Restaurant Management as an Extreme Job: How Restaurant Managers are
Motivated to Work in a Job Characterized by Long Hours and High Intensity

by

Rebecca Gordon

A Thesis
presented to

The University of Guelph

In partial fulfilment of requirements
for the degree of
Master of Science
in

Tourism and Hospitality

Guelph, Ontario, Canada
© Rebecca Gordon, May, 2022



ABSTRACT

RESTAURANT MANAGEMENT AS AN EXTREME JOB: HOW
RESTAURANT MANAGERS ARE MOTIVATED TO WORK IN A JOB
CHARACTERIZED BY LONG HOURS AND HIGH INTENSITY

Name: Rebecca Gordon Major Advisors
University of Guelph, 2022 Dr. Mark Holmes

Professor Bruce McAdams

This study explores whether restaurant management can be classified as an extreme job.
Interviews were conducted with 15 restaurant managers working in independent restaurants in
Ontario, Canada. The study found that 11 out of 15 managers were working an extreme job.
These managers worked over 48 hours each week in fast-paced and unpredictable environments,
held many responsibilities, and found it difficult to take time off work. Self-determination theory
was used to discover that restaurant managers experience controlled motivation to work long
hours and take on many responsibilities. Managers suggested that they do not want the fast-
paced nature of their work to decrease but they would like to see their jobs become less
physically and emotionally demanding. This research can be used by the restaurant industry to
improve the design of restaurant manager jobs to ensure that managers are satisfied, engaged and

less likely to leave their jobs.

Keywords: restaurant, management, extreme job, self-determination theory, motivation,

responsibility
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CHAPTER 1. INTRODUCTION

Restaurant management has the reputation of being a job that requires long hours of work
and sacrificing work-life balance (Bourdain, 2013; Fine, 1996; Niu, 2010; Wildes, 2005). The
characteristics of restaurant work are major contributors to this problem (Kotera, Adhikari &
Van Gordon, 2018b; Davidson, Timo & Wang, 2010). Many restaurants typically have long
operating hours over 12 hours a day, 7 days a week (Bourdain, 2013; Crandall, Emenheiser &
Jones, 1995). Restaurant work and work hours can also be unpredictable as they are dependent
on guests going out to dine (Burrow, Smith & Yakinthou, 2015). Restaurants are also typically
understaffed and only employ a small number of restaurant managers which creates a large
workload with many responsibilities to be spread among a small group of people (Wellton,
Jonsson, Walter & Svingstedt, 2017). This large amount of responsibility typically means that it
is difficult for managers to take time off and they are always on call (Blayney & Botnicky,
2018). These characteristics can cause a restaurant manager’s work hours and workload to build
up and become long and intense, leading to stress, burnout, poor performance and an increased
intention to quit (Kotera, Adhikari & Van Gordon, 2018a; Hayes & Weathington, 2007).

The foodservice industry is the fourth largest employer in Canada providing 1.2 million
jobs (Restaurants Canada, 2020). Canadian restaurateurs have rated recruiting and retaining
employees as a top challenge facing the foodservice industry (Elliot, 2018). Past studies have
identified that the turnover rate for foodservice managers typically falls between 30% - 40%
(Kang, Twigg & Hertzman, 2010; Murphy, DiPietro, Rivera & Muller, 2009). This high turnover
rate has been attributed to the stress of the role and the long and demanding hours (Murphy et al.,
2009). The restaurant industry needs to better understand the characteristics of restaurant

management that intensifies the work of restaurant managers because it could help give clarity to
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the industry’s longstanding retention problem. High turnover rates and long hours of restaurant
work are major issues in the hospitality and tourism industry. The International Labour
Organization singled out the long working hours and high turnover rates as barriers that will
prevent the hospitality industry from being able to achieve Sustainable Development Goal 8
(Bianchi & de Man, 2021). Sustainable Development Goal 8 focuses on creating conditions for
full and productive employment and decent work for all (Higgins-Desbiolles & Wijesinghe,
2018; United Nations, n.d.). A pillar of the Decent Work Agenda is that all workers should be
provided the ability to have leisure time and adequate rest time between shifts (Bianchi & de
Man, 2021). Based on past studies and the reputation of restaurant management requiring long
hours, it is clear this is a major issue for the restaurant industry (Higgins-Desbiolles &
Wijesinghe, 2018; Burrow et al., 2015; Fine, 2008). As a result, it could be argued that
restaurant work does not provide decent work and instead it provides extreme work.

Jobs that require long work hours with high intensity can be classified as “extreme jobs”.
Extreme jobs originally described roles in military, policing and healthcare because of their high
pressure, intensity, unpredictability, and high-risk nature (Granter, McCann & Boyle, 2015).
Extreme jobs have now spread into more mainstream jobs such as architects, media creators,
project managers and hotel general managers as it becomes more common for jobs to have large,
intense workloads (Blayney & Blotnicky, 2018; Delisle, 2020; Ekman, 2015; Sturges, 2013).
The term “extreme job” is now used to describe any demanding job that requires overtime work
hours (Burke & Fiksenbaum, 2009), and five out of the ten high intensity characteristics defined
by Hewlett and Luce (2006). These extreme job characteristics will be discussed in detail in the
literature review. Based on the characteristics of restaurant work, it is likely that restaurant

management could be classified as an extreme job.
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The research aims to explore restaurant management as an extreme job. While research on
extreme jobs exists, it is believed that this is the first study involving restaurant managers. Past
studies have shown that each industry, profession, and organization can experience different
attitudes and motivations towards extreme jobs (Gascoigne, Parry & Buchanan, 2015). This
qualitative study will explore how restaurant managers are experiencing excessive workloads
and whether their jobs can be classified as extreme. In addition to classifying restaurant
management as an extreme job, it is helpful to understand how restaurant managers are
motivated to work in extreme job conditions. It is one thing to classify a job as being extreme,
but an equally important area to explore is whether restaurant managers find enjoyment in the
extreme job characteristics or whether they feel controlled by them. Self-determination theory
can be applied to this study to gain a stronger understanding of how extreme job characteristics
support or thwart a restaurant manager’s motivation to do their job.

The study objectives that will drive this research are threefold:

1. Determine if restaurant management can be classified as an extreme job;
2. Use self-determination theory to explore how restaurant managers are intrinsically and
extrinsically motivated to work;

3. Identify whether restaurant managers believe the intensity of their job should be reduced.

This research has implications for both scholarship and industry. The findings of this
research build on current knowledge and understanding of extreme jobs by applying the concept
to a profession that has yet to be studied. Further, this research helps to fill the gap left by the
dearth of research that explores what drives restaurant managers to be willing to work long and

intense hours. Lastly, the findings of this study could be used by human resources departments



1  and restaurant management teams to better shape work policies or restructure restaurant

2 management jobs to reduce the need or desire to work excessively.
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CHAPTER 2. LITERATURE REVIEW

2.1. Extreme jobs

An extreme job is a profession that constantly deals with demanding work which can cause
the boundaries between work and leisure time to blend together (Bozkurt, 2015). Studies on
architects (Sturges, 2013), media creators (Ekman, 2015), project managers (Delisle, 2020) and
hotel general managers (Blayney & Blotnicky, 2018) were all identified as extreme jobs because
they have workloads that are consistently too demanding to fit into a standard 40 hour work
week. When identifying whether a job can be classified as extreme, both the amount of time
required to complete the workload as well as the characteristics of the job are considered
(Granter et al., 2015). Extreme jobs hold specific characteristics that create large workloads
which can cause high stress and pressure (Gascoigne et al., 2015). Extreme job holders typically
work long hours because they believe that putting in extra hours is a way to combat their large
workload (Delisle, 2020). Long hours for extreme jobs are typically defined as jobs that
consistently require overtime (Sturges, 2013; Burke & Fiksenbaum, 2009). When exploring the
characteristics of an extreme job, the most common definition comes from Hewlett and Luce
(2006, p. 51) who state that an extreme job is one in which a person experiences five out of the
following ten characteristics that can make a job particularly stressful:

Unpredictable flows of work;

Fast-paced work under tight deadlines;

Inordinate scope of responsibility that amounts to more than one job;
Work-related events outside regular work hours;

Availability to clients 24/7;

Responsibility for profit and loss;

Responsibility for mentoring and recruitment;

Large amount of travel;

Large number of direct reports;
0. Physical presence at workplace at least 10 hours a day.

=00 Ny R W =
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Turnbull and Wass (2015) suggest that the characteristics have a cumulative impact. The more
characteristics a job holder experiences, the more extreme their job becomes and the bigger the
impact it has on their work (Bozkurt, 2015). The majority of past research on extreme jobs has
used this list of characteristics to identify and classify different types of jobs as being extreme.
Researchers with a focus on extreme jobs have identified the need for further research to
examine how extreme jobs fit into different roles, organizations, and industries (Gascgoine et al.,
2015; Buchanan, Parry, Gascoigne & Moore, 2013). As a result, this research looks to fill part of
the gap by proposing the research question:
RQI: Is restaurant management an extreme job?

To test this research question, a literature review of each extreme job characteristic has
been conducted and is presented in the following section. In order for research question 1 to be
answered, RQ1a (extreme work hours) must be supported as well as at least five of the questions

listed from RQ1b to RQ1k (extreme job characteristics).

2.1.1. Extreme work hours

For a job to be considered extreme, it must require the job holder to work a large number
of hours each week. Some studies have considered extreme jobs as ones that meet a minimum
number of hours worked, typically over 60 hours each week (Blagoev & Schreyogg, 2019; Brett
& Stroh, 2003). There is disagreement however over how many hours of work each week
qualifies a job to become extreme. Researchers have begun basing the minimum number of
hours worked each week on labour regulations in the region of study (Turnbull & Wass, 2015;
Sturges, 2013; Burke & Fiksenbaum, 2009). For example, Sturges (2013) defined an extreme job
as one that exceeded 48 hours because that is starting point for overtime work in the United

Kingdom. Canada is similar to the United Kingdom in that any work over 48 hours each week is
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federally regulated as overtime work in Canada (Government of Canada, 2020). Since this study
is based in Canada, for a person to experience extreme work they must work over 48 hours of
work each week. Restaurant managers have been found to work between 50 to 65 hours per
week which would in this circumstance qualify restaurant management as an extreme job
(Murphy et al., 2009; Hayes & Weathington, 2007; Patil & Chung, 1998; Tabacchi & Faber,
1989; Krone et al., 1989). Based on the number of hours considered to be extreme in Canada, the
following research question is proposed:

RQIla: Do restaurant managers work over 48 hours each week?

2.1.2. Unpredictable flows of work

Hewlett and Luce (2006) as well as Siu, Cheung and Law (2012) identified unpredictable
flows of work as an added pressure to jobs. Cai, Tindal, Tartanoglu Bennett and Velu (2021)
described this unpredictability as a collapse in routine which requires constantly changing
procedures and policies. Scholarios, Hesselgreaves and Pratt (2018) and Burke et al. (2011) saw
unpredictable work consisting of job holders having constantly changing work schedules. This
may include not having a regular day off, irregular work hours or being given short notice for a
change of duties. Extreme jobs in the service industry have put an emphasis on defining
unpredictable flows of work based on fluctuating customer demand patterns (Blaney &
Blotnicky, 2018; Bozkurt, 2015; Burrow et al. 2015). Blayney and Blotnicky (2018) studied
hotel General Managers and found that their work was extreme due to an inability to forecast
hotel demand as it can be impacted by several variables such as weather, the economy and events
taking place. This is similar to restaurant work which has a lack of regularity and predictability
due to time-based demands (Axelson, Malmberg & Zhang, 2017). A study by Hwang and

Lockwood (2006) found that nearly all restaurant operators indicated that their business typically
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sees sudden and difficult to understand changes in demand which can be inconsistent throughout
the year or even just between weekdays and weekends. A slow, monotonous day can suddenly be
interrupted by chaotic business flows (Kang et al., 2010). Long and flexible hours are also
needed to meet fluctuating customer traffic which adds pressure and exhaustion to restaurant
managers (Burrow et al., 2015). In this study unpredictable flows of work will be defined as a
constantly changing work schedule and work priorities due to fluctuating customer demand.
Based on this review, the following research question is proposed:

RQ1b: Do restaurant managers experience unpredictable flows of work?

2.1.3. Fast-paced work under tight deadlines

Tight deadlines can add pressure to a job which necessitates the need to work quickly.
When a worker has added pressure to produce results quickly, it can make the job extreme.
Hewlett and Luce (2006) provided examples of fast-paced extreme jobs as ones that require
quick and timely decisions that have a major impact on the business. Many extreme job holders
when discussing their job talk about how they are always putting out fires and quickly jumping
from one problem to the next (Humphries et al., 2019; Buchanan et al., 2013). Humphries et al.
(2019) also described fast-paced, extreme work as work that is so busy that workers find it
difficult to adequately care for themselves by taking rest breaks or eating meals. In a service
setting, tight deadlines are typically defined by the need to work quickly to meet customer
service demands (Bozkurt, 2015). Tandelilin, Lestari and Sari (2018) found that work becomes
extreme when a business prioritizes customer satisfaction. The fear of not pleasing a customer
and the impact it could have on the reputation of the business adds intensity to the job. Blayney
and Blotnicky (2018) identified that hospitality work can be extremely stressful due to revenue

management in the hospitality industry being dependent on booking deadlines. If a manager does
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not sell a room or fill all tables in a restaurant, revenue is lost and it can never be recaptured
because the time has expired. Looking at restaurant operations, Steno and Friche (2015)
identified that restaurant kitchens are also under immense time pressure. Food can go bad or be
overcooked and the production of food requires a high pace while juggling many tasks. Other
studies have also found that restaurant work is fast-paced, physically demanding and stressful
(Bufquin et al., 2021). In this study, fast-paced work is defined as work that requires the need to
work quickly to meet service demands. The following research question is proposed:

RQIc: Do restaurant managers experience fast-paced work under tight deadlines?

2.1.4. Inordinate scope of responsibility

Hewlett and Luce (2006) define an inordinate scope of responsibility as a job that carries
so many responsibilities that it creates a workload that more than one person should be able to
handle. Other studies explore the extremity of responsibility by looking at how many different
types of responsibilities a job holder has and how much overall responsibility they hold for the
business (Blayney & Botnicky, 2018, Buchanan et al., 2013). Responsibility has been found to
be extreme when a person has to take on tasks that would not normally fall under the scope of
their job duties without receiving training or additional pay (Cai et al. 2021; Jordan et al. 2019;
Bozkurt, 2015). Work responsibilities can also be extreme when extra responsibilities are added
due to understaffing which creates excessive workloads (Humphries et al., 2019; Peticca-Harris,
Westar & McKenna, 2015). Humphries et al. (2019) found that extreme job holders held so
much responsibility that they felt like they could not take time off work because no one would be
able to pick up their workload in their absence. Jordan, Ward & McMurray (2019) also

suggested that extreme work is more prevalent in independent businesses versus national or
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global organizations. This is because independent businesses are smaller in size and staff which
means less people are available to perform a wide variety of tasks needed to run the business.
Most restaurant managers are required to be knowledgeable in finance, human resources,
marketing and developing business strategies (Patil & Chung, 1998). With all of these
responsibilities, the job can become too demanding and the added pressure to keep up with all of
these roles generates stress (Cornell, 2019; Murphy et al., 2009). In this study, an inordinate
scope of responsibility is measured by exploring how many roles a person holds and the impact
these roles have on the success of the restaurant. As a result, the following research question is
proposed:

RQ1d: Do restaurant managers feel they have an inordinate scope of responsibility that amounts
to more than one role?

2.1.5. Profit and loss responsibilities

Hewlett and Luce (2006) also identify jobs that are responsible for profit and loss with
relentless bottom-line pressures as an extreme job characteristic. Restaurants typically have small
profit margins and high failure rates which can put extra stress on a restaurant manager (Perez &
Mirabella, 2013). In restaurants, managers are responsible for making many decisions that can
have a significant impact on these tight profit margins (Cornell, 2019). Restaurant managers are
responsible for controlling operating expenses such as labour, equipment costs, food costs and
utilities. Restaurant managers are also responsible for generating profit by setting appropriate
menu prices and ensuring that revenue is maximized by always having a filled restaurant (Raab
& Mayer, 2007). Wilkinson (2010) states that many restaurant general managers increase their
responsibilities to be able to maintain business sales and profit margins. Bourdain (2013) also
discusses how restaurants often enact austerity measures when they are not profitable by firing

staff to reduce labour costs. The managers are then required to pick up front-line shifts in
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addition to their manager responsibilities which causes added stress and longer hours of work
(Fine, 2008). Based on this information, the following research question is proposed:
RQle: Do restaurant managers feel responsible for profit and loss?
2.1.6. Mentoring and recruitment responsibilities

Burke (2019) states that a shortage of talent can put extra pressure on managers to invest
time in recruiting, attracting, training, mentoring, and retaining employees. The Canadian
restaurant industry has struggled with a labour shortage for years and finding people to work in a
restaurant is a serious concern for managers (Elliot, 2018). Dermody (2002) found that restaurant
managers are frequently interviewing candidates to fill vacant positions. Independent restaurants
have been found to hire on average 1 new employee each month which requires an average of 30
interviews to be conducted (Dermody, 2002). This is a significant amount of work that a
manager is required to take on and it can cause work hours to lengthen. Training has also been
found to be important for restaurants to be able to attain service standards. Bishop (2020) found
that it is difficult for managers to find time to train new employees when they have busy
schedules and unpredictable service levels. It has become more prevalent for managers in the
hospitality industry to mentor employees as a way to keep employees satisfied with their work
(Yang, Guo, Wang & Li., 2019). Mentoring ensures that employees are properly trained but also
experiencing growth in their profession. However, this added mentoring responsibility can create
extra stress for a restaurant manager. Based on these findings, the following research question is
proposed:

RQIf: Do restaurant managers feel responsible for mentoring and recruitment?
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2.1.7. Work-related events outside regular work hours

Work-related events outside of regular work hours can make a job more extreme when
these events are expected to be attended with no reduction to the job holder’s usual workload.
Examples of work-related events outside regular work hours include networking events,
association meetings, entertaining clients outside of work hours and staff socials (Bozkurt, 2015;
Buchanan et al., 2013; Hewlett & Luce, 2006). Blayney and Blotnicky (2018) also added
attendance at staff training programs which often requires hospitality professionals to attend on a
day off of work. Bozkurt (2015) identified that in extreme jobs the boundaries between work and
non-work boundaries can blur. Work events can be seen as being fun work by the employer and
it is often not considered by businesses to be included in work time or paid time. It is common
for restaurant managers to attend community events, volunteering commitments, trainings and
tastings as a part of their job (Boccia & Cseh, 2021). For this study, this characteristic is defined
as attendance at networking events, trainings and staff events on top of regularly scheduled work
time and duties. Based on findings by Turnbull and Wass (2015), this characteristic is considered
extreme when managers attend events once per month with no time off in lieu. The following
research question is proposed:

RQIg: Do restaurant managers attend work-related events outside regular work hours?

2.1.8. Availability to clients 24/7

Blayney and Blotnicky’s (2018) study of hotel managers and Buchanan et al.’s (2013)
study of medical professionals stated that job intensity is high in professions where the business
has long operating hours or it is always open. With long business hours, there is an increased
demand or need for work to be done. Even if managers are not physically present at work, they

quite often are “on call” for both clients and employees. Managers are expected to respond in a
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timely manner whenever they are contacted due to phones making it easier to receive and send
emails, texts and calls at any time (Delisle, 2020; Hewlett & Luce, 2006). The expectation that
workers are approachable even when they are not working, creates a spillover of work into
leisure time (Jordan et al., 2019). Restaurant managers are also often the first point of contact in
emergency situations. Some restaurant managers are required to be available 24/7 in case of
emergency situations with the restaurant such as break-ins, leaks or staff calling in sick before
their shift (Bourdain, 2013). In a customer service setting, there also is an expectation that the
customer will always come first. As a result, extreme job holders in customer service positions
tend to have their workload increase because they are often interrupted in the middle of their
administrative work to assist customers (Bozkurt, 2015; Burke et al., 2011). In this study, being
available 24/7 is defined as being available to answer questions at all hours from customers and
co-workers. Therefore, the following research question is proposed:

RQ1h: Do restaurant managers feel they have to be available to customers and co-workers
24/7?

2.1.9. Large amount of travel

A large amount of travel is a characteristic that has been defined differently by many
studies. Hewlett and Luce (2006) provided an example of this characteristic as the need to travel
long distances from work, quite often requiring the need to spend a night away from home. This
is similar to Buchanan et al. (2013) who stated that a large amount of travel was considered
international travel for work. Turnbull and Wass (2015) took a different approach and considered
long commute times to work as it can add length of time and pressure to the workday. In an
extreme job hospitality setting, a large amount of travel has been identified as frequent trips to

the head office for meetings and trainings, trips to partner locations and also the need to relocate
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for work (Blayney & Blotnicky, 2018; Burke et al., 2011). Past studies have identified that some
restaurant managers travel several hours weekly to visit different units or a manager is often
needed to relocate to open new restaurants (Murphy et al., 2009; Patil & Chung, 1998). In this
study, commute times over one hour in length (Turnbull & Wass, 2015), and being present at
more than one location weekly (Hewlett & Luce, 2006) will be used as indicators for extreme
travel. Based on this literature, the following research question is proposed:

RQIi: Do restaurant managers travel for work-related activities?

2.1.10. Large number of direct reports

Hewlett and Luce (2006) consider a large number of direct reports to be a factor that
increases job intensity as it can increase pressure by needing to get approval from multiple
people. Direct reports in the extreme job setting are considered to be people who are of higher
authority than the extreme job holder (Bozkurt, 2015; Hewlett & Luce, 2006). Getting approval
from authority figures to make decisions can remove autonomy and make tasks more difficult
and time consuming to complete (Siu et al., 2012). Authority figures can take over or change
decisions and procedures which can add extra time and stress to job holders (Bozkurt, 2015). In
this study, direct reports will be defined as any authority figure a manager needs to work with to
make decisions and implement business practices. A large number of people to report to will be
considered to be four or more people (Buchanan et al., 2013). Based on this definition, the
following research question is proposed:

RQIj: Are restaurant managers required to report to four or more authority figures?
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2.1.11. Physical presence at workplace at least 10 hours a day

The requirement to be physically present at work and to put in “face time” adds extra time
and effort required to do a job (Blagoev & Schreyogg, 2019; Turnbull & Wass, 2015). There is a
restaurant industry expectation for managers to work over 12 hours a day and sometimes more
than 5 days a week (Burrow et al., 2015; Nui, 2010; Patil & Chung, 1998). This is in part due to
restaurant managers overseeing the operations of the restaurant which can only be done if they
are physically present (Nebel, Braunlich & Zhang, 1994). This requirement to be physically
present in the restaurant can cause long work days. Long lengths of time at work and the need to
work evenings, weekends and nights in a hospitality setting can put a strain on job holders which
makes their work more extreme (Scholarios et al., 2018). As a result of restaurant managers
needing to be physically present at work, the last research question is proposed:

RQIk: Are restaurant managers physically present at their restaurant at least 10 hours a day?

2.2. Motivation to work an extreme job

Motivation explains why people decide to behave a certain way, how long they are willing
to sustain this behaviour and the effort that they are going to put in to pursue it (Han & Yin,
2016; Kleinginna & Kleinginna,1981). Similarly, work motivation can describe the forces that
initiate people to choose a particular job, how long they stay in the job as well as the intensity of
their work (Kim & Jogaratnam, 2010; Tremblay et al, 2009; Gagne & Deci, 2005). Much of the
research in the hospitality industry surrounding motivation explores how managers can motivate
frontline employees to increase job satisfaction, organizational commitment and decrease
turnover intent (Wszendybyt-Skulska, 2019; Kim & Jogaratnam, 2010; Curtis & Severt, 2009;

Dermody et al., 2004). Each restaurant role tends to be motivated by work differently due to the
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design of the job. For example, Dermody et al. (2004) found that restaurant servers are primarily
attracted to work in restaurants because of the ability to make good money through tips. Curtis
and Severt (2009) found that managers are attracted to their job because of job security. Kotera
et al. (2018a) suggested that hospitality workers in general tend to be more intrinsically
motivated because restaurant work can lack extrinsic rewards such as high pay. There is however
a dearth of literature exploring what drives restaurant managers to work long and demanding
hours.

The extreme job literature touches on a few reasons why extreme job holders work in their
jobs. The most common reason is that extreme job holders tend to be highly engaged in their
work and enjoy the excitement and challenge that their work provides (Blayney & Blotnicky,
2018; Gascoigne et al., 2015). Past studies have found that these workers usually feel exalted
rather than exploited as they see themselves as being passionate about the work rather than
addicted or burdened (Burke & Fiksenbaum, 2009; Hewlett & Luce, 2006). Hewlett and Luce
(2006) stated that extreme jobs are experienced by high paid professionals. It is believed that
these high paid professionals are more willing to put up with the intense work and long hours
because they see their high pay as a reward for it (Gascoigne et al., 2015). The idea that extreme
work is only experienced by highly paid professionals has been disproved as many professionals
will put in long hours of work with low salaries and without overtime pay (Burrow et al., 2015;
Turnbull & Wass, 2015). These conflicting views as to how different types of professionals are
motivated to work in an extreme job show that more research is required to gain a better
understanding of how motivations are experienced by different types of professions. As a result,

this study will explore how restaurant managers are motivated to work in extreme conditions.
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A core component of an extreme job is the intensity and pressure that the extreme job
provides due to the requirement of high responsibility, tight deadlines, and unpredictable flows
of work (Hewlett & Luce, 2006). These extreme factors are created externally so it is important
that the model of motivation selected for this research takes into consideration external pressures
as well as internal pressures (Granter et al., 2015). As a result, this research will use self-

determination theory (Ryan & Deci, 2000) to analyze motivation in extreme job holders.

2.2.1. Self-determination theory

Self-determination theory can be used to address how an extreme job can support or
thwart a job holder’s motivation, engagement, and well-being (Ryan & Deci, 2000). This theory
states that individuals are inherently motivated to grow and achieve and they will engage in tasks
that provide meaning and value (Stone, Deci & Ryan, 2009). Self-determination theory assumes
people inherently desire psychological growth and they will strive for learning, mastery and
connection with others (Ryan & Deci, 2020). This desire is not automatic, it requires supportive
conditions which are generated by an individual having their three basic psychological needs
met. These three needs are relatedness, competence, and autonomy (Ryan & Deci, 2000).
Relatedness is the need for individuals to feel like they belong by being respected, supported,
and valued by the organization that they work for (Stone, Ryan & Deci, 2009; Ribgy & Ryan,
2018). This need is fulfilled in the workplace by having the job holder feel respected and cared
for (Ryan & Deci, 2020). Competence is the need for individuals to feel like they can succeed
and grow in their daily tasks by having the necessary resources, skills and knowledge (Deci,
Olafsen & Ryan, 2017). This need is best satisfied in work environments that provide challenges,
positive feedback, and the ability to grow (Ryan & Deci, 2020). Autonomy is the need for an

individual to feel in control of their job by having the freedom to make decisions on their own
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(Gagné & Deci, 2005). This need can be supported when a job holder experiences interest and
sees value in their work. Autonomy can be undermined when the job holder is controlled through
rewards or punishment (Ryan & Deci, 2020).

Relatedness, competence, and autonomy when supported can develop a sustainable and
long-lasting form of motivation called autonomous motivation (Rigby & Ryan, 2018; Stone et
al., 2009). Autonomous motivation is experienced when people choose on their own volition to
perform a task (Gagné & Deci, 2005). When any of the three basic needs are thwarted, it can
damage motivation and wellness (Rigby & Ryan, 2018). Individuals who do not have their basic
needs met will take on tasks due to a sense of pressure or a feeling like it is required (Gagné &
Deci, 2005). This is called controlled motivation because people are not choosing to do activities
based on their own volition. Studies have shown that regardless of company size, economic
system or culture, job holders with work environments that support their basic psychological
needs are more proactive, perform better and they are more committed to the organization
because they are inherently interested in their work (Ryan & Deci, 2020; Stone et al., 2009;
Gagné & Deci, 2005). This finding shows that job holders should work in environments that
support their basic needs because it will allow them to reach autonomous motivation which will
result in outcomes that are more favourable than those of controlled motivation.

2.2.2. Motivational quality continuum

Using self-determination theory as a foundation, the motivational quality continuum
illustrates how motivation quality can be used to predict outcomes of employee engagement,
performance, and organizational citizenship in the workplace (Deci et al., 2017). The
motivational quality continuum ranges from controlled compliance to finding meaning in the

work being done (Rigby & Ryan, 2018). The continuum illustrates that the further a person
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moves away from controlled motivation and more into autonomous motivation, the more a
worker will experience higher levels of work engagement, wellness, performance, and
organizational citizenship thus creating a higher quality of motivation (Rigby & Ryan, 2018).
The motivational quality continuum breaks controlled motivation down into three categories
which include amotivation, external pressure and internal pressure (Rigby & Ryan, 2018).
Autonomous motivation consists of personal value and intrinsic motivation (Rigby & Ryan,
2018). These five different motivation types are based on various external and internal drivers
that influence behaviour (Tremblay et al., 2009). The motivational quality continuum places each
of these motivation types on the spectrum based on how extrinsically and intrinsically driven
they are. Extrinsic drivers are factors that are created externally from an individual that lead to a
specific outcome (Gagné & Deci, 2005), whereas intrinsic drivers are derived from factors that
come from within an individual (Deci et al., 2017). The less extrinsically driven a job holder is
and the more intrinsically driven they are, the higher their quality of motivation becomes (Rigby
& Ryan, 2018). The quality of motivation is also tied to how fulfilled a job holder’s basic
psychological needs are. The further along the continuum, the more the job holder has their basic
needs fulfilled (Gagné & Deci, 2005). Table 1 illustrates where each motivation type exists on
the motivational quality continuum and explains each motivation type. The following section

will also describe each form of motivation.
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Table 1. Motivational quality continuum
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feels like they | rewards, empty . .
.. . . . controlled by self- | work (even if enjoyment and
Description | are just going | praise, ! . . . .
. pressure, guilt, their work is not satisfaction
through the punishments, . . .
. . shame and ego- directly with their
motions threats and being involvement enjoyable) &
forced to do the Joyable wo
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Basic Psychological Needs Unfulfilled

_)

Basic Psychological Needs Fulfilled

Note: (Rigby & Ryan, 2018; Van den Broeck et al.,2011)

2.2.2.1. Controlled motivation

As mentioned previously, controlled motivation explains the type of motivation a person

experiences when they are engaged in a task because they feel they have no choice but to do it

(Gagné & Deci, 2005). Within controlled motivation, amotivation is the type of motivation that

has the lowest motivational quality (Rigby & Ryan, 2018). A job holder who experienced

amotivation, finds no interest, meaning or value in their work (Ryan & Deci, 2000). An

amotivated job holder is simply going through the motions at work or not feeling effective or

capable of their job (Rigby & Ryan, 2018). As a result, job holders with amotivation are likely to

experience poor well-being and performance which results in lower quality motivation (Kotera et

al., 2018a). An extreme job holder may be amotivated if they feel like their job responsibilities

and the excessive workload is too challenging and impossible to overcome (Stoeber, Davis &

Townley, 2013). High stress levels which are common in extreme jobs have been shown to be

correlated with amotivation (Zhang, Klassen & Wang, 2013). Restaurant managers who

experience amotivation would likely have no expectations for their job and see their efforts,
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contribution, and performance as meaningless (Hsu, 2013). Amotivation is important to identify
in restaurant managers because it could result in poor performance and a higher intention to
leave their job (Rigby & Ryan, 2018).

Another form of controlled motivation is external pressure. External pressure includes both
positive and negative pressures which can control the behaviour of the job holder (Rigby &
Ryan, 2018). External pressures can include rewards, praise, punishments, threats, and work
policies (Stoeber et al., 2013). These external pressures can motivate job holders in the short-
term, but job holders in the long-term will eventually start to take shortcuts to achieve the goals
assigned to them and as a result, their performance will decrease (Rigby & Ryan, 2018). External
pressures cause low quality motivation because the job holder’s reason for performing a
behaviour is based on external factors rather than their own investment or interest in the activity
(Ryan & Deci, 2000). Past studies have shown that restaurant managers will do their job because
they believe desirable outcomes such as job promotions, bonuses or pay raises will occur (Harris
et al., 2019; Putra et al., 2018; Cho & Liu, 2017; Murphy et al., 2009; Lam, Baum & Pine, 2001).
It has been found that restaurant managers will accept working long hours if they believe it will
pay off because they will be rewarded with a new role or more responsibility (Axelsson, et al.,
2017; Lambert et al., 2012). This is a perfect example of an external pressure driving a manager
to work in an extreme condition. Many extreme job holders also claim that by working long
hours they are putting in time in hopes it will pay off by helping them gain a promotion or a raise
(Blayney & Blotnicky, 2018). When looking at the list of extreme job characteristics, it could be
possible that some of the characteristics put external pressures on job holders. Extreme
characteristics such as meeting tight deadlines, taking on an abundance of responsibilities and

having to report to many people may cause managers to be motivated to work long hours to
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ensure that they are meeting the demands of their job (Sturges, 2013; Hewlett & Luce, 2006).
According to the motivational quality continuum, these workers are being controlled to put effort
into their work which will eventually result in low quality performance outcomes (Rigby &
Ryan, 2018).

Internal pressure is another controlled and lower quality form of motivation. Internal
pressures can include the desire to perform a job for approval, image and self-esteem (Rigby &
Ryan, 2018). In this situation, the job holder is driven to perform to feel secure. They are focused
on completing a task based on the impact it will have on their appearance and credibility rather
than doing the task because they value it (Deci et al., 2017). Restaurant managers have been
found to behave in ways that will provide them with positive feelings about themselves, improve
their self-confidence and to gain approval from others (Harris et al., 2019; Steno & Friche,
2015). This can include a sense of achievement, being seen as being loyal to the organization and
having a sense of belonging and pride in the work environment (Watson, Taheri, Glasgow &
O’Gorman, 2018; Upchurch, DiPietro, Curtis & Hahm, 2010; Huang, 2006). An example
includes Fine’s (1996) study which found that cooks and chefs are motivated to work in
demanding conditions to be able to prove that they are “professional”. It is also common in the
restaurant industry for restaurant managers to feel guilty or they are letting their team down if
they do not work an excessive number of hours each day (Burrow et al., 2015). Similarly, Krone
et al. (1989) discovered that restaurant managers have a higher perception of personal
accomplishment as the number of hours worked each week increased. Past extreme job studies
have also found that extreme job holders will work excessively because they do not want to let
their team down (Sturges, 2013; Hewlett & Luce, 2006). Hewlett and Luce (2006) elaborated on

this by saying that extreme job holders are afraid that if they do not meet their deadlines or they
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give up, they could be sacrificing their credibility (Hewlett & Luce, 2006). These examples of
internal pressures are all a controlled form of motivation because job holders are doing the work
to achieve an outcome rather than doing the work because it provides them with meaning or
enjoyment. Restaurant managers who experience extreme job characteristics may be putting up
with the extreme characteristics to achieve an image of themselves that is desirable to others

rather than just doing the work out of enjoyment (Rigby & Ryan, 2018).

2.2.2.2. Autonomous motivation

The three previous types of motivation discussed are classified as low quality due to their
reliance on external outcomes such as pay, promotion and prestige, which control the job holder
to complete the job tasks. When a person starts to do their work because they value the work
itself and find it enjoyable, the type of motivation moves away from controlled motivation and
moves into autonomous motivation (Rigby & Ryan, 2018). This is because the job holder is
focusing more on supporting their three basic psychological needs rather than the outcomes of
their work (Gagné & Deci, 2005). Autonomous motivation exists in two forms which are
personal value and intrinsic. Personal value is when a job holder has work goals and values that
they find to be personally meaningful (Rigby & Ryan, 2018). This is commonly seen when the
goals and values of the job holder align with the organization they work for (Gagné & Deci,
2005). When a job holder feels that their work is personally meaningful, the job holder will
embrace and value their work (Deci et al., 2017). Putra et al. (2017) found that restaurant
workers will find their work to be personally meaningful when they feel like they are a
contributing member of the team. Past studies on extreme jobs have also been able to find that
when extreme job holders find meaning in their job, they are more likely to work excessively

(Ekman, 2015; Hewlett & Luce, 2006).
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The highest quality of motivation is represented by intrinsic motivation. Intrinsic
motivation is when the work is found to be rewarding and enjoyable because all three basic
psychological needs have been met (Ryan & Deci, 2020; Ryan & Deci, 2000). A job holder who
is intrinsically motivated will find inherent satisfaction and enjoyment in their work because they
find tasks to be interesting and engaging (Stoeber et al., 2013). Past studies have identified that
restaurant managers who are intrinsically motivated, maximize their effort at work because they
find their work to be interesting, challenging, and fascinating (Watson et al., 2018; Putra et al.,
2017). Kotera et al. (2018a) also found that restaurant managers who found their work to be
exciting and enjoyable were able to persevere through intense and stressful situations like having
to work long hours. Many extreme job holders have been found to work long hours and in
demanding conditions because they are passionate about their work and enjoy spending their
time working (Ekman, 2015). This is similar in the restaurant industry where passion is
frequently used as reason why chefs will work long hours (Hendley, 2017; Bourdain, 2013;
Harris & Giuffre, 2010). In this study if restaurant managers are found to be absorbed in their
work because they find it exciting and enjoyable, then that will mean that they are intrinsically

motivated.

2.2.3. Motivation and the current study

Most extreme job studies have only focused on studying personal values and they assume
that extreme job holders choose to work long hours due to personal choice rather than the
pressures that are being put on them by working an extreme job (Blayney & Blotnicky, 2018;
Ekman, 2015; Hewlett & Luce, 2006). With extreme job characteristics such as tight deadlines,
responsibilities for profit and loss and needing to be physically present at work for over 10 hours

a day, it is expected that extreme job holders will experience controlled motivation over
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autonomous motivation. This is due to some of the extreme job characteristics being able to put
external pressure on job holders. If job holders are working long hours and completing their
work tasks as a response to extreme external pressures rather than their own needs, values and
interests, then it will mean that these job holders are less engaged in their work, resulting in
lower quality motivational outcomes (Rigby & Ryan, 2018). Discovering whether restaurant
managers are motivated by controlled motivation would provide an understanding that restaurant
managers are not just working long hours in challenging conditions because they are passionate
about their jobs. As a result, the following research question is proposed:

RQ2: Do restaurant managers experience controlled motivation to work under extreme

characteristics?

2.3. Negative outcomes from extreme jobs

Extreme jobs have been found to have negative impacts on the health and wellbeing of
employees (Turnbull & Wass, 2015). Extreme job holders are more likely to be exhausted and
face burnout compared to jobs that are more routine (Blaney & Blotnicky, 2018). Extreme jobs
are also associated with high levels of stress which can cause low morale, substance abuse,
burnout, and absenteeism (Granter et al., 2015). The long and arduous hours can also cause an
imbalance in a job holder’s working life and personal life (Siu et al., 2012). Extreme job holders
have reported strained relationships with their families because they are unable to spend time
away from work (Delisle, 2020; Ekman, 2015; Hewlett & Luce, 2006). Extreme jobs have also
been found to be damaging to organizations as they can result in lower long-term productivity
and high turnover (Gascoigne et al., 2015). Some authors have recommended that organizations
step in and redesign the workload and intensity of jobs to reduce the damaging impacts extreme

jobs have on employees (Gascoigne et al., 2015 & Granter et al., 2015).
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There have also been similar calls by researchers to redesign the typical job of a
restaurant manager to reduce stress, responsibilities, and hours of work (Kang et al., 2010;
Murphy et al., 2009). The restaurant industry has a reputation for being a high stress industry
(Hendley, 2017; Bourdain, 2013). Studies have shown that the stress and pressure of the job can
lead to low job satisfaction, burnout, substance abuse, poor mental health, and strains on family
relationships (McAdams & Gallant, 2021; Hendley, 2017; Upchurch et al., 2010; Hayes &
Weathington, 2007; Wildes, 2005). There have also been reports that the COVID-19 pandemic
has prompted restaurant workers to reflect on their work situation and question their future in the
restaurant industry (Barbaro, 2021; Trapunski, 2021). Lippert et al. (2021) found that restaurant
workers experienced increased levels of stress, fear and anxiety and had uncertainty about their
future in the restaurant industry. Some restaurant managers also reported that the pandemic
helped them realize that they were working too many hours and they were sacrificing too much
of their time working in a restaurant (Cowan, 2021; Dean, 2021; Persaud, 2021). Based on these
anecdotes, it may be possible that restaurant managers perceive their work differently due to the
pandemic and they may be more aware of the negative outcomes of their extreme job conditions.

Given the negative outcomes that can arise from extreme job characteristics, it is
necessary to learn from restaurant managers if they believe the intensity of their work needs to be
reduced. In addition, it is valuable to learn how restaurant managers believe some of the extreme
job characteristics associated with restaurant management could be reduced. With this said, the
following research question is proposed:

RQ3: Do restaurant managers believe the extreme characteristics of their jobs should be
reduced?
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2.4. Summary of research questions

The literature review identified three areas of interest for this study to better understand

restaurant management and the extreme job characteristics that it hold. In summary, this study

will aim to identify whether restaurant management can be classified as an extreme job using

Hewlett and Luce’s (2006) extreme job framework. The study will also explore the motivational

quality of restaurant managers by identifying whether they experience controlled motivation to

work their jobs with extreme characteristics. Lastly, this study will identify whether restaurant

managers believe their jobs need to change to reduce the intensity of their work. A summary of

the research questions in this study are provided in Table 2.

Table 2. Summary of research questions

# Research Question
RQ1 Is restaurant management an extreme job?
RQla | Do restaurant managers work over 48 hours each week?
RQI1b | Do restaurant managers experience unpredictable flows of work?
RQIlc | Do restaurant managers experience fast-paced work under tight deadlines?
RQ1d Do restaurant managers feel they have an inordinate scope of responsibility that
amounts to more than one role?
RQle | Do restaurant managers feel responsible for profit and loss?
RQIf | Do restaurant managers feel responsible for mentoring and recruitment?
RQlg | Do restaurant managers attend work-related events outside regular work hours?
Do restaurant managers feel they have to available to customers and co-
RQ1h
workers 24/7?
RQIli | Do restaurant managers travel for work-related activities?
RQ1j | Are restaurant managers required to report to four or more authority figures?
RQIk Are restaurant managers physically present at their restaurant at least 10 hours
a day?
RQ2 Do restaurant managers experience controlled motivation to work under
extreme characteristics?
RQ3 Do restaurant managers believe the extreme characteristics of their jobs should

be reduced?
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CHAPTER 3. METHODOLOGY

This study seeks to uncover if and how restaurant managers experience extreme job
characteristics in their work. Past extreme job studies have primarily used interviews and focus
groups to gain a better understanding of how a specific profession experiences and fits into the
categories of an extreme job (Turnbull & Wass, 2015; Buchanan et al., 2013). A study of
hospital managers by Buchanan et al. (2013) demonstrated the importance of undertaking a
qualitative approach to gain an accurate understanding of the extremity of the role. In this study,
the researchers found that hospital managers experience extreme job characteristics differently
from past studies. Some characteristics were irrelevant, and others needed to be adapted to fit the
hospital setting. Buchanan et al. (2013) gathered information on the extreme job characteristics
from interviews and the findings were later used in a quantitative study which built an extreme
hospital manager job model. This example shows how important interviews can be to gather
complex and layered data which can provide a deep understanding of how extreme job
characteristics are or are not experienced (Wesolowksi, 2016; Lune & Berg, 2006). As a result,

this study of restaurant managers was conducted using interviews.

3.1. Study Sample

Interviews were conducted with salaried restaurant managers who worked at full-service,
independent restaurants in Ontario, Canada. Management positions interviewed included both
front of house management roles such as general managers and back of house management
positions such as chefs. A variety of restaurant management roles were selected because past
research found that all management roles can experience high levels of stress and intensity

(Smith, Rasmussen, Mills, Wefald & Downey, 2012; Hayes & Weathington, 2007). All
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restaurant managers interviewed were paid by salary versus an hourly wage to ensure that pay
practices were similar and it would not impact motivation. To ensure that the restaurant
managers participating in the study were experienced and knowledgeable of work conditions, all
participants were required to have at least one year of restaurant management experience.

To recruit participants, purposive sampling was used to select elite participants that were
highly experienced in restaurant management and fit the inclusion criteria stated in the paragraph
above. Elite participants are those that can provide expert knowledge on the subject being
studied, but they are often difficult to reach (Hochschild, 2009). By including elite participants,
the data set was more likely to include viewpoints with rich, in-depth answers. Recruitment
entailed asking industry leaders to identify elite participants to participate in the interviews.
These industry leaders included hospitality professors and leaders of restaurant focused
organizations. This method improved participation rates as restaurant managers were more
willing to respond to recruitment messages from industry leaders rather than the researcher.
Snowball sampling (Lune & Berg, 2006) was also attempted but none of the interview
participants could identify experienced restaurant managers who were willing to participate in
the study. Past studies have found that restaurant managers are difficult to access because of high
turnover rates, busy work schedules and gatekeepers (Arendt et al., 2012; Lambert et al., 2012).
This was found to be true for this study. Approximately 500 recruitment emails were sent to
potential candidates with a total of 25 managers responding. 1 manager was unable to participate
due to less than 1 year of restaurant management experience and 9 managers were too busy to
find a time to be interviewed. Recruitment began in November 2021 after this study received
Research Ethics Board approval (as shown in Appendix 3). Interviews began in January 2022

and wrapped up in March 2022. This period of time was challenging for the restaurant industry
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as Ontario was faced with a surge of covid cases causing restaurants to be under a variety of
government mandated restrictions (Restaurants Canada, 2022). The timing of these restrictions
as well as recruitment efforts are detailed in Appendix 1.

A total of 15 restaurant managers were interviewed. Data saturation was found after
interview 12 took place. Data saturation is when data collection is continued until no new themes
appear during data analysis (Arendt et al., 2012). An additional 3 interviews were conducted to
ensure that no new themes appeared. Fifteen interviews is acceptable according to Bertaux’s
(1981) argument that fifteen interviews is the smallest sample size that should be accepted in
qualitative research (Guest, 2006). Fifteen interviews also falls between Cresswell and Poth’s

(2016) data saturation range of 5 to 25 interviews.

3.2. Data Collection

Data was collected through semi-structured interviews with open-ended questions which
helped to understand whether restaurant managers experience extreme job characteristics. Semi-
structured interviews allowed for predetermined questions and topics to be presented in a
systematic and consistent order. It also provided the interviewer with the freedom to probe
beyond the answers to the prepared questions (Lune & Berg, 2006). This allowed the ability to
explore important factors that were not built into the interview guideline (McGrath, Palmgren &
Liljedahl, 2019). Wesolowksi (2016) found that semi-structured interviews were a useful tool to
gather personalized accounts of restaurant workers experiencing stress in their job. It allowed
workers to be able to explain how they felt and allowed the researcher to draw connections and
themes that had yet to be discovered or described through quantitative research. The subject
matter of this study shares similar themes to Wesolowksi’s (2016) study which shows that

collecting data through semi-structured interviews was a valuable choice for this study.
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The length of interviews ranged from 42 minutes to 70 minutes. Longer interview lengths
occurred with restaurant managers who were more willing to share detailed stories or examples
to explain their opinion. All interviews were conducted by telephone which was the best method
due to covid-19 restrictions. Phone calls also provided easier accessibility to restaurant managers
who were often busy. It was important that the interviews were conducted in private as past
restaurant worker research has found that restaurant workers are more likely to share their
thoughts and behaviours freely when they are not surrounded by their co-workers (Arendt,
Roberts, Strohbehn, Ellis, Paez & Meyer, 2012). Interviews were conducted between January
2022 and March 2022. All interviews were recorded and transcribed using NoNotes call
recording software (Rutakumwa et al., 2020). NoNotes guaranteed that all data would be stored

securely on their servers with high levels of encryption and security procedures in place.

3.3. Interview Design

The interview questions were designed to encourage participants to share their thoughts
and behaviours surrounding their experience as restaurant managers. The questions were broken
into five categories which included work hours (RQ1), work intensity (RQ1), work motivation
(RQ2), reduction of extreme work characteristics (RQ3) and the pandemic’s impact on work
hours and intensity. There were a total of 35 questions with several follow up and probing
questions. The probing questions were used to gain a deeper understanding of responses and to
also confirm the participant’s point of view (Arsel, 2017). The interview guide that was used can
be seen in Appendix 2.

The first grouping of interview questions exploring work motivations helped to gain an
understanding of what motivates restaurant managers to work in extreme conditions. This section

helped to gather data to answer RQ2 which explores controlled and autonomous motivation. Past
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extreme job studies have asked participants to reflect on why they chose their job and how their
opinion towards the job changed over time (Blayney & Blotnicky, 2018; Ekman, 2015; Turnbull
& Wass, 2015). By asking these questions, Blayney and Botnicky (2018) were able to discover
that hotel managers will work heavy workloads to reach their goals. As a result, questions were
created to ask about past, present and future motivations, and goals. These questions were
created with a focus on self-determination theory which assumes that people are actively looking
for growth which drives their behaviour (Gagné & Deci, 2005). The questions used in this
section were also derived from questions used by Bentzen, Lemyre and Kenttd (2014) to
understand job burnout of professionals through self-determination theory. Three questions from
Goldfarb, Golan and Gal (2021) surrounding the basic needs of competence, autonomy and
relatedness were also included in the list of motivation questions.

The second group of questions revolved around work hours which aims to help answer
RQla. The questions in this section helped to gain an understanding of how intense and time-
consuming restaurant management is (Turnbull & Wass, 2015). An extreme job is required to
have long work hours which in this study is measured as over 48 hours worked in a week. This is
because 48 hours of work in a week is considered the maximum number of hours a person can
work in Canada before their work is considered overtime (Government of Canada, 2020). The
questions in this section were primarily derived from past extreme work studies to examine how
high work hours are experienced (Blayney & Blotnicky, 2018; Hewlett & Luce, 2006).

The third group of questions looked to explore job intensity. Extreme jobs require intense
and demanding work. To explore the job intensity of restaurant managers, Hewlett and Luce’s
(2006) list of extreme job characteristics were used as a framework for the questions surrounding

job intensity. Burke, Singh and Fiksenbaum (2010) similarly used Hewlett and Luce’s (2006)
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extreme job characteristics to measure job intensity in hotel workers. The interview questions
used in this study were designed to ask participants how they experience a specific extreme job
characteristic which was then followed up with a question to understand why they experience the
characteristic. These questions gathered information which was used to answer RQ1.

The second last group of questions solicited input as to how extreme job characteristics
could be reduced in the restaurant industry to collect data for RQ3. Questions were drawn from
Hiemer et al. (2019), Croxson et al. (2017) and Wesolowski (2016) which asked about changing
the demands of the work. Four questions were also asked about expectations which was an idea
drawn from Buchanan et al.’s (2015) finding that the expectations of patients can make their
work demanding.

The final group of questions surrounded the impact of the covid-19 pandemic on work
hours and work intensity. These questions were found to have been used by Lippert et al. (2021),
Willis et al. (2021) and Yu et al. (2021). These questions were used to gain an understanding of
how the pandemic may have had an impact on whether restaurant managers believed the
intensity of their work needed to be reduced. This helps to answer RQ3.

Three pilot interviews were conducted prior to the study to assess the reliability of the
interview questions (Arsel, 2017). One question about direct reports was reworded to be clearer
and three questions about basic needs used by Goldfarb et al. (2021) were added to ensure that
information on autonomy, relatedness and competence was being collected. According to self-
determination theory, all basic needs must be met to achieve intrinsic motivation (Ryan & Deci,
2000). Without these questions, it was too difficult to determine whether the participants’ basic
needs were being met in their job. It is common practice to modify any questions in the pilot

interviews that are found to be awkwardly worded, in a bad order or not a good fit (Lune & Berg,
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2006). This pilot study ensured that the questions asked in the interview were collecting the right

information to be able to answer all of the research questions.

3.4. Data Analysis

Each interview was transcribed using NoNotes software which was then used during data
analysis. The transcripts were anonymized by removing any identifying information from the
transcripts prior to analysis (Kristensen & Ravn, 2015). The data was then analyzed using a
content analysis approach (Krippendorff, 2018). Content analysis can be used to systematically
describe and quantify patterns within interview transcripts (Bengtsson, 2016; Schreier, 2012).
Transcript texts are coded into explicit categories and then described by reporting how frequently
a category occurs through percentages or an actual number of occurrences (Bengtsson, 2016;
Morgan, 1993). The counting of how frequently a category occurs helps to locate the patterns in
the data. This is followed by a further examination of the data to answer why and how the
patterns came to be (Morgan, 1993). This study’s research questions aimed to uncover how
frequently extreme job characteristics occur and how many people experience controlled
motivation. Content analysis was a good method to use because it analyzes the frequency of a
pattern that occurs in addition to describing how and why it occurs which aids in answering the
research questions (Morgan, 1993).

As suggested by Bengtsson (2016), patterns were uncovered deductively by determining
categories prior to coding based on theoretical frameworks. A deductive approach is an
appropriate method when the objective of the study is to test an existing theory in a new context
(Cho & Lee, 2014). The pre-determined categories were based on each extreme job
characteristic, the three basic psychological needs from self-determination theory and the five

motivation types depicted in the motivational quality continuum. Within these categories, the
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data was analyzed to build an understanding of what drives restaurant managers to potentially
work an extreme restaurant management job (Yin, 2017). These explanations were then
compared to previous extreme job and self-determination theories and findings (Lune & Berg,
2006). By comparing the patterns that emerge from the data to past findings and self-
determination theory, it increased the validity of the findings through theory triangulation (Yin,
2017). One of the criticisms of content analysis is that a researcher could misrepresent the data
collected by summarizing findings based on frequencies (Krippendorff, 2018). To ensure
validity, experts recommend coding the data more than once to ensure the same results occur,
writing memos to explain the thought process behind the codes and examining plausible rival
explanations (Yin, 2017; Lune & Berg, 2006). All of these steps were conducted.
3.4.1. Extreme job characteristic analysis

To answer the first research question which explored whether restaurant management is
an extreme job, eleven categories were created to explain each of the extreme job characteristics
defined by Hewlett and Luce (2006). Each interview was analyzed individually and each time an
extreme job characteristic was present, that characteristic was checked off on an extreme job
checklist that was developed for each individual participant. For example, if a participant
reported that they work 50 hours each week, the category “work over 48 hours each week” was
counted as an occurrence in the data. Each transcript was thoroughly investigated to uncover
whether each extreme job characteristic occurred. After the investigation of each transcript, the
extreme job characteristic checklist was reviewed to determine whether the restaurant manager
experienced an extreme job by working over 48 hours each week and experiencing at least 5 of
the extreme job characteristics. This was an important step to follow as this is the criteria

required to classify a job as being extreme (Hewlett & Luce, 2006). This process helped to

35



10

11

12

13

14

15

16

17

18

19

20

21

22

23

determine how frequently each characteristic occurred and how many restaurant managers
experience an extreme job.

To describe how each characteristic was experienced, data from all participants was
examined together and codes were established within each characteristic. These codes identified
patterns within each characteristic which helped to form descriptions of the characteristic. Prior
to analysis it was determined that for an extreme job characteristic to be considered relevant to
restaurant managers, at least 70% of the sample had to experience it. This was based on Hewlett
and Luce’s (2006) criteria which used 60% as their threshold for determining whether a
characteristic was relevant in an extreme job. There were a few occurrences where the data did
not fit into the pre-determined extreme job characteristics. In these cases, new categories were
created to incorporate this data (Granenheim, Lindgren & Lundman, 2017; Cho & Lee, 2014;
Lopez, Detz, Ratanawongsa & Sarkar, 2012). For example, customer complaints were frequently
mentioned when discussing how a restaurant manager job can be intense. To incorporate this into
the data, a new category called “customer complaints” was added to the coding scheme. This is
considered to be a good method because it ensures the entire story in the data is being reported

(Cho & Lee, 2014).

3.4.2. Motivation analysis

To analyze the motivation of restaurant managers, categories were created to address the
basic needs of autonomy, competence, and relatedness to identify whether the basic needs of
restaurant managers were met. Similar experiences were grouped together to explain whether
restaurant managers have their needs fulfilled. Coding categories were also created to represent
amotivation, external pressure, internal pressure, personal value and intrinsic motivation. These

are the five different types of motivation that can be experienced within the motivational quality
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continuum which can identify controlled and autonomous motivation (Rigby & Ryan, 2018).
Within each category, further codes were created to explain different types of experiences that
occurred within each motivation type. For example, autonomy was a category which was then

coded into four different explanations which included “frameworks”, “creativity”, “trust” and

“approvals”.
3.4.3. Analysis of reducing extreme job characteristics

To identify how extreme job characteristics could be reduced, categories were created for
employer expectations, staff expectations and customer expectations. Within each category,
codes were created to explain the different types of suggestions. For example, customers was a
category and codes included “complaints”, “unreasonable expectations”, “poor treatment” and
“prices”.

The data collected was analyzed from the viewpoint of each individual manager, an
aggregate of the entire group of participants and by looking at different segments of participants.

These different approaches were used to identify whether there were any patterns or differences

in opinions between roles, age, gender, years of experience and restaurant size.
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CHAPTER 4. RESULTS
This section presents the results collected through the research interviews. The
characteristics of the sample are presented followed by the extreme job characteristics,

motivation, and how managers want to see the intensity of their job reduced.

4.1. Profile of the Sample

Table 3 below summarizes the characteristics of interview participants. 11 participants
had roles that focused on the front of house and four participants had roles that primarily focused
on the back of house. Seven men and eight women participated in this study. Participants ranged
in age from 24 years old to 54 years old. While all managers had at least one year of
management experience in the industry, their experience in their current management role ranged

from two months to 12 years. The restaurants the managers worked at also varied in style, the

number of meal periods they operated and the number of employees they employed. In some
cases, participants provided a range of seats to account for the number of seats when the patio is
open.
Table 3. Profile of the sample (n=15)
Primary) Tenure Yeflrs . [Restaurant # of Meal
Gender |Age|. working in Style .
Role in role seats employees Periods
restaurants
6 lunch,
GM F 30 |1 year 16 160 Casual 45 6 dinner,
1 day closed
GM | F |[35] 5 18 42 |Upscale] 12 > dinfler,
P 2 days closed
GM M 54 |2 years 30 200  |Upscale 30 7 dinners
GM M 40 6 33 240 Casual 40 7 dinners
months

38




4.5

7 lunch,

51 GM 33 15 150 Casual 30 .
years 7 dinners
5 lunch,
6 | Chef 34 |2 years 17 40 - 140 | Winery 12 4 dinners,
2 days closed
6 lunch,
7 |\ o 25 | 10 1o | ss-ns |Barand) g 6 dinners,
Manager months Cafe
1 day closed
10 7 lunch,
8 GM 38 23 250 Casual 80 7 dinners,
months .
late night
7 lunch,
Assistant Country 7 dinners,
? Manager 24 |2 years 8 35901 e 20 2 days closed in
winter
5 lunch,
10 M]Z’iH ) 37 ;frs 2 150 |Campus| 110 5 dinners,
£e Y 2 days closed
11| 6™ 48 |7 years| 30 200 | Hotel | 25 > lunch,
7 dinners
12| AGM 33| 3 15 400 Bar | 200 2 lunch,
months 7 dinners
) 5 lunch,
13| AGM 34 12 55-80 | Casual 30 5 dinners,
months
2 days closed
S 7 6 lunch,
14| 20U 39 21 120 | Hotel | 18 6 dinners
Chef months
1 day closed
15| Chef 38 > 21 65-95 |Upscale 18 7 dinners
months
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4.2. Extreme Job Characteristics

RQ1 aims to identify whether restaurant management is an extreme job. For a job to be
considered extreme, restaurant managers must work over 48 hours each week and experience
five out of ten extreme job characteristics defined by Hewlett and Luce (2006). This section has
been broken down by each extreme job characteristic followed by a summary of the aggregate

extreme job results.

4.2.1. Extreme work hours

Over two thirds (11 out of 15) participants were found to experience extreme work hours
that consistently exceeded 48 hours each week. As shown in Table 4, the number of hours
worked ranged from 35 to 65 hours each week. Some participants stated that they can have
busier weeks depending on seasons, staffing issues and unpredictable events. Managers reported
that work hours in the summer months tend to increase as restaurants expand seating capacity
due to patios. An increased seating capacity leads to more customers being served and more
things for managers to have to oversee and be responsible for. Hours were also reported to
increase when managers were required to fill front-line roles when the restaurant is short-staffed
due to vacant positions or staff being sick. This is represented in Table 4 by participants 2, 9 and
11. Managers also discussed how the unpredictability of service levels, events taking place or
equipment breaking could derail work plans causing work hours to increase. This
unpredictability is represented in Table 4 by participants 5 and 7.

It was also found that each employer and manager can have varying expectations of the
number of hours a manager should work. This can be shown in Table 4, where participants 8 and
13 are contracted for a minimum number of hours of work each week versus participant 14 who

negotiated a contract with a maximum number of hours of work. Some managers reported
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feeling lucky with the number of hours that they work compared to their past experiences

(participants 1, 2, 3, 4, 6, 13, 14, 15). As an example, participant 4 stated that in their old job,

they worked over 110 hours each week which now makes their 50 to 60 hours of work each

week seem easy. The mentality towards hours of work also appears to have an impact on how

many hours managers are working. As shown in Table 4, participants 3 and 6 have strong

awareness of their work hours which results in them not working an extreme number of hours

weekly. Meanwhile, participants 4, 10 and 12 illustrate in Table 4, how working long hours can

be perceived as necessary to work hard and accomplish tasks.

Table 4. Reported work hours and corresponding quotes regarding hours of work

Participant

Hours/Week

Quote

1

35-40

I work like 35 to 40 hours a week. I know that's pretty lucky in
this type of business.

40-45

It's anywhere between 40 and 45 unless we have a week where
like, a bunch of people call in sick or something, and then I end
up covering for them and then it can get close to 50.

40-45

All the managers that I work with, are working 40 to 45 hours a

week, sometimes a little bit more, sometimes a little bit less. My
mentality is you know what, you had a long day yesterday, take

off early.

50-60

I knew that if I put in more hours than anybody else, they could
only say I was working hard.

55-60

I hate to say, but I think it might just be the nature of the
business. Like, it's hard to, to know, what's going to come up
and what needs to be done.

48

I've always felt pretty strongly about, you know, having a life
away from work. And, you know, I also, you know, had some
experiences when I was starting out about, you know, working
in restaurants where, you know, you show up early, they don't
pay you. You stay late, they don't pay you, which never really
sat great with me. So, I've made it a real priority to not expect
that out of the people that work for me, and I think I need to
include myself in that.

50-55

It is just the unpredictability.

55-58

I am contracted for 50 hours a week, like that's in the contract
signed off on. So I'm supposed to be working a minimum of 50.
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11

50-55

When you're in a hiring crisis, and your managers are the only
ones it kind of seems to fall on us

10

50-60

The eight hour day isn’t necessarily realistic. It's more of
a task accomplishment list. If it takes me eight hours to
get through the things that have to be done that day, then
great. If it takes 10, then great. You know, it just kind of
is what it is.

11

55-60

There's so many moving parts, like, you know, it’s guaranteed
something's gonna happen, somebody is gonna be sick, or
somebody who's gonna just not show up or whatever.

12

60-65

You know, there's always people who will stay 10, 11, 12 hours
every shift, because they just can't seem to let go of that from
previous restaurants, or it's so ingrained in us that you have to,
like just grind.

13

50

I have to sign a waiver that says it's possible that I end up
working additional hours based on the needs of the restaurant.
So I kind of gave away my rights.

14

44

If things go horribly wrong and I go over my 44 hours, I get that
time off later

15

50

My hours are atypical with this particular, with this type of job.
Based on the fact that I, you know, came in here with some

really strong boundaries. This is a very unusual schedule for a
chef.

4.2.2. Unpredictable flows of work

From the literature, unpredictable flows of work are experienced when work schedules

and work priorities are constantly changing to respond to demands. During interviews,

participants were asked whether they find their work schedule to be predictable. Some of these

responses can be found in Table 4. It was found that all restaurant managers have unpredictable

work schedules that often require them to go into work early or stay late. This can happen due to

problems arising in the restaurant or service levels in the restaurant being busier than expected.

These issues are discussed by participants 3, 5, 8, 10 and 15 in Table 5. Participant 14 also

mentioned that it is impossible to know when their shift will end because it is dictated by the

time at which the last order of food is served to the last guest which is impossible to predict.
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The operating hours of the restaurant were also found to impact the predictability of a manager’s

schedule. In Table 5, participant 1 states that their restaurant’s closing time prevents late work

hours and participant 2 discusses how having set days closed means they are always guaranteed

to have the same days off which provides consistency. Similarly, participant 4 explains how it is

easier to get work done without interruptions when the restaurant is closed.

Table 5. Quotes from participants regarding unpredictable work

Participant

Quote

We close at nine, so you don't end up stuck here late with like that drinking bar
crowd or anything. We used to do that and it was not worth it.

We've always been closed Sunday, Monday, which was kind of one of my
draws to the restaurant because I knew I would have the same days off every
single week, which meant I could see family, make plans with friends, which is
kind of unheard of in the restaurant industry.

All of a sudden, you got all your deliveries coming, you got a guy coming in to
fix the plumbing and this happens when that happens. All the hoods just went
down. Then it becomes hectic because of stuff that happens.

If you actually want to get anything done, you have to, it only happens when
there's nobody in the restaurant. So you show up a couple hours early or stay a
couple hours late.

It can be inconsistent, because I feel as though there's an expectation that I have
to leap on other people's schedules. So if I have myself scheduled on, you
know, off on Tuesday and Wednesday, but they've decided they're going to
launch a menu on Tuesday, then I'm going to lose that day off.

It's very rare that I leave when I'm supposed to leave. It's either someone's home
sick, or it was busier than we thought, or I'm trying to get out, so I'll be in the
office wrapping up my stuff. And then that email will come through or
someone's decided to get in an argument with somebody else.

10

If you're working away on something and then seven things pop up and you get
pulled away. If you've added two hours of your day to work on this thing, and
you've been pulled away for seven of them like, guess you're going a bit longer
or trying to work something out.

11

When you're closing, after a Leafs game, you never know what the postgame
rush can be so I'd say probably, at least half the time, you know, when you're
saying later than you anticipated.

15

We've had multiple instances where, you know, staff have been sick. You
know, instead of doing what I thought I was doing the day during the day, I'm,
you know, working on a different station or covering, you know, so yeah,
absolutely. There's plenty of unpredictability
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4.2.3. Fast-paced work under tight deadlines

The need for managers to work quickly to meet the demands of the restaurant was found

to be experienced by 14 out of the 15 restaurant managers studied. Table 6 shows that managers

describe their work as being fast-paced, hectic and frantic. Participants 1, 5, 12, 13 and 14

mentioned that there can be lulls in the speed of service and they strategically use that time to

prepare for upcoming meal rushes or to complete their administrative tasks. Managers appear to

always have something that they need to be doing regardless of business levels. The pressure to

meet deadlines and accomplish tasks adds intensity to the work. If tasks or deadlines are not

complete in time, it could mean decreased revenue or poor service. The perishability of tasks as

explained by participant 6, adds to the pressure to ensure that food is prepped in time or tables

are flipped in time to maximize revenue.

Table 6. Quotes from participants regarding the pace of work

Participant

Quote

Even if I'm here for like a 10 hour day, I do not take breaks. If I'm on the floor,
I'm on this floor. Like I'm working on answering phones, I'm doing stuff. But
when I'm on the floor, there's always something else I need to be doing too. So
when everybody else might have a minute to breathe. I'm answering an email.
Or posting something on social media or doing whatever.

It goes from 4:59 to five o'clock and it's like boom, we're in service now. It is, it
is work time. We're here to work. Let's go...When everyone's kinda sauntering
around, we're gonna make mistakes, and we're gonna get killed. My five o'clock
tables, if they don't turn on time at seven, my nine o'clocks are going to be in
big trouble.

I just find the time to do things in unconventional ways. Whether that's, I have
half an hour at two o'clock in the afternoon to bang something out. I'll get it
done. Sometimes, but then also, that's sometimes how I end up doing things
from home.

It’s relatively fast paced, I'd say. You know, like, it's, it's, you know,
administratively it's not always as fast paced as, say, service on a cooking line.
But, you know, there is every, you know, almost everything we deal with is
perishable.

Throughout the day, it was pretty tame. And then like when we're busy like
during dinner our shift was like fast paced. Sometimes hectic.
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It’s fast but it must be detail oriented and few mistakes are allowed.

11

[The pace] kind of makes you have to fulfill deadlines, because there's no other
time to do it. So you know, if it's like, okay, if it's something that has to be done
by Monday, then it has to be done by Monday, because you're not gonna have
any other time to do it.

12

It like, very much varies, because of like, the, what business is like. So, like,
you'll have a week, like, internally, we call them like dead days, when there's
nothing going on, like no events or whatever. You know, anyone can like kind
of catch up on admin work and kind of just, like, be able to sit around and like,
kind of talk and brainstorm and do things like that. But then there's days where
you're just literally running for 10 hours straight. So it just, it varies so widely.

13

It's mixed. Like sometimes it is a full-on like, nonstop slam show. Like a
banger. Yeah, like during busy dinner services or busy brunch services. But
sometimes it's actually like pretty chill. Like a slow lunch can be kind of a nice
breath of fresh air. So it's a mixed bag, and you kind of are like, Okay, I know
that historically, between three and five, the restaurant is slow. So I'm going to
make sure that during that time, I do a couple things that I need to get done for
the day.

14

It's always boom and then bust just like at any kitchen. You keep yourself busy
during the in between services, make sure you're stocked up, make sure like,
you know, there's days when you got a ton of prep to do and there's days that's
really like just keeping yourself busy. And then when things get crazy, like, you
know, you can only work so fast. You just get through it.

15

When we're approaching service, it's, it can be very fast, very frantic at times in
a very controlled sort of way. But there's, you know, I can see my own anxieties
coming out. You know, getting everything ready in that last, that last 20
minutes, when you just want everything kind of polished and put away just
before things start. But yeah, it's an incredibly fast paced environment.

4.2.4. Inordinate scope of responsibilities

Ten out of the 15 managers interviewed, were working the role of 2 managers. For

example, participant 6 held both the chef and general manager role, participant 2 held both the

general manager and bar manager roles and participant 3 held a general manager role and a

regional director role. When these managers were asked why they were working more than 1

full-time role, it was found that it was due to financial constraints of the restaurant, a manager on

maternity leave or difficulty finding someone to fill the role. This can be shown in Table 7 by the

responses from participants 1 and 8.
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Regardless of job titles, 12 out of 15 managers reported that the number of
responsibilities they hold amounts to more than one job. Managers mentioned how they can feel
like they are being pulled in many directions and they do not have enough time to be able to do
everything well. This can be shown in the quotes from participants 2 and 13 in Table 7. Several
of the managers studied reported that over time they kept picking up more and more
responsibilities to a point now where their workloads are large and unreasonable. This can be
shown in the quote from participant 6. Other managers such as participants 8 and 9, have found
that they are working with smaller teams which means that there are less people to share
responsibilities with. This seems to be a key reason why restaurant managers have a large scope
of responsibilities. Participants 12 and 14 were found to not have an inordinate scope of
responsibilities and stated that they have other team members they can delegate to when their
responsibilities become unmanageable. When managers were asked how they are able to keep up
with all of their responsibilities, all managers responded by saying that they have excellent time
management skills and it would be difficult for less experienced managers to be able to keep up

with their responsibilities. This idea is represented in a quote from participant 11 which is shown

in Table 7.
Table 7. Quotes from participants regarding responsibilities
Participant Quote
I think it's just a matter of how it happened and the circumstances and when
1 [my boss] comes back, she'll probably pick up some of those responsibilities for

me again.

I'm the general manager I'm the Sommelier, I'm the bartender, I'm the hostess,
I'm the server, I'm the food runner, I'm the cleaning lady. All those things. Like,
2 you know, it's you just hit it all. And on top of that, like, you're managing so
many emotions from your staff. So you're also a therapist, and you know, it's
been, I've never experienced being needed this much in any job.

3 Right now, I technically have two jobs.
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4 I think restaurant management is you just do what anybody else can't.

6 There's bits and pieces [of responsibilities] that I've absorbed that, you know,
right now, it's like, yes, it's absolutely unreasonable and unsustainable.

This is the smallest management team I've ever worked with. There's four of us.
I'm used to having six so it's harder because normally you could be like, ‘I'm

8 going in the office while you stay on the floor’. Now we're working alone a lot.
All the time now. There's no one to stay on the floor for you to go into the
office.

When you're in a hiring crisis, and your managers are the only ones, it kind of
all seems to fall on us.

For me, because I'm highly organized and I think I'm very good at like
11 prioritizing. Yes, it's manageable...I think perhaps, it wouldn't be for everyone
though

Overall, if there are things that I need to delegate, people are very eager and

12| illing to help.

Your attention just always is getting pulled at a restaurant in any role, like, your
attention is always, you know, forward facing guest facing. So, you know, I
might be doing admin work or payroll, or whatever, and there's someone at the
door and that, yeah, he just, or somebody needs you to help with a void or
whatever. There's just there just is too much that comes up if you're working at
a restaurant during operational hours.

13

4.2.5. Profit and loss responsibilities

All but one manager (participant 14) reported being responsible for profit and loss within
their restaurant. Managers reported that their profit and loss responsibilities included managing
inventory, ordering, budgeting, driving revenues and reducing product and labour costs. This
range of responsibilities can be shown in Table 8. Participant 14 was the only manager that did
not have profit and loss responsibilities. He mentioned that this was because they were not in a
senior position but it was something that his employer would eventually train him on.

Table 8. Quotes from participants regarding profit and loss responsibilities

Participant Quote

1 I manage the finances and track all of that stuff. All of the labor percentages, I
run the payroll.
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It's not my responsibility to keep an eye on the numbers. I do keep an eye on the
inventory. And I have a specific number that I'm supposed to be under

I’m bottom line accountable for profit and loss, meaning labor cost, maintaining
food cost, maintaining product costs.

Driving business into the restaurant, as well as hitting certain financial
thresholds on average cheque on revenue per night, per week, per month. Labor
costs, running a profitable business.

I am responsible for monitoring labor. That is a cost. I'm not super involved in
food costs. But I do pay attention to all those things. And if there isn't a chef,
then I'm keeping an eye on waste, and stuff like that.

13

Making sure that you're managing the door correctly. Like that's a huge way of
making profit. So making sure we can get as many butts in seats as possible and
walk ins and teaching the host like how to, how to play Tetris a little bit. And
yeah, make sure we're getting people in the door.

4.2.6. Mentoring and recruitment responsibilities

All managers said that they were responsible for mentoring and recruitment in the

restaurant. In additional, every manager interviewed said that they are struggling with staff

shortages due to the pandemic. This has resulted in recruitment, training, and mentoring staff to

be a major stressor for managers. Managers reported that they are spending a lot of time training

their team which pulls them away from their other responsibilities. This sentiment can be shown

in Table 9 with a quote from participant 4. When discussing mentoring and recruiting, many

managers discussed other human resources practices that they are responsible for. A major

practice that all managers in this study were a part of was scheduling. Participant 12 explains

how scheduling is more of a major issue than mentoring and recruitment.

Table 9. Quotes from participants regarding mentoring and recruitment

Participant

Quote

1

I make the schedule, I hire, I fire people.

Hiring has always been the biggest stress. But there's definitely a much more

shallow pool of applicants out there right now. And, and that's the added stress
of bringing people on, there's a lot more, there's a lot more that has to be hands
on with, with getting them where they need to be. So what used to be a smaller
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training period is now extended in hours per day, and how many days it is. So
there's a lot more intensity that goes with that.

12

I find, like scheduling just like overpowers everything. You know, and it takes
away sometimes from the things that I would want to spend more time doing
like mentoring or like, or, like, some things that [ want to like improve or work
on or, you know, I mean, because scheduling is so immediate, and important.
It's like, kind of emergent, like, you know, it has tighter deadlines, and then
there's like the daily thing, the daily like dealing with the schedule on the day of
and building the boards.

4.2.7. Work-related events outside regular work hours

Only one third of participants (5 out of 15) reported that they consistently attend work-

related events outside of their regular work hours. Participants 3, 5 and 8 were required by their

employer to attend networking events or job fairs. Participants 2, 3, 7, 11, 12 and 13 would

choose to go to wine tastings on their own time because they found it enjoyable. Participants 4

and 6 also mentioned that they would go to seminars on days off if the topic was something that

interested them and would help them grow. These motivations towards attending events outside

regular work hours are captured in Table 10. Participant 4 also explains how it is difficult to

attend events and have it included as working time because it is challenging to show the return

on investment for the employer.

Table 10. Quotes from participants regarding attendance at events

Participant

Quote

If we got invited to an event like with a brewery or distillery, I would do my
best to try to go to those because it's an opportunity for education. But I was
never required to, to do it, so I kind of do them on my own terms, if it's an event
I'm interested in then I go.

While the mentality isn't do it on your free time, some of these [networking]
events are at a time that it's like, you know, the breakfast, and it's like, great at
seven o'clock. I don't work at seven o'clock in the morning, but yet I got to go to
a breakfast event. So that is my time.

It's tough to ask the bosses to pay you to not be like, to not see the return on
investment. Because like, you know, there's not the exact I went to [this place]
and spoke to these people today and here's the $100 that it helps you with.
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Most of like, the time when they've had field trips or off-site manager meeting
events and things like that. It's not like it's a day of work. It's usually a day off.

It's not an expectation, but I have participated in lots of that stuff, just really for
my own, like personal knowledge and learning, like wine tastings, and all those
11 kinds of events, like yeah, they're never like, Oh, you have to go to this on your
off hours. But I often do because it's, you know, better for my for my career and
for me.

I like to like, be the person that knows all the things in the room. I like to attend

13 [wine tastings] to be like, oh, yeah, I know about this.

4.2.8. Availability 24/7

Over two thirds of managers (11 out of 15) reported needing to be available during their
time off work. Managers are primarily contacted by staff members when there is an issue at the
restaurant or a shift needs to be covered. A few managers mentioned that they could also be
contacted by owners or VIP customers on their day off to make reservations. Most managers
emphasized that they were not required to be available 24/7 but they felt as the leader and the
main knowledge holder of the restaurant they needed to be available. This idea that managers are
the main contact person is represented in the responses by participants 5, 8 and 10 which are
shown in Table 11.

Managers found by being connected to their phones, it was easy for people to find a way
to contact them. In Table 11, participant 8 explains the various ways they can be contacted
because of different forms of technology and messaging streams. Having more than 1 channel
for people to contact a manager at can make it challenging to keep up and it can add pressure. A
few managers also reported the need to be available or keep up to date with communications so
that they can still feel in control of what is happening at the restaurant and not get anxious. This
is shown in the quote by participant 12 in Table 11. On the opposite end of the spectrum,

participants 2, 9, 13 and 14 reported that they turn off their emails, phones, and social media so
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that they cannot be contacted during their time off. These managers were either in less senior

roles or they had negotiated not being contacted on their days off into their work contract.

Table 11. Quotes from participants regarding their need to be available

Participant

Quote

A lot of the time, they don't realize that it's my time off, I think. I think like say
I'm off Sundays and Tuesdays, typically. So on a Tuesday, they're like, oh, I
need this. Like, for my benefits, or I need this day off. And even though there's
like an app that they could even to look at, often, they'll usually like reach out,
ask questions or to get an immediate response.

I don't check my work email on Sundays, or Mondays. I don't go into our
reservation system on Sundays, or Mondays to see what's happening the next
day or down the road or whatever. I just do my best to avoid it.

The frustrating thing now is, is because everybody just thinks everybody is
available all the time then, you know, there's no peace. And it is frustrating. You
know, you get phone calls from the alarm company at three o'clock in the
morning. It's like, Oh, for God's sakes!

Our significant guests that need the special attention, they get, they get my
personal cell phone number. If they need something, they get it. But I mean, the
beauty with technology now is that, you know, when, when one of them calls
me saying, ‘Hey, can I have a table tomorrow?’ I have the reservation system
automatically on my phone to book it.

As the number one contact person, you sort of have to be able to, to pivot when
needed. Like if it's something silly, like the sump pump overflows, like I've got
to, I have to be the one who goes in and deals with that. Or if somebody calls in
sick, it's my responsibility to make sure that that gets covered.

So I have a personal email account, I have a restaurant email account, we have
our online scheduling program, which has a platform where the staff can
message us, most of the staff have my cell number because of emergencies. My
senior ops team, we have a WhatsApp group for the GMs in the company. And
we have a WhatsApp group for just my restaurant team. So I know what I'm up
to there, six different people can be messaging me. So my phone dings
constantly. So the days where I'm able to have a day off and nobody contacts
me is like, Ahhh, the clouds have opened and you know, the sun is shining
down, but it rarely goes by that there's not a day, like, I feel like I work almost
seven days a week because I'm constantly I'm like, I'm accessible. And as the
senior leader in the restaurant, whenever something is like we don't really know
what to do. I am the knee jerk reaction of who they're going to contact.

10

Even though you're off shift, the business is still functioning. And because of
that, you have more of that like obligation or perceived obligation to respond to
things whereas in a place where you know, you leave, and the door locks
behind, you know, the likelihood of getting called for something or having like
a supervisor or training manager call you because I don't know the pop gun
broke is zero whereas here it's like I wonder if I'm going to get a call tonight.
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When[the owner] calls me on a Saturday and wants a table for his friend, I just,
you just do it. You know, you don't even really think about like, ‘oh, well, this
is my day off. And you really shouldn't be calling me’.

12

I just feel like I am always on my phone. You know, I like to always see my
like, I kind of like to always see my emails zeroed out. So I tend to you know,
be checking emails as I go.

13

I have a separate extension for work on my phone and on my laptop. So I only
use that extension when I'm at work. Otherwise, I don't, I don't use it. I turn off
my alerts. And I just won't I just won't respond.

14

Honestly, I don't even have my staff's phone number. They don't have mine.
Everything's kind of done through the 7Shifts app. So like they can make
requests and stuff like that and talk to me over the app. But yeah, that's about it.

4.2.9. Large amount of travel

A large amount of travel has been defined as needing to be present at more than one

location weekly for extended periods of time or having commute times that are over one hour

one-way (Hewlett & Luce, 2006). In this study, only participant 3 was found to travel for work

because this participant held a partial role as a regional manager. On occasion they would have

to travel to another restaurant and spend the day working there. The only other travel that

managers conducted would be occasional trips to stores to pick up supplies. Participants 1 and 2

explain this in Table 12. The managers that reported picking up supplies, mentioned that they

were able to do this during slow periods at the restaurant and it did not add any extra pressure or

time to their day.

Commute times for the managers ranged from 4 minutes to 40 minutes. As shown in

Table 12, participants 4, 11 and 14 chose to work close to where they live to ensure that they had

a short commute time. Only participant 12 reported struggling with their commute which added

some frustration and stress before and after their shift. However, because their commute time

was under 1 hour, this participant did not meet the criteria needed to be able to say that they

experienced this extreme job characteristic.
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Table 12. Quotes from participants regarding travel for work

Participant Quote

1 Once a week I go and pick up liquor. But that's five minutes away.

I've had to pick something up because I forgot to order it. Which is my own

) personal fault. Or I thought we had like, I've had to go and like pick up a keg at
a brewery because I thought we had a spare one downstairs. But again, that's my
own personal fault. And it's usually in town anyways.

I don't do a ton of like travel, I can't go to all three restaurants in one day,

3 because I'd be on the road for four hours. Yeah, so that's just not feasible. It's
like if I go to one of the other restaurants, it's like, I'm going there, I'm going
there for the day.

4 Part of why I was gonna help out at this [location] is that it's, it's literally less
than a 15 minute drive.

7 My commute was actually really nice. It was 10 to 15 minutes. It was very chill

8 12 minutes on bike one way, I love my commute.

1 It's really important to me to like work close to where I live. Because
commuting is a is an absolute nightmare.

12 I have a hard time getting there. Sometimes on time, and especially like with
TTC it's incredibly unreliable.

14 Currently my job right now I have a five minute walk to my work. That is why I

chose to work there. That's probably one of the biggest reasons

4.2.10. Large number of direct reports

From the literature review, it was determined that having four or more people to report to

was considered a large amount of people (Buchanan et al., 2013). In this study, managers

reported a range of one to 10 people that they are required to report to in their role. Just under

half of the participants (7 out of 15) reported having more than four people to report to, meaning

that they experience the extreme job characteristic of having a large number of direct reports.

Managers that reported to four or more people were working for restaurants that were a part of a

group of restaurants or a restaurant within another company like a hotel or university. Larger

restaurants have a variety of people that managers need to report to which can include executive

teams, marketing managers, finance managers and human resources directors. As shown in Table

13, some managers reported that having a variety of people to report to can be confusing and it
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can add to their workload because they have to spend extra time communicating with more

people or waiting for approvals (participants 2, 3, 5, 7, 8, 11, 13). On the other hand, participants

10 and 12 appreciated having a large number of people to report to because it allowed them to be

able to work with other people and reduce some of their responsibilities. An example of this can

be shown by participant 12 in Table 13.

Table 13. Quotes from participants regarding direct reports

Participant

# of
direct
reports

Quote

3

I remember working for some large corporations. And, you know,
the people that you had to talk to, to get a simple answer was a little
ridiculous.

So it's, that's one of the frustrations that [ have. Every other place
that I've worked at, I always reported to one person. And here, there
just seems to be vagueness. On who do I report to? Who's running
the ship?

The relationship with one report I feel like he almost gives like too
much freedom, because there's very little instruction from him. And
then another direct report is the opposite, where he is smothering and
micromanaging. Yeah, so it's very difficult to navigate.

It's mostly just poor communication. It's just like, all of a sudden, so
you come in one day, it's like, we're doing this and it's like
tomorrow? You got to completely scramble and like, adjust to try
and accommodate what they want to do.

I don't feel it limits my independence, I feel it just increases the
amount of communication I have in a week. So it increases my
workload.

I'll provide ideas to my manager, and then the head food and
beverage manager will like take it for us from there

11

It definitely added exponentially to the workload.

12

10

I think it's not so much reporting to them as like collaborating with
them.

13

Like when you have to report to a lot of different people to get one
thing done. It gives you a little bit more backlog to wait around
before you can actually like execute a decision. Within a restaurant [
find it frustrating because it is so fast paced, and there is kind of like
an urgency and everyone wants their thing right now.

14

They are close enough to the action that they are, they understand
what's going on, too. And he's not someone that you know, like
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today, they both work in the same kitchen, so they know what's
happening.

I've definitely found the last little while I've had a lot of, you know,
15 requests from multiple channels for things that are kind of last
minute that, you know, maybe the right hand doesn't know what the
left hand is doing

4.2.11. Physical presence at workplace at least 10 hours a day

The length of time a manager would spend at their restaurant for a shift was dependent on
staffing levels, responsibilities, and the restaurant’s hours of operations. Most managers (12 out
of 15) were physically present in their restaurant for at least 10 hours each day. Shift lengths
were found to range from eight hours to 12 hours. Those who were working eight hours were
working in restaurants that were only open for dinner service. Managers who were working over
10 hours tended to need to be present in the restaurant to oversee both lunch and dinner services.
Table 14 provides examples of why restaurant managers were working long shifts. Participants 2
and 7 identified the need to be physically present to cover shifts or oversee services because they
did not feel comfortable leaving staff alone. Participants 6, 8 and 15 mentioned the need to be
involved in their services. Participant 14 was the only participant who mentioned that the long
shift length was required to make up for having three days off of work. All other managers who
were working over 10 hours each day, did not receive lieu time for their hours worked.

Table 14. Quotes from participants regarding their physical presence at work

Participant Quote

I'm pretty much just there all the time, as much as I possibly can be. Because

2 our staff are so green as well. It's hard to not be there.

In terms of why would you want to work 12 hours on Saturday? It's really, the
6 answer is quite genuinely just because I want to, you know, I like to, I like to be
there. I like to be involved.

Sometimes it was because a lack of staff and you kind of got to cover. And then
7 sometimes it would just be like having like an event you have a big night lined
up so you got to go in early and just make sure everything's ready to go. And
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then just like, I would have meetings with wine suppliers, tasting through their
wines and have to go in early for that or like a management sort of meeting once
or twice a week, which would be earlier in the day. And I would just go in and
just stay there.

[My bosses] prefer me to work mid shifts so that I'm there for lunch, and dinner
versus just a morning shift or night shift they want me for both services.

14 I work four long shifts, 10 to 11 hours four days a week, with three days off.

15 I try to make sure that the majority of my time in the restaurant is actively
engaged to the process of cooking and prepping and all that sort of stuff.

4.2.12. Aggregation of extreme job characteristics

Each manager had a unique work situation and as a result, they experienced different
types and quantities of extreme job characteristics. Of the participants studied, 11 out of 15
managers met the criteria required to be considered working an extreme job. These managers all
worked over 48 hours each week and reported experiencing six to nine extreme job
characteristics. The average number of characteristics held by these managers was found to be
seven. Participants 1, 2, 3 and 14 did not qualify as holding an extreme job because their weekly
number of hours worked was less than 48 hours. Participants 1, 2 and 3 were still found to
experience over 5 extreme job characteristics which shows that the work of a restaurant manager
can still have high intensity even if the hours of work are manageable. Participant 14 was the
only manager found to experience less than 5 extreme job characteristics. Participant 14 is in a
unique situation where they negotiated a four day work week and less responsibilities before
accepting their job. This participant said that their chef de cuisine and executive chef took on
more than their share of responsibilities to make this arrangement work.

Table 15 provides a summary showing how restaurant managers experience each extreme
job characteristic based on patterns identified in the data. The percentage of managers who
experience each characteristic is also provided. It was found that unpredictable workflows and

mentoring and recruitment responsibilities are characteristics that all restaurant managers
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experience. Fast-paced work under tight deadlines and profit and loss responsibilities are the

third and fourth most experienced characteristic. Work events outside of work, travel and a large

number of direct reports are rare occurrences and as such cannot be considered extreme job

characteristics typically experienced by restaurant managers.

Table 15. Frequency and description of extreme job characteristics

Managers
Extreme Job . .. .
Characteristic Experienced Description of Experiences
(%)
Managers experience a wide range of hours. On paper
Work over 48 they may be scheduled for less than 48 hours but in
hours each K 73% reality, they work more than that amount. Being short-
OuTs cach wee staffed, the summer patio season and the need to work
from home tends to push hours above the 48 hour mark.
Managers typically go into their shifts early or stay late.
) They can also have changing days off unless their
Ugfﬁ;fg:ble 100% restaurant is closed on set days. Events can cause
W unpredictability which managers have to respond to
with their schedule.
Most managers described their work as fast-paced. It
Fast-paced work was frequently noted that the pace of work comes in
pa; waves. There can be periods of downtime which
under tight 93% ; ) .
deadlines managers use strategically to meet their deadlines.
Managers meet deadlines by prioritizing tasks and
working longer hours.
Responsibilit 10 out of 15 managers were holding two management
P Y positions due to hiring and financial issues. Managers
amounts to more 80% )
than one iob are required to oversee many aspects of the restaurant
] which increases workloads and hours of work.
Profit and loss 93% Managers are responsible for building budgets, meeting
responsibility ’ target costs and driving revenue management.
Mentoring and Managers are responsible for hiring, training and
g g P g g
recruitment 100% mentoring. Scheduling involves a significant amount of
g g g
responsibility time and requires constant attention.
1 Work Few managers were required to attend events. Some
event/month were required to attend networking events or job fairs.
outside work 33% Some managers would attend tasting events during their
hours free time to improve their knowledge. Because this was
considered a perk of the job, no lieu time was given.
Availabilit Managers would be contacted during time off by bosses
24/7 Y 73% and staff. Staff typically have questions about their

schedule and managers believe it is not something that
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can be ignored. Many managers are working towards
creating boundaries between work and home life. Those
who work in restaurants with set days closed, had less
trouble creating this boundary.

Commute times ranged from 4 minutes to 40 minutes.
Managers would occasionally be required to pick
Travel 6% supplies up for their restaurant during their work hours.
It was reported that this did not add intensity to their
workload or schedule.

Managers in larger restaurant groups were more likely
to have a high number of people to report to. Reporting

irect . .
4 or more direc 46% to a larger number of authority figures tends to increase

reports workloads because more time is needed to communicate
with more people.

Physical Most managers are required to be physically present at

presence at wor1'< for 10 hogrs or more each day to oversee the

work 10 80% service. Hoprs increase when there are both lunch and

hours/day dinner services to oversee or when the restaurant is short
staffed.

4.3. Motivation

It is one thing to classify a job as being extreme, but an equally important area to explore
is whether restaurant managers find enjoyment in their jobs and the extreme job characteristics
they experience. This section will report on the motivation of restaurant managers using the

framework of self-determination theory and the motivational quality continuum.

4.3.1. Motivation to pursue a restaurant management job

Managers were asked to explain why they originally wanted to be a restaurant manager.
Surprisingly, most managers (12 out of 15) reported that they never intended to become a
restaurant manager. For some, restaurant work was a part-time job while they worked in other
industries before jumping in full-time as a manager (participants 1, 12 and 13). Other managers
were attracted to management because they had a friend open a restaurant that convinced them to
join their team as a manager (participants 2, 4 and 11). Some of the participants also shared that

they knew restaurant management was something they were interested in and as a result they
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went to school to study hospitality (participants 5, 7, 8 and 9). And the remaining managers who

participated in this study said that they were just in the right place at the right time and fell into

their first managerial role (participants 6, 10, 14 and 15). While most managers were offered

manager roles without it being a career aspiration, many managers shared that they realized over

time how much they enjoyed working in restaurants, leading a team, and having the ability to

make decisions and create experiences. These motivational factors to pursue a restaurant

management job can be seen in the quotes presented in Table 16.

Table 16. Motivation to pursue a restaurant manager job.

Participant

Quote

It was kind of like, there was nobody else around and I'm like, Okay, I guess I'll
do it. I'll help. And that's kind of how I, I, that's my start. So not so much that I
said, I really want to be a restaurant manager.

Basically, the person who was the head chef at this hotel I'd been working at
had kind of reached and gone out on his own, and he was doing his own thing.
And I went to go have dinner with him. Or went to go try the restaurant. And
he, when I had dinner, he offered me the job to be his front of house manager.
So I didn't have, I had virtually zero experience and just kind of fell into it.

I wanted to be more and like, in the decision-making process, like I was, I really
enjoyed, like, curating the experience, rather than just like, just serving a table.

I really enjoyed the fact that I got to be social with people and being physically
active, but there was a little bit of kind of paperwork as well with stuff. There
was downtime, there was busy time. So I like the variety rather than just doing
an office job.

When I went into the industry, I knew leading a team of people was something I
had always wanted to do.

10

I didn't know what I wanted to do. I finished a degree in biology microbiology,
food micro. And there was a job posting. And I applied to it as a trainee. And
yeah, I just really like the campus, really like the community, really like the type
of work cause its always busy and just sort of kept rolling with it.

11

A friend of a long-time friend of mine, who lived in Toronto, called and said,
‘Hey, we're opening a new restaurant, we're looking for a manager, I think this
would be a great opportunity for you’.

12

I was always serving, and then I just was loving my night job a lot more than
my day job. So I ended up deciding to leave the agency life and go into
management full time.

13

I gravitated towards restaurants to pay the bills while in school and I just kind of
stuck with it and like, really got into wine. And now I like, I'm actually
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interested in business, which I never really saw myself. I never thought I'd be
like, ooh, business is cool.

The management just sort of keeps on happening it's, it's not something that I'm
actively seeking. Obviously, I'm looking for comfortable, like, I want to pay my

14 bills and had a comfortable financial situation. So you're you are found to be
taking on some responsibilities if you want to be making that sort of money.
There's the career aspect of it, I mean, to kind of advance past the kind of hourly

15 work being a line cook. To kind of capture a salary and those sorts of things you

have to move into management in the back of house, it's really the only
sustainable approach to a long term career in the industry.

Managers were also asked why they currently work their job. Managers had many
reasons which could be categorized in different areas of Rigby and Ryan’s (2018) motivational
quality continuum. Only one manager, participant 3 was found to experience amotivation. In the
interview they said, “I'm going to be honest with you, this is the end of my career... I'm at a
point where it's like, I'm done. I'm done with all of it, you know, it's a young man's game”. This
participant did not have their basic needs met and they were unhappy with their work situation.

When other managers were asked why they currently work their job they cited external
factors such as the stability of pay, job security, the work schedule, and the responsibilities the
job holds. For example, participant 12 said, “it's like a pretty steady pay. It's got nice benefits,
pension, that kind of thing. So that kind of comfort level, especially after COVID was very
appealing to me”. Participants also felt that their role would be a good stepping stone to future
job opportunities. Participant 8, said, “I need to be doing my current job to be considered for that
promotion”.

The interviews also revealed internal pressures that were driving managers to work their
jobs. Managers who had been working at the restaurant for many years felt like they had to fill
the manager role to give back to their owner or ensure that their staff was well supported. For

example, participant 1 said, “it's really about the employees that I'm managing, and the people
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that I'm working for, because they have done like a lot for me. Yeah, like I've grown up here.” A
few managers also reported being in their roles because there was no one else to take on the role
and they did not want to see the restaurant suffer. Another internal pressure included some
managers saying that they worked in their role because they knew working for a well-known
company would boost their image. For example, participant 11 said “it was the whole package
like it was being in Toronto, it was being in this really cool neighborhood it was working for a
really respected company”.

Managers also reported that they work their jobs because they find personal value in
helping people and being able to lead a team rather than being told what to do. To illustrate this,
participant 7 said, “I wanted to be more like in the decision-making process. Like I was, I really
enjoyed, like, curating the experience, rather than just like, just serving a table or I just want to
be part of the curation of the vibe and everything”. Several managers also mentioned that they
value the physicality and variety of the work. For example, participant 5 shared, “I really
appreciate the variety of the day to day. There are always different tasks to accomplish and
different avenues to like, learn and develop”.

Common intrinsic factors included managers having a love of food and wine and being in
an intense, fun, and social environment. Participant 4 was the most enthusiastic about their job.
When asked if they enjoy their job, they said, “I love going to work. I love working service. |
love being in a restaurant like it's kind of it's, it's who I am”. Other managers mentioned that they
enjoy being able to be creative and learn and grow. Many managers said that mentoring
employees is one of the most rewarding parts of their job. As an example, participant 15 said,
“I've always enjoyed, you know, the aspect of kind of team building and managing people. And

being part of that kind of developing a culture and building that”. Participant 8 shared their
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satisfaction they get from mentoring employees when they said, “it's so rewarding. And there's
no way to put a dollar amount on that kind of job satisfaction that you can get from knowing that
you've helped someone better their lives”. This idea of improving someone’s life or experience is
a key factor to bring purpose and meaning into these managers’ jobs. Throughout this section,
examples have been provided regarding the driving factors for restaurant managers to work their
job. These factors have been summarized and they are presented in Table 17.

Table 17. Motivation to work as a restaurant manager

Motivation Type Motivation to work as a restaurant manager
Controlled Motivation
Amotivation Unable to find another job

Steady paycheque and benefits
Job security

External Promotion

Job responsibilities

Schedule flexibility

Provide support to staff

Loyal to employer

No one else to take on role

Be part of a reputable company

Internal

Autonomous Motivation

Being a decision maker

Curating customer experiences
Being physically active

Variety of work, never bored

Love food and wine

Enjoy vibe and intense environment
Intrinsic Ability to be creative

Mentoring staff

Constantly learning and growing

Personal Value
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4.3.2. Applying self-determination theory to restaurant management

According to Deci and Ryan’s (2000) self-determination theory, for managers to achieve
intrinsic motivation their basic needs of autonomy, competence, and relatedness need to be met.
Managers were asked questions about each of these needs to determine whether they were met.

Over two thirds of managers (11 out of 15) reported that they felt that they had autonomy
in their role and they valued their freedom to be able to do what they want in their job. As shown
in Table 18, it was common for managers to mention that they have been given a framework to
follow and within that framework they have a lot of freedom to make decisions and take actions
the way that they would like to (participants 1, 2, 4, 6, 7, 8, 10, 11, 13, 15). Participants 3, 5 and
12 felt like they lacked the freedom to make decisions in their restaurant and they found it
challenging to get approval on tasks which impacted their enjoyment of their job. All three
managers were a part of restaurants that were either large or had more than 1 location. Some
managers from smaller restaurants reflected on past manager jobs when they worked for
corporate restaurants and had little say in their restaurant operations, schedule or hiring practices
which was unenjoyable. Participant 9 felt that they did have a lot of leeway to make decisions
but found that when the restaurant was busier, they had less freedom to choose when they would
be able to do certain tasks because their work was dictated by serving customers.

Table 18. Opinions towards autonomy as a restaurant manager

Participant Quote
) I'd say I'm pretty free, [my boss] doesn't really give me a lot of restrictions other
than like, specific budgets. So he, he trusts me.
I think I'm an exception to the rule on this. I feel extremely free and I do
4 whatever I want. ’'m in a different space in that the guys I work for, I actually

hired them years ago, they used to work for me, so I have a different
relationship with them.
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Operations of the restaurant in a sense, I feel like I have fairly good control. But
5 information coming from the executive team. I feel like I have absolutely no
control over.

I would say I have, I have a significant amount of autonomy within my role,
you know, provided that we're still a functioning restaurant that’s serving food,
I think, but you know, beyond that, I'm pretty well free to do what I do when I
see fit.

I have full freedom, I have freedom in deciding what hourly employees I'm
going to hire, terminate, how I want to manage my coaching of them. The

8 things that I feel like I don't have any freedom with would be hours of
operation, features that we're offering, the managers that we hire, I don't get a
ton of input into.

Basically our operations just like triple in the summer. So our freedom and

0 flexibility is just kind of gone,
10 It's like, there's a framework to work within. But as long as the outcome is
being achieved, you have a bit of latitude
It's pretty, you know, you're within that framework of what needs to be done.
11 And there's not like, a ton of opportunity for being really creative or doing
things like that.
What [ want to bring to the table doesn't always get to go all the way through
12 because it has to go through quite, I'm not used to going through so many more

levels. When I was at a smaller restaurant, I could kind of make changes really
quickly.

Because it's not corporate, you don't have to cater to like specific brand deals,
or you don't necessarily need to follow the same metrics that you might need to
follow at a corporate place. And there's a little bit more freedom in terms of

13 how you'll allocate your budget and hire and the training structure and your
approach to management as it relates to like a unique individual, you don't have
to take the same approach with every single person. So I would say in this, this
particular job, there's definitely a decent amount of freedom.

I'd say I have a lot of latitude. To kind of choose what I do. I haven't necessarily
always had that latitude. But in this current position, especially the way that I

15 came on board, I was able to put some fairly strong boundaries in place. Where,
you know, I said that I, I'm not available on these days. I will do this, I won't do
that.

Most participants (11 out of 15) felt that they have the skills they need to do their job.
Four restaurant managers felt that they were still learning on the job because they had less
experience. Three out of these four managers were in their 20s and at the start of their restaurant
management career or in a new role. Most managers when asked if they felt they were doing

their job well were hesitant. Managers reflected on their ability to meet key performance
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indicators and targets, however they did not feel successful or that they were working to the best
of their abilities. This is articulated well by participant 3 in Table 19. Factors preventing
managers from feeling like they had mastered their job included not having enough support from
ownership (participants 5, 7, 9), not enough staff (participants 1, 3, 7, 8) and holding too many
responsibilities (participant 13) Many managers admitted that they are hard on themselves
(participant 1, 2, 3, 6, 8, 9, 12, 13, 14). Several managers mentioned that it would be nice to
celebrate successes and get positive feedback from their employer so that they would be more
confident in knowing that they are doing their job well (participants 1, 5, 6, 7, 8, 11, 12, 13).
Table 19 also shows how many of the managers are striving for growth and continually learning
on the job (participants 1, 2, 9, 10, 14). The job of a restaurant manager provides variety and no
day is the exact same. These managers studied enjoy being challenged in their roles and having
to constantly learn new things. That said, some managers did state that they think it is important
to grow and learn on the job but it can be hard when they are not given support or time to do it
effectively. A few quotes from participants regarding competence can be seen in Table 19.

Table 19. Opinions on competence as a restaurant manager

Participant Quote

I’'m always applying pressure and putting myself out of my comfort zone, and
really pushing myself forward. Because my job is constantly learning new

! things. And once I'm done learning something else, I move on to something
different, because there's always room for growth in the business.

2 I think that my role is ever changing. I think I'm constantly learning things.
I know I'm doing a good job. But I don't feel like I'm doing the job that I'm

3 capable of doing. And, and I'm not living up, I might be living up to [the

company’s] standards. I'm not living up to mine.

Do I have the skills? Yes. I don't necessarily feel like I have the support. So as
5 far as myself goes, I think I'm doing quite well. When it comes to the
collaboration of the team aspect. There's some struggles.

If the metrics that you use are, you know, guest satisfaction and staff
satisfaction and retention and things like that, then, then, yes, I think I'm doing

65



my job well.... I think for me, like, as I continue to grow into a larger role,
further education would eventually be something I'd be interested in.

I can confidently say I always am going to be having the knowledge I need, it's
more recognizing that I need to, like, continue growing my knowledge.

You're constantly learning something new, or you're experiencing something

10 different. And you're, you know, unfortunately, like, some people might say,
unfortunately, it comes up in the form of troubleshooting a lot of the time, but it
keeps it interesting, because you've always got something different

I can be like a little harder myself. But I do I do think I do a good job and I
12 think I have like the best intentions and I want you know to do well for you
know, for the teams.

Like, can I physically be a body in a service and like, record numbers and open

and close the doors? Yes. But can I foster an environment all the time that like,

everyone's really thriving in getting all of the information that they need to, like
perform the job to their best of their ability, organizing things in a way that like,
makes other people's jobs easier? Like, am I am I serving the people who work

for me to the best of my abilities? 100% of the time? I don't know.

13

I'm keeping interested. Like, the day is still a challenge for me. And as long as
there's things to do, things to think about, things to try to figure out a better way
to do stuff. Things that your brain can do during the quiet points of the day that
doesn't have you looking at your phone or staring at the cloc

14

I have some some great objective ways to measure success, you know, things
like food cost and expenses, where you know, those are those are objective, you
15 can say, ['ve improved that. And then there are some subjective measures that,
you know, the feedback I get from, from co workers and colleagues. I'm doing
my job well

The last basic need studied was relatedness. 13 out of 15 restaurant managers feel
respected and that they fit in with their restaurant team. Some of these opinions can be seen in
Table 20. Participants 1 and 2 felt so comfortable with their team that they said that they felt like
a family. Some managers did report strains in their relationships with their owners or executive
team members (participants 3, 5, 7, 8, 9, 15). For those that reported having strains in their
relationship with their executive team or ownership it appeared to affect their enjoyment of their
job. All managers did mention that their relationships were not as developed with their team
members as they would have liked due to high turnover during the pandemic (participant 2, 6,

10, 12). Participant 3 talked about how he feels respected at work and thinks he is well liked but
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he has found out that his staff are afraid of him which has him questioning his relationships. All

managers interviewed did appear to want to be liked by their staff and they put in effort to

develop their relationships.

Table 20. Opinions on relatedness as a restaurant manager

Participant

Quote

It's kind of harder right now because we've had such an enormous turnover,
because of COVID. I've literally rehired at each opening. Like a full team at
each opening. So I don't have the same relationship that I had with the staff
prior to COVID.

Every once in a while, you get surprised. You know, I found out just the other
day that apparently the staff are afraid of me.

I've got a very good relationship with the owners obviously. And I think we've
got a great, we've assembled a great team.

As far as the team, as far as the staff, like I, you know, I really feel like I get
along with them. You know, we have we have lots of employees that have been
with us for a long time.

Some people I get along with better than others. Some are easier to work with
than others. I mean, I'm not sure how much experience you have with old
school chefs, but they are a lot of time in the executive chef positions these
days. And they can be a little challenging to win over

We like to remind each other that we have each other's back.

12

I kind of have a weird lonely job because there's the general manager and then
me the AGM and then all the other managers. So although I am part of that
team, I don't really have a peer as much.

13

I find ranges with coworkers. very nuanced. So some relationships are amazing
best friends. And our styles of work, just really click. Whereas with other
people, it's like a little bit more of a back and forth like you're tiptoeing around
different things.

15

I feel like I am part of a team. But, it's one that kind of, you know, we go back
to the question about support from, you know, above, I think it's kind of more
from, from a me down sort of team.

When managers experience intrinsic motivation, they will feel like their work provides

them with meaning and purpose (Rigby & Ryan, 2018). By reaching intrinsic motivation,

managers can be said to be self-determined (Ryan & Deci, 2020). Most (13 out of 15) managers

reported that they find meaning and purpose in their role. All 13 managers stated that they found

meaning in their job by helping people. Some examples of how helping people can provide
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managers with meaning can be found in Table 21. That includes making the workplace safe for

staff, mentoring employees, or curating experiences for customers. Managers that did not feel

like they had meaning and purpose in their role reported feeling stagnant (participants 3 and 7).

Table 21. How managers find meaning in their jobs

Participant

Quote

I find meaning in making things easier for the people that work here. And trying
to always give back to them what they deserve as much as I possibly can. So
you know, giving them the schedule that they want encouraging them being
there for them when they're going through, like stuff with their family. So I
think I really do think that I've made a difference in people's lives.

I 'love it. I love you know, even just taking younger and seeing younger
managers and propelling them into the next job kind of thing.

I really enjoy the social interactions of it all, whether that's with guests or with
staff, and I naturally fall into a leadership position. And that brings me meaning
and joy to my job.

I think honestly, I just love, you know, having the opportunity to build a team
and mentor and kind of, you know, play to people's strengths and see the results
that you get from that.

I have stayed in this industry, I strongly believe because I feel like I can help. I
can help people.

So I feel really connected. And when people see me putting in the hard work, it
is recognized. So it's worth it.

10

I mean, we're a service industry, right. So we're here to, to essentially help.

11

I work with so many young people, I find purpose and meaning and I
like mentoring them, helping them and, you know, passing on
knowledge and just being encouraging.

13

I don't think it's where I draw meaning from in my life, but like, there are things
about my job that I definitely find meaningful, like for instance, let's say you
have an employee that outside of work, their life is like, really horrible or
stressful or whatever. And they can come to work and kind of like, have a nice
distraction, where people treat them well. Like, I think that's an aspect of
management that is really rewarding and meaningful, like providing a safe
space for the people that work for you.

4.3.4. Factors that drive managers to work in extreme conditions

In the previous section, findings were presented to show how restaurant managers are

motivated to work their jobs. In this section, findings will be presented to explain how managers

are motivated to work through their extreme job characteristics. Throughout the interview,
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participants were asked what drives them to put up with or accept extreme characteristics. An

assortment of reasons are compiled in Table 22. All of these reasons shared are considered to be

factors of controlled motivation which includes both external and internal pressure. External

motivation is shown through a desire to work hard to receive a promotion (participant 8, 10), tips

(participant 9), a belief that the conditions are only temporary (participant 6), a fear of losing

their job (participant 2,12) and a desire to meet sales targets and deadlines (participant 4, 8).

Internal motivation is shown by managers who push through the work conditions because they

want to please or help others (participants 1, 3, 5,7, 9, 11, 13), they want to be seen as being a

part of a team (participant 2, 7, 11), they want to be perceived as being a hard worker (participant

4) or they want to show that they can handle it (participant 1, 15).

Table 22. Examples of why managers will work through extreme job characteristics

Participant Quote

I'm a people pleaser. I think I have like a natural motivation there where I want

1 to show that I can handle all the stress that's thrown at me. I just, I do not like to
show weakness. Like I need to prove to myself and everybody around me that
I'm capable of handling it.

2 I think just the, just the atmosphere, you know, everybody's got your back.

3 I feel that if I'm not at that restaurant, standing beside that GM, helping her
through challenges that she has, then I feel like I'm failing.
If you're the hardest working guy there, you'll always have a job and I didn't

4 know what the heck I was doing. But I knew that if I put in more hours than
anybody else, they could only say I was working hard.
I feel high expectations from my bosses, high expectations for myself. And then

5 I am also a people pleaser. So to the idea that I could have done something and I
didn't doesn't sit well for me.
I think that I do, you know, kind of view my, my current role as it is today, as

6 being temporary. You know, I do think that there will come a time that I will
and should sort of work myself out of a job as far as the kitchen is concerned.

7 I didn't want to let down any of like, the people who were paying to come visit
us down.

2 I need to be doing a good job at my current job to be considered for that
promotion.
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I have weddings to coordinate this summer. So I will be seeing gratuity from all
of those, which is, in one way, some motivation that [ know there's additional
money coming.

11

You are the leader, you're the face of the restaurant and you again, it's that
feeling like that you just have to, it's not really a choice.

13

Just a sense of responsibility to the people that are employed by us. Like, I don't
want to leave them in a situation where they're like, struggling and drowning,
having all this anxiety, because there's no one to help them.

15

I think some of it is stubbornness. Some of it is, is pride in what I do. And the

feeling that, you know, not, not everyone can do this. But yeah, I mean, there is
there are plenty of times when I'm just particularly demanding moments or time
or period of time at the restaurant, where it's like, why on earth am I doing this?

Restaurant managers were also asked about the intensity of their work. 12 out of 15

managers reported that they love the high intensity because it gives them an ‘adrenaline rush’ or

they find it ‘thrilling’ to be in a busy, fast-paced and chaotic service. Some managers discussed

how they enjoy a feeling of satisfaction after they have ‘survived’ a difficult period of time

(participant 1, 3,4,5,6,7,8,9, 10, 11, 12, 13, 14). This adrenaline rush and feeling of

satisfaction from persevering through extreme work conditions are intrinsic drivers pushing

managers to accept their extreme conditions. A few quotes about these concepts are shown in

Table 23.

Table 23. Examples of extreme job characteristics driving intrinsic motivation

Participant Quote

I think it's, it's, that is the high that it's the when you when you walk out of the

4 restaurant on a Saturday night. And you know, you had a super busy service?
And it's no, it's no fun if it just went off smoothly. You need to have some
hiccups along the way. You survived. Like, it's just such a great feeling.
I do really well under pressure. So I thrive in situations where it's busy, where

5 you have to make quick flash decisions and, you know, kind of leading the team
to success when it's really busy.

9 I enjoy the thrill of like, being so busy, like, it doesn't bother me.
If it's particularly busy night, but it looks like it'll be going smooth and you have

11 enough staff and stuff. You don't want to just leave. That's part of the reward of

of it, too, is having that successful service and feeling like, you know, the rush
of the of the rush.

70




10

11

12

13

14

15

You don't have time to like, think about being bored. I mean, you just get to,
like, be doing things which I like, and then yeah, it is, it's quite a lot of

12 adrenaline and you know, you're getting the energy, like, as much as it's taking
a lot of energy out of you. It also like gives you a lot of energy to be around
people and to make people happy.

There's a satisfaction that I can sometimes get from a really intense day that

13 went well. That has like a hint of sadism to it.

4.3.3. The impact of extreme job characteristics on motivation

Holding large amounts of responsibilities, the long hours and the demanding nature of the
work of a restaurant manager were found to impact the long-term motivation of two thirds of the
restaurant managers studied (participants 2, 3, 5, 7, 8,9, 11, 13, 14, 15). These managers
reported losing some of their enjoyment and love of their job as the extreme job characteristics
started to outweigh the characteristics of their job that they are passionate about. This can be
shown in Table 24, where participants 5 and 15 discuss the imbalance of the things that they love
and the things that they hate about their jobs. Quotes from participants 7 and 9 go one step
further and show that when the hours of work become too much, it can lead managers to
contemplate leaving their jobs. Participants 2, 3, 7, 9, 10, 11, 14, 15 reported that they do not see
themselves working in restaurants long-term due to their work schedules and hours of work.
Participants, 3, 11, 14 and 15 also stated that they would not be able to work their jobs long-term
because of the physical and mental toll of their work.

Table 24. Participant views on their dwindling motivation to work their job

Participant Quote

Things that were exciting, start to get drowned out by other things that, like
other tasks that need to be completed. And so the workload just grows and

> grows and grows and grows. And when the plates fall, it's a little harder to focus
on, you know, just shooting the shit with the guests.

7 I love restaurants. But the schedule has gotten to be a little bit too much which
is why I’m leaving.

9 I'm not ruling out working in the hospitality industry, but it's definitely

something I'm considering to not be in for forever because of the lifestyle.
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There's parts of it I love, but there's lots of it to hate that, you know, it takes a lot

15 from you and prevent you from kind of doing a lot of normal things.

4.4. Reducing Extreme Job Characteristics

The final research question aimed to determine whether restaurant managers believe the
extreme characteristics of their job should be reduced. The participants were asked questions
about whether they had a desire to reduce the intensity and the demands of their work. The
managers were also asked whether expectations from the restaurant industry, employers, staff,
and customers need to change to reduce how demanding their work is. The answers to these

questions are reported in the following section.

4.4.1. Job Intensity and demands

Over two thirds of the managers interviewed (12 out of 15) did not want the intensity of
service to decrease. Some managers thought that by reducing the intensity, it would mean
serving a lower number of guests (participant 3, 4, 11, 12, 13). These managers felt this was
unrealistic because it is what draws customers to the restaurant. Participant 11 explained the
importance of intensity when they said,

The service just dictates it in a way, the way the rushes come and the way like,

there's just no way for it to be less intense. And I don't think it would be

successful if it was less intense. I think that's why the restaurants are successful.
Participants 4, 5, 6, 7,9, 10, 11, 12, 13, 14 and 15 said that they do not want to see the intensity
of their work decrease because they find it thrilling. These managers talked about how the
intensity creates a buzz in the restaurant or it gives them an adrenaline rush. Participants 5, 13

and 14 also said that high intensity periods helps time go by quickly. Upon further discussion
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with the managers, it became apparent that the physical and emotional demands of the job were

desired to be reduced by 13 out of 15 managers. Table 25 shows an assortment of quotes from

the restaurant managers studied explaining how their jobs can be physically and mentally

exhausting. Participants 2, 6 and 12 identified that it is not necessarily the workload or hours of

work that can make the job demanding but having to provide things to people which requires

emotional labour.

Table 25. Restaurant manager opinions towards the demanding nature of their work

Participant

Quote

2

I have a demanding job in the sense that there are a lot of people that rely on
me. But I don't find the actual work itself to be demanding.

Being a general manager in a restaurant is it's still a super physical job. So it's,
it's tough, it sounds silly, but it's, it's a heck of a lot of exercise. There's a lot of
stairs in our building. So it's really doing that. And on the other side doing,
doing the financial, like, the financials, you keep your brain going. When you
get to come up with new concepts, you keep creativity, it just hits all the facets
that keeps people going.

The workload is demanding, because there are piles of things with due dates,
and, you know, such importance on launches and things like that. So that, that
can be really demanding, especially when you're also trying to balance just the
day to day operations of the restaurant. And then the hours are demanding,
because like I said, I, I feel like I'm on call 24/7.

I don't necessarily think that it's the hours that make me feel that way. You
know, I think I'm typically, you know, at the end of the day, at the end of the
week, I'm more, I'm more worn out mentally than physically.

11

It's like the pure like, physical running around makes it demanding, expectations
from customers and owners make it demanding and yeah, hours make it
demanding.

12

You use a lot of emotional labor. Like you're dealing with a lot of human
beings, both guests and your staff. You know, it's physically demanding, you're
on your feet a lot. But I don't think that it isn’t necessarily like the workload. I
think it's just like, the nature of what we do is just like, it's, you know, emotions.
It's like, intense, like, intense emotions and you're just like, trying to stay calm
and navigating those and problem solving.

13

It's very physical. I'm on my feet a lot. Being on your feet, you know, walking
and walking with purpose all day. Definitely walking up and down stairs during
events. You know, I'll look at my steps for the day and it’ll be like, “You
climbed 400 flights of stairs’. And also, just like, emotionally tending to other
people's needs all the time. Like, I just find it exhausting.
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There's always this noise. There's, there's you're constantly communicating.
You're talking, people are talking to you. There's lots of like I said, I find when I

14 get home for work, I just need things to be quiet for a little bit. to kind of get
myself back into a proper headspace before I try to start my whole life.
It's definitely taken its own personal toll on my mental health and my physical
15 health. My elbows are shot, I have a permanent injury in both elbows from

repetitive stress injuries. And yeah, my mental health for sure has taken a huge
toll.

4.4.2. Pandemic impact on extreme job characteristics

Through this research, it was discovered that the covid-19 pandemic had given managers
a chance to experience new ways to work in a restaurant. All managers reported working
different amounts of hours and work schedules and they also experienced different levels of
intensity due to government capacity mandates. These new experiences provided all managers
with new perspectives about their work. Reflections from these managers about their opinions on
their work hours and schedules in the future have been captured and they are shown in Table 26.
Managers hope to be able to spend more time with their families (participant 1, 3, 4, 6, 9, 11, 15).
They are also trying to create better boundaries between their work and personal lives
(participants 2, 5, 9, 12, 14, 15). For five participants, the pandemic also made them realize that
they value ending their shifts earlier in the night (participant 1, 2, 4, 7, 11). The pandemic also
made a few managers realize that working long and demanding hours is not something that they
would like to do in the future (participants 4, 5, 12, 13). Participants 5 and 8 also realized how
they felt their quality of life had improved by working less hours.

Table 26. Reflections on future work based on managers’ experiences through the pandemic

Participant Quote

I've been required to be here so much. With the lack of flexibility that I'm
hoping in the future, I'll be able to take more like weekends off, or you know,

! trips with my family and just, you know, long periods of time or just
consecutive days off. That's something I've never really had.
) Since the pandemic I try when I'm at home to distance myself as much

as I possibly can from the restaurant just for my own sanity. Prior to the
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pandemic, it wasn't a big deal. I didn't mind doing that kind of stuff. But
yeah, just for my own personal mental health.

The pandemic suddenly changed things that, yeah, I wasn't working. So
I was home with the kids for almost a year. And that's also, that's with
me going back that's kind of changed too, like, I never would have tried
hard to get a weekend off before, because that's when restaurants are
open. Whereas now, I consciously see, certainly I can steal a Sunday
here or a Saturday there.

Through the pandemic there were moments where I was able to come home and
cook dinner or, you know, walk my dog in the morning and not be constantly
thinking like, Oh, my God, I gotta get to work. Or checking my email in the
middle of the walk. So then I it really made me think I, I've put so much focus
on, everything's been about building this career, and I realized I don't have
much meaning outside of work.

Pre pandemic, it would be very typical for me to work a comparable number of
hours over six or seven days. Yeah, rather than, you know, over five and and I
do think that the pandemic had a role to play in that...my kids are home, and,
you know, this and that. I want to be there, I want to help out. And I can't really
do that, when I'm going into the restaurant every single day.

During lockdowns and like working like an eight hour shift and finishing
before midnight, it makes it really hard to go back to working longer
hours and working harder. Like a taste of the good life. And it's hard to
go back.

After having all that time off, and realizing how much happier I was
being able to work out on a regular basis, actually eating healthy food
and not just takeout as I'm running home. The self-development that I
was able to do during my time off, I was like, Wow, if I had, like I said,
those 5 to 10 hours back, each week, the things that I, the books that I
can read the projects that I could get done, I feel would give me a higher
quality of life.

11

I think, owners have realized that like, being open 24 hours a day just isn't
sustainable. So hours of operation have really dialed back. And that in turn
affects like, obviously, how long I have to work or how often. It’s been really
nice, this like, really civilized closing at 11 versus staying open till lam. Like,
just that small shift. Is has been really meaningful.

12

I know, I'm not going to work 80 hours a week, like I used to. And I know, I
don't want to like before I used to, you know, think that that meant I was doing
such a great job. But I think I've really like gained some perspective and that
you can work less hours but be more productive. Like, yeah, use that time
better. And it's not like a badge of honor to burn yourself out kind of thing.

13

My attitude has changed. Whereas before, I was like, really more about
the grind. And now, I don't want to grind. I don't want to grind. I want, I
just want to work somewhere that like, makes money that the staff can
come into and like, have a nice time.

15

I would love to transfer to an industry where, you know, things are measured
more by success than they are by failure and we don't focus on those things
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constantly. I’d like to work in an industry where, you know, we're not, you're
not always playing catch up with finances, where I can see a potential for the
staff to actually grow and develop past that.

4.4.3. Changing expectations to reduce the demanding nature of restaurant management
Study participants were asked whether they believe the expectations of the restaurant
industry, employers, staff and customers need to change to help reduce the demands on
restaurant managers. These questions were asked to help discover how and where restaurant
managers experience pressure. The following section provides a summary for how each grouping

of people contributes to the demands a restaurant manager faces.

4.4.3.1. Industry standards and norms

All managers stated that they believe restaurant industry standards need to change to
reduce how demanding the work of a restaurant manager is. Some of these responses can be seen
in Table 27. The findings show that restaurant managers would like to see more flexibility in
scheduling and the ability to have a work-life balance (participant 1, 4, 6, 7, 10, 15). A few
examples were provided by participants on how restaurants could do this. These examples
included closing restaurants 1 day a week (participant 9), allowing staff to take occasional
weekends off (participant 4), providing 4 day work weeks (participant 8) and providing paid sick
days (participant 10 and 12).

Participants also mentioned that managers need to change their behaviours to prevent
toxic cultures, ideas and beliefs from being accepted (participant 5, 12, 14, 15). Many of these
toxic behaviours stem from past experiences in the restaurant industry or from behaviours that
have been modelled by other leaders in the restaurant industry. One example is that participants

felt that it should not be an industry standard that managers work long hours (participant 2, 6, 7,
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15). A few respondents also mentioned that managers should be paid fairly for the amount of

responsibilities they hold and the hours of work they put into their job (participant 2, 6, 11, 15).

While this may not reduce the demanding nature of the job, it would at least make managers feel

like they are being respected and rewarded for their work.

Participants 3, 5 and 13 also mentioned how the industry standard for restaurants to

provide a perfect service adds extra pressure to their jobs. These participants worry about

customers complaining and how it will impact their reputation. These managers feel like it has

become too common to give things away for free if customers complain even if their complaint

is not justified. They felt that the only way this could stop is if the entire restaurant industry

stopped doing it so that it would no longer be an expectation from customers.

Table 27. How industry standards and norms need to change to reduce extreme work

Participant

Quote

1

I do think that a lot of flexibility needs to be made and understanding that
people have their own lives.

The hours aren't ideal for a lot of restaurants and the salary at a lot of other
restaurants is not ideal, either. I don't feel that a lot of managers are fairly
compensated for 80 hours that they do and all of the work that they do as well

I think we're gonna stop attracting people into the job and people aren't going to
be willing to put the grind in like I did to get to where I'm at. And, and that
should be okay.

I think that, you know, having, you know, having a life I think, you know, and
that to me is you know, being paid properly, and having reasonable hours of
work. I think these are things that in the restaurant industry need to, need to
change in a, in a huge way.

It does seem like the norm that you just to be a restaurant manager, you just
work bad hours, and you work too long. And you don't really have a work life
balance. And that's part of the job. So that should definitely change.

I really feel that we should be on four day workweeks. Because at the end of the
day, like I said, we rarely leave at our scheduled time. So why don't just make
us work those longer days then? We're there anyways. And then give us those,
those three days off so we can actually rest, recoup, have some self
development projects going on.

Why we can't just be closed on like a Monday, or like, why do we need to be
open for all the holidays? Or like, if we're open Canada Day, like I think we
should be able to take a different day off.
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Everyone needs a livable wage and all that kind of stuff.

12

The day after I slipped and dislocated my elbow, I came in and one of my
supervisors was like, Oh, well, now I can't call in sick for anything. And I felt
like, oh my gosh, I feel so bad. What a toxic thing for you to be thinking. Like,
you know, like, I should have called someone to come in and cover my shift,
like, I do have that support, but you just, you know, that's ingrained in you that
like, you have to be there you have to, you know. So even though I'm in a place
where it's better, it's it's hard to unlearn, unlearn that behavior.

13

I feel from other places that I've worked at that it has been unreasonable and like
the standard of perfection that they expect 100% of the time. It's just like, it's
emotionally, like, traumatizing and it sticks with you

14

For a long time, there was kind of this sort of romanticized vision of like, the
chef artist, who you know, the food comes first before all things and that
includes the people that are around them, whether it's your family at home, or
their co-workers. That was completely toxic. I think things are changing. I know
I've changed from that. I think if you can get that crap out of the industry, it'll
lessen a lot of pressure on everyone.

15

They need to change the standards by lowering the intensity of work, lowering
the demands of the work. And, you know, for a lot of us, we don't necessarily,
for a lot of industry folks, we're not used to work, we don't have anything to
compare it to.

4.4.3.2. Employers

Over two thirds of managers (12 out of 15) felt that employers need to provide more

support to their managers. This could be done by allowing managers to hire enough staff

(participant 3), being willing to pay people appropriately (participant 4) or by providing training

(participant 8). Participants 3, 5, 6, 7, 8, 11 and 15 stated that they would like their employer to

be better communicators and to establish better structure in their operations. Managers also felt

that employers focus too much on reviews and social media (participant 1, 2, 3, 5, 8, 12).

Managers want employers to know that they are trying their best and that they would like more

recognition for their hard work (participant 1, 5, 6, 8, 11, 12, 13, 15). These statements can be

found in Table 28.
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Table 28. How expectations from employers need to change to reduce work demands

Participant Quote

I think they need to understand that that is like a slow process, and that things
can't just change overnight. And no matter how much social media I do, it

1 doesn't necessarily mean that we're going to double our sales. I think there needs
to be just a, you know, a better understanding of when people are trying their
best.

All bosses in our industry, they need to understand it's not the intensity of work.

4 It's the paying people for their time properly. I think that is something that is

dramatically missed.

Expectations are just loaded on and then we move on after they're completed. I
feel like there needs to be more time spent celebrating achievements. And I
think an acknowledgement from them. You know, sometimes it feels like the
executive team forgets how much work it is to run the business.

8 Teach us so we don't have to be bothering you

I guess there's like a pass the buck kind of attitude that I've experienced in the
past where, you know, if something goes wrong, it's your fault. Even though,
13 you know, you didn't have like, 50% of the things that you needed to like do
well. And then they're like, Okay, it's Saturday night like I'm leaving you to
figure out the busiest shift

we've set up a really difficult precedent for owners. owners are used to, you
know, their managers and their chef saying, Yes all the time or yeah we can do
15 that. And of course, we then bear the responsibility to figure it out. So, I feel
that I sometimes have the support, but oftentimes, you know, When, when
something is left to be done, it's falls to me to figure out how.

4.4.3.3. Staff

Most managers did not believe that staff were contributors to the demanding nature of
their work (2, 4, 5,6, 7, 8,9, 10, 11, 12, 13, 14). They often felt that staff were the reason why
they were able to make it through demanding days (participant 2, 5, 7, 8, 9, 11). For example,
participant 2 shared, “they're all very good at, you know, checking in with you, and making sure
you're doing okay”. Participant 4 also mentioned that it should be less about staff needing to
change and more about managers needing to shift their focus to accommodate staff. On the other
end of the spectrum, two managers felt that staff could be challenging to deal with because they

always had things to complain about (participant 1 and 3). Participant 15 also stated that staff
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need to be more professional by taking their job seriously. Several managers shared that they felt

that their staff could take on more responsibilities to reduce their workloads (participant 1, 6, 8,

9, 10 and 14). These managers explained that their staff do not take the initiative to complete

tasks or they unnecessarily need help with basic tasks. With further elaboration, these managers

did admit that the underlying issue is that staff members need more experience and training. An

assortment of quotes related to ways staff could change to reduce work demands can be found in

Table 29.

Table 29. How expectations from staff need to change to reduce work demands

Participant

Quote

They still reach out and ask a lot of questions. And I know, it's because they're
new to this. So, you know, I try to be understanding and nice about it and as
helpful as I can. But you know, some people just they don't have, they don't pick
up on those cues to like, try to do it yourself before you're asking me

I feel like the culture in restaurants has changed already. And the team members
are, are pretty, pretty supportive.

There's times with staff, as I'm sure there is in managing any job in any
industry, where, you know, they come to you with some nonsense that they can
absolutely fix for themselves.

11

I don't think like the staff are what make my job intense. They're there like, if
anything, they help make it less so.

13

Like people forget sometimes that like, you know, other than being a bossy
narc. I'm also like a reasonable person. I'm also out here doing my best.

14

I found there was a lot of folks on staff come almost like a deffering, like, they
would be like, ‘I don't know how to do that. I can't do that. Can you do this for
me?’

15

I think things some expectations certainly have to change. Or it's, you know,
how professionally you kind of treat your yourself and people around you. You
know, whether or not it's okay to come to work hungover or not, right, like
some of those things that you think are kind of perks of the job have to be
removed as well.
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4.4.3.4. Customers

Almost all managers (14 out of 15) reported that a major area of stress and pressure can

come from customers. Asking about customer expectations sent some of the study participants

off on rants about things that irritate them about customers. A third (10 out of 15 managers)

reported that customer expectations are too high which increases how demanding their job is.

The participants studied want customers to realize that it is near impossible to provide a perfect

experience (participant 2, 3, 5,9, 10, 11, 13). Customers also need to understand that they cannot

always get what they want and they need to be more willing to accept being told ‘no’ (participant

3,4, 6, 11). Managers reported that customers tend to complain about high prices (participant 3,

7, 11, 14, 15), write unfair reviews (participant 3, 5, 6, 8, 10, 13) and expect to get something for

free if they complain (participant 3, 8, 11). Managing these expectations adds significant stress

and intensity to the job of managers. A few of the participants stated that they wished customers

had a better awareness of how restaurants work (participant 3, 8, 11, 14, 15). The underlying

wish was for customers to be kinder to staff and remember that they are humans (participant 4, 9,

12, 13). A few quotes regarding these findings can be seen in Table 30.

Table 30. Manager opinions on how customers need to change to reduce work demands

Participant Quote

We've kind of noticed a bit of a, I think, a higher expectation from most guests.

5 Just because they haven't been out in so long. They have this like built up
evening or day in their head and everything has to be wonderful, perfect. You
know, it's, it's, it can be pretty intense and a little bit overwhelming

3 It's the whole mentality of people being so needy, and yet it's our job to validate
their existence.
Customers are a bit more rude than they have been in the past. But I think

4 restaurants also have a lot more leeway to just say, you know what, I don't think
you're the type of customer that we want.
Just, you know, the expectation that they, it's got to be perfect every single time

5 or, you know, getting incredibly upset when something runs out, or we're low

on it. Or if you have to wait a little bit longer, just like it's such a sense of

81




entitlement with guests, that the customer is always right. I don't think that that's
fair. I sometimes have to tell myself, I'm like, I'm not saving lives here. This is a
restaurant.

I would say that, you know, the expectation of the guests that, you know,
they're, they're going to call and, you know, they're going to be able to, you
know, whatever plan their, you know, plan their 50th birthday party for 25
people start to finish within that same phone call may or may not be aligned
with reality. You know, the sole person handling events, which in this case is
me, you know, may or may not be able to come to the phone right now. You
know, I think that when you've got, you know, somebody's calling down to your
office, and you know, this guy's calling back, he doesn't understand why he
hasn't gotten a call three times this morning, you know, like that, that does
increase the intensity of my work

Things have gotten a lot more expensive during the pandemic, and people don't
really realize that and can be shocked at prices sometimes. But it's, it's really
hard.

11

People see the focus of like, the kitchen, and they see the focus of the servers,
and they're like, “Wow, this place is great’, you know, not knowing that inside,
you feel like you need to barf and you haven't had a drink of water in three
hours.

12

It be nice if they were more aware, of course, but like, I don't really have that
expectation of them.

13

Of course, people should have high expectations when they're going out and
spending their money. But like, just like, if people were just a little bit kinder to
service workers in general.

14

They need to realize that food is expensive. And, you know, wages are getting
better, which means wages are more expensive. If you want the people who are
making your food to have a chance of making a living, it's gonna end up on the
menu.

15

I think customers need to have a better understanding of what the actual cost
and expense of restaurants are.
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CHAPTER 5: DISCUSSION
This study investigates whether restaurant managers experience extreme job

characteristics. To facilitate this investigation, three general areas of inquiry were studied: is
restaurant management an extreme job, what motivates someone to want to work in restaurant
management, and should changes be made to restaurant management jobs? The following
discussion looks to address each of these areas of inquiry, each also pertaining to its own
research question.
5.1. Restaurant management as an extreme job

The results show that restaurant management is an extreme job for some of those working
in the restaurant industry. The difference between those that experience an extreme job and those
that do not is based on the hours of work. It was found that the managers that worked less than
48 hours of work each week, still experienced some of the extreme job characteristics. It would
appear that past extreme job studies have only included participants who work overtime hours
each week in their sample (Delisle, 2020; Ekman, 2013; Sturges, 2013; Hewlett & Luce, 20006).
As a result, it is unknown whether it is common for other professions to experience extreme job
characteristics while maintaining reasonable work hours. Finding four managers in a sample of
fifteen that were able to control their work hours shows that it can be possible for restaurant
managers to design their jobs or facilitate their work so that they do not have to consistently put

in many overtime hours each week.

5.1.1. RQ1a: Do restaurant managers work over 48 hours each week?
This study found that 11 out of 15 participants experience work hours that exceed 48
hours each week. The study sample reported working a range of hours from 35 to 65 hours

weekly. This is a wider range than the 50 — 65 hours that have previously been reported (Murphy
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et al., 2009; Hayes & Weathington, 2007). This may be an indicator that work hours for
restaurant managers have changed in the last decade. Of the four managers who were found to
work less than 48 hours each week, three of them shared that they had negotiated contracts that
cap their number of hours worked each week. This is a new finding that has not been reported in
the academic literature and it may be a strategy more restaurant managers should try to pursue.
All four managers who were working less than 48 hours also had someone they could delegate
some of their workload to which allowed them to be able to reduce their hours of work. This
study found that managers with high work hours are working more than one manager role or
their restaurant is large in size which means they have more things that they have to oversee.
Another interesting finding from this study was that managers reported having their hours
vary depending on season, staffing levels or events taking place. The four managers who
reported working less than 48 hours each week did state that they can have weeks where they
will work overtime. Some of the participants who were working around 50 hours each week said
that their hours could easily exceed 60 hours when they are in their summer season. The impact
of seasonality on restaurant jobs has had significant focus in the literature (Wellton et al., 2017;
Getz & Nilsson, 2004). Seasonality has also been explored in the extreme job concept with
grocery store workers during the holiday season (Bozkurt, 2015). Bozkurt (2015) felt that during
busy seasons, grocery store workers do experience extreme work but they cannot call their jobs
“extreme jobs” because the extreme characteristics are not present every shift. Using this logic, it
could be said that all restaurant managers experience extreme work but only some experience an

extreme job with consistently high work hours.
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5.1.2. RQ1b: Do restaurant managers experience unpredictable flows of work?

Based on past literature, unpredictable flows of work are experienced when work
schedules and work priorities are constantly changing to respond to demands (Hewlett & Luce,
2006). All participants agreed that their schedules can be unpredictable as they are required to
respond to demands that they are unable to forecast. Quite often managers will need to go into
work early to address an issue or get set up for an event. Managers reported not having a set end
time for their shifts. This is due to the unpredictability of customer demand which was a similar
finding from Blayney & Blotnicky (2018) and Tandelilin et al. (2018) who studied extreme jobs
in industries that centred around customer service. This unpredictability and needing to respond
to changing restaurant demands has been explored in past restaurant research but it only focuses
on customer demands (Axelson et al., 2017; Kang et al., 2010; Hwang & Lockwood, 2006). The
finding that restaurant managers also need to respond to issues such as equipment breaking or
filling in for a sick staff member are new findings. In this study managers also reported that their
restaurant can become unexpectantly busy and they would not be able to finish their shift
because it would mean leaving behind their team to work through the rush on their own. This
shows that it is not always just about levels of service and being able to serve customers but also

about ensuring that their co-workers have support.

5.1.3. RQIc: Do restaurant managers experience fast-paced work under tight deadlines?
Managers agreed that their work tends to be fast paced but the flow of work can also

come in waves. 14 out of 15 restaurant managers felt that the fast pace of work added to their

pressure to perform. Restaurant managers described how in each day there can be lulls, for

example, between lunch and dinner service. Managers spoke of using these lulls strategically to
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get caught up on administrative work or prepping food for dinner service. To these managers it
was vital to use this time to get caught up on work rather than use it as a break time. One general
manager even mentioned that they do not take breaks so that they can keep up with their work.
This was a similar finding among extreme job health-care managers who would not take breaks
or eat meals (Buchanan et al., 2013). The flow of peak and off-peak times has similarly been
reported in extreme job studies of grocery store clerks (Cai et al., 2021; Bozkurt, 2015). It would
appear however that there is a difference between grocery store workers and restaurant managers
in that restaurant managers in low periods of time are still frantically working even if the
physical pace has slowed.

When managers were asked about meeting deadlines, they all agreed that their priorities
shift depending on what task is the most important to complete to ensure their restaurant can
continue operating. Participant 13 mentioned that customers tend to fall higher up on the priority
list. This is a statement that links to Tandelilin et al.’s (2018) study which found that work is
more intense when a business prioritizes customer satisfaction. Intensity among restaurant
managers can also increase due to the variety of time-sensitive tasks that need to be completed.
Participant 6 talked about the perishability of tasks and participant 4 mentioned the need to
monitor seating times to ensure revenue can be maximized. These time-sensitive deadlines have
also been found by Steno and Friche (2015) and Bufquin et al. (2021) to cause work to be more
physically demanding and stressful. In this study, when managers were asked how they manage
to complete their administrative work, they mentioned that they would just work more hours to
ensure that they reach their deadlines. For example, participant 10 said that he determines his

work day based on the number of tasks he needs to complete rather than the length of his
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workday. Overall, it appears that restaurant managers are under a lot of time pressure and the

way they manage it is by working at a quick and efficient pace or putting in more hours of work.

5.1.4. RQ1d: Do restaurant managers feel they have an inordinate scope of responsibility that
amounts to more than one job?

Hewlett and Luce (2006) define an inordinate scope of responsibility as a job that carries
so many responsibilities that it creates a workload that more than one person should be able to
handle. In this study, managers mentioned that they feel like they are being pulled in many
directions and they do not have enough time to be able to do all parts of their job well. It was
found that ten out of fifteen managers interviewed, were working more than one manager
position. That was an unexpected finding from this research and it shows just how large the
scope of responsibilities are for managers. Some managers reported this was due to financial
constraints brought on by covid and in two situations it was due to managers being on maternity
leave. It is suggested that future research explores this further to see if it is a trend that lasts past
the pandemic.

Managers were also found to hold a wide variety of responsibilities. Responsibilities can
include any duties that can assist with serving customers, human resources, payroll, maintenance,
cleaning, and problem solving. Participant 4 summed it up well by stating that the role of a
manager is to just do whatever anybody else does not know how to do in a restaurant.

Workloads and responsibilities appear to be related to the size of the restaurant and the
size of the management team. Participants 1 and 12 said that they have enough members on their
management teams to delegate responsibilities to if they feel overwhelmed or know they will not

be able to meet a deadline. On the other hand, participant 8 discussed how they tend to be the

87



10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

only front of house manager in the restaurant which means they do not have an opportunity to go
to the office to get administrative work done because they have to spend all of their time
supervising hourly staff. This aligns with Humphries et al.’s (2019) finding that understaffing
can create excessive workloads for managers. This is something that needs to be monitored by
the restaurant industry as extreme job holders in other industries experienced this, they felt they
were unable to take time off work and eventually ended up burning out (Humphries et al., 2019;

Hewlett and Luce, 2006).

5.1.5. RQlIe: Do restaurant managers feel responsible for profit and loss?

All but one manager reported being responsible for profit and loss within their restaurant.
Managers reported that their profit and loss responsibilities included managing inventory,
ordering, budgeting, driving revenues and reducing product and labour costs. Hewlett and Luce
(2006) identified jobs that held profit and loss responsibilities with relentless bottom-line
pressures as being extreme. Throughout the interviews, it was common for restaurant managers
to mention that restaurants have razor thin margins and used that as a reason to explain why they
were unable to do certain things. This shows that bottom-line pressures are top of mind for
restaurant managers. The restaurant industry is well known for having small profit margins and
high failure rates. It has even been connected in past literature as a stressor for restaurant
managers (Bourdain, 2013; Perez & Mirabella, 2013; Wilkinson, 2010).

It was interesting to see how restaurant managers described their profit and loss
responsibilities. Some thought of it more in a traditional sense which included creating budgets
and finance sheets. Whereas others were able to connect it back into every task that they do in
the restaurant from how they order supplies to turning tables to maximizing revenue. In an

industry that typically struggles to make profit, every little thing a manager can do to reduce the
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restaurant’s costs and increase their revenues is considered important. This may be different from
past extreme jobs that have been studied and exist within multi-billion dollar companies (Hewlett

& Luce, 2006).

5.1.6. RQ1f: Do restaurant managers feel responsible for mentoring and recruitment?

All managers reported that they were responsible for mentoring and recruitment.
Mentoring, coaching and training employees was brought up a lot throughout the interviews. It is
an area where most of the managers found the most meaning in their work. However,
recruitment was a major stressor. Managers mentioned that there is a small pool of people
interested in working in restaurants and it is very difficult to find anyone who would be a good
fit. This has caused many restaurants to have to run short-staffed or work with staff that are
inexperienced and require a significant amount of training. This is not surprising as a survey by
Restaurants Canada (2021) found that hiring is currently a major strain on restaurant managers.
Participants 2 and 13 also mentioned that being short-staffed and knowing their teams are
inexperienced brings them anxiety. Understaffing also impacts the workloads of managers and
their hours of work as they step in frequently during service to fill the roles of cooks, servers or
hosts. Training new hires also pulls managers away from their job responsibilities and causes
them to have to work more hours to complete their managerial tasks. This backs up Burke’s
(2019) statement that a shortage of talent puts extra pressure on managers.

This study also found that scheduling was a major contributor to managers’ workloads
and stress levels. 14 out of 15 managers reported spending a significant amount of time creating
schedules, getting shifts covered when someone calls in sick, setting up server sections and

creating prep lists for cooks. Hewlett and Luce’s (2006) extreme job characteristics only have
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one characteristic that revolves around human resources and it is mentoring and recruitment.
Scheduling does not really fit in that category and as such, it is suggested that a new extreme job
characteristic be created for restaurant managers that encompasses scheduling. This
characteristic was likely not identified by Hewlett and Luce (2006) because the sample they used
to develop their list of characteristics was based on job holders in large corporations that had
consistent work teams so scheduling was not a part of their jobs. It is also likely that in some of
the other extreme jobs industries studied like policing (Turnbull & Wass, 2015) and health care
(Buchanan et al., 2018) there likely was a dedicated job or team of people who took care of
scheduling, staffing or human resources. Unfortunately this is not the case for restaurant
managers and it is up to them to do the scheduling in addition to the wide variety of other

responsibilities they hold in their job.

5.1.7. RQ1g: Do restaurant managers attend work events outside regular work hours?
Attendance at events was rarely found to be required by restaurant employers, in fact
only three managers stated that they were ever required to attend an event. Eight managers
reported attending wine tastings or seminars during their own time because it was something that
they were interested in and felt like it would help their own personal growth and learning. They
would not be paid extra for their attendance or receive lieu time for the time they spent at the
training. These managers said that they did use the knowledge obtained from the trainings to then
provide knowledge to their team. While those in the industry may not see this type of training
and personal growth as being related to their job, it does inform their ability to perform their job
and has an impact on the restaurant (Gultek, Dodd & Guydosh, 2006). Restaurant managers may

be unable to see that attending training can be a facet of their job. Participant 11 mentioned that
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they had never thought to ask to be paid for their time spent learning and perhaps that is the case
for other managers as well. This could be because managers are intrinsically motivated to attend
these events or it may be because they just assume that the restaurant would turn down their
request, as mentioned by participant 4. This brings awareness to the need for the restaurant
industry to promote training as being vital for managers and that it does not need to be done

during time off.

5.1.8. RQ1h: Do restaurant managers feel they have to be available to customers and co-
workers 24/7?

Over two thirds of managers (11 out of 15) reported needing to be available during their
time off work. All managers except for participant 4, mentioned that they do not need to be
available for customers during their time off. These managers will see emails come in from
customers but will purposely choose not to respond until they are back at work. Most managers
however, are contacted by staff members when there is an issue at work or they are calling in
sick and need help getting a shift covered. Restaurant managers are contacted even on their days
off because they hold most of the knowledge about the restaurant and they are the go to person
whenever a problem arises. This was a similar issue found with hotel general managers (Blayney
& Blotnicky, 2018).

Some restaurant managers feel that answering calls, texts and emails is a necessary part
of their job because they want to make sure that their team has support or that they are aware of
things going on at the restaurant. Others, such as participant 2 found it to be troublesome as it
took away from their time to recover and not think about work. These managers were able to

navigate ways to disconnect such as having a separate phone line for work (participant 13) or
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only using scheduling apps as a form of communication (participant 14) which can easily be shut
off. Hewlett and Luce (2006), Turnbull and Wass (2015) and Delisle (2020) all mentioned how
there is an expectation that extreme job holders are always approachable even when they are not
working. Participant 3 voiced his concern that everyone expects the manager to pick up the
phone or answer emails even when they are on vacation. This participant mentioned that
nowhere does it say that he is required to answer questions but he knows that no one would
contact him unless it was truly important. This is quite a different approach than the managers
who shut off their technology so that no one can bug them. It appears that restaurants perhaps
need to put policies in place to avoid managers being contacted or set up communication systems
that are easy for managers to disconnect from. Another option that is perhaps less realistic is for
restaurants to be closed on set days so that issues are not arising in the restaurant. Participant 2
found that it was easy to disconnect because they knew the restaurant was not in operation.
Similarly participant 10 mentioned that the problem with restaurants is that issues arise when the

restaurant is in operation.

5.1.9. RQIi: Do restaurant managers travel for work-related activities?

A large amount of travel has been defined as needing to be present at more than one
location weekly for an extended period or having commute times that are over 1 hour one-way
(Hewlett & Luce, 2006). In this study, only participant 3 was found to have to travel for work
and that was because they worked not only as a general manager but also the regional manager.
This was unlike the extreme job holders in Hewlett and Luce’s (2006) study which would spend
weeks at a time away from home and travelling for work. Turnbull & Wass’s study did highlight

commutes into work as adding intensity to the job but commutes are not a stressor for almost all
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of the restaurant managers interviewed. It was interesting to learn that many managers chose
where to work based on how close it was to their house. This may be a unique characteristic of
restaurant work in that restaurants can be found in every neighbourhood unlike traditional jobs
which may not provide workers with options on where their office is located. This characteristic
is not relevant for this sample of managers but further investigation is needed to determine if it is
a stressor among regional managers who have several locations they have to travel to. Past
studies have reported that restaurant regional managers do require to travel several hours weekly

(Murphy et al., 2009; Patil and Chung, 1998).

5.1.10. RQ1Ij: Are restaurant managers required to report to four or more authority figures?

Reporting to four or more people was not found to be a prominent characteristic of
extreme restaurant managers. This is due to managers of independent restaurants typically only
having a small management or ownership team to report to. Managers that had good
relationships with their management teams or ownership did not find that it added extra pressure
to their job. Managers who worked in restaurants that were a part of a restaurant group had more
people to report to as there were people who took care of things such as marketing and
financials. In these situations, managers had less autonomy and were more likely to be given
orders to follow. These managers mentioned that it could be confusing reporting to many people
as there are more opinions and people needed to please. This was a similar issue amongst other
extreme job holders (Siu et al., 2012; Hewlett & Luce, 2006).

Perhaps a more relevant issue for restaurant managers is the number of people that they
oversee. Restaurant managers reported having to keep track of their numerous staff members

while also needing to ensure that all customers that come into the restaurant are taken care of.
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This gives restaurant managers a large span of control which may add pressure (Hwang &
Lockwood, 2006). Unfortunately no questions were directly asked about this so it is not possible
to provide a definitive answer to this question. It was found that Buchanan et al. (2013) adjusted
this characteristic to consider direct reports to include not just authority figures but also

regulatory bodies and patients.

5.1.11. RQ1k: Are restaurant managers physically present at their restaurant at least 10 hours
a day?

The length of time a manager would spend at their restaurant for a shift was dependent on
staffing levels, responsibilities, and the restaurant’s hours of operations. Most managers (12 out
of 15) were physically present in their restaurant for at least 10 hours each day. The majority of
manager’s shifts are spent in the kitchen overseeing services or working on the floor of the
restaurant assisting front of house teams and speaking to customers. Managers are required to put
this “face time” in otherwise their restaurant operations would likely run into many issues. Past
studies found that restaurant managers work over 12 hours a day and sometimes six or seven
days a week (Burrow et al., 2015; Nui, 2010; Patil & Chung, 1998). Participants 5 and 9
mentioned that they occasionally have to work six days a week but it was only during busy
periods of time. Participant 14 was the only manager who only had to work four days each week.
This participant however did work some of the longest shifts out of the entire group of

participants.

5.1.12. RQ1I: Is restaurant management an extreme job?
When combining the data and analysing it as a group, findings suggest that restaurant

management is an extreme job. This is due to a majority of restaurant managers exceeding 48
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hours of work each week and 7 out of 10 extreme job characteristics being present for more than
70% of the sample. The finding that restaurant management can be an extreme job is valuable. It
puts restaurant management into the same realm as hotel general managers (Blayney &
Blotnicky, 2018), police officers (Turnbull & Wass, 2015), hospital managers (Buchanan et al.,
2015) and business executives (Hewlett and Luce, 2006) who have also been identified as
extreme job holders. These jobs are known for their high intensity and long hours of work. While
there are ample studies that show that restaurant management requires long hours of work and it
is a stressful job (Bourdain, 2013; Kang et al., 2010), this new finding can allow restaurant
managers the opportunity to show that the characteristics of their job are just as severe as those
in industries that society already recognized as being extreme jobs.

Hewlett and Luce (2006) found in their study of high earning professionals, that 91% of
respondents experience unpredictability, 86% experience fast pace work, 66% attend work
events and 61% have 24/7 client demands. This study of restaurant managers found similar
results in that 100% of managers experience unpredictability, 93% experience fast-paced work
and 73% experience 24/7 demands. A major difference however is the work events in which only
33% of restaurant managers experienced. This is a characteristic worth keeping an eye on. The
pandemic may have influenced this result as in-person networking events were not allowed for
almost 2 years leading up to the interviews being conducted. There is a chance that this
characteristic could grow for the restaurant industry as people start gathering in person again.

The extreme job framework designed by Hewlett and Luce (2006) was a useful tool to
understand how managers’ workloads and work hours grow. The list of characteristics is not
exhaustive, and the research brought to light that there are many other factors that cause

managers to feel pressure in their jobs. Examples include the physicality of the job, the stress of
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building work schedules and meeting appropriate staffing levels and handling customer
experiences. Buchanan et al. (2018) had a similar experience when using the extreme job
framework within the job of healthcare managers and only found that six of the original extreme
job characteristics were relevant. They developed an additional six characteristics that were
specific for their profession they were studying. It is recommended that a similar process take

place for future research on extreme restaurant management jobs.

5.2. Motivation to work a job with extreme characteristics

Self-determination theory can be used to address how extreme job characteristics can
support or thwart a job holder’s motivation, engagement, and well-being (Gatling, Kim &
Milliman, 2016; Deci & Ryan, 2000). Job holders who are motivated by personal value or
intrinsic motivation experience higher levels of work engagement, wellness, performance, and
organizational citizenship than those who experience internal and external pressures to perform
tasks. Internal and external pressures are known as controlled motivation because the manager is
pressured to perform tasks rather than choosing to take them on themselves (Rigby & Ryan,
2018). On the contrary, when a manager chooses to perform tasks based on personal value and
intrinsic enjoyment, they are considered to experience autonomous motivation which results in a
higher motivational quality (Rigby & Ryan, 2018). According to self-determination theory, to
achieve and maintain autonomous motivation, managers must have their basic needs met (Ryan
& Deci, 2020). These basic needs include autonomy, relatedness, and competence (Ryan & Deci,
2000). This study asked managers about their autonomy, relatedness, and competence to
ascertain whether their basic needs were met. The results of the study show that most managers

feel that their basic needs are met in their job.
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The basic need of autonomy was reported to be fulfilled by 11 out of 15 managers.
Restaurant managers reported that their restaurants have systems in place that they are required
to follow. A few examples of systems include having set menus, marketing campaigns and hiring
policies. Managers are expected to follow these systems but, in some cases, they are given
flexibility in how they could implement them. These systems that are put in place can make
managers feel controlled. This impacts their motivation quality because they are not necessarily
doing things the way they desire to do them (Rigby & Ryan, 2018). It would appear however that
the smaller the restaurant and the better the relationship the manager had with the owner, the
more trusted the manager would be, and they would be allowed more autonomy in their work.
Trust is a key point as it can mediate desirable outcomes such as loyalty, organizational
citizenship, and task performance (Skiba & Wildman, 2019). Managers that can create their own
menu items, develop their own specials, and hire who they think are a good fit, see personal
value in the tasks because they can do things the way they want to. This allows them to be more
engaged in the work and leads them to become more self-determined in their actions (Rigby &
Ryan, 2018). When managers are required to work longer hours because a staff member called
in sick, an unpredictable event happened or they have a deadline to meet that was set by their
employer, managers lose some of their autonomy and report feeling frustrated. This reduction in
autonomy means that managers are no longer working the long hours out of interest or
enjoyment but out of external pressures which lowers their motivational quality (Ryan & Deci,
2020). If this continually happens, managers will be more likely to face burnout and they will
choose to leave their job (Rigby & Ryan, 2018; Gatling et al., 2016).

For the basic need of competence, 11 out of 15 managers reported feeling like they are

doing their job well and that they have the skills they need to do their job. Several managers used
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the fact that they were able to meet their key performance indicators like food costs, sales, and
profit margins to justify that they were doing their job well. However, these measurement items,
do not necessarily mean that the managers’ basic needs of competence are being met because
they do not take into consideration the core desires and interests in the managers (Rigby & Ryan,
2018). Upon further probing, it was found that most managers feel like they have the basic skills
they need to do their job well, but they know there is always room for growth. For example,
participant 10 stated that although they have over ten years of experience working in the
restaurant industry, they can continually be faced with new situations that they need to handle.
Some managers specifically stated that they value being challenged and faced with new
situations because it allows them to continually grow and learn. This shows that managers have
the basic need of competence fulfilled because they are continually striving for growth to
become self-determined (Ryan & Deci, 2020). Past studies have also identified that restaurant
managers find their work to be interesting, challenging and fascinating which intrinsically
motivates them to maximize their effort at work (Watson et al., 2018; Putra et al., 2017). This
may point to the fact that managers value having variety in their work because it allows them to
be able to continually learn new things. Their interest in learning new things and their desire to
be challenged may be why they accept taking on so many responsibilities in their roles. Having
interest in learning and growing, shows that managers are autonomously motivated and can
explain why they are so engaged in their work (Rigby & Ryan, 2018).

Relatedness was found to be fulfilled for 13 out of 15 managers because they felt
respected and like they were a part of a team at their restaurant. In fact, some managers reported
feeling like they were best friends with the people they were working with or that their co-

workers felt like family. That said, a few managers did mention that they felt like there were
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strains on some of their relationships which prevented them from feeling like they were a part of
a team. When the managers do not feel like they are a part of a team, it shows that they do not
feel supported which will prevent them from becoming autonomously motivated (Gagne & Deci,
2005). Those who felt more connected to their co-workers and owners, appeared to be more
loyal and willing to put up with extreme job characteristics because they would be showing
support to their team. This has been reported by Rigby and Ryan (2018) as one of the outcomes
of being autonomously motivated. The managers who felt like their relationships had a strain
tended to feel like their job was more thankless. These managers would still work long hours and
in extreme conditions, but it appeared to have a greater toll on their motivation to work their job
in the long-term. This is likely due to their basic need of relatedness not being fulfilled and
causing their motivational quality to be lower and in the domain of controlled motivation (Rigby
& Ryan, 2018).

Self-determination theory states that those that are intrinsically motivated feel that they
have meaning and purpose (Ryan & Deci, 2000). This study asked managers whether they find
meaning and purpose in their role to help identify whether they are intrinsically motivated. 13
out of 15 managers interviewed stated that they find meaning and purpose in their role. The two
participants who did not, were found to not have their basic needs met in their role and they were
intending to leave their jobs. This is an example of Rigby & Ryan’s (2018) motivational quality
continuum as it states that when basic needs are not met, managers do not find meaning in their
work and they will eventually pursue a different job in order to have their needs fulfilled. This
shows the importance of having managers needs fulfilled and for jobs to be designed to help
support these needs rather than thwart them (Gagné & Deci, 2005). In this study, the 13

managers who said that they find meaning in their work, reported that they found it through
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mentoring and helping people. Some managers provided examples of teaching staff life skills,
seeing their staff grow in their careers or seeing guests have a great experience. This idea of
helping people is at the core of hospitality. These managers find value in helping people which is
likely why they chose a career in hospitality. This value of helping others can also drive some
managers to feel internal pressure to work in an extreme job when all of their basic needs are not
met (Stone et al., 2009). For example, participants 8 and 11 reported that they will stay late
during a shift to make sure that their team is supported otherwise they would feel guilty leaving
them to fend for themselves. It appears that the lines can become blurred between personal value
and internal pressure. Through discussions with these managers it seems as if managers are so
focused on helping other people that they forget to realize that they should be doing tasks
because they want to do it for themselves. This could be dangerous in an extreme job where there
are many pressures placed on a manager and they could be driven to accept them to please others

but they burn out in the process (Wei et al., 2021; Rigby & Ryan, 2018).

5.2.1 RQ2: Do restaurant managers experience controlled motivation to work under extreme
characteristics?

The study findings show that managers experience both autonomous motivation and
controlled motivation for different aspects of their job. Most managers stated that they are
interested in their jobs and they can find it fun and thrilling when they are working a service. For
example, participant 6 mentioned that he would work a 12 hour shift on a Saturday because he
genuinely enjoyed his work. He does not necessarily need to be at work for that many hours but
he chooses to do so. In this situation he appears to be autonomously motivated to be physically

present at the restaurant for more than ten hours because of his interest and enjoyment in his job.
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For most managers however, they reported feeling controlled by the extreme job
characteristics that they experienced. They found aspects of their job such as holding a large
amount of responsibility, unpredictable flows of work and fast paced work under tight deadlines
to be frustrating which made them dislike their jobs at times. This study found that when
restaurant managers are frustrated with the extreme aspects of their job, they are motivated by
external and internal pressures to put up with them. This shows that extreme job characteristics
can cause managers to feel controlled in their job. Many of the participants in this study reported
being unhappy with working over 48 hours a week and holding too many responsibilities yet
they did it because they felt it was a part of their job. They do not accept these conditions due to
passion but rather because they are being controlled by role expectations and incentives (Ryan &
Deci, 2000). This is contrary to Hewlett and Luce (2006) who stated that extreme job holders
feel exalted and proud to work in an extreme job. This is also different from Kotera et al. (2018a)
who said that restaurant workers are typically motivated by intrinsic factors. These study
findings may be contrary to past literature because attitudes towards work hours have been found
to be shifting (van Rossem, 2021).

This study found that managers tend to be “people pleasers” and that they are motivated
by internal pressures to not let people down. Managers in this study justified their need to work
long hours or take on many responsibilities to make sure that their employees are being
supported. This need to please and help people was also found in the literature to be a motivator
for a mortuary beautician who worked an extreme job (Tandelilin, 2018). This feeling of needing
to please and support others is an example of how controlled motivation is driving managers to
put up with their extreme job characteristics. This is an important trend to note because if

extreme job holders are driven by controlled motivation, they will eventually burnout and leave
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their jobs (Deci et al., 2017). It would be better for restaurant managers and all extreme job
holders to work their job for reasons that fulfil their own needs and bring them enjoyment as they
will experience higher organizational commitment, wellness, and performance (Ryan & Rigby,
2018). According to the motivational quality continuum, expectations for managers to put up
with long hours and extreme job characteristics need to be removed to achieve autonomous
motivation. In addition, rewards like promotions, tips and bonuses need to be less tied to working
long hours at work and meeting profit and loss goals. Removing external pressures and rewards
may help shift managers away from controlled motivation and get them closer to achieving
autonomous motivation. This may benefit the restaurant because managers will be more
committed and engaged in their work rather than just going through the motions to fulfill
external demands. This is contrary to Dermody et al. (2004) who found that compensation and
monetary rewards are the most important factors to motivate restaurant managers. While it is true
that these rewards can help motivate managers to put up with their long hours and demanding
work, it is important for restaurants to be aware that these carrot and stick rewards will only
motivate managers short-term if extreme job conditions exist (Rigby & Ryan, 2018). At the very
least, extreme job holders should at least be involved in the process of creating metrics or
rewards so that they feel less external pressure and like they have some autonomy over these
decisions (Groen, Wouters & Wilderom, 2017).

This study also found that extreme job characteristics can negatively impact the
motivation of restaurant managers to do their job. Some of the study participants mentioned that
as extreme job characteristics grow over time, they can outweigh the parts of the job that
managers are interested in and passionate about. Several participants talked about how their job

as a restaurant manager limits their work-life balance and as a result it has led them to

102



10

11

12

13

14
15

16

17

18

19

20

21

22

23

24

contemplate leaving the restaurant industry. This is not a new finding in the literature, but it
should still be a concern for the restaurant industry who is struggling to find enough staff to work
in their restaurants (Elliot, 2018). This research has shown that motivation quality could be a
moderator between extreme job characteristics and an intention to quit. From the findings, it
appears that when an extreme job holder feels controlled by their extreme job characteristics,
their motivational quality will decrease and it will lead them to consider quitting their job. This
study also shows that if an extreme job holder is creating the extreme job characteristics
themselves because they are autonomously motivated, they achieve a higher motivational quality
which leads to a decreased intention to quit their job. Further exploration is needed to
understand how controlled and autonomous motivation can impact the extreme job
characteristics and quitting intentions. Past studies have identified that extreme job holders
experience burnout, but it has yet to be linked to motivational quality (Gascoigne et al., 2015,

Granter et al., 2015).

5.3. RQ3: Do restaurant managers believe the extreme characteristics of their job should
be reduced?

Restaurant managers do believe that some of the extreme job characteristics should be
reduced. These characteristics include a reduction in work hours, unpredictable schedules,
holding numerous responsibilities and needing to be available 24/7. By asking managers how
they would like to see the demanding nature of their work be reduced they provided a wide range
of opinions from reducing operating hours, to having more staff working, and bringing greater
awareness to the work restaurant managers are putting in. That said, some of the restaurant
managers do not believe that these characteristics will ever be reduced, and it is just the nature of

the restaurant industry. Weslowski (2016) had a similar experience when asking servers what
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they thought needed to be improved in the restaurant industry to reduce stress. Many of the
managers interviewed for this study are restaurant industry veterans with decades of experience.
Some mentioned that they have been hoping for a change for years, but it has yet to come. Others
were concerned about the feasibility of reducing operating hours or hiring more people when a
restaurant only has small profit margins. Wynn and Rao (2020) had a similar finding when they
studied extreme job consultants. These consultants believed that the extreme job characteristics
are just a part of the job and they need to be accepted. Meanwhile, a small number of managers
in this sample have proven that it is possible to reduce extreme characteristics. Participants 1, 14
and 15 showed that setting expectations with employers, finding a restaurant team that values its
people and working in a restaurant with strategic operating hours allows managers an
opportunity have full days off and receive adequate rest between shifts.

This study has identified that restaurant operating hours tend to have an impact on how
extreme a restaurant management job is. Managers that worked in restaurants that were
permanently closed 1 or 2 days a week had more predictability in their time off and had less
issues with being contacted by customers and employers on their days off. Restaurants that were
only open for dinner service also allowed managers to not be needed to be physically present in
the restaurant for as long as those who work at restaurants with both a lunch and dinner service.
When a restaurant is closed, the manager has a higher chance of getting a break because they are
not being depended on. From these examples, it can be said that restaurant operating hours have
an impact on extreme job characteristics. This finding confirms Turnbull & Wass’s (2015)
suggestion that extreme jobs are created by the demands an organization puts on its jobholders.
Contrarily, previous studies emphasized that extreme job holders are passionate about their work

which leads them to work long hours (Ekman, 2015; Peticca-Harris, 2015; Hewlett & Luce,
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2006). While this study did find that managers are passionate about their jobs, it appears that the
organizational demands play an equally large if not larger, role in applying external pressure on
restaurant managers to work long hours.

Another interesting finding from this research was that restaurant managers tend to enjoy
the intensity of their work and they do not want it reduced. Restaurant managers see job intensity
as working at a fast pace with high pressure and a detail-oriented focus which takes place during
meal services. They do not consider their long working hours, large amounts of responsibility
and their need to be available as drivers of intensity in their job. Rather, they see these
characteristics as factors that cause their job to be physically and emotionally demanding. This is
a different approach than Burke et al. (2011), who considers job intensity to encompass all ten of
the extreme job characteristics. Restaurant managers may associate the term intensity with their
busy rushes during service and as something that they intrinsically enjoy. Whereas the other
extreme job factors which tend to be driven by controlled motivation are labelled as being
demanding.

The following sections will explore how expectations of employers, staff and customers

can change to reduce how demanding and extreme the job of a restaurant manager is.

5.3.1. Employers

Restaurant managers believe that their employers could provide them with better support
to reduce how demanding their job is. Support could be offered in a variety of ways, either by
being physically present to lend a hand, being stronger communicators, acknowledging and
celebrating the work of their managers and being more willing to hire more people and increase
labour costs. By providing more support, it could help managers enjoy their work more and as a

result improve their work engagement (Putra et al., 2017). This support provided by employers
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can help nurture an environment where managers feel respected and like they have the resources
required to be able to do their job well. That is essential as it will ultimately help support
restaurant managers get closer to fulfilling their basic psychological needs and reaching
autonomous motivation (Rigby & Ryan, 2018; Stone et al., 2009).
5.3.2. Staff

A handful of managers talked about how they have trouble getting their hourly
employees to think for themselves and feel confident with taking on tasks. Some managers
reported that their employees will ask them to do things for them because they do not know how
to do it themselves. Managers offered that this shows that they are not spending enough time on
training. This shows that restaurants need to find ways to train their staff so that staff are not as
dependent on their managers which can help to reduce the workload of a manager. There have
been numerous studies on how training has an impact on service quality (Ballesteros & De Saa,
2012; Barber, Goodman & Goh, 2011; Tracey & Tews, 1995). Perhaps more attention in the
literature needs to be made on how training can help reduce workloads and spread

responsibilities among restaurant teams.

5.3.3. Customers

Customers appear to have a major impact on creating a stressful and demanding work
environment for managers. Managers reported having to handle negative customer reviews and
in person complaints about public health policies, food quality, service, and prices. Two chefs
reported taking these complaints personally while a few managers admitted to just giving
customers free things to not have to deal with them anymore. Managers reported that they
wished customers had more awareness of what happens in a restaurant and those that are

working in restaurants are people that deserve respect. The role of a restaurant manager involves
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a significant amount of emotional labour when handling customer complaints. Emotional labour
has been found to cause stressful working environments in restaurants which can lead to burnout
(Chen, Chang & Wang, 2019; Smith et al., 2012). Handling customer complaints was such a
major stressor for most of the restaurant managers interviewed in this study that it should be

considered an additional characteristic of an extreme job for restaurant managers.
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CHAPTER 6. IMPLICATIONS

6.1. Theoretical Implications

This research provides support for the extreme job concept. Past extreme job research has
called for further research in industries that have yet to be studied (Gascgoine et al., 2015; Burke
et al., 2011). It is believed that this is the first extreme job study exploring restaurant managers.
The findings generated by studying a new industry can help to strengthen and identify patterns
between extreme job holders regardless of the type of work they are doing. Previous studies have
primarily focused on how job holders experience extreme jobs (Turnbull & Wass, 2015;
Buchanan et al., 2013; Sturges, 2013). This study went one step further by also gathering
information on what motivates managers to persevere through an extreme job. It is also believed
that this is the first study that connects self-determination theory to extreme jobs. By exploring
the extreme job concept through the lens of self-determination theory and the motivational
quality continuum, this research has provided a deeper understanding of what is driving extreme
job holders to work long hours, and to take on an unmanageable number of responsibilities. Past
research reported that managers were working extreme jobs because they were deeply passionate
about their jobs (Ekman, 2015; Hewlett & Luce, 2006). In this study it is shown that controlled
motivation also plays a part. In addition, this research supports Gascoigne et al. (2015) and
Turnbull & Wass (2015) who claimed that extreme jobs are created by the operational demands
of the organization. This was shown through the findings that the operational hours of the
restaurant and under-staffing are common contributors to extreme work responsibilities and
hours of work. Another theoretical implication of this study is that the findings could be used to
develop measurement items to build an extreme job restaurant manager scale to be used in a

quantitative study with a larger, more generalizable sample.
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6.2. Practical Implications

Past studies have documented the job of a restaurant manager as being demanding due to
high pressure, stress, and long working hours but there is a lack of understanding in how it
compares to jobs in other industries (Burrow et al., 2015; Patil & Chung, 1998). This study
shows that restaurant management is an extreme job for some which means it belongs in the
same category as jobs known for their extremity like policing and hospital work (Buchanan et
al., 2015; Turnbull & Wass, 2015). This finding may help the restaurant industry realize that the
traditional job expectations of restaurant managers are unsustainable and unnecessary. As
participant 5 stated, “restaurant managers aren’t saving lives, there’s no need for the job to be
extreme”. It should be a priority for restaurant manager jobs to remove excessive hours of work
and this can be done by working to eliminate some of the extreme job characteristics.
6.2.1. Employers

This study demonstrated that restaurant employers could have the ability to prevent
restaurant management jobs from being extreme. To prevent restaurant managers from
experiencing an extreme job, employers should make it a priority to reduce the number of hours
restaurant managers are required to work each week. Work hours can be reduced by hiring more
staff to take on responsibilities to spread the workload, providing more flexibility with
scheduling, or reducing restaurant operating hours so managers do not need to be physically
present in the restaurant.

This study also found that restaurant managers experience controlled motivation to work
under extreme job conditions. Job responsibilities, work policies, sales targets, labour cost targets
and employer expectations were found to be contributing factors that drive managers to work in

extreme conditions. Employers should evaluate their work policies and goals to see if they are
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realistic and they should seek input from restaurant managers. Allowing managers to help design
work policies and goals will help to give restaurant managers a sense of autonomy over their
work policies which may reduce some external pressure. Employers should also aim to develop a
work culture where restaurant managers feel supported and where they can ask for help when
their work becomes too much. It is also recommended that employers should communicate to
managers that they do not expect them to work over 48 hours of work each week to reduce
internal pressure. This is highly important because it may improve the basic need of relatedness
which can lead to higher work enjoyment, better performance and a lower intention to quit
(Rigby & Ryan, 2018).
6.2.2. Managers

Restaurant managers when seeking employment, should pay attention to the restaurant’s
operating hours, the responsibilities of the role and the staffing level of the restaurant to avoid
the likelihood of encountering an extreme job. Managers who worked in restaurants that were
only open for dinner service or were consistently closed two days of the week were less likely to
work an extreme job. In this study, job responsibilities were also found to increase pressure and
cause hours of work to grow. Managers, in their job interview, should ask how their employer
will support them if their work hours and responsibilities become too demanding. It could also be
of benefit to managers when negotiating their contracts to ask for a cap on the number of hours
they will be required to work weekly or the ability to receive lieu time for overtime hours
worked. It is not recommended that restaurant managers agree to contracts that state a minimum
number of hours of work each week that is greater than 48 hours because it will likely lead to an

extreme job.
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6.2.3. Restaurant Industry

As mentioned in the introduction, retaining restaurant workers has been cited as a top
concern in the restaurant industry (Elliot, 2018). This may be due to a disconnect between
restaurant industry expectations of restaurant managers and the expectations restaurant managers
have for what their role should be. This study found that the covid-19 pandemic interrupted the
work of restaurant managers. Being laid off from work or experiencing different work schedules
allowed restaurant managers the opportunity to rethink what could be possible with their work
schedules and habits. The restaurant industry should be aware that the pandemic has changed
how managers perceive their work schedules and how they are motivated to work. The ways in
which restaurant managers worked in the past, may not be suitable for the current or future
trajectory of the industry. Going forward, it is suggested that the restaurant industry provide

more flexibility and input into the job design of a restaurant manager.
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CHAPTER 7. LIMITATIONS AND FUTURE STUDIES

A limitation to this study was the difficulty of reaching managers with busy schedules.
Although data saturation was met, the sample size was limited to 15 respondents. If this study
was to be conducted again, it would be recommended to open the inclusion criteria to include
managers at corporate restaurants and multiple provinces. It would also be valuable to offer
compensation to incentivize managers to participate in the study. This was suggested by one of
the experts who helped recruit participants as this was a question they had been asked by
potential candidates.

This study found that covid-19 has caused restaurants to modify operating hours and
manager responsibilities. Some of the interviews were conducted when restaurant managers were
working in restaurants that had government restrictions in place whether it was capacity limits,
indoor dining being shut down or mandated closing times. These government restrictions had a
major impact on the design of restaurant manager roles. Some managers reported that their hours
significantly reduced with lower capacity limits, while other reported taking on much larger
workloads because their restaurant could not financially afford to hire more staff. It is possible
that as covid restrictions and capacity limits lift, work conditions could change and become more
or less extreme than what was reported in this study.

Another limitation to this study was that data collection relied on restaurant managers to
self-report their experiences. There is a chance that participants may have under-reported or
over-exaggerated their experiences. Future research could incorporate a mixed methods approach
by including observations at work or collecting clock-in and clock-out shift times of managers to

verify hours of work and the extreme job characteristics.
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For future research, it is suggested that a quantitative study be conducted exploring
extreme job characteristics, motivation, and intentions to leave the restaurant industry. This
would be an important study to conduct because it could evaluate how controlled and
autonomous motivation moderate the impact of extreme job characteristics on quitting intentions.
This study identified that extreme jobs can impact motivation to work a restaurant manager job
and the next step would be to test this phenomenon on a larger scale to see if it is true. A
quantitative study would also be useful to capture a larger sample size and allow for a broader
reach across multiple countries to examine how the extreme job phenomenon might change
based on geography, politics, and culture. It would also be valuable to explore restaurant
managers at corporate restaurants and quick-service restaurants to see if company structures have
different impacts on extreme job characteristics.

There may be potential to compare motivations among extreme job holders in all
industries as well as the various outcomes that arise. It would be helpful to know if all extreme
job holders are motivated in the same way and have similar experiences towards outcomes such
as mental health, organizational commitment, and productivity. If motivations to work in
extreme conditions are the same, there could be a lot to learn from other industries on how they

handle extreme jobs.
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CHAPTER 8. CONCLUSION

This research helped to ascertain whether restaurant management could be classified as
an extreme job. Findings point in the direction that restaurant management can be extreme. The
research found that restaurant managers work long hours and on average experience seven out of
ten of the extreme job characteristics. Major factors that impact the pressure managers face
include staff shortages, unpredictable flows of work and holding too many responsibilities within
the restaurant. Restaurant managers can be driven to accept and push through some of the
extreme characteristics due to external and internal pressures. It is common for restaurant
managers to enjoy the intensity and pressure of working in a fast-paced environment but they do
find the work to be physically and emotionally demanding. Restaurant managers believe the
demanding nature of their jobs should be reduced. This could be done by hiring more people to
spread workloads, reducing restaurant operating hours and by having employers and customers
be more understanding of the work that they do and the effort that they are putting in.

As mentioned in the introduction, restaurant work needs to move away from being
extreme and it instead should be working towards providing decent work. One of the pillars of
the International Labour Organization’s Decent Work Agenda suggests that it is a human right to
be able to take breaks and have leisure time. Unfortunately, this study has shown that some
restaurant managers are not able to take breaks or that their work time is bleeding into their
leisure time. It is important that the restaurant industry works to address this if it hopes to
achieve Sustainable Development Goal 8 which incorporates the idea of decent work for all. One
of the benefits of this study, is that it has generated theoretical and practical findings that can be

used to move restaurant management away from the realm of extreme jobs.
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The main theoretical contribution for this research is that this it is the first study to
explore restaurant management as an extreme job. As a result, three new characteristics have
been proposed to be included for restaurant managers: scheduling responsibilities, physical job
demands and handling customer complaints. This study is also one of the first to apply a self-
determination theory lens to explore what drives extreme job holders to persevere through
extreme job conditions. The primary practical contribution from this study was that it was able to
capture feedback from restaurant managers on how to make their jobs less demanding. These
results could be applied with limited difficulty by the restaurant industry, employers, staff, and
customers.

It is recommended that the findings from this study be used to produce a quantitative
study to be able to reach a larger study population from a variety of countries. Overall, this study
provided insightful and detailed data from a sample of expert restaurant managers. It is hoped
that this research will encourage others to explore restaurant work conditions as there is still a

significant amount to learn and document.
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Appendix 1: Recruitment and Interview Timeline

nt i . .
Date Government Covid Recruitment Interviews
Mandate
No capacity limits but I
November apacity e Outreach to 7 leaders of hospitality No
vaccine passports are oy ok . :
22 : non-profits to identify participants interviews
required
o .
December >0% cap acity, close at . Interviews
11pm, vaccine e Recruitment paused
19 ) paused
passports. required
e 40 emails sent to identified
participants by leaders in November
January Indoor dinine closed | ® Recruitment email sent by restaurant | 5 interviews
5 £ association to 400 members conducted
e | hospitality professor recruited 4
participants
: : itali ited 1 _ :
January | 50% capacity, vaccine | hqspltallty professor recruited 4 interviews
. participant
31 passports required : conducted
e 60 emails sent to restaurant owners
No capacity limits, . . .
February apactty e Researcher and 2 advisors posted 5 interviews
vaccine passports : . :
17 . recruitment poster on social media conducted
required
March 1 Removal of vaccine e 20 social media messages sent to 1 interview
passport researcher’s personal contacts conducted
. No
March 21 | Removal of masks e 20 follow up emails sent . .
Interviews

Note: Government mandates were sourced from Ontario Emergency Management (2022) and
Restaurants Canada (2022).
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Appendix 2: Interview Guide
Introduction

Consent Process

e Recording consent!

e Participation is voluntary !
e Can ask to skip a question !

¢ Identity is being kept confidential and no identifying information will be reported!
e Data may be requested to be withdrawn !
e Do you consent to participating in the interview?

e Reflect on your time as a restaurant manager from June 2021 to now

Interview Questions!

Demographic Questions

1. Can you describe your role in your restaurant?
a. How long have you held this role?

b. Are you on salary?

c. How long have you been working in the restaurant industry?

2. Can you tell me a bit about your restaurant?

Hours of operation?
Number of employees?

ac oe

3. Are you over the age of 18?

Job Motivation Questions

How many seats does it have?
Is it a chain? How many locations?

Question

Probe

Purpose

1. Can you tell me about why you
originally wanted to be a restaurant
manager? (Bentzen et al., 2014;
Zopiatis, 2020)

e What excited you about
taking on the role of
restaurant manager?

e Was it something you had
been working towards?

Identify what motivated
them to pursue their
career (RQ2).

Is it out of personal
interest or an external
reward?

2. Why do you currently work in
your job? (Goldfarb et al., 2021;
Bentzen et al., 2014)

Probes: Promotion? Pay?
Sense of accomplishment?
Prestige? Image? Passion?
(Hewlett & Luce, 2006)

Is it out of personal
interest or an external
reward? (RQ2)
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3. Do you currently enjoy your job?

Would you say you find
meaning and purpose in your
role? (Rigby & Ryan, 2018)

What do you enjoy about your

job? (Goldfarb et al., 2021)

To see if managers
experience autonomous
motivation (RQ?2)

4. Has your enthusiasm and
commitment for your job changed
since you became a manager?

How has your enthusiasm
changed?

How has your commitment

Does their motivation
become more or less
autonomous over time?

(Bentzen et al., 2014; Tandelilin et changed? (RQ2)
al., 2018; Siu et al., 2012) e Why have these changed?
5.To what extent are you free to . .
choose what you do in your job? e Do you feel like you Eave Check for basic need of
(Goldfarb et al., 2021) control over your job? autonomy
6. Do you fecl like you are doing e Do you have the skills Check for basic need of
your job well? (Goldfarb et al., o
2021) necessary to do your job? competence

e Do you feel like you are a
7. How are your relationships with part of a team at your .
your employer and co-workers? restaurant? Selll:fe lzlrf;(;s‘tmsw need of
(Goldfarb et al., 2021) e Do you feel like you fit in

at your workplace?
e What are your current work Identify if these goals
()

. %{;ﬁls' th 1 are autonomous or

8. Do you have any work goals? y arc these goals controlled (RQ2)

(Nebel, 1994)

important to you?

Do these goals impact your
willingness to work hard at

your current job?

Identify if managers
seek growth to become
self-determined (RQ2)

9. Do you have any future career
aspirations? (Nebel, 1994)

Where do you want to see
your career in 5 years?

Do these career goals
impact your willingness to
work hard at your current
job?

Identify if managers
seek growth to become
self-determined (RQ2)
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Work Hour Questions

2. How many hours
per week do you
typically spend
working? (Burke et
al., 2011; Sturges,
2013)

for the restaurant? If you were to include
this, what would your hours be?

What drives you to work that many hours?
(Heimer et al., 2019)

Is it because you don’t have the skills
necessary to complete your tasks on time?
(competence)

Is it because you don’t want to let your
team down? (relatedness)

Is it because you don’t have the ability to
control your hours? (autonomy)

Is it because you love spending your time at
work?

Do you tend to work long hours as a
response to external pressures or do you do
it in response to your own needs and
interests?

How are you able to keep your work hours
under 48 hours/week?

Question Probe Purpose
Is your schedule consistently the same or is .
1. Can you describe it unpredictable? Why? Idzntlfﬁ] 1df\ivork hours
your typical work How often do you have to go into work anc se d? . lfi are
schedule? (Buchanan early or stay late? (Buchanan et al., 2015) ?Il{lgli%)lcm ¢
etal., 2015) Can you explain why (or why not) your '
schedule changes frequently?
Do these hours include the time you aren’t
at the restaurant but you are still doing
work for the restaurant like responding to
emails, doing research or purchasing things | [dentify if work week

exceeds 48 hours

(RQT1a).

Check for basic needs
of autonomy,
competence,
relatedness

Identify whether
restaurant managers
work long hours as a
response to external
pressures rather than
their own needs,
values and interests

(RQ2)

3. How many hours
are you typically
present at your
restaurant each day?
(Hewlett & Luce,
2006)

How come long work hours are necessary
for your role? (Turnbull & Wass, 2015)
How do you feel about working long
hours? (Sturges, 2013)

How do you benefit by working long
hours? (Burke & Fiksenbaum, 2011;
Turnbull & Wass, 2015)

How are you able to keep your day under
10 hours/day?

Identify if restaurant
managers have a
physical presence at
work at least 10
hours per day

(RQIk)

Are restaurant
managers more likely
to work long hours
due to external
pressures rather than
out of choice? (RQ2)
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Job Intensity Questions

Question

Probe

Purpose

Are you responsible for profit and loss of
the restaurant?

Are you responsible for mentoring and
recruitment?

How do your responsibilities contribute to

Identify if managers have
an excessive scope of
responsibilities
including responsibilities
for profit and loss and

of people that you have to report to?

1. What are your our workload? recruitment
responsibilities in you ) responsibilities (RQ1d.
our role? e Would you say that the amount of RQle, RQIf)
{Hewlett & Luce responsibilities you hold amounts to more ’
’ job? s
2006) than oneqob. Identify if restaurant
e What drives you to take on so many managers experience
responsibilities? (controlled vs external and internal
autonomous) ) pressure from their
¢ Do you feel responsible for the success and responsibilities rather
failures of the restaurant? (Siu et al., 2012) | (121 out of choice (RQ2)
e Bosses? Colleagues? Employees? Identify if managers meet
Customers? the extreme job
. Would that this is a | b characteristic of having a
2. Who do you ould you say that this 15 4 farge number large number of direct

have to report to ) . reports (RQ1j)
in your job? e Does reporting to many people impact your
workload? (Buchanan et al., 2015)
* Does working with this many people limit | ~pock for basic need of
your independence in your role? autonomy

3. Do you need to
be available to J
respond to guests
and staff during o
your time off of
work? (Turnbull |
& Wass, 2015)

Do you respond to emails, texts and calls
about work when it is your day off?

What drives you to respond/be available to
the restaurant when you are not working?
Is there pressure to respond?

Identify if managers need
to be available to guests
and clients 24/7 (RQ1f)

Identify whether
managers respond due to
external pressures rather
than out of personal
enjoyment (RQ2)

4. How would o
you describe the
pace of your o
work? (Lemos et
al., 2016) .

Do you enjoy the pace, find it exciting?
With the pace of your work, how do you
meet your deadlines?

Do work priorities change based on your
deadlines? (Buchanan et al., 2015)

What happens if you don’t meet a deadline?
Does this consequence motivate you to
work quickly to meet your deadlines?

Identify if managers
experience the extreme
job characteristic of fast
paced work under tight
deadlines (RQlc)

Identify if managers
experience fast paced
work under tight
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deadlines due to external
pressure (RQ2)

5. Are you

required to .
participate in
training, o
networking

events or staff o

events outside of
work hours?

(Blayney & o
Blotnicky, 2018)

How do events impact your work schedule?
(Delisle, 2020)

How often are you required to attend events
outside of your work schedule?

How much time do you spend training
(wine knowledge, food handlers etc) and
researching outside of work hours?

Is this paid?

Identify if managers
experience the extreme
job characteristic of
needing to attend events
outside of work hours

(RQlg)

Identify if managers
attend events due to
external pressure or
personal interest (RQ2)

6. How much e What kind of travelling does your work
time do you entail? Identify if managers
spend travelling e How often do you have to travel? experience the extreme
for work? e What impact does travel for work have on | job characteristic of
(Hewlett & Luce, the length of your work day? travelling large amounts
2006; Turnbull & | e Does your travel time add extra pressure to | for work (RQ11)
Wass, 2015) your job?

Reducing Extreme Work Questions

Question Probe Purpose

1. How do you feel

e [s it manageable, reasonable?

See if managers

2. Do you find your
work to be
demanding? (Granter
et al., 2019)

e Do your hours of work cause your job to

be demanding?

e Does the intensity of your job cause your

work to be demanding?

¢ On demanding work days, what motivates

you to keep working hard? (Blayney &
Botnicky, 2018)

e Are there benefits to putting up with

demanding work conditions?

about your : identify that their
workload? (Croxson | ° bDeOrZ?iﬁctgér;k that your workload should workload is intense
et al., 2017) (RQ3)

Identify whether

managers believe that
the intensity of their
work could be reduced

(RQ3)

Identify how restaurant
managers are motivated
to work in extreme
conditions (RQ2)

3. Do you have a
desire to reduce the
intensity of your
work?

(Hiemer et al., 2019)

e  Why? Or why not?

Identify whether
managers believe the

intensity of their work
could be reduced (RQ3)
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Identify if there are any
internal and external
pressures that could be
eliminated to move
away from controlled
motivation and instead
towards autonomous
motivation (RQ2)

4.1f you were given
the opportunity,
what parts of your
job would you
change to reduce
how demanding it
is?

(Wesolowski, 2016;
Turnbull & Wass,
2015)

Prompt for areas: scheduling,
responsibilities, autonomy, physical
presence, need to be available, quick pace
and deadlines, travel requirements

Why do you think this would help?

Why do you think it isn’t possible to
change?

Identify what areas of
work managers think
need to be reduced

(RQ3)

5. Do you think
restaurant industry
standards and norms
need to change to be
able to reduce the
demands on
restaurant managers?
(Turnbull & Wass;
2015)

Why (or why not) do you think this would
contribute to reducing how demanding
your work is?

Can you give an example of an industry
norm that needs to change?

Identify how managers
believe the intensity of
their work could be
reduced (RQ3)

Identify if there are an
external or internal
pressures that could be
eliminated to reach
autonomous motivation

(RQ2)

6. Do you think the
expectations of your
bosses need to
change to reduce the
demanding nature of
your work?
(Buchanan et al.,
2015; Turnbull &
Wass; 2015)

Why (or why not) do you think this would
contribute to reducing the demands of
your work?

Identify how managers
believe the intensity of
their work could be
reduced (RQ3)

7.Do you think the
expectations of staff
need to change to

Why (or why not) do you think this would
contribute to reducing the demands of

Identify how managers
believe the intensity of

reduce the £ work? their work could be
demanding nature of your work: reduced (RQ3)
your work?
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8. Do you think the
expectations of your
customers need to
change to reduce the
demanding nature of
your work?
(Buchanan et al.,
2015)

your work?

e  Why (or why not) do you think this would
contribute to reducing the demands of

their work could be
reduced (RQ3)

Other Questions

Question

Probe

1. Has the pandemic had an impact on your
hours of work?
(Lippert et al., 2021; Willis et al., 2021)

Increase or decrease?
Why?

2. Has the pandemic had an impact on the
intensity of your work?
(Cai et al., 2021; Lippert et al., 2021)

Increase or decrease?
Why?

3. Has the pandemic changed your

motivation to work your job?
(Yuetal., 2021)

Find less or more meaning and satisfaction
in your work?

Do you feel like you are being controlled by
your work more?

4. Has the pandemic had any impact on
your opinion towards your hours of work
in the future?

5. Is there anything else you would like to
share with me about the intensity of your
work?

(Lune & Berg, 2016)

6. Would you be willing to share your age
with me?

Closing
e Concluding statement
e Thank the participant

e Ask if they know of other managers who could participate in the study.
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