include 
variation and positive feedback have a stronger belonging to the organization then collear-
gues with routine assignments. Furthermore is the according to potential motivation from 
work created a relationship to absence and staff turnover. This means that high motivation 
generate a low degree of absence.   
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3.4.5.2 Participation and Recognition 

According to Cole (1989) does theories of motivation and achievement underline the im-
portance for employees to participate in decision making, especially if it is with reference to 
their work situation. Research results illustrate positive relations between participation from 
employees and achieved results. As mentioned earlier to be able create belongings to the 
organization is it important to have a job that could offer the individuals high motivation.  

Empirical studies illustrate that people from different cultures show differences in how 
they perceive commitment and belonging to the organization, even if the organizational- 
and work conditions were quite similar. It is also a statement that the individual employee 
during its life is member of social groups i.e. family, friends associations etc.  This exempli-
fies the importance of creating a work situation that considerate the individuals private cir-
cumstances. Further is it likely that if it is hard to find another work in other organizations, 
the employee becomes more motivated to perform well even during circumstances that are 
not beneficial for the individual.  

Sartain and Finney (2003) state that the practice of recognition is a tradition of letting em-
ployees know that the organization honestly values what they have accomplished. What is 
interesting is that organizations do often not recognize, that it is the small efforts that make 
the biggest effects. A present can be good recognition instrument, if it is suitable with to 
the association giving it and the employee who receive it. A general rule is that credit 
should be shown in the form that is most meaningful to the individual workers.  

To show that you care about the personnel, is not only cheap it is regularly the best avail-
able leadership end motivational instrument. A prerequisite is if the instrument should be 
powerful and effective, it has to be personal and really comes from your heart (Sartain & 
Finney, 2003). 

 

This section has illustrated several theories that will be of importance in this case study. 
Motivation theories from Macgregor, Maslow, Hertzberg McClelland have been demon-
strated. Further have the use, importance and the complexities by using rewards systems 
been brought up to the surface. The basic idea is namely that it should be beneficial for the 
worker to be loyal and perform activities that builds up the association. 

It was further described, that to measure results and behaviour are difficult. Today are re-
wards in realty often based on criteria’s that are extremely easy to measure, like position 
and education instead of actual results and behaviour. Example of a symbolic reward can 
be positive feedback from the manager or awareness about an individual’s performance or 
result.  

An improved Job Characteristic model, initially created by Hackman & Oldham and then 
modified by Jacobsen and Thorsvik, has been illustrated. This model will be important in 
the coming empirical chapter and it is created to analyse the existing working situation, 
with focus on job satisfaction and motivation. It was further stated that to show that you 
care about the personnel, is not only cheap it is regularly the best available leadership and 
motivational instrument. 

Finally is it time to introduce the most important topic for this thesis namely stress. The 
complicity of the topic will be illustrated in the coming cha pter 
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3.5 Stress 

3.5.1 Is stress, a demand, threat or an opportunity? 

Stress is an external stimulus and is not automatically an unconstructive situation. It can ac-
tually improve the human capacity to challenging situations. Mosley, Megginsson and Pietri 
(2001) and Mosley et al. (2001) argue that stress was earlier useful when a person had to 
face a dangerous situation. Inside the body, a chemical reaction prepared the human for ei-
ther fight or flight. We have all noticed that stress is a growing problem in organizations, 
and there is a growing concern about burned out and stressed out labour force (Price 2004; 
Robbins 2001). According to Mosley et al. (2001) can organizations experience serious con-
sequences if stress is not treated with respect. Mosley et al. (2001) illustrate research that 
determines stress as the most growing health problem today.  

Zaret, Moser and Cohen (1992) state that the changes that occur in our body because of 
stress can be lifesaving and prepare the body for unforeseen events. It is further well 
known that the physiological response of stress is similar no matter if it is a demand for 
physical work or mental work. The stress hormones itself will normally be burned up in the 
muscles while the work is being done. The problem is that the hormones will not be 
burned up in the muscles during mental work and this will unfortunately have a negative 
impact on the body itself. This complication will be explained later on. 

 Mosley et al. (2001) argue that medical research did dot earlier have a definition of stress. 
As a result, stress was not taken seriously. The actual problem today is that our bodies react 
in the same way as before and we do seldom have the opportunity to meat treats by using 
the resources our bodies have prepared us with. 

 The European Agency for safety and Health illustrate that in USA are 550 million working 
days lost annually because of absenteeism and half of those can be related to stress (illus-
trated at www.Stress.org.).  The UK Health and Safety Executive have published studies 
from December 2000, which demonstrate the most work related stress professions. Profes-
sions that reported a common high stress level were management, nursing and security per-
sonnel. Any marketable difference of stress levels between male and female workers was 
not noticed (illustrated in Price, 2004).  

3.5.2 Stress definitions 

In the literature are several definitions used, to give explanation of what stress is. These de-
scriptions are dissimilar depending on the target group they are created for. One of several 
definitions of stress are; “Stress is a dynamic condition in which an individual is confronted with an 
opportunity, constraint, or demand related to what he or she desires and for which the outcome is perceived to 
be both uncertain and important.” (Robbins, 2001, pp. 563) Robbins (2001) argues further that 
two prerequisites are necessary for likely stress to develop into genuine stress, namely there 
is uncertainty over the outcome and the result must be important.  

Mosley et al. (2001) prefer his definition; “A condition arising from the interaction of people and 
their jobs and characterized by changes within people that force them to deviate from their normal function-
ing.” (Mosley et al. 2001, pp. 423) 
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Richards S Lazarus (1922-2002), Professor of Psychology at the University of California, 
has according to Mind Tools (2004) created the stress definition that is the most accepted. 
His definition state that; “Stress is a condition of feeling experienced when a person perceives that de-
mands exceed the personal and social resources the individual is able to mobilize.” (Illustrated at 
www.mindtools.com/stress)  

My opinion is that the last definition of stress is uncomplicated but still clear and complete. 
I will therefore use Professor Richards S Lazarus definition of stress in this paper.  

3.5.3 Stress factors 

According to Robbins (2001) can potential factors of stress be divided into three main 
categories, namely environmental-, organizational- and individual factors. If they will de-
velop into real stress depends on the individuals experience and character. In order to high-
light some organizational factors can pressure be created from; limited time, disagreeable 
colleargues, demanding superior manager and/or work overload etc. 

The potential environmental factors can be illustrated with political- and economical uncer-
tainties etc. Examples of individual factors are personal-, family- and economical problems. 
Mosley et al. (2001) have same opinion but add that it is particularly the organizational and 
work-related factors of stress that cause burnout. 

Robbins (2001) argues that the organizational factors that normally are a source of stress 
are task-, role- and interpersonal demands.   

Task demands; can be the degree of self-government, task mixture and degree of automa-
tion. 

Role demands; might be role overload which is a fact when the member of staff is expected 
to do more then time admits, role conflicts and finally role ambiguity which illustrate when 
the role expectations are not clearly understood and the worker is not certain what he/she 
can do. 

Interpersonal demands; is created by the organizations personnel. Poor interpersonal rela-
tionships will likely generate tension, especially among workers who have high social needs. 

Mosley et al. (2001) state that organizations that are not capable to handle stress will create 
huge costs, both for the society and themselves. Stress plays further a mayor role in many 
illnesses and accidents, which also has significant impact in absenteeism and productivity.  

Robbins (2001) point at that stressors are additive. These indicate that the level of stress 
that is built up has to be added to old and earlier perceived stress. A single stressor might 
be small, but when it is added to an already high level of stress the total sum might be too 
much for the employee. Burnout can be the tragically fact when employees are forced to 
work for a longer period with high pressure and/or with managers with an awful type of 
leadership.  

Fortunately can individuals prevent the negative effects of stress by developing their behav-
iours and strategies. Stress can then if it is suitable for the individuals’ level, be positive and 
even improve our capacity (Mosley et al. 2001).  The complexity concerning stress will be 
examined further in this paper from an organizational-, individual- and leadership perspec-
tive.  
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3.6 General organizational stress perspectives  
Price (2004) states that the global economy and competition we are living in force our wor-
kers to harder achievements then ever before. There is a risk that we are burning out our 
most important asset, and we must therefore put wellness on the business agenda. Manag-
ers are namely important improvement tools in the majority of organizations. We also 
aware of that job related tension decrease job satisfaction, even at low levels. Further when 
stress create absenteeism in key personal it is likely that it will create domino effects to 
other processes (illustrated at www.Stress.org. 2005). 

Livian and Burgoyne (1997) argue that the organizations persistent attitudes to increase ef-
ficiency create pressure on managers to be creative and use the available resources as ad-
vantageous as possible. The managers’ situation becomes even more complicated when 
economical targets should be accomplished in an unstable environment. The lack of bal-
ance what is expected from superior and the managers’ existent authorities is a crucial 
source of anxiety and stress.  

Robbins (2001) argues that the organizational leadership is represented by the management 
style of the superior managers. The culture might be characterized by fear, worry and nerv-
ousness. This type of unfavourable culture is often associated to unrealistic workload 
and/or reprimanding of workers who cannot perform sufficient results. The Organiza-
tional structure, describes the grade of regulations and were in the association decisions are 
made. Lack of involvement in decisions that influence employees is example of a structural 
variable that can create stress.  

The Organizations life stage, illustrates how organizations are established, develop, become 
grown-up and eventually turn down. This cycle creates different challenges but also anxiety 
for employees. According to Robbins (2001), are the start and end of business character-
ized as most stressful in the organization life stage cycle.   

Price (2004) argues that transform in organization and job structures are often perceived 
worrying by most of the employees who are affected. Robbins (2001) express that there is a 
difference between potential stressors and experienced stress. Further should stress be ob-
served from the individuals’ perspective and not in general. What might be stressful for you 
do not necessarily have to be a stressor for me and vice versa. Some variables are observed 
as general moderators of stress like job experience, social support, perception, hostility and 
believe in locus of control. There are further two general explanations why experience is 
negative related to job stress. First voluntary turnover is more common by employees that 
feel stress. Secondly, to develop methods that are capable to treat stress takes time. Rob-
bins (2001), Mosley et al. (2001), Zaret, Moser and Cohen (1992) argue further that social 
support from colleargues can prevent disadvantuous affects caused by stress.  

Robbins (2001) and McClelland (illustrated in Jacobsen & Thorsvik, 2002) state that locus 
of control is perceived differently depending on what type of person you are. Some indi-
viduals (externals) believe that outside forces control their destiny; others (internals) think 
that they can control their own destiny. Internals do not feel their job stressful compared to 
externals, because they work active to be in command of the situation. According to hostil-
ity are the individuals’ character strongly associated to perceived stress. In most of the 
situations do people who always are suspicious to others, and have doubts about others, of-
ten increase their perceived stress. In Douglas Macgregor theory X and Y, illustrated in 
Hersey, Blanchard and Johnsson (2001), is a manager with a high level of hostility de-
scribed as a typical theory X person. 
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Robbins (2001) exemplifies that perception have a major impact of perceived stress and the 
reaction of it. In a situation when the organization will be reduced, one employee might 
feel fear and stress when another perceives the situation as an opportunity to do something 
else. This exemplifies that stress has to be studied from the individuals perspective. Finally 
it is not the actual situation that is interesting, instead how the actual situation is perceived.  

3.7 General individual stress perspectives  
Mosley et al. (2001) state that many visits to doctors are related to stress symptoms. It is 
hard to have the exact numbers, but it is estimated to two-thirds of all patients. Zaret, 
Moser and Cohen (1992) illustrate factors which make the situation stressful are the unpre-
dictable, the unexpected and the unknown.  

Lindholm (1998) argues that heritage and environment are combinations, which have given 
the individual strength, self-confidence and resistance against stress. Education and training 
are environmental factors, which are possible to use in order influence the situation and 
decrease the level of stress. There is a self-evident but vital distinction between heritage and 
environment, namely that it is not possible to affect heritage.  

Eriksson, Dahlberg, Eriksson and Blomqvist (1993) agree with Lindholm (1998) and argue 
that we have all different capability to handle pressure, which is related to the individuals’ 
social, cultural and biological background. This means that we all have different tolerations 
towards stress. Off course is also the individuals actual shape and condition are determi-
nant. What is perceived as most important is what possibilities the individual has to under-
stand the actual situation and if it is possible to affect the course of events. Price (2004) an-
nounces further that stress is a subjective experience and will produce unlike reactions in 
different persons. 

Mosley et al. (2001) argue that stress can be positive or negative and we need some amount 
of stress to achieve results. Stress that experienced as positive is called eustress, and can be 
a great source of energy. Zaret, Moser and Cohen (1992) state that eustress should be dis-
tinguished from distress, which is negative and harms causing. Eustress is associated with 
pleasure and excitement, while distress is related to irritation, worry ness etc. 

In the literature is the inverted –U relationship, (illustrated in Appendix B), often used to 
describe the relation between stress and performance (Price2004; Lindholm 1998). The 
model illustrates that a low level of stress is beneficial for the body’s performance and abil-
ity to react. E mployees can then perform their assignments better, more powerful and even 
quicker then before. When a person is exposed to too high level of stress because of to 
high demands or lack of time etc., the consequence will be decreased performance. Even 
moderate levels of stress can have a negative impact, especially when the individual is ex-
posed to the actual level for a longer period. The dreadfully affect might be that the em-
ployee never gets opportunity to recover. As mentioned earlier, is stress additive. 

There are a number of powerful stressors, which can generate anxiety, such as uncertainty, 
wait, rumours, fear etc. At the individual level can lack of sleep, heat or cold, thirst and 
hunger play a key roll in the growth of stress.  “Every man has his braking point. “ (Eriksson et 
al. 1993 pp. 94). This expresses the body’s natural reactions.  Eventually will all people, who 
are exposed to high pressure, get in touch with their psychological upper limit, especially if 
they do not allow themselves to share their feelings. Mind tools (2004) illustrate Professor 
Richards S Lazarus (1922-2002) opinion, which is similar to Eriksson et al. (1993) state-
ment, those individuals who have time, resources and experience to handle the situation 
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feels only limited stress. The stress increase when they perceive that they are not certain 
that they are able to handle the demands that are put upon them.  

Zaret, Moser and Cohen (1992) state that one critical aspect is how much the individuals 
life change during a limited period of time. Robbins (2001) state that also individual factors 
that can be related to the employee’s personal life are important in a perspective of stress. 
For example economical problems, family issues, divorce etc. By identifying and analysing 
what type of stressors that affect you, methods of treatment can be chosen. Some basic 
steps are obvious. Since workload is a problem, is it important to be able to take command 
over time by using some of the tools in time management. Further analyse if some tasks 
can be delegated and learn to say no to commitments that you should not do. Stress can be 
avoided by learning how to in a positive way and respectfully say no, to events that steel 
your time. 

3.8 Consequences of stress 
Mosley et al. (2001) argue that stress is an external stimulus. The chemical effects inside our 
bodies prepare us to fight or flight. People do today react to stress in the same way as fore-
fathers did in the stone age. In the society is this type of reaction mostly not suitable, we 
must therefore improve our capability to deal with stress. Lindholm (1998), Robbins (2001) 
and Mosley et al. (2001) illustrate that the body’s inner reaction created by stress cannot be 
taught to be transformed. The reaction to stress begins automatically and will therefore not 
be affected by the individuals own thoughts. This is a statement we all have to realize. 

The impact of stress is individual but can be categorized in tree different blocks, namely 
psychological- physiological - and behavioural symptoms (Robbins, 2001; Mosley et al. 
2001; Sutherland & Cooper 2002). 

Physiological symptoms because of stress might be; high blood pressure, headache, loss or 
increased apatite and the like. Zaret, Moser and Cohen (1992) state that stress creates accel-
erated heartbeat and raised blood pressure. The blood is then concentrated to the brain and 
the muscles which is beneficial for a good performance. 

Psychological symptoms can be exemplified with that work related stress create work re-
lated dissatisfaction. Other examples of psychological symptoms are bad temper, nervous-
ness, tension, boredom etc. It is as well confirmed that stress and dissatisfaction increase 
when employees are placed in works that have several and incompatible demands, or in 
which there lack of clearness according to authority and responsibilities. Furthermore, can 
lack of control, low level of difference in assignments and independence, create stress and 
decrease satisfaction from work.  According to Robbins (2001) occurs same reaction when 
the response of performed work is low.  Eriksson, Dahlberg, Eriksson and Blomqvist 
(1993) agree that hard psychological pressure will create physiological reactions.  

Behavioural symptoms created by stress are several but to mention some absence, turn-
over, and changes in productivity, restlessness, changes in eating behaviour, fast-talking, in-
creased smoking and consumption of alcohol etc. Mosley et al. (2001) argue that it is well 
known that symptoms of stress play a key role in mistakes, accidents, lowered efficiency 
and non-attendance.  Lindholm (1998) agrees and underscore that stress has a negative im-
pact to the individuals learning capacity. It is therefore beneficial for both learning and 
achievement if the individuals can relax 15min each day in order to lower the perceived 
pressure. Price (2004) argues that burnout is a stress related condition when the person is 
extremely negative about their work and life situation. Pessimistic feelings about the future 
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and lack of controlling their personal situation are quite common. In order to avoid this 
tragically event, is it  attention grabbing to know what can be done to avoid burnout. 

3.9 To handle stress 
As mentioned earlier can moderate level of stress be good at your work and lead to im-
proved worker performance. According to Robbins (2001) might it even be a policy for 
some associations or organizations management to keep the intensity of stress as produc-
tive as possible. When high levels of stress occur, or low level over a longer period, a set 
back will be reality. The result might be reduced worker achievement, and consequently ac-
tion by management will be necessary. This is an example of reactive management. 

Robbins (2001) argues further that it is common that upper management and lower man-
agement perceive stress at the workplace different. What from the superiors’ point of view 
is a positive stimulus, might be seen as an extreme pressure by the subordinates. This 
statement can be related to Lindholm (1998) and Robbins (2001) who argue that individu-
als who have limited experience, feel more stress. 

Depending on the individuals’ response, can stress be a help or an awful hinder. The pre-
sumption we must learn to deal with is that the human construction demands that pressure 
must be followed by pleasure. Because of this reason we have to use stress management 
tools, in order to calm down, otherwise will the body get injured (Lindholm, 1998). 

3.9.1 The Individual approach  

Robbins (2001), Mosley et al. (2001) and Zaret, Moser & Cohen (1992) argue that individ-
ual strategies that have been effective to prevent stress are time management methods, ex-
ercise, relax training and a widen social network. Many employees can improve their man-
agement of time. By doing it and make schedules which prioritize important work, the em-
ployee can take command over the pressure. Halowell (2005) agrees and argues that we all 
need to create time when we are not disturbed. This time has to be scheduled every day. 
Another of his recommendations is, when you leave your working place, make a list of 
what you intend to do next day. 

Further are people who exercise at least two times a week better prepared to handle pres-
sure. Other methods are different relaxation techniques, which have several positive ef-
fects. Researches confirm that when it is practiced regularly; tension will be released, it will 
create calmness and different positive physical changes like decreased blood pressure etc.   

A well functioning social network is very useful in order to reduce tension and stress.  Col-
leargues and friends can listen to the actual challenges and perhaps present a more objec-
tive view of the situation. These relationships provide an important base of mutual support, 
and are very vital to the individuals wellbeing and pleasure.  

Studies make obvious that there is a negative relation between a social supportive network 
and burnout. An expanded network that provides the employee with high support can the-
refore prevent job related burnout (Robbins, 2001; Mosley et al.. 2001; Zaret, Moser & Co-
hen, 1992).    

Zaret, Moser and Cohen (1992) state that for some individuals would also psychotherapy 
or group therapy be an effective solution to handle stress. Furthermore are people with 
limited relations to others particularly defenceless to stress.  
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Mosley et al. (2001) argue that employees who are in the burnout risk zone, regularly ex-
perience job related stress. They do have a high degree of intrinsic motivation and try to 
reach unachievable goals.  In the long run is the best way to deal with burnout to prevent 
it. Mosley et al. (2001) and Price (2004) argue that this can be done by first identify what 
type of factors that are causing stress, and then improve the situation.   

Lindholm (1998) illustrates that physical exercise is indeed good, but can not create the re-
lax that is essential to the nervous system. Further positive reactions with relaxation are 
that it creates improved capacity to estimate situations, which can be related to the stress 
cone, which is illustrated in Appendix A. If the relaxation is scheduled and performed daily, 
can the perceived position in the stress cone be at a higher level, which is more beneficial 
for both the individual and the organization. As earlier mentioned has perceived stress a 
negative impact to the individuals learning capacity. It is therefore beneficial for both learn-
ing and achievement if the individuals can relax each day in order to lower the perceived 
pressure (Lindholm, 1998).  

Eriksson, Dahlberg, Eriksson and Blomqvist (1993) argue that the individuals personality 
have a mayor impact on the perceived level of stress. Further, can the determination of 
what is perceived as stressful be related to personality.  Accoring to Mosley ( 2001) and Za-
ret, Moser and Cohen (1992) have research recognized two basic types of behaviour that 
characterize behaviour among people, namely Type A and Type B. Studies illustrate that 50 
percent of the population can be classified as Type A. 

The Type A behaviour is typical for people who try to achieve several things in limited 
time. Often is the patience in a low level. In order to achieve their goals do they constantly 
try to fight time and people barriers. The Type A individuals are often successful in their 
work, but still not satisfied with themselves. This results in that a Type A persons are easily  
irritated even for minor events and the risk to have health problems because of stress is 
higher for Type A than for the Type B people. 

Calmer people can be categorized as Type B. This behaviour admits more realistic planning 
of time in order to accomplish an assignment. The type B employees do generally experi-
ence more satisfaction from their work and do not feel so anxious. What is attention-
grabbing is that studies demonstrate that they are even more victorious then Type A. Stud-
ies point towards that approximately 60 percent of managers are in category A. Managers 
who have extremely Type A behaviour, respond to all situations like it was an emergency. 
Their leadership is characterized as a high demand of control others and further do they 
find it problematic to delegate work. Many of them believe that mostly mistakes are a result 
of earlier achievements. Their leadership is therefore highly task oriented.  

According to Professor Töres Theorell (2004) research can several different and unex-
pected work situations during a year increase the risk for a heart disease up to six times. 
Examples of relevant situations are conflicts, unwanted and expanded responsibilities, eco-
nomical problems etc. Professor Theorells research also shows that team spirit, deadlines 
and even congratulations from superior manager can be a source to heart decease.  

Professor Töres Theorell (2004) state that it is almost impossible to be completely ex-
hausted as long as the body can be stimulated; by sleep, physical activities and comfortable 
stimulus. Theorell continues that the energy mobilization will suffer serious consequences 
if the employee has been exposed to long lasting stress. The devastating result might be 
that the individual cannot either calm down or increase the speed when it is needed.   
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Eriksson, Dahlberg, Eriksson and Blomqvist (1993) emphasize the importance to practice, 
in order to keep the level of stress under control. This creates possibility to be both persis-
tent and effective at work. Furthermore is extended knowledge about your own and others 
behaviour during pressure crucial. Eriksson, Dahlberg, Eriksson and Blomqvist (1993) ar-
gue further that stress has a general negative impact on the capability to observe. This sta-
tement can further be related to the stress cone, which is illustrated in Appendix A.  

3.9.2 The Organizational approach  

Mosley et al. (2001) argue that it is not exceptional to discover reasons for stress in the or-
ganizational structure. A highly centralized organization will generally concentrate the deci-
sion making to the top. This will further lead to several management levels, with a high re-
quire of control. As a consequence the participation in decision-making becomes limited 
(Mosley et al. 2001; Hatch, 2002; Jacobsen et al. 2002). This will lead to that different types 
of demands may not always be compatible. Incompatible demands from superiors and su-
bordinates are a type of stressor that is highly caused by the organization itself.  

Communication is essential for success and when it not proceeds as it should, negative af-
fects will arise. Poor communication affects both the structure and the job descriptions ne-
gative.  

Further argues Mosley et al. (2001) that the leadership will be challenged, which can lead to 
that some activities are solved by close management. A defective illustration is when pes-
simistic and autocratic leadership are used in order to fabricate results. 

A rapport from the Industrial Society Occupational Stress states that unrealistic deadlines 
and consequent time pressure, shared with poor communication are the most common 
stress generators (illustrated in Price, 2004). Robbins (2001) argues that organizational fac-
tors which easily create stress are assignments, role demands, and poor organizational 
structure. However, the management can battle stress by using realistic goal setting meth-
ods, increase the workers involvement and organizational communication.  

There are examples of studies that show that goals, which are set with to high demand, cre-
ate stress, which in fact decrease the performance. Furthermore are there studies that re-
port about cheating and short term thinking in order to illustrate good result. These actions 
are done despite that the employee are aware of that in the end is it disadvantageous for the 
organization. (Johnsson et al. 2002). Robbins (2001) argues further that individuals who 
have limited experience, experience more stress. 

Role stress is common by workforces who are uncertain about the organizations expecta-
tions and goals. These unpleasant circumstances create negative reflections concerning how 
their superiors and colleargues will evaluate them. Research confirms that when it is possi-
ble to improve jobs to create more responsibility and independence, this have generally had 
a negative affection to personnel’s perceived stress (Robbins, 2001).  

Further, can relevant goal setting both create motivation and decrease stress. This clarifies 
the superiors’ expectations to the subordinates and provides them with actual feedback. As 
a result, uncertainties are reduced and the level of stress will decrease. Lindholm (1998) and 
Robbins (2001) emphasize that those individuals who have limited experience feels more 
stress. According to Robbins (2001) does this result in that experienced personnel should 
perform the most stressful jobs. 
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Situations that expose the employees to high pressure can be sources of conflicts that are 
related to needs or interests.  Eriksson, Dahlberg, Eriksson and Blomqvist (1993) argue 
that there is risk when the manager is exposed to hard pressure that he or she looses the 
overall control and unconscious focus on an operative level. The main cause is the need the 
need to generate safety to the manager. This action is quite common behaviour in strategic 
decision making and is a flight from insecure an unknown prerequisites. To act in a level 
lower then the expected can be a source of future conflicts, especially when there is a lack 
of vital coordination and organization.   

This type of behaviour, which also can be related to the stress cone, will likely generate a 
roll conflict, but it might be avoided by clear delegations of roles and authorities. By being 
aware of this behaviour and how it can be avoided the work can proceed with minimal dis-
turbance.  

In the literature is the inverted –U relationship often used to describe the relation between 
stress and performance (Price, 2004; Lindholm, 1998). Price (2004) argues that when the 
organizations personnel are exposed to moderate level of stress for a longer period, they 
can rotate their human resources in order to prevent a lower performance. This is generally 
exemplified in hospitals where emergency personnel normally rotate. It is quite uncommon 
to find an employee who has worked his/her completely career in this job environment.   

Robbins (2001), Mosley (2001) and Zaret, Moser and Cohen (1992) argue that studies make 
obvious that there is a negative relation between social support network and burnout. An 
expanded network that provides the employee with high support can be beneficial to pre-
vent job burnout. Professor Töres Theorell (2004) recommends the managers to give the 
employees influence and give back up when necessary. Furthermore are conflicts always 
present, but they need to be solved. Employees who never take a battle will get hurt in the 
long run, but to take a fight when you are very upset is not recommended.  

Mosley et al. (2001) argue that, because of all events of a period of time accounts when we 
are dealing with stress, the manager must have good relations with his subordinates. This 
can create mutual trust so that the manager is aware of if the employees’ life situation is 
dramatically changing.  This statement illustrates the importance of being active and not 
proactive! 
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3.10 Leadership and stress 
Smith and Cooper (1994) argue that it is important to understand the link between leader-
ship and stress. This is further illustrated by the statement “Stressed leaders create stressed or-
ganizations and employees” (Smith & Cooper, 1994 pp.6) 

Mosley (2001) argues that when job descriptions are poor and the managers leadership are 
autocratic the organization will suffer serious consequences through high turnover, incom-
plete goal accomplishment, reduced efficiency, frustration and job burnout. Lindholm 
(1998) illustrates that is it hard to do something good about second-rate raw material, but 
quite easy to destroy first-class raw material. Further is a prerequisite that the middle man-
ager and the superior manager are struggling towards same goals.  

Eriksson et al. (1993) announce that a good group is characterized that all members feel 
well.  

One of the most elementary duties the manager has to deal with is to let the subordinates 
feel personal interest to given assignments. To be truly convincing is only possible if the 
manager has the subordinates trust (Eriksson, Dahlberg, Eriksson & Blomqvist, 1993). 
Confidence to the manager request that in the long run must the assignments be both nec-
essary and meaningful. Subordinates belief do only managers get who are convinced that 
they really have the skills and competence to solve the given assignments. This means that 
managers who are using power, coercion and cruelty can not get the subordinates loyalty. 

Eriksson et al. (1993) argue further that power oriented managers waste a lot of energy in 
their way to supervise employees. What power oriented managers obviously not have real-
ized is that high moral and willingness to make good results become possible if the subor-
dinates are confident that their manager can and will protect them in a hostile situation.  

Lindholm (1998) emphasize that there a clear difference between having an attitude to-
wards the subordinates that are mentor oriented, then a judge oriented. The first method is 
recommended for several reasons. From a perspective of stress does it treat stress better 
then the second one. Further should subordinates be stimulated to experience intrinsic mo-
tivation instead of extrinsic motivation. There are several reasons that motivate this state-
ment. To start with can only the intrinsic motivation create real personal growth, which in-
creases the capacity and capability to solve future challenges. 

External motivation is principally oriented in a shorter period of time in order to satisfy ne-
eds that are important for the moment but not necessarily in the future, like manage a 
deadline, have a good relation to the superior manager etc.  

Watson (1995) agrees and argues further that intrinsic satisfaction can create expressive 
meaning to the individual work, while extrinsic satisfaction only provides instrumental 
meaning. The basic ideas concerning intrinsic and extrinsic motivation are highly connected 
to Hertzberg’s two-factor theory. From a perspective of stress is it time to underscore that 
what is learned by intrinsic motivation is easier to use in the future then knowledge created 
by external motivation (Lindholm, 1998).   

Eriksson et al. (1993) have the opinion that managers’ personal feelings are often compara-
ble with the subordinates’ perceived pressure. The fact that managers have to stand in the 
front, expose them to an even harder demands then their subordinates. Their behaviour 
becomes visible and there is no possibility to hide from view. The increased psychological 
pressure can affect their capability to estimate the actual situation and even the decision-
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making. This further illustrated in the stress cone in Appendix A. Eriksson et al. (1993) 
continues that the manager is a person in charge and a symbol for the group as well. Fail or 
success will therefore be related to the manager. This fact increases the pressure towards 
the manager. According to Eriksson et al. (1993) can increased pressure on the manager 
have several reasons.  

? The actual situation is a surprise, which heavily influence the estimation of this 
unique event 

? The estimation of the situation is uncertain and lack of knowledge about the pre-
requisites makes it complicated to have an overarching view 

? The available information is limited and decisions has to be done, even if they are 
based on poor prerequisites  

? Time is crucial and the decisions have to be made rapid 

? The responsibility can not be transferred to other colleargues and the manager is 
always in some way responsible for the subordinates performance 

? The manager stands alone and does not belong to a genuine group like the subor-
dinates. This means that it is almost impossible to hide and the manager often 
make the decisions alone  

? The pressure increase on the manager when difficult and vital decisions has to be 
done 

? The managers work environment do not generally make it possible to deal with 
stress by using physical work 

? If the manager raise objections against his or hers superior in a critical moment, the 
outcome might be lost faith to the managers appropriateness. This restricts the 
managers possibility to take action or express the genuine opinion 

High levels of stress increase the likelihood to conflicts, which might be a source to leader-
ship problems (Eriksson, Dahlberg, Eriksson & Blomqvist 1993). Mind tools (2004) illus-
trate that different demands, of different groups and individuals, inside the organization are 
not always compatible. When every employee as well has own values and goals, it might off 
course be a source of a conflict.  

Eriksson et al. (1993) exemplify that a manager who is not in good shape, will not be open 
minded to the impulses he or she should respond to. This will also increase the risk that 
impulses will be misunderstood, which as a result might generate poor decisions. By learn-
ing to know others and your own feelings will therefore increase the possibility to act ra-
tional 

A first-class manager can spread relevant information and can communicate effectively by 
using face-to-face contact. In order to lower the pressure and decrease the level of per-
ceived stress, the manager must even have the capability to be back up and support the 
subordinates.  The importance of these skills can be underscored with the statement that 
relationship between stress and achievement is not linear (Eriksson et al. 1993).  

Lack of education skills or knowledge can create a feeling of insufficiency, and worst of all 
a mood of not be good enough. This feeling is a powerful stressor.  This statement illus-
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trate  the importance of letting the subordinates be aware of what is expected from them in 
order to minimize the risk that the employee creates to high internal demands (Lindholm, 
1998). 

Further, according to understanding and capability, it is important to be aware of what is a 
peanut for an employee with education and experience, might be a problematic case for a 
colleague with limited knowledge and skills (Eriksson et al. 1993; Lindholm 1998; Robbins 
2001). Lindholm (1998) argues that one of the most powerful anti stressors are accom-
plishment and the feeling of success. Furthermore are techniques that improve the skills to 
relax not in favour of stress. In order to keep and build up the managers self-confidence 
should therefore early demands and to high demands as long as possible be avoided from 
superior managers. 

Eriksson et al. (1993) illustrate that competence combined with relevant practise and ex-
perience increase the possibility to make good performance in difficult situations. The main 
cause to practise leadership in tough situations is to increase preparedness to take action in 
both complex and unknown situations: These prerequisites are strongly connected to 
growth of stress.  
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3.11 Stress Summary 
Stress is an individual process and the fact that stressors are additive means that organiza-
tions have to consider the total sum of stress the employee is exposed to. (Zaret et al. 1992; 
Robbins, 2001).  Mosley et al. (2001) and Robbins (2001) argue even if financial- and family 
problems can be a challenge to manage, is job stress the kind of problem that most strongly 
affects the human health. Unhealthy organizations are costly for the society in large, the or-
ganization and to the individuals. Smith and Cooper (1994) argue that stressed leaders cre-
ate stressed organisations and employees.  Lindholm (1998) agrees and illustrate that the 
manager should not be a stressor neither the organization.  

The manager should have a realistic and humanitarian view, namely that people when pos-
sible effort to do their very best. The Authoritarian view that is described in Douglas 
McGregor’s X and Y theory will create stress and therefore in the long run be obstructing 
for the entire organization. 

Levi (2002) argues that healthy organisations are characterised by optimal work autonomy 
and reasonable demands. The working climate is also supportive and friendly. The un-
healthy organizations are illustrated as competitive and with an unfriendly climate with high 
demands combined with low level of autonomy. Levis opinion is supported by Lindholms 
(1998) statement that research concerning stress illustrates that the employee should have 
the following demands satisfied  

? Experience own work as meaningful, and important in a larger context 

? Have the possibility to develop and improve skills and expertise 

? Feel solidarity and sympathy with colleagues  

? Have the possibility to influence and control own assignments  

The basic feeling behind stress is fear. Burnout might be the end if the individual is ex-
posed to a high level of stress or a moderate level in longer term. Further are job related 
stressors usually the main cause to burnout (Mosley et al. 2001). According to Halowell 
(2005) are stressed individuals forced to work with their own feelings instead of work with 
their work assignments. Too little time or resources or perhaps a combination of both can 
also create stress. When the individual is overwhelmed of information etc., and the brain is 
not capable to handle the burden, it surpasses to a survival condition. The result is often 
complaining on colleagues and to blaming others. The brain capacity to think clear will be 
reduced and the capability to handle challenges with flexibility will decrease. Other changes 
for the worse are reduced ability to prioritize and organize. The result will be increased im-
pulsiveness and decreased effectiveness. The sense of humour is as a result at a minimum 
level. Halowells view concerning how stress affects the individual is similar as the stress is 
illustrated in the stress cone. 

This means that people who have been exposed to too a large amount of stress starts to 
create problem, which in worst case can be a formation of habits. Halowell (2005) argues 
that it is important to never be alone when you start to be worried. Communicate with col-
leagues because isolation is a fertile soil to future problems. An environment of trust and 
shared respect will therefore be an effective threat against stress.  

 



 

 35 

3.12 Theoretical summary 
The first section has illustrated basic cal assumption concerning the organizational struc-
ture and culture. Several investigations illustrate namely that the organizational structure 
has a mayor impact on worker attitudes and performance.   

The text has also illustrated that organizational culture is a descriptive expression. It de-
scribes how members experience the organizations characteristics and there is no concern 
whether there is an agreement or not. Further argues Hatch (2002) that organizational cul-
ture probably is the hardest statement to characterize.  

Since organizational culture has a strong motivating effect to employees, is it logical why 
the most successful organizations have leaders who have developed strong organizational 
cultures. The most human organizations are namely more efficient. 

From the organizational view changed this paper focus towards the individual.  

The second section had a short introduction who the middle manager is and the conditions 
the middle manager is working in. The middle managers complex situation was also ex-
pressed further in the coming the stress chapter.  

Job satisfaction was illustrated in the third section. Issues like, what the employees feel re-
garding their job or if there is, any specific part that they like or dislike was mentioned. The 
topic is of interest since several investigations strengthen the argument that leaders affect 
their subordinates job satisfaction and performance. Further has the approach job satisfac-
tion has similarities with organizational culture but organizational culture is descriptive, 
while job satisfaction is evaluative. 

The fourth section illustrated motivation. According to the different need theories that 
aims to identify specific motivating needs, is the most important conclusion that different 
individuals can have different needs. This results in that the definition of what actually is a 
perceived reward can be different. 

There is a relationship between motivation and satisfaction even if they not are exactly 
comparable, actually they are quite different. Satisfaction is namely an outcome of the past 
and motivation is an expectation about the future (Hershey, Blanchard& Johnson 2001.) 

Several theories that will be of importance in this case study were illustrated. Further have 
the use, importance and the complexities by using rewards systems been brought up to the 
surface.  An improved Job Characteristic model, initially created by Hackman & Oldham 
and then modified by Jacobsen and Thorsvik, has been illustrated. This model will be im-
portant in the coming empirical chapter, and it is created to analyse the existing working 
situation, with focus on job satisfaction and motivation. Finally was it time to introduce the 
most important topic for this thesis namely stress.  

The complicity of the topic was be illustrated in the fifth section 

Stress is an individual process and the fact that stressors are additive means that organiza-
tions have to consider the total sum of stress the employee is exposed to. (Zaret et al. 1992; 
Robbins, 2001).  

Unhealthy organizations are costly for the society in large, the organization and to the indi-
viduals. Smith and Cooper (1994) argue that stressed leaders create stressed organisations 
and employees.   
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Levi (2002) argues that healthy organisations are characterised by optimal work autonomy 
and reasonable demands. The working climate is also supportive and friendly. The un-
healthy organizations are illustrated as competitive and with an unfriendly climate with high 
demands combined with low level of autonomy.  

The basic feeling behind stress is fear and according to Halowell (2005) are stressed indi-
viduals forced to work with their own feelings instead of work with their work assign-
ments. Too little time or resources or perhaps a combination of both can also create stress. 

The brain capacity to think clear will be reduced and the capability to handle cha llenges 
with flexibility will decrease. Other changes for the worse are reduced ability to prioritize 
and organize. The result will be increased impulsiveness and decreased effectiveness. The 
sense of humour is as a result at a minimum level. Halowells view concerning how stress 
affects the individual is similar like stress is illustrated in the stress cone. 

This means that people who have been exposed to too a large amount of stress starts to 
create problem, which in worst case can be a formation of habits. Halowell (2005) argues 
that it is important to never be alone when you start to be worried. Communicate with col-
leagues because isolation is a fertile soil to future problems. An environment of trust and 
shared respect will therefore be an effective threat against stress.  
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4 Empirical study 

4.1 Background 
The respondents are kriminalvårdsinspektörer at the Prison in Tidaholm..  Some of them 
have been working with prisoners for more then 30 years, while some had more limited 
experience. These nine respondents have been guaranteed to be anonymous in this paper 
However did all of them have education for their duties, or were participating in education. 
The kriminalvårdsinspektörs job characteristics are very different. What they have in com-
mon are that all have leading positions with several subordinates and economical responsi-
bilities to their activities. I will further, in this paper call them middle managers, krimi-
nalvårdsinspektörer, or just MM. Most of the kriminalvårdsinspektörers, with a few excep-
tions, do also make decisions concerning their prisoners. The number of prisoners the 
middle manager are responsible for differ as well.  

To start with does this paper focus on the MM expectations concerning; MM and their su-
perior managers, MM and other middle managers and MM and subordinates. 

4.1.1 Perceived expectations from the Middle managers superiors  

What do you perceive that your superiors expect from you? 

In general do MM perceive that the organizations superiors expect them to; lead their sub-
ordinates and  have capacity to work independently. They should be flexible and have will-
ingness to take responsibility. Further have economical skills and the MM should feel an 
overall responsibility for the activities in Kriminalvården.  

Some of them mentioned that they should have negation capability concerning payment to 
their subordinates.  Be able to understand and respect regulations and laws that are associ-
ated to their work. Further, want our supervisors us to have a high physical attendance to 
our subordinates and clients. 

It is important to be aware of others expectations.  Did the MM perceive that it was possi-
ble to fulfill their superiors’ expectations?  Two respondents argued that they could fulfill 
their superiors’ expectations.  Two had the opinion that most of the times was it possible, 
and finally the five other MM had the opinion that it was not possible.  

They who had answer that it was not possible had following arguments;  

The CEO:s demand that the MM should work very close to their subordinates was not re-
alistic. Another was the continuously lack of time makes me to not feel good enough and 
to often do I have to prioritize and only do what is most acute. One MM said the workload 
have been too high for several months and it created stress. 

“No it is not possible! You have to do your very best. I try to do the best thing of the situation and motivate 
my subordinates to do the same”. 

“It is hard to fulfill all demands. Often do I feel insufficient in several working areas”  
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Do you perceive that the Superior managers’ expectations are moderate? 

Three MM had the opinion that it was fair, while the rest did not agree.  

Some of the arguments were; the reorganization that should be done creates too high de-
mands on the MM, the reorganizations took actually so much time that it created difficul-
ties to lead and coach their subordinates. The working regions they have to day are too 
huge, and finally that the workload was extremely high.  

“Today is there not any balance between available resources and the demands, despite that is it likely that 
that it will be economical reduces in the future. It feels unpleasant to not be able to exemplify the unbalance 
we have to day, between resources and demands” 

 

4.1.2 Perceived expectations from other Middle managers   

What do you believe other MM expect from you? 

Most of the respondents argued that they perceived loyalty to other MM was expected 
from their colleargues. Further was the argument, that the MM should feel responsibilities 
for the organizations very best and not focus too much to their own activities. 

Some respondents argued that honesty was a key word and the importance of a good 
communication. Further when necessary should they be able to support each other. 

“Loyalty outwards, but openness inwards to the small group. When the situation is tough, you expect sup-
port from your colleargues. That I keep an overall perspective, and not only fight for my own difficulties.” 

 

Do you believe that these expectations are moderate? 

All middle managers were united that it was possible too fulfill these expectations. 

I found it interesting when some of them argued that the economical restrictions had at-
tempted their loyalty too the organization. “Yes it is possible too fulfill this expectations too a cer-
tain limit, but I do believe that we all concern little more about our own activities. I have to add that we 
have a good dialogue and listen too each others arguments” 

 Further argued some that the analysis concerning the economical restrictions had taken 
too long time and they did not perceive that all colleargues had been completely loyal. “Per-
haps is the realty that some are not capable to deliver the real message to their subordinates and expect the 
general management to do it instead” 

 

4.1.3 Perceived expectations from the Middle managers subordinates  

What do you believe your subordinates expect from you? 

Most of the MM perceived that their subordinates wanted them to be present and express 
the subordinates needs to the general management.  
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“To be physical present, support subordinates against prisoners, to work upwards and inform the manage-
ment what is important for our team.” 

“It differs! Some want that I make all decisions, others only want to have back up when it is necessary. My 
personnel have different demands; which are based on their personal growth, job skills and work areas. Per-
sonally do I prefer to be visible then present. There is an obvious difference between those expressions.” 

Further argued some managers; to solve conflicts, a clear leadership, be able to give feed-
back, and distribute work tasks, were their subordinates’ expectations. 

It was interesting to listen to one of the manager who had  a lot of experience he argued: “I 
am the one who put demand on subordinates, but they expect that I give them the resources they need. If I 
have succeeded should my subordinates have same vision as my superiors! ”  

Do you then believe that these expectations are moderate? 

Only a few found that it was not a problem to handle their subordinates’ demands. The 
subordinates demands itself were not the problem for a majority of the respondents, but 
the lack of time reformed their demands to be problematic to handle. Further did some 
perceive that the lack of time was so problematic, that they found it hard to notice their 
subordinates in their daily routines. 

“I cannot fulfill all their wishes, but to take the time that is necessary for them is important. My biggest 
problem is to handle time, which always is of shortage.”  

I will not follow my subordinates’ demands that I should decide everything in details. I am working on to 
make them more independent.” 

 

Things that are of interest that came up during interviews of this topic. 

Middle manager vs. Superior manager 

“Our superior managers have sent us assignments to describe the consequences concerning the economical re-
strictions. We have put a lot of afford to do this in detail. However when it is time to make the decision do 
not the management take in what we have argued. Quiet resonantly did the MM have to do a labor-
intensive analyze, concerning the different sections activities. It was clear when the management took their 
decision that they have not studied at all what we been working with. -Then you really got pissed off!” 

MM vs. MM 

“Unfortunately are there formations of MM that stick together. There are two obvious configurations, per-
haps three.” 

MM vs. subordinates 

“Most difficult are the changes between being an overall manager and suddenly a close present manager.” 

“The lack of time is frustrating. It is possible that I have more demand on myself then what they have on 
me.” 

“The obligatory personal meetings with the subordinates take a lot of time from in my schedule. 
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“The Swedish prison and propiation service are today in a difficult position, with reorganization and eco-
nomical restrictions. This creates demand of decreased number of employees, which has created a turbulent 
working situation.”  

“Some subordinates do have understanding for my working situation, but others haven’t got a clue.”  



 

 41 

4.2 Hackman and Oldhams motivation model 
This part illustrates the results by using the improved Hackman and Oldhams motivation 
model. This model creates in this case study an understanding concerning how the MM 
perceive their working conditions from a perspective of motivation. 

The models fundamental idea is that the organizational structure influences the assign-
ments characteristics, which will affect the critical psychological needs. These circum-
stances can be made stronger or become weaker by the personal moderators. Finally will 
the result be illustrated in terms of internal work motivation, job- and growth satisfaction 
and high work effectiveness. 

(This model is illustrated in the Appendix C.) 

4.2.1 Organizational structure 

The organizational structure concerning; assignments variety, natural groups and contact 
with clients, will have impact on assignments characters that influence experienced mean-
ingfulness. Further will the organizational structure concerning delegating have impact on 
autonomy that influence experienced responsibility. Finally will the organizational structure 
concerning delegating affect feedback that influence knowledge of work. 

Assignments variety (affects Skill variety and Task identity) 

In general did all MM found that their working assignments were varying. Some of them 
mentioned that laws and regulations decided their course of action, but this was not per-
ceived as a general problem. A few mentioned that not planned situations were quite com-
mon. 

Further knowledge of interest was that today there is no explicit job descriptions with ref-
erence to what the MM are supposed to do. The level of variation was in general high but 
there were example of assignments that had to be done several times.  

I have participated in a working group 18 times that had the same topic to investigate, namely how earlier 
destroyed buildings should be built up. The project has always failed because of details, which caused a new 
project. The 19th time did I hesitate to participate. I can not stand it anymore! 

- How does it feel when you get the same assignment the 18 th time? 

-Frustrating, it is not possible to create interest and ambition.   

 

Natural groups (affects Skill variety and Task significance) 

Natural groups are groups that can observe and create bonds to the work assignments. 

All MM found that they were organized into groups with a high degree of general connec-
tion to their work assignments. Further had most of the MM opinions concerning their su-
periors and some mentioned formation of subgroups.  

 

“The organization of work at my level, do I perceive as fine. I have possibilities to handle this issue by my-
self. The organization of work assignments from the superiors is not suitable. The MM have been told to 
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investigate how the economical restrictions should be managed and at the same time study how an increasing 
number of prisoners should be administered and supervised. During these occasions do I have difficulties to 
keep concentration and focus on the work assignments.” 

“The organization in Tidaholm should be organized different. For example, the staff works ineffective with 
booking of traveling tickets etc.” 

“Some questions can be discussed over and over again” 

“There is a tendency of different islands of managers, which has a general negative effect of the performance. 

This leads to that we are careful with putting our thoughts into words.”   

 

Contact with clients (affects Skill variety, Autonomy and Feedback) 

All MM had the opinion that they had a good contact with those who appreciated their 
work. Further did some state that they wished to have more time for their subordinates. 

 

Delegating (affects Autonomy) 

All MM had vital opinions concerning this issue. They were discussing how they were af-
fected from the top of the organization, the Swedish laws and their CEO.  

First did the Swedish law regulate many of the MM proceedings, concerning their clients. It 
was specially time limits the MM were struggling with. Further were working assignments 
created from the absolute top of the organization (Kriminalvårdsstyrelsen)not coordinated 
and almost identical assignments could be delivered from different senders direct to the 
MM. Finally is their CEO convinced that the CEO should control the employees delega-
tion of responsibilities and authorities. 

The Government and Kriminalvårdstyrelsen. 

“Working assignments, which are not created in Tidaholm, are produced from Kriminalvårdsstyrelsen, who 
are influenced by the government. These working tasks are created and delivered without some overarching 
control. This results in that the so-called pipelines are not coordinated and operates without collaboration.”    

The CEO 

“The board of managers prefers that the decision-making should be made at a high organizational level, 
while I as MM would like too give my subordinates a higher responsibility and authority”. 

“The CEO has authority to delegate responsibility, she has her motives but the result is not good.   

- Do you know if the work is organized different at other prisons? 

- Yes it is, and it works well to.” 

“It is an obvious problem that all client decisions should be made by me or my superiors.” 

“My subordinates had earlier more responsibility and authority, this created liberty of my own actions.” 

“As a MM do I have to work with assignments that are not relevant and further could my subordinates 
have performed them.” 
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“It is an obvious step backwards when the board gives explicit directives that earlier delegated assignments 
should be performed by the MM. This type of organizational modifications is hard for me to understand. 

- Is there a conflict concerning the superiors demand that the MM should be more present to their subordi-
nates?  

-Yes, indeed!” 

The Swedish Laws 

“Time affects my work because laws regulate much of the client events. I do not appreciate to work a Satur-
day, but sometimes is it necessary” 

 

Feedback channels (affects Feedback) 

Many respondents found this issue to be complicated and some had no opinion at all. Fur-
ther did a few state that is was hard to observe if the organization had been better or worse 
during the years.   

 “Today do I not get any feedback from the organization at all. A clearer leadership from my superiors and 
observation of me in my roll as MM would be appreciated. The annual feedback conversation with the 
CEO can be made better.” 

 “The staff should be capable to give us more feedback concerning how our work is done. Personal feedback 
and response how the working area has succeeded with their activities would create a greater possibility for us 
to improve our skills.” 

“We (the MM) have put a lot of effort to analyze our present activities, but when the decisions were made, 
was it obvious that the Kriminalvården has not even take notice of our analyze. I do not find this occasions 
to be meaningful” 

Extra information that was brought up to the surface that is of interest. 

“In 1994 was there a tumult where the prisoners vandalized some of the buildings at the prison. Unfortu-
nately have these buildings not been fully restored. The consequence is that only 80 of the 128 prisoners who 
today are in so-called normal activities can be stimulated in order to be busy with activities. It is frustrating 
that we are not capable stimulate all. The outcome of this is that the 48 prisoners who have no activities 
creates new problem. This is an excellent example of short-term thinking from the board of managers. To 
not be stimulated is namely devastating for our prisoners” 

4.2.2 Assignments Characteristics and Critical psychological needs 

This part illustrates how the middle managers in this case study perceive the five different 
assignments characteristics which are determinant how the critical psychological needs will 
be experienced. The first three characteristics, skill variety, task identity and task signifi-
cance, will create experienced meaningfulness. Further will the fourth assignments character 
autonomy have impact on experienced responsibility. Finally the fifth assignment character 
feedback which have impact on knowledge of works. 

4.2.2.1 Assignments Characteristics 

Skill variety (affected by assignments variety, natural groups and contact with clients) 
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All MM argued their work assignments had a high grade of variety. This resulted in a per-
ceived demand of personal skills in several working areas. Some further stated that im-
provements still cab be done. 

“Same working assignments are done several times. It is likely that this can be related to the bureaucratic 
organization we are working in” 

 

Task identity (affected by assignments variety) 

All MM found in this study that their work was relevant in general and that it was connec-
tion between their performance and the organizations outcome. Some argued about the 
topics that were discussed during their meetings. 

“The work assignments are meaningful and can give me feedback. My activities are measurable and quanti-
fiable. If they really match the prisons goal overall objective is hard to know” 

“Meetings that treat topics that do not concern to my activities, or topics that is discussed over and over 
again, are not significant for me” 

 

Task significance (affected by natural groups) 

All MM found that their work was important for the organization and the people they get 
in touch with. Further did created client relations let the employee to have personal contact 
with their customers.  

“If my work was rationalized, should immediately conflicts concerning interests and prioritizing arise.” 

 

Autonomy 

All MM had the opinion that their activities were regulated by rules. For some MM were 
the degree of rules more explicit, but no one perceived that it was a serious problem. Fur-
ther did several perceive that time was a restriction, because of the deadlines the was cre-
ated the  regulations. The general opinion was that except from the restrictions could the 
respondents affect how their work should be done. 

“Rules and laws regulate my activities. Except from those can I affect how my work should be performed.” 

“I prefer the BRA model and would like to see more of these activities, because it gives me increased possi-
bility to be a good manager” 

“The regularly weekly meetings that all MM have can be perceived as a restriction. Especially when the 
meeting contains topics that do not affect me.” 
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Feedback 

All MM found that they could get some kind of feedback from their working activities. 
How their subordinates made progress was the most obvious way to get feedback. Feed-
back from superiors was not usual. 

“If I am active can I get feedback, but not spontaneously” 

 “Yes I get feedback, when I look how my subordinates make progress. It  gives me satisfaction and re-
sponse of my activities. Further when clients make improvements.” 

“From my superiors do I not get any feedback but I notice if my subordinates are satisfied.” 

 

4.2.2.2 Critical psychological needs 

Experienced meaningfulness. (affected by skills variety, task identity task significance and moderators) 

All MM found their work meaningful. Several mentioned that it was because they were 
working with people. Further did some argue that they had an important role in the organi-
zation. 

“To work with people create meaningfulness” 

“It is important that the judicial system works and it is a prerequisite for the democracy” 

Activities that were not perceived to be meaningful were statistical assignments and differ-
ent kind of rapports to the overall management. These kind of activities had often been 
performed earlier and it was likely that the knowledge the superior managers searched for, 
had been delivered earlier to the organizations overall management. Further, argued some 
respondents, that the overall management did not have insight in the Kriminalvårdens ac-
tivities. These led to that different sections from a bureaucratic top level did not have in-
sights concerning what other departments were working with. The affect of this is, at the 
MM level, that framing of questions from superior managers are not organized or coordi-
nated. Further did not the staff at the prison in Tidaholm have the capability to stop this 
type of assignments. The assignments were therefore transferred directly to the MM in this 
case study. 

 

Experienced responsibility (affected by autonomy and moderators) 

In general told all MM that they experienced responsibility for their results.  

Some of them expressed difficulties concerning their authority to delegate and make deci-
sions. 

 

“Yes but I would like to have authority to delegate more. 

We have this so called BRA- model.” 
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(“To have capability to work by the kriminalvårdsinpektörs delegations is illustrated in the BRA-model, ( 
befogenheter, resurser och ansvar ), in english authorities, resources and responsibility. The problem is that I 
do not perceive that they let me work independent, because my supervisors need to control my work, which 
sometimes feels unmotivated”) 

“In general yes, but sometimes is it disturbing to not know if you have authority or not. This can change 
from time to time. Now and then do I perceive that the CEO mind too much. During this weekly Tuesday 
meetings are all MM gathered. The CEO cannot always be present. It happens that a made decision is 
changed the next day. When there is no obvious explanation is the CEO:s behavior even harder to under-
stand. In most occasions is it likely that the CEO had vital information that we should have known.” 

 

Knowledge of work (affected by feedback and moderators) 

I general did all MM perceive that their knowledge and skills concerning their activities 
were good enough to have an opinion if their results were good or could be improved.  

“We can improve our capability to follow-up events. It is easy to get blind when you are looking at your own 
behavior and action. To raise objections can improve our skills.” 

“Some times is hard to know if I made the right decision, especially when the result will be present years 
later. I do often make decision by listening to my heart, because I must always be capable to defend my deci-
sion.”  

 

4.2.3 Moderators 

Knowledge and skills 

All responds told that they had relevant knowledge and skills. MM with a high level of ex-
perience were more satisfied with their present capabilities. Some topics were perceived as 
more problematic to handle. Therefore were training in leadership, employee dialogues and 
payment negotiations a demand for a several MM. 

“Some qualities can I develop in order to be a better manager. Instead of wrap around my messages (because 
I do not like to hurt people) should I be more clear and straightforward.”  

Strength of need for development 

All MM were motivated to improve their skills. The younger were more motivated then the 
older who had more routine. The MM were asked to graduate their need for development. 
A few had a high need and the rest expressed that their need was at a perceived average 
level. Issues like economy, leadership and employee dialogues were popular topics too learn 
more about.   

Satisfaction of work conditions 

Almost all MM were sure that they should belong to the organization, even when the plan 
for the reorganization was introduced. One MM had a time limited position and would off 
course prefer an ordinary employment. Their subordinates had more to fear concerning 
their job in the new organization.  

 



 

 47 

Reward program 

Only one respondent was satisfied with the organizations reward program. Some appreci-
ated that their education had been financed by the organization. The others had opinions 
with different perspectives. In general were the salaries and the treatment from the organi-
zations discussed. A few mentioned that it was their work that was their reward. 

“The number of reward systems is limited in this organization. Often is the work itself a reward.” 

“My opinion is that the organizations reward system is limited. The possibility to create own activities is a 
kind if reward for me. With the present economical restrictions will this opportunity probably decrease.” 

“The reward system does not work.” 

“We have individual salaries but it is not practiced at this workplace.” 

“Some of our managers with different background express astonishment how this  organization treat its em-
ployees.” 

4.2.4 New perspectives 

Knowledge that is of interest was that several respondents brought up communication to 
the surface during the interviews. Further were collaboration and resources topics that were 
discussed by some of the respondents.   

Communication 

“The communication between the board and the MM does not work well. It is not straight and we speak 
about each other instead with each other. The reason for this can be concluded to the present CEO:s leader-
ship and they way she works.” 

“Today do not all MM communicate with each other. This behavior was obvious after the last summer 
holidays. 

- What has created this behavior? 

-  A long and permanent separation and a lot of frustration without possibility to react, which later has 
been transformed to reactions between the colleargues. This has created subgroups in our group. 

- Is the board aware of this? 

- Yes! 

Can the cause of this action be concluded to the board? 

- Definitely!” 

 “Recently was a middle manager removed and this results in turbulence among the middle managers. This 
kind of events affects all of us because he was a friend and a colleargue. We do not have insight in why this 
happened.” 

 “The boards’ ability to not spread vital information, results in that we cannot take action and instead wait 
to the necessary information is delivered”. 
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Collaboration 

“Corporation between colleargues at the MM level has earlier created security, but this has decreased since 
the transfer of on of our equals.” 

 “The board and the MM do not always have the same opinion. It is often difficult to describe my subordi-
nates opinion to my superiors and equals. My role includes that I should represent my subordinates. Quite 
often is there a difference between the superiors’ opinion and my subordinates view. Then you have to make 
the best of the situation.” 

Resources 

“I perceive that I have resources to my work assignments, but I make inquires about resources for the per-
sonnel. This leads to that I always have to ask my superior money and cannot adapt the resources to my 
groups maturity.”   

 “It can be hard to encourage the subordinates to be active and at the same time keep them in the organiza-
tion. The environment is tough and threat against personnel is common.” 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 49 

4.3 The Middle managers perceived level of stress 
Since the focus of this thesis is stress and how stress is perceived from the Middle manag-
ers perspective, have I chosen to study stress from three different perspectives. From the 
MM view towards; the superiors, the equals, and their subordinates. These three themes are 
used in the following questions. The topics of these questions are what create stress, how 
stress affects the MM, what increase stress, what can decrease stress, how they deal with 
stress and finally how stress affects the leadership. 

4.3.1 What creates stress? 

What creates stress at your place of work? 

All managers mentioned that the workload was a source of stress. This created further a 
feeling of insufficiency. The time was a perceived limit, which was illustrated in tight 
schedules. Further did some argue that unclear leadership or uncertainty create stress. A 
few respondents argued that conflicts between subordinates was perceived as stressful. 
Only one MM found the organizational change to create stress. 

“The decision making in this organization takes to long time, the topics get stuck and it is difficult to go 
further. The workload is high. The benefit with the work is the width of the assignments, but it becomes 
also a disadvantage. The uncertainty is a factor of stress.” 

“During some periods is the workload extremely high. I can then feel stress created by myself, because there 
is a lot to deal with and the time is a limit.  

“When I was younger did I repay this by working more, but I do not do this anymore. My experience com-
pensates this nowadays. Working tasks that earlier took eight hours takes today only four hours. What I 
perceive can create stress is when there are factors which affects my activities and I cannot identify them. I 
am prepared to agree with that the unknown is the most powerful stressor.  

 

“I perceive it stressful as a manager when there are conflicts between my subordinates. Further are the la-
bourer conversation pleasurable, but the salary conversations can be stressful. The last issue is a receipt and 
some employees might be disappointed.” 

“The prison is always occupied. Every week do I have to make judgements and sometimes do this situations 
occur when it is time to go home. It might concern different kind of threats etc. Either do prisoners threat 
others or to hurt themselves. I cannot affect the content of these circumstances, or when this kind of situation 
happens. Today do I perceive these situations more stressful then before.” 

“All kind of organizational changes creates stress to all personal.” 

 

 

What create stress from your superiors? 

A clear majority mentioned time limits as source of stress. Tight schedules combined with 
work assignments with investigation character were not appreciated. According to leader-
ship were there several perspectives. Superiors who did not have time to get informed cre-
ated uncertainty. So did also unclear leadership illustrated by tacit messages etc. 
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“Work assignments with tight schedules.” 

“Economical restrictions and time limits.” 

“When there is poor communication. Further, when my superiors stress is illustrated like they do not had 
time to get information. These results in that decision are taken based on poor knowledge.”  

“Unclear leadership and when vital information is not told.” 

“Tacit answers instead of explicit directives create uncertainty.” 

“Lack of answers concerning earlier told questions.” 

 

What create stress from your equals? 

A clear majority told that they did not perceive that stress was created between the middle 
managers in general. Several respondents argued that the MM were not so united as they 
ought to be. Further was an argument that it was harder to illustrate this kind of stress. 

“I do not perceive that stress is created among equals.” 

“I do not feel that we are united as a group. I do not know my colleargues real opinion.  

Consequently is there lack of communication. We have to be united during the reorganization.” 

 

What create stress from your subordinates? 

The respondents’ opinions were very different. A few argued that they did not feel stress 
because of their subordinates, while others were more affected. The most common reasons 
for stress were organizational changes and conflicts between the subordinates. The prison-
ers’ behaviour could also create stressful situations. Further were there bad experiences 
when several inexperienced employees worked together. 

“Stress from my subordinates can often be deducted to the prisoners, and the stress moves from my subordi-
nates towards my position.” 

“Inexperienced subordinates create stressful situations.” 

“Insecurity among personnel can create symptoms of stress. This can be deducted to economical restrictions 
and the fear to lose the job, or the prisoners behaviour.” 

 

“A restricted understanding of what is possible combined with lack of patience among both subordinates 
and prisoners.” 

“The subordinates different expectations regarding to resources, education etc., might be hard to satisfy.” 

 “Conflicts between subordinates.” 

“When the group of employees does not work well. Further when there are old unsolved conflicts that I do 
not know but have to deal with.” 
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4.3.2 How affects stress? 

 

How are you affected by stress from your superiors? 

The most of the respondents told that they felt irritated or angry. Some did further explain 
that they could feel sad. A clear minority said that they could speak with their superiors.  

“If the pressure is too high do I speak with my superiors.”  

“I get irritated, but can have a dialogue with my superiors.” 

 

“You get angry, but also sad. Sometimes do I wonder if I am not good enough? You do not feel well.” 

“I perceive that I can cope with this kind of stress, but off course do I get angry even if I do not show it.” 

“Frustrated, angry and sad. This results in that I put higher demands on myself to protect my subordi-
nates.” 

“Reduced work capacity, because of spending time to identify factors which leads to waste of time.” 

“Normally are the resources available to my activities. It happens that there are situations when there are 
no resources available. To act without assistance is stressful.” 

 

How are you affected by stress from your equals? 

A clear majority said that they were not affected at all. A few said that they could get irri-
tated and it reduced the working pleasure. 

 

How are you affected by stress from your subordinates? 

The responders answer differed a lot. Some were not affected at all, while others were only 
little affected and finally a minority were more affected because the stress was perceived to 
be closer to them.  

“It does not affect me at all.” 

“I get tired.” 

“Because of the stress is closer to me does it affect me more.” 
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4.3.3 What increases stress? 

What increases stress from your superiors? 

All responders argued that quick organizational changes increased stress. Some did further 
argue that economical restrictions played an important role. A few told that not having a 
good relation with your superior or lack of time and resources were a source of increased 
stress. 

 “Quick organizational changes, like when the Kriminalvårdstyrelsen made a decision concerning that all 
leaves were cancelled. This illustrates how stress from our superiors creates more crazy prisoners.” 

“Drastically economical restrictions like today.” 

“To not have a good relation with your superior manager.” 

 

What increase stress from your equals? 

None of the responders had anything to add concerning this issue. 

 

What increase stress from your subordinates? 

The most common opinion was subordinates insecurity concerning organizational changes 
and treats from the prisoners. Further did some argue that subordinates who did not accept 
obvious arguments created stress.  

“When my subordinates feel insecure and do not know what will happen.” 

“Insecurity about the future. Conflicts between subordinates. “ 

“When subordinates are not able to understand obvious arguments.”  

 

“Several threats can increase the perceived stress among my subordinates. This stress is passed towards me. 
My clients do often have personal crisis since, the police recently had caught them. Further do they now noth-
ing about their future. Problems because of addiction of drugs are also quite common.” 

“Serious incidents and treats against our personal.” 

 

4.3.4 What decreases stress? 

What can decrease stress from your superiors? 

The responders were united concerning that they looked forward to better structure of the 
present activities. Further did a majority want a more structured leadership and feedback 
from their superiors. Increased resources and more authorities to the MM were also topics 
that some argued about. 

“Better structure. My superiors do not today act like a buffer to us from their superiors. The capacity of the 
staff must be improved.” 
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“Structured leadership.” 

“More feedback from my superiors.” 

“Increased number of available custody locals.” 

“More resources.” 

 

What can decrease stress from your equals? 

Only a minority of the respondents had any suggestions. The topics of those concerned an 
improvement of the communication between the MM. 

“We have to communicate better then today.” 

“A more open climate. Further if we had meetings at other places. This issue can be developed.” 

“By learning to talk to each other again.” 

 

What can decrease stress from your subordinates? 

Several responders argued that training and education were important. One MM argued 
further that skills are good but even better with routine. Further did several responders ar-
gue that a close leadership to their subordinates could solve problems earlier. 

“If I work closer to my subordinates can I solve their problems earlier.”  

“That I talk to them. It does not always have to be about their work assignments.” 

“Motivated employees that want to improve their skills are good, but they also need routine.” 

“To give my personnel possibilities to develop their one skills.” 

 

4.3.5 How do the respondents deal with stress? 

How do the respondents deal with stress from superiors?  

Almost all respondents told that they communicated with each other in order to deal with 
the stress. The communication could give good advices or only lower the pressure. A few 
said that they even kept a dialogue with their superiors. The communications among the 
MM was not today, like it used to be. 

“Communication with colleagues “ 

“I keep a dialogue with my superiors.” 

“By being clear and honest and say no to impossible assignments.”  

“I usually communicate with my colleagues, but what happened is that this has become negative, because to-
day are we too provocative towards our superiors in our discussions.” 

“By doing the assignments do I battle my stress.” 
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How do the respondents deal with stress from equals? 

Only a few respondents said that they perceived stress from colleagues. 

“Not at all. I have chosen to not do it!  I believe that we will, with some kind of assistance, found our way 
back to what it used to look like.”  

 

How do the respondents deal with stress from subordinates? 

Some respondents found this stress so be easier to deal with others that it was even harder 
to master. Just like they dealt with stress from their superiors, did most of the respondents 
communicate with each other when there were serious problems.  

“I communicate with my colleagues.”  

“This stress is easier to deal with. I can plan how I will attack the problem.” 

“I find this stress harder to handle. When a group not are doing what they should do without a fair reason 
is it frustrating.” 

“Sometimes do I tell my superiors that it is enough!” 

 

4.3.6 How  stress affects leadership? 

How does stress affect the superiors’ leadership?   

The respondents agreed that stress affects their superiors’ leadership. Their opinions dif-
fered concerning how it affected the leadership. The most common opinion was that they 
could not be informed or capable to give information like the they wished. Further argued 
some that their superior were focused at a fix point, or lost their concentration. The use of 
emergency assignments and a loose of the overall picture was as well a common opinion. 

“The mood can change quickly, further can my superiors be turned inwards.” 

“They loose their concentration.” 

“There is no time available to listen to my opinion. Further do I not get the information I need for my as-
signments.” 

“When the wind comes from several directions with high speed do my superiors focus their sight at a fix 
point, which usually leads to emergency assignments to keep the activities going.” 

 

“Directives about emergency activities are made in order to lower my superiors own perceived stress. The con-
sequence is that my schedule is destroyed instead.”  

“They do not realize the consequence of their behaviour. Their body language illustrates the level of stress. 
Further, can they provoke themselves to take uncomfortable decisions. This inconsequent leadership is very 
stressful for me. This can be exemplified like not have any kind of leadership style at all.” 

“They can focus at few things and loose the overall perspective. They do not talk to us or show personal in-
terest for my activities or me.” 
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“When my superiors demonstrate that they are tired do I feel stressed. This is often illustrated in difficulties 
to make decisions.” 

 

How does stress affect your leadership?   

The respondents’ opinion concerning how their leadership was affected by stress differed. 
All MM agreed that they were affected. Communications problems like to not listen to oth-
ers, or loose of concentration like being absent in your minds was mentioned. Further did 
some argue that they felt cloven. Some pointed at focus on individual assignments resulted 
in lost of the overall perspective. Further could work tasks be too simplified, which re-
sulted in that they were not performed well.  

 “I do not listen as much as I should.” 

“I loose my concentration and perform a bad work.” 

“Sometime do I put too high demands on my subordinates. Further, do I loose the wide perspective and fo-
cus on individual assignments. Sometimes do I simplify the problem too much that I loose important 
things.” 

“I found myself to be worse manager. The authorities for my subordinates will be decreased.” 

 

“I do not listen to others and make fast decisions. My patience is affected at an early stage.” 

“I can be absent in my minds when the stress level is high. I feel worse because I cannot work with my own 
activities.” 

“I can start to defend myself and that is not good. Further, can I feel cloven and not be certain what I 
should start with.” 

“Personally do I work best when the workload is little more then normal, but I still have to take the time 
that is necessary to listen to my colleagues. When I am so stressed that I cannot speak to the end of the sen-
tence, will the result not be good. The ideal is little more workload then the average. “ 
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5 Analysis 
In this chapter will the result from the performed research at The Propitiation Service in 
Tidaholm be compared with the theoretical framework in chapter three. First will the find-
ings from the Job Characteristic Model be evaluated. This model describes job satisfaction 
and motivation Then will the results concerning stress be discussed. This will lead to the 
conclusion of the thesis. 

5.1 The Job Characteristic Model 
The results from this model will be illustrated briefly, in order to illustrate; strong sections, 
week sections, similarities, differences and connections. The model is illustrated in Appen-
dix C. I strongly recommend to look at the model during the analysis. I will start from the 
organizational structure and move towards the result. The different sections will be gradu-
ated with numbers from 1 to 5. The best sections will be graded with a five. 

5.1.1 Organizational structure 

Assignments variety: Grade 4 

In general did all MM found that their working assignments were varying.  

Natural groups (affects Skill variety and Task significance) Grade 3 

All MM found that they were organized into groups with a high degree of general connec-
tion to their work assignments. Several respondents were concern about how it was organ-
ized at their superiors’ level. The staff was organized ineffective and the tendency of sub-
groups among the MM was not beneficial. The direction of the main problems was from 
their superiors. 

“The organization in Tidaholm should be organized different. For example, the staff works ineffective with 
booking of traveling tickets etc.” 

Contact with clients (affects Skill variety, Autonomy and Feedback) Grade 5 

All MM had the opinion that they had a good contact with those who appreciated their 
work. Further did some state that they wished to have more time for their subordinates. 

Delegating (affects Autonomy) Grade 1 

All respondents argued how they were negative affected from the top of the organization. 
It was specially time limits and workloads the MM were struggling with. Further were 
working assignments not coordinated and almost identical assignments could be delivered 
from different senders directly to the MM. Finally is their CEO convinced that the CEO 
should control the employees delegation of responsibilities and authorities. 

 - Is there a conflict concerning the superiors demand that the MM should be more present to their subordi-
nates?  

-Yes, indeed!” 

 

 



 

 57 

Feedback channels (affects Feedback) Grade 2 

Many respondents found this issue to be complicated and some had no opinion at all. Fur-
ther did a few state that is was hard to observe if the organization had been better or worse 
during the years. They who expressed their opinion had extremely negative answers.  

 “Today do I not get any feedback from the organization at all. A clearer leadership from my superiors and 
observation of me in my roll as MM would be appreciated. The annual feedback conversation with the 
CEO can be made better.” 

 “We (the MM) have put a lot of effort to analyze our present activities, but when the decisions were made, 
was it obvious that the Kriminalvården has not even take notice of our analyze. I do not find this occasions 
to be meaningful” 

5.1.1.1 Summary of the Organizational structure 

The organizational structures were quit different concerning how they were perceived by 
the respondents. Assignments variety and contact with clients were good. Natural groups 
were good at the MM level, frustration were common towards their superiors level. Dele-
gating was appreciated extremely low, because it was a cause of high workload and time 
pressure. The Feedback channels grade is probably higher then it deserve, but still low. 
Perceived leadership problems were brought up to the surface.  

According to the model is it likely that the configuration of the natural groups affects the 
level of delegating. In this study does it look like it is a connection, because a better con-
figuration would not tolerate the terrible delegation that was perceived today. 

 

5.1.2 Assignments Characteristics and Critical psychological needs 

5.1.2.1 Assignments Characteristics 

Skill variety (affected by assignments variety, natural groups and contact with clients) Grade 5  

All MM argued their work assignments had a high grade of variety. This resulted in a per-
ceived demand of personal skills in several working areas.  

 

Task identity (affected by assignments variety) Grade 4 

All MM found in this study that their work was relevant in general and that it was connec-
tion between their performance and the organizations outcome. Some argued about the 
topics that were discussed during their meetings. 

 

Task significance (affected by natural groups) Grade 5 

All MM found that their work was important for the organization and the people they get 
in touch with. Further did created client relations let the employee to have personal contact 
with their customers.  

“If my work was rationalized, should immediately conflicts concerning interests and prioritizing arise.” 
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Autonomy Grade 3 

All MM had the opinion that their activities were regulated by rules. For some MM were 
the degree of rules more explicit, but no one perceived that it was a serious problem. Fur-
ther did several perceive that time was a restriction, because of the deadlines that was cre-
ated the regulations. The general opinion was that except from the restrictions could the 
respondents affect how their work should be done. 

 

Feedback Grade 3 

All MM found that they could get some kind of feedback from their working activities. 
They noticed how their subordinates made progress and this was their most obvious way 
to get feedback. Feedback from superiors was not usual. 

 “From my superiors do I not get any feedback but I notice if my subordinates are satisfied.” 

Summary of the Assignments characteristics: 

Skill variety and Task significance got the highest grades. Task identity was graduated with 
number four. Since the general opinion was that except from the restrictions could the re-
spondents affect how their work should be done, was autonomy graduated with number 
three. Feedback could have a higher number, but since they did not get any feedback from 
superiors is number three the highest alternative. 

The overall impression was that the respondents were proportionally satisfied, which lead 
to the assumption that the assignments characteristics was not a general problem area.   

 

5.1.2.2 Critical psychological needs 

Experienced meaningfulness. (affected by skills variety, task identity task significance and moderators) Grade 4  

All MM found their work meaningful. Several mentioned that it was because they were 
working with people. Further did some argue that they had an important role in the organi-
zation. 

“To work with people create meaningfulness” 

Activities that not were perceived to be meaningful were statistical assignments and differ-
ent kind of rapports to the overall management. These kind of activities had often been 
performed earlier and it was likely that the knowledge the superior managers searched for, 
had been delivered earlier to the organizations overall management. These kinds of nega-
tive organizational opinions will have impact on the general grading. 

Experienced responsibility (affected by autonomy and moderators) Grade 3 

In general, told all MM that they experienced responsibility for their results.  

Some of them expressed difficulties concerning their authority to delegate and make deci-
sions.  

“Yes but I would like to have authority to delegate more. 
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(“To have capability to work by the kriminalvårdsinpektörs delegations is illustrated in the BRA-model, ( 
befogenheter, resurser och ansvar ), in english authorities, resources and responsibility. The problem is that I 
do not perceive that they let me work independent, because my supervisors need to control my work, which 
sometimes feels unmotivated”) 

 

Knowledge of work (affected by feedback and moderators) Grade 4 

I general did all MM perceive that their knowledge and skills concerning their activities 
were good enough to have an opinion if their results were good or could be improved.  

“Some times is hard to know if I made the right decision, especially when the result will be present years 
later. I do often make decision by listening to my heart, because I must always be capable to defend my deci-
sion.”  

5.1.2.3 Summary of the Critical psychological needs 

Then experienced meaningfulness and knowledge of works were high. They were further 
graded to number four. Experienced responsibility was graduated lower because of an on-
going conflict concerning authorities among MM and their subordinates.  It is furter likely 
that the results were affected by the moderators which will be studied next.  

 

5.1.3 Moderators 

Knowledge and skills Grade 4 

All responds told that they had relevant knowledge and skills. MM with a high level of ex-
perience were more satisfied with their present capabilities.  

Strength of need for development Grade 3 

All MM were motivated to improve their skills. The younger were more motivated then the 
older who had more routine.  

Satisfaction of work conditions Grade 3 

Almost all MM were sure that they should belong to the organization, even when the plan 
for the reorganization was introduced. Their subordinates had more to fear concerning 
their job in the new organization.  

Only one respondent was satisfied with the organizations reward program. A few men-
tioned that it was their work that was their reward. 

“The number of reward systems is limited in this organization. Often is the work itself a reward.” 

“We have individual salaries but it is not practiced at this workplace.” 

The statement concerning payment is explained by Lawler & Ledford (1992) who argue 
that rewards in realty based on criteria’s that are extremely easy to measure, like position 
and education instead of a ctual results and behaviour. 
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5.1.3.1 Summary Moderators 

The respondents told that they had relevant skills and I general an average need of devel-
opment their skills. Further were they sure that they should belong to the organization even 
if it was an ongoing reorganization. Their level of moderators was in average at a medium 
level.  

5.1.4 Summary of the Model 

This model illustrates perceived job satisfaction and motivation The evaluation of the 
model in this case study illustrates that experienced meaningfulness and knowledge of 
works is high, while experienced responsibility is at a medium level or perhaps even lower. 
This results can be tracked back to the organizational structure were delegating and feed-
back were not appreciated at all. Further have these low results also impact on perceived 
autonomy and feedback. The moderators were at a medium level, and it was further argued 
among some respondents that it was meaningful to work with people. It might be an ex-
ample of an implicit moderator in this case study. In the job characteristic model is there 
no connection between contact with clients and task significance. In this case study was 
there an important connection.  

 The real cause of why motivation and job satisfaction were low in this areas are not clearly 
defined, but it seems likely that if I continue my research to study stress, then should this 
be found in the organizational structure. Mosley et al. (2001) argue that it is not exceptional 
to discover reasons for stress in the organizational structure. Incompatible demands from 
superiors and subordinates are a type of stressor that is highly caused by the organization 
itself.  According to Robbins (2001) can potential factors of stress be organizational fac-
tors. This can be illustrated as pressure created from; limited time, disagreeable colleagues, 
demanding superior manager and/or work overload etc 

5.1.5 What creates stress 

What creates stress at your place of work? 

All managers mentioned that the workload was a source of stress. This created further a 
feeling of insufficiency. The time was a perceived limit, which was illustrated in tight 
schedules. Further did some argue that unclear leadership or uncertainty create stress. A 
few respondents argued that conflicts between subordinates was perceived as stressful.  

“The decision making in this organization takes to long time, the topics get stuck and it is difficult to go 
further. The workload is high. The benefit with the work is the width of the assignments, but it becomes 
also a disadvantage. The uncertainty is a factor of stress.” 

 

When stress was created from superiors, mentioned a clear majority time limits as source of 
stress. Tight schedules combined with work assignments with investigation character were 
not appreciated. According to leadership were there several perspectives. Superiors who 
did not have time to get informed created uncertainty. So did also unclear leadership illus-
trated by tacit messages etc. 

 “When there is poor communication. Further, when my superiors stress is illustrated like they do not had 
time to get information. These results in that decision are taken based on poor knowledge.”  
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The respondents’ statements are similar to what have been illustrated in the literature. 

Moser and Cohen (1992) illustrate factors which make the situation stressful are the unpre-
dictable, the unexpected and the unknown. Zaret, Moser and Cohen (1992) argue that it is 
as well confirmed that stress and dissatisfaction increase when employees are placed in 
works that have several and incompatible demands, or in which there lack of clearness ac-
cording to authority and responsibilities. 

A rapport from the Industrial Society Occupational Stress illustrate that unrealistic dead-
lines and consequent time pressure, shared with poor communication are the most com-
mon stress generators (illustrated in Price, 2004). 

A clear majority told that they did not perceive that stress was created between the middle 
managers in general.  

Stress which were created by the subordinates caused different opinions. A few argued that 
they did not feel stress because of their subordinates, while others were more affected. The 
most common reasons for stress were organizational changes and conflicts between the 
subordinates. The prisoners’ behaviour could also create stressful situations. Further were 
there bad experiences when several inexperienced employees worked together. 

 “Inexperienced subordinates create stressful situations.” 

“Insecurity among personnel can create symptoms of stress. This can be deducted to economical restrictions 
and the fear to lose the job, or the prisoners behaviour.” 

Robbins (2001) emphasize that those individuals who have limited experience feels more 
stress. According to Robbins (2001) does this result in that experienced personnel should 
perform the most stressful jobs.  

 

 

5.1.6 How do the respondents deal with stress 

Almost all respondents told that they communicated with each other in order to deal with 
stress from their superiors. The communication could give good advices or only lower the 
pressure. A few said that they even kept a dialogue with their superiors. The communica-
tions among the MM was not today, like it used to be. 

“Communication with colleagues “ 

“I usually communicate with my colleagues, but what happened is that this has become negative, because to-
day are we too provocative towards our superiors in our discussions.” 

In the literature, make studies obvious that there is a negative relation between a social 
supportive network and burnout. An expanded network that provides the employee with 
high support can therefore prevent job related burnout (Robbins, 2001; Mosley et al.. 2001; 
Zaret, Moser & Cohen, 1992).    

 

Only a few respondents said that they perceived stress from colleagues. 
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Stress from subordinates was perceived different some respondents found this stress to be 
easier to deal with others that it was even harder to master. Just like they dealt with stress 
from their superiors, did most of the respondents communicate with each other when 
there were serious problems.  

 “This stress is easier to deal with. I can plan how I will attack the problem.” 

“I find this stress harder to handle. When a group not are doing what they should do without a fair reason 
is it frustrating.” 

David McClelland argues that people with high need of association have a strong concern 
of friendship seem to be more concerned about being popular. They avoid conflicts and 
criticism and have a fear of being rejected. Price (2004) announces further that stress is a 
subjective experience and will produce unlike reactions in different persons. 

 

5.1.7 How does stress affect leadership? 

The respondents agreed that stress affects their superiors’ leadership. Their opinions dif-
fered concerning how it affected the leadership. The most common opinion was that they 
could not be informed or capable to give information like the they wished. Further argued 
some that their superior were focused at a fix point, or lost their concentration. The use of 
emergency assignments and a loose of the overall picture was as well a common opinion. 

The statements below are referred to the stress cone in the Appendix A. 

“The mood can change quickly, further can my superiors be turned inwards.”  How the mood might 
change is illustrated in the stress cone from cooperation towards total brutal behaviour 

“They loose their concentration.” This illustrated as limited intellectual capacity 

“There is no time available to listen to my opinion. Further do I not get the information I need for my as-
signments.”  This illustrated as limited intellectual capacity 

“Directives about emergency activities are made in order to lower my superiors own perceived stress. The con-
sequence is that my schedule is destroyed instead.”  Emergency activities might be stereotypical be-
haviour or almost darkness.  

“They do not realize the consequence of their behaviour. Their body language illustrates the level of stress. 
Further, can they provoke themselves to take uncomfortable decisions. This inconsequent leadership is very 
stressful for me. This can be exemplified like not have any kind of leadership style at all.” Emergency 
activities might be stereotypical behaviour or almost darkness. 

“They can focus at few things and loose the overall perspective. They do not talk to us or show personal in-
terest for my activities or me.” Limited intellectual capacity and a low level of corporation 

 

The respondents’ opinion concerning how their leadership was affected by stress differed. 
All MM agreed that they were affected. Communications problems like to not listen to oth-
ers, or loose of concentration like being absent in your minds was mentioned. Further did 
some argue that they felt cloven. Some pointed at focus on individual assignments resulted 
in lost of the overall perspective. Further could work tasks be too simplified, which re-
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sulted in that they were not performed well.  The last statement is not mentioned in the lit-
erature and was therefore rewarding to know. 

 “I do not listen as much as I should.” 

 “Sometime do I put too high demands on my subordinates. Further, do I loose the wide perspective and fo-
cus on individual assignments. Sometimes do I simplify the problem too much that I loose important 
things.” 

 

“Personally do I work best when the workload is little more then normal, but I still have to take the time 
that is necessary to listen to my colleagues. When I am so stressed that I cannot speak to the end of the sen-
tence, will the result not be good. The ideal is little more workload then the average. “ 

The statement above illustrates how the respondent responds to pressure as challenge and 
feel motivation to continue. This leads to instead to be squeezed down in the stress cone 
can this middle manager continue a little bit on the strain axel.   

 

Eriksson, Dahlberg, Eriksson and Blomqvist (1993) argue that there is risk when the man-
ager is exposed to hard pressure that he or she looses the overall control and unconscious 
focus on an operative level. The main cause is the need the need to generate safety to the 
manager. This action is quite common behaviour in strategic decision making and is a flight 
from insecure an unknown prerequisites. To act in a level lower then the expected can be a 
source of future conflicts, especially when there is a lack of vital coordination and organiza-
tion.   

This type of behaviour, which also can be related to the stress cone, will likely generate a 
roll conflict, but it might be avoided by clear delegations of roles and authorities. By being 
aware of this behaviour and how it can be avoided the work can proceed with minimal dis-
turbance. Eriksson  et.al. (1993) argue further that stress has a general negative impact on 
the capability to observe. 
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6 Conclusion and discussion 

6.1 Conclusion 
The first research question concerned what creates stress? 

All managers mentioned that the workload was a source of stress. This created further a 
feeling of insufficiency. The time was a perceived limit, which was illustrated in tight 
schedules. Further did some argue that unclear leadership or uncertainty create stress. 

Furthermore was tight schedules combined with work assignments with investigation char-
acter were not appreciated. Superiors who did not have time to be informed created uncer-
tainty. So did also unclear leadership illustrated by tacit messages etc. 

The respondents’ statements are similar to what have been illustrated in the literature. 

Stress which were created by the subordinates caused different opinions. A few argued that 
they did not feel stress because of their subordinates, while others were more affected. The 
most common reasons for stress were organizational changes and conflicts between the 
subordinates. The prisoners’ behaviour could also create stressful situations. Further were 
there bad experiences when several inexperienced employees worked together.  

The second research question concerned how the respondents handle stress? 

Almost all respondents told that they communicated with each other in order to deal with 
stress from their superiors or subordinates. The communication could give good advices or 
only lower the pressure. A few said that they kept a dialogue with their superiors. The 
communications among the MM was not today, as it used to be. Stress from subordinates 
was perceived different, some respondents found this stress to be easier to deal with others 
that it was even harder to master. 

The third research question concerned how stress affects leadership? 

The respondents agreed that stress affects their superiors’ leadership. Their opinions dif-
fered concerning how it affected the leadership. The most common opinion was that they 
could not be informed or capable to give information like they wished. Further argued 
some that their superior were focused at a fix point, or lost their concentration. The use of 
emergency assignments and a loose of the overall picture was as well a common opinion. 

“Directives about emergency activities are made in order to lower my superiors own perceived stress. The con-
sequence is that my schedule is destroyed instead.”  

 “They can focus at few things and loose the overall perspective. They do not talk to us or show personal in-
terest for my activities or me.” 

The respondents’ opinion concerning how their leadership was affected by stress differed. 
All MM agreed that they were affected. Communications problems like to not listen to oth-
ers, or loose of concentration was mentioned. Further did some argue that they felt cloven. 
Some pointed at focus on individual assignments resulted in lose of the overall perspective. 
Further could work tasks be too simplified, which resulted in that they were not performed 
well.  

 



 

 65 

The purpose of this thesis is to describe how middle managers in The Prison and Proba-
tion Service in Tidaholm perceive the expectations, from the organization and the organi-
zations employees, and how this affects the middle managers individual situation from a 
perspective of stress. 

It was made clear that the respondents opinion were that the expectations from their CEO 
were usually possible to handle. What concerned the Middle managers more were the as-
signments that came directly from the Kriminalvården. This flow of responsibilities and 
tasks were hard to affect. The tasks could be addressed to their CEO, or directly to the 
Middle manager. When their superiors’ pressure was converted to stress, was the Middle 
managers activities also affected. Assignments that lowered the superiors stress should 
suddenly be performed rapidly. This resulted in that the lack of time increased. This kind of 
domino effects was common. The subordinates’ general demand was that their Middle 
manager should protect the teams’ interests.   

“The board and the MM do not always have the same opinion. It is often difficult to describe my subordi-
nates opinion to my superiors and equals. My role includes that I should represent my subordinates. Quite 
often is there a difference between the superiors’ opinion and my subordinates view. Then you have to make 
the best of the situation.” 

This statement illustrates the actual problem. Further is there an ongoing reorganization in 
the Swedish Prison and Probation Service. According to Robbins (2001) are the start and 
end of business characterized as most stressful in the organization life stage cycle.  The on-
going reorganization had taken time and it affects the organizations stress level. Further, 
have prisoners from other prisons recently escaped, taken hostages etc.  This kind of 
events creates opinions in the society, which put political demands on the entire organiza-
tion. The respondents in this case study belong to an organization, which have had turbu-
lent time for the last 12 month. The entire organization have responded to the pressure and 
been squeezed down consecutive into the stress cone.  

High levels of stress increase the likelihood to conflicts, which might be a source to leader-
ship problems (Eriksson, Dahlberg, Eriksson & Blomqvist 1993). The result of this events 
is that the Middle managers have created subgroups. The consequence is that the commu-
nication does not work, as it should. It is therefore likely that this will lead to new chal-
lenges.    

In the long run is the best way to deal with burnout to prevent it. Mosley et al. (2001) and 
Price (2004) argue that this can be done by first identify what type of factors that are caus-
ing stress, and then improve the situation.   

The use of the Job characteristic model illustrates links, strong and week sections that con-
cern job satisfaction and motivation. In this case study was the organizational structure il-
lustrated to be a week section. Further research in relation to stress found this area as well 
to be in need of improvements. The connection between job satisfaction and motivation 
and stress is also illustrated in the literature.   

I have further noticed that in this organization walks stress from the bottom to the top, or 
from the top to the bottom. No matter stress creates workload and workload creates stress. 

I strongly suggest that Kriminalvården as soon as possible start to solve their Knowledge 
management problems, in order to lower the pressure on the entire organization. 

“My experience illustrate that in a new organization will the time never be sufficient.” 
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6.2 Discussion and criticism 
To start with, has it been rewarding and interesting to make a research at the Prison and 
Probation Service in Tidaholm. It is further time to mention that this thesis, to begin with 
should be made at Volvo Motor in Skövde. Because of they in a late stage regretted their 
promised participation, was I forced to find a new company or organization. The Prison 
and Probation Service in Tidaholm were very kind when the accepted to cooperate in this 
study. 

It is likely that there are circumstances or factors in this research that I am not aware of, 
that influence the results. The respondents were guaranteed to be anonymous. I am still 
quite sure that all respondents had some kind of motives too not tell everything. Perhaps 
did they suppose that it was not interesting for my studies, or they understood the question 
different etc.  However am I convinced that all respondents and the researcher have done 
their best. Furthermore should the result of this study be more respectable if I had inter-
viewed more respondents. However, it is not likely that I should have managed more inter-
views alone. This study was not created to be a thesis that should be able to generalize. I 
have used a qualitative research, which study individual middle managers. When possible 
have I in this thesis made evaluation and strived for generality.  

6.3 Further research 
This paper describes the Middle managers opinion based on interviews. It would be inter-
esting to change perspective and interview subordinates how they perceive their Middle 
managers. Further, have the Middle managers described their Superiors actions and illus-
trated the cause of it events. A new perspective with interviews of Superior managers who 
are describing the Middle managers in this study should create a more valid picture. Further 
would it be possible to make comparable study with middle mangers from different pris-
ons. It should also be possible to make comparable study if a private company was investi-
gated concerning their Middle managers perceived stress.  
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Appendix - A The Stress cone  
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Figure 4 The Stress cone  Lindholm (1998) 
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Appendix - B The inverted U relation 
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Figure 5 Sutherland and Cooper (2004) 

The figure illustrates that an optimal stress level is beneficial for good performance. 

Too much or too little stress has a negative impact on the outcome.  
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Appendix - C The Job Characteristic Model 
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Figure 6 Hackman & Oldhams Job Characteristic Model 
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Appendix - D Intervju underlag 
 

Anonymisering 

Utskrift, attest 

Användning i denna intervju 

Ej diskutera innehållet avseende intervjun. Däremot nästa vecka. 

Om de varit intressant eller ej. 

Hur mäts resultatet? 

Utvecklingssamtal? 

 

Inledande 

Vem är du?; bakgrund utbildning, anställning. 

Arbetsuppgifter; funktion, beskriv allmänt  arbetsuppgifterna. 

 

 Mellanchef och ledning 

Vad förväntar sig ledningen av dig? Kan du leva alltid leva upp till detta? 

Hur är ditt förhållande till ledningen………? 

Vad tror du att ledningen tycker om ditt arbete?  

Vad tycker du om deras, vad är bra och vad kan utvecklas? 

 

Mellanchef och andra mellanchefer 

Vad förväntar sig andra mellanchefer av dig? Kan du leva alltid leva upp till detta? 

Vad tror du att andra mellanchefer tycker om ditt arbete? 

Vad tycker du om deras, vad är bra och vad kan utvecklas 

Mellanchef och underställda 

Vad förväntar sig dina underställda av dig? Kan du leva alltid leva upp till detta? 

 

 

Kännetecken hos arbetsuppgiften 

Upplever du  arbetsuppgifterna vara varierande? 
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Är uppgifterna huvudsakligen meningsfulla och av en sådan karaktär att du kan ta del av resultatet?  
Vilka arbetsuppgifter känns inte meningsfulla? Vilka känns särskilt meningsfulla 

Upplever du att dina arbetsuppgifterna betydelsefulla för organisationen och människor i denna. 

Har du frihet att  själv styra hur arbetsuppgifterna skall utföras?  När möjligt, icke möjligt? 

Erbjuder arbetsuppgifterna d ig kunskap om resultatet av dina arbetsinsatser? Dvs  feedback. 

 

 

Enskild medlems egenskaper 

Är dina kunskaper och färdigheter relevanta för arbetsuppgiften? Något som saknas, kvalifikationer för 
andra arbeten? 

Vilket  behov för personlig utveckling på arbetsplatsen? Starkt medium, inget alls, inom vilket område? 

Är du nöjd med rådande anställningsförhållanden? Ledning, kollegorna ,belöningssystem, anställnings-
trygghet etc. Vad är bra och vad kan utvecklas 

 

Kritiska psykologiska tillstånd 

Upplever du personligen att  arbetet är meningsfullt? Varför? 

Upplevs du personligt ansvar för resultaten i arbetet? 

Upplever du att du erhållits tillräcklig kunskap för att avgöra om resultatet av arbetet är bra eller dåligt? 

 

Organisationsstruktur 

Anser du att arbetsuppgi fterna idag organiseras optimalt , så att de ger dig en variation och tillsammans 
ger ett meningsfullt intryck? Ja varför?, Nej varför ? 

Upplever du att de arbetsgrupper som du ingår i organiseras så att de som arbetar med uppgifterna kan 
känna en relation till arbetsuppgifterna. 

Anser du att din roll medför att du kommer i god  kontakt med dem som har den egentliga nyttan av ditt 
arbete? Är graden tillräcklig eller är det önskvärt med mer? 

Upplever du att uppgifter och ansvar delegeras till dig på ett annorlunda sätt som ger  dig ökad möjlighet 
att styra över hur arbetsuppgiften skall utformas och utföras? Exempel på när det görs och inte görs. (Tids-
press) 

Erbjuder dagens organisationsstruktur dig möjlighet att känna god återkoppling, vilket möjliggör intryck 
om du blir bättre eller sämre.  

 

Hur vet du att du gör ett bra arbete, signaler %? 

Hur vet andra att du anser att de gör ett bra arbete? % 
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Hur hjälper ni varandra 

Kan man be om hjälp 

Utbildning Är utbildningen tillräcklig? 

Vad i företagskulturen är bra, och vad ör mindre bra? Laganda, kommunikation 

Hur upplever du att kunskapen i organisationen utnyttjas 

Hur påverkar dagens resurstilldelning din arbetssituation 

Möjlighet till vilorum 

Sömnproblem 

Kan man lämna arbetet eller tar man med sig det hem? 

Flextiden 

 

 

Stress  

Vad på arbetsplatsen orsakar stress hos dig? 

Vad skapar stress    ovanifrån, sidledes och underifrån ? 

Hur påverkas du av stress   ovanifrån, sidledes och underifrån? 

Vad ökar stressen    ovanifrån, sidledes och underifrån? 

Vad minskar stressen    ovanifrån, sidledes och underifrån? 

Hur undviker man stress   ovanifrån, sidledes och underifrån? 

Hur bearbetas stress    ovanifrån, sidledes och underifrån? 
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Appendix - E Interview guide 
Anonymous 

Printing and correction of errors, adjustments etc. 

How the material will be used. 

Do not discuss these interviews with your colleagues, until I have finished all meetings 

Was it interesting or not? 

How do you measure results? 

Development discussions, concerning your personnel career? 

 

Introduction 

Who are you?; describe your background education etc. 

Working tasks; Please illustrate them, please illustrate them in a context. 

 

Middle Managers and Superior Managers 

What do the management expect from you? Can you always fulfill their expectations? 

How is your relationship to your superiors? 

What do you believe you Superiors think about your work? 

What is tour opinion about your Superiors work, what can be improved? 

 

Middle Managers and other Middle Managers  

What do other MM expect from you? Can you always fulfill their expectations? 

What do you believe other MM think about your work? 

What is your opinion about your colleagues (other MM) work, what can be improved? 

 

Middle Managers and Subordinates  

What do your subordinates expect from you? Can you always fulfill their expectations? 

 

Assignment characteristics  

Do you find your workings tasks varying? 

Is your work mostly meaningful, and is it possible to see the result of your work? What 
kind of tasks are meaningful, or not meaningful? 
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Do you find that your working tasks are meaningful for the organization and the people 
who are working at Tidaholm 

Do you feel freedom to decide how your working tasks should be performed? When is it 
possible, or not possible? 

Does your work provide you with knowledge concerning the actual result from your work? 

 

Personal moderators 

Are your skills relevant for work task? Anything that you miss, or are you qualified for 
other assignments? 

What kind of need do you have for personal development? Any special areas? Are your de-
velopment needs strong, medium or low? 

Are you satisfied with the current working conditions? Management, colleagues, rewards, 
safety? What is good and what can be improved? 

 

Critical psychological needs 

Do you feel your work to be meaningful? How? 

Do you experience that you are responsible for the results of your work? 

Do you feel that you have enough knowledge to decide if the result from your work was 
good, or should bee improved? 

 

Organizational structure 

Do you perceive that you working tasks are optimal organized? Do they five you variation 
and meaningfulness? If Yes, Why?  If No, Why? 

Do you experience that the working assignments are organized so that they who should 
perform the assignments can feel a close relation to them? 

What is your opinion concerning, if you can feel a close relation to them who gets benefits 
from you work? Is it enough or would you like to have a closer relation? 

Do you feel that assignments and responsibility could been organized differently, in order 
to improve your capability to decide how you tasks should be performed? Any examples? 
What happens when it is time pressure? 

Does the present organizational structure give you possibility to have an opinion to decide 
if your have improved your skills, or should improve some areas? 

How do you know that you are doing well? Any signals? 

How do your colleagues know I they are doing well? 

How do you help each other? 
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Is it aloud to ask for assistance? 

Is your education appropriate to your work?  

What do you feel about the exiting organizational culture? What is good, bad? Team spirit, 
communication? 

Do you believe that the present knowledge in your organization is used optimal? 

How does the present distribution of resources affect your work situation?  

Is it possible, if needed, to rest at work?  

Do you have problems with you sleep? 

Can you leave assignments at work, or do you have to bring assignments to your home?  

Flextime 

 

 

Stress  

What creates stress for you at your work? 

What creates stress from your  s superiors, colleagues, subordinates ? 

How does stress affect you?    superiors, colleagues, subordinates ? 

What increases stress from your  superiors, colleagues, subordinates ? 

What decreases stress from your  superiors, colleagues, subordinates ? 

How do you avoid stress from your  superiors, colleagues, subordinates ? 

How do you cope or work with stress from your  superiors, colleagues, subordinates ? 

 

 

 


