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Abstract

To be able to attract, retain and develop talented individuals to managerial positions
is important for organizations. Recently, however, there are indications that young
professionals are reluctant to accept a leadership role. There is a lack of research exploring
the reasons for this reluctance and investigating the working conditions and health of
young managers; especially within heavy industries such as mining. The aim of the study
is to gain a deeper understanding of the factors affecting the health and sustainability of
young managers in the mining industry. A qualitative case study is conducted based on
in-depth interviews with 10 managers aged 35 years or younger at a large international
mining company in Northern Europe. A content analysis indicated several straining
and facilitating aspects of the work situation in terms of maintaining sustainability
and good health. The resulting themes are analyzed and discussed through the lens of
the Job-demand-control-support (JDCS) model. Perceived stimulation, growth, and
development seems to have a facilitating role in promoting sustainability and health,
and is one theme that stood out from complete adaptation to the model. The study
contributes with insights into how this model can be applied to a specific professional
group (young managers) and in a certain context (mining and similar heavy industry).
The findings have practical implications for organizations regarding the ability to ensure
good, healthy, attractive, and sustainable working conditions for young managers.
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Introduction

There is considerable evidence identifying leadership as a central aspect in the func-
tioning, performance, and success of organizations (Zaccaro et al., 2001; Yukl, 2012).
To attract, retain and develop talented individuals to managerial positions is hence vital
for the survival of organizations (Epitropaki, 2018). However, recent indications suggest
that an increasing number of professionals, particularly young individuals, are reluctant
to take on the responsibility of a leadership role (Chernyshenko et al., 2017). Several
of the explanations given for this development are related to the perceived possibility
of maintaining a balanced, healthy, and sustainable life situation in a leadership role.
A Swedish survey (Rorstrom, 2005) indicates that young people do not consider a
managerial career as desirable, because of the high demands and expectations that
organizations place on managers today. In a similar way, an American study concludes
that young professionals appear to hesitate to take on a managerial position because
they fear having to sacrifice work — life balance, and that young people tend to be less
inclined to accept a work situation that is not viewed as healthy or attractive on a long-
term basis (Torres, 2014).

Based on those findings, application of the concept of sustainability to employees
in an organization may be considered central in understanding what makes managerial
roles attractive to young professionals. Sustainable employment has been defined as the
extent to which employees are able and willing to remain working for the organization
in the present and in the future, and is determined by a healthy organizational culture
(van Dam et al., 2017; Mohrman and Worley, 2010). It is hence an important
organizational matter to offer young managers preconditions that promote health and
employee sustainability in the managerial role.

In terms of health and wellbeing, previous leadership research has focused primarily
on the effect of leadership on the health of their subordinates. Several studies have
concluded that leadership performance and leader behaviors affect both organizational
outcomes such as quality and productivity as well as individual outcomes such as
employee health and the experience of the work environment (Bass and Bass, 2008;
Larsson and Vinberg, 2010). The health and wellbeing of the managers themselves,
however, has been significantly less researched. For example, few studies have focused
on factors that contribute to managers job satisfaction, health and well-being,
sustainability in the role or intention to leave (Rorstrom, 2005).



An exception is a Swedish study of 1,088 managers in the public sector investigating the
risk of stress and illness in relation to managerial level and gender. The study revealed
that women with lower-level management positions suffered significantly more of work-
related health problems than women in higher level management and male managers
(Bjorklund et al., 2013). One conclusion from this result was that organizations should
not only focus on offering managers support in developing their leadership skills, but
also pay increased attention to conditions in the work environment that ensure the
health of managers.

A few studies have also focused on the relationships between manager health,
leadership behaviors, and subordinate health and wellbeing. For example a systematic
review study showed that a low stress level and well-being of managers had a positive
influence on their subordinates’ stress level and well-being (Skakon et al., 2010). These
results may be explained by the findings of an interview study with 42 managers in
a large industry study showing that the managers felt better equipped to promote
and show interest for the well-being of their employees when they themselves were
of good health (Lundqvist et al., 2012). The apparent effect of manager well-being
on subordinate health and performance further emphasizes the importance of gaining
increased insights into factors affecting the health and sustainability of managers.

It should be noted, however, that almost all the studies included in the review were
quantitative and cross sectional. In the research of leadership health and its effect on the
sustainability and retention of managers, as well as and other organizational outcomes,
there is a lack of longitudinal and qualitative studies of good quality that take different
contexts and mediating factors into consideration (Wallo and Lundqvist , 2020).

The health of young managers

Looking into the existing research on manager health, hardly any include age or
generational factors. This is notable because a recent Swedish study on an extensive
number of managers within several different sectors revealed that young managers
(under the age of 30) perceive their work environment as more challenging than middle
aged and older managers, and that they are at significantly higher risk of suffering
from psychological health issues, such as depression and fatigue syndrome (Larsson and
Bjorklund, 2021).

Based on the few available studies on young and new managers there are reasons to
believe that the demands perceived as straining by young managers might differ some-
what from those of their older colleagues; in terms of struggling with issues such as
professional identity (Bolander et al., 2019; Sinclair, 2011), age discrimination (Snape
and Redman, 2003), inexperience in handling emotionally straining interpersonal
situations (Uen et al., 2009), and balancing work and family obligations (Torres, 2014).
To achieve an attractiveness in the leadership role to young professionals, and to ensure
sustainability of their health, several studies highlight the importance of providing the



right preconditions for this category of managers and to be attentive to the particular
support that they request and value (Saifman and Sherman, 2019). According to one of
the most accepted theories on occupational stress, the Job-Demand-Control-Support
model (JDCS; Johnson and Hall, 1988; Karasek and Theorell, 1990), worker health
is explained by the balance between different individual factors and organizational
conditions. When the demands (e.g., strains and challenges) of a certain role are
perceived as being overly high it can be stressful and detrimental to a person’s health.
The stress can, however, be counteracted by both a sense of control (e.g., autonomy,
resources, competence) and perceived social support. The perceived demands and needs
for support for specific individuals or organizational contexts needs to be identified in
order for an employer to ensure a healthy balance between demands and controlling
resources.

Even though the JDCS-model continues to be highly influential in occupational
stress and health literature, it has been criticized for several methodological weaknesses
such as variety and inconsistency in how the main dimensions are conceptualized and a
lack of individual difference variables (Kain and Jex, 2010). Reviews on the model have
called for future research to continue the development and further the understanding
of the theoretical underpinnings, e.g., by updating the taxonomy of jobs frequently
associated with different combinations of demands, control, and support, operationa-
lizing the dimensions in a way that interactive effects can be identified, and designing
industry- or role-specific measures of the dimensions to improve the consistency (Fila,
2016).

Still, hardly any studies have investigated the specific demands and challenges
perceived by young managers in their leadership roles and even less investigating
the factors that constitute a sense of control and support for this group of managers.
Therefore, identifying role-specific factors perceived as demanding and facilitating for
young managers contributes to increased knowledge of how to improve their health and
sustainability in the leadership role from a JDCS-framework.

Leadership in the mining industry

Provided that the functioning, health, and sustainability of managers depend to
a large extent on organizational preconditions, it is reasonable to assume that this
could vary between sectors and industries. Previous research has indicated high levels
of unaddressed mental health problems in male-dominated work settings (Battams
et al., 2014). ). As such, the mining industry has recently received attention at an
international level as an industry in which research and interventions to improve mental
health are warranted. For example, an Australian study focusing on mental health in
mining found significantly higher levels of mental health problems in this industry
compared to other industries, and that being a manager was one factor that contributed



significantly to bad health (Considine et al., 2017). Despite this, none of these studies
focused specifically on the managers’ own work environment.

The lack of research on the health and perceived working conditions of young
managers, especially within mining and similar industries, highlights the need for,
and relevance of studies that provide a deeper understanding of the complexities and
interacting aspects of the multifaceted concept of health and sustainability of young
individuals in a leadership role.

Aim and research questions

The main aim of the study is to increase knowledge relating to the perceived work
environment and working conditions of young managers in the mining industry. In
particular, the focus is on facilitating and straining conditions for young managers
pursuing a healthy and sustainable leadership career within the sector. Based on this
aim, the two research questions of the study are:

1. What aspects of their work environment can be perceived as straining in the
leadership role of young managers in a large mining company in Northern
Europe, that might have a negative impact on their health, wellbeing, and job
satisfaction?

2. What organizational conditions can be perceived as facilitating and desirable
in dealing with these potential strains in the leadership role of young managers
in a large mining company in Northern Europe?
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Method

Methodological approach

A qualitative case study (Yin, 1984) with an inductive explorative approach was
conducted in order to achieve a deeper understanding of the complexity and interaction
of factors affecting the perception young managers have of their work environment
and working conditions in relation to their health and well-being in their leadership
role. Hence, the approach of the study can be considered as mainly phenomenological,
in that it aims at investigating and describing a phenomenon on the basis of how it
is perceived and given meaning by the subject or a group of subjects, without the
researchers having any defined presuppositions (Giorgi, 1997).

Data collection

Data was collected through semi-structured interviews with 10 young managers (defined
as 35 years old or younger) within the Swedish operations in a large international
mining company with headquarters in Northern Europe. The age of the interviewees
was determined using the personnel system of the mining company. At the start of the
interview, we confirmed the age of the 10 interviewees that were selected at random
from the population of young managers at the mining company. The total number of
managers in the Swedish operations is 342, of which 42 are 35 years or younger.

A semi-structured interview guide was designed to investigate the research question
in depth (Oppenheim, 2000). The guide encompassed 34 questions that were based on
previous research on issues related to work environment and health.

The interview study was conducted as part of a larger project on organizational
and social work environment among managers at a large mining industry in Sweden,
(Larsson et al., 2022), exploring a broader range of issues than those of the study
reported here. A pilot interview was conducted with a first version of the interview
guide which resulted in a few minor modifications to improve, for example, the clarity
of the questions.
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Data was collected during the autumn of 2021, that is, during the pandemic. This
meant that it was not posable to conduct the interviews in person. Instead, the business
communication platform Microsoft Teams was used. Two interviewers participated in
each interview: the last author of the paper participated in all interviews and focused
on asking questions from the interview guide while the other focused on posing in-
depth and/or clarifying questions. The latter of these interviewers rotated between the
1st-4th authors of this paper. In other words, all five of the authors participated in the
interviews.

On average, the interviews lasted 92 minutes, with a minimum of 68 and maximum
of 133 minutes. This average excludes a few-minutes-break that was normally held
halfway through the interview. During the first part of the interview, the interviewers
presented themselves and the interviewee was informed about the study, its purpose,
and their rights.

After ten interviews, an assessment was made that theoretical saturation had been
reached. All the interviews were audio recorded and transcribed in full. The transcribed
interviews resulted in a total of 416 pages.

Analysis

A conventional content analysis (Hsich and Shannon, 2005) was conducted on the
transcribed material using the coding software NvivoR with the focus on the manifest
content of the interviews (Graneheim and Lundman, 2004). First, the transcriptions
were carefully read through to gain an overall understanding and familiarization of the
content.

Second, sentences with content related to the aim of the study were identified and
marked as meaning units. These meaning units were categorized into larger themes. We
then further refined the content of the themes by dividing them into smaller meaning
units that were provided with codes. In the next stage, the codes were compared with
each other and those reflecting similar content were assigned to a sub-category. The
emerging themes and sub-categories were read through to ensure that the coding had a
good fit with respective content.

The initial coding process was divided between four of the authors, each author
being responsible for the interviews in which they had participated. The authors met to
discuss thematization and to ensure that the themes were stringent. Internal homogeneity
and external heterogeneity of the subthemes was evaluated up until inter-researcher
agreement was reached. Some subthemes, having a large overlap or being too similar
to one another in content, ended up being combined as a result of these discussions. A
few sub-categories were also eliminated in this stage of the analysis process as they were
considered to fall outside the scope of the study. As the themes stabilized the transcripts
were revisited to ensure the texts were coded into the appropriate, refined themes.
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Ethical considerations

All the interviewees were provided with detailed information about the project, their
participation, use of the data, and their right to end their participation at any time. The
study is ethically approved by Swedish Ethical Review Board, Dnr: 2021-01392.
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Results

The analysis resulted in two overarching themes. Each corresponded to either of the
two research questions: one describing the straining factors and risks for mental ill
health among the managers and the other describing facilitating factors promoting
health and sustainability. These themes in turn consisted of several subthemes further
describing what appear to constitute strains and facilitating aspects in the role of the

young managers (see Table 1).

Table 1. Resulting themes with respective sub-themes, and the initially identified meaning

units.
Meaning unit Sub-theme Theme

Had I received more and better information about my authority Ambietous
and what right I have to make decisions. That would make it ) &

. assignment
a lot easier for me.
It feels difficult to take time off, and that is a stress, it is... Deficient
you feel that you do not have time to get sick. [...] Because at routines and
present I cannot delegate those tasks to my workers. staffing challenges
Too often it happens when you have a lot to do, the days just
float together, you barely take a coffee break, but you pick up

. TR Heavy workload
a cup and then you continue to work while drinking coffee.
hat you have to take a break whil laying with Suaining
--that you have to take a break while you are playing wit Work_life factors and
your daughter because you realize that you have to send an )
. N spillover health risks

email, or something like that.
It then became a completely different thing to sit in an open
office landscape because you take a completely different Physical
type of conversation. So in that sense, if you talk about the workplace
physical work environment, it is a bit of a challenge. challenges

It is difficult. [...] to communicate, to motivate. That is the
hardest part, I think. To be understood regarding how I want

it; clearly. It is a bit of a challenge. I'm a little insecure with

that.

Insecurity and

inadequacy
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I have always been able to lean against this management
philosophy and say that ”"We do not need to send this higher

Guidelines and

good.

up, instead we will decide on these things right here.” policies

Purely administrative, get some help. Because you get buried

by sitting and keeping track of each and all of the personnel. Formal and

/1'1 got a mentor in the first managerial role, and it was very interpersonal
support

It might have been good if they had been more proactive,
so that [ felt that there is a plan for me as a manager, in the

same way as there is a performance development plan for

Training, growth,

and development

Facilitating
factors for

health and

sustainability

employees.

I definitely feel that I get listened to in many different forums.
I do not feel like "okay, they do not listen to me because I am Mandate,

a young boss”, instead I still feel that people really take my influence, and

opinions and such seriously. So that... mm, I thrive in it.

Aexibility

Straining factors and health risks

The results indicate that the majority of the interviewed young managers are of good
health and enjoy their work. Although there are some downsides to the work and
there can sometimes be intense work periods, the general perception is that the work
is rewarding, varied, and stimulating. Most of the interviewees state that they feel
comfortable in their managerial role and generally feel that they have access to sufhcient
resources to lead their work group.

However, there are certain aspects of the manager position and the leadership role
that have been identified as being perceived as straining. In the following, straining
aspects that are claimed to, or could potentially, affect the health of the young managers
negatively are presented.

Ambiguous assignment

A factor perceived as important by the interviewees when it comes to contributing to
sustainable working conditions as a manager is the extent to which the assignments
and tasks in the role are clearly specified and explicitly communicated. Some of the
participants noted that there was a lack of written guidelines related to the leadership
role, which could lead to stress and insecurity.

Even though most of the participants state that their role description is relatively clear
t(fGthem, several also emphasized the importance of clarity. One participant shared



how task clarity in the present position is providing a sense of confidence and security,
whereas former job positions have been perceived as stressful due to role ambiguity:

The last workplace I had; it was not at all clear. It was really "throw
you in the lion’s cage and here you go, survive”. Maybe it was also a
little bit like that now when you started: since you did not have much
experience of it. But I still think that it... the work tasks are clear,

and that is probably why I feel quite confident in this job as well.
(IP2)

A few of the respondents are expressing a perceived lack of clarity regarding what level
of mandate comes with the managerial role. For example, not being clear about the
extent to which you are allowed to make your own decisions, or within what areas
you have the mandate to make decisions in relation to other organizational roles, such
as project leaders, is perceived as a cause for hesitations and a waste of time spent on
additional communication. This not only leads to a delay in production but also to a
feeling of frustration and stress among these managers.

My authority is not always clear. [...]. What can I do, what decisions
can I make? Had I received more and better information about my
authority and what right I have to make decisions. That would make
it a lot easier for me. (IP7)

In terms of unclear mandate, some participants also perceive a certain stress due to
a perceived unclarity about the kind of managerial practices and behaviors that are
considered accepted and valued by the management. One of the participants expressed
this kind of uncertainty in relation to working from home:

And it has been a bit like that, yes, you have to work from home,

but at the same time it feels like a little pat on the back if you are at
work, and do they really have confidence? I feel very loyal and almost
have a bad conscience when working from home because it feels like

“ab, they think... now I really have to prove that I do what I should”
and such. (IPS)

Another aspect perceived as demanding in the leadership assignment is prioritizing

between tasks. Several of the participants claim that not having any clear structures or

principles to follow when making day to day decisions regarding what to prioritize, may
be stressful.

1t is also sometimes, when I am alone, then I become more stressed
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to get everything together, and insecure. And that is where this
Ah, have I done anything to make this job good? Did I forget
something?” comes in. [...] ‘am I doing the right things?” A little
confused in the role still perhaps, and maybe not really found a
concrete way of working, how I should have my days. (IP8)

Being unclear about what should be prioritized in a certain situation leads to worries
about spending time on the wrong tasks, to miss out on something important, and to
overtime work due to a fear of opting out on a task when not being able to differentiate
between their respective importance. Unclarities regarding priorities is also claimed to
result in more long-term, proactive tasks not being carried out at all, with potentially
negative and unforeseen (by the young manager) consequences further along. According
to several of the managers, a lack of clearly conveyed plans or policies on how to
prioritize in order to achieve more long-term goals may contribute to frustration.

There are many emergency on-call jobs, like:"This must be fixed now,
because. ..’ But it would be preferable to have a more long-term

perspective, working according to a plan. Not only for the day or next
week. (IP10)

Some of the managers explain that corporate politics and internal bureaucracy is
perceived as a burden in the leadership role. According to these participants, the strains
are rooted in uncertainty about informal rules, networks, and corporate politics. This
becomes especially evident as a young and inexperienced manager explains that:

Bureaucracy is an obstacle. And then there is also of course gaps in
your own knowledge. You do not really know which paths to take
and which threads to pull to get through your projects. I guess it is a
matter of experience and networking. (IP3)

Many of the young managers have high expectations o themselves and are eager to show
good results and please the higher management. A desire to be a top performer within
every area of the managerial role might also contribute to difficulties in prioritizing
tasks. This might lead to a high sense of stress when having time for, and excelling in,
every task within normal work hours turns out to be an impossible equation.

Deficient routines and staffing challenges

Several of the interviewed managers claim that dysfunctional or badly designed corporate
routines are factors that make the leadership role demanding and stressful. Functional
routines are seen as important for the managers, considering the relatively high turnover
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rates and generational change at certain departments. Some of the managers claim that
it is actually more or less up to themselves to invent and implement proactive and
systematic routines. This is perceived as particularly demanding as it often requires a
lot of time, effort, and coordination with other managers in corresponding positions.

And precisely in this case, we have huge structural problems and an
ongoing generational change. [... ] Large parts of my days are spent
on that. Structuring and trying to build this structure, where we are
not based on a dependency on certain individuals, but instead we
become an organization that possesses all the information. (IP9)

Routines for information and communication is another area that can be perceived
as potentially challenging. Insufficient information from the top management about
issues regarding your own managerial responsibilities can constitute a significant source
of stress to the young managers. This is partly because of difficulties in conveying
correct, clear, and relevant information to subordinates before they hear the news (or
some version of it) from unofhcial sources as well as perceived difficulties in managing
and feeling in control of decisions affecting their own business area without sufhicient
information of what is currently happening in the company.

Badly functioning routines regarding staffing and recruitment is another part of
leadership that many of the managers perceive as demanding. One challenge is to
attract and recruit personnel with the right competence. Even though this might be
a challenge to managers of all age groups in this sector, the results indicate that it
may be particularly stressful for young managers without the same broad network and
recruitment experience as older colleagues. Staffing is also perceived as pressing in terms
of making ends meet with scheduling. Several of the managers invest plenty of their
managerial time in finding solutions to cover up for personnel on, for example, sick- or
parental leave. As one of the managers puts it:

As I usually say, to manage staffing issues is a life-long puzzle.

Two of the managers request relief in the managerial role when the workload gets too
heavy. There is an expressed need for someone with adequate competence to delegate
to and who have the ability to be able to cover up for the manager at work peaks, or, in
the case of e.g., sickness absence. Being a young and relatively unexperienced manager,
the participants indicate that having access to senior co-workers with the right level of
competence in your team is viewed as particularly facilitating in terms of bringing a
sense of security and control over the workflows.

1t is mostly about having someone fto delegate to and having someone
who is there when you are away, who takes over the rudder. So that
you do not just jump out of the boat and let it float with the rapids,
and what happens happens. (IP3)
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Several of the participants claim that the main reason for perceived strain in the
managerial role is the absence of a specific role or function responsible for the planning
of mining operations and maintenance activities. A lack of routines and resources to
manage planning activities appears to have a potentially negative impact on the young
managers sense of control as well as possibilities to take on more strategic managerial
tasks.

1 may not have to go into town and buy one, a chisel or whatever it
may be. [...] And you often get short breaks, but three days a week
1 have to jump in as a planner, then I lose some focus on something
that I might want to get started on, which involves rather big
changes. (IPS).

Technical planning competence is of particularly interest to those expressing a desire to
get relief in managerial responsibilities through a specific planning function in the team.
This competence is seen as the most relevant to have in the work group as technical
planning tasks are often more difhicult to delegate because of the need for more specific
technical competence.

Because it would also mean that this technician could be redundant.
As it is now, it is the case that when I am not bere, then there is no
one to replace me. And what happens is that everything just hangs
in the air. It feels difficult to take time off, and that is a stress, it is. ..
you feel that you do not have time to get sick. [... | Because at the
present I cannot delegate those tasks to my workers. (IP3)

Because of this weakness in stafling, several of the managers express a desire to increase
the opportunities for competence transfer within the personnel group. In this way the
work situation of these managers would be less vulnerable.

Heavy workload

Around half of the participants claim to have a high workload in their position. This
situation is often viewed as being a result of the job description that is comprised
of too many different tasks, i.e., production issues, personnel responsibilities (e.g.,
development, administration, health issues, and conflict resolution), planning of
maintenance, and work environment responsibilities.

In addition, technological stress also adds to the workload. The managers are
expected to use several administrative software tools in performing their managerial
responsibilities. However, when these systems become numerous and badly integrated
with one another it can be experienced as more stressful than helpful. Some also express
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challenges related to software not being sufficiently user friendly or integrated with each
another in a way that facilitates doing the administrative tasks in question. Troublesome
IT-systems are claimed to take an unreasonable proportion of the young managers work
time and contributes to a heavy workload.

Some are good systems, but some are less good if 1 say it like that. They
can be very tedious to work with and... well, not user friendly. A lot
of unnecessary clicking. [...] So, it takes a little extra time when you
hawe to sit here in the evenings and weekends, when you may not
have anyone to ask either. (IP10)

Some of these managers cope with their situation by working overtime, while others try
to prioritize among tasks but experience a certain stress caused by feelings of inadequacy.
A high workload may lead to the managerial role not being perceived as sustainable in
the long term, particularly by those with children. As one manager put it:

"1t is clear that with the combination of toddlers and this type of role,
the workload would perhaps need to be a little better so that you can
survive in the long run as a person as well.” (IP6)

Administrative tasks in the managerial role are viewed by several managers as
burdensome. Some are of the opinion that internal support functions (e.g., HR
and Business administration) are constantly pushing these tasks on to the managers
themselves. This is considered by many to be time consuming and contributes to a sense
of stress in the managerial role.

1t feels like they start pushing out more and more. [... ] All the time
there are things that we should do that maybe HR has done before.
But it just ends up being more and more on us. That we should do it
as managers, and I think that is not really right. (IP 5)

According to some managers the time spent on increasing administrative assignments,
controls, and complicated personnel issues may well result in a lack of time for other
important leadership issues: such as development of routines and operations. One
manager describes a sense of lack of control when the workload is experienced as being
high, as certain tasks may fall between responsibilities and are not done properly. At
times when the workload is not as high, however, the manager feels a need to recover
lost assignments rather than using the calmer period for recuperating activities and
more strategic reflection. Apart from being an issue of numerous assignments, this
outcome is closely related to the young managers need for support in making priorities.

And then it means that you do not get as much time for reflection,
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to stop and think “what do I need to do?” Instead, you just work on
different projects and throw yourself a little here and a little there.
(IP3)

Another possible consequence of a heavy workload is insufficient time for the social
aspects of leadership. These social aspects are considered to be important both in
terms of finding room for recovery in a social context, even as a leader, and to get the
opportunity to walk around and be present among subordinates to get a sense of their
everyday work situation. The more social and interpersonal tasks in the managerial
role are seen as particularly important by the young managers because many value and
express an intention to perform a relational leadership focusing on developing good and
motivating relationships with their subordinates and in their team rather than a more
task and structure-oriented leadership.

Too often it happens when you have a lot to do, the days just float
together, you barely take a coffee break, but you pick up a cup and
then you continue to work while drinking coffee. Lunch is also taken
when you have time. Sometimes I do try to prioritize taking time.
Just sit in the coffee room even though I do not really have time, tune
in to the team, talk a little and so on. (IP5)

A heavy workload can also be perceived in terms of an emotionally demanding work
situation. One person shares how it can be straining to be emotionally engaged in some
personnel errands and personal issues among their staff. According to the participants,
this personal dedication may contribute to difficulties as a young manager to let go of
thoughts about work outside of work hours.

1t is both a personal commitment and even that there is a lot at
work that means that you cannot just let go of everything. So, it is a
combination. And then perhaps it becomes extra stressful. (IP3)

According to one participant, health is negatively affected by the straining work
situation and may easily become a negative spiral as the long work hours also lead to a
lack of time for recuperation, such as exercise and social activities.

But precisely for these heart-pounding activities, I have not had real
motivation and energy, and felt that I have had time. (IP3)

Nonetheless, most of the participants do not perceive the workload as a manager as

particularly heavier than previous roles as non-manager. One reason for this view
appears to be that even though their workload may be heavy during a period of time,
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it is often followed by a calmer period when they have the chance to work at a slower
pace or even take some time off.

The fact that periods of extraordinary workload are followed by more relaxed periods
is considered vital by most of the participants in their perception of the managerial role
as sustainable and attractive over time. A few of the managers that are relatively new
in their roles state that they would consider leaving their managerial position if the
presently pressing situation turns out to be permanent rather than temporary.

There should be challenges, but still, if the workload is like this, so
that you do not have to deliver 120% every single day, but that there
are these periods when you may deliver 80% and you still feel that “I
can do my job”. So, in some way, there need to be variations in the

load. (IP 10)

Work-life spillover

A proportion of the participants state that they experience work strain due to
experiencing an imbalance between time at work and other life activities such as time
with their family. According to these individuals, time does not always sufice to do all
of the work tasks during regular working hours, and they therefore feel more or less
obliged to work overtime or to take work home with them to do after work hours.
Another cause for experiencing imbalance is the sense that in their work role they
need to be available at all times. One manager explains how this perceived expectation
of being constantly available, even after regular work hours, has resulted in ill health.

1t is precisely that sometimes you are expected to be available all, all,
all the time, and that we may not always have been so good at not
calling and emailing each other outside office hours. It was a period

when we felt like “no, this is not possible”. (IP6)

Several of the participants state that they often have to interrupt their vacation in order
to take care of administrative personnel matters. This affects the possibility for recovery
and consequently their health. The main reason for this is claimed to be a lack of
administrative support functions or available stand-ins during vacations. Several of the
managers are of the opinion that the need to interrupt your vacation for these matters
decreases the attractiveness of the managerial position.

When they say you should not take the job home, then it really should
be always. You should not need to... [...] Its a cultural issue. It is a
habit “well, you are the boss, you shall go in and certify times even
though you are on holiday”. (IP7)
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Another way in which the young managers can experience an imbalance between work
and other parts of life is when thoughts of managerial responsibilities and challenges
in the work role continue rolling in the back of their minds even during time off. The
inability to leave troubles related to work at the workplace is seen as a potential source
to ill health and relational problems when it also affects their family life.

For example, that you have to take a break while you are playing
with your daughter because you realize that you have to send an
email, or something like that. At the same time as you are mentally,
maybe not completely 100% there either, but you are constantly
thinking “is there something I have forgotten? What am I going to do
tomorrow?” and worrying about things. (IP3)

Physical workplace challenges

Another organizational condition affected by the specific contextual aspects of the
work environment in the mining industry, is the design and physical characteristics
of the workplace. Even though there are no major complaints about the physical work
environment, a few of the managers explain that the design of the premises has affected
their work satisfaction negatively. The challenge in this domain mainly concerns
difficulties in getting access to a sequestered office space where they can have sensitive
conversations.

1 think it is quite nice really, because I enjoy open office landscapes
and I enjoy my office. But it has clearly become different since I
became manager. It then became a completely different thing fo sit in
an open office landscape because you take a completely different type
of conversation. So in that sense, if you talk about the physical work
environment, it is a bit of a challenge. (IP6)

However, additional obstacles in the physical design, such as spending the whole day
underground with no availability of daylight, is also mentioned in the interviews.
Spending entire days underground is experienced as tiresome, even considering that
this work placement is often compensated by shorter work hours. One manager, whose
posting is normally underground, also expressed a certain strain of not have access to a
work desk above ground.

I hawve an office down at [X] where I sit and work. So I go
underground every day. Some days I only have meetings, so maybe
1 can stay above ground. But I have no real place to sit. And now
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during the pandemic, I have had opportunities to work from home,
but as I understand it, it is a benefit that will disappear when the
pandemic is over. (IP3)

Some of the managers claim that one aspect of the job in a mining company that
had attracted them was its mobility. The role as a manager in the mining industry
normally involves a lot of walking around and physical movements. During the
pandemic, however, most of the managers have been working more from home and
mainly met coworkers through digital media. The work has involved less movement
and long hours in front of a computer. For some managers the increase in physical
inactivity in combination with more tightly scheduled meetings has led to a decrease in
job satisfaction and increased stress levels.

Otherwise, it can be a very mobile job. I can easily walk 10,000~
12,000 steps at work, so that... But it has become less with a lot of
meetings through Teams, and one books meetings very close together.
[-..] Personally, I am passionate about exercise and health so it is
clear that it is a plus if you can be active at work as well. (IP10)

Other managers rather view the lack of mobility as something that comes with the
leadership role per se, i.e., that hours at the desk dealing with administration is a
downside to the leadership role that you need to accept as a manager as opposed to
other roles in the company.

Insecurity and inadequacy

Another theme that emerged from the data material included challenges that relate
to dealing with and growing into the leadership role. This is about considerations
regarding their own identity, feelings of adequacy as a competent leader and perceived
difficulties in copying with interpersonal issues.

The results reveal that several of the young managers have experienced hesitation
towards taking on and continuing in the managerial role due to insufficient knowledge
or leadership skills for tackling certain situations or tasks. They often experience an
uncertainty in their role and spend considerable time on wondering about whether they
have acted correctly in a challenging situation or how they are perceived by others in
their leadership role. Examples of areas in which they question their own skills include
communication of goal and objectives, motivating subordinates, having confidence
enough to make uncomfortable decisions, make demands, and sticking to certain
principles.
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Where I'm insecure and maybe a little unsure is how I shall get
people to do what I want. To get it across. It is difficult. [... ] to
communicate, to motivate. That is the hardest part, I think. To be
understood regarding how I want if; clearly. 1t is a bit of a challenge.
I'm a little insecure with that. (IP7)

Some of the managers claim that a lack of training and competence development
within the leadership role has led to a sense of sometimes being on “thin ice” when
encountering difficult leadership tasks or situations. This feeling of not having enough
training or experience for the assignment is experienced as stressful. For example, one
of the managers talks about taking on a challenging group with preexisting resistance
behaviors and making them cooperate and feel motivated, which has been a source of
hesitation and insecurity.

Another area stated to be burdensome in the case of insufficient competence is the
work environment responsibility. This might lead to unhealthy worries that something
important has been accidently neglected and forgotten. It is also a common perception
among the participants that there is not sufficient time in the managerial role for tasks
such as continuous risk assessments and audits.

1t is this constant work environment work that sits on one’s
shoulders. The work environment responsibility, which you feel is
very... a lot. And it feels like you miss things. Even though you may
not do it, it’s like that all the time, “damn, shit, what if I've forgotten
something”. And like that it is a small stress factor actually.

Interpersonal issues among the subordinates, such as communication issues and
conflicts, is also perceived by some of the managers as stressful because of a sense of
uncertainty of how to deal with the situation. Examples of such challenges are conflict
resolution between individuals, and demanding conversations with personnel who
suffer from mental illness, do not perform as expected, have problems in their private
life affecting their ability to work, or to give someone notice of termination.

1f, for example, when a conflict has arisen between two of the staff.
1t can be a little hard sometimes because you think that it is at such

a kindergarten level that you are almost ashamed of how these
people... how can people argue about certain things. But you have to
deal with it too. And it has of course gone well but it has felt... It has
been hard. (IP4)

One opinion revealed in the interviews is that the interpersonal challenges in the
leadership role are particularly evident because of the low age of the managers in relation
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to the age of their subordinates. There is a common fear of not being taken seriously
and to not being given the mandate and trust as a leader by the group.

And it is clear that it feels like a challenge. Partly that you should. ..
With an average age of 55 and you are yourself [in your 30s.] It is
clear that it is a challenge to be believed and that... What reason

do they have to listen to me who is really a snotty kid in relation to
them? I could be their kid. (IP9)

Facilitating factors for health and sustainability

Guidelines and policies

The company in which this study was conducted has developed a written leadership
policy which managers in the organization are expected to adhere to. Knowledge
and awareness of the policy and its content varies greatly among the participants.
Nonetheless, those who know of the policy state that it provides guidance and support
in the leadership role. This is expressed as particularly valuable for a young and new
manager.

It focuses right on what you should think about in the ﬁrsz‘ place
when you become a manager. 1t is to build relationships with your
co-workers. That is pretty basic when you start. I think it is relevant.

Yes, it helped. (IP7)

As the above quote exemplifies, one practical function for the leadership policy is its
role signaling what kind of leadership is considered appropriate and expected by the
company’s top management. According to some of the managers the explicit description
of the kind of leadership that is desirable provides good guidance for making priorities
and decisions.

1t really gives a direction in how you shall be as a leader. For
example, earlier on [the company] has been very, very top-down.
[-..] And now we’re trying to turn that culture into a decentralized
one. And this has been a challenge linked to older co-workers in my
organization thinking that a decision from me is not enough. Then I
have always been able to lean against this management philosophy
and say that “We do not need to send this higher up, instead we will
decide on these things right here.” (IP6)

27



Another manager claims that the leadership policy also serves a function of clarifying
that as a manager you do not need to have complete technical competence as it
emphasizes leadership behaviors such as communicating, following up goals, and
providing feedback and support. However, some express a desire that the awareness of
the policy would be more widespread; even among non-managers. For the content to
have an even more supporting function for managers. Even so, other managers claim
that the leadership policy does not provide any guidance at all in the leadership role.
Either because they are not familiar enough with its content or because they perceive it
to be too abstract and consequently of little practical usefulness.

Several of the participants also mention that company policies regarding health
and physical activity is important for sustainability of their health and well-being: even
during stressful times. Therefore, to be able to pursue physical activities during work
hours, preferably in or adjacent to the company facilities, is perceived as a facilitating
factor for staying resilient in the managerial role.

1 have two or three workouts a week, where I get up and train and
do a real fitness or strength workout. And I have seen it myself, that
for me it seems to incredse pe;ﬁrmance, in that 1 improve my own
health and in this way I can deliver and handle stress better. (IP9)

Formal and interpersonal support

Several of the participants state that when they are offered support in challenging tasks,
even though the task in question may formally fall within the manager’s responsibilities,
this contributes to a lower stress level. For example, receiving fast responses to questions
or help with certain personnel processes (such as rehabilitation matters) from a HRM
function is highly valued by the young managers. There is nevertheless a recurring
perception that the HRM function would fill an even more supporting and stress-
relieving function by offering increased support in more “soft” leadership challenges:
such as working with team climate, taking difficult conversations with subordinates,
and other interpersonal issues.

Some of the managers have access to a specific expert function in the areas of
quality, environment, and work environment assessments (KMA) or work environment
strategists. Even though this support is appreciated and perceived as facilitating, several
of the participants are critical of that the support functions of both KMA and HRM
provide more of a generic guidance within these areas, referring to sources of infor-
mation, providing “theoretic” advice, and reminders of managers’ obligations rather
than providing hands-on support in how to act. For example, obtaining more active
support in how to practically manage, drive and plan work environment activities and
projects such as assessments, evaluations, and developmental activities is experienced as
greatly facilitating.
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1t could be concrete. I mean, if I ask a question, “What should be done
with...” [...] I get no answers. There will only be a few references to
AFSs [work environment regulations]. But if I had been interested
in sitting and reading through 72 AFSs then I would have done
that. Then I would never have contacted KMA. Instead, I wanted

to ask someone who is an expert. And I think that is support when
someone can give an answer. “Okay, this is what to do.” [ ... | They
Just send you to something else. There is no support in that. (IP9)

The perceived lack of practical support is explained by the managers as being partly
due to a scarcity of time and resources in the support functions to provide this kind
of help (given that one expert function is often assigned to support a large number of
managers), and partly because of strategic decision made by top management that all
the practical work should be carried out by managers while expert functions should
have a more strategic and advisory role.

In contrast to this perceived advisory support, the same manager compares with
the external occupational health services associated with the company, where the
manager had received more practical support when dealing with a difficult and sensitive
personnel issue rather than merely abstract advice or referrals.

1 think that support works, because there I get straight concrete
answers, what I need, no reference to “you can go and educate yourself

as a doctor”, because I do not need that [laughs]. (IP9)

According to the same reasoning, the availability of support in operative administrative
matters is also experienced by the participants as greatly facilitating and contributing to
a sense of reduced stress in the managerial role. The possibility to delegate administrative
tasks such as purchases, invoices, and practical personnel matters to an administrative
function is considered to be an important factor enabling the managers to focus their
time on tasks that are more central to their leadership. For managers lacking this kind
of administrative support, the managerial role is often perceived as more burdensome
and less attractive.

Purely administrative, get some help. Because you get buried by
sitting and keeping track of each and all of the personnel. And I only
have 13 employees. Imagine those who have 40! Ob my God! But
in any case, [/aug/ys], 1 think a little like this, yes, but something
that helps you to keep a little order and understanding of the
administration. Training, driving license, you name it! (IP2)
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Apart from the formal support functions offered by the organization, the presence
of support from other professionals within the organization also seem to be a strong
facilitating factor in promoting the health and sustainability of the young managers. In
particular, the support from and being backed-up by their immediate supervisor is vital
for the managers when confront leadership challenges. This support is stated to involve
both a perceived openness towards posing questions when uncertain about how to deal
with a managerial issue and to feel the that the supervisor has trust in their abilities as
manager. However, the extent to which the managers experience the support of their
supervisor as facilitating appears to be partly affected by how well you get along, but
also by the availability of the supervisor.

With my immediate boss, talking a little about things, how you can
solve and so on. [...] I have him quite... yes, well I call and discuss
with him quite a lot and 1 feel that I have support from him. (IP1)

Most of the managers also find a great stress relief in the support of colleagues in
similar hierarchical position. This appears to be the case particularly if the managerial
colleagues are more senior and experienced than the young manager. The sensation of
having senior colleagues available to turn to for advice in a more informal way often
provides the young managers with increased confidence in their leadership.

1t depends a bit on what it concerns, but you can discuss a lot with
your colleagues, if they have some advice and tips and have been in
similar situations or such. So it is of course them I would talk to first,

in the first place. (IP10)

Which colleague the young managers prefer to contact for support in leadership issues
appears to be related to feelings of trust and personal chemistry rather than the formal
position or function the colleague has in the organization. In consequence, it is not
uncommon that the colleague the young manager prefers to contact for help and
support may be stationed in another part of the organization. However, to exchange
thoughts and ideas with colleagues from other parts of the company can also have its
advantages:

Because it can also be someone outside your own operations, who
works within another part of the company, that may see things
differently and have other solutions. Now it happens that I talk
to my predecessor “what have you done early, and how did you do
before?” Instead of thinking “How could you do that differently?
What are you doing in your place?” (IP3)
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However, given the context of the mining industry, due to long distances between
facilities in combination with different work shifts, finding desired collegial support
in another part of the plant may negatively affect the availability of these interpersonal
exchanges.

As in other workplaces, when you may sit in offices next to each other
and such, then it is a more natural contact, and the support may be

more evident. I still feel quite alone in this role, even though I know
I can call. (IPS)

Several of the managers have been offered the opportunity to join an internal managerial
network with regularly organized meetings. Opinions of this arrangement are divided
amongst the participants. Whether the network meetings are perceived as facilitating by
the managers appears to be dependent on the extent to which the content corresponds
to the specific needs of the manager and the relevance to their own leadership challenges.

1 do not ask about such basic things that are obvious. I do not need
help there, but then there are more complex things and more special
things that I may need some advice and help with and there has not
been any support with that. (IP9)

In line with this need for more individualized support, the possibility of an arranged
mentorship is considered desirable by most of the managers. The mentorship provides
these young individuals with a neutral ground where they can air considerations and
difficulties in their leadership role with a senior manager who is not a formal superior
in the organization. Several of the participants appreciate the possibility to discuss
personal leadership strategies which they do not always feel comfortable discussing with
their immediate supervisor. Such as dealing with priorities and the balance between
work and family time.

1 got a mentor in the first managerial role, and it was very good.
[--.] I’ve been trying fo get that from my boss now. But it is still
good to have someone who is not my, directly above me. That I can

talk... in another way I think. (IP7)

Some even go as far as to arrange or request a mentor of a more existentialist nature,
such as a therapist. This kind of mentor is perceived as facilitating their leadership
role in terms of dealing with demanding personnel situations, such as subordinates
with mental illness and/or suicidal behavior. But it also provides room for deeper self-
reflections and personalized feedback of how you can develop as an individual and as
a leader.
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1 think that if you were to make it mandatory, maybe one meeting a
month or one meez‘ing every quarter. Just see a z‘bempisz‘. [...] Most
often, those that have the greatest resistance to talking fo a therapist
are those who have the greatest reason to do so. (IP3)

The result indicates that several of the young managers have looked for support in
their leadership role outside the organization. To choose your own mentor among your
private contacts may have advantages in terms of a more conscious matching of the kind
of support needed by the young manager. Nevertheless, most of the participants desire
that the mentorship was formally arranged by the company so that the relationship
could be strictly professional. Knowing your mentor personally is perceived to be an
obstacle to raising certain questions. One manager also claims that another important
aspect of the arrangement is that the meetings should be formalized and regular rather
than relying on the initiative on the mentee.

That you get a supervisor with a little more planning for a little
longer, so it is not just “well, contact me when it suits you and I will
answer your questions.” It would be nice if it was more planned so

that it feels calmer. (IP7)

Training, growth, and development

Several of the interviewed managers mention the importance of receiving proper
introduction and training in the leadership role. The availability of company designed
leadership programs which include leadership training but also covers information
regarding e.g., administrative routines, work law or the practical meaning of other
managerial responsibilities at the company is considered a great facilitating factor.

Most of the interviewed managers state the importance of formalized leadership
training because they experience the absence of this kind of support. When not being
provided with the right kind of training and information the managers experience
a knowledge gap that creates insecurity and even a fear of having missed something
important or to not having dealt with a situation in the right way. Some express how
the value of leadership training is especially important for young managers given their
often limited managerial experience.

1 feel that I could have been better equipped. Partly also a little to get
into. .. how should you coach your staff? What are the keys you can
take? What types of leadership are there, what, how... actually, this
with types of leadership is something that is... I do not know, there is
someone. .. What is there? (IP2)
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The great value that the managers place on receiving leadership training often leads
to discontent when it is not provided in a structured or timely manner. Several of the
managers explained that the length of time that passed from when they moved into the
managerial position until they received leadership training was as long as two years, and
that this made them feel the need to “invent” a leadership style and find information
on their own. Some also feel that the organization should have a more systematic and
strategic plan for the training and competence development of the managers, such as
clearer communication regarding what training sessions a new manager will be offered
and when this training will be held.

1t might have been good if it had been more proactive, so that I felt
that there is a plan for me as a manager, in the same way as there is

a performance development plan for employees. (IP6)

There are also participants who request more individually adopted leadership training;
apart from the general leadership program within the company. A common view is that
assessing the needs for competence development of each manager would constitute a
more useful support in their leadership role.

But perbaps a little more analysis of “how you are as an individual
and what you need to work on, and what are your weaknesses?” [... |
No, but, a little more individual focused training that is not only
generalizing as some leadership training is. (IP2)

Some of the perceived strain associated with lack of training is related to technological
challenges in the managerial role. In the cases where the need for training in necessary
IT systems has not been met the knowledge gap may affect the flow of daily operations
but can also lead to frustration and stress among the personnel. According to some of
the managers the main need for IT training might not only be in terms of courses in
IT-systems. It could also be an IT support person that is available for individualized
questions on the competence level of the managers. However, the interviews reveal that
as a young manager you can often be expected to have a high level of I'T-skills. This may
lead to some of the managers feeling embarrassed to ask for this kind of individualized
support.

1t would have been easier if I had sat next to someone because then
someone could have shown me the whole thing... “how was it, what
button was it?” Because you can’t be bothered fo call to say “which
button should I press?” Or make a Teams call and start sharing screen

to... It just feels completely crazy... (IP§)
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Another important factor promoting the health and sustainability of the young
managers appears to be a sense of continuous personal and professional development.
According to the participants this is not primarily an issue of formal competence
development, but rather a sense of being intellectually stimulated and to be given
opportunities for personal growth. Some even claim that the challenges and possibility
to push development is what makes the managerial role appealing in the first place. As
one manager puts it:

1o enter a managerial stage without any developmental challenges,
that is not that stimulating for me. (IP9)

Even if times of flow, when things are easy and unproblematic in their leadership role,
may give them energy and contribute to health, some also expressed how challenges
that demand extra considerations, learning, and the development of new skills, may
sometimes lead to even more job satisfaction and motivation in the managerial role. As
an example, one manager expresses a desire to be given larger responsibilities and lead
larger areas of operation in order to be more stimulated and challenged in the role.

1t is a motivator for me too, when there is a challenge involved as
well. That there is a hill to climbe or a goal to reach. It also motivates

me. (IP2)

Some of the participants also claim that the opportunity to contribute to the develop-
ment of the organization and its operations makes the managerial role rewarding and
motivating. The results even indicate that several of the managers find job satisfaction
in knowing that their efforts lead to changes and improvement on a greater level, to the
extent that these experiences outweigh any strains and downsides that they experience
with the managerial role.

In addition, a few of the participants also mention the rewarding aspects in seeing
their subordinates grow and develop. To sense that your managerial efforts (e.g.,
coaching conversations) might have contributed to somebody else’s learning or decision
to go for the next career step, seems to strengthen some of the managers’ self-confidence
as leaders and to provide them with a sense of satisfaction.

Mandate, influence, and flexibility

o be given an actual mandate to make your own decisions, to carry out changes, an

Tob tual date ¢ ke y d t y out ch d
or their ideas and opinions to be taken serious superiors, are considered a vita
for their id d to be tak ly by dered a vital
prerequisites for a sustainable and healthy leadership by the interviewed managers. The
sense of not being trusted by management with room for maneuver when it comes to
leading the team according to your own conviction may result in a feeling of having
your hands tied in the interactions with their subordinates. This in turn may lead to a
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fear of losing the respect of their subordinates as they appear to be merely marionets
without any real mandate or influence. Nonetheless, most participants claim to have
sufficient mandate and that their direct superior shows good trust in their competence
by taking mainly a coaching and goal-oriented role towards the young manager. This
kind of mandate seems to contribute to increased motivation and job satisfaction
among the young managers.

You get good support too. That it is like... it is a coaching
environment, not a coercive one. [... ] That yes, I have good coaching
and I have a good dialogue with the person that is my boss, and the
production in general. What are the goals we are working towards,

and where are we going? (IP2)

Closely related to the issue of mandate is the importance of being respected and
appreciated for their professional competence even though they may not be the most
experienced at the workplace. According to several of the participants, an open climate
where the managers feel accepted and free to speak freely without fear of making mistakes
or appearing as ignorant is stated to contribute greatly to the managers experience of
their work situation and well-being in their managerial role.

1t is a very open culture in that way. I definitely feel that I get
listened to in many different forums. I do not feel like “okay, they do
not listen to me because I am a young boss’, instead 1 still feel that
people really take my opinions and such seriously. So that... mm, 1
thrive in it. (IP6)

Several of the participants claim that flexible working conditions is a significant factor
when it comes to the possibility of maintaining a balanced and healthy life as a manager.
For example, even though the pandemic has involved some challenges for the managers,
most express a view that the increased flexibility in working hours and distance work is
a change that has led to an improved work situation for the young individuals. In this
case, this increased flexibility has been particularly health promoting for those who have
families and would otherwise have experienced significant stress to achieve a balance
between family and work.

A good thing that has come from this corona story, that is just that
you have started working from home. And you see that it works too.
1t is not something I would like to do all the time, but if you need

to from time to time, maybe if the preschool is closed or you need to
pick up earlier or whatever it may be, that I do have the opportunity
to come to work later, go earlier with these flex~times. Or I have
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the opportunity to work from home as well. So that I think is good.
(IP5)

According to some of the participants the flexibility of working hours is also an issues of
company climate. By this they refer to the importance of acceptance of flexible working
conditions at the workplace, and not only that it is allowed according to regulations.
When the managers feel that it is considered appropriate to work from home when
needed they feel more confident in doing so without being questioned. It is both a
matter of trust in the sense of responsibility of personnel to fulfill their work obligation,
regardless of working at company facilities or from home, and a question of respecting
one another’s need for spare time and recovery from work.

But at the same time, I also feel that I really need to switch off; so
1 can inform everyone that “yes, now I have autumn leave with
my family”, but that they can call if it is absolutely urgent. And
most of the time this is respected. Anyway, we are very good at [the
company], to highly value your own and other’s free time. (IP6)
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Discussion and conclusions

To sum up the results, most interviewed managers state that they are in good health
generally and are enjoying being managers in the organization. On an overall level,
the work environment and working conditions are experienced as good. The work is
seen as rewarding, varied, and stimulating. Nevertheless, the results indicate several
aspects or conditions in their work role that are straining and a potential threat to their
health on a long-term basis. Straining and facilitating factors are found primarily at an
organizational level and appear to be similar to issues identified in general leadership
research (regardless of age and work context). However, others appear to be particularly
important for young managers in this kind of heavy industry.

Previous research provides considerable evidence for the importance of an adequate
level of work demands for the performance and well-being of an individual (Griffin
and Clarke, 2011). Whether demands are perceived as beneficial to work motivation,
health, learning, and job satisfaction or constitutes a source for unhealthy stress is
dependent on the extent to which the individual has available resources to meet these
demands (Karasek and Theorell, 1990).

The amount of strain an imbalance is placing on the individual is also affected by
the size of the stressor (e.g., time pressure or workload) and the frequency by which it
is experienced (e.g., interruptions or conflicts) (Sonnentag and Frese, 2003). However,
the kind of demands that are experienced as straining and the extent to which they
result in negative stress are assumed to also be dependent on the professional role, work
context, and the prevailing working conditions at a specific workplace. Therefore, the
result of this study contributes to broaden the understanding of demands that could be
seen as specific for the category of young managers in the setting of a mining industry.

In the following, the results are elaborated and discussed in relation to the JDCS-
model (Karasek and Theorell, 1990) as a theoretical framework. The subthemes adher-
ing to straining factors in the leadership role can be seen in the light of job demands
according to the JDCS-model. The subthemes adhering to facilitating themes could
largely fit into either one of the categories job control and social support (Table 2).
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Table 2. An overview of the dimensions of the JDCS-model and the resulting sub-
themes from the present study categorized into these dimensions.

Dimension JDCS-model Study themes

Job demands e Ambiguous assignment
e Deficient routines and staffing challenges
e Heavy workload
e  Work-life spillover
e Physical workplace challenges
e Insecurity and inadequacy

Job control/resources e Guidelines and policies
Formal support

e Training, growth, and development
e Mandate, influence, and flexibility

Workplace social support e Interpersonal support

Potentially straining demands

Role, task, and competence

One aspect appearing as particularly demanding for young (and often new) managers
is experiencing ambiguity and unclarity of their role, task, priorities, and mandate.
When lacking sufficient resources or means to feel in control, in terms of organizational
structures, written routines, and guidelines that clarifies these matters, it might lead
to an insecurity that can be stressful for the young managers. The results indicate that
doubting their own performance and questioning whether their actions as a leader are
appropriate or enough is a common source of stress.

Even though the lack of clarity in a work role is known from previous research to be
a general stressor (e.g., Frogéli et al., 2019), the results indicate that this aspect may be
especially distinct for young managers. One reason for this appears to be a fear of being
questioned because of their young age. This makes them particularly eager to appear
as competent; in order to be taken seriously and to sustain mandate and respect from

38



subordinates. According to previous research, a lack of control or understanding of a
situation might engender stress by frustrating the intrinsic need to feel competent (Deci
and Ryan, 2015; Sonnentag and Frese, 2003).

The lack of work life experience, compared to more senior colleagues, may also be
a reason why many young managers find it challenging to prioritize between different
tasks. Their relative inexperience in leadership can make it difficult for them to
distinguish important tasks from less urgent tasks. This may potentially be experienced
as more stressful for young and new managers compared to more experienced managers.

The result also indicates that the responsibility for subordinates and their work
environment constitutes a particular strain to the young managers, as they often
lack much of the relational skills learned through long interpersonal experience.
Emotionally demanding aspects of leadership, such as dealing with subordinate mental
health problems or conflicts, appears to be experienced as specifically challenging for
some. According to Hill (2004), many young professionals are well aware of the task-
related skills and knowledge required for the managerial position but tend to lack an
understanding of the relational and cultural challenges that accompany the role; such
as dealing with attitudes, motivation, and the values of subordinates. This underlines
the need for organizations to acknowledge the importance of being clear to young
professionals about what a managerial role involves in terms of tasks, required skills,
and what will be expected.

Workload and demand imbalance

There is ample evidence in research for the importance of work-life balance for a healthy
and sustainable career (Nordenmark et al., 2020). Exactly what constitutes a healthy
balance varies between individuals, but it is well established that sufficient time off for
recuperation, through e.g., social activities, exercise, lectures, and time with family are
requisites for being able to perform optimally and for long-term sustainability in the
work role (Sirgy and Lee, 2018).

As the results indicate, difficulties of achieving a work-life balance can have different
grounds for the young managers. It might be due to a quantitatively (number of
assignments and responsibilities) or qualitatively (broad and undefined responsibilities)
heavy workload that leads to overtime work, but also explicit or implicit expectations
placed on the managers to be constantly available. Lack of administrative support and
routines for vacation planning and emotionally straining personnel matters may also
result in a spill-over effect of work (practically or mentally) on spare time.

Many of the burdensome tasks are related to administrative routines and controls.
The strains on managers due to extensive administrative tasks that should be performed
primarily by administrative staff, has also been noted in a previous study of Swedish
managers in the public sector (Cregird & Corin, 2019). The results also reveal a
certain frustration among the young managers when a high administrative workload
in combination with difficulties in prioritizing between tasks, due to inexperience and
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a lack of clarity and support in the managerial role, often result in more long-term
strategic managerial tasks and interpersonal leadership matters being pushed ahead and
sometimes never being attended to.

Considering the evidence for the importance of developmental/transformational
(e.g., Syrek et al., 2013; Ekvall and Arvonen, 1991) and relational (Graen and Uhl-
Bien, 1995) aspects of leadership, these results are worth noting. To not be able to
conduct a relational leadership is likely particularly relevant for young managers, as
another study in the same company concluded that it is significantly more common for
young managers to aim for a relational leadership, compared to their senior managerial
colleagues who tend to have a greater focus on structural aspects in their leadership
(Vinberg et al., 2023). In addition, considering the previously mentioned insecurity in
terms of lacking experience in complex interpersonal issues, not having enough time
and resources to deal with personnel relational issues might be especially straining for
young managers.

A heavy workload is understood to result in work-life imbalance and an unhealthy
strain. But only if the workload continues over an extended period of time and there is
no calmer period in sight. Previous research has shown that long term work overload is
a significant risk factor; not only to the health of the young managers (Sirgy and Lee,
2018), but also to the intention to leave the managerial role (Li et al., 2022). In line
with previous studies, the present study also found evidence for the risk of a negative
spiral when a heavy workload results in overtime work, leading to a lack of time for
exercise and other relaxing activities, which in turn tends to lead to a deterioration in
health (Molino et al., 2015).

It can be assumed that work-life balance and sufficient time for recovery from work
is particularly important for young professionals, given that they are often in a life-
phase where they start up a family and have to divide their time and attention between
work and family responsibilities. This is supported by a study showing that aspects
of distress were more common among young managers, especially if they perceived
difficulties in effectively balancing work and home responsibilities (West et al., 2013).
The same study also found an increased stress level among female managers, which is in
line with the results of a meta-analytic study demonstrating that mothers have higher
work—family conflict than fathers (Shockley et al., 2017). This can be explained by
women often taking a greater responsibility for family and household tasks, meaning
that they take on a second shift of unpaid parenting and domestic labor after a workday
(Paoletti et al., 2022). From a gender perspective, it is hence important to consider that
overtime work and a heavy workload at work can be especially detrimental to young
female managers with young children.
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Resources facilitating sustainability

To possess sufficient and adequate resources to deal with challenges and strains in one’s
everyday work is important for maintaining a sense of control over the situation. To
be in control of one’s environment is, in turn, an important buffer against work stress
(Eatough and Spector, 2014). However, just as demands may be experienced differently
depending on the context and work role of an individual or work group, the resources
contributing to a sense of control and manageability of the situation may vary in the
same way (Van Yperen and Snijders, 2000).

Training

Given the apparent severity of strain in not perceiving clarity in the work role, tasks,
and priorities of the young managers, it can be assumed that sufficient training and
information in these domains would constitute an important resource for dealing with
this stress. This is supported by the results that indicate that several of the managers
who had not received training feel insecure in their role and lack a confirmation of
whether the leadership actions and behaviors that they exercise are on the right track.

An introductory leadership program should convey practical and local information
related to values, expectations, and obligations in the leadership role in the organization
as well as more general behavioral and attitudinal issues that they should be aware of as
a leader (Lacerenza et al., 2017). Knowledge and skill attained from a good leadership
training program has proven to provide individuals with increased confidence and sense
of control in their role as a manager (Soderhjelm et al., 2017).

However, research has highlighted the importance of having a structured plan
for training people in different positions and functions that include what kind of
training is relevant (content) and when to receive this training (timing) (Van Velsor
and Musselwhite, 1986). Research also shows that training needs to be perceived as
relevant, on the right competence level, and applicable to the work situation of the
receiver (Kragt and Guenter, 2018). This is in line with the results in the present article,
indicating that the young managers appreciate thoroughly planned leadership programs
that are not delayed by too much time and are adopted to the training needs of each
individual manager.

Company policies and organizational arrangements

The study results indicate that a company leadership policy can constitute an important
support in the leadership role, by providing clarity and guidance in terms of expectations,
obligations, and priorities in the role. This might be particularly relevant for young
managers, because of no or limited previous experience as leaders.
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Another characteristic of young managers as a group, compared to more senior managers,
is that they are generally in a life phase involving a demanding family situation, i.e.,
starting a family or having responsibility of small children. Apart from a leadership
policy, company values and culture regarding work-life balance also appear to be vital
for the health and sustainability of the young managers. Consequently, explicitly
communicated encouragement by the top management to keep a good work balance
allowing time for exercise, recovery, and time with close ones ought to be beneficial in
promoting a sustainable work situation for young managers (Downes and Koekemoer,
2011).

In addition, to counteract negative impact from stressful aspects of the leadership
assignment that tend to spill over and affect their possibility to recover during spare
time, it can be concluded from the results that organizational arrangements for
managers, including vacation policies, are a necessity in order for the young managers to
disconnect from worries and managerial responsibilities during their time off. Another
way of reducing stress from heavy workload and spill-over effects is to ensure a certain
redundancy in vital competences. This could be achieved by increasing the transfer of
knowledge within the group or arranging so that employees with similar competencies
can cover for each other during holidays and other kinds of leaves.

Formal support functions

The study indicates that the possibility of achieving a sustainable work situation for the
managers is facilitated by the availability of formal organizational support functions. In
particular, the results indicate that the managers often receive insufficient support when
it comes to challenges in their leadership, such as role ambiguity, identity, and approach
as a leader, promoting motivation in the team, interpersonal relationships, and dealing
with difficult conversations. This is an area of support that may be underestimated by
organizations when it comes specifically to young and new managers who may be in
more need of guidance, feedback, and confirmation in their role.

However, the results also indicate that when formal support functions are given a
more strategic role in the organization it engenders frustration and strain for the young
managers. One example of this is the support provided to deal with the managerial
work environment responsibility. These tasks are considered burdensome as they
require a certain level of knowledge regarding work environment legislation, as well
as methods for assessments, development of action plans, and evaluation. This finding
indicates that organizations need to reconsider the increasing focus on strategic roles
and instead provide their managers with more practical operative, hands-on, support
where possible.
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Mandate, influence, and flexibility

According to the JDCS-model, autonomy and influence over important decisions and
work activities are considered as central resources contributing to well-being and job
satisfaction (Karasek and Theorell, 1990). More recent research has provided evidence
that the ability to intervene and change work processes act to buffer against stressful
cognitions that could arise from not having sufficient resources to complete tasks
(Bakker et al., 2005).

In line with this, the results here indicate that mandate and decision-power,
at least concerning their own team, appears to be strong facilitating factors for the
health and sustainability of the young managers. This is particularly clear in those
cases when mandate is not given and the young individuals experience fear of losing
trustworthiness as leaders in the face of their subordinates and colleagues. To be given
mandate is also viewed as a token of appreciation and confirmation of having earned
the respect of the top management, providing the young managers with increased confi-
dence to share their thoughts and ideas more openly. There is considerable evidence of
an open communication climate having positive effects on learning and innovation
(Edmondson, 1999) as well as on well-being and job-satisfaction (Frazier et al., 2017).

One way in which the young managers can experience having influence over their
own work is by flexible working conditions. As this enables them to combine the
responsibilities of a managerial role with other parts of their life this can be interpreted
as facilitating their health and well-being. A common theme in the results is the high
value that the managers place in having a balanced life where work tasks and worries
do not spill over negatively on other parts of life. This is in line with previous research
indicating a diminishing willingness among younger generations to accept working
conditions that prevent them from being a participating and available parent or spouse
(Torres, 2014). A conclusion from this is that employers that cannot provide this kind
of balance will most likely find it increasingly difficult to attract desirable leadership
talents from these generations.

Social support

The finding that support from others at the workplace is vital for the sustainability and
health of the young managers is in line with the dimension of social support in the
JDCS-model (Johnson and Hall, 1988). There is also plenty of evidence in research
for an association between high levels of support and well-being, while a perceived lack
of support in demanding work situations may lead to increased strain (Luchman and
Gonzdlez-Morales, 2013; Foy et al., 2019).

The most important relationship for these young managers appears to be with their
direct superior, whose support and availability appears to be a key facilitating aspect
in handling challenging situations in the leadership role. This is in line with previous
research indicating that perceived supervisor support is more important to the work
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engagement of managers than organizational support (Shi and Gordon, 2020). The
result from the present study provides a deeper understanding of what aspects of this
support that is valued by young managers, i.e., the important role of the direct superior
in clarifying goals, expectations, and guidance in making priorities in the managerial
assignment. Supervisory support in clarifying priorities has also been found in previous
research to be important for managerial retention (Cregard and Corin, 2019). Given
the result that some of the young managers feel insufficient in areas in which they
lack enough experience, such as inter-relational matters and making priorities, it is
reasonable to conclude that this kind of supervisory support is facilitating and leads to
stress reduction; by having confirmed that they are not overlooking any important task
and by avoiding an overwhelming workload.

In line with this, many of the managers also value access to a more experienced
mentor or coach. A meta-analysis provides support to this finding by showing that
mentoring was associated with favorable behavioral, attitudinal, health-related, rela-
tional, motivational and career outcomes (Eby et al., 2008). The effects sizes in this
meta-analysis were however small, which may be explained by circumstances effecting
the outcomes of the mentorship. For example, the result from the present study indicates
that many of the managers express a desire to have a mentor arrangement that is more
independent from organizational roles and that the interchange between mentor and
mentee is structured and planned rather than on-demand. The results also reveal that
the managers often prefer to pick their mentor themselves, or at least to be given the
opportunity to express their views regarding the preferred competence of the mentor.

Even informal and open relationships with colleagues on more or less the same
hierarchical level is important for these managers. Previous research suggest that peer
support may be helpful to managers in terms of providing information and tangible aid
(Parris, 2003), and fulfilling needs for esteem, approval, and affiliation (Stinglhamber
and Vandenberghe, 2003). However, the result from the present study furthers this
knowledge by indicating a more socially facilitating function of these relationships,
i.e., by providing an opportunity to exchange thoughts and experiences on an informal
level and talk more freely than what they feel is appropriate with their team members
or superiors. The availability of managerial networks does not appear to be a very strong
facilitator in most cases. Whether a network is experienced as facilitating at all or just
a waste of time appears to be a consequence of the level of leadership competence and
experience of the other network members. A conclusion from this is that it is more
appropriate to let the managers join networks with different themes or level of develop-
ment rather than just a network with the common theme of being managers at the same
company.
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Fulfillment and development — a third buffer in the JPDS-
model for young managers?

The results highlight the need for development as a strong motivator for these young
managers. It is highly valued to be offered a work situation involving opportunities
for continuous professional and personal growth. In some cases, this urge is evident
to the extent that they strive for more difhicult leadership tasks and a larger team in
order to be more challenged, or that they look outside the organization for a more
stimulating employment. The strength of this need among young individual is, of
course, important for organizations to acknowledge and take seriously in order to
not lose valuable leadership talents. This need to acknowledge the strong craving for
development among young employees has also been concluded in a previous study
including 18 in-depth interviews and surveys to more than 1,200 young professionals
regarding their work behaviors and experiences (Hamori et al., 2015).

To not be provided with sufficient opportunities for growth, development, and
intellectual stimulation may be viewed as a situation where the resources of the mana-
gers exceed the demands. An imbalance in this direction can be just as stressful as when
the demands exceed the resources (Weinberg, 2016). To not be provided with sufficient
opportunities for growth and development may therefore be considered as a high-strain
situation to a young manager.

Based on the results it is reasonable to assume that this aspect of the mana-
gerial position may have a facilitating and even a buffering effect against the negative
consequences of the challenges experienced in the leadership role by young managers.
However, despite the apparent motivating and facilitating qualities in an individual’s
experience of opportunities for development in a work role: this aspect is not included
in the JDCS model.

It is suggested that future research investigates further the possibility of a missing
piece to the theoretical concept in the JDCS model; with a possible addition of a fourth
dimension emphasizing the importance of taking human needs (such as self-actuali-
zation, approvement, need for growth and self-coherence) into consideration for an
extended understanding of the causes and buffering mechanisms of workplace related
health problems. These are concepts thoroughly investigated in motivational research,
such as needs theories (Herzberg, 1966; Deci and Ryan, 2015); but which are not given
as much consideration in research regarding a work health and stress perspective. In a
similar way, the sociotechnical systems theory has to some extent touched on adjecent
questions (Stranks, 2007), but have mostly focused on the role of participation,
autonomy, mandate in distributing work tasks, and performance feedback on work
satisfaction and productivity, rather than a sense of self-development as a buffer for

ill-health.
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Method discussion

There are two aspects to consider in the methodological approach of this study. First,
this study focused solely on young managers and their experiences within one specific
mining company. Some of the straining and facilitating factors identified in the study
may be applicable to managerial challenges in general, regardless of age, while certain
factors may be more specifically related to the age or generation of the managers.
Several statements suggests that there may be differences between younger and older
managers. However, given the explorative rather than comparative scope of this study,
the views of older managers have not been explored; render any conclusion regarding
the differences in the stressors and facilitators perceived by younger as opposed to older
managers speculative as they cannot be drawn from the results presented here. Albeit
that the results from this study encourage further exploration of these differences as
highly relevant for future studies.

Second, and more importantly, the interviews were conducted during the Covid-19
pandemic. It should be mentioned that most of the young managers became managers
during the two years of the pandemic. It should be kept in mind that the way the young
managers describe their work environment may to some extent reflect the situation the
pandemic engendered, rather than the situation of being a young manager in general.
One such example is the managers’ experience of a lack of leadership training, which
might have been at least partly influenced by the special circumstances during the
pandemic.

Regarding the finding of fulfillment and development being an underestimated
buffer against unhealthy stress for the young managers, it might be the case that the strong
empbhasis on this facilitating factor is a result of the specificity of this particular group.
That is, this strong need for growth and development might be a common characteristic
among those young individuals who also seek out the challenges associated with a
managerial position. It may be the case that young professionals without any career
ambition or interest in a managerial role place less value into constant development as
a facilitator for being satisfied and healthy at work. This reasoning would not make the
results any less useful, but rather confirms the importance of identifying the specific
demands and resources that are needed for achieving a balanced and sustainable work
situation for a certain professional group.

Lastly, the relatively limited number of participants and the fact that they were all
managerial representatives within the mining industry, might limit the generalizability
of the results to young managers in other sectors or even companies. However, the
advantage of this approach is the possibility to gain an increased understanding of
the challenges and support mechanism for a specific group in relation to a particular
context. This way, the validity of the results may be stronger than more general studies
when it comes to the applicability to young managers within this particular or similar
industrial settings. In fact, given that research regarding the health and sustainability of
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this professional group and setting is scarce makes this restriction in scope — and hence
generalizability — warranted.

Methodological strengths with the study that should be mentioned are the relative
length and depth of the interviews, which has provided the study with an increased
understanding of the young managers’ perceptions and experiences on a deeper level
than is possible by quantitative methodologies or more standardized interviews. Con-
ducting the interviews with several different interviewers and multiple researchers being
involved in the analytic process of the material has also provided the study with a
possibility to ensure good inter-researcher reliability (Krippendorff, 2019).

Conclusions and practical implications

In conclusion, the study has identified several factors as either straining or facili-
tating and contributing to good health and sustainability of young managers in their
leadership role. The aspects of the working conditions of young managers that stand
out as particularly straining are; having an unclearly specified and ambiguous role
and managerial assignment, lack of structured routines and support guiding them in
both everyday tasks and in prioritizing between tasks, a heavy workload leading to
insufficient time for recovery and negative spill-over effect on spare time activities and
family life, the character of their physical workplace involving difficulties in social and
competence exchange with colleagues, and a sense of insecurity and fear of inadequacy
due to limited leadership experience.

Factor identified as facilitating can largely be seen as the other side of the coin of
the straining factors, i.e., a healthy work situation is facilitated by the absence of these
strains or by supportive conditions in the organization that facilitates the handling of
these demands. Such supportive measures appear to be; the availability of leadership
training based on individual needs, clear structures, guidelines and policies for routines
and assignment in the managerial role, continuous coaching by a mentor or direct
superior, operative administrative support, mandate and influence over decisions and
initiatives, as well as room for flexibility in working arrangements.

These factors can all be understood and validated by the JDCS-model and contribute
with additional insights into how this model can be applied to a specific professional
group (young managers) and in a certain context (mining and similar heavy industry).
The one factor that stood out from complete adaptation to the model was the great
emphasis this group places on the need for stimulation and development as a facilitator
and condition for sustainability and health in the managerial role. As a consequence,
it is important to acknowledge that a high workload and challenging tasks may not
be seen as contributors to ill health in young managers per se but may rather lead to
a healthy sense of development and stimulation as long as they are provided with the
right support and resources that enables them to still feel in control.

47



This finding may add a new dimension to the model which merits further investigation
considering whether this strongly facilitating factor among these young professionals
constitutes a fourth dimension to our understanding of the stress-strain paradigm or
whether this is a buffering and facilitating factor particularly evident and relevant for
this specific professional group. In any case, the result from this study provides an
increased understanding of the perceived strains and facilitators for the maintenance of
good health among this group of managers.

Acknowledging the specific factors acting as strains and facilitators for different
professions or organizational roles may add to the practical applicability of the results
in organizations but may also contribute to increased theoretical clarity regarding the
consistency of the constructs and dimensions of the JDCS-model (Fila, 2016). In
addition, the findings may have practical implications for organizations when it comes
to their ability to ensure good, healthy, attractive, and sustainable working conditions
for the young generation of managers.
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