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This bachelor’s thesis was commissioned by an organization, that runs business 
in banking and insurance sector. The commissioner is on a journey of implement-
ing more flexible ways of work to meet the changing needs of the employees and 
to meet the increasing demand of the customers. The objective of this thesis was 
to examine the commissioner’s employees’ and managers’ hopes and expecta-
tions on flexible work and self-management and review suggestions of self-man-
agement practices, which could result in better performance and improve mutual 
understanding. 
 
Some of the biggest societal changes in our era have to do with the extreme 
development of technology. We are living in an information society, in which the 
diffusion of information has increased the demand for being productive and being 
within the reach all the time. The phenomenon has developed pressure on indi-
viduals, and on the attributes of employment. Therefore, organizations have been 
forced to re-create their models of operations and processes to come up with an 
environment which simultaneously satisfies the needs of their employees, their 
customers and their own aspirations. 
 
The chosen research method is qualitative due to its exploratory nature and it is 
closely linked with case study approach. The data was collected during May 2019 
through observations and online surveys conducted for the commissioner’s em-
ployees and managers and analyzed using discourse method and qualitative 
comparative analysis method. These methods helped to study the characteristics 
and the contextual backgrounds of the case. The results are presented in a nar-
rative form.  
 
Relying on the theoretical background, the research revealed that flexible work 
and telework is widely used in Finnish organizations. The research also found, 
that the key element in succeeding at the implementation of flexible work is trust 
and commitment. The process is more about changing attitudes and norms, 
which cannot be measured short term. Therefore, it might be challenging to rec-
ognize, whether the suggested adjustments are working or not. The process re-
quires commitment and consistency from both parties (employer and employees) 
and can be supported by number of practices that help to improve mutual under-
standing.  
  

Key words: flexible work, telework, self-management, digitalization, information 
society 
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1 INTRODUCTION 

 

 

1.1 Background of the research problem 

 

Rapidly diffused development in the field of information and communication tech-

nology (ICT), is challenging organizations to keep up in a changing work environ-

ment. Due to digitalization, work and free time are less compartmentalized, and 

the traditional ways of doing work are frequently questioned.  The new kind of 

demand for balancing work and life seamlessly calls for modernization of working 

practices in many industries and leads organizations towards a world where it is 

more common to take a few hours out of the working day for something personal, 

than it is to sit in the office from 9am to 5pm. 

 

Work can be done from home and scheduled flexibly, allowing employees a cer-

tain degree of freedom in deciding how the work could be done. Still, often em-

ployees are expected to be available during the regular office hours. (Vikman 

2016) This can also be problematic in organizations, where the end customer 

expects to get service in certain hours. 

 

Letting employees to have the freedom to decide when and where the work is 

done is dependent on the level of self-drivenness and self-determination and re-

quires skills to manage the work load in daily bases. It also calls for good com-

munication skills within the teams and management, including fluent internal 

communication across organizational boundaries and between different depart-

ments or units. 

 

The commissioner of this thesis is on the journey of implementing more flexible 

ways of work to meet the changing needs of the employees and on the other 

hand, to meet the increasing demand of the customers. The commissioner is al-

ready running pilot programs to introduce flexible work to the teams. This thesis 

aimed to support the process through the research survey and by indicating im-

portant factors that might be helpful for the commissioner to take into account 

when it is time to introduce these adjustments to larger audiences.  
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The objective of this thesis was to investigate how the changing work environ-

ment is transforming the ways of doing work, and the study aimed to create in-

sights on how the changes are experienced in the commissioner’s organization. 

Relying on the theoretical framework, the thesis includes information on what 

flexible work actually means in today’s society and provides suggestions on how 

the new adjustments of working methods could be more easily adapted in an 

organization. The author wanted to create guidelines and recommendations of 

methods that could improve employees’ abilities to develop self-management 

skills, and searched information on actions that could be needed from the em-

ployer to support the fluent implementation process of more flexible work. 

 

 

1.1.1 The changing work environment 

 

The culture of work has been drastically transformed during past decades and 

the speed of the change has been unprecedented. In the 1960’s big corporations 

introduced the opportunity to use computers and only few decades ago, IBM 

brought first microcomputers to the market. Especially after 1990’s, technological 

development was dramatic, and the revolution of the Internet begun. In 2003, 

97% of all companies had the access to Internet. (Mamia & Melin 2006, 28-29) 

Today, in 2019, even preschools utilize all kinds of technological devices to sup-

port educational activities. 

 

Finland is one of the fastest developed information societies in the world (Mamia 

& Melin 2006, 28-29). Fast technological development together with high-quality 

education equals the kind of workforce that’s in global demand. The concept of 

Information Society has been frequently used since 1990’s, and defined as many 

ways, for example: “a society characterized by a high level of information intensity 

in the everyday life of most citizens, in most organizations and workplaces; by the 

use of common or compatible technology for a wide range of personal, social, 

educational and business activities, and by the ability to transmit, receive and 

exchange digital data rapidly between places irrespective of distance” (IBM Com-

munity Development Foundation 1997) . 
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The future of work has been strongly affected by the concept of Information So-

ciety. The diffusion of information technologies is increasingly displacing workers 

and eliminating some jobs, and profoundly transforming the current ways people 

live. Computers and communication technologies allow individuals to communi-

cate in more efficient ways. Because of the rapid development of technology and 

digitalization, organizations are facing new challenges which are significantly im-

pacting employment. The new possibilities derived from this evolution can em-

power individuals and their work communities, putting them more in control of 

their working lives, allowing them to be more creative and increasingly aware of 

their rights.  

 

The future of work is rushing towards us in a speed never experienced before. 

Hansen from Intel Corporation wrote an article (2018) about the topic and pointed 

out five potential matters concerning the changes that we might have to face in 

the future of working life:  

 

1. Defining an employee on the cusp of transformation (where, when, and how 

people work / employee attitudes and expectations on flexibility –  

2. Dynamic and agile team structures will become the norm (the traditional struc-

tures of employment are in a transition)  

3. The location of work will vary widely (derived from the development of technol-

ogy. Offices will serve social needs and work as temporary anchor points) 

4. Smart systems will emerge and collaborate with humans (enables recreation 

of work and processes)  

5. A second wave of consumerization is coming via services (Quick and simple 

development of services and apps, more efficient cooperation with IT-depart-

ments and -organizations.)  

 

With the new possibilities of executing work, the attributes of employment will 

change as well. Technological innovations and robotization takes over some jobs 

originally executed by humans, and it may rapidly generate an atmosphere of 

fear. People are afraid of losing their jobs and not being able to meet the new 

needs of labor market. In the article (2018) Hansen claimed that the trend seems 

to be, that jobs will require an increasing amount of interdisciplinary skills such 
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as problem solving, judgment, listening, data-analysis, relationship building, col-

laborating and specialization. The challenge for the employer is to solve how to 

gain the trust from employees for them to stay committed to the employer, and 

how to educate and develop their skills in a way that guarantees their competi-

tiveness in the labor market. Employers must also decide up on new methods of 

getting the work done. As moving from place to another becomes increasingly 

complex and time-consuming, will possibilities like telework and flexible working 

hours become more and more sought-after. Therefore, a “flexible employer” 

brand is also an effective competitive tool to attract new talent. 

 

The Ministry of Employment and Economy of Finland pointed out three mega-

trends that are likely to reshape Finnish labor market in the near future: digitali-

zation and automatization, globalization, and urbanization. The digital technology 

is going to transform work in all aspects and digitalization will allow reorganization 

of work despite of the time or location. (Ministry of Economic Affairs and Employ-

ment of Finland 2019:4) 

 

As the ways of doing work change, so does the office policies – the human inter-

actions involving power and authority. Big organizations often use formality and 

standards to try to ensure that workers are closer substitutes to one another to 

make sure they are less vulnerable to threats by individual employees to leave. 

This is also supported by robotization, which ensures the continuation of pro-

cesses. In addition, it is usually hard to objectively attribute successes or failures 

to the actions of particular employees. (Hanson 2016, 234-237) In other words, 

teams succeed or fail together. This leads us to team formation and teamwork, 

which will also be fractionally discussed and examined in this thesis due to its 

direct effect on the success of self-management. 

 

 

1.1.2 Flexible work and self-management 

 

Increasing productivity and improving employee wellbeing are two important 

components, that have been emphasized in past research. The fact is that these 

two go hand in hand; one cannot be accomplished without the other. Adjustable 

working methods are nowadays commonly used in organizations all kinds and 
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sizes. Even though changing traditional work practices closer to employees’ pref-

erences is voluntary, and the level of flexibility is eventually up to the employer, 

the omission of these issues can result as a hidden risk in resource development. 

In the worst-case scenario, the lack of attention on the subject could lead to un-

expected resignations and absences from work, higher employee turnover rate 

and poor relationships between employees and managers (Vartiainen 1994, 25-

27). 

 

Another concern that emphasizes the need for more flexible work environments 

is that job longevity is no longer considered as self-evident. Job hopping is mainly 

associated with young millennial employees, voluntarily moving to a new com-

pany every one or two years. Many workers switch from job to job to find one with 

more career opportunities and higher salaries. Job hopping can also provide new 

opportunities to become more versatile and experienced. (People Corner Mar-

keting Team 2016) The question is, could the increased level of flexibility in the 

organization bring so much value to these workers, that the level of commitment 

would improve and eventually turn those short-term workers into long-term em-

ployees. 

 

More adjustable ways of working can create new possibilities to obtain and retain 

talent and can provide an interesting opportunity to develop employer branding 

and become more attractive in the eyes of potential future workers. Based on 

past research, flexible work can also improve productivity and sustainability, and 

lower costs. 

 

Flexible work can result as improvement on employee satisfaction through in-

creased level of authority and control over their work. This can be considered as 

a gesture of trust from the employer to its workers, but it also requires actions 

and complementarity from the employees, as they need to be able to carry the 

given responsibility and be flexible in return, and according to the needs of pro-

duction. Succeeding in this calls for good self-management skills and self-driven 

individuals and teams in the work community. The development of more flexible 

work environment is a continuous process and requires commitment from all par-

ties.  
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1.1.3 The commissioner’s case 

 

Like many organizations, the commissioner of this thesis is facing new challenges 

trying to meet the needs of the employees and customers. The desire for more 

flexible ways of working has arisen from general feedback, and employee satis-

factory surveys. The employees wish to be able to manage their own schedules 

and have the possibility to work from home. At the same time, the customer be-

havior is changing as well. Consumers are seeking flexibility from service – it 

should be available when it is needed, and preferably fast. Therefore, it is im-

portant to consider what kind of flexible adjustments can be made to meet the 

changing needs of customers and how the employees should be supported to 

help them manage their work more independently, yet productively. 

 

The commissioner runs business in the field of banking, and the current research 

is conducted in the back-office operations of financial services department. The 

employees are working in the organization’s centralized service center, which 

provides services for independent cooperative banks. The service promise is to 

deliver the ordered service in a preconceived time range. The challenge is to 

create new and more flexible ways of working without having to compromise in 

the level of customer service. This requires control and self-drivenness from the 

employees and capabilities for good interaction with the teams and managers, as 

the goal is to improve mutual understanding on the subject and to meet the needs 

of all parties. 

 

The commissioner is now running a pilot program to investigate more adjustable 

ways of working, including flexitime and telework possibilities. The pilot groups 

consist of employees from different departments. Together with the managers, 

the employees of the pilot program are allowed to participate in the decision-

making processes to create new rules and adjustments for more flexible work 

environment. The purpose is to implement the successfully actualized new meth-

ods to larger groups of employees later on. 
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1.2 Research questions and objectives 

 

The aim of the current thesis was to examine what are the hopes and expecta-

tions on flexible work and self-management from employee and employer per-

spective, and how the daily work could be managed more effectively. The goal 

was to provide an in-depth insight on the increasing phenomenon of flexible work, 

indicate the differences and similarities between employee and employer re-

sponses, and to create suggestions of self-management practices, which could 

result in higher performance by increasing motivation, self-drivenness, organiza-

tional engagement and satisfaction with their work.  

 

The answers from the surveys and the information based on the observation at 

the meetings were further analyzed using the qualitative comparative analysis 

method (QCA). QCA is not suitable for use in all situations and has been subject 

to critique, because issues can arise in how the collected data and the analysis 

is conducted, which can compromise the results. Therefore, the analysis part was 

done carefully, and the whole analysis process was documented clearly and in 

detail. The findings from the analysis were developed by going back to the data 

to interpret the solutions produced by the analysis (Baptist & Barbara 2015). 

 

The objective was to create content, that will ease the process of implementing 

flexible working conditions by increasing mutual understanding between employ-

ees and managers, and to review potential methods of improving self-manage-

ment and productivity. 
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1.3 Limitations and structure 

 

Every research is likely to have limitations, but the researcher should try to mini-

mize the range of scope of these. It is also important to explain how these limita-

tions might impact the research findings. According to Dudovskiy (2018) Typical 

limitations for research could be: 

 

- too broadly formulated research aims and objectives 

 

-  The nature of implementation of data collection method is flawed. 

 

-  Too small sample sizes which would lead to a situation where significant 

relationships could not be identified. 

 

-  Lack of previous research or studies 

 

-  The scope and depth of discussions in the research is compromised and 

compared to the works of experienced scholars. 

 

The limitations for this particular research are mainly dealt with small sample size 

and the scope and depth of discussions. It was challenging for the researcher to 

gain enough responses for the research survey due to the limited amount of time 

to conduct the research. The days at the commissioner’s office were also quite 

hectic at the time, which also affected to the fact that the sample size was smaller 

than desired. Also, because the researcher didn’t have a lot of experience of con-

ducting researches or producing academic papers of such large size, the re-

searcher had to pay extra attention to not compromise on the depth of discus-

sions and conclusions. 

 

The introduction of this thesis reviews the background of the research problem, 

the research objectives and introduces the commissioner of the thesis. The re-

search limitations, and the level of the research reliability and validity are also 

discussed in this chapter.  
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The chapter of research methodology represents the chosen research method 

and explains why It is been chosen for this research instead of other potential 

methods. The chapter also describes the research process steps clearly and in 

detail. The research consists of primary research and secondary research. Pri-

mary research is conducted through online surveys through observation. Sec-

ondary research is gathered from the industry literature, articles, websites and 

former studies regarding the topic of the thesis.  

 

Theoretical framework focuses on the desk research findings and seeks to pro-

vide information of the phenomenon. The desk research was conducted from past 

research, literature, articles and other sources related to the thesis topic. Flexible 

work, self-management and the development of the work environment were 

deeply examined in this chapter. The objective of this part was to create hypoth-

eses, which would support the research findings and the creation of the recom-

mendations. 

 

In qualitative research, the analysis of the results calls for re-examining the re-

sults and the field notes and requires going back to the theory multiple times. The 

results were examined through discourse analysis and qualitative comparative 

analysis to deeply understand the phenomenon. The analysis part of this thesis 

represented the survey processes and the results in detail. The aim in this chapter 

was to also create hypotheses based on the research findings.  

 

In the chapter of conclusions, the author aims to represent the research findings 

and outcomes based on the research objectives. The goal was to indicate valid 

links between the analyzed data and the research objective, and to create prac-

tical suggestions for the commissioner.  

 

 

1.4 Reliability and validity  

 

The current thesis is a case study, that will not aspire to prove any kind of gener-

alizations of the research results. The research is conducted according to general 

research ethics and guidelines. 
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Research reliability can be divided into three categories (Dudovskiy, 2018): (1) 

test-retest reliability, (2) parallel forms reliability and (3) internal consistency reli-

ability. According to Dudovskiy (2018), “reliability refers to whether or not you get 

the same answer by using an instrument to measure something more than once”. 

The chosen research methods should provide stable and consistent results. 

 

The research data was reliably collected through online surveys from the employ-

ees and the managers, using organization’s internal email to forward the links. 

The observation part of the research was completed through Skype for business, 

using internal connections. The author of this thesis works in the commissioner’s 

organization, but didn’t answer to the survey, nor is she against or strongly pro-

motes the subject of this thesis. 

 

The findings from the online surveys were compared to the findings from the ob-

servations. Both of these data collection methods provided information that as-

sessed stability and supported the conclusions derived from these methods. 

 

This study concentrated on the current state of the situation in the commissioner’s 

organization, rather than tried to detect changes that might have occurred before 

and after the research process. The information this current thesis provides is 

customized to support the commissioner’s objectives but can also be helpful for 

other potential readers of the thesis and can be used as a source to further re-

search flexible work and self-management.  

 

The researcher must take steps to ensure the validity or accuracy of the research 

findings. In qualitative research, validity is the extent to which the data and the 

interpretation of the data are credible (Tracy 2013, 1-10). According to Dudovskiy 

(2018), “research validity in surveys relates to the extent at which the survey 

measures right elements that need to be measured”. 

 

In qualitative research the validity is more challenging to be measured than it is 

when doing quantitative research, since quantitative research usually creates sta-

tistical information and the metrics have to be as accurate as possible. In quali-

tative research the results can derive from multiple sources and can be affected 



16 

 

the researcher’s past experiences as well. Dudovskiy (2018) divides research 

validity into five types: 

 

- face validity 

- construct validity 

- criterion related validity 

- formative validity 

- sampling validity 

 

The research objective of this thesis was to examine the commissioner’s employ-

ees’ and managers’ expectations on flexible work and self-management to im-

prove mutual understanding and review self-management practices that might be 

helpful for the commissioner to use when implementing flexible work.  

 

The research survey managed to address relevant aspects of the phenomenon, 

which was essential in this case study approach. The research succeeded to 

identify barriers between employees’ and managers’ communication and man-

aged to find self-management practices and other recommendations based on 

the theoretical framework, that could be incorporated to the commissioner’s em-

ployee trainings. These results are likely to increase the levels of effectiveness of 

organizational culture, which means that the research findings provide relevant 

solutions to the research problem. Therefore, the research validity is on a good 

level. 
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2 RESEARCH METHODOLOGY 

 

 

2.1 A model for qualitative research design 

 

The chosen research method for this thesis is qualitative research. This chapter 

describes the nature of this particular method in each step of the research pro-

cess and explains why it has been chosen for this study instead of other potential 

methods.  

 

Tracy (2013, 1-10) has introduced three core concepts of qualitative research, 

which are self-reflexivity, context, and thick description. Self-reflexivity refers to 

the consideration of the ways in which researchers’ past experiences, points of 

view, and roles impact on the process of research. A person’s demographic in-

formation provides the basic ingredients of a researcher’s perspective and helps 

to absorb, sift through and interpret the world through observation, participation, 

and interviewing. In this thesis, the methods of observation and interviewing were 

closely linked with the research.  

 

Context refers to the rich evocations that can be derived from qualitative re-

search. The theoretical resources needed to comprehend a particular idea are 

themselves interwoven with the context, which allows the researcher to create 

detailed, in-depth analyses. Context provides a central role for qualitative re-

search, while “theory takes a back seat”. Thick description, a concept coined by 

Clifford Geertz (1973), captures the fact that “researchers immerse themselves 

in, and report on, before moving toward grander statements and theories”. (Tracy 

2013, 1-10) 

 

In the early stages of the process, qualitative research aims to explore. The goal 

is to identify patterns and themes that provide an initial understanding of the cho-

sen phenomenon. Description is the heart of qualitative research. The essential 

characteristics of description is that it can vase information with the detail in-

specifidy necessary to accurately convey the experience. Ultimately, qualitative 
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research strives to provide a meaningful interpretation of events and phenome-

non. With interpretation, the goal is to make sense of what goes on to reach out 

for understanding and explanation. 

As the objective of this thesis is to particularly improve the commissioner’s em-

ployees’ and managers mutual understanding on the phenomenon of flexible 

work and self-management, the qualitative research method enables the right 

tools for creating the information on it. 

 

Qualitative data analysis follows three basic steps. First the researcher must pre-

pare and organize the data. This can include transcribing interviews and organ-

izing field notes from observations. Secondly, the researcher reduces the data by 

identifying themes and creating categories. Finally, qualitative data can be pre-

sented in a narrative or graphic form. In qualitative research the data analysis 

process is flexible and designed to meet each study’s needs, but also follows an 

established protocol and relies on methodological approaches. (Tracy 2013, 1-

10) 

 

For the research of this thesis, the data was collected through online surveys and 

observations during May 2019. The collected data was organized by re-reading 

and transcribing the survey responses. The process also included organizing field 

notes from observations that happened through Skype-meetings. The collected 

data was presented in a narrative form, due to the nature of the survey and the 

research objectives.  

 

 

2.2 Strengths of qualitative research 

 

A qualitative research is the right choice when studying contexts, the researcher 

is personally interested about and it can access deep understanding of the cho-

sen phenomenon. The data provides insights into activities that might otherwise 

be missed and uncovering these issues they can later be studied using more 

structured methods (Tracy 2013, 1-10). 

 

Qualitative research can be a powerful tool for social change. It allows people to 

understand their society in a deeper level and therefore helps to solve societal 
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issues and questions. Tracy (2013, 1-10) summarizes the strengths of qualitative 

research as follows: 

 

- is rich and holistic 

- offers more than a snapshot – provides understanding of a sustained pro-

cess 

- focuses on lived experience, placed in its context 

- honors participants’ local meanings 

- can help explain, illuminate or reinterpret quantitative data 

- interprets participant viewpoints and stories 

- preserves the chronological flow, documenting what events lead to what 

consequences, and explaining why this chronology may have occurred 

- celebrates how research representations (reports, articles, performances) 

constitute reality and affect the questions we can ask and what we can 

know 

- illustrates how a multitude of interpretations are possible, but how some 

are more theoretically compelling, morally significant or practically im-

portant than others. 

 

 

2.3 The research strategy 

 

The research method in this thesis is closely linked with a case study. A case 

study is a form of research, that strives to create a deep understanding of a cer-

tain phenomenon or people in certain circumstances by collecting data from mul-

tiple sources. The aim is to create diverse and useful information of the phenom-

enon. (Metsämuuronen 2008, 16-17) 

 

The possible advantage in using a case study method, is that it is usually experi-

enced as a “step towards action”. The starting point of the study is functional, and 

the results or recommendations of the study can be applied in action. A succesfull 

case study also allows the reader of the research report to have the freedom to 

develop their own conclusions of the research results. (Metsämuuronen 2008, 

16-17) 
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In this thesis, the case study is designed to examine the research problem, and 

to develop a comparative investigation that shows relationships between two par-

ties (employees and managers) and creates deep understanding of the phenom-

enon.  

 

 

2.4 Compatibility and suitability 

 

Qualitative research is considered as compatible and suitable for this thesis. The 

objective of the research is to develop understanding between employees’ and 

employer’s assumptions and expectations on flexible work and self-management, 

and the chosen research method provides essential tools for collecting and ana-

lyzing the data. 

 

The researcher is the instrument in conducting qualitative research. Therefore, it 

is important to consider how the researcher personally will experience the re-

search in certain context, both despite of and because of who they are, because 

personal preferences might influence the research results. The researcher should 

try to answer questions like: “How will I make sense of my preconceived notions? 

Will my being different or similar to the participants be helpful or problematic? 

What are the potential advantages and disadvantages of my subjectivity?” (Tracy 

2013, 1-10) 

 

The context of this thesis lies in the territory already familiar to the researcher. 

The researcher works for the commissioner in the same department as the par-

ticipants of the research survey and has access to the site and the key informants. 

Therefore, the researcher already has a decent understanding of the work soci-

ety, the cultural practices, rules and ways of being, which is helpful considering 

the study and the process of collecting and analyzing data.  
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2.5 Data collection methods and research process 

 

This research collected two kinds of data - primary and secondary. The primary 

data was generated from 2 online surveys, and from observations of Skype-meet-

ings, in which the commissioner’s pilot-groups were having discussions on the 

subject. The secondary research, also known as desk research was conducted 

through analysis of previous studies concerning the phenomenon, through litera-

ture, scientific articles and publications. The goal was to create different strate-

gies and hypotheses based on the theoretical framework. 

 

In qualitative research, the respondents are usually chosen from a certain group 

for a reason. The data for this thesis was collected through online surveys from 

the commissioner’s employees (12 respondents) and managers (5 respondents). 

The employee respondents were chosen randomly from groups of the on-going 

pilot program. The members from the pilot group were chosen for this research, 

because they had already addressed their interest towards the subject, and there-

fore were expected to be motivated to answer at least to some extent. The man-

ager-respondents volunteered to answer. 

 

The qualitative research approach is inductive: single observations are com-

prised into bigger generic meanings. In addition to the data collected purposefully, 

the researcher must consider using research diary and taking field notes through 

the whole process. These notes can be an essential part of creating in-depth 

analyses of the results. Combining and reflecting theory to the notes and other 

data, allows the researcher to discover meanings that might otherwise be disre-

garded. (Hirsjärvi, Remes & Sajavaara 2013, 266-267) 

 

To outline the important factors which might increase the mutual understanding 

between employees and employer in this research, the researcher conducted two 

different surveys; one for employees and one for managers. Each survey had 10 

open questions, which let the respondents to have more freedom to create a pro-

found answer without being provoked to answer in a certain way and to potentially 

extend the answer and point out other aspects around the topic. 
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For the survey, the researcher chose to use a well-known and commonly used 

platform called SurveyMonkey due to its simple layout and user-friendly experi-

ence. The links for the survey were sent to respondents through the commis-

sioner’s internal email. To increase the chances on getting as many respondents 

to answer as possible, the commissioner’s shift managers were asked to sched-

ule at least 20 minutes time for the respondents to answer the surveys during 

their working hours. The time for answering was scheduled for each respondent 

personally in advance. The researcher contacted each respondent to clarify the 

directions for answering. These actions were made also because the researcher 

wanted to create an atmosphere of trust and to make the respondents feel like 

they are important and chosen intentionally for the survey. 

 

The pilot-groups had weekly Skype-meetings, in which the researcher could par-

ticipate. The researcher got to observe the situations where the employees were 

having discussions of the subject (flexible work and other adjustments on working 

hours) with and without the managers. For the researcher, it was interesting to 

see how the conversations developed, and how the suggested actions or adjust-

ments were received by their colleagues and managers. The researcher made 

field notes during the meetings, which generated additional information for the 

analysis. 

 

 

2.5.1 The research process steps 

 

In order to meet the research goals, the research followed fundamental steps, 

which were (1) conversation with the commissioner to sharpen up the research 

questions, (2) examining literature and past research on flexible work and self-

management, (3), comparing methods and past research to find best suitable 

references for the theory base of this thesis, (4) conducting surveys for commis-

sioner’s employees and managers, (5) analyzing theoretical framework, the ob-

servation and the responses from the surveys and finally (6) developing conclu-

sions and  solutions for the research problem; suggestions, guidelines and rec-

ommendations of methods that improve employee’s abilities to develop self-man-

agement and productivity (and what are the actions needed from the employer to 

support the process). The research aimed to produce information that is helpful 
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for the commissioner to use when implementing flexible work and is likely to in-

crease mutual understanding between employees and managers.  

 

 

2.6 Data analysis methods 

 

The collected data can be analyzed in many ways. In general, the analysis aims 

to either explain or understand a phenomenon. Qualitative research usually 

strives to provide a deep understanding among the subject. Qualitative analysis 

can be challenging to form, since there usually is a lot of disorganized data to 

analyze and there are no strict rules for how the analysis should be built. There 

is also a risk of letting the researcher’s own assumptions and thoughts affect the 

analysis too strongly. To ease the analyzing process, the researcher should pick 

an analysis method that helps to construe the work.  

 

The most commonly used analysis methods for qualitative research are content 

analysis, narrative analysis, discourse analysis, framework analysis and 

grounded theory (Hirsjärvi, Remes, & Sajavaara 2013, 224-228). For this thesis 

the researcher chose to approach the analysis through discourse method, some-

times defined as the analysis of language “behind the sentence” (Tannen, Lin-

guistic Society of America). Discourse analysis pays attention to structures of 

meaning in the text, like word order, sentence structure, more or less detailed 

descriptions and the ways acts are described. It aims to reveal sociopsychologi-

cal characteristics of a person rather than text structure. Re-interpreting is im-

portant when conducting qualitative research in the first place, but it is also im-

portant when doing discourse analysis. It is about going back and forth between 

the sentences to deeply understand the meaning and purpose behind it. 

 

This research also uses comparative analysis of qualitative research, also known 

as “QCA”. QCA is a way to study causality in small samples and offers formal 

methods for analyzing qualitative data about the characteristics and the contex-

tual backgrounds of the cases. It can distinguish what is a sufficient condition for 

some outcome from what’s a necessary condition for some outcome, and anal-

yses the cases by going down to subgroups within them and makes general state-

ments of causality within the subgroups (Olsen, The University of Manchester) In 
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this thesis, the QCA is used to present additional examples and references of the 

research problem and to extend understanding of the determinants of the out-

come. 
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3 THEORETICAL FRAMEWORK 

 

To create a profound base to compare the research results to, the researcher 

examined essential topics and theories concerning the subject. Due to the fact 

that flexible work is a hot topic in our era, and that self-driven attitude (which 

promotes self-management) is an important quality of character at succeeding in 

today’s society, there were a lot of literature and past research to be found and 

examined on these topics. 

 

 

3.1 The changing work environment 

 

Especially in developed countries, the importance of health and well-being draws 

a lot of attention. The access to high technology impacts individual’s lives in all 

areas and has also dramatically changed the norms of employment. For instance, 

in Finland the competition on the labor market has rapidly increased and finding 

balance between work and personal lives is rather challenging. In majority of the 

industries, the internet enables access to work and therefore it is easy to “take 

the work with you” after the actual working hours. This can cause a lot of pressure 

and stress on individuals, which is why it is extremely important for the organiza-

tions to develop new ways and adjustments on working methods if they wish to 

retain talent and healthy workers. (Kazi 2018) 

 

According to a research conducted in 2013 by Oxford University researchers Frey 

and Osborne, 47% of jobs in the United States could be automated during the 

next few decades. The research drew a lot of attention and conversation of un-

employment caused by technology increased massively. The risk of automation 

in each profession was estimated by the level of required education and wage, 

and the probability of computerization. The study found, that the biggest of risks 

lies in the fields of logistics, transportation and many jobs in production and office 

work. (Nuutinen 2017, 16-17) 

 

Pajarinen and Rouvinen from The Research Institute of the Finnish Economy es-

timated in 2014, that 35,7% of Finnish jobs could be automated in twenty years. 
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They stated, that jobs in offices and especially in banking are the most “threat-

ened” by technology (Nuutinen 2017, 16-17). Kauhanen from The Research In-

stitute of The Finnish Economy (2016) had also examined the subject and wrote 

an article about the future of work. In he’s article, Kauhanen stated that “occupa-

tional restructuring is one of the most significant changes in the labor markets”. 

Kauhanen also introduced two reasons for these immerging changes: “(1) tech-

nological change has enabled the automation of routine-investive jobs while in-

creasing productivity in non-routine tasks and (2) many clerical and blue-collar 

manufacturing jobs have been off-shored.” Therefore, employees possessing 

cognitive and manual routine skills will have to acquire new skills that are more 

rewarded in the labor market (Kauhanen 2016). 

 

Still, automation and robotization doesn’t necessarily mean that all these “threat-

ened” jobs are disappearing, but they’re likely to change. Tasks that require rou-

tine and repeating are already under pressure to be robotized. Everything that 

has to do with unemployment and especially the things that might be increasing 

it, easily develops a negative atmosphere among the subject. But the truth is, it 

is not all negative, or about losing.  

 

In addition to this phenomenon called the destruction effect (job replacement), 

there’s a growing phenomenon called the capitalization effect. The capitalization 

effect refers to the demand on new kind of jobs in the innovation field, like in 

technological development and refinement (Nuutinen 2017, 20-21). Certain jobs 

and tasks can be done a lot more productively and reliably by robots, which allows 

more time to be spent on other things that still require human interaction. it is 

likely to increase the level of employment at jobs that require expertise and spe-

cialized skills. From this angle, it is a win-win situation. 

 

According to the theory of Moore’s Law, processor speeds, or overall processing 

power for computers will double every two years. This might eventually lead to a 

situation where robots can handle more and more complex tasks, which might 

develop a risk on employment as some workers have “nowhere left to run”. This 

refers to the fact that there might be no more chances to educate the staff enough 

for them to be able to compete with the machines (Nuutinen 2017, 20-21) 
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In today’s work environment, only change is permanent. Here’s a few examples 

of features, that Nuutinen (2017, 20-22) listed as distinctive for the “future work”: 

 

- work unattached to time and place 

- open offices and mobility 

- new information technology 

- the abatement of direct and indirect control 

- disappearing borders between work and personal lives 

- the increased demand for personal development 

- the need for information management and specialized skills 

 

 

3.2 Flexible work 

 

Changes in the labor market and in the nature of work have been a hot topic for 

decades. How the work has changed, how it will continue to change, how it is 

expected to change in the following years and most importantly – how that has 

an impact on our daily lives? These are the questions that many workers, leaders 

and scientists have been looking for answers and explanations to. 

 

Technology has developed to great extend during the past few decades and it 

has changed the ways of doing work in all fields. Work is no longer tied to the 

regular working hours ant it is not in a database one can only access from the 

office. People can connect through various means and work productively despite 

their location. The more control has been given over work means that the more 

control there is for the worker to have over other fields of life – like family life.  

 

As a part of this theoretical framework, this thesis introduces a study that was 

conducted in Finland in 2006 (Mamia & Melin 2006). The study consists of three 

parts: employee survey, employer survey, and background survey conducted in 

each unit of the respondents. Over 100 organizations attended to the study, which 

aimed to discover different ways the flexible working methods were used in dif-

ferent organizations and how commonly they were used. The study also strived 

to understand managers thoughts and expectations on the subject. A study this 
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size creates an interesting and rather relevant view on the Finnish labor condi-

tions at the time. 

 

Intuitively is easy to agree on the hypothesis, which suggests that in order to 

succeed, flexible working arrangements and functional flexibility require manage-

ment that’s based on trust.  Mamia and Melin found out in their study (2006, 109-

112) that this hypothesis holds truth and trust is the key element that combines 

flexible working cultures in general. The study also found, that the workers who 

had been more controlled over working hours were less committed and didn’t 

trust the management as much. This supports the assumption of the thought that 

commitment and trust can be the alternative ways of control or could at least 

replace direct control to some extent. (Mamia & Melin 2006, 109-112) 

 

Science daily wrote an article about a study conducted by the University of Bir-

mingham Business School, which was published in the journal “Work and Occu-

pations” (2017). 20.000 employees participated to the research and the study 

found that autonomy in the workplace has positive effects on well-being and job 

satisfaction. The study also found that from people working in management, over 

90% reported having some or a lot of autonomy in their work, whereas other em-

ployees, 40-60% reported much less autonomy particularly over the pace of work 

and their working hours. 

 

Dr. Wheatly from University of Birmingham Business School explained the study 

outcome in he’s article (2017) as follows: “greater levels of control over work tasks 

and schedule have the potential to generate significant benefits for the employee, 

which has found to be evident in the reported well-being. The positive effects 

associated with informal flexibility and working at home, offer further support to 

the suggestion, that schedule control is highly valued and important to employees 

enjoying work”. 
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3.2.1 Flexitime 

 

As discussed earlier, one of the main features in the development of information 

society has been the changes in people’s lives and schedules, especially when 

compared to work life. At the same time, the future of work requires more and 

more interaction and workers are more dependent on their colleague’s perfor-

mances. The harmonization between the individual choices and collective norms 

can be found as a challenge. (Mamia & Melin 2006, 67) 

 

Work can be flexible in many ways. In many companies, the working hours have 

become increasingly personalized and better adjustable to other life. An em-

ployee can decide to work someday a few hours longer to leave another day a 

bit earlier, and the opposite. In the study of Mamia and Melin (2006, 67-69), flex-

ible working hours were commonly used. 3 Out of 4 big organizations used flexi-

time and had the opportunity to do shorter or longer days.  

 

Flexitime is an arrangement that allows employee and employer to agree up on 

the working hours in a way that allows certain degree of freedom for the employee 

to decide when to start and end the day. It adds up the level of flexibility especially 

in the mornings and in the evenings, but sometimes an employee could take a 

few hours off even in the middle of the day to run errands and go to the gym, or 

to pick up kids from school. 

 

The more traditional working hours don’t flex and are considered as stiff and te-

dious. If the shift ends and there’s work left to be done, the employee has to work 

overtime and it is mostly just costly for the employer. In a flexible work culture, 

the working hours flex according to employees’ needs, but the employees also 

act flexibly in return and according to the needed level of capacity if it was re-

quired. (Mamia & Melin 2006, 78-80) 

 

When implementing flexitime and telework possibilities, an employer might be 

worried about the workers shortening their days or loosening up their intensity of 

doing work. Yet, many studies have shown that the situation is actually the oppo-

site and its more common that workers increase their working hours and their 

intensity.  
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Usually the reason why organizations end up using flexitime, is the fact that the 

employees were hoping for it. Therefore, to increase job fulfillment, an employer 

might introduce this opportunity. Even though the intentions of implementing flex-

ible working hours are usually good and based on the reasons of bettering well-

being of the employees, the study (Mamia & Melin 2006, 77-79) found that imple-

menting flexitime might actually increase the risk of added stress and burnouts, 

because it can generate challenges on separating the time between work and 

personal life in daily bases, especially if the person is not good at time manage-

ment. Therefore, it is important that in the early stage of the process and during 

the implementation, the managers need to guide and support the employees to 

improve their self-management skills in order to avoid these unintended out-

comes. 

 

 

3.2.2 Teamwork and functional flexibility 

 

“You don’t inspire your teammates by showing them how amazing you are. You 

inspire them by showing them how amazing they are.” 

- Robyn Benincasa, World Champion Adventure Racer 

 

Teamwork means many things to people. Being a part of a team is a social bond 

to a group of people, who are working together to achieve shared goals. Finnish 

companies are active users of teams as a form of organizing work and resources. 

The level of autonomy and authorization in teams differs in organizations and 

depends on the initial purpose of the team. In general, Finnish organizations tend 

to have rather comprehensive rights to decide up on certain actions within the 

teams. According to a study conducted by Mamia and Melin (2006, 67-69), more 

than four out of five teams were entitled to organize their work the way they con-

sidered best and could rank the level of urgency between the daily tasks. The 

teams could supervise the quality of work themselves and had the opportunity to 

utilize functional flexibility – putting the team’s internal know-how and other capa-

bilities to places they were most needed at.  

 

Functional flexibility refers to team’s ability to manage variety of tasks, due to high 

level of educated workforce and know-how in the team. (Mamia & Melin 2006, 
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24-25). This high level of autonomy within the team allows its members the ability 

to utilize and further develop their work skills, self-management and interpersonal 

skills. When interacting, teams are sharing knowledge to each other over work 

issues. In other words, teams become more self-oriented in the long run, com-

pared to a situation where the teams are told to take orders from management 

and to follow specific sets of regulations. The more teams have authority, the 

better the teams are likely to perform and work together. The team’s internal au-

tonomy is essential when it comes to succeeding.  

 

A team can be formed in number of ways and for number of purposes. The team 

can be built to support the managerial operations; the members of the teams 

might be randomly picked to be easily manageable (like certain sized teams), and 

some organizations might also see important to form teams that are equal in 

terms of gender – half woman and half men, or close to each other location wise. 

In the study (Mamia & Melin 2006, 24-26), the teams had less authority to have 

an influence on the composition of teams. The teams were mainly formed accord-

ing to the management’s decisions, which arises a question – does it matter 

who’s in the team? To be able to answer to the question, one should first consider 

what actually is a team.  

 

In her article (2018), Heathfield stated that a team is “an interdependent group of 

employees who unite around a particular task, project or objective”, and “a way 

of organizing different people with different goals and plans into a cohesive 

whole” (Heathfield 2018). According to this statement, it seems like the members 

of the team should have at least something in common, like a certain project, a 

shared task or objective.  

 

The way a team functions and interacts with each other, impacts directly on indi-

vidual’s performance. Therefore, it is important to make sure that the ground 

rules, values and objectives of work are made clear to everyone. The study (Ma-

mia & Melin 2006, 81-86) stated, that the more a team has authority, the better 

are the estimations on the team’s outcome. Also things like team spirit and trust 

reflects on team’s and individual’s performance. 

 



32 

 

3.2.3 Telework 

 

Telework has been seen as a fast spreading way of doing work over the past 

three decades but the truth is that until this day the possibilities to use telework 

are not so commonly used after all. In the study discussed earlier (Mamia & Melin 

2006, 17-19), it showed that managers and specialists were more likely to have 

the opportunity to work from home compared to other workers of an organization. 

Although, the common opinion within the management seemed to be that there’s 

a lot of potential in expanding the telework possibilities to pertain other workers 

as well. (Mamia & Melin 2006, 17-19) 

 

Standorf University economics professor Nicholas Bloom conducted a study, that 

ran for ten months in a 16.000-employee firm. The study found that call-center 

employees working from home increased their productivity by 13 percent, unlike 

the colleagues working in the office. The firm found important things from the 

experiment. They learned that working from home improves performance and 

even allowing people to have that choice generated a great effect on it. The ex-

periment also showed that 50% of the employees who attended to the experiment 

changed their minds and decided to work in the office after the end of the exper-

iment, mainly for social reasons. Yet some of the employees decided to switch to 

work from home after seeing the success of their peers who worked from home. 

(Bloom & Liang & Roberts & Ying 2013).  

 

Other identified benefits from the use of telework are: increased well-being and 

coping at work, improved level of concentration and commitment, a competitive 

advantage in terms of recruitment, and a way of lowering costs (as the employer 

doesn’t necessarily need as large premises). In general, there’s a lot of potential 

to increase the number of teleworkers and there’s demand for it. Still, these ar-

rangements require changes in attitudes and in ways of organizing work, and 

continuous development of technology. (Mamia & Melin 2006, 64-65) 
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3.3 Managing work 

 

As organizations move towards more self-oriented practices in the workplace, the 

traditional relations change. Employees are expected to be more independent, 

dedicated and productive, whereas employees expect more trust, credit and en-

couragement from their managers. Change doesn’t happen on its own, no matter 

how precise the plan is. Change always requires drive, motivation and willingness 

in every aspect and is a continuous process that calls for development and mod-

ification. 

 

The need for better self-management and self-drivennes derives both from the 

change in the work and employment in general, but also from the changes in 

individual behaviors and their daily lives. Especially the millennial-generation – 

now entering to labor market has emphasized the urgent need for change in the 

traditional mind-set of work. The millennials are sometimes described as self-

centered, entitled and accused to be “tough to manage”. They’re even claimed to 

confound leadership. If the leaders of today would ask the millennials what it is 

that they actually want, a common answer from a millennial might be, that they 

want to work in a place with purpose and do meaningful job.  

 

Self-management and being a self-driven person are two different things, yet they 

have a lot in common. Self-management is a life-long process of learning how to 

“be your own boss”. At work, it usually refers to the employee’s capabilities to 

manage the work and schedules, to be able to judge and prioritize the tasks and 

to find out which methods and tools work for the person to develop productivity 

and skill. it is also a matter of will to develop the organizational structures and 

personal networks and finding the path which will help the employee to succeed 

and meet the goals. In our era, self-management also refers to the capability to 

manage life as a whole, since finding balance between work and personal life is 

becoming increasingly challenging. 

 

Self-drivennes is more of an attitude than a skill. It can be learned, but it is usually 

an internal tendency to voluntarily move towards different objectives, whatever 

they might be. A person who is considered as self-driven, usually gets things 

done efficiently and doesn’t need much guidance to proceed. The level of self-
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drivenness can still vary depending on the environment and the culture the per-

son is surrounded with. If the culture does not support independently working 

employees, the person who was previously considered as self-driven might ac-

cept the situation and take orders from someone else. Therefore, in organizations 

which wish to promote self-drivenness, the orders and rules should be dealt hor-

izontally and not vertically, so that the employees felt like they have control over 

things and they get to decide and choose how to perform. 

 

Seppälä from Sitomo wrote a blog post (2018) concerning the increased demand 

of self-driven employees in today’s work environment. Seppälä stated, that the 

changes require actions on a lot larger scale, than anyone in the organization 

would have thought in the beginning. It calls for re-creation of the traditional struc-

tures, processes and models, and a new kind of mindset from everyone. To suc-

ceed an organization needs to have a clear idea of what it stands for and how it 

seeks to be seen and experienced. 

 

According to Seppälä (2018), the increased demand for self-drivennes derives 

from the agilement and development of working methods, as the organizations 

wish to be more flexible and efficient. More authority and responsibility are given 

to the employees in situations where decisions must be made fast to improve the 

performance.  Having more responsibility and freedom can be empowering for 

the workers, and it is likely to increase motivation and meaningfulness of work. 

She also warns, that the consequences might be the it is act opposite, if the work-

ers were left alone with their work in the work community, because the managers 

expect to see the increased level of self-orientation happening on its own with no 

guidance or support to develop the required skills with. (Seppälä 2018)  

 

As on all journeys of change, a variety of questions arises that need to be an-

swered in order to create mutual understanding of the things that are required for 

the change to happen. Seppälä (2018) listed some questions that are common 

to many teams that are implementing more self-driven environment at work: 

- What are the ground rules for the things I initially get to decide on? 

- What are the boundaries and who oversees those? 

- From whom can I ask for help? 

- Am I been given the time to learn new things? 
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- Where from I get the skills, the power and the support for my personal 

change? 

- How do I know that I’m going to a right direction? Who gives me feedback? 

- What if I don’t want this change to happen? What happens to me if I don’t? 

 

People have an internal aspiration to understand their role as a part of a bigger 

picture. If this need is disregarded, it may create a feeling of lacking boundaries 

in the organization. According to Seppälä (2018) this can happen for two reasons: 

(1) the organization’s vision, purpose and goals are not made clear (what kind of 

workplace this is, what is our purpose and definition of meaning, what our em-

ployees want to become and how they are supported toward that) and (2) the 

models of guidance and interactions are poor (which disables dialog), the com-

munication is too narrow or is about the wrong things, the data is stuck some-

where in the middle and people are not skilled enough to interact with each other. 

 

Uusitalo from Soikea Solutions Oy also pondered the phenomenon of self-ori-

ented work in his blog post for Sitomo.fi (2018). He claims, that guiding the teams 

towards self-driven environments, calls for more than to lead with the combination 

of the Excel, a stick and a carrot. It is not just about some actions made differently 

and then waiting for the change to happen, but it calls for motivating and support-

ing the employees and above all else, it requires time. When the organizational 

values and goals are crystal clear to everyone, the teams are one step closer to 

succeed. (Uusitalo 2018) 

 

 

3.3.1 Motivation moves us to act 

 

SDT is an extensively researched self-determination theory developed by psy-

chologists Deci and Ryan. The theory introduces three core needs of human, that 

require attention in order to support the natural human tendency to move towards 

growth, performance optimization and job satisfaction. (Deci & Ryan, 2011) 

 

SDT has been said to be “helpful for employers to better understand how best to 

develop and engage their people and can help individuals understand how they 

can be successful personally”. (Deci & Ryan, 2011) 
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The three core needs according to the self-determination theory are: 

1. Competence – “The need to experience our behaviors as effectively enacted, 

to feel like we’ve done a good job” 

2. Autonomy – “The need to experience behavior as voluntary and reflectively 

self-endorsed, to feel like we have control on what we do” 

3. Relatedness – “The need to interact, be connected to, and experience caring 

for others, to have meaningful relationships and interactions with other people. 

 

SDT separates two different types of motivational behavior, which are closely 

linked to the needs discussed earlier: intrinsic and extrinsic. Intrinsic motivation 

has to do with our internal needs and them giving satisfaction and enjoyment – 

the “tendency to move towards growth”. Extrinsic motivation relates to the exter-

nal experiences we gain from achieving goals and getting rewards, like a salary 

rise. (Deci & Ryan, 2011) 

 

Rigby and Ryan examined self-determination theory in human resource develop-

ment. The study introduces recent trends in relations between organizations and 

workers, one of them being a phenomenon called “copernical turn”. The coperni-

cal turn is explained as follows: “Once institutions set the rules for engagement, 

individuals are now more empowered as the center of their personal and profes-

sional lives, pulling experiences to then dynamically based on their individual 

needs and desires”. It describes the change that has occurred in the ways the 

employees need to be motivated through. Instead of motivating them from the 

outside, the managers should think of how they can effectively support the moti-

vation that comes from within employees – the intrinsic motivation. Only that 

could lead to organizational success and employee satisfaction. (Deci & Ryan 

2000) 

 

This phenomenon supports the three core needs in the self-determination theory. 

The changes in the relations and behaviors require understanding in a deeper 

level to build engaging work cultures that benefit both empowered workers and 

the organizations in which they work.  
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SDT is an exceptional tool to understand the needs derived from the phenome-

non of Copernican turn. Instead of representing tons of different ways of motiva-

tional behaviors or worker just having more or less motivation, the theory concen-

trates on the three core needs that help to increase motivation in general: com-

petence, autonomy and relatedness. Understanding these three core needs, 

managers and supervisors can arrange more effective and empowering training 

for their workers and facilitate the adoption of a common motivational language 

in the organization. 

 

Employees nowadays want to experience their work as meaningful and tend to 

engage to organizations that are capable of creating that feeling kind of culture. 

Also, letting employees be part of the processes of creating new tools for motiva-

tional assessment, can itself increase organizational commitment and company 

pride within the workers.  

 

 

3.3.2 Attitude of an entrepreneur 

 

“Society, jobs and the working life is changing all the time. The trend in the change 

emphasizes knowledge, skills and psychological processes more than ever be-

fore. Therefore, people need to be pervasively civilized. The professional abilities 

and know-how calls for flexibility, creativity, and proactive skills to learn and to 

communicate.” -Ministry of Education (Nuutinen 2017, 110-111) 

 

The challenge for the workers in keeping their jobs – and for the employers to 

retain talent, is how to be able to keep up in the rapidly changing work environ-

ment. It is more a matter of an attitude, rather than a matter of willingness. The 

changes are happening in all fields of businesses and affecting the jobs of hu-

mans. 

 

There’s a lot an “average” worker could learn from an entrepreneur. Luckily en-

trepreneur education has been recently added to many study programs and even 

slightly handled in early childhood education. Future work is described as individ-

ual and personal, because the core of the professional skills consists of qualities 

of personalities and personal skills and knowledge. The attempt to succeed in the 
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labor market, requires self-branding and marketing – the ability to sell your skills 

and professionalism. (Nuutinen 2017, 114-115) 

The vacillating boundary between work and free-time also requires an entrepre-

neur-like mindset – as if you were your own boss. It is said that the most suc-

cessful workers in the future are the ones with creativity and capability to compete 

and move towards change. The worker has to be able to control and supervise 

oneself. How much work should be done and where it is done, will depend on the 

worker. The balance derives from self-management and entrepreneur skills. 

 

“Entrepreneurship is an individual’s ability to put words into actions. It includes 

creativity, innovation, risk-management, as well as capability to plan and manage 

the work to meet the desired goals. These qualities support the everyday life of 

an individual in education, work, free time, and in other societal activities” 

(Nuutinen 2017, 116-117). 

 

 

3.3.3 Self-Management practices 

 

As desirable as it would be to create rules and methods of actions that improve 

productivity and can be measured, it is not so easily done when it comes to de-

veloping self-management skills. Self-management consist of personal motives, 

habits and qualities of personality and can only be developed if the person was 

willing to do so. Willingness on the other hand derives from personal interests 

and motivation, and in terms of work, motivation is something that can be exter-

nally supported. 

 

Self-management has to do with habits and like in creation of every habit, a per-

son first needs self-discipline. To know in which areas the person needs self-

discipline at, one must first become self-aware. Self-awareness is about recog-

nizing the ways of behavior, like how one reacts or responds on things and 

events. Krista Brubaker wrote a blog post for bizlibrary.com (2018) and talked 

about how to utilize self-awareness in developing self-management. Brubaker 

stated, that self-awareness is crucial, for the person to “use that awareness to 

consciously and intentionally choose their responses”. Brubaker also added that 

“self-management is all about responding and not reacting”, and that “it means 
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handling emotions appropriately, rather than pretending they’re not there or act-

ing out of reactive instinct. The goal is to respond in a way that helps people or 

situations, rather than hurting them”. Therefore, practices of self-awareness (for 

example in team meetings) can improve the development of employees’ self-

management skills as well. Asking and giving feedback to each other is an im-

portant part of the process as well.  

 

Like mentioned earlier, the development of self-management calls for different 

kinds of skills and qualities, of which some can be practiced and supported ex-

ternally, and some can’t. Businessphrases.net has listed four things that might 

have a positive effect on self-management skills: (1) self-confidence, (2) stress 

management skills, (3) time management and organizational skills and (4) self-

motivation. They even created a set of tips and techniques which can help to 

develop these skills:  

 

Picture 1. businessphrases.net, Self-management skills: List, Definition, Tips & 

Techniques 
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As seen in the picture, wellbeing has everything to do with being able to achieve 

top level performance at work. Being in control is often incorporated with the con-

cept of wellbeing. Reaching for balance between work and personal lives also 

contributes to the feeling of having control and thus in that way to wellbeing. That 

is one of the reasons why flexible working hours might have an indirect effect on 

an individual’s capabilities to manage their work. 

 

As discussed earlier, we are living in a society where it is important for people to 

cherish their values and feel like they’re doing a meaningful job. The values refer 

to things that make the life worth living and being able to live according to these 

values improves wellbeing and leads to top performance. Creativity, inspiration 

and passion are the basic elements of top performance and they’re all derived 

from the same source. (Mäkirintala 2011, 28-31) 

 

The model that unites top performance and wellbeing can be visualized through 

an iceberg design: 

 

 

Picture 2. Top performance and wellbeing (Mäkirintala, 2011. 30-31).(Translated) 

 

In this picture Mäkirintala (2011, 28-31) demonstrates the interactions between 

people, as our actions are affected by others. The smaller triangles demonstrate 

these effects that comes from the outside. The visible part of the iceberg is a 

symbol of the situations where we wish to do our best. The invisible part of the 
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iceberg represents all the other parts of our lives, like our motivations and values. 

These different parts of the iceberg are continuously interacting with each other.  

 

In other words, our actions are constantly affected by number of things like our 

attitudes, experiences, the actions of others and the culture and atmosphere 

we’re living in. These visible and invisible things can also be considered as intrin-

sic and extrinsic motivations like discussed in chapter 3.3.1 – motivation indeed 

moves as to act. The top of the iceberg requires support from the whole ecosys-

tem. Efficient interactions within the ecosystem provides a solid base for produc-

tive work, according to the principles of a win-win situation. (Mäkirintala 2011, 30-

31) 

 

The ability to take all these different parts into account is what separates the top 

performances and the average performances. This phenomenon is called as met-

acognition – the awareness of one’s own thought processes. It allows the individ-

ual to observe the situation from the outside and allows to see what happens in 

their minds at the time: how the chosen actions are working in a situation and 

how helpful those actions were in achieving goals and objectives. Therefore, in-

dividuals with high metacognitive skills are more often better and faster learners. 

(Mäkirintala 2011, 30-31) 

 

Metacognitive skills can be developed through improved self-awareness, and 

calls for practices which support self-evaluation, self-assessing and self-correct-

ing in response to the self-assessment. Developing these skills also improves 

creativity and allows individuals to find out their most efficient ways of learning 

and working, so that they can better concentrate on the things that matter and 

help them further evolve and move towards growth. “Practice makes a master 

and a master always practices” (Mäkirintala 2011, 37). 

 

Practicing on self-management at work requires guidance, support and motiva-

tion in order to meet bigger goals in the long run, but the learner should also set 

personal goals to make the bigger ones more realistic and “reachable”. 

Mäkirintala (2011, 65-68) introduced five principles to follow when creating per-

sonal objectives: 
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1. A goal is not an intrinsic value. It is a tool. 

The purpose of a goal is to lead the actions towards the desired destination in a 

way that is flexible and not forcing.  

 

2. Goals and sub goals are needed to construe the bigger objectives into small, 

more manageable parts. 

 

3. A good goal is within our sphere of influence. For example, these skills require 

no talent: work ethic, being on time, being optimistic, being prepared and encour-

aging, putting in effort and doing extra. It is not always about what is done, but 

how it is done. 

 

4. A good goal is tangible. A measurable goal is easier to achieve provably. 

 

5. A good goal has a positive tone to it – pay attention to the desired state at the 

end. 

 

When setting goals and sub goals, it is helpful to envision the situation after the 

goal is achieved. Envisioning strengthens motivation and might uncover methods 

that would be helpful during the journey. In this current research the survey re-

spondents were asked that in what kind of work environment they would like to 

work in five years. The employee respondents envisioned their future work envi-

ronment as trusting, flexible and open minded. The managers described their 

idea of work environment as self-driven, productive and supportive. These de-

scriptions alone help to identify the sub goals and actions, that might be needed 

to achieve these visions. Also, the possibility to share these envisions with col-

leagues and managers not only strengthens the atmosphere in the work commu-

nity but creates a trusting work culture that moves towards shared objectives to-

gether. 

 

Creating goals is about trying, failing and succeeding. Being able to start trying in 

the first place, requires allowance to take control and carry the responsibility. But 

the permission to make decisions alone is not necessarily enough to create a 

feeling of autonomy. Traditional organizational structures and procedures might 

affect to that feeling as well. Therefore, it is essential for the management to 
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strongly support the culture of testing and trying. It is often better to go ahead and 

try, then it is to plan for months and only proceed when the plan is complete – 

because well planned is not half done – it is not even started. (Martela & Jarenko 

2017, 258-262) 

 

 

3.4 “A great place to work” 

 

Vincit is a Finnish-based software development and service design company. 

The company has been rewarded as a “great place to work” in several years. 

Vincit won the title of the best workplace in Europe in 2016 and the best work-

place in Finland in 2014, 2015 and 2016. How they did it? 

 

Vincit is a forerunner when it comes to self-driven employees. Instead of the tra-

ditional models of management, the company does not have superiors at all. 

They offer their employees a platform called LaaS – “leading as a service” which 

allows them to focus on their employees’ individual needs. The platform intro-

duces four areas from which the employee could choose services from: wellbe-

ing, substance training, career and business activities. Their workers are re-

minded to sign in to the platform every three months to tell if they need any of 

these services. The employees also have the opportunity to answer “no”, if they 

felt like they didn’t need any guidance at the time. The point was that the employ-

ees had a possibility to get the help if they needed by creating this tool with an 

especially low threshold for asking it. (Martela & Jarenko 2017, 280-295) 

 

After choosing the service, the employee could even choose whom to proceed 

forward with. All these four areas had specialized services and people to ask 

guidance from if an employee needed the service. The employees also have a 

choice called the WTF-button in the platform. By pushing the button, the em-

ployee is able to leave a question to the management, and the question (including 

the answer) is visible for all the users of the platform. That again created a low 

threshold for finding out what’s going on in the organization. These actions im-

proved the employee satisfaction drastically and are for sure some of the reasons 

behind the success. (Martela & Jarenko 2017, 293-294) 
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4 ANALYSIS OF THE RESEARCH RESULTS 

 

This part of the thesis is basically the core of this research of finding out hopes 

and expectations of employees and managers considering the phenomenon of 

flexible work and self-management. It provides primary data, which is the most 

important content in this case study approach, and in accumulation of the results.  

The data for the survey was gathered from group of employees and group of 

managers, through online surveys. Online surveys were conducted due to the 

fact that the respondents were located in different parts of Finland, and because 

the time for collecting the data was limited. Also, since the author of this thesis 

happens to work for the commissioner in the same department where this re-

search was conducted, the data collection through interviews seemed rather 

questionable option. Interviewing colleagues face to face, or even through online 

could have developed a risk of the respondents altering the truth and not being 

entirely straight with their answers. An online survey enabled anonymity, which 

in this case was important in receiving honest and straight responses. Therefore, 

an online survey was the most efficient and reliable method of gathering data for 

this research. 

 

The observation for this research was made during Skype-meetings with the com-

missioner’s pilot groups. The researcher attended to six meetings and made field 

notes of them. The observation process created an interesting angle to the study 

and allowed to examine the reactions and interaction within the pilot groups. It 

was also interesting to see how the managers reacted to the suggestions of ac-

tions or adjustments, and if they went any further from there. The work of the pilot 

groups is a continuous process, and therefore the research does not concentrate 

on the things the groups managed to accomplish or change but focuses on the 

information that the observations generated. 

 

 

4.1 The survey process 

 

The survey for this thesis was conducted in an online platform called Survey-

monkey.com. The platform was easy to use, user-friendly and reliable in terms of 

anonymity of the respondents. An online survey also enables automatically 
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stored answers to survey database providing easier handling of data and flexibil-

ity of the survey design and response format. Probably the biggest disadvantage 

of an online survey is the absence of an interviewer, which prevents additional, 

more intuitive questions to be asked, and further exploration of the respondents’ 

answers. Another disadvantage of an online survey is the risk of survey fraud, in 

which some people might answer the survey but not with a desire to contribute 

the advancement of the study. (Explorable.com) In this particular research the 

risk of survey fraud is rather irrelevant, since the survey links were sent to the 

respondents through organization’s internal email and were not available to other 

audience. 

 

The commissioner had been running a pilot program, to come up with ideas on 

how flexible work could be adapted to the organization unit. Voluntary employees 

from different teams participated to these pilot groups. The respondents for the 

employee online survey were chosen from these groups through lottery, because 

the groups were already shown their interest and willingness towards the subject 

of flexible work. Therefore, the respondents were more likely to provide in-depth 

answers to the survey questions. The manager respondents volunteered to an-

swer the survey.   

 

The aim for this research was to get 15 responses from employees and 10 re-

sponses from managers. Due to the hectic days at work, the researcher only 

managed to receive 12 responses from employees and 5 responses from man-

agers. In qualitative research, only a few responses could be enough to form a 

research case because the aim is not to create generalizations or statistical in-

formation, but to understand the phenomenon. In this case, the aim was to ex-

amine the hopes and expectations on flexible work from employee and employer 

perspective, to improve the mutual understanding between them. Therefore, it 

was important to gain at least a few survey responses from both parties, to be 

able to compare and objectively analyze the results. 

 

Due to the fact that the respondents had a limited amount of time to be spent on 

the surveys, there could have not been too many questions. Because the re-

search was qualitative, and the goal was to create an in-depth insight on the sub-

ject, the researcher wanted to use open questions. Each survey included 10 open 
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questions, which was a maximum amount considering the time (20 to 30 minutes) 

that each respondent was allowed to use for the survey. The surveys were con-

ducted in Finnish to lower the risk of misunderstanding the questions and the lack 

of language skills to answer profoundly. The answers were translated into English 

to be used in this thesis. 

 

As mentioned earlier, the employees returned 12 survey responses, and manag-

ers returned 5 survey responses. Considering the quality of the research method, 

the data derived from these survey responses provided a quite relevant base for 

the process of analyzation. After the surveys were closed, the researcher read 

the answers through multiple times and made notes, then compared the answers 

to each other, and again made notes. The researcher paid regard to the framing 

of the sentences, the selection of words, frequent words and phrases, the repeat-

ing of certain words and the first and second impressions that arised after re-

reading the answers, and again maid notes of those impressions. The notes were 

an essential part of creating an understanding of the answers – the “meaning 

behind the sentence”. The two surveys (employees’ and managers’) were mostly 

similar to each other, but slightly modified to some extent in order to deeply ex-

amine the thoughts from employees and managers (appendices 1 & 2). 

 

In qualitative research there’s always a risk of letting the researcher’s personal 

preferences and ideologies to have too much effect on the research outcome. In 

this particular research, the researcher experienced that the possibility to get two 

different perspectives (employees and managers) around the subject helped to 

deliver and to analyze the results objectively. Also getting familiar with past re-

search and literature allowed the researcher to create conclusions that were ini-

tially conducted through the use of multiple sources. 

 

 

4.2 The changing work environment 

 

The processing of subjects like flexible work and self-management require an 

understanding of the phenomenon they are dealt with. Therefore, it was important 

to first make clear of the thoughts the respondents had over the current state of 
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the work environment in the society and in the office, they worked in. The ques-

tions concerning work environment were: 

 

What is a flexible work environment? 

 

Why the possibilities to work flexibly are important or are not important in today’s 

society? 

  

In what kind of work environment would you enjoy working in five years? 

 

In their responses, the respondents seemed to have rather unanimous views and 

speculations on the current and on the future situation of the work environment. 

The respondents stated that due to the rapid development of technology, digital-

ization and globalization, people’s lives at work and on their free-time is getting 

increasingly hectic in the society. A certain degree of concern in the answers was 

also noticeable. Choices of words and phrases like “societal pressure”, “24/7 

availability”, “being on time within minutes”, and “adjusting to constant changes” 

were continuously repeated in the answers. In some of the answers the respond-

ents stated, that the work society is actually not as flexible, as employees are 

expected to be. According to the expectations of the respondents, the future didn’t 

seem to appear any more tranquil. 

 

In the responses there was also mentioned some thoughts concerning millennial 

generation and its increasing demand for more flexible work. The respondent 

sated, that in order to attract new workers and to retain talent the work environ-

ment inside the organization has to become more flexible. If there weren’t adjust-

ments made to the current procedures and policies, the employees might be 

tempted to switch to work for another employer with more possibilities to work 

flexibly. 

 

The employees hoped that in the future work environment, they would be able to 

have more authority on the decisions concerning work. As finding balance be-

tween work and other social life becomes increasingly demanding, in their re-

sponses all of the employees wished to have a freedom of choice: an opportunity 
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to decide when to work and where to work. They also wished that the work envi-

ronment would be more self-oriented and self-driven and that their employer was 

genuinely driven to ease the processes of adjusting work and personal lives to-

gether. According to the responses, the ability to fully utilize their expertise within 

the teams – the use of “functional flexibility”, would also increase the level of sat-

isfaction and engagement of the employees. 

 

In addition to the descriptions of the work environment with more flexibility and 

self-authority, the respondents envisioned their future work environment as equal 

in terms of wages, rewards, and other fringe benefits. Also, the fact that work is 

a place where they were pleased and happy to arrive (or choose not to arrive 

because they could also work from home) seemed to be a crucial factor for the 

employees.  

 

Last but not least, another frequently mentioned word was trust. The majority of 

the employee-respondents thought, that in order to work successfully in the future 

work environment, the indispensable assets between employees and managers 

should be mutual trust and understanding. The respondents stated, that the man-

agers need to trust the employees to get the work done with less control and 

surveillance, and the employees need to trust the managers to be on their side 

on keeping their jobs and skills up-to-date. 

 

 

4.2.1 Manager perspective 

 

The manager’s expectations and points of view on the phenomenon of changing 

work environment seemed to be mostly in-line with the employee responses. 

The managers as well, expected the trend to move towards more flexible meth-

ods of working, but emphasized the fact that flexibility is needed from both parties. 

The employees need to commit to work independently in a way that ensures a 

good level of customer service. In many responses, the managers stated that 

customer centrality has to be the starting point for all decision-making in the future 

– including the considerations of adjustments on the working methods. The needs 

of the customers will be prioritized in the future as well. 
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The managers also seemed to recognize the urgent need to adjust work and per-

sonal life together more seamlessly. According to the responses, working to-

gether and understanding the shared goals ensures the possibility to allow more 

freedom for the employees to manage their work and schedules. The managers 

experienced flexible work as a new possibility to pay more attention on coaching 

and training, since it is likely to decrease the need of completing administrative 

tasks. They also suggested that flexible work would potentially increase em-

ployee satisfaction and motivation, as they feel more trusted and in control of their 

work. 

 

When the managers were asked in what kind of work environment they would 

like to work in five years, many of the respondents hoped for more self-oriented 

and self-driven environment, in which both parties had the possibility to work in a 

culture of openness and trust. Training and education would ideally be available 

for all the employees who wished for it and the goal is to have self-driven, multi-

ple-skilled workers in the organization. Another frequently mentioned concept 

within the manager’s answers was telework, and the hope to expand the possi-

bility to all of the workers. 

 

 

4.3 Flexible work 

 

Flexible work is a large concept and can be understood in many ways. In this 

research the concept of flexible work seemed to mean rather similar things to all 

of the respondents. Flexible work was mainly understood as flexitime or flexible 

working hours, telework and possibilities to manage one’s own work and sched-

ule in daily bases, instead of receiving orders from managers. The questions con-

cerning flexible work were: 

 

The work conversation in our era consist of employer’s and employee’s hopes 

and rights. Often, the discussion has to do with time sovereignty, freedom of 

choice, and individualized and self-managed working hours. What are the possi-

bilities and threats in terms of getting the work done, if more flexible work or tel-

ework was introduced to the employees? 
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Could the possibility of flexible working hours or telework generate an effect on 

employee’s effectivity and coping at work? If so, explain how and why. 

 

More flexible way of working is a gesture of trust between employer and em-

ployee. What would you like to promise to your work community to reach the 

shared goals in a more self-oriented way? The things you’re about to write down 

should be (1) realistic, (2) considered as so important that you would want eve-

ryone commit to it and (3) you would be ready to commit to it yourself. 

 

According to the responses, the respondents saw the potentially biggest threats 

or challenges in flexible work to be dealt with the management skills of daily work 

and keeping the customer service level high. Some of the respondents were also 

worried about some workers potentially slacking on the daily work and not getting 

it done like they would have done if they were working according to the existing 

rules or in the office instead of other location. Considering telework, things like 

work ergonomics and security risks were frequently mentioned as well. 

 

The employees saw many positive sides in flexible work and in the things it could 

generate, such as improved employee performance, happier staff, deeper level 

of trust between employees and managers and better worker experience. The 

respondents also mentioned, that flexible work would allow the employees to 

work more efficiently if they had the freedom to choose the location of work ac-

cording to personal preferences. The employees also thought, that they would 

gain more energy if the work environment became flexible or they could work 

from home and increase their level of concentration. 

 

All the respondents thought that flexible working hours and telework were likely 

to generate positive results in an individual’s productiveness and coping at work. 

Especially the possibility to work shorter and longer days depending on the work 

load was seen as a reasonable adjustment and would potentially ease the pro-

cess of managing work. The employee-respondents understood, that not only 

these adjustments gave more freedom to the employees, but the employees were 

also expected to act flexibly in return. Flexible work would let the employees work 

for longer on busier days and on the other hand work shorter hours on “easier” 

days. This opportunity also measures the employees’ capabilities to manage the 
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work independently and carry responsibility of the actions and decisions they 

made. 

 

 

4.3.1 Manager perspective 

 

The managers were worried, that if flexible working hours and telework were 

widely implemented to the teams, not everyone would understand the rules the 

same way. Customer centrality was yet again mentioned in the answers, referring 

to the fact that there might be times when many workers are leaving early at the 

same time. The problem in this scenario was how to guarantee the level of cus-

tomer service if there weren’t enough human resources available at all times. In 

addition to the risks threatening the organizational performance, some of the re-

spondents also mentioned the risks that might threaten the health and well-being 

of the workers, like not taking enough breaks during the day or not having enough 

social interaction with the rest of the team. 

 

According to the manager’s responses, the positive sides of flexible work might 

include things like better worker experience, improved performance, improved 

employer brand, and the workers getting the feeling of having the possibility to 

have an influence on things and that they are doing a meaningful job.  

 

The managers emphasized the fact that in order to successfully manage the work 

more flexibly, there must be joint rules on how to use this opportunity of freedom 

– just like the employees thought as well. 

  



52 

 

4.4 Self-management 

 

“If you want to teach people a new way of thinking, don’t bother trying to teach 

them. Instead, give them a tool, the use of which will lead to new ways of think-

ing.” 

- Richard Buckmister Fuller 

 

Self-management is a necessity in a flexible work environment. One cannot be 

fulfilled without the other. This research found, that probably the biggest differ-

ences between employee and employer thoughts and expectations immerged on 

this particular subject. The questions concerning self-management were: 

 

Self-management and self-drivennes is about an individual’s ability to voluntarily 

work towards set goals without external control, observation or surveillance. What 

are the areas of self-management that you find yourself to be good at? What are 

the areas of self-management you would have to work on? 

 

Evaluate the level of self-orientation and self-drivennes within your current team. 

How it shows in your daily work or how do you think it should? 

 

What are the managers for in a self-oriented organization? 

 

What are the methods or tools you use to self-manage the workload and schedule 

in daily bases? What are the methods or tools of support you get from your man-

ager or from your work community to develop self-management and self-orienta-

tion? 

 

Self-management and self-drivenness calls for good social skills and efficient in-

teraction within the team. How does the current formations or compositions of the 

teams work from the perspective of team’s internal self-orientation? Could there 

be made any changes to the teams that would potentially improve interaction and 

trust within the team? 

 

The respondents seemed to have quite clear opinions on what is their personal 

level of self-management skills. Majority of the respondents thought they were 
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already self-driven mentally and were capable of managing the daily work load. 

They also seemed to understand what are the daily, and long-term goals they 

need to be reaching for and on the other hand, what is the consequence of their 

performance if these objectives were neglected or not reached. The areas of self-

management the employees saw as their strengths were effective working, plan-

ning of the day and schedules, and the ability to take responsibility of their ac-

tions. 

 

According to the answers, the areas of development were at things like concen-

tration, taking enough breaks, and developing professional skills and know-how. 

Though not all respondents found any areas to be further improved but seemed 

to think their skills of self-management were on a top level due to long experience 

in the organization and in previous, more self-oriented organizations. 

 

The respondents also identified the importance of teamwork on self-manage-

ment. The survey found out that the employees were hoping that the whole team 

could work in a more self-oriented way, which would improve the atmosphere of 

trust within the team. For the teams to be more self-driven, the leaders should set 

clear boundaries and rules for the framework, in which the employees would feel 

free to make their own decisions. One of the respondents stated that “if the rules 

and objectives were made clear to everyone, the responsibility of acting accord-

ing to those belongs to everyone as well. No-one wishes to intentionally cause 

problems for their team mates, because people usually have an internal tendency 

to work well and move towards shared goals”. 

 

As mentioned earlier, teamwork was often mentioned within the answers. When 

the respondents were asked how self-oriented or self-driven their teams were, 

the answers were a bit variable. Some of the respondents stated that there were 

many competitive and self-oriented individuals in the team, but the team as a 

group is quite not allowed to work self-drivenly, since every member of the team 

is told what kind of tasks and how much of certain task is needed to be done 

during each hour of the day. Self-management in the team at its current state 

seemed to mean that the members of the team responsibly take care of the daily 

work they were addressed to and no-one is likely to shrink one’s responsibilities.  
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When the respondents were asked what the managers are needed for in a self-

oriented organization the answers were as follows: “to  support and “translate” 

the vision, to mentor and generate enthusiasm, to improve strength in unity, to 

manage the big picture, to lead by example, to give feedback, to trust the em-

ployees, to take responsibility of keeping the employees possibilities to develop 

their skills easy to access and up to date, to internal surveillance and to hire and 

retain talent.” 

The respondents seemed to agree on the fact that in general, the leaders in a 

self-oriented organization are needed to set the ground rules and policies for 

work. Even more they are needed to support and mentor the employees. Some 

of the respondents stated that currently the rules were incoherent, and the man-

agers didn’t encourage or guide the employees enough to work in a more self-

driven way but expected them to accomplish the tasks they were given to. 

 

The respondents hoped to experience the managers more as a supportive asset, 

rather than as commanders. Some of the respondents referred to the current 

state at the organization and stated, that there’s sometimes a lot of bureaucracy 

in the organization and at the same times the employees are expected to work 

more self-drivenly – this according to the responses created a contradiction within 

the office policies. Some of the employee-respondents seemed to think that the 

general rules (including the physical directions and guides for work) are indefinite 

and hard to read. The relevance of rules and the correctness and unanimous of 

guidelines were experienced as necessities, when developing self-management 

skills and self-oriented attitude in the first place.  

 

The current methods of managing the daily work varied a lot within the respond-

ents, but all of the respondents used at least some kind of methods to track and 

control their efficiency. Some of the respondents used Microsoft Excel to track 

the tasks they had done and the tasks they still should complete before the day 

ends. Some preferred the use of Microsoft Outlook, because it reminds the user 

to do certain tasks at certain times. Some respondents mentioned they followed 

their progress during the day to stay on track. The employees also told they read 

the organization’s internal informative channels and use apps like Skype to con-

tact the team mates. Many of the respondents mentioned, that they tend to prior-

itize the daily tasks first when they arrive to work. The respondents also said that 
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the way they track their performances during the day, depends on the task they 

are doing at the time. It seemed like the multiple-skilled employees would appre-

ciate the opportunity to utilize their personal expertise more frequently and flexi-

bly. 

 

Still, many of the respondents stated that they don’t feel encouraged or guided 

enough to work self-drivenly. One respondent said, that their team is not encour-

aged to work more independently or self-drivenly at all, so he or she doesn’t un-

derstand why one should use any more tools for self-management and expects 

to get the directions of organizing and prioritizing the work as given from the man-

agers.  

 

According to the answers it seemed like the respondents would already have 

quite good capabilities to manage their work more independently, but they need 

to be more encouraged to improve their skills further. 

 

 

4.4.1 Manager perspective 

 

According to the manager’s answers, there seemed to be different views on how 

self-management shows within the teams – or how it should. Self-management 

was considered as an ability to concentrate on things that contribute the achieve-

ment of shared goals, and as willingness within the team to develop the work and 

have the courage to question the traditional models of doing the job. In many 

responses the managers also stated, that in their teams the workers are already 

capable of prioritizing different tasks and able to recognize strengths and weak-

nesses in other team members. In few responses, the managers experienced the 

level of communication and self-orientation in their teams to be on a good level 

already. One manager stated, that the ability of workers to move between differ-

ent tasks (for example according to the urgency level) independently has im-

proved but could be a lot more active. The manager expects more of being in 

charge from the employees and thought that too often the workers are waiting to 

be told what to do next. 

 



56 

 

The research participants were also asked what they would like to promise for 

their workers or for their work community on a journey towards a flexible and self-

oriented organization and achieving the goals in a more self-driven way. The re-

spondents were asked to write down things that were (1) realistic, (2) so important 

according to the respondent that he or she would want everyone to commit to it 

and (3) they would be ready to commit to it themselves. Through the responses, 

the managers unwittingly answered to the hopes the employees had in terms of 

getting more of support and encouragement and answered as follows (disclaimer: 

these quotes are only an additional part of this research project used for its in-

formative purposes, and are not representative of the general opinion within the 

commissioner’s managers or planned actions in real life): 

 

“As a manager I promise, that making mistakes is ok. One should not be afraid 

of failing but be able to overcome the challenges and learn from the mistakes. 

Self-organization enables operational development on a new level and as a man-

ager I promise to allow an atmosphere of doing and trying, without getting too 

much involved to it – as long as the actions are measurable so that the positive 

results can be actually evidenced.” 

 

“I promise to trust and give responsibility. I truly believe that our employees are 

doing their best and wish to succeed in achieving our shared goals.” 

 

“I promise to be present to support and guide my team to help them organize their 

work yet letting them do the decisions themselves unless their asking for guid-

ance. I promise to encourage, motivate, and to enable new possibilities the more 

I get familiar with my team members. I promise to celebrate the advancements of 

the team and show gratitude for the success of individuals.” 

 

“Trust is the keyword to accomplish the change. The communication and report-

ing must be open and efficient, and not a single member of the team should be 

left alone. I promise to give feedback and support in different circumstances.” 

 

“Reaching set goals opens up the possibility to telework. I promise to keep up 

with employee training and support positive mindset.” 
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Also the employees were asked to write down things they would like to promise 

to their work community in a more flexible work environment, where the tasks are 

done and the goals are met more independently and self-drivenly: 

 

“1. I promise to get the work done. 2. I promise that my efficiency won’t decrease 

even though I had more freedom. 3. I promise to be flexible in busy situations and 

when there’s a need to work for longer.” 

 

“I promise to perform at work as well as I did before. The trust should already be 

earned.” 

 

“I promise to do my best and commit to my work. I promise to give more sugges-

tions, opinions, and ideas of improvement.” 

 

“I promise to maintain the level of my performance even though I was given more 

control and freedom, or the performance could even improve.” 

 

“I promise to manage my work as well as I can like I’ve done until this day.” 

 

“I would wish to see the employer to give the employees the opportunity to show 

that they are worth the trust. If my employer would be flexible at things that result 

positively on my wellbeing and coping at work, it would increase my level of com-

mitment and willingness to be trustworthy.” 

 

“I would promise to reach for the shared goals and wouldn’t ignore urgent tasks 

just because I would like to leave a bit early.” 

 

“I’d like to promise to be more efficient, if I was given the chance to choose the 

time of working according to my best energy level.” 

 

“I would promise to focus on work with full energy, especially if I had the possibility 

to telework. I would be flexible in situations where it is needed (like busier days).” 
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“I would promise to perform at least as efficiently as I’ve performed so far. I would 

be reasonable with the use of flexible working hours. I would promise to smile 

more and promote the employer to my acquaintances.” 

 

“If I thought my employer was being flexible in a realistic and reasonable way, I 

could promise that my efficiency would improve, my impressions on my employer 

and it is abilities to run business according to the modern standards of the century 

would improve, and my enjoyment at work would improve if I got the chance to 

be more in control of my life as a whole.” 

 

Based on these promises, it is easy to agree on the hypothesis that if flexible 

adjustments were introduced to the work community and these promises were 

kept as they were given, the mutual understanding between the employees and 

managers would become better and the organization’s performance would im-

prove in the long run. The achievement of these requires changes to happen in 

the attitudes as well as in the organizational structures. Asking the employees to 

work self-drivenly is not enough - the employees need to be told how to accom-

plish it. The managers need to come up with solutions which would free more 

time for mentoring and supporting the employees. It is realistic to say, that as the 

managers are already busy completing their daily tasks, they won’t be able to 

focus on these previously mentioned things that require presence without letting 

go of some other tasks. That is why the change has to happen in an organiza-

tional level, and not only in the ways the employees work. Self-driven employees 

need to be pushed into the right direction, so they better understand the purpose 

of their actions, and that’s what the managers are for – to lead the way. 

 

 

4.5 The observation  

 

The commissioner had been running a pilot program, with the purpose of letting 

the employees attend to the decision-making processes of the new potential ad-

justments made to the working methods.  The researcher had the opportunity to 

attend to some of the meetings these pilot groups had through Skype.  
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During each meeting the researcher made field notes of the meeting. The notes 

were made to understand the ways the groups proceeded, how they interacted 

with each other and how their managers reacted to the suggestions and ques-

tions the pilot group members had. Each meeting lasted from half hour to one 

and a half hour and consisted of 10 to 15 members on average. Even though 

some of the group members “met” first time during the Skype-meetings, the at-

mosphere was trusting and positive. During first meetings, the employees 

seemed a bit shy to open up their mouths and give opinions, but the further the 

process went, the more the members were encouraged to speak.  

 

After the members got familiar with the subject and each other, they started to 

develop suggestions and procedures of actions considering flexible work, which 

could possibly be utilized in their own units. Some of the members were quite 

careful with their hopes and expectations on the things they might be able to 

convince the management on, and some of the members were ready to question 

everything.  

 

During each meeting the group spirit was good, yet there were some members 

who didn’t always attend. When the group had their first meeting with more man-

agers in it (including the head of the unit), the group was supposed to have a 

sketch of a plan they would like to proceed with. Not many of the suggestions 

were instantly “sold” to the managers and the situation seemed rather difficult. 

The researcher found that either the management is not ready for giving much 

authority to the teams or individuals, or the pilot group members weren’t profound 

enough with their suggestions. It seemed like none of the group members nor the 

managers had clear understanding of the ground rules the pilot groups were sup-

posed to follow during the process of creating new rules and adjustments. There-

fore, the group had to take a step back and come up with a new plan.  

 

The described meeting is a good example of a situation, where there’s control 

and responsibility given to the employees, but the employees don’t know what to 

do with it due to the lack of communication and clarification of rules. In a changing 

work environment, this kind of situation is not rare. It is good that the employees 

were given the opportunity to explore and question the traditional operations and 

models, but it seemed like there could have been more detailed framework given 
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to the group. With a clear set of rules, the group would have possibly been able 

to come up with better suggestions more efficiently. As discussed earlier, even 

though the employees are looking to have more control over their work, there 

must be a certain level of guidance and support, and ground rules to follow. A 

mutual understanding of the framework is a necessity in the creation of new rules 

and work culture.   
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5 CONCLUSIONS 

 

”A boss says ”go and make sure you do it”; a leader says ”let’s go and make it 

happen”. Bosses control people; leaders involve them,” 

- Israelmore Ayivor, Leaders’ Ladder 

 

The objective of this thesis was to provide information that might generate better 

understanding between employees and managers on the phenomenon of flexible 

work and self-management in the changing work environment. The goal was to 

deeply understand the hopes and expectations of employees and managers that 

were associated and experienced within the subject. The study also aimed to 

provide practical suggestions of actions, which could help the employees to man-

age their work better.  

 

Although the research failed to collect as much data from the respondents as the 

researcher had hoped for (because not everyone returned the surveys), the re-

ceived answers were profound enough to generate conclusions and recommen-

dations for the research problem.  

 

The study found, that the commissioner’s employees and managers seem to 

agree on the factors and societal changes that are affecting the current and the 

future situation of the work environment. The environment was considered as 

increasingly hectic, automated and digitalized. The employees experienced the 

phenomenon of 24/7-society as a challenge to find a balance between work and 

personal life. The managers more editorialized the changes the phenomenon 

generates from two perspectives: how to meet the increasing demand of custom-

ers and the changing needs of workers. 

 

In the employees’ answers considering the changing work environment, a tone 

of worry was noticeable. The employees were mainly worried about the pressures 

that the society, and their work puts on their shoulders; of being within the reach 

all the time. The employees strongly hoped for more flexibility at work to be able 

to deal with the pressure and understood that it requires actions and commitment 

from both parties (employer and employees). The employees were also worried 
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that their managers didn’t quite support their teams enough to work more inde-

pendently, and they felt like they didn’t get as much guidance and examples of 

tools with which they could develop their skills to become more self-oriented and 

self-driven workers. On the other hand, the employees recognized that there were 

already quite self-oriented individuals working in the teams, but they expected to 

get more specific ground rules and boundaries, in which they knew they could 

work flexibly in. Still, the employees seemed to be rather optimistic towards the 

potential future adjustments that might be made to the working methods.  

 

As mentioned earlier, the biggest concern in the managers’ responses seemed 

to be the challenge of combining the employees’ needs and the changing cus-

tomer demand. As the trend in the 24/7-society is moving towards more flexible 

(probably longer) service hours, there will be a need for more flexible workers as 

well (to work during different hours of the day). The problem is how to solve the 

situation in a way that won’t have a negative effect on the workers’ satisfactory 

level (as the purpose is to increase it in the future), nor on the customer service 

level. 

 

In addition to the changes in social behavior, some of the employees pointed out 

the changing attitudes towards work in general. The employee-respondents re-

ferred to the millennial generation – the masters of technological communication. 

The millennials were described to have a slightly different kind of approach and 

mindset towards work, for example compared to the generation of baby boomers 

(which for now is the largest generation of active workers).  

 

The other changes in attitudes have derived from many influential factors as dis-

cussed earlier, but it is surely something that should be considered when adjust-

ing and re-creating the ways of doing work. The need for the feeling of having an 

impact and doing a meaningful job, in addition to an extremely social mindset has 

to do with these new era workers, who are seeking to change the attributes of 

work and wishes to redefine how the work gets to be done.  

 

According to the employees’ responses related to the current state of working 

methods in the organization, the respondents seem to agree that the procedures 

have not been modernized to meet the workers expectations in the 21st century. 
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Therefore, the employees hoped for changes that would make the work more 

pleasant and easier to access to be able to find better balance between work and 

personal life. 

 

Also the managers hoped for more flexible work environment in terms of working 

hours, telework and functional flexibility. All the managers emphasized the fact 

that the achievement of these adjustments requires mutual understanding and 

capability to carry the responsibilities and consequences together. They also 

hoped to see the employees more included in the decision-making processes in 

the future. 

 

In terms of flexible work, all the respondents seemed to have mutual understand-

ing on the fact that in a big organization that provides variety of services and has 

multiple-skilled workers, there has to be a clear set of ground rules of operational 

models that guarantee the good level of customer service and equal treatment 

for the employees. They also seemed to agree that the current rules and condi-

tions in the organization are not up to date and need to be modernized to meet 

the changing needs of employees and customers. Although, the employees were 

more extensively underlining the fact that there are big challenges ahead to over-

come in terms of guiding and monitoring work.  

 

The biggest misconceptions between the managers’ and employees’ expecta-

tions seemed to be in the areas of organizing and managing the work. They didn’t 

see eye to eye on the actions that were needed from the parties to develop these 

areas. There were also differences within the perspectives of what the “drivers” 

of the change are: customer satisfaction or worker satisfaction. Nevertheless, the 

mutual understanding prevailed on the fact that some things need to be changed 

for better. 

 

The difference between the managers’ and employees’ outlook had to do with 

the fact that some of the managers seemed to expect the workers to already work 

self-drivenly, but some of the employees didn’t feel like they were advised or en-

couraged to manage the workload in a self-driven way. According to the re-

sponses and to the nature of the employees’ answers it seemed like the employ-

ees were told what (and how much) had to be done in daily bases (quite precisely) 
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but weren’t showed enough of ways or given enough tools for how it could be 

done more productively. 

 

Three factors seemed to be repeatedly mentioned in the managers’ responses 

considering the requirements for more flexible and self-oriented way of working: 

(1) the mutual understanding of the rules and objectives, the meaning of work 

and it is goals, (2) the supportive office culture that stands for open conversation 

and equality and (3) the ability to take responsibility and commit to the fact that 

customer centrality has to be the foundation for all the suggested actions and 

decisions. In addition to these three factors, the managers also recognized the 

need for understanding what is expected from a worker, and the fact that mutual 

trust is a necessity. A few of the managers also stated that letting the workers to 

have more control over their work calls for self-discipline and a systematic way of 

working, and that the worker should already be proven to work successfully and 

meet the set goals in order to be given more freedom. 

 

It seemed that according to the managers’ answers, the teams’ level of self-man-

agement and –drivennes was considered to be on a good level. One of the re-

spondents stated that “my team handles their problems themselves and takes 

care of them. My team is already self-oriented”. The managers were also asked 

how they supported and motivated their staff to develop their skills of self-man-

agement and advanced the attitude of self-drivenness. The respondents men-

tioned things like motivating through personal feedback, through development 

discussions with the workers, by shearing each other’s success and through 

workers’ personal achievements which alone generates better motivation. The 

possibility of having more flexibility at work and doing a job that is meaningful for 

the worker was also mentioned as a source of motivation. Pretty much all of the 

methods the managers mentioned in their answers, where actions that happened 

after the worker’s performance; giving credit for succeeding, giving feedback and 

having development discussions. Not many of the responses included things that 

were done in advance or proactively to support the workers or their motivation 

level. 

 

The employees’ responses slightly differed from these thoughts above. As al-

ready mentioned, some of the employees didn’t feel like they were encouraged 
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to work self-drivenly or at least they felt like they didn’t get any help on developing 

their skills of self-management. The positive side of this current situation is that 

the employees are already showing a certain degree of skill in self-organization 

in the eyes of the managers, but referring to the employee responses of not get-

ting enough support to utilize it, it seems like the development towards more self-

oriented organization will not go any further without clarifying the ground rules, 

giving more training for the workers and motivating and supporting the workers 

proactively for them to develop and have the courage to use these skills. 

 

In the survey the researcher also wanted to know what the employees and man-

agers thought of the current compositions of teams and if there was a chance 

that some changes made to these teams might generate better communication 

and trust within the team. The managers’ responses on the subject varied quite 

a bit. Some of the respondents thought that the compositions of the teams didn’t 

have an impact on these things, and they can be achieved anyway - despite 

who’s in the team or what size is the team. Yet some of the managers thought 

that it well might have an impact on the level of communication and trust and 

there could be some changes made to the teams that require examining and re-

consideration. Some of the managers were certain, that the compositions of the 

teams are very important in terms of internal communication and trust. Some of 

the respondents stated that there could be smaller teams or “cells” within the 

current teams, which would enable more efficient decision-making processes. 

With multiple-skilled workers in each team, the teams could more easily agree on 

their own rules of how the work gets to be done each day, from start to finish. The 

managers behind these responses thought that this might potentially be a way of 

creating better trust and efficiency within the teams. 

 

The employees’ responses related to teamwork seemed to be rather similar with 

the managers’ responses. Many of the respondents were quite happy with the 

current situation in the teams, but they thought that smaller teams could poten-

tially create a deeper level of trust and communication. The employee-respond-

ents also mentioned, that because the teams consist of workers of which some 

have been working for the commissioner for a long time and some for only few 

months, it would be nice to have more meet-ups to get to know the team members 

better personally, and to create a bond within each other. The respondents 
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thought that the technological tools for contacting the team members are good, 

which enables easy communication within the team even if the members worked 

from a different location. 

 

The observations of the meetings slightly supported these different outlooks dis-

cussed earlier. It seems that there are challenges in communicating the rules and 

understanding the rules the same way. According to the survey results, some 

employees didn’t feel guided or supported enough to work self-drivenly or they 

felt like they weren’t given enough tools to develop their skills of self-manage-

ment. The managers on they behalf already expected self-driven behavior and 

didn’t recognize the fact that the employees felt discouraged. In other words, the 

employees expected actions from their managers on something their managers 

thought the employees already got covered.  

 

As a conclusion of the study it seems like the mutual understanding between the 

managers and the employees is coherent in terms of work environment and the 

changes they expect to see happening in it. The biggest differences between the 

parties’ perspectives were in understanding of what is needed from the parties to 

achieve the desired change. The employees and managers agreed on the fact 

that more flexible work environment is needed in order to perform better and for 

the workers to become more satisfied with work. The rules and conditions for 

creating the new environment seemed to be unclear at least for the employees, 

whilst the managers sort of expected the workers to already be moving towards 

that on their own. It seemed like both parties had a quite positive mindset towards 

the level of self-drivennes and self-management skills of teams and individuals, 

but the employees expected more support and guidance for developing those 

skills, whilst the managers didn’t recognize that need.   

 

Mutual understanding cannot be created in a situation where the managers lead 

the employees based on the assumptions of their workers’ skills, since in a com-

plex work environment these assumptions are rarely true. It is not enough for the 

employees to have a few conversations concerning results, objectives or per-

sonal development, nor is it enough for the managers to receive a few employee 

satisfaction surveys to find out if they’ve done a good job or not. Both parties need 

constant feedback and encouragement from each other, and this can only be 
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accomplished in a work culture that stands for openness, trust and equality. Ac-

cording to a manager’s response on the research survey “not a single member of 

the team should be left alone”. 

 

 

5.1 Results 

 

This research was delivered to investigate the hopes and expectations the com-

missioners’ employees and managers had over the phenomenon of flexible work 

and self-management. The study concentrated on the current state of the situa-

tion rather than tried to detect any changes that might have been occurred before 

and after the research period. The aim was to create an in-depth insight to these 

issues mentioned above, and to provide information based on the research sur-

veys and observation, that would improve mutual understanding between the 

commissioner’s employees and managers. The goal was to also provide recom-

mendations or suggestions of actions that might be helpful for the commissioner 

and its employees to use. 

 

In the study conducted by Mamia and Melin (2006, 16-23), flexible working hours 

were commonly used. 3 Out of 4 big organizations used flexitime and had the 

opportunity to do shorter or longer days. The commissioner’s organization is in a 

situation where the employer is implementing more flexible methods of working, 

whilst trying to grow and improve the level of customer service and customer 

centrality. The challenge is how to combine the changing needs of the workers 

and the increasing demand of the customers in a way that won’t result negatively 

either on the employee’s well-being or on the level of customer service.  

 

Keeping the customer service level high and allowing more flexibility of work for 

the employees at the same time, calls for good leadership skills from the manag-

ers and self-driven attitude from the employees. The achievement of these de-

pends on the level of mutual understanding of the shared objectives and rules 

between these two parties. 

 

The researcher conducted two online surveys for the commissioner’s employees 

and managers. The surveys included open questions of work environment, and 
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the concepts of flexible work and self-management. The study found, that the 

parties seem to have rather coherent understanding of the changes that are hap-

pening in the work environment, and they both seem to stand for more flexible 

work. Majority of the respondents also had quite positive attitude towards change 

in general. The researcher also used a method of observation and attended to 

meetings in which the commissioner’s employees discussed about the potential 

changes that could be made to move towards more flexible work community. 

 

The research found that in terms of mutual understanding, there are areas of 

development that could be improved. The employees didn’t feel supported or 

guided enough to move towards more self-organized work environment, and ac-

cording to the answers, the managers didn’t recognize that. Some of the man-

ager-respondents found their employees as quite self-driven workers already but 

hoped for improvement on that attitude. The employee-respondents on the other 

hand, didn’t feel like they were encouraged to manage their own work the way 

the wanted to, but were given orders from above. Both groups of respondents 

agreed on the fact that if the level of flexibility in the work environment would 

improve and the employees were given more control over their work, the well-

being of the employees, the level of commitment and motivation, the employer 

brand and the willingness to work would improve as well. Committing to put in 

thought and effort in ways that guarantee continuous development and coaction 

is also needed from the parties. This eventually, would lead to better mutual un-

derstanding and trust, improved performance and efficiency and more satisfied 

groups of workers. 

 

The challenge is how to develop the interaction and communication between 

managers and employees in ways that would take these concerns into account. 

As a conclusion the research found that the managers should support and moti-

vate the workers to develop their skills more proactively and in advance, in a way 

that made the employees feel like they are encouraged to work more inde-

pendently. The employees should develop ways or tools of managing their work 

more self-drivenly and promote open conversation within the work community. 

The compositions of the teams could be re-created to improve the team’s internal 

self-orientation skills and the teams should get more training on developing these 
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skills. Trust, courage and openness are the keywords towards more flexible and 

self-driven culture of work. 

The objective of this thesis was to find out the employee’s and managers’ hopes 

and expectations on flexible work and self-management in a changing work en-

vironment. The goal was to provide information, that would improve mutual un-

derstanding between these two parties and be helpful for the commissioner to 

use in the future when implementing flexible ways of working in a larger scale.  

 

As mentioned earlier, the research failed to collect as much data from the re-

spondents as the researcher had hoped for (because not everyone returned the 

surveys) but still, the received answers were profound enough to generate con-

clusions and recommendations for the research problem. The answers were de-

tailed and included a lot of thought. It seemed like majority of the respondents 

were really motivated to answer the survey and wanted to bring forth their 

thoughts, ideas and opinions. It showed, that the general atmosphere towards 

change is positive. 

 

The research managed to find out the similarities and differences between the 

employees’ and managers’ thoughts and expectations towards flexible work and 

self-management and therefore succeeded to provide information that is likely to 

improve mutual understanding and support the process of implementing flexible 

work and developing self-management. 

 

Relying on the theoretical framework, the research also managed to find com-

monly used methods of improving self-management at work. These methods can 

easily be incorporated with employee training and skill development in the com-

missioner’s organization.  

 

 

5.1.1 Recommendations 

 

This part of the thesis is a recapitulation of the research outcome and is based 

mainly on the theoretical framework but from the perspective of the survey re-

sults. The aim was to provide recommendations that according to the survey re-

sponses could be beneficial for the commissioner when planning on employee’s 
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self-management-practices and trainings. It also provides a thorough base for 

improving communication between employees and managers and for further ex-

amining these issues. 

As previously discussed, the commissioner is implementing more flexible working 

methods to its employees. This study was conducted to examine the hopes and 

expectations the employees and managers had towards the subject. Based on 

the research outcome the researcher is able to point out some matters that could 

be taken into account during the implementation process.  

 

According to Dr. Wheatly’s article (2017) “greater levels of control over work tasks 

and schedule have the potential to generate significant benefits for the employee, 

which has found to be evident in the reported well-being. The positive effects 

associated with informal flexibility and working at home, offer further support to 

the suggestion, that schedule control is highly valued and important to employees 

enjoying work”. The online survey found that the commissioner’s employees were 

looking forward of having more flexible ways of doing work and addressed that 

there’s an urgent need for these adjustments. Implementing flexible work to the 

commissioner’s workplace is very much likely to improve the employee experi-

ence to great extent. 

 

A study conducted by Standorf University Economics Professor Bloom (2013) 

found that working from home improves performance and even allowing people 

to have that choice generated a great effect on it. The survey responses showed 

that the commissioner’s employees and managers both saw potential and possi-

bilities in expanding telework opportunities to all of the workers. Therefore, intro-

ducing telework to the commissioner’s employees would probably increase em-

ployee satisfaction and individuals’ performances if there were clear ground rules 

and boundaries for it. 

 

Implementing flexible work and telework into environment that has been following 

more traditional procedures and policies for years calls for trust, commitment, 

open mindset and change in attitudes. This process might slightly differ from the 

standard change management framework and requires a lot of actions that can’t 

be measured in short term, because measuring organizational performance does 

not show the success of people side of the change right away. Though these 
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changes will show on the organizational performance in the long term if the im-

plementation of flexible work succeeded.  

 

Measuring individual performance is more closely linked with the process of im-

plementing flexible work and improving self-management and could consist of 

satisfactory surveys, observations of work and behavioral change, adoption met-

rics and employee feedback, but since the nature of the process is about giving 

more freedom to the employees the actions shouldn’t create an atmosphere of 

increased surveillance or control. 

 

Brubaker (2018) stated that practices of self-awareness (for example in team 

meetings) can improve the development of employees’ self-management skills. 

The thing is, that developing self-management skills and especially the tendency 

to become self-driven, requires a lot of supportive actions from managers which 

are less about setting personal goals and deadlines and giving feedback from 

past performance, but more of motivating and supporting the process in advance 

and in its early stage through actions that again, can’t be measured short term. 

Asking and giving feedback to each other is an important part of the process as 

well. (Brubaker, 2018) 

 

Chapter 3.4. introduced the “Vincit case” (Martela & Jarenko 2017, 288-295). Vin-

cit has designed a platform called LaaS – “Leading as a Service”. The platform 

helps managers to focus on the individual needs of employees more sufficiently 

by providing different “services” of leadership to the employees. The LaaS-plat-

form introduces four areas from which the employee could choose services from. 

As discussed in the chapter 3.4 the four areas were wellbeing, substance training, 

career and business activities. Their workers were reminded to log in to the plat-

form every three months to tell if they needed any of these services. The employ-

ees also had the opportunity to answer “no”, if they felt like they didn’t need any 

guidance at the time. The point was that the employees had a possibility to get 

the help if they needed by creating this tool with an especially low threshold for 

asking it. This kind of thinking could also be adapted to the commissioner’s or-

ganization. The managers could find out more frequently (for example through 

surveys) the needs and aspirations the employers had and then react to those 
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needs accordingly. If these needs only arise in formal development conversa-

tions, they might easily be forgotten.  Consistency and frequency are essential in 

measuring and developing the workers’ performances short term and especially 

during change. It allows the managers to respond fast to the employees’ needs 

and adjust the plans if it was needed.  

 

As discussed earlier, the self-determination theory (Deci & Ryan, 2000) differen-

tiates the concept of goal-directed behavior. It separates motivation into two: in-

trinsic and extrinsic. Intrinsic motivation has to do with activities that people do 

naturally and spontaneously and have an internal tendency to move towards 

when they feel free to follow their interests. Extrinsic motivation is something that 

is affected on through rewards, but it can also be activated through threats. Past 

research has shown, that “events such surveillance, evaluation and deadlines 

often led to the undermining of intrinsic motivation, presumably because they also 

prompted a shift toward a more external perceived locus of causality. In contrast, 

providing choice and acknowledging people’s inner experience prompted more 

of intrinsic motivation, and augmented people’s confidence in their performance.” 

(Deci & Ryan 2000) 

 

Flexible work is usually introduced by increasing the level of autonomy within 

teams and employees. It allows more freedom to plan the day more inde-

pendently and to become self-driven, which is something that derives from intrin-

sic motivation. As already mentioned intrinsic motivation can be affected through 

extrinsic motivation and especially in this case the actions should be encouraging 

instead of threatening. According to the research survey the employee-respond-

ents felt like they weren’t enough encouraged to become more self-driven. This 

supports the fact that the extrinsic motivational activities should be more positive 

when it comes to increasing self-drivennes. These three characteristics should 

be taken into consideration when planning the extrinsic motivational activities 

(Deci & Ryan 2011): 

 

1. Competence – “The need to experience our behaviors as effectively enacted, 

to feel like we’ve done a good job” 

 

> motivating, encouragement, leading by example 
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2. Autonomy – “The need to experience behavior as voluntary and reflectively 

self-endorsed, to feel like we have control on what we do” 

 

> less control and surveillance, more trust and supportive actions 

 

3. Relatedness – “The need to interact, be connected to, and experience caring 

for others, to have meaningful relationships and interactions with other people. 

 

> daily conversations, being interested in how the employee is doing instead of 

how the employee is performing 

 

Due to the fact that the key element to succeed in the implementation of flexible 

work is trust, all of the actions require teamwork and allowing all parties to partic-

ipate to the decision-making processes. The commissioner is already involving 

some groups of employees to the process, which is a good start for the imple-

mentation. In best case scenario, it allows the employees to feel like they had a 

possibility to have a word on the new rules and adjustments and they probably 

understand the reasons behind the decisions more deeply.  

 

In addition, there’s a lot of other methods that could be adapted to continuously 

support the process of change.  Job Characteristics Inventory survey (appendice 

3.) provides an outlook on how the employees experience their work before, dur-

ing and after the change (if conducted continuously). JCI surveys helps the man-

agers to see the situation at its current state and allows to compare the results if 

the survey was done repeatedly. (Vartiainen 1994, 164-170) 

 

As already mentioned, self-management can be improved through multiple meth-

ods and it calls for support and guidance from managers (Uusitalo 2018). Still, 

the employee alone is eventually responsible for taking the actions towards these 

improvements. The survey responses showed, that the employees used tools like 

Microsoft Excel and Outlook to track their day and make sure they knew what the 

daily goals were and how they were doing. In addition to these tools, self-man-

agement can be improved in many other ways as well. 
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According to the theory, it is essential that the employees take good care of their 

wellbeing in general to become better in self-management. Self-confidence, 

stress management skills, time management and organizational skills and self-

motivation are all areas which require attention and self-awareness from the em-

ployee (businessphrases.net). The research also introduced things that require 

attention but zero talent in terms of improving one’s performance: work ethic, be-

ing on time, being optimistic, being prepared and encouraging, putting in effort 

and doing extra. Practices of self-awareness can also help to understand em-

ployee’s strengths and weaknesses. 

 

The study conducted by Mamia & Melin (2006, 81-95) found, that the more teams 

have authority, the better the teams are likely to perform and work together. The 

team’s internal autonomy is essential when it comes to succeeding. The employ-

ees felt like they could handle the work load more effectively if they got to decide 

how the work was executed in daily bases. An individual’s work in the commis-

sioner’s organization is depending on the colleague’s performances, and there-

fore it is important for the teams to create clear rules and conditions in an atmos-

phere of trust and openness. According to the managers’ and employees’ survey 

responses, the compositions of the current teams could be re-created into smaller 

groups or cells, which would still have enough of multi-skilled workers to execute 

the work from start to finish. 

 

According to Uusitalo (2018) the development of self-management calls for mo-

tivating and supporting the employees and above all else, it requires time. When 

the organizational values and goals are crystal clear to everyone, the teams are 

one step closer to succeed. In the survey, the managers and the employees 

agreed on the fact that a manager’s role in a self-oriented organization should 

include actions to support, guide, and motivate the employees, to give feedback 

and to be present for the employees, which requires a lot of work from one per-

son. Currently, the managers also surveil, track and observe the work of their 

employees. Observation in its best state allows the person to identify the 

strengths and weaknesses of an employee and creates a moment for discussion 

on the things the employee might wish to work on. Based on these factors, the 

employee could be able to have a personal development plan in which the person 

who completed the observation and the employee together could come up with 
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ways and tools and sub-goals the employee could utilize to improve and to move 

towards growth and bigger objectives.  

 

Creating a new role into the teams, could free more time for the managers to 

focus on the supportive side of things. A team could for example introduce a role 

of a “team coach”, “tribe guide”, or “team mentor” to do the observations and to 

stay on track of how the team members are doing and how the team is perform-

ing. The person could be chosen from the team members and the role would not 

be permanent but could be passed to another member of the team for example 

in every four to six months or so. The itinerant role could potentially improve in-

teraction within the team and improve understanding of the team’s internal skills, 

which would potentially allow the team members to share information with each 

other more efficiently.  

 

Finally, to somehow measure the development of self-drivennes, it could be 

added to the employee’s annual performance card as one measurable factor 

through which the employee could have an impact on the reward that’s been paid 

every year. It could work as an extrinsic motivator (Deci & Ryan 2000) but could 

also change attitudes towards the card in general and allow the employee to bet-

ter understand the expectations of not being just productive but being self-driven 

- which eventually would lead to increased productiveness and more self-oriented 

organization.  

 

 

5.2 Personal learning experience 

 

A qualitative research process demands a lot of work from the researcher. It re-

quires hours of examining, reading, writing and deliberation. The researcher 

found that especially the field notes were an essential part of the research pro-

cess and helped to construe the results. The notes included memos from different 

parts of the process (especially during the observations) and ensured that the 

conclusions were created through diverse sources. The analyzing process took 

a lot longer than the researcher had expected, due to the massive amount of 

unorganized data. It required a lot of re-reading the surveys and going back to 
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the theory. Also, the written output had to be read through multiple times to make 

sure the topics were not described unilaterally. 

 

The whole experience of planning the research, designing the surveys, collecting 

the data and analyzing the results was an interesting and instructive journey. Not 

only the research topic itself was intriguing to the researcher in the first place, but 

it also provided a lot of new information and different aspects concerning the sub-

ject. It also encouraged to further investigate the researcher’s own skills of self-

management and assumptions on flexible work and inspired to utilize the learn-

ings in real life. The process also enhanced the researcher’s professional exper-

tise and gave new perspectives to the goals (and sub-goals) the researcher 

wishes to accomplish in her career. 

 

In addition to the research content and results which allowed to obtain practical 

knowledge, the researcher gained a lot more information on research processes 

in general. Through the surveys and the interpretation of the results, the re-

searcher found out what kind of questions worked best for the qualitative research 

and on the other hand, which questions could have been formed slightly differ-

ently to possibly bring forth “better” answers. If the researcher wasn’t working for 

the commissioner, the chosen data collection method would have probably been 

interviews. The interviews would have allowed the possibility to re-frame some 

questions and ask additional questions to create even deeper understanding of 

the respondents’ thoughts. But still, the researcher was convinced that in this 

case the anonymity through the surveys better enabled more truthful and honest 

answers, since the respondents were colleagues to the researcher. 

 

Considering the amount of collected data and the time range of the research pro-

cess, the researcher was satisfied with the research outcome. Though there 

could have been more respondents to the survey to improve the reliability of the 

research, the outcome can still be considered as a thorough description and as 

a profound solution to the research problem.  



77 

 

REFERENCES 

 
Vartiainen, M. 1994. Työn muutoksen työvälineet. Tammer-Paino. 
 
Bloom, N., Liang, J., Roberts, J & Zhichun, J. 2013. Does working from home 
work? Evidence from a Chinese experiment. Read on 15.4.2019 
https://nbloom.people.stanford.edu/sites/g/files/sbiybj4746/f/wfh.pdf  
 
Baptist, C. & Barbara, B. 2015. Qualitative Comparative Analysis – A Rigorous 
Qualitative Method for Assessing Impact. Read on 18.4.2019 
http://www.coffey.com/assets/Ingenuity/Qualitative-Comparative-Analysis-June-
2015.pdf  
 
Seuri, M., Iloranta, K. & Räsänen, K. 2011. Kumppanina työterveyshuolto. 
Helsinki: Tietosanoma Oy. 
 
Mamia, T. & Melin, H. 2006. Kenen ehdoilla työ joustaa? Johtajien ja 
henkilöstön näkökulmia. Työministeriö. 
 
Tannen, D. Discourse Analysis – What speakers do in Conversation. Linguistic 
Society of America. Read on 24.42019 
https://www.linguisticsociety.org/resource/discourse-analysis-what-speakers-do-
conversation 
 
The net result – Report of the National Working Party for Social Inclusion. 1997. 
IBM Community Development Foundation. Read on 17.4.2019 
https://files.eric.ed.gov/fulltext/ED433009.pdf 
 
Mäkisalo, M. 2004. Yhdessä onnistumme. Opas työyhteisön kehittämiseen ja 
hyvinvointiin. Tammi. 

Outlook of the Ministry of Economic Affairs and Employment on the Finnish La-
bour Market. 2019. Publications of Ministry of Economic Affairs and Employ-
ment of Finland. Read on 20.4.2019 http://julkaisut.valtioneuvosto.fi/bit-
stream/handle/10024/161398/TEM_4_2019_TEM_näkemys_Suomen_työmark-
kinoista.pdf 

Metsämuuronen, J. 2008. Laadullisen tutkimuksen perusteet. Gummerus. 

van den Brink, M. 2015. Muuntuvat ihmiset ja organisaatio. Kirjokanta Oy. 

Kazi, S. Aivot kaipaavat uutta elämän ja työnteon mallia. 2018. Aamulehti. 

Hirsjärvi, S., Remes, P. & Sajavaara, P. 1997. Tutki ja kirjoita. 
Kustannusosakeyhtiö Tammi. 

Job Hopping: Do the Benefits Outweigh the Negatives? People Corner Market-
ing Team, 2016. Read on 2.5.2019 http://people-corner.com/job-hopping-do-
the-benefits-outweigh-the-negatives/ 



78 

 

Mäkirintala, E. 2011. Luova ote huippusuoritukseen. Talentum. 

Nuutinen, V. 2017. Uusi työväki. Into Kustannus. 

Olsen, W. Qualitative Comparative Analysis. The University of Manchester. 
Read on 3.5.2019 https://www.methods.manchester.ac.uk/themes/case-stud-
ies/qualitative-comparative-analysis/  

Sincero, S. Online surveys. Explorable.com Read on 3.5.2019 https://explora-
ble.com/online-surveys 

Brubaker, K. 2018. Self-Management Strategies for your employees. Bizli-
brary.com, Read on 3.5.2019 https://www.bizlibrary.com/article/self-manage-
ment-strategies-for-employees/ 

Julkunen, R. & Nätti, J. 1994. Joustavaan työaikaan vai työajan uusjakoon? 
Gummerus. 

Hanson, R. 2016. The age of Em. Oxford University Press. 

Seppälä R. 2018. Itseohjautuvuus ei ole joko tai. Read on 5.5.2019 https://si-
tomo.fi/blog/itseohjautuvuus-ei-ole-joko-tai/ 

Uusitalo, J. 2018. Itseohjautuva työympäristö vaatii loistavan johtajan. Read on 
5.5.2019 https://sitomo.fi/vieraskynailyt/itseohjautuva-tyoymparisto-vaatii-loista-
van-johtajan/ 

Kauhanen, A. 2016. The Future of Work: Challenges for Men and Women. The 
Research Institute of the Finnish Economy. Read on 6.5.2019 
https://www.etla.fi/julkaisut/the-future-of-work-challenges-for-men-and-women/ 

Deci, E. & Ryan, R. 2000. The “What” and “Why” of Goal Pursuits: Human Needs 
and the Self-Determination of Behavior. Read on 10.5.2019 https://www.re-
searchgate.net/publication/216743170_The_What_and_Why_of_Goal_Pur-
suits_Human_Needs_and_the_Self-Determination_of_Behavior 

Martela, F. & Jarenko, K. 2017. Itseohjautuvuus. Miten organisoitua 
tulevaisuudessa? Alma Talent. 

Dudovskiy, J. 2018. Research Methodology. Read on 14.5.2019 https://re-
search-methodology.net/research-methodology/reliability-validity-and-repeata-
bility/ 

 



79 

 

APPENDICES 

Appendice 1. The employee survey 
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Appendice 2. The manager survey 
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Appendice 3. The Job Characteristics Inventory questions in English 

In every process of change, it is important to understand the situation in its cur-

rent state. The Job characteristics index includes series of questions on charac-

teristics of the respondent’s current job. In the Finnish version of the survey the 

answer options are scaled from 1 to 7 (1 = very little, 4 = average/averagely 

common and 7= very much/ very common). The survey is a good base for cre-

ating a general view of a current situation in a work community. As an example, 

here’s a list of JCI-survey questions (translated in English from the book of ref-

erence (Vartiainen, 1994. 158-166): 
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Appendice 4. The Job Characteristics Inventory questions in Finnish 

Jokaisen muutosprosessin edessä on tärkeää tunnistaa ne tekijät, joista 

nykyinen tilanne koostuu. JCI-kysely sisältää listan kysymyksiä vastaajan työn 

nykytilasta. Kyselyn suomalaisessa versiossa vastausvaihtoehdot on pisteytetty 

asteikolla 1-7 (1=hyvin vähän, 4=kohtalaisesti/kohtalaisen tavallista ja 7=hyvin 

paljon/erittäin tavallista). Kysely on hyvä pohja nykytilan tunnistamiseen ja 

tuottaa hyödyllistä tietoa jatkotutkimuksiin ja kehittämissuunnitelmiin. Alla 

esimerkki tutkimuksen kysymyksistä (Vartiainen, 1994. 158-166):  
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