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Summary 

Authors: Johanna Dahlman and Anna Engberg 

Supervisor: Lenka Klimplova 

Title: Part-time employment within the Swedish Food Retail Business -A study of part-time 

employment from a management perspective. 

Research question: How has the presence of PT employees affected the role of managers in 

the Swedish food retail business?  

 

Research purpose: The purpose of this paper was to describe the change that accompanies 

part-time employment from a management perspective, and particularly, describe how the 

presence of part-time employment has influenced the role of the manager within the Swedish 

food retail business. 

 

Conceptual framework: The main focused in this chapter is directed towards the role of 

managers. The basis of the conceptual framework consist of the model developed by Mintzberg 

including the ten managerial roles and Quinn's eight leadership roles and how the presence of 

PT employments might affect these roles. 

 

Methodology: In this paper, the authors adopted a qualitative design and used narrative inquiry 

as a research strategy in order to gain a deep understanding of the context. Semi- structured 

interviews have been collected through a self-selection sampling and the total number of 

participants was ten. 

 

Conclusions: Based on the findings of this paper the presence of PT employees have not 

influenced and changed the role of managers. The changes that have influenced and caused the 

change of the role of the managers constitutes of the increased workload, the delegations of 

tasks and responsibilities, changed positions, the change of the organisational structure of the 

individual store, and the increased workforce.  

 

Key words: Part-time employment, manager’s role, Swedish food retail business, leadership, 

leadership role. 
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1. Introduction 

In the initial chapter of this paper, the selected research area is presented, followed by previous 

research conducted in the field of the subject. In the next section of this chapter the research 

problem formulation is presented, which results in the purpose of the study. 

 

The retail business in Sweden is one of the largest employer of labour in the country with 

approximately 544 000 employees (Statistiska Centralbyrån [SCB], 2014). In Sweden part-time 

employees (from now on referred to as PT employee or PT employment) is defined as those 

employees who work less than 35 hours/week (Wennemo- Lanninger & Sundström, 2014; 

Abbasian, 2006; Neubourg, 1985). Since the year of 2000, the number of PT employees has 

increased from 50 percent to 62 percent within the retail business (Boman & Strömbäck, 2014). 

The proportion of PT employment is highest in the food retailing business (Hermansson, 2014) 

and according to Daunfeldt, Lord and Rosén (2006) PT employment is accountable for 61 

percent of the total employment in the retail business. This indicates that the food retail business 

is affected to a large extent by the presence of PT employments (Daunfeldt et al., 2006; 

Hermansson, 2014).  

 

As a result of socio-economic changes there has been an expansion of evening and weekend 

opening hours in order to meet the demands of the market (Akehurst & Alexander, 1995 as 

cited in Smith, 2012; Browell & Ivers, 1998) and this applies mainly to the food retailing 

business (Swedish Trade Federation, 2011). The growth of PT employment is alleged to be a 

response to these changes (Kjeldstad & Nymoen, 2012). According to McIntyre (2000) the 

growing pressure and the increasing competition will continue to pressure on additional 

extensions on the opening hours. And in conjunction with the demand of flexibility the presence 

of PT employment will continue to increase (Sparreboom, 2014; Gray & Laidlaw, 2002; 

Kalleberg, 2000; McIntyre, 2000) because PT employments facilitate the increased opening 

hours that the market demand (Swedish Trade Federation, 2011). A survey conducted by the 

Swedish Trade Federation (2011) revealed that 91 percent of retail companies considered that 

the profitability would be adversely affected without PT employment. As previously 

mentioned, it is a question about being able to man the stores those hours during which 

consumers prefer to shop, this indicates that PT employment can be considered as an 

employment strategy (Boman & Berge, 2013). Nevertheless, what are the implications of such 

strategy for managers, how has the role of the manager (including tasks, responsibilities and 

position) been affected by the presence of PT employment? 
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Previous research within the field of PT employment has performed studies from four different 

perspectives: gender, employee, organisational and management. The research that has been 

conducted from a gender perspective (Sparreboom, 2014; Wennemo- Lanninger and 

Sundström) found indications that females dominantly work PT (Drange & Egeland, 2014; 

Kjeldstad & Nymoen, 2012; Jacobsen, 2000). Researchers have also been able to establish that 

females tend to choose PT employment in order to combine and balance family life with their 

professional life (Booth & Van Ours, 2008; Lawrence & Corwin, 2003; Higgins Duxbury & 

Johnson, 2000). Research that have been conducted from the employee perspective indicate 

that job satisfaction (Maynard, Thorsteinson, Parfyonova, 2006; Thorsteinson, 2003; Gray & 

Laidlaw, 2002) and commitment towards their work might influence PT employees both 

negatively and positively (Benschop, Van Den Brink, Doorewaard, Leenders 2013; De Cuyper, 

De Witte, Van Emmerik, 2011). The outcome depends on what purpose the employee has with 

his/her employment. Other researchers point out the disadvantages associated with PT 

employment, for instance low wages and the pension is affected in a negative sense (Salladarré 

& Hlaimi, 2014; Abbasian, 2006). 

 

On the contrary, from an organisational perspective, there are mostly advantages associated 

with PT employments (Kjeldstad & Nymoen, 2012; Feldman, 1990; Eberhardt & Shani, 1984). 

These advantages include flexibility and reduced labour costs by lower hourly wages and 

decreased social security contributions (Browell & Ivers, 1998 Neubourg, 1985). However, 

there are also indications that point towards negative aspects associated with PT employments 

for the organisation. Previous research has shown that the employee turnover tends to increase 

when PT employment are included in the employment strategy (McBey & Karakowsky, 2001; 

McBey & Karakowsky, 2000). An additional disadvantage is the increased workload for 

managers and practical problems associated with managing two to three times as many 

employees (Jacobsen, 2000; Feldman & Doerpinghaus, 1992). For a manager it is vital to be 

able to manage the human resources of the current organisation, and to be able to understand 

the impact of PT employment on organisational structures and processes (Jacobsen, 2000). 

 

Feldman and Doerpinghaus (1992) have conducted a survey in order to understand how 

managers can attract and retain PT employees. Their findings suggest that in order to have 

managers that are effective they have to understand what distinguish PT employments from 

full-time employments (from now on referred to as FT- employees or FT employment), and 

also that managers need to be able to combine PT employment with the organization's strategic 
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plan. The findings made by Feldman and Doerpinghaus (1992) indicate that PT employees are 

to be assumed as valuable human resource. Feldman, Doerpinghaus and Turnley (1994) focused 

on the management perspective in order to provide recommendations for managers regarding 

how to keep their PT employees satisfied. The findings indicate that managing PT employments 

could be problematic, because of the social contract and lack of commitment (Feldman et al. 

1994). Moreover, according to Feldman et al. (1994) these potential problems can be addressed 

by managing PT employees with respect. Despite the fact that there is previous research 

conducted based on managers and PT employments, there is a lack of attention directed towards 

what the increased workload, caused by PT employment, entails for managers. Due to the new 

conditions generated by the presence of PT employment there is a reason to turn the attention 

towards how PT employment has affected the management and especially the role of managers. 

 

The role of the manager includes a broad spectrum of different tasks, responsibilities and 

positions. Managers assume the role of a merchandiser, a salesperson, a financial officer, a 

marketer, and a supervisor of other employees (Lusch & Serpkenci, 1990). The changes that 

retail stores are facing, including food retailers, entail implications for both managers and 

employees, in terms of staff scheduling, budgetary restrictions and workplace demands (Smith, 

2012). According to previous research, managers are facing increased workload due to the 

presence of PT employments (Jacobsen, 2000), since it entails that there are more individuals 

performing the same work that previously was performed by a single individual. Therefore, this 

change of employment strategy provides the manager with an increased number of employees 

to supervise. 

 

Based on the findings of previous research within the field of food retail management there is 

limited attention directed towards what the presence of PT employment actually entails. So far, 

previous research has focused on whether PT employment is profitable or not, the benefits and 

what characterize these employees from FT employees. This represents only a small selection 

of what has already been studied, however, there is a lack of studies that focuses on how the 

management of PT employment influences the role of managers. The food retail business is 

characterized by this particular type of employment strategy since PT employment is the 

dominant form of employment within the business (Daunfeldt et al., 2006; Hermansson, 2014). 

And on that account, this study will focus on the prevailing settings in the food retail business 

including PT employment and how it has affected the role of manager. The role in this study is 

defined by the tasks that are involved in the management, the responsibilities and the position 



4 

 

of the manager. To the best of our knowledge, there are limited studies conducted based on the 

setting in the food retailing business, that have studied the combination of the role of the 

managers and how PT employment influences this role. The question, which determines the 

purpose of this study, is formulated as follows: How has the presence of PT employees affected 

the role of managers in the Swedish food retail business?   

 

The purpose of this paper is to describe the potential changes that accompany PT employment 

from a management perspective, and particularly, describe how the presence of PT employment 

has influenced the role of the manager within the Swedish food retail business. The reason of 

conducting this study is to fill the identified research gap, and the result of this study will serve 

as new knowledge. This constitutes as the theoretical contribution, and will entail new 

knowledge regarding the conditions that are affecting the role of the managers. In addition, this 

knowledge could be used by organisations and retail managers as they are managing 

subordinates and/or developing employment strategies. The findings of this study are intended 

to be used by managers and represent the practical contribution of the study. 
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2. Conceptual Framework 

In this chapter of the paper, the conceptual framework is presented. The framework is based 

on the purpose of this paper, and constitutes the basis for the upcoming analysis. The chapter 

consists of previous published research, collected through a literature review. The keywords 

that were used was; Changes in managerial work, Change Management, Leadership, Manager, 

Organisational Change, PT-employees, Retail Management, Resistance towards changes and 

Store Manager. 

 

As an introduction to this chapter, the different parts are explained and justified as to why they 

are included. Originated from the purpose of the study the concept of managers, the context of 

the food retail business and PT employment serves a clear and explicit reason for why they are 

a part of the theoretical framework. Although, according to Yukl (2012, p. 1) in order to be a 

manager, it is required that the person in question is also a leader. Mintzberg (1973, p. 66ff), 

Shim et al. (2002b) and Yukl (2012, p. 10) all argue for the importance of leadership and that 

it is an important and crucial part of the role as manager, based on the fact that one common 

aspect of managers role are the supervision of employees. Implying that the role of managers 

requires the ability to lead and motivate. In theory these two concepts, manager and leader, are 

often separated, arguing for that the manager has a more formal role whereas the leader is 

leading the processes within the organisation. While in practice, these concepts go hand in hand 

(Yukl, 2012, p. 1ff; Robbins & Judge, 2010, p. 183f), therefore is it necessary to include 

leadership in order to be able to describe what constitutes as the role of managers. 

2.1 Manager 

Manager as a concept includes a broad spectrum of different disciplines and tasks, the general 

assumption is that managers are the individuals that are in charge of a specific group of tasks 

or a subset of an organisation (Business Dictionary, 2015). According to Mintzberg (1973, p. 

2) managers are in charge of planning, motivation of employees, direction and controlling, 

organizing, budgeting, effectiveness and integration of employees. Akella (2006) refers to 

managers as skilled communicators, coaches, guides, designers and leaders. Moreover, they are 

characterized by their critical, reflective and communication abilities (Akella, 2006). This 

demonstrates the broad base of skills and knowledge that managers possess, as well as the 

different tasks and responsibilities that accompanies the manager. One aspect of being a 

manager is that they generally have employees who report to her/him (Business Dictionary, 

2015). This implies that supervision of employees represents a part of manager’s tasks and 

responsibilities in their everyday job (Lusch & Serpkenci, 1990). 
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The main focus in this study is directed towards the role of the manager, including the tasks and 

responsibilities that are associated with the context of management. Therefore, in the next 

paragraphs the intention is to describe and explain the concept and the roles of managers. 

2.2 Mintzberg's Management Roles 

By studying and observing the daily work of the different managers Mintzberg (1973, p. 55) 

was able to identify ten different roles of managers in three categories; interpersonal (leader, 

liaison and figurehead), informational (monitor, disseminator and spokesperson) and decisional 

(entrepreneur, disturbance handler, resource allocator and negotiator) (Yukl, 2012, p. 36ff). 

According to Mintzberg (1973, p. 55) the ten roles are applicable to all levels of management 

and potential differences are caused by the nature of the managerial position and based on the 

individual manager (Yukl, 2012, p. 36ff). The ten roles identified by Mintzberg (1973) are 

presented and explained in the next paragraphs.  

2.2.1 Interpersonal role 

Leader: This is the most significant role that managers have and it requires much attention. A 

part of the role as manager is to provide guidance for subordinates and ensure that they are 

motivated. Tasks that are directly linked to the leadership role are: recruitment, guidance, 

training, encouraging, criticism, promotion, and dismissal of employees. Another task that 

managers have as a leader is to seek information and identify problems, which the manager has 

to solve and act accordingly. There are two key purposes with the leader role. The first one is 

to integrate organisational goals and employee’s needs. The second one is that the leader role 

brings managerial power. (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 60ff) 

 

Liaison: Manager’s role is to link the environment with the organisation. Managers need to 

establish and maintain contact with external groups and individuals, hence the role as liaison. 

The purpose is that it provides the possibility of exchanging favours and information and it 

creates commitment. This role requires that the manager has status and this means that 

managers need to have a high social rank in order to contact and exchange information from 

external groups. To be able to have status managers need to be a part of external boards, social 

events and conferences in order to strengthen their role as a liaison. (Yukl, 2012, p 36ff; 

Mintzberg, 1973, p 63ff) 
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Figurehead: This is the most basic roles of managers and it is associated with managerial 

positions where certain formal aspects are accompanied with the leadership in terms of 

symbolic actions such as legal and social duties. These obligations include the signing of 

documents, greeting visitors, hosting receptions and acting as chairman at meetings. (Yukl, 

2012, p. 36ff; Mintzberg, 1973, p. 58) 

2.2.2 Informational role 

Monitor: The role of monitor is to seek both internal and external information regarding 

potential problems and opportunities that might affect the organisation. Tasks include assessing 

internal operations, success of departments and the problems and opportunities that may arise. 

Managers usually receive information from internal operations, external events, analyses, ideas 

and trends and pressures. (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 67). 

 

Disseminator: Involves the transmission of external information to internal and provide the 

information to subordinates. The manager's role as a disseminator is to guide subordinates 

through the valuable information, because managers have access to information that is not 

available for subordinates. This entails that the manager sometimes needs to pass on the 

information, either in the original form or after it has been interpreted and edited by the 

manager. This requires that managers are able to share the information, and not hesitate to share 

information with the risk of losing control. (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 71ff) 

 

Spokesperson: Managers need to transmit information from the organisation to its environment 

and external stakeholders (Yukl, 2012, p. 36ff). This means that the spokesman need to inform 

the board, which is the influencer and external stakeholders which is the general public with 

information about the organisation, its results and ongoing operations. Therefore, it is important 

that the spokesperson have all the accurate information and knowledge about the organisation. 

(Mintzberg, 1973, p. 75f) 

 

 

2.2.3 Decisional role 

Entrepreneur: A part of being a manager involves being an innovator and forming new ideas 

and acting as originator in order to implement planned changes in forms of improvement 
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projects (Yukl, 2012, p. 36ff: Mintzberg, 1973, p. 78ff). These projects can arise from either 

identified problems or opportunities, which force the manager to make a decision. Managers 

can also choose to delegate the responsibilities to subordinates and decide who should lead the 

improvement project. The manager's role can also be to only supervise subordinates so that he 

or she still has little responsibilities. (Mintzberg, 1973, p. 78ff) 

 

Disturbance handler: Involves the managing of urgent problems and crises that require 

immediate attention by the manager (Yukl, 2012, p. 36ff). This requires that the manager react 

quickly, and take charge immediately in order to elaborate strategies and set them into action 

quickly in order to manage the disturbance (Mintzberg, 1973, p. 82f). 

 

Resource allocator: As a resource allocator, the manager makes decisions regarding the 

allocation of resources such as money, employees, equipment, services and facilities. The 

resource allocator consists of three parts, scheduling of time, programming work and 

authorizing actions. Through being accountable over resource allocation, the manager can 

maintain control over the strategic development, at the same time coordinate and integrate 

subordinates' work processes in order to achieve the stated strategic goals. (Yukl, 2012, p. 36ff; 

Mintzberg, 1973, p. 85ff) 

 

Negotiator: Negotiations requires that significant resources are facilitated by the presence of a 

manager who obtains both power and authority to carry out such obligations. A manager can 

participate and be involved in several different types of negotiations, for instance negotiations 

with unions, negotiation of contracts with suppliers, customers and consultants. (Yukl, 2012, p. 

36ff; Mintzberg, 1973, p. 90f) 

 

The management roles developed by Mintzberg (1973, p. 55) are used in order to describe the 

different tasks and responsibilities that managers in most positions are expected to engage in 

(Mintzberg 1973, as cited in Yukl, 2012, p. 40), but not necessary to the same extent. According 

to Mintzberg (1973, p. 54) every manager has his/ her own set of roles and individuals can see 

managers roles differently. Moreover, due to the workload that results in delegation of tasks, 

there are reasons to assume that to what extent the individual manager balances the roles might 

differ based on the individual area of tasks and responsibilities. Moreover, different managers 

at various levels, have different roles that are more or less prominent. An additional aspect that 

might influence the roles of managers is the changes of their tasks and responsibilities, and that 
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a change based on the content of their tasks might influence their role. These roles, that is 

presented above, developed by Mintzberg (1973, p. 55) is based on the different tasks and 

responsibilities that are associated with management position within an organisation. Through 

identifying the different tasks and areas of responsibilities of the manager, it is possibility to 

establish what roles that jointly constitutes as the individual manager's role. As already stated, 

the roles of the manager are based on the different tasks and responsibilities that are included 

in the position that the manager holds. The tasks and responsibilities depend on the 

organisational context, the business context and at what level of the hierarchy the manager's 

position is. Therefore, in the following paragraphs the role of the manager is explained based 

on the context of the food retail business.   

2.2.4 The role of managers in the food retail business 

The retailing business is characterized by rapid changes and requires that the managers are able 

to make prompt decisions, which entail immediate effect due to prevailing circumstances 

(Shim, Lusch & O’Brien, 2002b). The authority to make decisions indicate to the 

responsibilities that entails the role of the manager regarding the overall performance of the 

store (Murray & Evans, 2013), and according to Lusch and Serpkenci (1990) the stores 

performance is depending on the performance of all employees. Based on this, it indicates that 

manager plays a vital role for the overall performance of the store because, according to Lusch 

and Serpkenci (1990), the manager is responsible for the performance of the employees. 

In addition to the supervision of employees, the role of manager entails the responsibility for 

determining the opening hours, organising inventory, make decisions regarding reductions and 

promotion. Apart from the responsibility of the daily business, the role of the manager entails 

additional tasks revolving merchandising and marketing, sales, and financial accountability 

(Lusch & Serpkenci, 1990). Based on this, the role of managers involves a variety of tasks and 

responsibilities and this might affect and increase the need to delegate some of the tasks and 

responsibilities in order to master the workload. On that account, due to the workload of 

managers, it has become a common practice to delegate tasks and responsibilities to assistant 

managers (Murray & Evans, 2013). The purpose of having one or several assistant managers is 

therefore to relieve the workload of the manager. Certain tasks and areas of responsibility might 

be transferred to the assistant manager, in order to allow the store manager to focus on specific 

tasks that need their attention. The division of responsibilities between managers and assistant 
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managers might differ depending on the structure of the organisation and the individual settings 

of each store and at the same time indirectly affect the role of managers. 

2.3 Leadership 

According to Mintzberg (1973, as cited in Yukl, 2012, p. 10) the leadership is one of the most 

important roles that is assumed by managers and is considered to permeate all roles of the 

manager (Mintzberg, 1973 as cited in Yukl, 2012 p. 10). Therefore, in the following paragraphs, 

the concept of leadership will be explained and what the leadership entails in regards of the role 

of managers.  

 

According to Yukl (2012, p. 4f) the opinions differ among researchers regarding how the 

concept of leadership should be defined, but despite this, there are some common denominators. 

The majority of the definitions revolve around the assumption that leadership involves the 

process of influencing others, with the purpose to lead, structure and facilitate activities of a 

group or organisation (Yukl, 2012, p. 4f). And Yukl (2012, p. 11) defines leadership as a process 

that involves influencing others to understand and agree what tasks that should be performed 

and how these tasks should be carried out, and in addition the individual and joint efforts to 

reach common goals. Robbins and Judge (2014, p. 204) defines leadership as “the ability to 

influence a group toward the achievement of a vision or set of goals.” The overriding common 

denominator of leadership tends to be the influence of subordinates and the process of jointly 

achieving a predetermined goal.  

 

One common aspect involving the role of managers is the supervision of employees, and that 

requires that the managers possesses the ability to lead. According to Shim et al. (2002b) the 

leadership represents a critical factor for the success of retail businesses. To be able to act as a 

leader of a group, or in this case be a leader in a store, requires that the manager have the skills 

and competence to deal with issues regarding human resources and leadership (Shim et al., 

2002a). In order to establish what actually constitutes as the skills in regards of leadership in 

the food retail business, the next paragraphs is devoted to discusses what previous researchers 

have established in terms of what is considered to be the essential regarding leadership in the 

retail business. 

2.3.1 Leadership in the retail business 
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There are different assumptions among researchers regarding what style of leadership, which 

may be considered to be more suitable in the settings of the retail business. The leadership might 

be different depending on the given context that the business operates in (Shim et al. 2000b), 

and the retail business is characterized by rapid changes and requires that the managers 

leadership allows him/her to adapt to the changes. According to previous research regarding 

leadership of managers in the retail business, they can have either visionary-based leadership 

(Kantabutra, 2011; Kantabutra & Vimolratana, 2009) or transformational leadership (Keevy & 

Perumal, 2014; Lee, Cheng, Yeung, Lai, 2011). 

 

Visionary-based leadership is alleged to help organisations to remain competitive (Avery, 2004; 

Bass, 1990; Conger, 1991; Conger & Kanungo, 1987; Tichy & Devanna, 1986, as cited in 

Kantabutra, 2011) and is assumed crucial when organisations are facing changes. The skills of 

the vision-leader provide the manager with the ability to inspire employees through 

communicating a positive and desirable image of what the future holds (Kantabutra, 2011). In 

order for the manager to reach out to the employees, it is vital to speak the same language 

(Kouzes & Posner, 2002 as cited in Kantabutra, 2011). Previous research of managers and the 

visionary-based leadership indicate that managers who are engaged in a vision and 

communicate their vision to the employees will improve employee’s satisfaction in retail stores 

(Kantabutra, 2011). This leadership style describes a manager who has the skills that is needed 

for motivating employees and is able to communicate in a way that the content of the 

information reaches the recipient and can be interpreted correctly. The vision-based leadership 

appears to be characterized by the humanitarian aspects, and the main focus of the manager is 

directed towards the group and its individuals. 

 

Transformational leaders are likely to be considered as effective leaders and transformational 

leadership is argued to increase business performance (Keevy & Perumal, 2012). 

Transformational leadership involves the manager’s ambition to influence and fundamentally 

change employees’ values, goals, and aspirations (MacKenzie, Podsakoff & Rich 2001 as cited 

in Arnold et al., 2009). This implies that the manager seeks to influence the employees to the 

extent that they are able to change their perception that previously characterized them. The 

transformational leadership is commonly occurring in change management (Durbin, 2001 as 

cited in Gill, 2003), because it is considered to include the ability to implement change. 

Managers who possess a transformational leadership focus mainly on long-term perspective 

from a holistic perspective, instead of focusing on existing issues, opportunities and needs of 



12 

 

their employees, they focus on future needs (Dubinsky Yammarino, Jolson & Spangler, 1995, 

p. 19 as cited in Arnold et al., 2009). The main focus of transformational leadership tends to be 

suitable for long-term planning or when changes are occurring. A potential dilemma that might 

emerge is that the food retail business is constantly changing (Shim et al. 2000b), suggesting 

that in order to be able to succeed in the business there is a need for an ability of adapting or 

responding to the changes, this might be difficult if the manager adopts a holistic perspective. 

 

Previous research regarding the leadership of managers, three sets of skills was identified and 

assumed to influence the performance of the manager. The first set of skill involves gathering 

information, formulating ideas, and formulating solutions based on the given context 

(Mumford, Zaccaro, Shane Connelly & Marks 2000 as cited in Arnold, Palmatier, Grewal & 

Sharma, 2009). This indicates that it is necessary that the manager have the ability to understand 

the surroundings in order to meet the demands of the market and adapt to potential changed 

conditions. The second set of skills refers to the manager's ability to implement viable solutions 

to problems (Mumford et al., 2000 as cited in Arnold et al., 2009). This proves the manager's 

ability to address problems, and making competent decisions with the best interest of the store 

in mind. The third set of skill includes the ability to motivate employees (Mumford et al., 2000 

as cited in Arnold et al., 2009). A part of the role as manager is the management of employees, 

and the ability to motivate them therefore is a valuable asset to have as a manager.  

 

Additional research regarding leadership conducted by Shim et al., (2002a) and Shim et al., 

(2002b) focused on leadership within the retail business. In both studies, the authors used the 

model of competing leadership roles developed by Quinn (1984, 1988 as cited in Shim et al. 

2002a; Shim et al. 2002b). The purpose of Quinn's model (1984, 1988) is to illustrate the 

conflicting roles of each manager on a daily basis. The model was used in both studies in order 

to examine different manager’s leadership roles in the retailing business. According to Shim et 

al. (2000b) their study was the first attempt to apply the model of competing leadership roles 

within the retail business. The purpose of the study was to “examine the hierarchical nature of 

the relationships among personal values, leadership styles, job satisfaction and commitment” 

(Shim et al. 2000b, p. 83). The exploratory study conducted by Shim et al. (2000b) found 

indications that implied that personal values influenced the retail manager's leadership. 

 

Quinn’s theoretical model (1984, 1988 as cited in Shim et al. 2000a) identifies four different 

models of leadership styles. The first is “the open system model” where the leader has a flexible 
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and external focus. The second is “the rational model” with focus on stability and external. 

The third leadership style is “the internal process model” in which the leader has a stability 

and internal focus. The fourth, and final model is “the human relation model” where the 

leadership focuses on flexibility and internal. Within this theoretical framework developed by 

Quinn (1984, 1988) previous research have identified eight leadership roles, these are illustrated 

in figure 1. (Shim et al. 2002a) 

 

Figure 1: Leadership functions 

 

Source: Adopted from Quinn (1988, as cited in Shim et al. 2002a) 

 

These eight different leadership roles are characterized by different characteristics of managers. 

The innovator is creative, encourages, and facilitates change. The broker obtains resources and 

maintains external contacts. The role of the producer is tasks and work focused. The director 

engages in goal settings, sets objectives, and establishes clear expectations. The coordinator 

performs the problem solving and scheduling. The monitor gathers and distributes the 

information. The facilitator encourages opinions to be expressed and the mentor is aware of 

individual’s needs. (Quinn, 1884, 1988 as cited in Shim et al. 2002a) In conclusion, Shim et al. 

(2002a) observed that the leadership style is influenced by several aspects such as values, job 

satisfaction and commitment towards the organisation, career progression and demographic 

characteristics. 

 

Through the usage of this model developed by Quinn (1984, 1988 as cited in Shim et al. 2002a) 

there could be additional findings regarding what leadership styles that are represented in the 
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food retail business and how this affects the role of the manager. Through identifying manager’s 

different leadership styles and their roles, it creates the opportunity to study what the different 

styles and roles entails for their role as a manager. In addition, by establishing the leadership 

style and the set of skills the manager possess, enables the possibility of identifying what role(s) 

in Quinn’s model (1984, 1988 as cited in Shim et al. 2002a), that the manager assumes and how 

it has changed and developed over time. 

2.4 Part-time Employment 

In order to include PT employment in this study there is a need of understanding why this form 

of employment exists and what it actually entails for organisation and especially, what it entails 

for the role of managers. In the following paragraphs, the authors of this paper will present the 

findings of previous research regarding PT employment. The findings are accompanied by 

potential implications, which are raised and discussed.  

 

The presence of PT employment might bring both positive and negative impact on the 

organisation. One of the main benefits is that PT employment is argued to facilitate the 

flexibility of the organisation (Jacobsen, 2000; Browell & Ivers, 1998; Neubourg, 1985). For 

instance, when there is a need of increase the workforce in the store on a temporary basis or if 

there is absence, it might be easier to increase the working hours of those who work PT instead 

of adding time to employees who already work FT or even hire new employees. It also prevents 

unnecessary expenses because of the avoidance of paying overtime to those who work FT 

(Jacobsen, 2000; Browell & Ivers, 1998; Neubourg, 1985).  

 

Previous research has conducted studies with the purpose to compare the potential differences 

regarding the different types of employments strategies. Due to these potential differences, there 

might be reasons for adopting different approaches regarding the management and leadership. 

According to research conducted by Thorsteinson (2003) the findings indicate that those who 

work FT tend to be more involved in their work. Moreover, according to Gray and Laidlaw 

(2002) PT employees are not included in the organisation to the same extent as FT employees 

are, due to the fact that FT employees have more responsibility and perform tasks that are more 

significant for the organisation. This indicating that managers might set higher requirements for 

FT employees than for PT employees, implying that there might be different expectations 

depending on the employment and the tasks that they are assigned. 
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The findings made by Wennemo- Lanninger and Sundström (2014) revealed that those who 

work PT demonstrate less satisfaction regarding their employment compared to those who work 

FT. According to the findings made by Gray and Laidlaw (2002) PT employees who obtain 

employment in the retail business often is dissatisfied due to the lack of communication, 

something that in the long run might obstruct their performance (Gray & Laidlaw, 2002). 

Therefore, it is important that managers communicate with PT employees in order to provide 

them with personal feedback (Gray & Laidlaw, 2002). In addition, according to the findings by 

Jacobsen (2000) it is important that managers ensure that PT employees are provided with the 

opportunity to be included in the decision making otherwise their commitment will be affected. 

 

Another aspect with maintaining PT employment as a dominant employment strategy is that it 

might cause conflicts regarding the division of extra hours among those who will increase their 

working hours. This might cause resistance towards the manager based on how he or she 

allocates the hours, if the employees perceive it as unfair, this can lead to resistance that is a 

challenge for managers to deal with (Self, 2007). As a response to the resistance, employees 

can choose not to remain within the organisation, because their needs are failed to be met and 

it causes resistance towards the whole organisation. If employees choose to leave the 

organisation, it will then create a high employee turnover, which is common when it comes to 

PT employments (Jacobsen, 2000). In order to decrease resistance from both employees and 

groups, managers can establish a good relationship with employees (Barratt-Pugh et al., 2013) 

and this relationship is emotionally based where both parties need to be able to trust each other 

(Smollan, 2013). This indicates that the role of the manager is to support (Stonehouse, 2013), 

listen (Henry, 1997), communicate with the employees (Robbins & Judge, 2010, p 272) and 

turn the resistance to something positive (Henry, 1997). Something that may hamper this is that 

the working hours of managers are predominantly allocated during the daytime (Jonsson, 2003), 

and PT employees are mainly working evenings and weekends because more staff is demanded 

then (Jonsson, 2003). Causing a potential barrier between managers and PT employees, since 

they are unable to interact with each other and facilitating a direct way of communication.  

 

The presence of PT employment could also affect the workload of managers and impact on 

their leadership. Based on the fact that there has been a change associated with PT employments 

there could also have been a change in manager’s roles and leadership. This is because when a 

change occurs, the role of managers might also be affected (Caldwell, 2003; Gill, 2003) in the 

way that it increases the workload (Stonehouse, 2013; Akella, 2006). In addition, this creates 
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new conditions for the content of the role in form of new tasks (Akella, 2006). The increased 

workload for managers can arise when the organisation is reducing PT employments, because 

a reduction in employments can generate increased responsibilities for managers (Akella, 

2006). Therefore, one can assume that when the organisation does a change in order to increase 

PT employments, manager’s workload and responsibilities also increase unless the increased 

workload and responsibilities are delegated to assistant managers. So in order to decrease 

manager's workload they could allow employees to take on new roles with more responsibilities 

(Stonehouse, 2013). This would in this case mean that managers allow assistant managers to 

take on new roles in managing PT employments. However, this could create work stress to 

these managers, in association with increased workload and responsibilities (Robbins & Judge, 

2010, p 279). 

 

As already mentioned, the workload for managers tend to increase as PT employments are 

included (Jacobsen, 2000). The workforce increases and the manager have additional 

employees that require management. This might increase the need of delegating tasks to 

assistant managers, which to a lesser extent would then affect the role of managers as the tasks 

and responsibilities are divided. If that should be the case, it indicates that the presence of PT 

employment can influences the structure of the store and can changes the role of the manager. 

Regardless if there is an increase or decrease in manager's workload by managing PT 

employments, this can been seen as a change, and this can mean that managers role also have 

changed. This is because a change can create new roles in form of new coaching and leadership 

skills of managers (Akella, 2006). So in order to succeed with the change, in this case the 

changed number of PT employments, managers need to require necessary skills to lead the 

change (Stonehouse, 2013; Burnes, 2003). These necessary skills can for instance be connected 

to the effectiveness of managers, where their thinking, meaning, feeling and communication 

skills are important in order to manage the change (Gill, 2003). 

 

Previous research conducted by Feldman (1990) identified five different dimensions of PT 

employments, and they have been distinguished as follows; Permanent or temporary, 

organisation or agency-hired, year-round or seasonal, main or second job and voluntary or non-

voluntary. Researchers have directed much attention to two of these dimensions, the first one 

is voluntary and involuntary (Kjeldstad & Nymoen, 2012; Abbasian, 2006; Mulinari, 2004; 

Jonsson, 2003) and these researchers have also studied the combination of PT employments 

and unemployment. They have for instance studied if employees choose to work PT or if they 
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are dissatisfied with such employment (Kjeldstad & Nymoen, 2012; Abbasian, 2006; Mulinari, 

2004; Jonsson, 2003). The second dimension that researchers have directed their attention 

towards is temporary PT employments, for instance students that have chosen to work PT in 

combination with their studies (De Cuyper et al., 2011; Foote, 2004; Jacobsen, 2003; Kalleberg, 

2000). These different dimensions explains the various reasons for the presence of PT 

employment, and these different reasons might require different types of leadership and 

management's tactics of the manager. In addition, these dimensions may require more of the 

role of the manager, in form of more supervision, which then would increases the workload. 

For instance, there might occur resistance if the employees are not satisfied with the amount of 

hours that they work due to their employment. In the long turn, this might influence the 

employee's willingness to remain in the organisation and they might turn elsewhere for 

employment. If so, it would force the manager to replace their positions something that could 

be argued to be both time consuming and resource demanding. 

2.5 Summary of the Conceptual Framework 

Based on the model developed by Mintzberg (1973) there are ten different roles embedded in 

the role of managers. These roles are based on the tasks and responsibilities of each manager, 

and also their position. One of the tasks and responsibilities of being a manager involves the 

leadership of subordinates, in the food retail business the majority of employees are working 

PT (Daunfeldt et al., 2006) indicating that the leadership mainly involves the leadership of PT 

employees. According to Jacobsen (2000), Feldman and Doerpinghaus (1992), this task, the 

management of PT employees is alleged to increase the workload for managers, since it 

involves more individuals to supervise. 

 

Based on previous research the role of managers includes several of different tasks, 

responsibilities and positions. The content of these tasks, areas of responsibilities and position 

effects, and are a contributing factor to the workload of managers. If the workload is increasing, 

it has become common practice for managers to delegate tasks to assistant managers (Murray 

& Evans, 2013). This suggests that the role of the manager changes based on what part or parts 

of the original set of tasks that are delegated to assistant managers. In order to decrease the 

workload managers could allow, in this case assistant managers, to take on new roles with more 

responsibilities (Stonehouse, 2013), resulting in creating new roles and delegating the task of 

supervising PT employees. Based on the above there are indications that the increased 
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workload, due to the presence of PT employment, can entail changes that affects the tasks, 

responsibilities and position of the manager, and therefore also the role of the manager.  

 

The model developed by Mintzberg's (1973, p. 55) concerning the ten different roles of 

managers constitutes as the basis of this study. One of these ten roles, the role of the leader, is 

alleged to influence all the other roles of the manager. Since the leadership represent an 

important part of management and the role of managers, this concept is included in this study 

through Quinn's (1984, 1988) model of leadership functions. Previous research conducted in 

the field of retail management is arguing that transformational leadership and visionary-based 

leadership are suitable leadership styles to assume within the context of the retail business. 

Therefore, in table 1 the roles of managers, leadership functions and leadership styles, are 

presented together in order to illustrate how the concepts are linked and connected to each other. 

This table served as a guide during the analysis, as it provides a clear overview of how the 

various concepts are linked together and facilitates the process of describing the role of 

managers and their leadership.  
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Table 1: Summary of the Conceptual Framework 

Source: Mintzberg (1973), Quinn (1984, 1988), Kantabutra, (2011) and Keevy & Perumal (2012). 

 

 Mintzberg’s Management roles 

Interpersonal Roles Informational Roles Decisional Roles 

Leader Liaison Figurehead Monitor Disseminator Spokesperson Entrepreneur Disturbance 
Handler 

Resource 
Allocator 

Negotiator 

Quinn’s 

Leadership 

functions 

All of Quinn´s 
leadership functions. 

 

Broker Broker Broker, Coordinator, 
Producer and 

Monitor. 

Broker and 
Monitor 

Broker, Director, 
Coordinator and 

Monitor. 

Innovator Coordinator Director, 
Monitor and 

Coordinator 

Broker, 
Director, 

Coordinator, 

Monitor and 
Facilitator 

Leadership 

styles within 

the retail 

sector 

Visionary-based 
leadership  

and Transformational 

leadership 

Transformational 
leadership 

No relationship Transformational 
leadership  

 

Visionary-based 
leadership 

Visionary-based 
leadership  

Transformational 
leadership 

Transformational 
leadership 

Visionary-
based 

leadership 

No relationship 
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3. Methodology 

In this methodology chapter, the authors of this paper present how the data was collected and 

what research design and strategy was used. There is also an explanation of how the research 

method is connected to the conceptual framework. Finally, it presents the description of how 

the analysis of the empirical data was conducted. 

3.1 Qualitative research design 

In order to establish what research approach would have been best suited for this study, the 

choice of approach was based on the purpose of this study, stated as follows: The purpose of 

this paper is to describe the changes that accompanies PT employment from a management 

perspective, and particularly, describe how the presence of PT employment has influenced the 

role of the manager within the Swedish food retail business. With that in mind, in order to reach 

the purpose, the chosen approach needed allow the authors of this paper to gain a deeper 

understanding and knowledge regarding managers who work in the context of the Swedish food 

retail business. This implies that, as frequently occurring in qualitative research (Saunders, 

Lewis, Thornhill, 2012, p. 163), there was a need for access of the natural settings and the 

specific context of the Swedish food retail business in order to gain a deeper understanding of 

manager's roles. The choice of approach is motivated and justified because the purpose of this 

study refers to the subjectivity of managers and his/her own perception of their work (Saunders 

et al., 2012, p. 163) and therefore this paper assumed a qualitative research approach (Saunders, 

Lewis, Thornhill, 2012, p. 161ff). 

3.2 Research Strategy 

In order to interpret the reality of manager’s role and how PT employment has influence their 

role, the authors of this paper adopted the narrative inquiry research strategy. The authors of 

this paper chose this strategy because it is about the individuals and their stories based on 

specific contexts, and according to Saunders et al., (2012, p. 187) this is made possible by 

adopting a narrative approach. Through this strategy, the authors of this paper were able to 

“gain access to deeper organizational realities, closely linked to their members experiences” 

(Saunders et al., 2012, p. 188), which was carried out in the form of interviews. During the 

interviews, the respondents were given the opportunity to freely describe their role and how PT 

employments have affected them based on their own experience. One of the benefits of adopting 

narrative inquiry is that it allows the researchers to answer, what have happened, its 
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consequences, the outcome and the significance of these events (Saunders et al., 2012, p. 189). 

And as a result of adopting narrative inquiry the authors of this paper were able to retell the 

story shared by the managers, and through that, enabled the possibility to describe the role of 

the manager. This is consistent with what is assumed to be the essence of narrative inquiry 

(Saunders et al., 2012, p. 189). Through the selection of a narrative inquiry as a research 

strategy, the approach entailed that the authors of this paper were also able to, as stated by 

Saunders et al. (2012, p. 188), identify similarities and differences between the different 

contexts. 

In order to reproduce as accurate description of the context (including the number of employees, 

tasks, responsibilities and positions) that affect manager's roles as possible, the authors of this 

paper decided to perform this study based on one organisation operating in the Swedish food 

retail business. The whole organisation consists of 2150 stores, and provides employment for 

19 000 individuals and in 2014 the organisation reported a turnover of 87 billion Swedish 

crowns. It is important to point out that although the stores belonging to the same organisation 

and they collaborate in many areas, the stores are privately owned. Within the organisation, 

there are six different store concepts, based on their location, size and assortment. 

3.2.1 The selected Stores 

In order to locate relevant respondents, in this case managers in the food retail business, the 

authors of this paper decides to approach two stores in order to enable the possibility of 

including a representative sample size of respondents. According to Saunders et al. (2012, p. 

283) an appropriate sample size in this type of research constitutes of somewhere between five 

and twenty-five respondents. These stores are within the same store concept, providing as 

similar contexts as possible. In the selected store concept, there are a total of 71 stores. Through 

studying two stores with the same store concept, the authors of this paper were able to study 

managers, who worked in similar contexts within the same organisation, and the underlying 

reason was to provide the opportunity of gaining a deep understanding of the context. The 

context of these stores is based on the same concept but there are differences between the two 

stores regarding the organisational structure. For instance, in store A there are two owners and 

one of them is considered to be the manager of the store and there are also four department 

managers. In store B, there are two owners, one of them is the store manager, and there are six 

department managers. Since these two stores are privately hold, the owners and managers are 

able to create their own hierarchical structure and decide how the tasks and responsibilities are 
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divided. The two stores also differ in the amount of PT employments and it is more dominant 

in store A. Even though the stores differ they belong to the same store concept and to the same 

organisational culture, therefore it would generate the possibility of finding similar results in 

both stores (Saunders, 2012, p. 180). 

 

The first store (A) that was selected is located in a municipality in Dalarna that have 

approximately 50 000 residents. This store opened 2006, the total amount of employees was 89 

and out of those 77 was PT employees, and 12 were FT employees. Today the workforce consist 

of 120 individuals and the division between FT and PT employments in this store is 38 % of 

FT employments and 62 % of PT employments. In the year of 2013 this store had a turnover of 

376 277 000 Swedish crowns. As previously mentioned there are two owners and one of them 

is considered to be the manager of the store and who has the main responsibility of the 

employees and the store. There are also four department managers who are responsible for the 

daily operations of their departments and in addition, the department managers have assistant 

managers that are assisting in the department. 

 

The second store (B) that was selected is located in another municipality in Dalarna that have 

57 000 residents. This store opened in 2007 and in that time the total amount of employees were 

84 and 30 of them were working FT and 54 worked PT. Today there are a total of 139 employees 

working in this store. The division between FT and PT employments is 25 % of FT 

employments and 75 % of PT employments. In 2013, this store had a turnover of 387 149 000 

Swedish crowns. As previously mentioned this store has two owners and one of them is the 

store manager. The total numbers of departments managers in this store are six managers, each 

of them are responsible for the daily operations of their assigned departments and they in their 

turn delegate to assistant managers. 

 

3.3 Sampling Methods   

As previously mentioned, the authors of this paper choose one organisation within the Swedish 

food retail business, to be the center of this study. This organisation is one of the largest food 

retailers in Sweden, and could therefore be argued to be representative, to some extent for the 

business. The authors of this paper selected this organisation through a purposive sample 

(Neuman, 2005 as cited in Saunders et al., 2012, p. 287), since the authors of this paper already 
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have had contact with this organisation during previous research, and were aware of their 

openness and willingness to participate in this line of inquiries.  

 

The two stores were also selected through a purposive sample or if you prefer, through a 

judgmental sampling, commonly applied when the research strategy is narrative inquiry 

(Saunders et al., 2012, p. 189). This sample technique implies that the researchers have selected 

stores based on what kind of stores possesses the best possibility of providing useful 

information in order to answer the research question and fulfill the research purpose (Saunders 

et al., 2012, p. 287; Blumberg et al., 2008, p. 253). The main motive for choosing these 

particular stores is based on the fact that PT employment is dominant in both of the stores. In 

store A the total percentage of PT employment is 62 % and in store B the total percentage of 

PT employment is 75 %. There has been a change since the stores opened in regards of the 

amount of PT employments. In store A PT employments have increased with 93 % and in store 

B PT employments have not increased instead it has decreased with 4 %. Therefore, the authors 

of this paper chose to include these two stores, since one has increased and one has decreased 

in PT employments. This indicates that the chosen stores are representative for this study based 

on the stated purpose, since the stores provide the study with both access to managers and the 

changed number of PT employments in the same context. 

 

As previously stated, the authors of this paper included two stores in this study, which entailed 

access to a higher number of managers than choosing one store. The total number of managers 

in both stores was two owners, ten department managers, and two store managers. The authors 

of this paper asked all fourteen managers to participate in this study and ten managers wanted 

to participate. This means that each individual in the store have the opportunity to volunteer in 

the study (Saunders et al., 2012, p. 289). The participants were managers in different levels of 

the hierarchy, five from each store, including two store managers and eight department 

managers. In the table below, the respondents of this study are presented, as well as information 

regarding their individual characteristics. The names of the respondents are pseudonyms to 

ensure their anonymity. 
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Table 2: Table of respondents 

Name of 

respondent 
Store Title Years in the 

store 
Number of employees he or 

she manage 

Sarah Store 

A 
Store manager 9 years 4 department managers who 

work FT 

Jack Store 

B 
Store manager 8 years 6 department managers 

who work FT 

John Store 

A 
Department 

manager 
2 years 10 employees, 5 work FT 

and 5 work PT 

Jane Store 

A 
Department 

manager 
3 years 28 employees, 6 work FT 

and 22 work PT 

Ben Store 

A 
Department 

manager 
9 years 35 employees, 3 work FT 

and 32 work PT 

Adam Store 

A 
Department 

manager 
9 years 13 employees, 3 work FT 

and 10 work PT 

Dave Store 

B 
Department 

manager 
8 years 50 employees, 4 work FT 

and 46 work PT 

Tom Store 

B 
Department 

manager 
4 years 16 employees, 12 work FT 

and 4 work PT 

Mike Store 

B 
Department 

manager 
3 years 30 employees, 2 work FT 

and 28 work PT 

Amy Store 

B 
Department 

manager 
8 years 6 employees, 1 work FT 

and 5 work PT 

Source: Interviews with respondents 1 to 10, in appendix 2 

3.4 Method of Data Collection 

As previously stated, the authors of this paper have collected narratives through interviews. The 

difference between narratives and interviews is that narratives are one person's experience and 

in order to collect this experience it can be done through a specific method of data collection, 

such as semi-structured interviews (Saunders et al., 2012, p. 188). The authors of this paper also 
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chose semi-structured interviews based on the fact that these allow the participants to tell their 

stories (Saunders et al., 2012, p. 188) which in this paper were stories about their managerial 

roles and their changes. Therefore, the authors of this paper chose semi-structured interviews 

as a method in order to gain a deep understanding of how the change of PT employment affected 

manager’s role. When the authors of this paper have collected the interviews, it has been done 

face-to-face, this method is the most common in semi-structured interviews (Saunders et al., 

2012, p. 404) and it enables a deeper interaction with participants than for instance telephone 

interviews. The interviews took place between April 22 and May 14 in 2015. Additional 

information has been collected through telephone and email. 

 

The authors of this paper created themes that needed to be answered in order to fulfill the 

research purpose, which is called an interview guide and commonly used in semi-structured 

interviews (Saunders et al., 2012, p. 374). The guide was structured using the themes presented 

in the conceptual framework. The purpose of the interview guide was to help the authors of this 

paper during the interview to keep track of the intentions of the interview. And also guide the 

authors of this paper so that they were able to ask relevant questions in order to gain narratives 

for the upcoming analysis. The questions in Appendix 1 are examples of questions that the 

authors of this paper has asked, but there were no fixed questions as the intention was to 

encourage managers to describe their role in their own words and let them talk freely. In order 

to let participants talk freely the questions were formulated as open-ended questions, which is 

common in semi-structured interviews (Saunders et al., 2012, p. 432). Open-ended questions 

allowed the authors of this paper to gain deep understanding of the role of the manager. This is 

based on the fact that using open ended questions provide detailed answers from participants 

(Saunders et al., 2012, p. 432). The disadvantages of open ended questions are that they are 

time-consuming (Saunders et al., 2012, p. 433), but the method was considered to be beneficial 

and auspicious for achieving the study's purpose that strive to describe how manager's role has 

been affected by the changed number of PT employments. 

 

The interviews were recorded in order to make sure that no information got lost. The advantages 

with recording the interviews were that the authors of this paper could focus on the interviewee 

and listen and come up with follow-up questions. Another advantage is that it was possible to 

re-listen the interviews and this was helpful when the authors of this paper were transcribing 

(Saunders et al., 2012, p. 396). 
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3.5 Methods of data analysis 

Before the authors of this paper performed the analysis, transcripts of the recorded interviews 

were conducted. This means that the authors of this paper wrote the recorded interviews into 

words (Saunders et al., 2012, 550f). 

The collected data are presented through a narrative analysis, which means that the researcher 

tells a story about the findings (Saunders et al., 2012, p. 575; Silverman, 2006, p. 164). Narrative 

analysis is often used to describe realities (Silverman, 2006, p. 167). The authors of this paper 

chose to do a narrative analysis because the interviews generated the story how managers roles 

have changed over the years and what in manager's role that have been affected by the changed 

number of PT employments. Therefore, it was possible to re-storied PT employment and 

manager’s role from the reality, which means that the authors of this paper have reconstructed 

the stories from the interviews into one that is coherent (Saunders et al., 2012, p 575). Narrative 

analysis was also chosen because it aims to answer research questions that start with what or 

how (Silverman, 2006, p 136), which was the case in this paper. 

3.5.1 Measures 

The authors of this paper have analysed each narrative provided by the managers, and based on 

that connected their experiences to the conceptual framework. For instance if one manager 

stated in the narrative that his tasks and responsibilities in the beginning was to teach, motivate 

and lead employees, he initially assumed the role of the leader according the implications of 

the conceptual framework. Over time the manager started to focus more on the overall 

performance of departments instead of the employees, this indicate that he or she now is 

assuming the role of  monitor based on the conceptual framework. Based on this, the authors of 

this paper were able to distinguish how and if the role of managers, including tasks, 

responsibilities and positions have changed. However, these connections are based on the 

authors of this paper own subjectivities. In order to measure how the role of the manager has 

changed, the narratives from the interviews have been analysed with the concepts of the 

framework.  

3.6 Data quality issues 

In every research there is always the question regarding how and if the behavior of the 

researchers have influenced the result (Saunders et al., 2012, p. 228) which is related to 

interview bias. In this study, the authors conducted interviews with managers regarding their 
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work. And there is always a possibility that the person who is asking the questions might 

influence the respondents (Saunders et al., 2012, p. 381). Therefore, in order to avoid such 

issues the authors of this paper have ensured that the interview questions that were asked were 

not biased or based on prejudices that the authors of this paper might have. Therefore, the 

authors of this paper took a step back in order to remain objective and therefore allowing the 

respondent to answer using his or her own words without the interference of the researchers. 

(Saunders et al., 2012, p. 231f) 

Another potential issue is interviewee or response bias, which means that if the interviewer asks 

questions that are sensitive there is a possibility that they will not tell the whole “picture” 

(Saunders et al., 2012, p. 381). In this paper both the organisation, the stores and the respondents 

were anonymous and the authors of this paper used pseudonyms for the participants. By 

allowing the organisation, the stores and participants to be anonymous and by using 

pseudonyms participants were able to speak freely and describe how they perceived their 

experience. The reason for doing so is that it strengthens the validity of this paper (Saunders et 

al., 2012, p. 382) since the respondents were willing to tell the whole story without twisting the 

truth in order to keep a good appearance. 

Another potential issue is that interviews are time-consuming and participants may feel that 

they do not have time to participate (Saunders et al., 2012, p. 382). In this paper the authors 

chose a volunteer sampling and therefore the participants could by their own chose if they 

would like to participate or not. And in this paper there were four managers that did not want 

to participate.  

Another potential issue is that the interviews have been conducted in Swedish. In order to 

prevent that misinterpretations have occurred the interviews have be transcribed, and then 

thoroughly translated so that the correct meaning of all the statements are consistent in order to 

reduce the language barrier. 

 

3.7 Methodological limitations  

In this paper, there are several limitations. One limitation is that four managers did not 

participate in this study, one from store A and three from store B, which indicate that there are 

limitations of the generalization of the stores since not all managers have participated. There is 

also a limitation regarding the fact that the authors of this paper only chose one organisation 
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within the Swedish food retail business, which indicate that there is a limitation to generalize 

the findings to the whole Swedish food retail business. Based on the fact that the authors of this 

paper chose to only study the Swedish food retail business, this also creates limitations since 

the findings cannot be generalized for the whole food retail business in the world. Another 

limitation is that the authors of this paper chose to only interview store managers and 

department managers. The authors did not interview assistant managers and therefore the 

authors can only state findings regarding store managers and department managers. Another 

methodological limitation is that the authors of this paper have constructed the stories from the 

interviews in order to retell the original story and therefore the subjectivity of the authors can 

have had impact on the retold stories. 
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4. Empirical Findings 
In this chapter the empirical findings are presented through a narrative approach, which is 

based on the individual manager's description of his or her role, how and if it has changed over 

time. The content of each manager's story are compiled and illustrated in table 3 and 4, the 

complete stories are to be found in appendix 2. The names of the participants are fiction in 

order to ensure their anonymity. 

4.1 Changes of the Organisational Structure 

In the beginning in 2006, the organisational structure of store A was based on three different 

levels, as illustrated in the Figure 2 below. The two store managers / owners managed the daily 

operations and the four department managers were in charge of their departments and the 

subordinates who worked in each department. The total amount of employees in 2006 was 89 

and out of those 77 was PT employees and 12 were FT employees.   

 

Figure 2: Organisational structure in store A, 2006 

 

Source: Interviews with respondents  

There have been some changes in regards of the structure of the store. The total amount of 

employees are 120, and 74 of them are working PT and 46 are working FT. Therefore, the 

whole workforce has increased with 35 %. The ownership is still the same, it is the same store 

managers as it was in the beginning, although they have taken a step back and delegated more 

of the responsibility to the four department managers. Due to the increased delegation of tasks 

and responsibilities, the department manager's workload increased and resulted in an additional 

layer of the organisational structure. Now, in the year of 2015 each of department managers has 
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assistant managers whom he or she delegates tasks to in order to cope with the management of 

the departments. This new organisational structure is illustrated in the Figure 3 below: 

Figure 3: Organisational structure in store A, 2015 

 

Source: Interviews with respondents   

The same pattern of changes can be seen in the Store B too. Initially there were two store 

managers/owners who were in charge of the daily operations together with six department 

managers. The total amount of employees in 2006 were 84, and 30 of them were working FT 

and 54 had PT employment. This structure is illustrated below in figure 4. 

Figure 4: Organisational structure in store B, 2007 

Source: Interviews with respondents  
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Today, in the year of 2015, the total amount of employees is 139 and 35 of them are working 

FT and 104 of them are PT employees. This indicates that the total workforce has increased 

with 65 %. There are still two owners, but one of them have taken a step back and focuses on 

issues regarding finances, and the other (Jack) has a more present role in the store since he is 

supervising the work of the six department managers. In regards of the work performed by the 

department managers, their tasks and responsibilities have changed since they are delegating to 

their assistant managers. Each department manager has one or more assistant managers to 

whom they are delegating tasks and areas of responsibility since they are not able to manage 

the department by themselves. This new chain of command is illustrated in figure 5 below. 

 

 

Figure 5: Organisational structure in store B, 2015 

Source: Interviews with respondents   

4.1.1 Summary of the findings regarding the role of Store Managers 

The roles of the store managers have changed, caused by different underlying reasons. The 

change is mostly due to increased workload. Both store managers were in the beginning more 

involved the management of the daily operations, and their main focus was to build up the store 

in order to create a desirable future in regards of their stores. In conjunction with the maturation 

of the stores both store managers started to delegate tasks and responsibilities to department 

managers. Tasks that were delegated consisted of the recruitment of employees, scheduling, 
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leadership and employee management, marketing, product assortment, budgeting and other 

economic aspects. In table 3 below, the empirical findings from each interview is presented in 

a summary of the content. 

Table 3: Interviews with Store Managers 

Interview The role of the store 

manager in the 

beginning 

The role of the store 

manager today 
How the role has changed 

Sarah 
Store A 

 

Store 

Manager 

In the beginning 

Sarah was more 

involved in the store, 

such as marketing, 

budgeting, pricing 

and product 

assortment. 
Her main focus in the 

beginning was to 

build up the store and 

develop routines on 

how to perform the 

tasks as accurate as 

possible. 
One of the main 

aspects that 

consumed Sarah's 

role as store manager 

in the beginning was 

employee 

management, such as 

recruitment, 

scheduling and 

development of all 

employees. 

Sarah holds the main 

responsibility for the 

store, it is her 

responsibility to 

ensure that the 

business runs 

smoothly. 
She is also 

responsible for 

coaching and 

encouraging the 

department managers. 
Today Sarah focuses 

on development of 

systems that will 

benefit employees. 

With time and the growth of 

the store, Sarah started to 

delegate tasks and 

responsibilities such as 

marketing, budgeting, 

pricing, product assortment 

and employee management 

to 4 department managers. 
In conjunction with the 

growth of the store, the 

delegation of tasks and 

responsibilities to 

department managers and 

the increased number of 

employees, Sarah´s position 

has changed, which indicate 

that the role has changed. 
Today she only manages the 

department managers, and is 

not involved in the 

management of the 

“ordinary” employees of the 

store.  

Jack 
store B 
Store 

Manager 

Jack's role in the 

beginning to a large 

extent was to teach 

and introduce the 

employees so that 

they gained the 

knowledge they 

needed in order to 

perform their tasks. 
Jack was responsible 

for the recruitment of 

all employees 

together with the 

other owner of the 

store. He was also 

responsible of the 

scheduling and 

Today, Jack's tasks 

and responsibilities 

revolve around 

ensuring that 

everything in the store 

runs smoothly and 

that the store is well 

kept and appealing to 

customers. 
He makes decisions 

regarding investments 

and handles 

reconstructions within 

the store. 
Jack takes notice to 

the changes in the 

surroundings through 

The largest change for Jack 

is that he has delegated what 

initially were his tasks and 

responsibilities to the 

department managers. 
There is a change in Jack's 

position since he now only 

manages his department 

managers. 
The change is due to the 

growth of the store, as he 

mentioned, when he taught 

up department managers 

how to do their work, they 

became independent, as a 

response he could delegate 

tasks and responsibilities, 
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management of all 

employees in the 

store. 

having an external 

focus in order to make 

adjustment based on 

the demand of the 

market. 
Jack is responsible for 

the management and 

leads the work of the 

6 department 

managers. His tasks is 

to motivate and coach 

them. 

and he could focus on other 

things. This indicate that the 

role has changed. 

Source: Interviews with respondents 1 and 6 in appendix 2 

4.1.2 Summary of the findings regarding the role of Department Managers 

The major change for all of the department managers is the increased workload due to the 

delegation from store managers. The delegation from the store manager has caused an 

additional workload to the already existing areas of responsibility for the department managers. 

Therefore, department managers also started to delegate tasks and responsibilities to assistant 

managers or increase the amount of already delegated tasks. For instance, some department 

managers delegate their leadership of employees to assistant managers in order to perform other 

tasks and responsibilities. For instance, one department manager has delegated appraisals of 

forty-six PT employees to assistant managers and he only has appraisals with four FT 

employees (Interview 7, appendix 2). Moreover, every department manager has delegated the 

daily operation to assistant managers, which consist of deliveries, ordering, refilling products, 

product assortment, and exposure. Some department managers have also delegated scheduling 

of employees to assistant managers. Therefore, department manager’s role today is more about 

make sure that employees are motivated, that they are satisfied and facilitate the development 

of employees. All department managers today also have the responsibility of recruitment. Based 

on the above mentioned changes in managers role this also means that managers position has 

changed. However, the process of delegation to assistant managers has not been easy because 

in the beginning most of the department managers had a need of control and wanted to be a part 

of everything so that the tasks were done correctly, but with time, this only created an increased 

workload for department managers. The table 4 below presents summaries of interviews with 

department managers. 
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Table 4: Interviews with Department Managers 

Interview The role of the 

department manager 

in the beginning 

The role of the 

department manager 

today 

How the role has changed 

John 
store A 

Department 

Manager 
 

Two years ago, John 

spent the main portion 

of his time working 

with more practical 

things in the 

department such as 

refilling products, 

ordering and exposure. 
There was a lack of 

focus on his behalf 

regarding the 

management issues 

regarding the 

subordinates. Instead, 

he focused on the 

department, customers 

and leading himself. 

Today John has taken a 

step back, and he spends 

most of his time 

overseeing the 

performance of his 

employees, coaching 

them and makes them 

engaged. This applies 

mainly to PT employees 

since they have lower 

engagement and John 

demands it from FT 

employees. 
Now his tasks and 

responsibilities revolve 

around ensuring the 

overall performance of 

the department. 
John’s in charge of 

overseeing deliveries, 

pricing, managing 

employees and their 

development, scheduling, 

and striving to be more 

effective. According to 

himself, he is more 

present and engages in 

regards of leading the 

work in the department. 

John manages 10 employees, 

5 work FT and 5 work PT. In 

the beginning, he managed 

four PT employees. 
The major change in John's 

role is that he today 

delegates his tasks to a larger 

extent to his 3 assistant 

managers. This is something 

John has to do because 

otherwise the workload 

would be too intense since 

the store manager delegated 

her tasks and responsibilities 

and also since there are more 

employees that he 

supervises. This also means 

that his position has 

changed. 
John’s role has changed over 

time, due to the delegation 

from the store manager and 

more employees to manage. 

Jane 
store A 

Department 

Manager 

Three years ago when 

Jane started working as 

department manager 

she had a need for 

constant being in 

control. 
Therefore she was 

highly involved in 

every part of the 

management of the 

department. Jane did 

not feel comfortable to 

delegate tasks to others, 

she doubted that the 

tasks would have been 

performed accurately. 
This entailed that Jane, 

on her own was running 

Today Jane’s tasks and 

responsibilities are 

scheduling, the 

management of 

employees and facilitating 

communication with 

employees, and the 

recruitment of employees 

to the entire store. 
Until today day she still 

has problems with 

delegations, because if the 

need of being in control. 
However, at the same 

time she is more at ease 

today to include the 

assistant manager by 

delegating tasks. 

Jane manages 28 employees, 

6 works FT and 22 of them 

are working PT. This has 

been the same since she 

started. 
Although, Jane’s role have 

changed since she gained 

additional tasks and 

responsibilities in 

conjunction with her new 

position as HR manager, 

with the result that she now 

has the overall responsibility 

of all employees in the store. 
The increased workload in 

regards of Jane is due to the 

delegations of tasks from the 

store manager, and that she 
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the entire department 

and executing decisions 

involving the 

department. 

now is juggling two 

management positions. This 

change has forced Jane to 

rely on her assistant 

manager, and delegate some 

of the responsibilities and 

task. 

Ben 
store A 

Department 

Manager 

His tasks and 

responsibilities consist 

of the management of 

employees such as 

scheduling, 

recruitment, and 

appraisals. 
However, when it 

comes to Ben's focus in 

the beginning he 

mainly focused on 

himself and not on the 

employees he was 

responsible of and 

leading. 
Ben´s role involved the 

responsibility of the 

daily operations of the 

department, budget and 

economic questions, 

sales, price, purchases 

and deliveries and 

assortments. 

Ben´s role today include 

the leading development 

projects within the store 

in order to improve their 

efficiency. He also has a 

temporary responsibility 

over some vacant 

positions that have not yet 

been filled. 
. 

As the time has passed 

and Ben has gained 

experience, his leadership 

has evolved and today he 

focuses on team building 

and not himself. Today, 

Ben is more involved in 

the development of 

employees, and his 

motivation is to guide 

them so that they are able 

to advance in their own 

careers. 

He is the manager of 35 

employees, 3 works FT and 

32 are working PT. This 

amount of workforce has 

been the same since he 

started. He also points out 

that he interact more with his 

FT employees than PT 

employees, since they work 

irregular working hours. 
The difference from the 

tasks he had in the beginning 

and his tasks today is that 

Ben is in charge of the 

marketing of the entire store, 

which means that he has a 

new position. 
Today Ben delegate tasks 

and responsibilities to his 4 

assistant managers, this is 

due to the increased 

workload. Therefore, there 

has been a change in Ben’s 

role as a manger. 
The change due to the 

increased workload, not due 

to more individuals to lead 

and PT employments. The 

increased workload is due to 

the delegation from the store 

manager and therefore he 

started to delegate too. 

Adam 
store A 

Department 

Manager 

His tasks and 

responsibilities in the 

beginning, was the 

financial responsibility 

of the department, 

purchase of products 

and assortments, 

pricing, product 

management and the 

managing of 

subordinates. 
He was more involved 

and present in the 

Adams role today also 

involves the responsibility 

for the long-term 

development of both the 

department and the 

employees that he is 

managing. 
His role is to ensure that 

the store is up and 

running according to plan. 

Now he understands the 

importance of being a 

more present manager 

Adam is the manager of 35 

employees, and 32 of them 

are PT employee. These 

numbers have been the same 

since the beginning. 
According to Adam, he sets 

higher demands and 

expectations of FT 

employees since they are 

assigned certain 

responsibilities. 
Adam has been delegated 

work to his 5 assistant 
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managing of the daily 

operations. He focused 

on himself and his 

performance. 

dedicating his time and 

focus on the employees 

and not on himself. 

managers. He describes that 

their main purpose is to 

cover the areas, which he 

himself is not able to address 

due to his workload. 
Therefore, there has been a 

change in Adams role, but 

not due to PT employment. 

Instead, he the position also 

changed due to increased 

workload though more tasks 

and responsibilities from the 

store manager and as a 

response, he needed to 

delegate. 

Dave 
store B 

Department 

Manager 

When Dave started out 

as department manager 

of this store, eight years 

ago he supervised 36 

employees and had 

appraisals with every 

one of them. 
In addition to the 

overall responsibility of 

the daily operations of 

the department, Dave 

also had the 

responsibility of 

ordering and exposure. 

He was also in charge 

of sorting out issues 

regarding absence in 

the workforce. 

Today he only has 

appraisals with the four 

employees who work FT 

and his assistant 

managers. 
Dave´s main focus today 

is the welfare of the 

employees, which include 

the motivation and 

encouragement of the 

employees in his 

department. 
Since he today has 46 PT 

employees, he states that 

there can go weeks until 

he meets them, therefore 

he has delegated the 

development of these 

employees to assistant 

managers. 
Today Dave also focuses 

on communication with 

employees in his 

leadership, his intention is 

to be present and 

available for his 

employees if they need to 

talk to him. This is 

something that Dave 

believes is important to 

do constantly. 

Today Dave is responsible 

for 50 employees, 4 of them 

are FT employees and 46 of 

them are PT employees. 
Dave delegates more tasks 

and responsibilities to his 

assistant managers, 

including the management of 

employees, otherwise he 

would not be able to cope. 
The change in Dave’s role is 

due to the increased 

workload, which is linked to 

the increased number of PT 

employees in the 

department, and the 

delegation from the store 

manager. As a response to 

this, Dave now delegates to 

7 assistant managers. He can 

therefore focus on other 

tasks and responsibilities, 

which means that his 

position also has changed. 

 

Tom 
store B 

Department 

Manager 

In the beginning, Tom's 

tasks and 

responsibilities were 

connected to ensuring 

that the daily operations 

were functioning. 

Today Tom's main role, 

which consumes most of 

his time is the 

management of all 

employees in his 

department. 

Today, Tom manages 12 FT 

employees and 4 PT 

employees. 
The number of PT 

employees has decreased 

with three employees. And 
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His role involved tasks 

such as ordering, 

refilling products, 

assortment and 

exposure of products. 
Tom was facing 

problems with the 

delegation of task due 

to the existing structure 

of the department 

created by the person 

who was department 

manager before Tom. 

And that structure did 

not allow that tasks and 

responsibilities was 

delegated. 

His role as department 

manager includes the 

tasks of motivating, 

informing, resolve 

possible conflicts and the 

composing of the 

schedule. 
And in addition, Tom is 

also responsible for the 

overall performance of his 

department. 

according to Tom, the result 

of the diminished workforce 

is they are struggling in his 

department to keep up the 

work. 
With the increased tasks and 

responsibilities from the 

store manager, Tom’s 

workload has increased. As a 

response to this he started to 

delegate to his 4 assistant 

managers in order to be able 

to focus on other 

responsibilities. This means 

that his position changed.  
Tom's role as a department 

manager has changed. The 

change is due to the 

delegation from the store 

manager, as a response to the 

growth of the store. 

Mike 
store B 

Department 

Manager 

The tasks that Mike 

performed when he 

started working as a 

department manager in 

this store was problem 

solving, ensuring that 

work practices was 

followed and executed 

correctly. 
Mike describes that 

initially he was able to 

be more involved in the 

daily work then and he 

had a strong need of 

control. 

Today Mike is not 

involved in the daily 

operations as much as he 

was in the beginning, 

since he delegates to his 

assistant managers. 
Now Mike is a more 

present leader, and his 

tasks revolves around the 

welfare of employees and 

his tasks only include 

personnel matters, 

including scheduling, 

communicating with 

employees, the motivation 

of employees in order to 

ensure that they have 

goals to strive for. 
Mike focuses on the 

development of 

employees and the 

establishment of a good 

relationship between 

himself and his 

subordinates. 

Mike manages 30 

employees, only 2 of them 

are FT employees and the 

remaining 28 are working 

PT. The size of the 

workforce has been the same 

since he started. 
There has been a change in 

Mike’s role. The change, as 

Mike points out, is due to the 

increased workload, because 

he is supposed to perform 

more tasks that the store 

manager has delegated, in 

the same amount of time as 

before. Therefore, Mike in 

his turn has delegated more 

tasks and responsibilities to 

his 2 assistant managers so 

that he can focus on other 

things. His position has 

therefore changed. 

Amy 
store B 

Department 

Manager 

In the beginning, Amy 

focused on build up the 

department in order to 

create a functioning 

context with routines of 

how things should be 

Ever since the beginning 

it has always been Amy's 

responsibility to ensure 

that the daily operations 

are running smoothly, the 

recruitment of employees, 

In the beginning, Amy had 

the responsibility of 6 

employees, 1 of which 

worked FT, and the 

remaining 5 worked PT. 

Today the workforce has 
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done and how to do 

them accurately and 

effectively. 
This means that she 

was highly involved in 

every aspect of the 

daily operations and 

overseeing the work of 

subordinates and 

constantly providing 

them with directions. 
As a department 

manager is up to Amy´s 

to ensure that the 

department was 

performing as expected 

and meeting the 

predetermined goals. . 

organising the schedule, 

budgeting and ensuring 

that both her and the 

employees follow the 

concept that the store 

requires. 
Today Amy does not need 

to be as involved as she 

was, eight years ago. Now 

she is able to take a step 

back and have a more 

overseeing role. 
She delegates part of the 

responsibilities and 

involves her assistant 

manager in running the 

daily operations. This has 

caused that she does not 

have the same need of 

being in control. 

increased with one 

additional PT employee. 
Due to the growth of the 

store and Amy’s department, 

she is now able to be more in 

the office and performing 

administrative tasks. 
Nowadays she rely on her 

assistant managers to 

oversee the daily work. 

Therefore, there has been a 

change in Amy’s role, but it 

is not due to PT 

employments. Instead, the 

change is due to the growth 

of both the store and 

department. Therefore she 

posses a new managerial 

position.  

Source: Interviews with respondents 2 to 5 and 7 to 10, in appendix 2 
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5. Analysis and Discussion 

In this chapter of the paper, the empirical findings are analysed and accompanied by a 

discussion regarding their implications. The analysis is based on the structure of the conceptual 

framework and focusing on the roles of the managers, their leadership, and the potential 

changes that have affected their roles. 

5.1 The presence of PT employment  

The findings indicate that both stores have grown and evolved since they first opened for 

business. In conjunction with the growth of the organisation, the entire workforce has increased. 

This have influenced and caused changes of the organisational structure of both stores. The 

most obvious change for both stores, besides from the increased amount of employees, is that 

in both stores an additional hierarchical level has been added.  

 

The change of the organisational structure is the same for both stores, but there is a dissenting 

aspect that needs to be taken into consideration in regards of the individual settings of the stores. 

There is a difference in the structure of the stores due to how the stores have divided the 

responsibility of the departments. This has resulted in a different amount of departments, which 

means that the number of department managers varies depending on the different organisational 

structure and context of the individual store.  

 

The growth of both stores that have occurred is not surprising, one can assume that it is one of 

the overall goals of each store, is to increase their market share in order to gain and increase 

their profitability. In conjunction with the rate of the growth of the stores, it has entailed changes 

for the managers in regards of their tasks, responsibilities and positions, in other words, the role 

of managers changed due to the changes of the organisational context.  

 

Initially the organisational structure including the chain of command in both stores adopted the 

following order, from top to bottom: store managers, department managers and ordinary 

employees. The findings indicate that the change of the organisational structure have resulted 

in a distance between the executives and the ordinary employees in the stores. For instance, one 

of the store managers stated that: “The responsibility of the employees is dedicated to the four 

department managers, and therefore I have limited interaction with the employees” (Interview 

1, appendix 2). And in addition, some of the department managers have also delegated the 

responsibility of PT employees, as one stated: “There can go weeks between the times that 1 
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meet some of the employees that work PT” (Interview 7, appendix 2). This entails, as several 

of the department managers agree on, that it is vital to have a functioning communication with 

the employees that work PT (Interview 3 and 7, appendix 2). This indicates that there is a 

distance between store managers and PT employees and between department managers and PT 

employees. The findings regarding PT employment indicate and is consistent with the 

assumptions made by previous research stating that the advantages of having PT employments 

within the organisation is that it facilitates flexibility (Browell & Ivers, 1998 Neubourg, 1985). 

Both the store manager (Interview 6, appendix 2) and department managers are agreeing to this 

(Interview 4, appendix 2). In addition in regards of the influence of PT employment one of the 

store managers stated that: “the negative effects by incorporating PT employment is that it 

increases the workload by managing more individuals” (Interview 6, appendix 2). 

 

In store B the total workforce increased with 55 employees, the total amount of PT employees 

increased with additional 50 employees representing an increase of 93 %. The results from store 

B is consistent with how Boman and Strömbäck (2014) describes the relationship within the 

retail business that the numbers of PT employees is increasing. In store A, the total amount of 

the workforce has increased by additional 31 employees since the store opened. In regards of 

PT employment, the findings from store A indicate to a contradicting pattern of development 

that in store B. In this store the number of PT has in fact decreased by three employees, 

representing a decrease of -4 %, and the total amount of FT employees have increased with 34 

additional employees representing an increase of 83 %. So therefore the findings revealed that 

even though there have been an increase and decrease in the number of PT employees, the 

structure still have changed, which indicate that the role of the manager also has changed. 

 

Based on the above, the findings indicate that during the time that has elapsed the structure of 

both stores have changed, and to some extent, this change has been the same for both stores. 

However, there is a considerable difference, which initially was considered to influence the role 

of managers and their work. The narratives from both stores describe a different development 

in regards of the presence of PT employments. The presence of PT employment is alleged to 

be increasing (Sparreboom, 2014; Gray & Laidlaw, 2002; Kalleberg, 2000; McIntyre, 2000) 

and constitute as the dominant form of employment within the food retail business (Boman and 

Strömbäck, 2014). This is consistent with the findings from store B, where the number of PT 

employees has increased. However, at the same time the findings from store A represent a 

different depiction of the reality and indicate to the opposite. In this store the number of PT 
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employees have decreased, and thereby indicating the opposite development. This implies that 

there are different underlying reasons for the changes that have influenced the roles of the 

managers. In store A the changes that have occurred is due to the growth of the store, the change 

of the organisational structure, the delegation of tasks and responsibilities and the increased 

workforce. And in store B the changes are due to the changes of the growth of the store, the 

changed organisational structure, the delegation of tasks and responsibilities, the increased 

workforce and the increased number of PT employment. All these changes have entailed 

changes in regards of the roles of the managers, their tasks, responsibilities and positions have 

to some extent changed. And in the following paragraphs the changes of the roles of the 

managers is presented. 

5.2 The role of Store Managers 

Based on the findings there are indications that the role of store managers has changed, and 

what initially constituted as the tasks and responsibilities of the store manager now, to a large 

extent, is delegated to department managers and as a response the position of the store manager 

has changed. In table 5 below the changes in regards of the role of the store managers is 

illustrated.  

 

Table 5: Summary of the changing roles of Store Managers 

 The initial roles of Store Managers The role of Store Managers today 

Sarah Leader, Figurehead, Monitor, 

Disturbance Handler, Resource 

Allocator 

Leader, Figurehead, Monitor, Entrepreneur, 

Disturbance Handler, Resource Allocator 

Jack Leader, Figurehead, Monitor, 

Disturbance Handler, Resource 

Allocator 

Leader, Liaison, Figurehead, Monitor, 

Entrepreneur, Disturbance Handler, Resource 

Allocator 

Source: Interviews with respondents 1 and 6, in appendix 2 
 

5.2.1 Leader  

Initially both store managers were highly involved and assuming the role of the leader 

(Mintzberg, 1973, p. 55ff; Yukl, 2012, p. 36ff) of all subordinates. Initially the role consumed 

most of the time and the roles of the managers were dominated by the role as a leader. The 

difference is that now they are mainly leading and managing the department managers 

(Interview, 1 and 6 appendix 2). Despite the fact that there are significantly less individuals to 
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manage it still consumes a large portion of their time, as stated by one of the store manager 

“every working day consist of coaching and managing department managers” (Interview 6, 

appendix 2). 

 

Based on the narratives from both store managers the performance of the ordinary employees 

initially was assigned to them as store managers, and as a reaction to the growth and matured 

of the store this responsibility was delegated to department managers, which means that store 

managers today only have the responsibility of department manager. Therefore, both Sarah and 

Jack assume the role of the leader, although not to the same extent as they used to. Their main 

focus today in regards of their leadership is to guide, support, provide constructive criticisms 

and motivate the department managers, which is consistent with Yukl (2012, p. 36ff) and 

Mintzberg (1973, p. 60ff) assumptions regarding what constitutes as the role of a leader. 

 

5.2.2 Liaison 

None of the two store managers assumed the role of the liaison in the beginning (Interview 1 

and 6, appendix 2). Nevertheless, the change entailed that Jack today is able focus on identify 

opportunities and threats deriving externally (Interview 6, appendix 2). For instance, Jack states 

that: “he is aware of the changes in the surroundings through having an external focus and 

ensure that the store provides a high standard and service to its customers” (Interview 6, 

appendix 2). This indicates that Jack today assumes the role as the liaison since this role 

involves facilitating the link between the environment and the organisation, with the purpose 

of exchanging favors and information in order to create commitment. 

 

5.2.3 Figurehead 

The role as figurehead (Mintzberg, 1973, p. 55ff; Yukl, 2012, p. 36ff) is assumed by both 

managers, and has been adopted by both managers since the very beginning. This role is directly 

associated with the formal aspects of being a manager. As Jack stated, “he decides on 

investments and handles reconstructions” which indicate that he is in charge of the decision-

making and manages changes. This describes the formal roles that both store managers assumes 

since they are the front figure of each stores. Based on the narratives both store managers have 

from the beginning and until this day, they are still assuming the role of the figurehead.  
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5.2.4 Monitor 

The findings indicate that the role as monitor is one role that initially was assumed by both 

managers, and that is still the case for both of them. Both store managers have the responsibility 

and supervises the department managers (Interview 1 and 6, appendix 2). For instance, Sarah 

stated, “her role as the store manager revolves around coaching and encouraging the 

department managers” (Interview 1, appendix 2). And Jack stated that “the hours have 

expanded since the opening of the store based on the demand of the customers” which indicate 

that one of his tasks is to receive external information from trends and pressures. And according 

to Yukl (2012, p. 36ff) and Mintzberg (1973, p. 67) this indicate that they are assuming the role 

as monitors.   

5.2.5 Disseminator  

Both Sarah and Jack can be seen as informers, since they both communicate with their 

department managers (Interview 1 and 6, appendix 2). Based on the narrative of Jack “he has 

introduced a communication platform in order to facilitate the communication between 

employees and management” (Interview 6, appendix 2). This indicates that both store managers 

assumes the role of the disseminator. This means that one of their tasks is to pass external 

information to subordinates in order to guide them (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 

55ff) which according to the store managers themselves is something that is a part of their role 

(Interview 1 and 6, appendix 2). However, in order assume the role as a disseminator it requires 

that managers are able to share the information, and not hesitate to share information with the 

risk of losing control (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 71ff). This is something that 

both managers are doing, since they are delegating tasks and responsibilities, because in 

conjunction with the delegation, the information is shared and passed on.  

5.2.6 Spokesperson 

Based on the narratives there are no clear indications that either Jack or Sarah assumes the role 

of a spokesperson. The role includes the task of informing the board the general public with 

information about the organisation, its results and ongoing operations (Mintzberg, 1973, p. 75f). 

One can assume that this task is a part of their roles, since they are both the link between the 

stores and the organisation of which both stores belong to, but that to a lesser extent that the 

other roles.   

5.2.7 Entrepreneur 
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According to Sarah “employees are the engine towards innovations and improvements” 

(Interview 1, appendix 2), this constitutes as the underlying reason for Sarah's focus on 

developing systems that will facilitate the development of the employees. The role as 

entrepreneur involves formulating innovations and forming new ideas (Yukl, 2012, p. 36ff: 

Mintzberg, 1973, p. 78ff), indicating that Sarah assumes the role as entrepreneur. Initially this 

was not one of the roles that Sarah assumed, this is the main change in regards of Sarah's role 

as store manager. Jack's role as store manager has also changed and now involves the role of 

the entrepreneur. Nowadays is encouraging and implementing changes in order to meet the 

demand of the market (Interview 6, appendix 2). Based on the narratives this is also a new part 

of Jack's role as store manager.  

 

5.2.8 Disturbance Handler 

According to the findings, a part of being a store manager involves the role as disturbance 

handler (Mintzberg, 1973, p. 55ff; Yukl, 2012, p. 36ff), this role has been a part of both 

managers roles since the beginning. The difference now is that they have delegated the main 

responsibility of the employees to the department managers, although they are assisting the 

department manager if he or she needs their support. (Interview 1 and 6, appendix 2) For 

instance “a normal day for Jack usually starts with a meeting with all six department managers 

in order to make sure that every department works and if there is anyone who is sick and how 

to solve the problem” (Interview 6, appendix 2). Therefore they have the role of a disturbance 

handler since their tasks involves the managing of urgent problems and crises that require their 

immediate attention (Yukl, 2012, p. 36ff). 

 

5.2.9 Resource Allocator 

Based on the fact that both store managers initially focused on employee management and 

establishing routines and guidelines for how the work in the stores should be carried out 

(Interview 1 and 6, appendix 2), they assumed what Mintzberg (1973, p. 55ff)  refers to as the 

resource allocator. According to one of the store managers,” the main focus was to create a 

solid ground for the store” (Interview 6, appendix 2). By assuming the role of the resource 

allocator, it implies that their focus was directed towards development, planning and 

influencing subordinates (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 55ff), which was the case in 
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the initial stage. Both managers are still assuming this role, although not to the same extent 

since they only manage the department managers (Interview 1 and 6, appendix 2) 

 

5.2.10 Negotiator 

The role of negotiator is also one role that neither Jack nor Sarah described in their narratives 

that they assumes. As a negotiator, the manager could be involved in negotiations with unions, 

negotiation of contracts with suppliers, customers and consultants. (Yukl, 2012, p. 36ff; 

Mintzberg, 1973, p. 90f) It could be assumed that both store managers are to some extent 

involved in these negotiations, but not to the extent that in their opinion defines and constitutes 

as a part of their role. This might be because that the main negotiations might be conducted by 

representatives from by the organisation that they are a part of, and that the individual stores 

are not involved in these types of processes.   

 

5.3 Leadership of Store Managers 
Based on Table 1 (p. 19) in the Conceptual Framework the different roles of managers are 

linked to different leadership functions. The roles are in this paper assumed to be connected to 

the different leadership functions developed by Quinn (1984, 1988), and also linked to different 

leadership styles, transformational (MacKenzie, et al., 2001 as cited in Arnold et al., 2009) and 

visionary based leadership (Katabutra, 2011). In the following paragraphs, the leadership of the 

managers is presented based on the narratives.  

 

5.3.1 Quinn's leadership Functions (1984, 1988) 

Both store managers assumes the role of the entrepreneur (Mintzberg, 1973 p. 78) and in 

association with assuming this role, it includes the leadership functions of the innovator (Quinn, 

1984, 1988 as cited in Shim et al. 2000a; Shim et al. 2000b). This constitutes as a new leadership 

function of both store managers, because initially neither of them assumed this leadership 

function. Nowadays, both managers have the possibility to actively encourage and participate 

in change and improvement projects (Interview 1 and 6, appendix 2).  

 

During the whole time that has elapsed, both managers have assumed the leadership functions 

of the broker. This leadership revolves around establishing and maintaining contact with 
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external stakeholders (Quinn, 1984, 1988 as cited in Shim et al. 2000a; Shim et al. 2000b). Both 

managers assumes this leadership function, and one of them stated that he”has an external 

focus” and “decides on investments” (Interview, 6 appendix 2), which both are indications 

towards adopting the leadership function of the broker.   

 

The roles of the leader and monitor is linked to the leadership function of the producer, this is 

also one of the leadership function that have been assumed by both managers since they first 

started out. Although, this leadership function might have decreased since the beginning. The 

essence of this leadership is that the manager is task and work focused (Quinn, 1984, 1988 as 

cited in Shim et al. 2000a; Shim et al. 2000b). And initially this leadership focus consumed the 

majority of both managers leadership, and now, not to the same extent since their tasks and 

responsibilities have changed in conjunction with the changes of their position (Interview 1 and 

6, appendix 2).  

 

Both the role of the leader and resource allocator is linked to the leadership function of the 

director. And this leadership is assumed by both managers since they are involved with the 

process of formulating and establishing the joint goals of the entire store (Quinn, 1984, 1988 as 

cited in Shim et al. 2000a; Shim et al. 2000b). And this includes, as stated by one of the 

managers, “every working day consist of coaching and management of department managers” 

(Interview 6, appendix 2). This illustrates how the leadership and the role of the resource 

allocator is linked, since it refers to the ability of motivating subordinates and lead them towards 

the common goal of the stores.  

 

The leadership function of the coordinator is assumed by both managers, According to Quinn 

(1984, 1988 as cited in Shim et al. 2000a; Shim et al. 2000b) this leadership function focuses 

on problem solving, and is associated with the roles of the leader, monitor, disturbance handler 

and resource allocator. Both managers have always been responsible for solving potential 

problems or issues that occurs, but neither of them are in charge of the task of scheduling, both 

have delegated this task (Interview 1 and 6, appendix 2).  

 

As a monitor, the leadership function revolves around creating and distributing information 

(Quinn, 1984, 1988 as cited in Shim et al. 2000a; Shim et al. 2000b), this task is performed 

during meetings and through the use of communications tools (Interview 1 and 6, appendix 2). 

This leadership is linked to the roles of the leader, monitor and resource allocator, which both 
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managers have assumed since the beginning. An additional leadership function that both store 

managers have assumed is the leadership referred to as the facilitator. This leadership involves 

the task of encouraging opinions to be expressed (Quinn, 1984, 1988 as cited in Shim et al. 

2000a; Shim et al. 2000b), this leadership is linked to the role of the leader (Mintzberg, 1973 p. 

60ff) 

 

As store managers, both Jacks and Sarah's role in the beginning was similar, both could be 

compared to a mentor which is one of Quinn's (1984, 1988 as cited in Shim et al., 2000a) 

leadership functions. This is based on the fact that they were responsible for supervising and 

teaching the employees how to carry out their tasks (Interview 1 and 6, appendix 2). This part 

of their leadership have decreased and allowing other functions of their leadership to expand. 

In conjunction with the growth of both stores the store managers started to increase the 

delegation of their tasks and responsibilities, it entailed changes in regards of their roles as store 

managers.  

 

5.3.2 Leadership styles  

Previous research regarding the leadership of managers in the retail business argues for 

adopting either visionary-based leadership (Kantabutra, 2011; Kantabutra & Vimolratana, 

2009) or transformational leadership (Keevy & Perumal, 2014; Lee et al., 2011). Based on the 

findings, and the assumptions that are illustrated in table 1 (p.19) initially both store managers 

assumes the visionary-based leadership to a larger extent that transformational leadership. The 

visionary-based leadership is linked to the roles of the leader, resource allocator whom both 

managers assumed initially, and now a days also the role of the disseminator. However, due to 

the changes of their roles the leadership of the managers also have changed, today they instead 

assumes the transformational leadership to a larger extent based on the managerial roles they 

are assuming.  

 

The findings revealed that the store managers initially mainly assumed the vision-based 

leadership, this is because initially, when the stores opened, the store managers mainly focused 

on employees and the present. Their main attention was to building up the store (Interview 1 

and 6, appendix 2). The transformational leadership has evolved over time, and this is due to 

the changes in regards of the roles of the store managers. As a result of the delegation, the store 

managers could release some of the tasks and responsibilities and instead focus on the 
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performance of the store in a long-term perspective. Therefore, the findings indicate that store 

managers today mainly assume the transformational leadership. This is based on the fact that a 

transformational leadership focuses on a long-term perspective (Dubinsky Yammarino, Jolson 

& Spangler, 1995, p. 19 as cited in Arnold et al., 2009) which will increase the performance of 

the store (Keevy & Perumal, 2012).  

 

5.4 The role of Department managers 

Based on the findings there are indications that the role of department managers has changed, 

and what initially constituted as the tasks and responsibilities now, to a large extent, is delegated 

to assistant managers and therefore some managers positions also have changed which indicate 

that the role has changed. In table 6 below the changes of the roles is presented based on the 

summary of the conceptual framework. 

 

Table 6: Summary of the changing roles of Department Managers 

 The initial roles of 

Department  Managers 
The role of Department Managers today 

John Monitor, Resource allocator Leader, Monitor, Disseminator, 

Entrepreneur,  Resource allocator 

Jane Leader, Monitor, Disturbance handler, 

Resource allocator 
Leader, Monitor, Disseminator, Disturbance 

handler, Resource allocator 

Ben Leader, Monitor, Disseminator, 

Resource allocator 
Leader, Monitor, Disseminator, Entrepreneur, 

Resource allocator 

Adam Monitor, Resource allocator Leader, Monitor, Disseminator, Entrepreneur, 

Resource allocator 

Dave Leader, Monitor, Disseminator, 

Resource allocator 
Leader, Monitor, Disseminator, Resource 

allocator 

Tom Leader, Monitor, Disseminator, 

Disturbance handler 
Leader, Monitor, Disseminator, Entrepreneur, 

Disturbance handler, Resource allocator 

Mike Monitor, Disturbance handler Leader, Monitor, Disseminator, Disturbance 

handler, Resource allocator 

Amy Leader,Disseminator, Entrepreneur, 

Resource allocator, 
Leader, Monitor, Disseminator, Entrepreneur, 

Resource Allocator 

Source: Interviews with respondents 2-5 and 7-10, appendix 2 

 

5.4.1 Leader 
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The findings indicate that most of the department managers have been, and still are assuming 

the role as leaders. This is based on the fact that every department manager nowadays motivates 

and coaches their employees, which are two main aspects of the leader role (Yukl, 2012, p. 

36ff; Mintzberg, 1973, p. 60ff). The leader role have evolved until today, as one stated ”during 

the last three years as a manager I have realised that more and more about my tasks revolves 

around the welfare of employees and that my tasks only include personnel matters which 

includes scheduling, communicating with employees (Interview 8, appendix 2). And another 

department manager stated that “when I was just starting out as a manager my focus was 

primarily on myself and my own achievements” but as the time passed by the department 

manager describes that “my leadership has evolved and today I focus on team building” 

(Interview 4, appendix 2). This indicates that the leader role has increased since the beginning 

due to the change, which in this case is the delegation to assistant manager. After they started 

to delegate, they could direct their full attention to lead employees. However, the findings also 

indicate that the leader role is affected by PT employments.  

 

The findings indicate that managers do not meet all of the PT employees because they often 

work irregular working hours, for instance one department managers stated that “there can go 

weeks between the times that he meets some of the employees that work PT” (Interview 7, 

appendix 2). This indicates that PT employees require more of the leader role of the department 

manager, in form of more supervision, which then could increase the workload. However, one 

of the department managers stated, “the tasks that he has delegated to assistant managers are 

the appraisals for PT employees” (Interview 7, appendix 2), which indicate that the workload 

then decrease for the department manager. PT employment could also affect department 

managers based on the lack of communication and mainly evenings and weekends, as one 

department manager stated “PT employees work irregular hours, which implies that they are 

not in the store during the same hours as the department manager, and therefore they must rely 

on alternative communication channels in order to interact” (Interview 3 and 4, appendix 2). 

Therefore some of the department managers have delegated the responsibility of informing and 

communicating with PT employees to assistant managers. 

 

Based on the fact that PT employments can affect the leader role, it is also important to point 

out that some department managers argues for different leadership styles for different 

employments. For instance “I set higher demands on FT employees than on PT employees and 

I am more softer towards PT employees because they often lack knowledge about the work and 
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they often have lower engagement, which require more time and interaction” (Interview 2, 

appendix 2). This is also something that Adam, Ben and Amy also states (Interview 5, 8, 10, 

appendix 2). The result from the findings indicates that those who work FT are more involved, 

which is consistent with Thorsteinson (2003) argument. This indicate that PT employees are 

not included in the organisation to the same extent as FT employees are, due to the fact that FT 

employees have more responsibilities that are more significant for the organisation (Gray & 

Laidlaw, 2002) for instance assistant managers. However, Amy has tried to reduce this, she 

stated that “In order to solve this problem they are implementing something that is called 

leading store management, which is built on lean production, with the purpose to improve the 

efficiency of the daily work, in order to increase employee’s involvement and facilitate 

communication” (Interview 10, appendix 2). 

5.4.2 Liaison 

The role of the liaison involves the tasks of linking the environment with the organisation, and 

managers need to establish and maintain contact with external groups and individuals (Yukl, 

2012, p 36ff; Mintzberg, 1973, p 63ff). Based on the findings from the narratives, these tasks 

are not delegated to department managers, and therefore none of them are assuming this 

particular role (Interview 2-5 and 7-10, appendix 2). 

5.4.3 Figurehead 

Based on the narratives from all of the department managers none of them described that their 

role included the task and responsibilities that is associated with the role of the figurehead 

(Interview 2-5 and 7-10, appendix 2). The task that are performed by the figure head revolves 

around formal aspects such as, signing documents and the act of chairman at meetings (Yukl, 

2012, p. 36ff; Mintzberg, 1973, p. 58) The findings indicate that this role includes task that are 

more associated with the role of the store managers, and not to the role of department manager.  

 

5.4.4 Monitor 

The findings indicate that seven out of eight department managers have been a monitor since 

the very beginning. This indicates that they gather internal and external information in order to 

reach the success of each department (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 55ff), therefor 

he or she can be seen as an informer. All seven department managers therefore have a more 

overseeing role, for instance one stated: “Now I am able to take a step back and have a more 
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overseeing role” (Interview 10, appendix 2). In addition, John also stated,” I have taken a step 

back, and I spend most of my time overseeing the performance of my employees” (Interview 2, 

appendix 2). 

5.4.5 Disseminator  

The findings indicate that four of the department managers have received a new role and the 

other four have had this role since the beginning. The four department managers who have 

gained this new role have received it through the delegation to assistant manager. When they 

delegates to assistant managers they can direction more attention to employees. Therefor this 

role consists of passing information forward and guide subordinates (Yukl, 2012, p. 36ff; 

Mintzberg, 1973, p. 55ff). For instance, one department manager stated that,” I inform them 

about how the department is performing and what areas that needs to be improved” (Interview 

4, appendix 2). And another department manager stated that,” I have developed trust to the 

employees so that they are able to perform their tasks without my constant presence” (Interview 

10, appendix 2). This indicates that she has passed information forward to employees such as 

how to do the tasks and through that she has guided her employees. Therefore, these department 

managers are disseminators. 

5.4.6 Spokesperson 

This role involves facilitating contact with external stakeholders (Mintzberg, 1973, p. 75f), and 

since the focus of the department managers mainly is internally this role is not assumed by them 

(Interview 2-5 and 7-10, appendix 2). 

5.4.7 Entrepreneur 

The findings also revealed that four department managers received a new role after the change, 

which is the role as an entrepreneur and one department manager has been an entrepreneur since 

the beginning. This indicates that all of these department managers are innovators since they 

always want to improve the department for both customers and employees (Yukl, 2012, p. 36ff: 

Mintzberg, 1973, p. 78ff).  

5.4.8 Disturbance Handler 

Three of the department managers have been a disturbance handler since the beginning. This 

means that they address urgent issues and managing conflicts (Yukl, 2012, p. 36ff; Mintzberg, 

1973, p. 55ff). For instance, one of the department managers stated, “One of my tasks is to 
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resolve possible conflicts” (Interview 8, appendix 2). This indicates that these managers are 

problem solvers, which is a common leadership skill in the retail business (Mumford et al., 

2000 as cited in Arnold et al., 2009). 

5.4.9 Resource Allocator 

The findings indicate that two of the department managers have gain a new role, which is the 

role of a resource allocator. However, six of the department managers have had this role since 

the very beginning. By being a resource allocator, the main focus is on development and 

strategic planning (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 55ff). For instance many 

department managers pointed out the importance of development, one of the department 

managers stated that “I today focus on how I can make my department to one of the best and I 

think that employees can always develop to new levels if I as a leader coaches them in the right 

way” (Interview 2, appendix 2). And another department manager stated “It is important to 

take time, talk to the employees, and listen to what they have to say. This is one way to improve 

the constant ongoing strive for improving the department, something that according to me, has 

been one of the keys to the successes of the store” (Interview 4, appendix 2). Another 

department manager pointed out the importance of the strategic planning by stating “Me and 

my assistant manager are guessing how busy the store will be, and based on that they organise 

and plan the schedule for the department. This is a constantly ongoing process, and it requires 

full attention” (Interview 3, appendix 2). 

5.4.10 Negotiator  

None of the department managers described in their narratives that they are participating in any 

types of negotiations (Interview 2-5 and 7-10, appendix 2). Therefore, none of them assumes 

the role of negotiator (Yukl, 2012, p. 36ff; Mintzberg, 1973, p. 90f). 

 

5.5 Leadership of Department Managers 

Based on the assumptions presented in Table 1 (p. 19) in the Conceptual Framework the 

different roles of managers (Mintzberg, 1973) are linked to different leadership functions 

(Quinn (1984, 1988), transformational (MacKenzie, et al., 2001 as cited in Arnold et al., 2009) 

and visionary based leadership (Kantabutra, 2011). In the following paragraphs, the leadership 

of the department managers is presented based on the narratives. 
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5.5.1 Quinn's leadership Functions (1984, 1988) 

One of Quinn's leadership functions (1984, 1988) is an innovator. Based on the assumptions 

presented in table 1 (p. 19) the innovator is connected to the roles of both entrepreneur and 

leader, based on the fact that entrepreneurs, leaders and innovators are creative. For instance, 

one stated, “I also have new tasks and responsibilities, such as leading development projects 

within the store in order to improve the efficiency” (Interview 4, appendix 2). Another 

department manager stated, “I strive to be more effective and I constantly strive for new 

achievements” (Interview 2, appendix 2). In the case of the innovator, the findings indicate that 

there is several managers that have this leadership function today, however most of the 

department managers have had the role of both leaders and resource allocators since the 

beginning.  

 

There are department managers that are leaders, monitors and disseminators. One common 

thing for these three roles is that they have external focus, which means that all of those three 

can be compared to a broker. A broker is someone that has external focus and obtains resources 

(Quinn, 1984, 1988 as cited in Shim et al., 2000a; Shim et al., 2000b). This role has not changed 

since managers have been leaders, monitors and disseminators since the beginning.  

 

Another leadership function is a producer and they are assumed to have the role of both a leader 

and a monitor according to table 1 (p. 19). This is also based on the fact that producers are task 

and work focused and they also have external focus (Quinn, 1984, 1988 as cited in Shim et al., 

2000a; Shim et al., 2000b). For instance, most of the department managers in beginning focused 

many of the daily operations, while they today focus on other tasks such as employee 

management (Interview, 3-5, 7-10, appendix 2). They have therefore delegated the daily 

operation to assistant managers, which indicate that their leadership function as a producer has 

decreased.  

 

The findings indicate that all eight department managers have been directors since the 

beginning until today, which is one of the leadership functions (Quinn, 1984, 1988 as cited in 

Shim et al., 2000a). By being a director, they are assumed a leader and a resource allocator. 

This is based on the fact that an director focus on goal setting and establish the expectations of 

the organisation (Quinn, 1984, 1988 as cited in Shim et al., 2000b), which is consistent with the 

role of both a leader and a resource allocator. A leader focus on integrate goals of the 
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organisation with employees and a resource allocator focus on strategic planning and 

development (Mintzberg, 1973, p. 55ff; Yukl, 2012, p. 36ff), in this case the department.  

 

A coordinator is assumed to have the role of a leader, monitor, disturbance handler and a 

resource allocator. The findings indicate that when store managers delegated their tasks and 

responsibilities, such as handling employees and scheduling, mainly all department managers 

became coordinators (Interview 2-5, 7-10, appendix 2). This is also consistent with what one 

of the department managers stated that a big difference from the beginning is that “today my 

tasks and responsibilities are directed towards the overall performance of the department 

including managing employees and their development and scheduling” (Interview 2, appendix 

2). This is based on the fact that handling internal issues such as employees and do the 

scheduling is tasks that the coordinator has (Quinn, 1984, 1988 as cited in Shim et al., 2000a). 

By being a coordinator managers also have the characteristics of a leader since they focus on 

internal aspects such as scheduling and problem solving (Interview 3-10, appendix 2). For 

instance, one department manager stated, “One of my tasks today is to resolve possible 

conflicts” (Interview 8, appendix 2).  

 

Managers who have a main focus on internal aspects such as problem solving can be defined 

as a monitor also called an informer who gathers and distribute information (Quinn, 1987, 1988 

as cited in Shim et al., 200b). This is something that has increased since the store managers 

delegated their internal aspects such as handling all employees. Therefore, all eight department 

managers today are monitors since they all handle internal aspects and the distribution of 

information to employees. A monitor is assumed to have the role of a leader, a monitor and a 

resource allocator in Mintzberg's (1973, p. 55) managerial roles. This is based on the fact that 

all of these roles consist of the importance of communication with employees in order to be 

able to pass information to them and therefore they use a communication platform where they 

can communicate the information (Interview 6, appendix 2).   

 

As all eight department managers have received a new role since store managers delegated their 

tasks and responsibilities it has become important for department managers to focus on 

employees and their welfare (Interview 2-5, 7-10, appendix 2). And one important part is to 

encourage employee’s opinions to be expressed. For instance, one department manager stated, 

“Before he has implemented the change, he has asked his employees if they have any comments 

on the change and they are a part in the process because it is the employees who will be affected 
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by the change” (Interview 8, appendix 2). This means that they are facilitators, since they 

encourage opinions to be expressed by employees (Quinn, 1984, 1988 as cited in Shim et al., 

2002a). And based on department managers focus on employees it also indicate that all eight 

department managers are mentors, who focus of the need of employees (Quinn, 1984, 1988 as 

cited in Shim et al., 2002b). Both these leadership functions, a facilitator and a mentor can be 

compared to the leader role in Mintzberg's (1973, p. 55) managerial roles, were the focus is on 

motivation and guidance, but also the need of employees. For instance, one department manager 

stated, “My motivation is to guide them to so that they are able to advance in their own careers” 

(Interview 4, appendix 2).  

5.5.2 Leadership styles 

As previously mentioned, the retail business consists of two main leadership styles, visionary-

based leadership (Kantabutra, 2011; Kantabutra & Vimolratana, 2009) and transformational 

leadership (Keevy & Perumal, 2014; Lee, Cheng, Yeung, Lai, 2011).  

 

The findings reveals that when store managers turned their focus on a more transformational 

leadership and started to delegated the responsibilities of employees to department managers, 

department managers leadership turned from focusing on themselves to focus on either 

visionary-based leadership and transformational leadership. From the beginning and until today 

there are three roles that have a visionary-based leadership, which are leaders, disseminators 

and resource allocators. And this is based on the fact that these department managers help the 

organisation to remain competitive (Avery, 2004; Bass, 1990; Conger, 1991; Conger & 

Kanungo, 1987; Tichy & Devanna, 1986, as cited in Kantabutra, 2011) through for instance 

competent employees. However, the visionary-based leadership has evolved over time, and one 

of the department managers described that his leadership have evolved and nowadays he 

focuses on teambuilding instead of himself (Interview 4, appendix 2).  

 

These three, leaders, disseminators and resource allocator have common characteristics. For 

instance the most important tasks for each one of them is the communication, leaders need to 

be able to communicate in order to motivate them. Disseminators need to communicate in order 

to pass external information to employees and resource allocators need to be able to 

communicate since they focus on tasks such as strategic planning and development, which 

indicate that they must be able to influence subordinates to succeed with the development 

(Mintzberg, 1973, p. 55; Yukl, 2012, p. 36ff). Therefore, these roles have a visionary-based 
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leadership, since they need to have the ability to inspire employees through communicating a 

positive and desirable image of what the future holds (Kantabutra, 2011). For instance, one of 

the department managers stated, “I inform them about how the department is performing and 

what areas that needs to be improved” (Interview 4, appendix 2). This indicate that department 

managers tasks is to reach out to employees (Kouzes & Posner, 2002 as cited in Kantabutra, 

2011) and inspire them (Kantabutra, 2011) which is consistent with what one of the department 

managers stated, “employees can always develop to new levels if I as a leader coaches them in 

the right way. I also try to infect my engagement and interest in the job on my employees by 

demonstrating through action” (Interview 2, appendix 2).  

 

However, four department managers today also have a transformational leadership since they 

are effective leaders and motivators, which mean that they influence employees and have a long 

term perspective (MacKenzie et al., 2001 as cited in Arnold et al., 2009; Dubinsky et al., p. 19 

as cited in Arnold et al., 2009). The managerial roles from Mintzberg (1973) that assumed 

transformational leadership in the beginning were the roles of the leaders, monitors, 

entrepreneurs and disturbance handlers. The findings from the narratives indicate that there are 

no new roles that assume transformational leadership, instead these roles have entailed the same 

leadership style since the beginning.  

 

One common characteristic for all of these roles is the task of problem solving. For instance 

leaders could be seen as problem solvers since they need to handle and lead employees every 

day and make sure that they are feeling satisfied at work, monitors could also be seen as problem 

solver since their task is to solve problems within the department and they focus on the success 

of the department. Entrepreneurs could also be seen as problem solvers since they want to 

improve and solve problems and formulating new ideas and of course, disturbance handler who 

tries to managing conflicts and issues (Mintzberg, 1973, p. 55; Yukl, 2012, p. 36ff). All of these 

characteristics indicate on a transformational leadership, since one major responsibility in this 

leadership style is to be able to affect employee’s values and perceptions, for instance in crises 

or conflicts (MacKenzie, Podsakoff & Rich 2001 as cited in Arnold et al., 2009). This is also 

consistent with what one of the department managers stated, “One of my tasks today is to 

resolve possible conflicts” (Interview 8, appendix 2). And another department manager points 

out one important thing “my leadership style revolves around keeping it together and being 

calm when things get stressful as they often are in the food retail business” (Interview 5, 

appendix 2).  
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5.6 Summary and implications of the findings 

In conjunction with the growth of the store, the increased workload for managers has caused a 

chain reaction of delegations of tasks and responsibilities to subordinates. This is consistent 

with the arguments presented by Murray and Evans (2013) who argues that as a response to the 

increased workload it is of common practice to delegate tasks. One of the tasks that have been 

delegated is the management of employees, including the management of PT employees. 

 

The findings of this paper consist of contradictory findings, regarding the influence of PT 

employees. According to Jacobsen (2000) the workload for managers is supposed to increase 

due to the presence of PT employment, but this does not apply in both stores. The findings 

indicate that there actually have been a decrease of PT employees in one store, and in the other 

the presence of PT employees nearly doubled. This illustrates contradictory indications, one the 

one hand it is consistent with how Boman and Strömbäck (2014) describes the development 

within the retail business that the numbers of PT employees is increasing. And at the same time 

the findings indicate to the opposite, that the presence of PT employees is decreasing. This 

entails that the findings are based on the different conditions due to the prevailing conditions 

of each store. And that the conclusion is that the role of the manager has been influenced by PT 

employment to a certain extent. The findings indicate that the presence of PT employment is 

influencing on the role of the manager since they are one of the contributing factors that is 

increasing the workload of managers. Even if their presence have increased or decreased the 

finding, indicate that the roles of managers have changed. There are implications who indicate 

that there is a reason to assume that they are a part of this, based on the fact that the main role 

of all managers is the role as a leader and this involves the management of both FT employees 

and PT employees. 

 

5.6.1 Summary of the findings regarding the role of Store Managers 

The findings indicate that the role of store managers have undergone a change during the time 

that elapsed from when they first started working as store managers. This change, in regards of 

the roles of the managers, is due to the changed division of tasks and responsibilities. Moreover, 

today the store manager's role does not revolve around the management of PT employees, this 

is one of the tasks that have been delegated further down the chain of command. There are 
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indications that a hierarchic distance have emerged between the manager and the ordinary 

employees. Since the store managers today do not assume a present role in the daily operation 

because of delegation, there is a lack of integration with ordinary employees in the store. In 

addition the findings describe a slightly changed context regarding the responsibility and the 

performing of tasks associated with marketing, product assortment, economic questions 

including budgeting and employee management, including recruitments, leadership and 

scheduling. According to Lusch and Serpkenci (1990) these are the tasks that one can assume 

that are supposed to be included in the role of the manager. Based on the findings these tasks 

and responsibilities are now delegated to department managers.  

 

The delegation of the responsibility to department managers enables the possibility for the store 

managers to focus on a more overall responsibility of the store. Which is consistent with what 

Murray and Evans (2013) argues to actually be the main responsibility of a manager in general, 

implying that that the department managers now are assuming what initially was considered to 

be the tasks that defined the role of the store manager. As stated by one of the store managers, 

“the largest change is that he has delegated what initially was his responsibility” (Interview 6, 

appendix 2). The findings regarding the store managers and their delegation of tasks is 

consistent with the arguments expressed by Murray and Evans (2013) who argue that due to the 

workload of managers, it has become common practice to delegate tasks and also 

responsibilities to assistant managers, which in this case constitutes as the department 

managers. According to Stonehouse (2013) managers delegate in order to decrease their 

workload. This is one of the main reasons why the store managers in this case have delegated 

some of their tasks and responsibility, which contributes to the changes of their roles as store 

managers. 

 

5.6.2 Summary of findings regarding the role of Department Managers 

The findings reveals that department managers is also going from the overall responsibility of 

the department to only handling issues concerning employees such as scheduling, recruitment 

and employee welfare which can be connected to what Lusch and Serpkenci (1990) describes 

as the supervision of employees. As the authors of this paper summaries the stories based on 

the narratives of the department managers, the findings implicated that their role have changed 

when store managers delegated their tasks and responsibilities. As one of the department 

managers stated, “we are supposed to do more work in the same amount of time” (Interview 9, 
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appendix 2). According to Robbins and Judge (2010, p. 279) this could create work stress to 

these department managers, in association with increased workload and responsibilities. 

However, these department managers have in turn delegated some of their tasks and 

responsibilities to assistant managers, for instance handling deliveries, ordering, exposure and 

the daily operation. The delegation to assistant manager is today common (Murray & Evans, 

2013). As John stated, “the delegation is something that he has to do otherwise the workload 

would be too intense”, and that “he delegates in order to decrease the workload” (Interview 2, 

appendix 2). This indicates that the change for department managers, in this case the delegation 

from store managers, affected their roles with an increase in their workload. 
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6. Conclusions 

In this final chapter the findings of this paper is presented. In conjunction with the presentation 

of the findings the conclusions that are made in this paper are being accountable for, as well 

as the contribution of this study is. In order to encourage more research in this particular field 

some recommendations for future research are made based on this study's limitations. 

 

The purpose of this paper was to describe the change that accompanies PT employment from a 

management perspective, and describe how the presence of PT employment has influenced the 

role of the manager within the Swedish food retail business. Based on the implications of the 

findings there are indications that the roles of the managers have undergone changes during the 

time that have elapsed.  

 

Based on the findings of this paper the presence of PT employment have not influenced or 

impacted the role to the point that it has entailed changes in regards of the role of managers. 

The changes that actually have influenced and caused the changes of the role of the managers 

constitutes as the increased workload, the delegations of tasks and responsibilities, changed 

positions, the change of the organisational structure of the individual store and the increased 

workforce.  

 

The findings illustrates that both stores have grown and evolved during this time which has 

resulted in changes in regards of the organisational structure. The findings indicate that an 

additional level of hierarchy has emerged, initially there were three levels of command and now 

it consists of four levels; store manager, department manager, assistant manager and ordinary 

employees. This change is linked to the delegation of tasks and responsibilities, as the store 

manager delegates tasks to the department managers, the roles are changing since the roles are 

based on the tasks and responsibilities. And the pattern evolves, as the findings indicate that the 

department manager, due to the increased workload in delegating to the assistant manager 

resulting in changes in regards of their positions. All in all, the changes that have occurred and 

influenced the roles of managers are due to changes in the organisation structure and not due to 

the presence of PT employees.  

 

The findings and patterns of changes that are identified could be applied in other parts of the 

retail business or in other businesses where PT employment is adopted as an employment 

strategy. The overall contribution that is the result of this paper is the insight that it provides 
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and the portrayal of the current situation. The findings entails new knowledge for all managers 

who are managing PT employees, and also those who still have not encounter this type of 

employment. The theoretical contribution consists of new insight based on the approach 

involving the managerial perspective in regards of PT employment.   

 

Based on the fact that the two stores belong to the same store concept and the same 

organisational culture the findings could be generalized for the store concept, but in this study 

this is not possible since this study concludes that there is differences between the stores even 

though they belong to the same store concept. The authors of this paper cannot generalize the 

findings for all managers. This is based on the fact that every manager has his or her own 

perception of his or her own role (Yukl, 2012, p. 36ff), therefore it is not possible to generalize 

managers roles. 

 

When it comes to the reliability of this study, it is difficult to know whether other researchers 

would conclude the same findings as this study. However, the authors of this paper have ensured 

that there is a detailed description of the study so that other researchers can do the same study. 

For instance, high reliability is ensured through transcriptions, these were made directly after 

the interviews in order to not lose important information (Saunders et al., 2012, p. 384). The 

authors of this paper have ensured that the conclusions that are presented above answer to the 

research questions and therefore also the research aim. The collected data reflects the reality of 

manager's roles and how managers have been affected by PT employments Based on the above 

mentioned aspects this indicates that the validity of this paper is high, which strengthens the 

recommendations for further research. Since the conclusions of this study revealed that PT 

employments may in some certain extent affected the role of the manager, further research 

should investigate managers roles in other sectors within the retail industry since PT 

employments is dominant within the whole retail industry. Further research should also 

investigate if and how assistant managers within the food retail business have been affected by 

the changed number of PT employments, since this study revealed that a new hierarchical level 

have been added to the organisational structure. 
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Appendix 

Appendix 1 - Interview guide  

Background questions 

- Name: 

- Number of years he / she has been head: 

- Education and / or training and / or previous experience: 

- How many do you manage? 

- How many are full time or part time? 

 

Part 1, The role as manager 

- Describe in detail your duties and responsibilities as a manager when you started 

working in this store until today 

- Describe you position in the store when you started to work until today 

- Describe the distribution of tasks and responsibilities in the store, and how has it 

changed over time? (Delegation of tasks?) 

 

Part 2, Leadership 

- Describe in detail how you lead your employees from when you started until today 

- How would your employees describe the way that you lead them? 

 

Part 3, Part-time employments 

- Describe if and how your way of leading full-time employees and part-time employees 

differ 

- Describe in detail if and how the handling of part-time employment has affected your 

duties and your responsibilities as a manager? 

- What are the motives for having part-time employments? 

 

Bakgrunds frågor 

- Namn: 

- Antal år som han/ hon har varit chef: 

- Utbildning och/ eller träning och/eller tidigare erfarenhet: 

- Hur många är du chef över? 

- Hur många är heltid respektive deltid? 



II 

 

 

Del 1, Rollen som chef 

- Beskriv utförligt dina arbetsuppgifter och ansvarsområden som chef när du började 

arbeta i denna butik fram tills idag 

- Beskriv hur din position i butiken från det att du började fram tills idag 

- Beskriv fördelning av uppgifter och ansvar mellan chefer i butiken, om och hur har den 

förändrats över tid? (Delegering av arbetsuppgifter? 

 

Del 2, Ledarskap 

- Beskriv utförligt ditt ledarskap från när du började fram till idag 

- Hur skulle dina underordnade beskriva ditt ledarskap? 

Del 3, Deltidsanställningar 

- Beskriv om och hur ditt ledarskap av heltids anställda och deltidsanställda skiljer sig åt. 

- Beskriv utförligt om och hur hanteringen av deltidsanställningar har påverkat dina 

arbetsuppgifter och dina ansvarsområden som chef? 

- Vad har du/ ni för motivering till att anställda personal på deltid? 

Appendix 2 Interviews 

Interview 1, Store A 

This story is about the store manager of this store, besides that, she is also one of two owners 

of the store. Her name is Sarah, she has been a part of this store since the beginning nine years 

ago. This is not Sarah's first interaction with the business, she has over 25 years of experience 

from retail management. In addition, she has a university degree and leadership education that 

the organisation provides. 

 

Today Sarah has the main responsibility of the store. In broad terms, Sara's role as store manager 

has been the same since she started, but parts of the tasks and responsibilities have changed 

since they have been delegated to department managers. In addition, today the four department 

managers are responsible of employee management, pricing, budgeting, product assortment and 

marketing issues. In the beginning, Sarah's main focus was on keeping everything going 

through performing tasks correctly and to build up the store. Today Sarah is able to be more 

engaged and she focuses on creating and developing structures and systems that will benefit 
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and facilitate development of the employees, because according to Sarah, employees are the 

engine towards innovations and improvements. Sarah's role as the store manager revolves 

around coaching and encouraging the department managers. Therefore, her tasks today are to 

ensure that the department managers are able to perform at their best, and Sarah focuses on 

supporting them in their daily work so that they are able to succeed with their tasks and 

responsibilities. Sarah describes her leadership as clear and forthright, being involved, allow 

department managers freedom to take own initiative and to be brave and daring. Since the store 

has grown, Sarah does not herself have the responsibility for employees. The responsibility of 

the employees is dedicated the four department managers, and therefore Sarah has limited 

interaction with the employees. 

Interview 2, Store A 

This story is about John, he is one of the four department managers working in this store. John 

does not have any formal education, he has advanced through the years to the position he obtains 

today. John has worked in the store for the last three and a half years. John started his journey 

as an ordinary employee who worked on the floor in the store. John was promoted two years 

ago and became department manager, at that time he had four subordinates that he was in charge 

of. In the beginning, John spent the main portion of his time working with more practical things 

in the department such as refilling products, ordering and exposure. He did not at all focus on 

the management issues regarding the subordinates. Today John’s role as department manager 

involves managing ten employees, five FT and five PT employees. Today John has taken a step 

back, and he spends most of his time overseeing the performance of his employees. 

 

John describes that he has gained knowledge and experience that he did not have when he 

initially started working as department manager. Moreover, this journey has entailed changes 

for John, now his tasks and responsibilities are directed towards the overall performance of the 

department including delivery, pricing, managing employees and their development, 

scheduling, striving to be more effective and John is constantly striving for new achievements. 

Another big difference in John's role is that he today delegates his tasks much more to his three 

assistant managers. This is something John has to do because otherwise the workload would be 

too intense, since there are more employees that he supervises. The tasks that John has started 

to delegate in order to decrease the workload are tasks that he considers that they are able to 

manage and implement with the same quality as before, such as ordering, exposuring and 
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refilling products. However, even though John is delegating some of the tasks, he still describes 

that the workload has increased due to the fact that there is more individuals to manage. 

 

In the beginning John's leadership was of the harder nature and he did not think much about the 

persons that he was leading instead John focused on that the department was maintained in 

order to be  appealing to customers, and if the others was failing to keep up with his pace, he 

kept on work even harder. Later when John got more responsibilities, he needed to adjust his 

leadership, which was very stimulating for him as a person. John as a person has become much 

calmer and more confident in himself as a leader and very committed, but he can become very 

heated. John’s interpretation of himself is that he sometime does not listen to employees when 

they talk to him in the midst of everyday stress but he points out that when they are in peace 

and quiet, it is very easy to talk to him. 

 

John today focus on how he can make his department to one of the best and he thinks that 

employees can always develop to new levels if he as a leader coaches them in the right way. 

John also tries to infect his engagement and interest in the job on his employees by 

demonstrating through action. The main difference from when John started as a manager until 

today is that he is present, he works ten hours per day, Monday to Friday, and even though he 

works, so much he brings his work home. After John has finished a day in the store, he then 

works with the administrative tasks, which is something that he describes as negative for his 

life outside the work. 

 

In John's workday, he manages five full time employees and five PT employees. John's 

leadership between these two different employments is different. John describes his leadership 

as different to each employee and mostly different between assistant managers and ordinary 

employees. John's leadership towards his assistant managers and those who work full time is 

more harder and he sets higher demands on them than on PT employees. Towards PT 

employees, John is more softer because they often lack knowledge about the work and they 

often have lower engagement, which require more time and interaction. John therefore suggests 

that all employees should work FT. According to John the negative effects by incorporating PT 

employment is that it increases the workload by managing more individuals. 
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Interview 3, Store A 

This story is about Jane, she is one out of four department managers working in this store and 

she is also the HR manager. She has been a part of the organisation for the last four years, and 

prior to that Jane worked in other similar stores, in total, she has worked in the food retail 

business for the past twelve years. Jane has a bachelor degree in human resources management, 

which are the reasons that she is now responsible for the recruitments of the store. She started 

as assistant manager in the same department, which she currently is the manager of. As assistant 

manager, she had some tasks and responsibilities regarding the daily operation of the 

department, it was Jane´s responsibility to see to that everything run smoothly and if there were 

any problems. In conjunction with that, the former manager of this department received another 

management position in the store, Jane took over as the new department manager. This was 

three years ago, and her role in the store have kept on changing ever since. 

 

Every day starts early, sometimes Jane arrives at the store at six o'clock and starts working with 

the preparation for the day. Each day is different, and includes several of tasks that will need 

Jane's attention. For instance, Jane could start her day of by preparing and overseeing the daily 

operations of the department of which she is responsible off, and almost every day something 

happens that changes the course of the day and forces Jane to shift focus and change her 

priorities of the day. The tasks that Jane had initially planned to dress this day get put aside, and 

she focuses on the urgent issues that needs her attention. One of the main tasks of Jane's role is 

the tasks involving the planning and sorting out how many employees there need to be at certain 

days and times at the store. Since every day is different in terms of customer traffic, there needs 

to be some flexibility in regards of how many employees that are working, the need for 

employees varies. Jane and her assistant managers are guessing how busy the store will be, and 

based on that they organise and plan the schedule for the department. This is a constantly 

ongoing process, and it requires Jane's full attention. Since the scheduling and the management 

of employees is time consuming, Jane is delegating other tasks to her assistant manager in order 

to keep up with her workload, such as ordering. Already when Jane was the assistant manager, 

the tasks were delegated and this is something that Jane is still keen on doing. In order to keep 

up and ensure that the tasks are performed accurately, there are regular meetings where Jane 

goes through what needs to be addressed. 
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Since Jane started working at the store, her tasks and responsibilities have changed gradually, 

especially since she has been promoted from assistant manager to department manager. With 

her new role as department manager, her main responsibility revolves around the management 

of subordinates. 

 

According to Jane herself, she has some problems with delegating tasks, this is due to her need 

of being in control, and this affects her leadership. She feels that she needs to be constantly 

involved and she is not comfortable with the thought of handing over the responsibility to 

others. However, with the increased responsibilities as both department manager and HR 

manager Jane needs to delegate tasks to her assistant manager. Which implies that she needs to 

be able to rely on the assistant manager, and that he or she is capable of handling and taking 

care of the daily operations while Jane has a more overall responsibility and focuses on 

employment management and other HR issues.  

 

In the department that Jane is the manager of there are a total number of twenty eight employees 

and six of them are FT employees and twenty two are PT employees which has been the same 

number since she started as a department manager. Jane describes that there is a need of having 

employees who work part time because of the shifting demands of the amount of employees 

every day, and this requires a certain flexibility of the employees. According to Jane, the need 

of PT employment is set by the food retailing business and because of the structure of the 

business, due to the opening hours and especially based on the demand set by the intensity of 

the customer traffic there is a need for PT employment, which satisfies the flexibility that is in 

demand. According to Jane, this is also something that suits and is requested by a portion of the 

employees, as there are individuals who want to work less hours as they combine work in the 

store, with for example, studies. Sometimes Jane is approached by employees who point out 

that they are pursuing to gain more hours, sometimes they want to gain more hours just this 

once, but there are those who are asking for more hours on a more permanent basis. However, 

this is something that is out of control for Jane, she is not in the position that she can grant the 

demands of all employees, it depends solely on the need for manning the store. Employees who 

request more times during the day often approach Jane, but this is also accompanied with some 

problems. During daytime, it is usually a low customer flow, and that causes a lower need for 

employees unlike the evenings and at the end of the week when considerably more customers 

visit the store. 
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One aspect that influences her leadership and her ability of being a leader is the lack of direct 

communication with a large portion of her subordinates, PT employees. They work irregular 

hours, which implies that they are not in the store during the same hours, and that they must 

rely on alternative communication channels. Jane has some experience regarding what happens 

when the employees require increased working hours, there is not unusual that employees seek 

employment somewhere else as a complement to their work at the store that they decide to 

terminate their employment, in order to start a new employment that promises more hours. This 

entails that Jane, as the HR manager, needs to find new candidates for recruitment. Now most 

of the time at work Jane spends in her office with the time consuming preparations and planning 

for the summer. Since Jane is, besides department manager, the HR manager she has the main 

responsibility of both the recruitment and the scheduling, and right now in the spring, Jane has 

a hectic period due to the upcoming summer holidays. 

 

Sometime around four or five o’clock Jane’s day at the store ends and she goes home, and 

returns the next day doing it all over again. 

Interview 4, Store A 

This story is based on Ben, one of the department managers of this store. He has over nine years 

of experience as department manager, and he has been a part of this store since the store 

welcomed its first customer. In the department of which Ben is the manager of there, a total 

number of thirty-five employees, and thirty-two of them are PT employees. 

 

Ben has had the same tasks and responsibilities since he began as a department manager. His 

tasks and responsibilities consist of management of employees such as scheduling, recruitment, 

and appraisals. He is also responsible of the daily operations of the department, budget and 

economic questions, sales, price, purchases and deliveries and assortments. However, Ben also 

has new tasks and responsibilities, such as leading development projects within the store in 

order to improve their efficiency. He also has a temporary responsibility over some vacant 

positions that have not yet been filled. This increases upon Ben´s workload and the need of 

delegating task is increasing. The difference from the beginning and his tasks today is that now 

Ben is in charge of the marketing of the store. As a market coordinator, Ben is in responsible 

for promotions and responsible for any correction of joint promotions and advertising that 

covers the entire organisation.   
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In Ben’s department, four assistant managers are there with the purpose of assisting Ben in the 

work with running the department. Since Ben's workload has increased, the amount of tasks 

that is delegated has increased. This has resulted in that it is mainly the assistant managers who 

are in fact running the daily operation. According to Ben the need of delegation is two sides of 

a coin, he needs to be relieved from some of the workload and the assistant managers need to 

gain more responsibilities so that they have the ability to evolve in their own roles. In addition, 

there by, Ben tries to match the tasks that he is delegating to the aspirations of his assistant 

managers. When Ben was just starting out as a manager his focus was primarily on himself and 

his own achievements. Nevertheless, as the times have passed and Ben has gained experience, 

his leadership has evolved and today he focuses on team building. Today Ben is more involved 

in the development of each of the employees, and his motivation is to guide them to so that they 

are able to advance in their own careers. 

 

The essence of Ben's leadership is to get all employees involved in the business. Which in Ben's 

case, means that he has a dialog with all subordinates and his assistant managers where he 

informs them about how the department is performing and what areas that needs to be improved. 

One part of Ben's leadership is that he tries to show how different aspects are connected and 

how it influences the whole picture. For instance, by striving for a neat and tidy in the 

department with organised stock it would increase the effectiveness and eliminate unnecessary 

losses. In order to, according to Ben, be a good leader it is important to take time, talk to the 

employees, and listen to what they have to say. This is one way to improve the constant ongoing 

strive for improving the department, something that according to Ben has been one of the keys 

to the successes of the store. Ben also describes that it is important to give acknowledgement, 

and see to it so that all employees are appreciated for their efforts. When Ben describes his 

leadership, he also talks about that in his case he is clear about what he expects from his 

subordinates in terms of their performance. Therefor he presents the goals in forms of deadlines 

and tries to motivate them to pursue these goals. 

 

In Ben´s role as department manager, he is responsible for the supervision of subordinates, this 

includes scheduling their working hours and having continuous appraisal. Ben describes that 

the difference of managing FT employees and PT employees is that he does not interact to the 

same extent to those who work part-time due to their irregular hours. According to Ben, due to 

the difference in sales and customer traffic the demand of varies, and therefore it is necessary 

to employ people on part-time since it facilitates the flexibility that is required. Ben describes 
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this as a disadvantage, to not be able to offer his subordinates who ask for FT employment, and 

at the same time, his perception is that the majority of the employees are satisfied based on the 

compensation for working during inconvenient hours. Since Ben took over and now is 

managing additional tasks that are supposed to be performed by another manager his workload 

have increased as well as the amount of individuals he is managing. 

Interview 5, Store A 

This story is about Adam, he has been working in this store as a department manager in nine 

years, and is one of the department managers of this store. Sine Adam started working in this 

store he has attended training provided by the organisation, other than that he lack of formal 

education and has worked his way up the ladder to his current position. 

 

Initially Adam's role as a department manager constituted of various of different tasks and 

responsibilities, the financial responsibility of the department, purchase of products and 

assortments, pricing, product management and the managing of subordinates. With the passage 

of time, Adams practical tasks have changed and he is now responsible for the long-term 

development of both the department and the employees. Adam describes that in the early days 

the store manager was more involved and present in the managing of the daily operations, and 

nowadays it is mostly up to the department managers to ensure that the store is up and running 

according to the plan. 

 

In order to keep up with his tasks as department manager Adam have five assistant managers 

in his department that are relieving him the workload. Adam describes that their main purpose 

is to cover the areas, which he himself is not able to address due to his workload. 

 

According to Adam his leadership style revolves around being well organised, structured and 

he highlights the importance of keeping it together and being calm when things get stressful as 

they often are in the food retail business. In the beginning Adam's focus was mainly directed 

on his own performance, the tasks who required immediate attention and how to improve the 

department. This was something that he would do all by himself, and as Ben describes it, it was 

the only way for him to ensure that the tasks were performed accurately. Nowadays, he 

understands the importance of being a more present manager in order to be able to follow up 

the development of both the department and the employees. 
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In the department, that Adam is manager of there are in total 13 employees, and ten of them are 

working PT. As department manager, it is Adam's responsibility of ensuring that everything 

regarding the scheduling, meetings and the welfare of the employees are seen to and catered. 

Adam describes that his role as a department manager includes encouraging and providing the 

employees with opportunities to evolve. Due to the different employment forms, PT and FT, 

there are different responsibilities and tasks of the employees. According to Adam the FT 

employees in his department is often assigned a certain area of responsibility, implying that it 

is associated with higher demands and expectations of the employee and also this result in a 

more close collaboration. In order to keep up with and cope with all of the tasks, Adam is 

delegating some of the responsibility regarding the PT employees to his assistant managers. 

Adam describes the situation in his department, and his experience regarding PT employees, 

and in particular that they are a necessary part of the department. The tasks that are performed 

in the department are sometimes monotonous, and require rotation of the employees in order to 

enable variation. In addition, through the irregular hours of PT employees this is something 

that, according to Adam is possible. And additional aspect that is valuable in regards of PT 

employment is that they are often eager to fill in when there is absence or when there is a need 

of extra personnel in the department, something that facilitates the role of Adam since he is 

responsible for ensuring that the department is manned at all hours. Although, Adam describes 

that the downside is that if the PT employees are not gaining as much hours as they desire, they 

tend to leave in order to seek a more satisfying employment elsewhere. 

Interview 6, Store B 

This story is based on Jack, he is the store manager and a co-owner of the store. He has been a 

part of the store since the very beginning of this store eight years ago. Before Jack started his 

journey with this store, he had prior experience from being a store manager and department 

manager within the same organisation but in different store concepts providing Jack with 

several of years and experience. In the beginning eight years ago, Jack's role was in many ways 

comparable to a mentor, it was up to Jack to teach and introduce the employees so that they 

gained the knowledge they needed in order to perform their tasks. 

 

In the beginning, when Jack and his business partner were first starting up, their main focus 

was to create a solid ground for the store and basically focusing on the basics. They started by 

recruiting the members of the management. After they have recruited the individuals that were 
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going to be in charge of the different departments in the store, Jack together with the department 

manager, conducted the remaining requirements together. 

 

Today, Jack's tasks and responsibilities revolves around ensuring that everything in the store 

runs smoothly, that the store is well kept and appealing to customers, he decides on investments, 

handles reconstructions and is aware of the changes in the surroundings through having an 

external focus and ensure that the store provides a high standard and service to its customers. 

A normal day for Jack usually starts with a meeting with all six department managers in order 

to make sure that every department works and if there is anyone who is sick and how to solve 

the problem. Therefore, Jack describes that every working day consist of coaching and 

managing of department managers. Jack also describes that he every week has a meeting with 

all department managers and the owner and two times per year a meeting with the whole store. 

 

During the years that have passed since the store opened, the largest change for Jack is that he 

has delegated what initially was his responsibilities to the six department managers. In addition, 

it is now their responsibility to find new requirements, scheduling, control and leadership. 

According to Jack, every department of the store is just like an individual store which has their 

own routines and job descriptions within the store, this is the main difference from the 

beginning. Jack also describes that these department managers also delegate some of their tasks 

to assistant managers in order to decrease the workload. The main difference in regards of Jack's 

role is that he has delegated much of the tasks associated with the leadership of subordinates, 

leaving Jack with only the responsibility of leading the department managers. The main focus 

of Jack's leadership is to have a clear and complete picture of the situation and build confidence 

with the employees. 

 

The day for some of the employees start at five o’clock in the morning, and the last employees 

leave the store at half past ten in the evening. These hours have expanded since the opening of 

the store based on the demand of the customers. Based on Jack's perception the motivation for 

adopting PT employment as part of the employment strategy, is due to the long opening hours 

of the store. In order to create ways of communication and knowledge sharing Jack has 

introduced a communication platform in order to facilitate the communication between 

employees and management. This is a way of ensuring that all employees are informed, 

regardless if they only work a few hours each month. Jack describes that there are differences 

between FT employees and PT employees. The main difference is that he has higher demands 
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on department managers and FT employees, but in the end, the customer should not know what 

position and employment the person has. Based on Jack's experience it is sometimes those 

employees that are working FT that the managers need to motivate, and not to the same extent 

of those who work part-time. According to him PT employees can for instance have five hours 

per week on the schedule and in those five hours PT employees is engaged and motivated to do 

their work compared to FT employees who work forty hours per week and can easily get tired 

of the work. Based on the demand of flexibility Jack describes that it would be a significant 

disadvantage to mainly pursue FT employment. 

Interview 7, Store B 

This story is about one of the department managers of this store. Dave, as he is called, has been 

a part of this store since they first opened the doors eight years ago. Dave has worked his way 

up to the position he holds today. During his time as manager, Dave has taken part of training 

that is provided by the organisation, where he has gained knowledge regarding labor law, 

leadership, benchmarking programs. 

 

In the beginning, Dave managed thirty-six employees and he had appraisals with every 

employee, but in the end, he realised that this was not sustainable and nowadays he only has 

appraisals with the four employees who work FT. Today Dave manages over fifty employees 

and his main focus is the welfare of employees. Ever since the store opened Dave has been in 

charge of the scheduling, he is responsible for all employees in this department and has not 

delegated this task. Otherwise, Dave has delegated almost everything of his original tasks and 

responsibilities, such as ordering and exposure. Dave himself does not see it as the workload 

has increased by having more employees to manage, although Dave explains that he has 

delegated tasks and responsibilities because otherwise he would not cope with the workload. 

 

Dave delegates to seven assistant managers. Dave has delegated some of the responsibility of 

management to his assistant managers and they are in charge of sorting out issues regarding 

absence in the workforce. Dave values their function and remarks that it would be problematic 

not having them as his right hand. For instance there can go weeks between the times when 

Dave have the opportunity of meeting some of his employees that work PT and therefore it is 

necessary for Dave to have managers below him that can take this responsibility and also 

develop and talk with them. Other tasks that Dave has delegated to assistant managers are the 

appraisals for PT employees, but this was hard for him to let go because he has a need for being 
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in control. Today Dave focuses on communication with employees in his leadership, his 

intention is to be present, and available for his employees if they need to talk to him, this is 

something that Dave believes is important to do constantly. 

 

Dave considers that there are both advantages and disadvantages with PT employments. The 

advantages are that FT employees do not need to work every weekend and if someone gets sick, 

they can call a PT employee. Therefore, Dave believes that it would be very vulnerable if there 

were not PT employments. The disadvantages is that if there is an PT employee who only work 

weekends it takes a long time about half a year before the employee has learned everything and 

is confident in the work. Dave believes that this can be prevented by a longer introduction so 

that they can learn.  

Interview 8, Store B   

This story is about Tom, he is one out of sex department managers. He has worked within this 

organisation since he was sixteen years old but in different stores. Tom started at this specific 

store seven and a half years ago as an ordinary employee in one of the other department, later 

on Tom became assistant manager. During the last four years, he has worked as department 

manager and is responsible of seven departments in this store. 

 

One of the aspects that Tom considers when he does the schedule is based on when they are 

expecting deliveries of goods, Tom explains that they get delivery five times a week. During 

the week, each day starts at half past five in the morning so that they have time to replenish 

goods before the store opens. Meaning that Tom has scheduled employees after the flow of the 

products and deliveries and most of the employees that he manage start in the morning and quit 

around three o'clock, someone might work until seven o'clock in the evening. If problems arise, 

if someone gets sick or has taken leave of absence, Tom describes that mostly there is no need 

for finding a replacement, since the job can be done tomorrow. During the weekends, there are 

fewer employees mostly because it is cost efficient and there is not much work to do, except 

keeping the departments appealing to customers. All of this, according to Tom, have resulted 

in effectiveness through reducing hours when someone is sick or have taken time off and better 

cohesion in the department. 

 

When Tom was the assistant manager he did not have any space to determine and plan, this is 

something that has changed since he became department manager. Tom believes that his work 
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has developed and he has succeeded with reducing working hours without dismiss someone so 

that the department have higher turnover than what it had three years ago. In the beginning, 

much of Tom's tasks and responsibilities were connected to the daily operation, such as 

ordering, refilling products, assortment, and exposure. If he today should state what his tasks 

are, the list would be long, but one task that takes more than half of his time is management of 

employees. Otherwise, his tasks are to motivate, inform, dedicated, resolve possible conflicts 

and managed sixteen different individuals. Moreover, according to Tom he does not have 

enough time for these tasks mentioned above even though he delegates. Tom has four assistant 

managers, they are there to facilitate Tom's jobs otherwise it will be too much to keep track for 

him. In the beginning, four years ago, Tom had problems with delegating tasks because the 

person who Tom replaced had a need of control and wanted to be a part of everything that 

happened. Her work and structure affected Tom and this is something that he has tried to 

remove. Tom has tried to remove this by educations given by the organisation in order to get 

advice and knowledge how it is to be a manager.   

 

After Tom has described all the above changes, he realised that he has not encountered 

resistance or conflicts when he has implemented these. Nevertheless, he believes that it is 

because always when he implements changes he does it soft and he makes sure that all 

employees are on board and understand the purpose of the change. Before he has implemented 

the change, he has asked his employees if they have any comments on the change and they are 

a part in the process because it is the employees who will be affected by the change. Tom as a 

department manager wants a convivial atmosphere and his ambition is that all employees are 

working together as a group and not individual. He describes himself as orderly, structured, 

fair, serious and someone that treats everyone equally. Tom himself believes that he has made 

his leadership more efficient the last four years. 

 

The allocation between employments in Tom’s departments today is twelve FT employees and 

four PT employees. In the last four years PT employments has decreased with three employees 

that only worked weekends and five hours per week, but today these have been removed. Tom 

describes that when someone decides to leave the store they have not recruited new employees, 

he has in turn divided the person's hours, tasks and responsibilities on existing employees, for 

instance on PT employees. However, in the same time Tom’s perception right now is that, they 

are undermanned and according to him, employees should stay to eight o'clock in the evening 

in order to keep up with tasks such as refilling campaign products. Tom also thinks that they 
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should have employees like PT employees who only work every other weekend and employees 

that want to work and therefore just waiting by the phone. In the same time, Tom’s perception 

is that FT employees are more involved and dedicated than PT employees. Tom also thinks that 

the store gets vulnerable by only having FT employees, because if someone is sick in three 

days, Tom then needs to replace twenty-four working hours on employees that already work 

FT. 

Interview 9, Store B 

This story is about Mike, he is one of the department managers in this store. Mike started his 

employment in this organisation twenty-two years ago, during which he has worked in four 

different stores and gaining experience of various positions. Mike has worked at almost all 

levels, from ordinary employee to assistant manager to department manager to store manager. 

During the last three years, he has worked as department manager in this store. Over the years, 

Mike has gained training and education arranged by the employer regarding leadership, 

business management training, practical business knowledge and quality education. 

 

The tasks that Mike performed when he started working at this store, three years ago, was 

focused on problem solving, ensuring that work practices was followed and executed correctly. 

Mike describes that initially he was able to be more involved in the daily work then he is today, 

but due to the increased workload these tasks allowed him to be more present when he today 

delegate tasks to his two assistant managers. 

 

During the last three years as a manager Mike has realised that more and more about his tasks 

revolves around the welfare of employees and that his tasks only include personnel matters 

which includes scheduling, communicating with employees in order to ensure that they have 

goals to strive for, such as sales statistics. Mike believes that this structure has been a success 

for this store. 

 

When Mike was more involved in his daily work, he had a strong need of always being in 

control. This is something that over time has been reduced, and especially since Mike has more 

responsibilities towards employees. To a large extent Mike's leadership focuses on developing 

his employees and creating relationship between him and them. Mike's ambition is that his 

subordinates shall strive to development and he wants to be a part in this process.   
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Mike manages thirty employees, only two of them work FT and the remaining twenty-eight 

work PT. According to Mike the reasons for having PT employment in the store is mainly based 

on the fact that the long opening hours demands more flexibility which is facilitated by PT 

employment. Mike also feels that the department is not as vulnerable as it could be if Mike only 

had FT employees. Mike also points out that the workload has increased, because they are 

supposed to do more work but in the same amount of time. Even though the workforce is 

dominant by PT employees Mike's view is that they are satisfied with the employment and they 

do not aspire for more hours. One thing that can be seen as an disadvantages is that Mike is 

more available today than he was twenty two years ago because there are cellphones. Now 

employees can call him any time at the day even though he is off duty. 

Interview 10, Store B 

This story is based on one of the department managers, her name is Amy, and she has worked 

within the organisation for the last eight years. She started her journey as department manager 

nine years ago in another store, this was just a short period lasting just about a year, and Amy 

joined the others in this store just when it was opening for the first time eight years ago. During 

these years Amy has completed training for managers, how to manage business and during this 

last year she has attended business school provided by the organisation. 

 

According to Amy, it has taken her five years to build up the department with routines, to get 

the employees to work by themselves and not rely on her constant directions. This means that 

she was more involved in the daily operations such as ordering and exposure. Amy describes 

that her years as a department manager in this store has been a journey. She has developed both 

as a person and as a manager. Ever since the beginning it has always been Amy's responsibility 

to ensure that the daily operations are running smoothly, hiring new staff, organising the 

schedule, budgeting and ensuring that both her and the employees follow the concept that the 

store requires. 

 

Amy´s ambition has always been that all employees need to be able to keep track of what to do, 

when to do it and how to do it. Her ambition is converted into reality. Amy's need of control 

has decreased and she has developed trust to the employees that they are able to perform their 

tasks without her constant presence. Today Amy does not need to be as involved as she was in 

the beginning, eight years ago, now she can be more in the office, and she has delegated most 

of the tasks to her assistant manager. In order to be able to communicate and facilitate the 
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collaboration of all employees in the department there are regular meetings every week with 

mandatory attendance of all employees.   

 

Eight years ago, Amy had the responsibility of six employees, one of them worked FT, and the 

remaining five worked PT. In eight years, the workforce has increased by one PT employee. 

Amy also thinks that the workload has increased in these eight years because their sales have 

increased. However, one major problem that Amy has encountered during these eight years is 

to get every PT employee involved. In order to solve this problem they are implementing 

something that is called leading store management, which is built on lean production, with the 

purpose to improve the efficiency of the daily work, in order to increase employee’s 

involvement and facilitate communication. This concept is new and started eight weeks ago. 

Amy suggest that the best alternative would be to only have FT employees, because she feels 

that it would increase the effectiveness and the workload would decrease, but this is a question 

of what is most profitable. 

 


