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The purpose of this study is to describe the development of well-being at work between 
2001 and 2010 in a case-setting. The purpose is reached by means of a literature review on 
changes in Finnish working life, a theoretical framework and the empirical data. Changes in 
the Finnish working life are studied as a context of the study, helping the reader to 
understand the main changes that have taken place in the past two decades. The theoretical 
framework of the context of well-being at work is constructed through concept analysis, 
concentrating on previous literature in the field. In the empirical part, the well-being in a 
case company is studied through survey data and annual reports of the company. The entire 
organisation is studied as well as an individual department in it. The empirical data is 
analysed using several methods such as descriptive statistics and content analysis. The 
well-being at work survey applied in the case company is also studied in more detail, 
reflecting the content to the framework of well-being at work that has been constructed. 
This analysis is conducted to study what aspects of well-being at work the items of the 
questionnaire relate to and to suggest how the questionnaire could be developed. 
 
Well-being in the case company reflects the changes that have occurred in Finnish working 
life. For example, at the same time as the employees in general expect more possibilities to 
influence matters that concern them in the workplace, the survey results show that 
opportunities to participate have declined. Several mean values in the survey have declined 
towards the end of the period of review, which may be due to the changing employee 
expectations and changes that have taken place both inside and outside of the organisation 
in this period. A special finding is that the mean values of the items measuring managerial 
work developed to the opposite direction compared to the other sets of items of the 
questionnaire.  
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1 INTRODUCTION 

 

 

1.1 Introduction to the topic 
 
In this thesis, well-being at work is studied in a case context, through first explaining 

changes in Finnish working life, consequently constructing a framework of the context of 

well-being at work on the base of previous studies and finally applying this knowledge to 

the case of a Finnish industrial company. Well-being at work is a very important and 

topical issue to the Finnish society, due to the aging workforce and the need to extend 

careers to balance the national economy. In Finland, approximately 28.000 individuals 

retire on a disability pension every year. The high number of disability pensions results in 

substantial expenses for both companies and the Finnish society, and mental disorders are 

the biggest item of expenditure. (Kauhanen 2010, 199; Pensola, Gould & Polvinen 2010, 

11). In addition, the supply of labour is estimated to decline till 2030, which sets further 

challenges on balancing the national economy in the future (Alasoini 2010, 11). On a 

societal level, well-being at work can be regarded as a tool for extending careers, reducing 

disability pensions and absenteeism and thus increasing productivity. This is probably why 

increasing well-being at work has recently been on the agenda of several decision-makers. 

(See e.g. Ministry of social affairs and health–Työhyvinvointi-seminaarikiertue jatkuu 

01.05.2011: Uusia toimintamalleja työelämään; Ministeri Risikko: Työhyvinvointi on 

hyvän työelämän tunnus.) 

 

Well-being at work has also become an important issue in most books and articles 

concerning human resources management (Danna & Griffin 1999, 357). In addition to the 

importance of a company staying familiar with the most recent technological innovations 

and changes in its competitive environment, the real challenge in today’s world is how to 

maintain a skilled, eager and healthy workforce (Suutarinen 2010, 11). A healthy 

organisation attains and retains skilled workers. The employees have more positive 

attitudes toward organisations, which they perceive to provide benefits to promote the 
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health and well-being of individuals (Amos & Weathington 2008, 625.) Employee well-

being has been found to affect the organisational performance, turnover, and productivity 

(Baptiste 2008; Otala & Ahonen 2005, 51–52). It has also been studied to increase client 

satisfaction, employee retention and employee health and happiness. Well-being at work is 

the competitive weapon which contributes to stable profit growth and people who feel well 

will continue to work and generate profit in the future. (Otala & Ahonen 2005, 72.)  

 

There has recently been a lot of discussion in the public media concerning lack of well-

being at work. In the field of study, studies on lack of well-being at work have been 

dominating. Traditionally, well-being at work has been regarded as the non-existence 

symptoms of stress and strain (Kinnunen & Feldt 2005, 13). Recently, a more positive view 

of well-being at work has emerged in line with the positive psychology. This positive 

viewpoint of the subject, in contrary to the pre-existing viewpoint, focuses on how to 

improve well-being, considering it more than an outcome of the nonexistence of stress and 

strain. (Bakker, Schaufeli, Leiter and Taris 2008, 187–188).  

 

Working life has changed a lot in Finland in recent decades and the traditional physical 

work has been superseded by knowledge work (Suutarinen & Vesterinen 2010, 9; Otala & 

Ahonen 2005, 11; 54–61). The nature of work has undergone radical transformations in 

recent decades. The introduction of new technologies, globalization and the increased level 

of education have changed both the society and work itself. There is a great number of 

workers with different backgrounds and expectations in the Finnish labour market. The 

number of knowledge workers has grown constantly, and the nature of knowledge work is 

distinct from traditional manual work (Gall 2007, 101; Martin 2007, 19; Pyöriä et al. 2005, 

80). These changes in Finnish working life have set new requirements on well-being 

(Vartiainen & Hyrkkänen 2009; Otala & Ahonen 2005, 54).  

 

Our personal interest in the topic was aroused through an extensive empirical data that we 

had the opportunity to study. The empirical data is valuable, because it is collected during a 

long period of time. It enables longitudinal study about changes in well-being at work in 

the past ten years. There is a lack of longitudinal studies in the field and several studies of 
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well-being at work tap only small components of the entity. Furthermore, the interest was 

sustained and strengthened during the research process, when we realised, that well-being 

has important implications for society in general, for organisations and for the individuals 

in it. This thesis is written on assignment for a company that has recently gone through both 

internal changes and suffered from the financial crisis, loosing several of its key employees. 

Well-being at work in the case company is studied on the organisational level at large and 

department-specific, studying the well-being of the company’s research and development 

(R&D) department. Studying the topic is important for the company to build a strong base 

for future development.  

 

1.2 Purpose of the research and the research question 

 
The purpose of this study is to describe the development of well-being at work between 

2001 and 2010 in a case-setting. This is done through a literature review on changes in 

Finnish working life, a theoretical framework of the context of well-being at work and an 

analysis of empirical data consisting of survey data and annual reports of the company. 

Well-being at work is traditionally studied focusing on a specific part of it, such as work-

related stress, work capability or job satisfaction. In this thesis, an overview of the context 

of well-being at work is presented in order to understand the extensive empirical data.   

 

We have determined a research question and a sub-question with the help of which we 

aspire to achieve the abovementioned purpose of this study. 

● What is well-being at work and how has it changed during the period of 2001–2010 

in the case company and in its R&D department? 

○ What aspects of the well-being at work does the questionnaire used in the 

company’s survey examine and how could it be improved? 

 

These research questions are first studied from the standpoint of previous research in the 

field after which they are studied empirically by means of a case company.   
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1.3 Methodology  
 

Research is often divided into two main categories, either of quantitative or qualitative 

nature. According to Currall and Towler (2003), in management and organisation studies 

there is a rich diversity of both quantitative and qualitative methodology. This is beneficial 

since management and organisational studies are strongly influenced by other social 

science subjects such as sociology, anthropology, sociology, economics and political 

science. (Currall & Towler 2003.) A rough categorization of quantitative and qualitative 

research methods is that the quantitative method is about numbers and the qualitative about 

words. Gummesson (2006) states, that quantitative study is unable to address complexity, 

while the qualitative method enables a research to address the complexity, context, persona 

and their complex relationship (Gummesson 2006.) However, the dichotomy of quantitative 

versus qualitative methods has lately been a subject of critique and some have argued that 

the field of research should not be considered black and white. In the field of research, 

mixing methods and taking interdisciplinary premises for study have recently been 

accepted, even recommended (Kakkuri-Knuutila 2009; Hakala 2001, 10). Gummesson 

suggests that since management and organisational studies are still a young discipline, 

every researcher should choose a combination of scientific tools that best suit their 

personality (Gummesson 2006, 175). In this thesis, several methods are applied, and the 

thesis has both qualitative and quantitative aspects.  

 

The context part of the study is constructed through a literature review. In the literature 

review, the most recent and topical books and articles have been read in order to be able to 

get a summarized view of the changes that have taken place in Finnish working life in the 

recent decades. All the literature included in this part has been written in the 21st century. 

The theoretical part of this study is constructed through a concept analytical approach. 

Concept analysis as a method refers to framework construction, on the basis of existing 

theory and creative thinking. Concept analysis is descriptive and theoretical. (Neilimo & 

Näsi 1980.) In this thesis, we apply Rodgers’ seven phase approach to concept analysis. 

The method is presented in detail in chapter 3.1. The empirical part consists of a 

considerable volume of data. Due to this, we have applied several methods of analysis. The 
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methods applied in the empirical part of the study are content analysis and statistics. 

Content analysis is applied in several sections of the empirical part, for example, in 

classifying the free form feedback by themes, and analysing the questionnaire itself. For a 

more descriptive presentation of the methods applied in the empirical part, see chapter 4.1.  

 

1.4 Research process 
  

The research seminar started in autumn 2010 and at that point neither one of us had a 

precise view of a subject to study. Both of us reported our interest in a topic relating to 

human resources. Very soon we were offered the opportunity to participate in a project in 

collaboration with a Finnish industrial enterprise, together with two Professors supervising 

our theses. During the process of familiarizing ourselves with the empirical material, our 

research topic became clearer and our topics of interest were so similar that ultimately we 

decided to make a joint thesis. This was accepted by the company in question and our 

supervising Professors. During the research process, we found the decision to make a joint 

thesis valuable. Discussing about themes related to the thesis brought us a more profound 

understanding about the field of study. We had several meetings with our supervisors and 

contact persons, the representatives from the company’s human resources. In these 

meetings we discussed the progress of the thesis process in addition to presenting reports 

on the preliminary data analysis. In the meetings the subject of study was clarified and the 

company representatives had the opportunity to propose themes that were current in the 

company. 

  

Our research process started at the end of September 2010 with collecting, familiarizing 

ourselves with and analysing the data available. We had access to a large number of 

internal data and one of our biggest challenges was to decide what to concentrate on. This 

phase extended itself to the beginning of 2011, whilst we also accumulated a general 

understanding of both the company in question and the literature relating to our topic. In the 

analysis phase we first analysed data from the period of 1991–2007. During the analysis, 

we discovered that the survey results from the 1990s were collected using different 

measures than the data from 2001 onwards, and the raw data was not available. Thus a 
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decision was made to concentrate on a period starting from 2001 and to include the most 

recent survey results of 2010 into the scope of the study. 

 

In the beginning of 2011, we acquainted ourselves with the company’s annual reports 

ranging back to 1995. We laid specific attention on the financial indicators, letters of the 

president and human resource practices to get an overview of the company’s annual 

development. We also deepened our knowledge about the company in question by 

participating in an orientation day directed to newly hired employees. The orientation day 

included presentations of the company’s remuneration policy, recreational services and 

organisation structure. In addition, we visited the factory to get a better understanding of 

the products and the work tasks in the company. Taking part of the orientation day, factory 

tour and internal meetings helped us to understand the case company’s operations, internal 

procedures and environment. In addition, we had the opportunity to participate in the 

research and development department’s well-being at work meeting where the latest survey 

results were presented. As a result, the R&D department was chosen as a special case for 

this study, due to its unique nature and the recent challenges faced in the department.  

 

We decided to study the changes in Finnish working life in the past two decades in order to 

understand the context of our empirical study. The process continued by deepening our 

understanding in well-being at work by reading academic journals and literature to get a 

clear image of the concept. This required a profound concept analysis and literature review. 

The results of the literature review culminated in a framework of the context of well-being 

at work. After the theoretical framework was completed and written down, we went back to 

further analysing the empirical data. At this point we also studied the content of the well-

being at work survey through a theory lens, to find out which subjects of well-being were 

encountered in the questionnaire. When the theoretical and empirical parts were completed, 

we realised that with these parts united we were able to achieve the purpose and to answer 

the research questions of the thesis. 
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Figure 1 Research process 
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1.5 Structure of the study 

 
The thesis consists of five entities that are the introduction, the description of the context, 

the theoretical and empirical part and the conclusions. In the introduction, the topic is 

briefly introduced, as are the backgrounds, the research process and the methodology of 

study. In addition, the purpose of the study and the research questions are presented. After 

the introduction, the context of the study is presented. In this part, changes in Finnish 

working life in recent decades that have set challenges on well-being at work are discussed. 

After this, a profound literature review is presented in order to get an overall picture of the 

field of well-being at work. This literature review is an important base for understanding 

the empirical part of our study. At the end of the theory chapter, a conceptual framework 

about the field of well-being at work is introduced, and which is constructed as a 

conclusion of the literature review. 

 

In the empirical part, the data is described and the methods of analysis are clarified. 

Subsequently, the questionnaire used is presented. Next, annual changes in the well-being 

at work in the case company are discussed, also presenting the development of the 

company in general. Next, changes that have gone through in the 26 comparable statements 

and the questionnaire of 2010 are studied in more detail. After this, the well-being at work 

of a special case, the research and development department is presented and compared to 

the results of the entire company. The questionnaire of 2010 is analysed from a theoretical 

point of view, with the purpose of describing the content of the questionnaire. The results 

of the empirical study are discussed in chapter 4.7, and in this chapter, the empirical results 

are also connected to the theoretical framework of this study. Finally, the thesis is 

concluded with discussion about the contribution of the research, the managerial 

implications, evaluation of the study and suggestions for future research. 
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2 CHANGES IN FINNISH WORKING LIFE IN RECENT 
DECADES 
 

 

The purpose of this chapter is to take a look at the changes that have occurred in Finnish 

working life in recent decades to give the reader an understanding of the context of the 

study. This context is built through a literature review of several academic articles and 

books written in the 21st century. The context serves as a good background for 

understanding the changes that have taken place in the results of a well-being at work 

survey conducted in a case company. First, some changes in workers are presented. 

Subsequently, the transformations are discussed from the point of view of the changing 

professions and the workers’ attitudes towards salary-based work. In addition, changes in 

organising work are discussed and the chapter is concluded by presenting changes in 

competence requirements. These changes in Finnish working life have set new 

requirements on well-being and are hence discussed here (Vartiainen & Hyrkkänen 2009; 

Otala & Ahonen 2005, 54). 

 

2.1 Changes in workers 
 

According to Järvensivu (2010), there are three different generations in the Finnish labour 

market. The oldest generation was born between the 1940s and 1950s. This generation 

entered the labour force in the early 1970s. At that time, the average age of wage and salary 

earners was relatively low: most workers had just a basic level of education and almost half 

of the workers worked in blue-collar occupations. (Järvensivu 2010, 165–174.) This 

generation has lived during the time of rapid economic growth, depression, urbanization 

and globalization. (Alasoini 2010, 13.) The members of this generation will soon retire and 

the challenge for companies is to get these people to transfer their tacit knowledge to the 

younger age group in working life. The oldest generation usually feels that working life has 

changed dramatically and work has become ambiguous because tasks have become 

extremely fragmented. (Järvensivu 2010, 165–174.) 
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The second generation is called the generation X. This generation is commonly 

characterized in literature as the generation of those born between the 1960s and the early 

1980s and as children of the baby boomers. The generation X is more pessimistic than the 

previous generation because they lived their childhood during the time of rapid growth but 

entered the labour market during the depression. Some of the individuals of the generation 

are still paying off loans from this period of time. (Alasoini 2010, 13.)  

 

At the moment, Finnish working life is going through a change of generation. The youngest 

generation in working life is called the generation Y (Järvensivu, 2010) or the millennium 

generation. Representatives of the generation Y expect their work to have significance. 

They also seek for good opportunities to be a part of decision-making and to affect their 

work environment. In addition, the newest generation appreciates a workplace that has a 

good image and atmosphere. (Pantzar & Halava 2010.) At present, wage earners are clearly 

older when entering the labour market than before, but also considerably better educated 

than they were twenty years ago (Järvensivu 2010). 

 

New generations and people from different countries bring diversity and new viewpoints to 

the labour market. According to EVA’s1 report, the supply of labour is estimated to decline 

until 2030. While the generation is changing, Finland receives increasing numbers of 

foreign immigrants. (Heikkilä & Pikkarainen 2008.) This is a relatively new phenomenon 

in Finnish society and working life, and therefore, learning to understand and to respect 

differences is a major challenge for the people in Finnish working life. According to an 

attitude survey conducted by Jaakkola (2005), immigrants and other foreigners do not 

always feel that they are treated equally when they search for jobs, try to find their place in 

the workplace or try to move forward in their career. (Jaakkola 2005, 107–111). 

Fortunately, the trend in the attitudes towards immigrants has been positive. 

 

                                                      
1 EVA is a policy and pro-market think tank financed by the Finnish business community. EVA is a 
discussion forum and networking arena for decision-makers both in business and society. EVA publishes 
reports, organizes debates and publishes policy proposals. (http://www.eva.fi/en/eva/). 
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2.2 Changes in professions 
 

In recent decades Finland has transformed into a salary-based service society and, 

furthermore, a knowledge-based information society (Julkunen 2009, 17–18).  Despite the 

financial crisis of the 1990’s, Finland's economy recovered fairly well, and the country was 

able to reach a high rate of economic growth (Vuorensyrjä & Savolainen 2000, 11–80). The 

economic growth has led to the creation of new jobs. People have been shifted from 

traditional businesses to newer ones and technological progress has helped to raise the 

productivity of labour. Organisations have developed their human resource strategies and 

both the jobs and the people have become more internationally mobile (Djankov, La Porta, 

Lopez de Silane, Shleifer & Botero 2003).  

 

The number of professions within knowledge work has increased dramatically in recent 

decades (Gall 2007, 101; Martin 2007, 19; Pyöriä et al. 2005, 80). There are several 

definitions of knowledge work, in a narrow sense, it could be defined as involving creative 

labour. In a wider sense it encompasses those who handle and distribute information 

(McKercher & Mosco 2007.) As knowledge work has very little or no structure at all, it can 

seldom be standardized or predesigned by others than the actual doers of the work (Pyöriä 

et al. 2005, 98; Amar 2002, 242). According to Pyöriä (2005), the demand for educated 

labour that is capable of handling, synthesizing and creating new knowledge has increased, 

while the amount of space for traditional manual work, susceptible to replacement by 

automation and mechanization, has decreased. The number of professions in the field of 

research and development, consultancy work and other knowledge-based work has 

increased and at the same time, workplaces in the traditional industries have decreased or 

changed into knowledge work. (Pyöriä 2005.)  

 

The education level is rising and people spend more time studying and searching for the job 

they enjoy the most. Some professions have commonly become temporary jobs and provide 

employment for students, helping to pay rent and other living costs until they graduate. 

(Warhust 2008, 76–79.) Because of this, there are through-passage duties and industries in 

working life. This has even become a problem in these service and retail sectors. According 
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to Järvensivu (2010), these sectors suffer from a lack of respect, which leads to a lack of 

expertise and committed people. (Järvensivu 2010, 86–89). 

 

2.3 Changes in attitudes 
 

According to a study conducted by EVA, young people consider leisure more important 

than older workers do and, in proportion, they will even refuse to work overtime if it means 

less time with their families or less pastime. EVA`s study results indicate that one third of 

the 26–55-year-olds hopes to spend less time at work and to dedicate more time to leisure.  

(Haavisto 2010; Pantzar & Halava 2010.)   

 

Non-alignment has recently grown to be a problem in workplaces. To companies, this 

means a high turnover of workers, increasing recruiting and education costs, whereas to 

employees, it means a continuously changing work environment and workmates as well as 

increasing stress and insecurity. (Alasoini 2010.)  According to Lehto (2009), willingness 

to change workplaces or tasks correlates mostly with the employees’ commitment to work. 

Generally, young employees have been reported to have the lowest levels of organisational 

commitment, whereas older employees are reported to have the highest level of 

organisational commitment (Lehto 2009, 128–129.) In knowledge work, the workforce is 

mainly made up of individuals from the generations X and Y (Amar 2002, 43). The 

commitment of members of the generations X and Y will have to be won over by the 

organisations these individuals work in. Winning over their commitment will usually 

require doing it on the employees’ terms and conditions, but will regardless be worthwhile 

for the knowledge organisations (Amar 2002).  

 

People from the generation Y believe that it is their right to enjoy life and the benefits that 

their work brings. According to them, it is not wrong to have no loyalty towards an 

employer (Pantzar & Halava 2010). However, these employees may commit to some 

specific projects very strongly, putting all their efforts into hard work without counting 

working hours or breaks. As compensation, they demand flexibility. Young employees are 

looking for workplaces where they can move from one project, position or department to 
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another. They want to land an employment that gives them the opportunity to continue to 

learn marketable skills and gather experience that will be beneficial them in the future. 

(Järvensivu 2010.)   

 

Downshifting is increasingly popular among employees. Downshifting involves slowing 

down, rather than coming to a complete stop. Some people find it easier than others to 

change the balance of work versus leisure, and accept, if necessary, the need to alter 

spending and consumption levels as a result. Knowledge workers will often have less 

difficulty in switching to self-employed project work than factory workers. (Järvensivu 

2010, 199–223.) 

 

2.4 Changes in organising work 
 

In the past decades, there have been changes in working hours. According to Antila (2005), 

approximately half of the wage earners exceeded their time limit, forcing themselves to 

work to some extent in their leisure time. The more the work includes ideas and innovation, 

the more typical is the unclarity of the boundary between work and private life as well as 

the amount of the unpaid and paid overtime at the workplace. As this concerns especially 

high officials and managers, the boundary between work and private life is in practice often 

blurred. In addition to work, private issues outrun the boundary between work and leisure 

rather often. (Antila 2005, 11–12). 

 

Traditionally, permanent employment contract have been the only secure and desired 

choice. In Finland almost eighty-three per cent of people respect permanent work more than 

temporary work. It is noteworthy that among older workers regular work is more important 

than among young workers. (Haavisto 2010, 44–45.) A fixed term contract has traditionally 

been seen as a temporary solution. Even the language used in social situations indicates that 

a permanent contract is far better than a temporary contract. (Järvensivu 2010, 60.)  

 

Although Lehto and Sutela (2008) argue that the number of contracts made for a specified 

period has decreased during this decade, working life is still often full of short periods. 
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(Lehto & Sutela, 2008). Among the generation Y, the desired employment contract is 

flexible and does not require lifelong commitment. The attitude has changed toward more 

flexible employment contracts, especially among the generation Y. (Pantzar & Halava 

2010, 30.) Furthermore, the generation Y is more of a mosaic of different roles, phases and 

careers. Today study leaves and other educational phases of life fit well into adulthood and 

the working life. An educational phase is a good way to take a break and find something 

new and more interesting. (Pantzar & Halava 2010.) 

 

Working methods have changed dramatically over the past years. The introduction of new 

technologies and processes for communication, collaboration and knowledge exchange has 

considerably changed the work environment and how work is organised. Technology is 

creating a more flexible relationship between workers and their traditional workplace 

because most of the work duties consist of information handling, rather than of physical 

transformation of material. (Blom, Melin & Pyöriä 2001.) Despite this, flexible work 

arrangements have not increased as fast as anticipated because social relations and 

customer contacts in the workplace are considered more important than flexibility in 

organising work (Otala & Jarenko 2005). Traditionally, work has had a beginning and an 

end. Workers have had the opportunity to know what they have accomplished during their 

shift. Hence, everyone has had the opportunity to see the concrete outcomes of one’s work 

and receive direct feedback. Nowadays work has become fragmented. Järvensivu (2010) 

argues that manual workers may spend much time doing things which have previously been 

done by office workers. Instead of innovating and doing their actual work tasks, they spend 

time answering e-mails, arranging meetings and reporting. (Järvensivu 2010, 53–59.)  

 

2.5 Changing competence requirements 
 

As the professions and working methods have changed, requirements of certain professions 

have also changed. From the point of view of the members of working life, the information 

society means continuing reform; formal educational standards have become tighter and 

assignments that require independent decision-making and the ability to solve problems 

without routine have become common. In addition, the information and technology go out 
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of date fast and thus challenge the individual as well as the organisation to continually 

update their know-how (Lehto & Sutela 2008.) In the information society we live in, a 

significant part of work has moved from our hands to our head (Brophy & de Peuter 2007, 

177). In addition, knowledge work is not only related to the technology companies, 

research and development departments or other academic professions but also to the 

dramatic increase of the requirements of know-how of practical professions. (Lehto & 

Sutela 2008; Amar 2002, 242.)   

 

Table 1 presents the differences between ideal-type traditional workers’ and ideal-type 

knowledge workers’ education, skills, the nature of work, organisation and medium of 

work. Less formal education is required from traditional workers than from knowledge 

workers, who commonly have high formal education levels. The tasks of traditional 

workers are well defined, and hence the skills needed are strictly defined. By contrast, the 

tasks of knowledge workers are diverse and the skills transferable. The nature of work for 

traditional workers requires high levels of standardization, and involves working with 

physical outcomes, whereas the outcomes of knowledge work are most often abstract. 

Organising traditional work ranges from bureaucracy to teams, in which roles and positions 

are fixed. Knowledge work, on the contrary, is generally organised with professional 

bureaucracies to self-managing teams, where jobs and tasks circulate. (McKercher & 

Mosco 2007; Pöyriä et al. 2005, Amar 2002) 
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Table 1 The Ideal-Types of Traditional Work and Knowledge Work (Pöyriä, Melin & Blom 
2005, 98) 
 
 

 
 
 
To succeed in working life, both the companies and the employees are required to innovate. 

Innovations, broadly defined as the development and implementation of new ideas, are a 

continually growing element of the business life. Nowadays, especially in Finland, 

innovations are one of the most important sources of competitive advantage. Abilities to 

utilize and dominate huge amounts of information and connect existing information in 

different, new and productive ways are required from workers. (Alasoini 2010, 38–40.)  

 

The ability to act in the work community is also important in working life nowadays. 

Employees are required good co-operation skills and willingness to share information. 

(Alasoini 2010, 40.) It is not enough to have good grades from the university, workers also 

need to be skilled in many ways, have good social skills and personal characteristics which 

suit well the team they work in. (Järvensivu 2010.) 
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2.6. Summary of the changes in Finnish working life 
 
In recent decades Finland has transformed into a salary-based service society and, 

furthermore, a knowledge-based information society which has set new requirements on 

well-being at work (Julkunen 2009, 17–18; Vartiainen & Hyrkkänen 2009; Otala & 

Ahonen 2005, 54). The workers have changed, with a new generation entering the 

workforce while the oldest generation is retiring. Each generation has its own 

characteristics and differing values. The oldest generation is soon retiring from the labour 

market and feels that working life has changed dramatically and work has become 

ambiguous. At present, wage earners are older and better educated when entering the labour 

market than they were 20 years ago. The middle generation X is more pessimistic towards 

work because they entered the workforce during the depression of the 1990s. The youngest 

generation in working life is called the generation Y and this generation expects their work 

to have significance and good opportunities to be part of decision-making (Järvensivu, 

2010; Pantzar & Halava 2010.) Young people in working life consider leisure with more 

importance than older generations and are looking for workplaces where they can move 

from one project, position or department to another (Haavisto 2010; Pantzar & Halava 

2010). To companies, this implies a high turnover of workers whereas to employees, it 

implies a continuously changing work environment and workmates as well as increasing 

stress and insecurity (Alasoini 2010). For generation Y, the desired employment contract is 

flexible and does not require life-long commitment (Pantzar & Halava 2010, 30). 

 

There have also been changes in professions, with the emphasis shifting from traditional 

manual work to knowledge intensive work. The number of professions within knowledge 

work has increased dramatically (Gall 2007, 101; Martin 2007, 19; Pyöriä et al. 2005, 80). 

Knowledge work refers to work involving creative labour and encompasses those who 

handle and distribute information and differs from traditional manual work in many ways 

(McKercher & Mosco 2007; Pöyriä et al. 2005). To succeed in working life, both 

companies and employees are required to innovate. Especially in Finland, innovations are 

one of the most important sources of competitive advantage. (Alasoini 2010, 38–40.) 
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3 THE CONTEXT OF WELL-BEING AT WORK 

 

 

3.1 Method used in the literature review  
 

In this study, the theoretical framework is created through concept analysis. With the help 

of concept analysis, one can understand what kinds of meanings are related to the concept 

in this study. Concept analysis also explains how the concept in question differs in terms of 

content from its related concepts and what features can be determined to be the critical 

characteristics of the concept (Puusa 2008, 36.) Theoretical analyses are based on earlier 

studies and literature as well as on the reflections of the researcher (Töttö 2004, 10; 

Uusitalo 1991, 60). In our theoretical analysis, there are both a phase of analysis and a 

phase of synthesis. In the analysis phase, the concept of well-being at work is presented and 

the underlying concepts are specified. In the synthesis phase, we aim to clarify the content 

of the concept by combining different theories, literature and knowledge from earlier 

research in order to achieve a strong base for the empirical part studying the well-being at 

work in a case setting. (Uusitalo 1991, 60–61.) 

 

According to Walker and Avant (2005), concept analysis is useful when a concept is 

already available in the area of interest – but the concept is unclear, outmoded or unhelpful. 

This is done in an effort to refine and clarify the concept. (Walker & Avant 2005, 37.) 

Concept analysis allows the researcher to profoundly understand the concept and see how it 

works, and to be familiar with various possibilities within the concept. The purpose of 

concept analysis is to examine the structure and the function of a concept. (Walker & Avant 

2005, 63.) 

 

According to Rodgers (1989), there are seven different phases in the concept analysis 

process. These phases are not sequential but overlapping, even synchronous. Concept 

analysis starts with identifying and naming the concept of interest. In this thesis, the 

concept of interest is well-being at work and the topic was chosen on the basis of the 
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empirical data. The process continued by identifying surrogate terms and relevant uses of 

the concept. In this phase, we read around sixty six articles from academic journals and 

books relating to well-being at work and well-being in general. Out of these articles, six did 

not relate to the field of the study. When reading the articles, we concentrated on the 

content of the studies to extend our understanding of the field. Most of the articles were 

obtained through the EBSCOhost Academic Search Premier and Emerald databases, using 

search words such as well-being at work, employee well-being and work-related well-being. 

At this point we started categorizing the content of the literature, and since we had a pre-

understanding of what well-being at work includes, we also used some more specific search 

words, such as subjective well-being, psychological well-being and social well-being. The 

third phase put forward by Rodgers (1989) is identifying and selecting an appropriate 

sample for data collection, and the fourth is to identify the attributes of the concept. We 

followed these guidelines and the concept got further clarified. We also realised that the 

next phase of identifying the references, antecedents and consequences of the concept of 

interest, had begun intuitively. The method of analysis also included phases of identifying 

concepts that are related to the concept of interest and identifying a model case of the 

concept. As a conclusion of the concept analysis, we presented our own synthesis of well-

being at work and its antecedents, outcomes and interventions. (Rodgers 1989.) 

 

Rodgers (1989) suggests that literature from different disciplines should be kept separate in 

order to have the possibility to compare them whit each other (Rodgers 1989). Although we 

conducted the thesis with the objectives of concept analysis, to clarify a concept, we have 

decided not to study literature from different disciplines separately and compare them whit 

each other. This is due to the multidisciplinary nature of the concept and the challenge to 

separate multidisciplinary articles into categories. In addition, researchers in the field have 

proposed that models and nomological networks surrounding well-being at work should be 

drawn from an interdisciplinary point of view. Well-being at work is such a broad concept, 

that literature of psychology, medicine, and other fields all have something to contribute to 

a unified understanding, yet not one of them alone can fully capture the complex richness 

of the concept. (Danna & Griffin 1999, 379–380.) 
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3.2 Well-being at work 
 

In the Finnish language, there is a separate word for well-being at work (työhyvinvointi). In 

English, the concepts well-being at work, employee well-being and work-related well-being 

are used. As there is no well-established counterpart of the word in English, the terms used 

in this thesis are well-being at work and employee well-being. We have decided to use these 

two terms, because although they are used interchangeably, we find it more logical to use 

the term employee well-being when discussing well-being at work from an organisational 

point of view. Well-being at work is used when discussing the theme from a more general 

viewpoint and the term was chosen because it is used in the case company’s questionnaire. 

Despite the importance of the concept, there is no well-established conceptualization of 

well-being at work. Most researchers in this field agree that well-being is a multileveled 

and multifaceted construct including both mental and physical aspects (see e.g. Wood 2008, 

155; Harter et. al. 2003).  

 

There are several concepts that are related to well-being at work and that are sometimes 

used instead such as the term work capability. Work capability is a concept that is 

frequently used interchangeably with well-being at work, but the concept has received 

critique due to its emphasis on physical health. Consequently, the term work capability has 

to do with the occupational health care. (Mamia 2009, 26; Otala & Ahonen 2005, 22.) The 

term health is also closely related to the concept of well-being, but the term health generally 

refers to both physiological and psychological symptomology in a medical context. Well-

being, on the other hand, is regarded as broader and more encompassing, as a concept that 

takes into consideration the ‘whole person’ (Danna & Griffin 1999, 364). We acknowledge 

that well-being at work is influenced by several factors in the background. These factors are 

as general as, for example, the world economy, culture, law and social security. In addition, 

the operational environment of the company, the community and families of employees 

have their implications on well-being at work. (Finnish Institute of Occupational Health; 

Työkykytalo 21.05.2011.) In addition, personality traits, such as type A and type B 

tendencies and the locus of control affect the way an individual experiences well-being in a 

given organisational setting (Danna & Griffin 1999, 359).   
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The focus of this chapter is to describe well-being in a work context, which is why some 

background factors are acknowledged, but not gone into in detail. The study is delimited 

into studying the mental side of well-being at work and the antecedents and outcomes 

related to well-being at work. In order to study how well-being at work can be enhanced, 

interventions are also discussed. On the basis of the concept analysis, we have found that 

well-being at work covers subjective, psychological and social well-being. 

 

3.1.1 Subjective well-being 
  

Subjective theories have been the most extensively studied models of well-being (Gallagher, 

Lopez & Preacher 2009, 1026). Subjective well-being is used synonymously with the terms 

emotional well-being and hedonic well-being (Gallagher et al. 2009, 1026; Russell 2008, 

117). Some of the most cited authors in this field are Diener and his colleagues, who have 

defined the concept as a person’s cognitive and affective evaluations of life as a whole (see 

e.g. Gallagher et al. 2009, 1026; Page & Vella-Brodrick 2009, 443; Russell 2008, 117; 

Schwind & Heller 2007, 326; Danna & Griffin 1999, 362; Diener 1984, 542). These 

evaluations of an individual’s life satisfaction as a whole include both momentary (a 

person’s affect) and longer period evaluations (life satisfaction) (Diener, Oishi & Lucas 

2003, 404). Diener, Lucas & Oishi (2002) explain subjective well-being as the experience of 

high levels of pleasant emotions and moods, low levels of negative emotions and moods and 

high life satisfaction (Diener et al. 2002, 65). Therefore, subjective well-being can be 

considered to consist of three components: life satisfaction, positive affect and negative 

affect. Subjective well-being is known colloquially as a person’s self-evaluated happiness 

(Page & Vella-Brodrick 2009, 443; Diener 1984, 542). Due to the nature of subjective well-

being, two people in a similar task might perceive well-being at work very differently, 

owing to their individual personalities, attitudes and expectations (Mamia 2009, 51; 

Vesterinen 2006, 7). Personal characteristics that affect the way well-being is experienced 

are, for example, age, gender, education and family situation (Feldt, Mäkikangas & Kokko 

2005, 75). In addition, culture and procedures affect how a person experiences well-being at 

work (Pursio 2010, 56). Finns, for example, are known to regard the permanency of a 

workplace as one of the most important properties of any work and to tolerate much less 

uncertainty than people in other Nordic countries (Hofstede 2011; Ylöstalo 2009, 99). 
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Subjective well-being has been studied in the context of work (see e.g. Bretones & 

Gonzalez 2011; Page & Vella-Brodrick 2009; Russell 2008). In the work context, models 

of affective well-being (Warr 1990; 2007; Mäkikangas, Feldt & Kinnunen 2007; Horn, 

Taris, Schaufeli & Schreurs 2004; Danna & Griffin 1999) engagement and burnout 

(Bakker, Albrecht & Leiter 2011, Hakanen & Perhoniemi 2008; Hakanen, Bakker & 

Schaufeli 2006; Schaufeli & Bakker 2004) job satisfaction (Robertson & Flint-Taylor 2009; 

Baptiste 2008; Wood 2008) and organisational commitment (Meyer & Maltin 2010; Horn, 

Taris, Schaufeli & Schreurs 2004)  have been extensively researched. These components of 

subjective well-being are further presented below.  

 

Affective well-being 

  

Affective well-being is defined as an individual’s feelings of pleasure and arousal (Warr 

1990, 195). Affective well-being has been studied in relation to work as well as outside of 

the context (Warr 1987; Watson & Tellegren 1985, 220). Peter Warr was the first 

researcher to adopt a model of affective well-being to a work context, and has since been a 

pioneer in the field (Mäkikangas, Feldt & Kinnunen 2007, 198). In his model, Warr (1990) 

studied work-related affective well-being through a circumplex model consisting of the 

horizontal axis of displeasure- pleasure and the vertical axis of arousal (see Figure 2) (Warr 

1990, 195). In 2007 he explained that the axis of displeasure-pleasure is synonymous with 

feeling bad and feeling good (Warr 2007, 22). The model is elliptical rather than circular, 

because the pleasure dimension is given more weight and considered more important than 

the arousal dimension (Mäkikangas et al. 2007, 199; Warr 1990, 195.) 
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Figure 2 Model of affective well-being (Adapted from Horn et al. 2004, 367; Hakanen 
2004, 28; Warr 1990, 195) 
 

These two dimensions together describe both the content and the intensity of job-related 

feelings and depict affective well-being along three principle axes: (1) displeasure-pleasure, 

(2) anxiety-contentment, and (3) depression-enthusiasm (Warr 1990, 195). These axes 

study both the momentary feelings and the more permanent or enduring affective 

tendencies (Ilies, Schwind & Heller 2007, 326). The end of each of the axis represents 

strong affective feelings. Being on the right half of the oval model, a person feels pleased 

and comfortable with one’s job. A person that experiences high levels of arousal and 

pleasure (in the upper right quadrant of Figure 2) experiences feelings such as delight, 

happiness and energy. The lower right quadrant represents feelings combined of pleasure 

and low levels of arousal, such as calmness and satisfaction. The two quadrants on the left 

represent negative feelings and moods, in which anxiousness, displeasure and depression 

are encountered. The upper left quadrant describes feelings related to displeasure and high 

levels of anxiety and includes feelings of anxiousness, tension and fear. The lower left 

quadrant can be regarded as the quadrant portraying the worst set of feelings with a 

combination of displeasure and low levels of arousal. This quadrant embodies feelings of 

misery, sadness and depression. (Warr 1990.) Recent studies suggest that employees’ 
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intention to turnover stems from the absence of work-related positive affect rather than the 

presence of work-related negative affect (Page & Vella-Brodrick, 447–448). 

 
On the basis of the circumplex model, Warr has developed a twelve-item scale to measure 

affective well-being. The two diagonal axes are measured with the help of the question 

‘Thinking of the past few weeks, how much of the time has your job made you feel each of 

the following?’ (Warr 1990, 198). The response scale varies from the answer ‘never’ to ‘all 

the time’. There are six different states of feeling represented on the anxiety–contentment 

axis, measuring both negative emotions (tense, uneasy and worried) and positive emotions 

(calm, contend and relaxed). The other diagonal describing depression and enthusiasm was 

equally measured with three negative (depressed, gloomy and miserable) and three positive 

emotions (cheerful, enthusiastic and optimistic). (Mäkikangas et al. 2007, 199; Warr 1990, 

198.)  

 

Warr’s model on affective well-being and the measures used to study affect have been tools 

of several subsequent studies dealing with well-being at work (see e.g. Rasulzada & 

Dackert 2009, 192; Mäkikangas et al. 2007; Horn et al. 2004). Mäkikangas et al. (2007) 

tested Warr’s model in a three year follow-up study of 615 Finnish managers and 

discovered that his scale consisting of four interrelated factors (anxiety, comfort, depression 

and enthusiasm) outperformed the competing scales that measure affective well-being. In 

addition, the four-factor structure was nearly constant at all times. (Mäkikangas et al. 

2007.) 

 

Work engagement  

 

Engagement is a relevant issue in well-being at work studies and has its origins in the field 

of positive psychology (see Maslach, Leiter & Schaufeli 2009; Bakker, Schaufeli, Leiter & 

Taris 2008; Harter et al. 2003). Engagement is associated with the quadrant indicating high 

levels of pleasure and arousal, closest to the concept of enthusiasm in Warr’s model of 

affective well-being (see Figure 2) (Hakanen 2004, 28; Warr 1990, 195). There are two 

popular definitions of engagement. One definition is based on Maslach and Leiter’s study 
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in which they consider engagement as the direct opposite of burnout. According to them, 

engagement includes three components: energy, involvement and efficacy (Maslach & 

Leiter 2008, 498). The other view is that engagement is negatively related to burnout yet an 

independent and separate concept (Bakker, Schaufeli, Leiter & Taris 2008, 188). Schaufeli 

and Bakker (2004) define engagement as being a persistent and predominant work-related 

state of mind that is positive and fulfilling and characterised by vigour, dedication and 

absorption (Schaufeli & Bakker 2004, 295). High levels of energy and mental resilience at 

work, willingness to invest time and energy in one’s work and persistence to resolve 

difficulties are characteristic features of vigour. Dedication refers to a sense of inspiration, 

pride, challenge, significance and enthusiasm regarding one’s work. Absorption refers to a 

state of mind in which the employees are fully and happily concentrated in their work 

whereby they may have problems in detaching themselves from work and feel that time 

flies. (Hakanen, Bakker & Schaufeli 2006, 498.) Engaged employees create their own 

positive feedback, in terms of recognition, appreciation and success due to their positive 

attitude and activity level. Being engaged in work is not equivalent to workaholism, 

because engaged employees enjoy activities both inside and outside of work and work hard 

because they consider it enjoyable (Bakker, Albrecht & Leiter 2011, 5; Hakanen & 

Perhoniemi 2008, 32.) 

 

Burnout 

 

Maslach, Leiter and Schaufeli (2009) define burnout as being the direct opposite of 

engagement. They argue that in the case of burnout, energy, involvement and efficacy turn 

into their exact opposites. Energy turns into exhaustion, involvement into cynicism and 

efficacy into ineffectiveness. Burnout has also been described as debilitation, wearing out, 

depletion, loss of energy, fatigue and being triggered by continuous stress. Exhaustion is 

results in either physical, physiological or emotional exhaustion, or a combination of these. 

(Juuti 2010, 51; Maslach, Leiter & Schaufeli 2009, 102–103; Bakker, Schaufeli, Leiter & 

Taris 2008, 188.) According to Bakker, Schaufeli, Leiter and Taris (2008), research on 

burnout has produced thousands of articles during the past three decades, whereas studies 

of work engagement have just begun to emerge (Bakker et al. 2008, 187–188).  
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Job satisfaction 

 

Although some researchers regard job satisfaction and well-being at work as synonyms (see 

e.g. ter Doest, Maest & Gechardt 2006), several studies refer to job satisfaction as a part of 

employee well-being (see e.g. Baptiste 2008, 292; Wood 2008, 153). Job satisfaction has 

been studied in relation to the pleasure-displeasure axis in Warr’s model (see Figure 2) 

(Horn et al. 2004, 367). The concept is mainly an attempt to tap the emotional reaction that 

people have to their actual work (Robertson & Flint-Taylor 2009, 161). In other words, job 

satisfaction refers to satisfaction and/or dissatisfaction with the job itself, the salary, the co-

workers and the promotion opportunities (Danna & Griffin 1999, 359). In their study, Horn 

et al. (2004) measured job satisfaction using four items. Each of these referred to the extent 

to which employees were satisfied with their colleagues, workplace and work in general. 

(Horn et al., 2004, 370.)  

 

Organisational commitment 

 

One more aspect of affective well-being is organisational commitment which is considered 

to tap particularly the pleasure-displeasure axis in Warr’s model (see Figure 2) (Horn et al. 

2004, 367). Consequently, organisational commitment can be regarded both as an integral 

part of well-being at work or as a result of it (see e.g. Blom 2009, 201; Schaufeli & Bakker 

2004, 296). Traditionally, organisational commitment is considered to indicate well-being 

at work and social integration (Blom 2009, 201). It is conceptualized as the strength of 

employees’ attachment to (Wilson, DeJoy, Vanderberg, Richardson & McGrath 2004, 573), 

identification with and involvement in the company they work for (Horn et al. 2004, 367). 

There are three types of organisational commitment. These three types include the affective 

attachment and involvement, referred to as affective commitment, the felt obligation to the 

organisation, conceptualized as normative commitment, and finally continuance 

commitment which refers to the cost that may originate from discontinuing involvement in 

the organisation (Meyer & Maltin 2010; Amos & Weathington 2008, 626). Affective 

commitment is the most studied of the abovementioned, and research has consistently 
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showed a positive relation between both the affective commitment and the organisational 

and employee well-being. (Meyer & Maltin 2010, 324.)  

 

3.1.2 Psychological well-being 

 

Both the concepts of eudaimonic and psychological well-being are used to refer to the same 

concept well-being (see e.g. Gallagher, Lopez & Preacher 2009; Robertson & Flint-Taylor 

2009; Toor & Ofori 2009; Strauser, Lustig, & Çiftçi 2008). Psychological well-being is 

similar to the concept of subjective well-being, however, it is important to understand the 

distinction between these two approaches. Psychological well-being focuses on the 

individual level of well-being (Russell 2008, 117). Subjective well-being refers to feelings 

whereas psychological well-being refers to experiences (Robertson & Flint-Taylor 2009, 

162). Ryan, Huta & Deci (2008) point out that Aristotle was the originator of the term 

eudaimonia and that he conceived that true happiness is gained by doing what is worth 

doing (Ryan, Huta & Deci 2008, 143–145). In brief, psychological well-being refers to 

meaningful life, while subjective well-being refers to pleasant life (Gallagher et al. 2009, 

1025). For example, most people will readily accept that an unrelenting series of what are 

initially pleasurable experiences will gradually become less enjoyable and fail to produce 

the same positive emotional experience. Even more eagerly, people accept the fact that 

living a life that involves moving from one positive experience to another will not be 

particularly enjoyable, unless the experiences have a purpose, or lead toward achieving an 

objective of some kind. (Robertson & Flint-Taylor 2009, 162.) In an organisation it must be 

understood that rather than working together to achieve goals set by others, organisations 

consist of employees with diverse individual goals. Particularly, in knowledge 

organisations, managers should learn how to fit organisational priorities into the needs of 

the individual employees, and to make it possible for individuals to achieve their own goals 

inside the organisation. (Amar 2002, 7.) 
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Ryff’s model of psychological well-being  

 

The most employed model of psychological well-being was constructed by Ryff (see e.g. 

Gallagher 2009, 1027; Russell 2008, 17; Strauser, Lustig, & Çiftçi 2008, 22). In 1989, Ryff 

presented a six-dimensional model of psychological well-being, including the dimensions 

of self-acceptance, environmental mastery, autonomy, positive relations with others, 

personal growth and purpose in life. According to Ryff, self-acceptance can be understood 

as having a positive evaluation of oneself and one’s past life. Environmental mastery refers 

to an individual’s capability to effectively manage one’s life and the surrounding world. 

Autonomy is a sense of self-determination and the ability to resist social pressure to think 

and act in a certain way. Positive relations with others are expressed by, for instance, a 

genuine concern about the welfare of others. Personal growth refers to one’s ability and 

desire to unleash one’s potential through a sense of continuous growth and development as 

a person as well as openness to new experiences. The last dimension, purpose in life, refers 

to the perception that there is a purpose and meaning in life, usually manifested through 

goals, direction, and clear objectives for living. (Ryff & Keyes, 1995, 720.)   

 

3.1.3 Social well-being 
 
Psychological well-being is commonly classified as a private phenomenon, which focuses 

on aspects of an adult’s private life. To cover the public aspect of well-being, social well-

being is looked into. Social well-being focuses on the social tasks encountered by adults in 

their social lives. (Gallagher, Lopez & Preacher 2009, 1027.) Work generally includes 

many social aspects, and therefore social well-being at work is important to take into 

account. To study whether and to what degree individuals function in their social world 

(alongside fellow world citizens, neighbours and co-workers) and how they overcome 

social challenges, Keyes studied social well-being by means of a five component model. 

The components of this model are social integration, social contribution, social coherence, 

social actualization, and social acceptance. (Keyes 1998, 122–123.)  

 

Social integration refers to the evaluation of the quality of an individual’s relationship to 

society and community. Being part of the society is a characteristic to healthy people. 
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Integration refers to both the degree to which individuals feel that they belong to their 

society and communities and to the extent to which individual feel they have something in 

common with others in their social environment. Socially accepting people trust in others 

and believe that other people are capable of being kind. They also believe that other people 

can be industrious, feel comfortable with others and that they hold a favourable view of 

human nature in general. Social acceptance can be regarded as the counterpart of self-

acceptance. Social contribution refers to the self-evaluation of a person’s social value. This 

view includes the sense of belonging to the society and the sense of being valuable in it. 

Self-efficacy and social responsibility are words that describe social contribution. (Keyes 

1998, 122.) The fourth component is social actualization, which refers to the evaluation of 

the potential and evolution of society. A healthy person recognizes the potential of society 

and is hopeful about the future of it. The last dimension, social coherence, includes the 

concern to know about the world. Perceptions of the quality, organisation and operation of 

the social world contribute to the perception of social coherence. (Keyes 1998, 123.) Some 

authors have argued that the psychological well-being dimension positive relations with 

others from Ryff’s psychological well-being model should be regarded as a component of 

social well-being rather than a dimension of psychological well-being (Gallagher et al. 

2009). 

 

3.3 Antecedents of well-being at work 
 

In this chapter identified antecedents of well-being at work are presented. Antecedents of 

well-being at work are factors that affect both well-being at work and the outcomes well-

being or the lack of well-being may generate. First, Warr’s vitamin model is presented. The 

model presents twelve work characteristics that either have a constant effect or an 

additional decrement effect on well-being at work. Next, the job-demands-resources model 

is introduced together with personal resources. Finally, additional antecedents found 

through a wide-ranging literature review are discussed.  
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The Vitamin Model 

 

Warr (1987) constructed the Vitamin Model, which relates especially to job characteristics 

(Blom & Hautaniemi 2009, 34–35). The name of the model is a metaphor of work 

characteristics that affect employees’ well-being in a way that vitamins affect our physical 

health (Warr 2009, 63; Mäkikangas et al. 2007, 201; Warr 2007, 96). The main aspects of 

this model are the curvilinear relations between work characteristics and affective well-

being (Warr 2007, 103-104). The model has developed gradually over time, and the present 

form of the model includes twelve different work characteristics (Warr 2007, 113–114, see 

also Blom & Hautaniemi 2009, 36; Warr 2009, 62; Mäkikangas, Feldt & Kinnunen 2007, 

200). These twelve characteristics were selected for the model because they are applicable 

to all work environments and they are viewed as impairing and promoting employees’ well-

being (Warr 2007, 113). In the Vitamin Model, a comparison is made between the effects 

of vitamins on an employee’s physiological health and the effects of work characteristics 

on the employees’ well-being.   

 

 
 

Figure 3 Vitamin Model (Adapted from Mamia 2009, 36; Warr 1987)  
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The twelve work characteristics are divided into two groups on the basis of their effect on 

well-being. In the first group there are six work characteristics: availability of money, 

valued social position, career outlook, supportive supervision, physical security and equity, 

which have been discovered to have a constant effect (CE) on mental health and 

consequently affect us in a similar way that vitamins C and E affect our physical health 

(Mäkikangas et al. 2007, 201; Warr 2007, 96). A high level of these six work 

characteristics is beneficial up to a certain point, after which any further increase in supply 

of these six work vitamins has no effect on mental health. In the second group there are six 

work characteristics: opportunity for personal control, opportunity for skill use, externally 

generated goals, variety, environmental clarity and contact with others, which have an 

additional decremental (AD) effect on mental health. The additional decremental 

characteristics again influence our well-being just as the vitamins A and D affect our 

physical health. Hence, when a certain level is attained, an increase in the supply of these 

work characteristics will have unfavourable consequences on mental health. (Warr 2007, 

96–97.)  

 

Warr (2009; 2007) proposes that job-related affective well-being is predicted in a different 

way by distinct work characteristics (Warr 2009, 68; Warr 2007, 106–109). Warr argues 

that depression is more closely associated with loss and deprivation, and anxiety is more 

likely to be caused by threat or danger (Warr 2007, 107). Job control refers to the extent to 

which employees control various aspects of work. Lack of job control is generally regarded 

as stressful and unrewarding. (Gilbreath & Montesino 2006, 565.) Ter Doest, Maes, 

Gebhardt and Koelewjin (2006) discovered that low job control affects well-being in an 

unfavourable way (Ter Doest et al. 2006, 213). Warr (2007) presents the view that job 

control, and the loss of control, will be more closely associated with depression and 

enthusiasm than with anxiety and comfort. (Warr 2007, 107.)  

 

Job demands- resources model (JD-R model) 

 

Job demands and resources model (JD-R model) was introduced by Demerouti and 

colleagues in the beginning of the 21st century (Demerouti, Bakker, Nachreiner & 
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Schaufeli 2001) and has since then received a lot of attention in the field of well-being at 

work (See e.g. Bakker & Leiter 2010, Ter Doest et al. 2009; Mäkikangas, Feldt & 

Kinnunen 2005; Hakanen 2004; Schaufeli & Bakker 2004). The model shows that although 

there are many types of work and each occupation has its own specific work characteristics, 

these characteristics can be divided into two universally applicable categories (Bakker & 

Demerouti 2007, 323). The model presumes two processes: the energetic process and the 

motivational process. The energetic process refers to a process where job demands lead to 

burnout or strain by exhausting the employees’ energy backup. (Bakker & Demerouti 2007, 

312; Mäkikangas et al. 2005, 57.) This process is described as analogous of lack of well-

being at work (Mamia 2009, 28). The motivational process, on the other hand, refers to the 

process where job resources strengthen the employee’s work engagement. Thus the lack of 

these resources fosters mental withdrawal or disengagement. (Bakker & Demerouti 2007, 

312; Mäkikangas et al. 2005, 57.)   

 

 

 

 

 

 

Figure 4 Job demands and resources model (Adapted from Schaufeli & Bakker 2004, 298) 
 

Factors that affect strain and burnout are called job demands whereas factors that influence 

engagement are called job resources (Bakker & Demerouti 2007, 312; Bakker et al. 2008, 

191–192). Although these two processes are separate, they may affect each other indirectly. 

As an example, in addition to promoting work engagement, job resources may prevent 

burnout. (Mamia 2009, 28.)  

 

Job demands 

 

Job demands are the organisational, social, physical or psychological aspects of work that 

require effort from the employee and so are associated with psychological and/or 

physiological costs and well-being deficit (Ter Doest et al. 2006; Demerouti et al 2001, 

Job demands 

Job resources Engagement 

Burnout 
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501). In addition, Vesterinen (2006) concluded that both job demands and resources relate 

to the task content, management and ethical principles (Vesterinen 2006, 39–40). Job 

demands are not negative as such but they may turn into job stressors if the demands 

require major effort or they are hard to meet (Hakanen, Bakker & Schaufeli 2006, 497). Job 

demands may be both quantitative, referring to work overload, or qualitative, referring to 

emotions. (Schaufeli & Bakker 2004, 296.)  Work overload refers to a situation in which an 

employee has too much things to do in the time available. However, people can work to a 

high degree of capacity and feel good about doing so because it creates the feeling of 

mastery and accomplishment. Even so, employees need time to recover after a period of 

high work demands. (Gilbreath & Montesino 2006, 566.) According to Bakker & 

Demerouti (2007), high work pressure, unfavourable physical environment and emotionally 

demanding interactions with clients are instances of job demands (Bakker & Demerouti 

2007, 312).  Other identified job demands are, for example, problems in work atmosphere 

and job insecurity (Vesterinen 2006, 36). Several studies indicate a positive correlation 

between job demands and burnout (see e.g. Hakanen et al. 2006; Vesterinen 2006; 

Schaufeli & Bakker 2004)  

 

Job resources 

 

Job resources and personal resources are considered to be the predictors of work 

engagement. They consist of physical, social or organisational aspects of work (Bakker & 

Demerouti 2007, 312; Hakanen, Bakker & Schaufeli 2006, 497). To be considered as a job 

resource, the resource should reduce job demands, increase opportunities to achieve goals 

or stimulate development, learning or personal growth. Job resources may play either an 

intrinsic motivational role or an extrinsic motivational role. The intrinsic motivational role 

refers to the possibility of job resources to promote employees’ progress, learning, and 

development leading to the fulfilment of some basic human needs, such as the need for 

relatedness, competence and autonomy (Bakker, Schaufeli, Leiter & Taris 2008, 391; Van 

den Broeck, Vansteenkiste, de Witte & Lens 2008, 288). Work environments that offer 

various job resources advance the willingness to dedicate one’s efforts and abilities to the 

work task play an extrinsic motivational role (Bakker, Albrecht & Leiter 2011, 7). 
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Resources are important both as such and in dealing with job demands (Bakker & 

Demerouti 2007, 312). 

 

Bakker and Demerouti (2007) have identified different sources of job resources. Job 

resources can be found at the task level or at the organisational level. Other sources of job 

resources are the interpersonal and social relationships and the resources attained from the 

organisation of work. (Bakker & Demerouti 2007, 312–313.) Task level resources are, for 

example, skill variety, task identity, task significance, autonomy and performance 

feedback. Resources identified at the organisational level are salary, career opportunities 

and job security. Interpersonal and social level job resources include supervisor and co-

worker support. A good organisation of work may lead to role clarity and possibilities to 

participate in decision-making. (Bakker, Albrecht & Leiter 2011, 6; Bakker & Demerouti 

2007, 312–313.) 

 

Several studies have found positive relationships between job resources and work 

engagement (See e.g.  Bakker, Albrecht & Leiter 2011, 6; Hakanen, Bakker, Schaufeli, 

2006, 504). In their study, Mauno, Kinnunen and Ruokolainen (2007) identified job control 

and organisation based self-esteem as important predictors of work engagement. In a study 

two years later, they also noticed that these resources continued to promote work 

engagement (Mauno, Kinnunen and Ruokolainen 2007, 162.)  

 

Personal resources 

  

In addition to job resources and job demands, personal resources have been studied to 

promote exhaustion and work engagement (see e.g. Xanthoupoulou, Bakker, Demerouti & 

Schaufeli 2007). Personal resources can function as sources of strength as such, or help an 

individual achieve external sources of strengths. Personal resources include mental abilities 

and states, dispositional orientation and habitual behaviour. Knowledge and self-esteem are 

examples of mental abilities and states, whereas dispositional orientation and habitual 

behaviour refer to behavioural action such as preferred coping strategies. (Kira, Ejnatten & 

Balkin 2010, 617.)  
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In their study, Xanthoupoulou, Bakker, Demerouti and Schaufeli (2007) researched the 

relationship between personal resources and work engagement. Personal resources were 

measured through three characteristics: organisational-based self-esteem, optimism and 

self-efficacy. They found that employees who possess personal resources are optimistic 

about their future and confident about their capabilities. This leads to possible identification 

or creation of other resources in their environment that facilitate attaining goal. This 

capability facilitates the progress of goal confrontation which then leads to work 

engagement. (Xanthoupoulou et al. 2007.)  

 

Personal resources such as self-esteem, self-efficacy and optimism help employees to cope 

with daily demands encountered in organisational life (Bakker, Albrecht & Leiter 2011, 7–

8). To examine the relationship between personal initiative and workers’ well-being, Taris 

and Wielenga-Meijer surveyed 834 employees of a Dutch telecommunications service 

company. Personal initiative was defined as a behavioural pattern of individuals, show 

initiative and active approach to work. They found that a high amount of personal initiative 

is associated with low scores of emotional exhaustion. (Taris & Wielenga-Meijer 2010.) 

  

Other antecedents of well-being 

 

Although every occupation has its own specific characteristics (Bakker & Demerouti 2007, 

323), there are several antecedents of well-being at work that have been studied 

extensively. These antecedents are discussed to give the reader a view of important factors 

influencing employee well-being. Based on a wide-ranging literature review of health and 

well-being in the workplace, Danna and Griffin (1999) studied antecedents of well-being in 

the workplace. They categorized the antecedent factors influencing employee health and 

well-being into three broad categories: work settings, personality traits and occupational 

stress. Work settings refer to work-related risks such as health and safety hazards which 

can be both physical and psychological factors in the work environment. The category of 

personality traits refers to the relationship between well-being concepts, personality factors 

and types of work environments. The last category discusses antecedents that have been 

learned to have a connection with occupational stress. The antecedents belonging to the 
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occupational stress category are examined more closely here because of their salient 

importance to this thesis. These antecedents include factors intrinsic to the job, role in the 

organisation, relationships with superiors, colleagues and subordinates, factors relating to 

career development, organisational structure and atmosphere and home-work interface.  

 

Factors intrinsic to the job are factors such as work overload or underload, long working 

hours, shift work, travel, risk and danger, new technology and the quality of the physical 

work environment. (Danna & Griffin 1999.) In relation to this, Turner, Huenmann and 

Keegan (2008) discovered that project oriented work can create additional pressure to 

employees, such as peaking workloads, uncertainty about future assignments and problems 

in matching assignments (Turner, Huenmann & Keegan 2008, 579). Statistics Finland 

(2008) conducted a study of three decades on the quality of work. In a longitudinal study on 

the development of the quality of work, employees regarded their physical work 

environment more defective in 2008 than the employees that were surveyed thirty years 

earlier. In 2008, the most common problems in the physical environment were reported to 

relate to noise, heat, dust, cold and ventilation. Over thirty per cent of the Finnish 

employees experienced these abovementioned problems in their work environment. (Lehto 

& Sutela 2008, 121–122.) In addition, Harter et al. (2003) found that basic needs in the 

workplace start with basic material and equipment. If these are not provided, employees 

cannot do their best, which may affect their well-being at work. (Harter, Schmidt & Keyes 

2003, 211.) 

 

An individual’s role in the organisation can also act as an antecedent in well-being at work 

when it comes to role ambiguity, role conflict and degree of responsibility (Danna & 

Griffin 1999, 372). Role clarity refers to the extent to which an employee’s responsibilities 

and work goals are clearly communicated and whether the process required to achieve these 

goals are understood by the individual (Sawyer 1992, 130). Harter et al. (2003) argue that if 

it is not clear what is expected of oneself, it may result in negative emotions such as 

resentment and boredom and the employees may then focus on surviving, more than on 

organisational success or work tasks (Harter et al. 2003, 211). Turner et al. (2008) also 
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emphasize that in project-oriented organisations, employees’ multiple role demands can 

lead to problems in employee well-being (Turner et al. 2008, 577).  

 

Relationships with superiors, colleagues and subordinates are also identified as antecedents 

to well-being at work (Russell 2008, 123–124; Danna & Griffin 1999, 372–373). Social 

support refers to matters like listening, showing you care and providing moral support. It 

may also involve actions of helping others, such as on-the-job training, advising, coaching 

or mentoring others. (Glbreath and Montesino 2006, 568.) According to two multi-level 

studies conducted by Simon, Judge and Halvorsen-Ganepola (2010), co-worker satisfaction 

is positively related to job and life satisfaction. In addition, agreeableness of people 

positively reinforced the relationship between co-worker satisfaction and job satisfaction. 

(Simon, Judge & Halvorsen-Ganepola 2010.) Turner, Barling & Zacharatos (2002) relate 

teamwork to better individual well-being. According to them, teams provide a social 

network for people, team members provide companionship, and they help individuals meet 

their need of belonging (Turner Barling, & Zacharatos 2002, 720.) In a daily diary study 

Scott, Colquitt, Paddock and Judge (2010) investigated the influence of manager empathy 

on employee well-being. They found that manager empathy was directly associated with 

employees’ physical wellness. They also pointed out that empathic managers engage more 

in social support. (Scott, Colquitt, Paddock & Judge 2010, 136.) In their study on 

characteristics of the job environment on employee health and well-being, Ter Doest et al. 

(2006) found that less social support in a workplace is associated with unfavourable job 

attitudes and well-being deficit (Ter Doest et al. 2006, 213). Numerous studies show that 

the best part of employees’ days is when they are involved in social interaction — in other 

words, people are simply happier when they are around other people (Kahneman & 

Krueger, 2006).  

 

Factors relating to career development can also affect well-being at work. Job insecurity is 

included in this category and has been detected to have harmful effects on well-being at 

work. In their study, De Witte, De Cuyper, Handaja, Sverke, Näswall and Hellgren (2010) 

found that both insecurity about potential job loss and insecurity concerning the future of 

the valued features of the job are important work-related stressors (De Witte, De Cuyper, 
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Handaja, Sverke, Näswall & Hellgren 2010). Vander Elst, Baillien, De Cuyper and De 

Witte (2010) found that workers, who had more possibilities to participate in organisational 

decision-making and more organisational information, were less insecure about their jobs. 

In addition, the relationship between job insecurity and organisational participation 

contributed significantly to work engagement. (Vander Elst et al. 2010.) Matching 

assignments to career development objectives may be particularly challenging for project-

oriented organisations from both the individual’s and the organisation’s point of views. If 

this is not attained, employees may look elsewhere for development opportunities. (Turner 

et al. 2008, 579.) Harter et al. (2003) reported that opportunities to learn and development 

at work are important antecedents to well-being at work (Harter et al. 2003, 211–212). 

 

Organisational structure, atmosphere and communication are also considered possible 

antecedents of well-being at work. In his profile study among Australian workers, Quinlan 

(2007) discovered that downsizing and organisational restructuring pose a serious risk to 

physical and mental health and well-being at work (Quinlan 2006, 396). Antecedents 

relating to organisational structure and atmosphere also include opportunities to participate, 

effective consultation, communication and politics. These may result from the 

organisational culture and management style. (Danna & Griffin 1999, 374.) In their study 

among 22,696 respondents from 131 healthcare organisations, King, Chermont, West, 

Dawson and Hebl (2007) found that organisational atmosphere for innovations is positively 

associated with alleviation of negative work demands (King, Chermont, West, Dawson & 

Hebl 2007). Baptiste (2008) discovered that a high worker voice and being informed of 

business issues correlated to high job satisfaction, organisational commitment and 

satisfaction in work-life balance (Baptiste 2008, 296). Vander Elst et al. (2010) studied the 

relationship between job insecurity, organisational communication and participation and 

found that all these three are directly associated with well-being at work. They concluded 

that the importance of communication and participation is emphasized in times of change.  

(Vander Elst et al. 2010.)  

 

Home-work interface is an antecedent of well-being at work as well. In her study Baptiste 

(2008), found that work-life balance has important consequences in employee attitudes 
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towards their organisation as well as well-being at work. She also argues that work-life 

balance satisfaction has an important effect on the level of engagement, performance and 

intention to resign. (Baptiste 2008, 302.) 

 

3.4 Outcomes of well-being at work 
 

According to several studies, well-being at work affects outcomes of work (see e.g. Rich, 

Lepine & Crawford 2010; Baptiste 2008; Russell 2008). Enhanced performance, reduced 

absenteeism and turnover are often used as motivational factors to encourage firms to 

invest in their employees’ well-being (Baptiste 2008). Another monetary based 

motivational factor to care for employees’ well-being is that lack of well-being at work 

increases the number of sick leaves, both short term and long term, and reduces 

productivity (Otala & Ahonen 2005, 51–52). These economic and instrumental approaches 

to employee well-being have received criticism because they fail to consider well-being as 

an objective in itself (see e.g. Blom 2009, 215; Mamia 2009, 20). Outcomes are the 

consequences generated by well-being at work or lack of it. Outcomes of well-being have 

implications both on the individual and the organisational level, and can be both positive 

and negative (Leiter & Maslach 2010, 164; Danna & Griffin 1999, 360). 

 

The reported benefits of work engagement are various. Engagement reduces employees’ 

turnover intention (Schaufeli & Bakker 2004), increases organisational commitment 

(Hakanen, Bakker & Schaufeli 2006) and supports personal initiative, which in turn 

promotes work unit innovativeness (Hakanen, Perhoniemi & Toppinen-Tanner 2008).  

Thus attention should be paid to well-being at work and characteristics affecting it. There 

are also non-monetary benefits relating to well-being at work. Well-being at work can offer 

benefits for both the employees and the organisation. On the contrary, lack of well-being at 

work may lead to harmful outcomes for both the individuals and the organisation in 

general. (Danna & Griffin 1999, 360.) 
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Employee turnover 

 

According to Page and Vella-Brodrick (2009), there is a growing amount of evidence of a 

relationship between work related affective well-being and employees’ turnover rate. This 

body of evidence suggests that the absence of work-related positive affect, rather than the 

presence of work-related negative affect, affects the employees’ turnover intention. (Page 

& Vella-Brodrick 2009, 448–449.) Wright and Bonett (2007) surveyed 112 managers to 

study the relationship between job satisfaction and the employees’ general affect as 

predictors of voluntary turnover. Their findings suggest that low well-being alone 

(conceptualized in their study as employees’ general affect) and low well-being and low job 

satisfaction together were significant predictors of voluntary turnover. (Wright & Bonett 

2007.)  In a similar vein, Schaufeli and Bakker (2004) found that engagement is negatively 

related to employees’ turnover intention, and thus strengthening employee engagement is 

seen as an important tool for employee retention (Schaufeli & Bakker 2004). Job 

engagement has also been found to mediate the relationship between job resources and 

organisational commitment (Hakanen et al. 2006). Moreover, a study conducted in Finland 

in 2003–2006 showed that a positive change in work engagement correlated with the 

employee’s desire and intention to stay longer in working life, whereas a negative change 

in work engagement showed the opposite (Hakanen & Perhoniemi 2008). Amos and 

Weathington (2008) found, that when there is low value congruence between an 

employee’s and the organisations values, the employee is likely to leave the company. They 

also argued, that organisations that do not value people as individuals have employees with 

a high turnover intention. (Amos and Weathington 2008, 627.) In addition,  Harter et al. 

(2003) found in their study that employee engagement leads to positive affect which further 

relates to employee retention (Harter et al. 2003, 221). 

 

Performance 

 

Rich, Lepine and Crawford (2010) studied the mediating role of engagement in task 

performance and organisational citizenship behaviour. They discovered that practices that 

engender engagement, such as perceived organisational support, value congruence and core 
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self-evaluations are indeed associated with higher levels of engagement, and engagement 

has a positive effect on task performance and organisational citizenship. (Rich et al. 2010.)  

In their study King et al. (2007) learned that innovative organisational atmosphere is 

positively associated with organisational performance (King et al. 2007, 640). In a two-

wave three-year panel study of 2555 Finnish dentists, Hakanen, Perhoniemi and Toppinen-

Tanner found (2008) found that work engagement predicted personal initiative over time 

and that personal initiative further predicted perceptions of work-unit innovativeness 

(Hakanen et al. 2008). In their meta-analysis of the relationship between employee 

workplace perceptions and business unit outcomes, Harter et al. (2003) found that 

employee engagement generates a high frequency of positive affect which then relates to 

work performance, creativity and, ultimately, to business outcomes. They examined studies 

of twenty one different industries, including retail, financial service, manufacturing, and 

transportation. Their data was based on 7939 business units with a total of 198514 

respondents. (Harter et al. 2003.)  

 

Client satisfaction 

 

There is a number of studies arguing that employee well-being correlates with customer 

satisfaction (see e.g. Bakker, Schaufeli, Leiter & Taris, 2008, Harter et al. 2003, Ahonen 

2002). In a Finnish study on employee well-being conducted in 1997–2000, forty-eight to 

fifty-four organisations were studied. Ahonen (2002) found that in addition to economic 

benefits, employee satisfaction correlated positively with customer satisfaction (+0.46). 

(Ahonen 2002, 10.) Furthermore, Harter (2003) noted that businesses with more employees 

and high levels of well-being also tend to report greater customer satisfaction and loyalty 

(Harter et al. 2003, 221). 

 

Health problems 

 

In their study based on responses of the employees of four business organisations, 

Schaufeli and Bakker (2004) started with the assumption that burnout mediates the 

relationship between high job demands and experienced health problems. Their hypothesis 
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was confirmed and it was concluded that burnout fully mediated the relationship. (Schaufeli 

& Bakker 2004.) The same hypothesis was tested in Hakanen, Bakker and Schaufeli’s 

study (2006) in which burnout and engagement of teachers was studied. They found that 

burnout (conceptualized here as exhaustion and cynicism) mediated the relationship 

between job demands and ill health. The measures of ill health included both poor 

perceived health and poor work ability. (Hakanen, Bakker & Schaufeli 2006.) There is a 

number of studies that provide evidence that a high-level of well-being at work improves 

health. In general, employees who report high subjective well-being also report better 

health and fewer unpleasant physical symptoms (Røysamb, Tambs, Reichborn-Kjennerud, 

Neale & Harris 2003). Furthermore, individuals with higher subjective well-being tend to 

have stronger immune systems. Moreover, high subjective well-being is related to healthier 

behaviour, such as wearing seatbelts, and fewer lifestyle diseases, such as addiction to 

drugs or alcohol (Diener & Biswas-Diener, 2008). 

 

3.4 Organisational interventions and opportunities to promote well-being 
at work 

 

Interventions are actions that organisations may undertake when trying to improve the well-

being of their employees. Concentration on problems such as accidents, injuries and 

absenteeism is giving way to a broader vision of what contend, healthy and productive 

workforce can achieve in terms of higher performance and productivity (Baptiste 2008, 

285). These interventions can also act as interventions that prevent negative lack of well-

being at work outcomes. Interventions may occur on the organisational, workgroup or 

individual levels. With the help of interventions, companies can promote well-being at 

work through minimizing job demands and increasing job resources of specific jobs. (Leiter 

& Maslach 2010, 174; Bakker & Demerouti 2007.) Interventions relate to HRM practices 

and leadership styles (Baptiste 2008, Sivanathan, Arnold, Turner and Barling 2004). 
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HRM practices 

 

An employee’s work environment influences the levels of the individual’s work 

performance and well-being. Consequently, creating a positive work environment should 

have a positive impact on the employee’s work performance and well-being. (Russell 2008, 

123). According to Gilbreatht & Montesino (2006), human resource development (HRD) 

professionals should be concerned with employee well-being (Gilbreath & Montesino 

2006). Baptiste (2008) found six human resource management (HRM) practices which 

signal management trust in the employees and have a positive effect on employees’ well-

being at work and commitment. First of all, Baptiste (2008) argues that recruiting is a 

critical element of HRM. Organisations have to select the right people and because of that, 

it is important to generate innovative recruitment and selection strategies (Baptiste 2008, 

289.) Organisations may find it useful to consider what values their employees’ find 

important when recruiting and hiring employees. Understanding how value congruence 

may affect employees’ attitudes is important, since it has been found to affect job 

satisfaction and organisational commitment (Amos & Weathington 2008, 628). Value 

congruence refers to the match between an employee’s and the organisation’s values. 

(Amos & Weathington 2008, 616). Secondly, employee voice has been viewed as an aspect 

of high commitment and well-being. According to Baptiste’s study (2008), it seems to be 

essential that employees have the opportunity to express their opinions independently and 

openly. Open communication about business matters correlates with high well-being at 

work. Open communication not only ensures that employees are informed about 

organisational issues, but also conveys a symbolic and substantive message that they are to 

be trusted in an open and positive manner. Having recruited suitable and skilful employees, 

employers need to ensure that these employees have the opportunity to learn new things 

and improve their skills. There is also a growing number of managers within the private 

sector who now reason that if employee performance results in enhanced organisational 

performance, then employees should share the benefits gained. Thus employers feel that 

workers should be appropriately and equitably rewarded for their effort. The sixth 

component of Baptiste’s (2008) HRM practices is involvement in decision making and 

work teams. In a team that reeks to be successful, employees require information in order to 
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provide a basis from which to offer their suggestions and contribute to improvements in 

organisational performance. Participation can provide management with some legitimacy 

for its actions on the grounds that ideas have been put forward by workers or at least 

considered by them before decisions are ultimately made. Organisations that have tapped 

the power of teams have often experienced excellent results in performance. (Baptiste 

2008.)  

 

The JD-R-model as a tool for human resource management 

 

The JD-R-model presented earlier in this thesis can be utilized as a tool for human resource 

management. Bakker and Demerouti (2007) suggest a two-stage procedure of applying the 

model, including a qualitative and quantitative phase. The first phase includes explorative 

interviews with representatives from all the organisational levels. The aim of these 

interviews is, with the help of open questions, to understand the jobs of employees and the 

positive and negative aspects relating to them. This phase is beneficial to the company, 

because it generates information about organisation-specific and unexpected job demand 

and job resources that may otherwise remain obscure, for example, when using highly 

standardized approaches. The second phase is quantitative and consists of a questionnaire 

tailor made on the basis of the results of the first phase; the identified job resources and job 

demands potentially associated with engagement and motivation or burnout and job strain. 

This questionnaire is then directed to all the employees of an organisation, and the 

quantitative analyses made on basis of their answers provide important information for the 

interventions. The analyses can be made on subgroup levels, such as department specific 

analyses, and so they give a more precise view of highlighting strengths and weaknesses of 

departments or job positions. When these are clear, tailor made interventions are possible, 

and companies can increase the most important job resources and reduce job demands in 

order to encourage work engagement and decrease the risk for burnout. (Bakker & 

Demerouti 2007, 323–324.) 
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Transformational leadership 

 

Callan & Lawrence (2009), Russell (2008), Arnold, Barling, Kelloway & McKee (2007), 

Sivanathan, Arnold, Turner and Barling (2004) and Turner et al. (2002) argue that 

transformational leadership may have important positive effects on both the leaders’ and 

the employees’ well-being. Transformational leadership comprises of four different types 

of behaviour: inspirational motivation, idealized influence, intellectual stimulation and 

individualised consideration. Leaders show inspirational motivation when they inspire their 

followers to do their best. Leaders accomplish this by instilling realistic feelings of self-

efficacy in their employees. Idealized influence reflects behaviour that leaders enact 

because they choose to do what is right, rather than what is cost effective. Employees who 

see their leaders doing the right thing are likely to show their leaders a high level of respect 

and trust. (Arnold, Barling, Kelloway & McKee 2007, 193; Sivanathan, Arnold, Turner & 

Barling 2002, 243; Turner et al. 2002, 721.) Leaders perceived to intellectually stimulate 

employees challenge them to question their long-held assumptions and find new working 

methods. This enables employees to have a greater sense of self-efficacy in being creative. 

Finally, leaders externalize individualised consideration by showing their concern for the 

employees’ development by listening to them, paying attention to them and being 

sympathetic. (Sivanathan et al. 2004). 

  

Transformational leaders affect the well-being of their followers through four key 

psychological mechanisms (trust in management, meaningful work, employees’ self-

efficacy and organisational and occupational identity) (Russell 2008; Sivanathan et al. 

2004). Sivanathan et al. (2004) believe that trust in management mediates the relationship 

between transformational leadership and employee well-being (Sivanathan et al. 2004, 

246). It has increasingly been noted that employees want their work to be more and more 

meaningful (Panzar & Halava 2010; Callan & Lawrence 2009, 422). Transformational 

leaders can enable individuals to find their positive meaning of work (Sivanathan et al. 

2004, 247) by promoting that meaningfulness with their vision for their organisation, and 

the teams (Callan & Lawrence 2009, 422). Callan & Lawrence (2009) connect hope with 

the meaning of work and transformational leadership. They argue that leaders can generate 
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hope, especially during change, by establishing goals that are meaningful to all members 

through providing the required resources and maintaining inspirational communication 

though their employees. (Callan & Lawrence 2009, 428–429.)  

 

Self-efficacy reflects the judgment of an individual`s ability to a certain level of 

performance. Sivanathan et al. (2004) argue that leaders can affect employees’ views of 

self-efficacy, that is, to increase their belief in their ability to perform. Those with high self-

efficacy at work are more capable of having adaptive to vicissitudes and stressors in their 

work environment and thus are more likely to maintain high levels of psychological well-

being (Sivanathan et al. 2004, 245). The cognitive and affective processes that shape an 

individual’s self-efficacy can be positively shaped by psychosocial factors such as the 

quality of the leadership. Sivanathan et al. (2004) believe that by inspiring followers to 

manifest positive behaviour that employees want to follow, exhorting followers to think of 

ways to confront challenges, and providing a supportive atmosphere, transformational 

leaders can affect their followers’ self-efficacy and well-being (Sivanathan et al. 2004, 

245).   

 

According to Sivanathan et al. (2004), there are two salient groups at work places to which 

employees belong. Organisational and occupational identity refers to the feeling of 

belonging in a group. The more positively and strongly we feel like belonging to the 

organisation and the occupation we work in, the more positively our well-being enhances. 

(Sivanathan et al. 248–249.) Employees who perceive themselves as fitting well in an 

organisation will likely be more committed and satisfied in their jobs (Amos & 

Weathington 2008, 629). Callan & Lawrence (2009) argue that supervisors as 

transformational leaders also have the possibility to influence employees’ positive affect at 

work, which promotes employees’ levels of engagement and in turn, intention to continue 

in the company (Callan & Lawrence 2009, 428).  
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3.5 Theoretical synthesis and framework  

 
Well-being at work is a multileveled and multifaceted construct including both mental and 

physical aspects. The constructs of well-being at work presented above are not individual, 

unambiguous concepts. They take different viewpoints to well-being but in many cases, 

they may have overlapping elements, together building a wide-ranging view of well-being. 

As a result of the concept analysis, a framework of the context of well-being at work was 

built. The framework includes antecedents of well-being at work, the central concept of 

well-being at work itself and the outcomes of it. In addition, the framework embodies 

interventions that are used in order to enhance these abovementioned components. This 

framework does not endeavour to explain causal relationships or chronological sequences, 

but to present the interrelations between the constructs relating closely to well-being at 

work.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 5 The framework of the context of well-being at work 

INTERVENTIONS 
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Well-being at work consists of three main components: subjective, psychological and social 

well-being. Subjective well-being refers to an individual’s cognitive and affective 

evaluations of life as a whole, consisting of both momentary (a person’s affect) and long-

term evaluations (life satisfaction) (Diener, Oishi & Lucas 2003, 404). Subjective well-

being is also known as a person’s self-evaluated happiness and it is treated as a synonym 

for pleasant life (Gallagher et al. 2009, 1025, Page & Vella-Brodrick 2009, 443; Diener 

1984, 542).  

 

In a work context, subjective well-being has been studied through a model of affective 

well-being with subjects of engagement and burnout, job satisfaction and organisational 

commitment. Affective well-being is conceptualized as an individual’s feelings of pleasure 

and arousal that together describe both the content and the intensity of job-related feelings 

and depict affective well-being along three principal axes: (1) displeasure-pleasure, (2) 

anxiety-contentment, and (3) depression-enthusiasm (see Figure 2) (Warr 1990, 195). 

Engagement is one of the most recent subjects in the field of well-being at work, and it is 

considered to be related to enthusiasm in Warr’s model of affective well-being (Hakanen 

2004, 28). It is defined as a persistent and pervasive work-related state of mind that is 

positive and fulfilling and characterised by vigour, dedication and absorption (Schaufeli & 

Bakker 2004, 295). On the contrary, burnout has been a popular study subject and is located 

in the depression end of Warr’s model. (Maslach, Leiter & Schaufeli 2009; Bakker, 

Schaufeli, Leiter & Taris 2008; Harter, Schmidt & Keyes 2003.) Job satisfaction has been 

studied in relation to the pleasure-displeasure axis in Warr’s model (see Figure 2) (Horn et 

al. 2004, 367). Job satisfaction refers to satisfaction and/or dissatisfaction with pay, 

promotion opportunities, the job itself and co-workers (Danna & Griffin 1999, 359). 

Another aspect of subjective well-being is organisational commitment which is considered 

to tap particularly the pleasure-displeasure axis in Warr’s model (see Figure 2) (Horn et al. 

2004, 367). Consequently, organisational commitment can be regarded both as an integral 

part of well-being at work and a result of it (see e.g. Blom 2009, 201; Schaufeli & Bakker 

2004, 296). It is defined as the strength of employees’ attachment to (Wilson, DeJoy, 

Vanderberg, Richardson & McGrath 2004, 573), identification with and involvement in the 

company they work for (Horn et al. 2004, 367). 
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Psychological well-being refers to meaningful life and experiences (Gallagher et al. 2009, 

1025; Robertson & Flint-Taylor 2009, 162). Initially pleasurable experiences become 

gradually less enjoyable and fail to produce the same positive experiences. People will 

typically accept that living a life that involves moving from one positive experience to 

another will not be particularly enjoyable, unless the experiences have a purpose, or lead 

toward achieving a goal of some kind. (Robertson & Flint-Taylor 2009, 162.) Ryff’s six-

dimensional model of psychological well-being includes the dimensions of self-acceptance, 

environmental mastery, autonomy, positive relations with others, personal growth and 

purpose in life. Self-acceptance can be understood as having a positive evaluation of 

oneself and one’s past life. Environmental mastery refers to an individual’s capacity to 

effectively manage one’s life and the surrounding world. Autonomy is a sense of self-

determination and the ability to resist social pressure to think and act in a certain way. 

Positive relations with others are expressed by, for instance, a genuine concern about the 

welfare of others. Personal growth refers to one’s ability and desire to unleash one’s 

potential through a sense of continued growth and development as a person, as well as 

openness to new experiences. The last dimension, purpose in life, refers to the perception 

that there is a purpose and meaning of life, usually manifested through goals, direction, and 

clear objectives for living.  (Ryff & Keyes, 1995, 720). 

 

To cover the public aspect of well-being, social well-being was studied. Social well-being 

focuses on the social tasks encountered by adults in their social lives. (Gallagher et al. 

2009, 1027.) Work generally includes several social aspects, thus social well-being at work 

is important to take into account. To study whether and to what degree individuals function 

in their social world (alongside fellow world citizens, neighbours and co-workers) and how 

they overcome social challenges, Keyes studied social well-being with a five component 

model. The components of this model are social integration, social contribution, social 

coherence, social actualization, and social acceptance. (Keyes 1998, 122–123.)  

 

Antecedents of well-being at work are factors that affect both well-being at work and the 

outcomes well-being or lack of well-being may generate. Antecedents include 

characteristics of work, job demands, job resources and other antecedents. Warr’s Vitamin 
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Model is one famous model studying antecedents of well-being at work. In the Vitamin 

Model, twelve work characteristics are divided into two groups on the basis of their effect 

on well-being. The first category is called constant effect characteristics that are beneficial 

up to a certain point, after which any further increase in the supply of these six 

characteristics does not further enhance our well-being. The second category consists of six 

additional decremental characteristics that enhance well-being up to a certain point, after 

which an increase in these characteristics will have a negative effect on well-being. (Warr 

2007, 96–97.)  

 

A relevant issue in the field of antecedents is the job demands and resources model. The 

model assumes that although there are many types of work and all occupations have their 

own specific working characteristics, these characteristics can be divided into two 

universally applicable categories (Bakker & Demerouti 2007, 323). The model presumes 

two processes: an energetic process which refers to a process in which job demands lead to 

burnout or strain through exhausting the employees’ energy backup and a motivational 

process which refers to job resources strengthening employees’ work engagement. (Bakker 

& Demerouti 2007, 312; Mäkikangas et al. 2005, 57.)  Sources of job demands and job 

resources can be found on the task or organisational levels as well as in social relationships 

and in organisation of work. (Bakker & Demerouti 2007, 312–313.) Personal resources can 

function as a source of strength as such or help an individual achieve external sources of 

strengths. Personal resources include mental abilities and states, dispositional orientations 

and habitual behaviour. (Kira, Ejnatten & Balkin 2010, 617.) Other antecedents include, for 

example, factors intrinsic to the job, role in the organisation, relationships with superiors, 

colleagues and subordinates, factors relating to career development, organisational 

structure, atmosphere and communication and home-work interface (Danna & Griffin 1999, 

371–375). 

 

Well-being has been studied to affect outcomes of work, for example, employee turnover, 

performance, client satisfaction and health problems (see e.g. Rich, Lepine & Crawford 

2010; Baptiste 2008; Russell 2008). The outcomes also affect the antecedents of well-
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being. Good performance, for example, may lead to positive feedback, which may be 

considered as a gesture of managerial support and further enhance well-being at work.  

 

Interventions are actions that organisations may engage in when trying to improve the well-

being of their employees. (Baptiste 2008, 285). These interventions can also be pre-

interventions that prevent negative lack of well-being at work outcomes. With the help of 

interventions, companies can promote well-being at work by minimizing job demands and 

increasing job resources of specific jobs. (Bakker & Demerouti 2007.) Interventions relate 

to HRM practices and leadership styles. With the help of interventions, organisations may 

promote employee well-being by increasing job resources and decreasing job demands and 

taking into account specific characteristics of the job. Baptiste (2008) has identified six 

HRM practices that are considered interventions. These interventions are appropriate 

recruiting, increasing employee voice, open communication, increasing opportunities to 

learn, equitable rewarding, increasing employee involvement in decision making and 

building work teams (Baptiste 2008, 289). The job demands- resources model has also been 

used as a tool for HRM to study the state of well-being at work in their organisations. 



 

52 
 

4 WELL-BEING AT WORK IN THE CASE COMPANY 

 

 

4.1 Description and analysis of the empirical data  

 
The empirical part of the thesis studies the well-being at work in a Finnish industrial 

company that has a long tradition in its core market. The company has conducted studies of 

well-being at work annually in co-operation with several research companies since 1991, 

excluding years 2008 and 2009, when there was a brake from conducting the survey. The 

purpose of the survey has been to record the employee experiences about their jobs and 

work tasks and the results are used as a base for human resource development. However, 

there has not been longitudinal analysis of the survey results to describe the development of 

well-being at work. 

 

The questionnaire was distributed to all employees and functionaries in the Finnish unit of 

the case company, in hope to get a generalized view of the whole population. The data from 

1991–2001 was collected using different measures from the data from 2001 onward, and 

the raw data is not available for the recent years. Due to this, the focus of this thesis is on 

the period of 2001–2010. The response rate during the period has been 56–72 %. The 

number of respondents ranges from 643 to 925. In the period of 2001–2010, twenty-six of 

the survey questions have stayed the same (see Table 3). The total number of statements in 

the questionnaire during this period is 64–115 (see Table 2). The questionnaire also 

includes a free form feedback part which is also studied in this thesis (see questionnaire of 

2010 in Appendix 1). In addition, the company’s annual reports are studied in order to get 

an overview of the company’s annual development, concentrating on the financial 

indicators, letters of the president and human resource practices. The survey results 

analysed in this thesis are reflected to the information found in the annual reports. 
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The methods of the empirical part of our study consist of both descriptive statistics, 

describing changes in the case company’s well-being at work, and content analysis which is 

used when studying the survey statements in more detail. Descriptive statistics refers to 

methods of organising, displaying, and describing data by using tables, graphs, and 

summary measures (Mann 2004, 3). To study the changes in the mean values of the 

statements, statistics were applied. For the four most recent studies (2005, 2006, 2007 and 

2010), we had access to percentage distributions. With the help of the percentage 

distributions, standard deviations and standard errors were counted for each statement and 

for each of the four years. After this, we calculated statement-specific means on the 

standard errors, to get conservative estimates of the confidence intervals for each statement 

in the period of 2001–2010. To calculate whether or not statistical changes had taken place 

in the statements between the years of the period in review, we used the confidence level of 

p<0.001. This confidence level was chosen for prudence and due to the low standard 

deviations. When the samples are as big as in this thesis (643–891) and the response scale 

as narrow, the standard deviations are low.  

 

In addition to the numerical data, qualitative empirical data was analysed. The free-form 

feedback in the statements in 2001–2010 was classified by themes. The classification 

resulted from the first the free-form feedback to get an overview of the most frequent 

subjects.  Subsequently, the free-form feedback was read once again, this time coding the 

content with the help of highlighters. Coding refers to numbers, letters, or underlining used 

with the purpose of classifying data. Coding contributes to a clearer view of the data in 

question and is beneficial to data analysis. (Eskola & Suoranta 2000, 154–159.) All the 

surveys were studied and the statements categorized to get an overview of the changes in 

the emphasis of the questionnaire (see Table 3). This categorization was done according to 

which theme we found the statements belonged to and thus is different from the 

categorization found in the original questionnaire (see Appendix 1).  

 

Content analysis was also applied when analysing the questionnaire itself. The 

questionnaire of 2010 was studied in more detail and reflected to the theoretical part of the 

study. The content of each statement was examined separately, disconnected from the 
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original structure of the questionnaire. Content analysis seeks to find meanings in texts and 

is based on logical reasoning. The empirical data is first divided into parts, then processed 

and put together again in a new way to obtain a logical entity (Tuomi & Sarajärvi 2009, 

104–108). Quantification was applied when analysing the statements. Quantification is 

applied when analysing qualitative data, such as texts or documents, in a quantitative 

manner (Tuomi & Sarajärvi 2002, 107–108; Mäkelä 1991, 57–58). 

 

The statements of the questionnaire were cut into narrow pieces of paper to avoid 

classification according to the ordinary structure. In this phase, the individual statements 

were examined and classified according to who or what the statements relate to, and four 

categories were found (I, work group, manager, the company). This analysis was made with 

the original Finnish questionnaire because the meanings in the English translations may be 

differently constructed. Subsequently, the statements were divided into main groups of our 

theoretical framework, followed by a more specific classification into subcategories (see 

Appendix 2).  

 

4.2 Presentation of the questionnaire 
 

The well-being at work questionnaire has been designed by different research companies 

together with the case company, and has gone through changes since the first survey of 

1991. Out-of-date questions have been replaced with new ones. In the 1990’s, the total 

number of statements remained below 100, and the categories found to have the largest 

number of statements were the categories relating to managerial work and operations of the 

work group. From 2001 onwards, largest number of statements has been in the category of 

operations of the work group, the category including up to 42 statements in 2001 and 2002. 

The managerial work category includes the second largest number of statements, with up to 

31% of the statements relating to managerial work in the 2006 questionnaire. 
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Table 2 The numbers of statements in each theme in the questionnaire in years 2001–2010 
 
THEMES 2001 2002 2003 2004 2005 2006 2007 2010
Own work and 
work tasks 24 21 % 24 21 % N.A. 24 21 % 16 17 % 11 17 % 13 19 % 14 19 %
Flow of 
information and 
opportunities to 
participate 7 6 % 7 6 % N.A. 7 6 % 7 7 % 6 9 % 6 9 % 6 8 %

Procedures in 
the company 
and corporate 
knowledge 10 9 % 13 11 % N.A. 20 17 % 15 16 % 8 13 % 10 14 % 12 17 %
Managerial work 21 19 % 21 18 % N.A. 23 20 % 24 26 % 20 31 % 19 27 % 19 26 %
Operation of the 
work group 42 38 % 42 37 % N.A. 33 29 % 24 26 % 12 19 % 14 20 % 12 17 %
Job satisfaction 
and workplace 
atmosphere 8 7 % 8 7 % N.A. 8 7 % 8 9 % 7 11 % 8 11 % 9 13 %

112 100 % 115 100 % 0 115 100 % 94 100 % 64 100 % 70 100 % 72 100 %  
 

The category with the least statements is the category of flow of information and 

opportunities to participate with only six per cent of the statements relating to it in 2001, 

2002 and 2004. In the most recent survey, the emphasis was on managerial work with 26% 

of the total number of statements found to relate to this theme. The category found to have 

the lowest number of statements is the category of flow of information and opportunities to 

participate, with only 8% of the statements belonging to this category. The complete 

questionnaire of 2003 is not available and has thus not been included in this analysis.  

 

The structure of the questionnaire has stayed approximately the same during the whole 

period. The most recent questionnaire conducted in 2010 (see Appendix 1) consists of 

seven pages, starting with a cover explaining the purpose and history of the well-being at 

work survey. Filling in the questionnaire takes approximately 15 to 20 minutes. The 

respondents have a fortnight to complete the questionnaire individually and the anonymous 

questionnaire is returned to the research company, in order to show consideration for the 

respondents’ privacy. In the second page of the questionnaire, background information 

about the respondent is clarified. In this part, the employees are asked to write down, the 

department they work in, the personnel group they belong to, how old they are, how long 

they have worked in the organisation and the position they are in.  
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The responses are measured on a six point Likert scale ranging from 1=totally disagree to 

6=totally agree. The first category of statements is related to the employees’ own work and 

work duties. The second category includes 12 statements that evaluate the operations of the 

work group. Work group refers to the work community closest to the respondent, thus the 

purpose is not to rate statements concerning the whole organisation. The respondents are 

asked to evaluate the statements from their own work group’s point of view. The third 

category includes 19 statements related to managerial work. The respondents are asked to 

evaluate statements relating to the actions of their immediate superior. The last category 

studies the employees’ perceptions about the procedures of the organisation as a whole. In 

this category, there are statements relating to both corporate knowledge and statements 

concerning the top management of the company. At the end of the questionnaire, there are 

two free-form questions, which map the employees’ opinions of what is particularly good 

in the organisation and what should be improved. Furthermore, there is a free-form 

question about how the respondent would define the company’s community spirit. The 

empirical part of our study consists of both descriptive statistics, describing changes in the 

case company’s well-being at work, and content analysis which is used when studying the 

survey statements in more detail. Descriptive statistics refers to methods of organising, 

displaying, and describing data by using tables, graphs, and summary measures (Mann 

2004, 3). The empirical data consists of results of a survey on well-being conducted in a 

case company in 2001–2010. The data was collected by several research companies and is 

measured on a Likert-scale. The results used in this thesis are the mean values of the 

statements that are evaluated and depicted.  

 

4.3 Annual changes in the well-being at work in the case company 
 

In the period of review of 2001–2010, the case company faced both structural and 

economic challenges. Before the financial crisis of 2008, the company grew both 

economically and in the number of employees. The demand of the company’s products was 

so high that at times the production capacity seemed too low. As a result, the company 

expanded its operations abroad, establishing its first production plant in a foreign market in 

2005. It also expanded its contract manufacturing abroad in the beginning of the 21st 
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century. The financial crisis impacted the company negatively and it had to go through 

employee co-operation negotiations, which led to reductions and temporary dismissals of 

several hundred employees. In 2010 the company succeeded to overcome the economical 

effects of the financial crisis, managing to grow its business. Although the economic 

growth was regained, the crisis impacted the employees’ well-being (see Table 3).  

 

In this chapter, changes in the period 2001–2010 are discussed with the well-being at work 

survey as a base. In addition, the company’s annual reviews and free-form feedback are 

analysed. When studying the mean values of the 26 comparable statements (see Table 1) in 

the survey, one can conclude that the worst results were measured in 2005 and 2010. The 

highest results were obtained in 2001. Next, the changes are discussed, presenting each year 

when the well-being at work survey has been conducted in more detail.  
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Table 3 Mean values for the entire company 

 
Own work and work tasks 2001 2002 2003 2004 2005 2006 2007 2010
My tools are modern and well suited to their purpose 4,29 4,24 4,25 4,35 4,25 4,24 4,44 4,44
The work conditions at my workplace are excellent 4,01 3,91 3,97 4,00 3,84 3,97 4,02 4,03
I feel that I can make great use of my capabilities and 
competence in my current function 4,55 4,45 4,50 4,39 4,34 4,41 4,32 4,13
I feel that my work contribution is appreciated within my team 4,31 4,36 4,33 4,51 4,46 4,47 4,28 4,39
Flow of information and opportunities to participate 2001 2002 2003 2004 2005 2006 2007 2010
Generally, enough information is provided in the company about 
upcoming events 3,95 3,62 3,94 4,13 3,58 4,05 3,72 3,39
I find that the personnel has sufficient significance in the 
decision-making process 4,05 3,59 3,86 3,78 3,49 3,77 3,36 2,98
If necessary, in the company matters can be discussed directly 
with the decision-makers without any intermediaries 3,98 3,62 3,90 3,98 3,65 3,85 3,67 3,47
I find that the various departments of the company have equal 
opportunities to contribute to the development of their working 
environment 3,76 3,41 3,60 3,49 3,45 3,56 3,33 3,14
Communication in the company is clear and comprehensible 4,42 4,14 4,34 4,40 3,88 4,39 4,02 3,72
In the company, proposals are advanced in an efficient way 3,96 3,75 3,90 3,97 3,88 4,00 3,93 3,85
Managerial work 2001 2002 2003 2004 2005 2006 2007 2010
My supervisor is impartial and fair 4,49 4,25 4,22 4,17 4,42 4,53 4,37 4,61
I find that my supervisor provides me with sufficient information 
on matters I consider important 4,29 4,13 4,08 4,13 4,29 4,35 4,20 4,28
I find that my supervisor has enough time for my problems 4,20 4,07 3,96 4,08 4,18 4,27 4,09 4,34
My supervisor appreciates and encourages his or her 
subordinates taking initiative 4,30 4,16 4,08 4,17 4,32 4,34 4,16 4,34
My supervisor tolerates constructive criticism concerning his or 
her own actions as well 4,26 4,14 4,07 4,10 4,27 4,41 4,22 4,45
My supervisor makes every effort to ensure that his or her 
subordinates enjoy their work 4,27 4,02 4,02 3,99 4,11 4,20 4,03 4,21
I trust the ability of the company management group to run 
affairs 4,72 4,22 4,59 4,62 3,66 4,37 4,43 3,81
Workplace atmosphere 2001 2002 2003 2004 2005 2006 2007 2010
I find that the personnel of of the company enjoy their work 4,41 4,12 4,30 4,23 4,07 4,18 4,06 3,52
I believe that employees respect the company as a workplace 
and an employer 4,86 4,59 4,78 4,81 4,46 4,69 4,46 3,78
I would not be ready to resign from the company even if I were 
offered a new job with the same benefits in the same 4,35 4,15 4,36 4,34 4,10 4,22 4,05 3,64
The atmosphere in the company inspires employees to share 
their ideas and innovations 4,22 3,94 4,11 4,13 3,94 3,86 3,64 3,40
I like to come to work every day 4,63 4,42 4,51 4,43 4,29 4,41 4,29 4,06
Corporate knowledge 2001 2002 2003 2004 2005 2006 2007 2010
I find it easy to perceive the significance of my function for the 
operation of the company as a whole 4,87 4,81 4,79 4,86 4,74 4,85 4,88 4,88
I am familiar with the products of the company 4,90 4,81 4,85 4,88 4,71 4,78 4,61 4,74

I am sufficiently aware of the financial situation of the company 4,53 4,28 4,53 4,59 3,99 4,60 4,47 4,25
I am confident that the company will be able to provide me with a 
job in the future 5,05 4,82 4,91 4,92 4,22 4,65 4,38 4,03  
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2001 

 

Despite the difficult market situation and uncertainty of the environment, the turnover of 

the case company grew by 6.3 % compared to the previous year. The number of employees 

also grew by 7.1 %. In the annual report, the CEO of the company wrote that the main 

objectives of 2001 were to mitigate investments and to capitalize on the investments made 

in the previous years. These objectives were met, and were reflected in increased 

production volumes and lower production costs. In addition, these accomplishments led to 

improved ROI and cash flow. In 2001, new products and a new department were launched, 

truly displaying the team spirit and resulting in substantial savings. During the year the 

company’s main work tasks consisted of revising the strategy and communicating and 

clarifying it to the employees. A training programme was launched to promote the strategy 

implementation. The purpose of the programme was also to develop self-management and 

superior work. 

  
In 2001, the number of respondents of the well-being at work survey was 891 and response 

rate was 65%, the lowest since 1992. The mean values of the 26 comparable statements 

reviewed in this thesis, were high in 2001. The highest mean values of each of the five 

reviewed categories measured in the period of 2001–2010 (own work and work tasks, flow 

of information and opportunities to participate, managerial work, workplace atmosphere 

and corporate knowledge) were all achieved in 2001. The category of corporate knowledge 

received the highest means with values above 4.5, whereas the information flow and 

opportunities to participate category received the lowest mean values. Especially the trust 

in job continuity, trust in the management group’s abilities to run affairs, respect for the 

company as an employer and satisfaction in the company communication were among the 

most positively rated statements. The lowest ratings were given to statements in the flow of 

information and opportunities to participate category, more specifically, the equal 

opportunities of different departments to contribute to the development of their work 

environment.  

 



 

60 
 

The questionnaire included a question about the employees’ individual learning plans (ILP) 

for the first time in 2001. The question was whether the respondent had or did not have an 

ILP. Of the functionaries, 64.4% reported they had an ILP whereas the comparable 

percentage for the production personnel was 10.4%. The respondents, who reported to have 

an ILP also rated other questions relating to their own work more positively than the 

respondents who did not have an ILP. As a part of the questionnaire there was a set of 

questions related to competence. The results indicated that 34.2% of the respondents felt 

that they could manage slightly more demanding work tasks, whereas 15.3% felt that they 

could manage significantly more demanding work tasks. The questionnaire also included a 

set of questions relating to feedback.  

  

In addition to the survey questions measured with the Likert scale, there was one free form 

question: ‘List the three most important issues in your work community, department or the 

company in general that should be improved most urgently’. The number of received 

responses was 251. The remuneration policy received a considerably number of negative 

feedback. More specifically, several comments indicated that the functionaries’ salaries had 

not improved in proportion to the production personnel’s. Differences in remuneration 

policies between departments were a subject of criticism. In addition, the tools and 

machines in use were criticised and some respondents hoped that more resources would be 

channelled to repairing the machines. Lack of communication and implementation of 

initiatives also received some negative feedback. Respondents wished for openness and a 

more rapid flow of information.  

 

2002 

 

The case company went through a period of success and profitable growth in 2002. The 

turnover rose by 13.2% and the number of employees also rose by 27 people. The training 

program that was started the previous year was successfully carried out and new measures 

were taken to improve employee know-how and the work community atmosphere. On-the-

job learning was also an important part of human resource development. 
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The number of accepted responses to the well-being survey was 792 in 2002, with a 

response rate of 61.9%. This year statements concerning the trust in the continuity of the 

work, knowledge about the products and the ease of understanding one’s function for the 

operations of the company whole were rated high. Likewise, the respect for the company as 

an employer, possibilities to develop one’s work environment and the feeling of one’s work 

being appreciated within the team were rated with high averages. Statements related to the 

flow of information and opportunities received the lowest evaluations, for example, the 

employees rated the statement I find that the personnel of the company has sufficient 

significance in the decision-making process with the lowest average of all the 26 

comparable statements that year.  

 

Like the previous year, the majority (51.2%) of respondents felt that they could manage 

slightly more demanding or significantly more demanding work tasks. The use of ILPs had 

become more common. The number of people responding to the free-form feedback for 

development ideas was 250. The biggest part of the free-form feedback related to 

management and supervisory work, concerning both the work of their immediate superiors 

and the senior management. Employees desired feedback and equality from their 

supervisors and more interaction with the senior management. Like the previous year, there 

still existed problems in the flow of information, participation and company atmosphere. 

Some comments related to machines and tools and some regarded the external 

communication of company issues not truthful. 

 

Comparing to the previous year, the results of 2002 were lower (when evaluating the 26 

question mean values). The only statement in which the mean value has risen is the 

statement I feel that I can make great use of my capabilities and competence in my current 

function where the mean value rose approximately by 1%. This change is not statistically 

significant (p<0.001) and may be caused by a standard error. The statements relating to the 

personnel’s significance in decision-making and trust in the management groups ability to 

run affairs had statistically significantly changed for the worse. 

 
 
 



 

62 
 

2003 

 

Year 2003 was financially good for the case company. The company’s products sold well 

and the turnover grew by 10.3%. According to the CEO, the entrepreneurial spirit of the 

employees contributed to the launch of several new products and the productivity grew. In 

addition to a growing turnover, the company succeeded in growing its market share in its 

domestic market. The company also made several investments abroad, in markets that were 

considered important for the future profit of the organisation. The investments were 

significant and there were considerable risks included in deciding about them. For example, 

the company made the decision to invest in a new production plant abroad in the near 

future. 

 

The response rate, number of respondents and free-form feedback for the well-being at 

work survey in 2003 is unknown. The results of the survey of 2003 indicate that the 

category of statements relating to the corporate knowledge once again received the highest 

ratings. The employees in general felt confident about the continuity of work, were familiar 

with the products produced and understood their role for the company’s operations as a 

whole. In addition, the employees seemed to respect the company as an employer and trust 

the management group’s ability to run affairs. The average employee also felt that his/her 

work contribution was appreciated within the work group. The statement concerning the 

equal opportunities to contribute to the development of their working environment received 

the lowest mean value.  

 

In comparison to the survey of 2002, all the six statements measuring the flow of 

information and opportunities to participate rose and the chances were statistically 

significant (p<0.001). Also the mean value of the statement, I trust in the ability of the 

company management group to run affairs rose by 8.77%, which is also a statistically 

significant change (p<0.01). This was the only statement that rose in mean value in the 

category of managerial work. In the workplace atmosphere category, four of five statements 

improved statistically significantly (p<0.001). In this category, the statement relating to 

organisational commitment had improved the most.  
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2004 

 

In 2004 the company made its financial statement according to the IFRS standards. The 

company's turnover grew by 14.1% and the number of employees continued to increase. In 

the annual report, the CEO stated that increasing foreign trade would be the main objective 

of the year. The new factory construction abroad proceeded on schedule and new logistics 

centres were working as expected. The company operations were enhanced and the 

company introduced several new products which were technically very demanding to 

manufacture. Nevertheless, production increased significantly and productivity improved 

substantially. 

  
In 2004 the well-being survey was answered by 787 employees and the response rate was 

56%, the lowest in the period of this study. The average employee trusted in the ability of 

the company to provide work also for the future, and the statement relating to this received 

the highest mean. The lowest mean value was reported for the statement relating to the 

equal opportunities of departments to contribute to the development of their working 

environment. Once again the statements of the corporate knowledge category received the 

highest mean values, whereas the flow of information and opportunities to participate 

category received the lowest ratings.  

 

In 2004, the free-form feedback was divided into two categories. In the first category, the 

respondents were asked what is particularly good about the company, and in the second one 

what can be improved or developed. The reported aspects that were particularly good in the 

company were related to the remuneration and security about the continuity of the jobs. 

Some respondents praised the openness and positivity of the workplace atmosphere, 

flexibility in the working hours, the possibility to develop oneself professionally and the 

good image of the company. More inconsistent feedback was related to company 

development and innovativeness, product range quality, good working conditions and 

interesting and challenging work tasks. Agreeable colleagues and the opportunity for 

advancement within the company were among the reported positive aspects. Many 

respondents wished for improvement of the remuneration system, communications and 
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equal treatment of employees. Some comments were related to the way supervisors treat 

their subordinates and more feedback was desired. Respondents also hoped for more 

cooperation between the departments to increase mutual respect, more transparent work 

atmosphere and the possibility for job rotation for those who want it. Investing in the 

employees’ endurance at work was also among the development proposals. 

 

Comparing the survey results from 2003 and 2004, no noteworthy changes took place, in 

general. The mean values of all five categories stayed almost on the same level as the 

previous year. The only statistically significant positive changes were measured in the 

mean values of the statements Generally, enough information is provided in the company 

about upcoming events and I feel that I can make great use of my capabilities and 

competence in my current function.  

  

2005 

  

Year 2005 was a year of many events and changes for the case company. The company 

substantially invested in future development and growth as a foundation. Another offshore 

plant was finished and other large investments abroad were made. The markets were much 

more challenging compared to the previous year and at the same time, the raw material 

prices increased. This was reflected in the demand of the company’s products, however, the 

company managed to grow and increase turnover by 13.8% and increased its personnel by 

200 employees. 

  

The response rate of the well-being survey was 60% with a number of 851 responses. The 

lowest results in the survey were measured in the flow of information and opportunities to 

participate category. All of the statements under this category received mean values under 

4. When comparing the worst mean values in the different categories during the period of 

2001–2010, three categories received their lowest mean values in 2005. These statements 

were related to the trust in the management group, the work conditions and the knowledge 

about the financial situation of the company. The highest mean was measured in the 
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corporate knowledge category. The average employee understood the significance of their 

function to the operations of the organisation.  

 

In the free-form feedback part, there was approximately the same number of positive and 

negative comments. In the negative part, subjects such as problems in communication and 

inequality between the employees and the work teams came up. Some also implied 

dissatisfaction in compensation and the impaired work atmosphere. The positive comments 

were most often related to compensation, the company’s strong financial position, 

colleagues and the work atmosphere. Some positive feedback was also received relating to 

the employees’ own work, tools and work conditions.   

 
There were several significant changes in the mean values when comparing the survey 

results of 2004 with the results of 2005. Statements relating to own work and work duties 

stayed on the same level as the previous year, with one exception. The average employee 

felt less satisfied with the working conditions in 2005 than in the previous years. In the 

category of flow of information and opportunities to participate all mean values decreased, 

with the mean of the statement Generally, enough information is provided in the company 

about upcoming events decreasing statistically significantly by 13.32%. In this category, all  

mean values of statement except I find that the various departments of the company have 

equal opportunities to contribute to the development of their working environment and In 

the company, proposals are advanced in an efficient way decreased statistically 

significantly (p<0.001). In addition, all statements concerning both the workplace 

atmosphere and the corporate knowledge decreased in mean values. The statements relating 

to the confidence of work continuity and the awareness of the financial situation, decreased 

statistically significantly with mean values falling by 13.07% and 14.23% respectively 

(p<0.001). The mean values for respect for the company as an employer and organisational 

commitment also decreased statistically significantly (p<0.001). The managerial work 

category was the only category with positive development. Particularly the statements 

relating to supervisory work improved. Statistically significant changes were measured in 

the means of statements relating to the impartiality and fairness of supervisors and the 

supervisors toleration of constructive criticism. In addition, the average employee felt that 
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their supervisor provided them better with information he/she considers important. The 

trust in the management group’s ability to run affairs was an important exception in this 

category. The mean value of the statement slumped with a remarkable percentage of 

20.78%, which is the statistically most significant decrease in the whole study.  

 

2006 

 

In 2006, the case company increased its sales and profit as well as grew in market share. 

The turnover increased by 29.8% and the company hired new employees. The positive 

development was buffered by the establishment of two off-shore sales companies and other 

investments abroad. In 2006, records were made in production output. The company 

launched several new products, including new product groups and investments were made 

to increase production capacity. Although the case company succeeded in growing their 

business, the market situation was challenging. The price of raw materials rose and 

competing products from low production cost countries were introduced to the market. 

  
The number of responses to the well-being survey was 853 the response rate being 62%. In 

2006, responses indicated that, once again, the category of corporate knowledge was on a 

good level, with mean values ranging from 4.60 to 4.85. The flow of information and 

opportunities to participate was the category with the lowest level of mean values, with the 

lowest mean value (3.56) in all the responses of 2006 in the statement I find that the 

various departments of the company have equal opportunities to contribute to the 

development of their working environment. The managerial work category received mean 

values over 4.2, with the trust in the management group’s ability to run affairs receiving a 

mean value of 4.37. In the own work and work tasks all except one statement received 

mean values indicating slight satisfaction. The exception is the statement relating to work 

conditions, which received a mean value of 3.97. The work atmosphere category was 

generally on a high level except the statement The atmosphere in the company inspires 

employees to share their ideas and innovations which received a relatively low mean value 

(3.86).  
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Free-form responses were given also in 2006. Approximately 320 positive and 340 negative 

comments were received. The positive comments related to the salary, the continuity of 

work, pleasant colleagues and work atmosphere. The good image of the company was 

regarded particularly positively. However, the continuity of work was not taken for granted. 

Like the previous years, development proposals were hoped concerning the level of pay, 

working conditions and tools. An increasing number of the development proposals were 

related to the lack of appreciation between individuals. Several respondents felt that the 

work environment needed improvement. Several respondents criticized the 

overemphasizing of team spirit and wished that team spirit would show in deeds rather than 

in talk. More recreational activities were hoped for. There was an abundance of comments 

relating to problems in communication. Employees wanted better share of information and 

more effective meeting practices. The flow of information between departments and the 

lack of opportunities to participate were also among the development proposals.  

 

In general, the development of the survey responses was positive, when comparing 2005 to 

2006. Only two statements received lower mean values than the previous year. These were 

the statements related to the tools and the inspiring work atmosphere but the changes were 

not statistically significant. The flow of information and opportunities to participate 

category improved in all statements, particularly the statements relating to the provision of 

information about upcoming events and clarity and comprehensibility of the 

communication in the company, both increasing by more than 13.10% in their mean values. 

The managerial work category stayed on the same level as the previous year, except trust in 

the management group’s ability to run affairs which improved by 19.40%. This was the 

statistically highest increase measured in the whole study. In the work atmosphere category, 

the employees’ perception of the respect towards the company as an employer recovered to 

the level of the fist years of the study. In the corporate knowledge category, two statements 

improved statistically significantly (p<0.001). These statements are I am confident that the 

company will be able to provide me with a job in the future and I am sufficiently aware of 

the financial situation of the company, with mean values recovering to the level of 2004.  
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2007 

  

In 2007, the company continued to grow with a 22.6% increase in turnover and by 

approximately 200 new employees. The strong growth was mainly due to increased sales 

abroad and the chain of distribution getting improved in the strategically important market 

areas. The company succeeded in capitalizing on the great investments made the previous 

years. Production capacity was increased and the product mix was diversified abroad, 

which led to the strong growth in sales. New products were successfully introduced to the 

market. According to the CEO of the company, working hard is a part of the company 

culture and a necessity for the company to maintain its position as a profitable player in the 

market. To the CEO’s mind, employees had received a healthy dose of self-confidence and 

trust in colleagues’ abilities as a consequence of the past years’ success. The CEO also 

wrote that the company's atmosphere seemed more relaxed. 

  

In 2007, the number of responses to the well-being survey was 883. The results of the 

survey indicated that the average employee rated the statements in the categories of own 

work and work tasks, managerial work and corporate knowledge positively, with the mean 

value ranging from 4.02 to 4.88. Once again, the category of corporate knowledge received 

the highest level of mean values, whereas the flow of information and opportunities to 

participate category received the lowest level. As the previous year, the statement relating 

to the easiness of understanding one’s significance to the operations of the company as a 

whole received the highest mean value. The lowest mean value both this and the previous 

year was measured for the statement relating to the equal opportunities of different 

departments to develop their working environment.  

 

In the free-form feedback, the negative side was emphasized, which also was in line with 

the inferior survey results when comparing to the previous year. Positive comments were 

given about the advantages provided by a big company, the sports facilities and leisure 

activities. The employees also expressed their satisfaction with salary payment and its 

security and regularity. Trust in the company and in the continuity of the work was 

expressed by some respondents. A few comments emphasised the pleasant atmosphere of 
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the company and work colleagues. Negative feedback was given regarding the flow of 

information and participation. Once again, the openness of communication and the flow of 

information between departments were among the development proposals. Remuneration 

received both positive and negative comments. Several respondents hoped for a better wage 

equality and for personal rises in salary. Inequality between the employees, departments 

and organisation levels were mentioned as subjects for improvement. In addition, superior 

work received some critique. 

  

In the survey of 2007, only three statements received higher values than the previous year. 

Only the statement relating to work tools improved statistically significantly (p<0.001). In 

the flow of information and opportunities to participate category, all mean values declined 

from the previous year. In this category, five out of six statements decreased statistically 

significantly in mean values (from -4.68% to -10.88%). Slight decrease was measured in 

the mean values in the category of managerial work, workplace atmosphere and corporate 

knowledge. The only exceptions were the statements relating to the trust in the management 

group to run affairs and the significance of one’s function in the company operation, which 

both stayed on the level of the previous year. Statistically significant decreases in mean 

values were measured for statements The atmosphere in the company inspires employees to 

share their ideas and innovations and I believe that employees respect the company as a 

workplace and an employer. 

 

2010 

  

Despite the challenging situation of the world economy, the case company was able to 

double its operating profit and increase its turnover by 32.5% since the GDP in the 

company’s core markets increased and the sales were grown. There was a great demand for 

the company’s products and the backlog of orders was high, which also indicated 

continuing demand at the end of the year. During the year, production was increased to 

satisfy the demand of the market and at the end of the year the whole production capacity 

was in use. The company also succeeded in transferring the rising costs of the raw materials 
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to the prices of their products and the company’s distribution channels were expanded to 

new strategically important areas. 

  

The response rate to the well-being survey was 60.3% in 2010. The own work and work 

tasks category received mean values above four, as did the corporate knowledge category. 

The lowest level of mean values was measured in the categories of flow of information and 

opportunities to participate and workplace atmosphere. Of all the statements in the period 

of review, the lowest mean value was measured in the statement relating to the personnel's 

significance in the decision-making process; received a mean value below 3. In addition, 

the statement The atmosphere in the company inspires employees to share their ideas and 

innovations received the lowest mean value in the work atmosphere category in the whole 

period of review. The highest mean value in 2010 was, yet again, measured for the 

statement I find it easy to perceive the significance of my function for the operation of the 

company as a whole.  

 

Like the years before, in the free-form feedback there were positive comments relating to 

remuneration, employee benefits, work atmosphere and colleagues. Interesting and varying 

work tasks were appreciated. Inequality between the employees and dissatisfaction in salary 

received a great deal of negative feedback from respondents. Respondents hoped for 

improvement in communication, opportunities to participate and managerial work. 

Respondents hoped for more appreciation and encouragement from their managers. The 

company atmosphere suffered from the insecurity of the economic situation. 

 

The mean values of the survey in 2010 declined of general, especially when comparing the 

2006 and 2010. In the category of own work and work duties, mean values stayed on the 

level of the previous year, with the exception of the mean value of the statement relating to 

the appreciation of one’s work contribution within the team which rose by 2.57%. All mean 

values in the flow of information and opportunities to participate category decreased 

statistically significantly, except the statement relating to the advancement of proposals. In 

addition, all mean values in the work atmosphere category declined by 5.36%–15.25%. 

These changes were statistically significant (p<0.001). In the corporate knowledge 
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category, there were two statistically significant changes. The average employee felt that 

he/she was less aware of the financial situation of the company than the previous year, and 

was less confident about the continuity of work. The managerial work category was an 

exception to the negative development of the responses. All statements relating to superior 

work were rated more positively than in 2007, with the statistically most important positive 

change in the statement relating to the statement I find that my supervisor has enough time 

for my problems. The only negative change in the category was in the mean value of the 

statement relating to the trust in the company management group to run affairs which sank 

statistically significantly by 14%. The mean values of 2010 were similar to the mean values 

of 2005, with all other categories except the managerial work category declining.   

 

4.4 Statement-specific changes during the period of 2001–2010 
 

In this chapter, the 26 comparable statements are reviewed individually and category-

specifically to get an overview of the changes between 2001 and 2010. The statements are 

divided into categories mainly on the basis of the company’s own division, except for two 

statements that have moved to different categories (see Table 3). The first statement is I feel 

that I can make great use of my capabilities and competence in my current function which 

was shifted from the workplace atmosphere category to the own work and work tasks 

category. The second statement is I am confident that the company will be able to provide 

me with a job in the future which was shifted from the flow of information and 

opportunities to participate category to the corporate knowledge category.   

 

4.4.1 Own work and work tasks 
 

This category includes four items that measure work tools, work conditions, and other 

aspects of own work and work tasks. In this category, the mean values for all the four items 

have stayed on a rather high, constant level ranging from 3.84 to 4.55, thus staying on the 

positive side of the Likert scale (4= slightly agree). The statement The work conditions at 

my workplace are excellent has received the lowest mean of the category in 2005, and has, 

in general, received lower means during the period of review than the other items in the 
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same category. The highest mean value in this category was measured in 2001 for the 

statement I feel that my work contribution is appreciated within my team, but the statement 

has since followed a declining trend.  

 

In the statement My tools are modern and well suited to their purpose, the variation in the 

mean value has been between 4.24–4.44, (see Figure 6). During the period of 2001–2010, 

the largest change has been 0.20 units in a scale of 1 to 6, which implies that the answers 

have remained at the same level throughout the period. The biggest change occurred 

between 2006 and 2007 when the only statistically significant change was measured 

(significance level p < 0.001).  

 

 
 

Figure 6 My tools are modern and well suited to their purpose 
 

The mean value in the statement The work conditions at my workplace are excellent has 

ranged between 3.84 and 4.03, which implies that the greatest unit change during the period 

is 0.19 (see Figure 7). There has been little fluctuation in the mean values during this 

period. The most important statistical change happened between 2004 and 2005 (p <0.001), 

after which the mean has risen every year. 

 



 

73 
 

 
 

Figure 7 The work conditions at my workplace are excellent 
 

The statement I feel that my work contribution is appreciated within my team has received 

mean values ranging from 4.13 in 2010 to 4.55 in 2001 (see Figure 8). The trend in this 

statement has been downward, with the lowest mean value measured in the latest survey. 

The biggest unit change during the period has been 0.42. The statistically most significant 

negative change (p<0.001) took place between 2007 and 2010, when the mean value went 

down by 4.40%. 

 

 
 

Figure 8 I feel that my work contribution is appreciated within my team 
 

The mean values of the statement I feel that I can make great use of my capabilities and 

competence in my current function have stayed between 4.28–4.51 in the period in question 

(see Figure 9). The unit-specific change has ranged within 0.23 units. The highest mean 

value was measured in 2004 and the lowest in 2007. The statistically most significant 
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positive change happened between 2003 and 2004, with a 4.16% rise in the mean value, 

whereas the statistically most significant negative change was measured in 2006–2007 with 

a 4.25% drop in the average value (p<0.001). In the most recent survey, the mean value 

increased by 2.57% in comparison to the mean value measured in 2007. 

 

 
 

Figure 9 I feel that I can make great use of my capabilities and competence in my current 
function 
 

4.4.2 Flow of information and opportunities to participate 
 

The category of flow of information and opportunities to participate inquires how 

employees experience opportunities to participate in the decision-making process, receive 

information and generate ideas. The level of the mean values of this category is the lowest 

in comparison to the other categories. The mean values have varied between the peak value 

of 4.42 and the weakest value of 2.98. The bottom value of 2.98 was measured for the item 

I find that the overall view of the personnel has sufficient significance in the decision-

making in 2010 and this value is the lowest mean value of all the 26 comparable items. The 

highest average of 4.42 was measured in 2001 for the statement Communication in the 

company is clear and comprehensible. 

 

The mean value in the statement Generally, enough information is provided in the company 

about upcoming events has varied a lot during the period under review (see Figure 10). The 

changes in the mean values have been statistically significant every year (p<0.001). There 
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has been no perceived linearity in the mean values. The mean values have stayed between 

3.39 and 4.13 with 0.74 as the biggest change in units. The most significant positive change 

(p<0.001) took place in 2005 and 2006, with a 13.13% rise in the mean value. The most 

significant negative change happened in 2004–2005, with a 13.32% drop in the mean value. 

The lowest mean value (3.39) was measured in 2010. 

 

 
 

Figure 10 I feel that I can make great use of my capabilities and competence in my current 
function 
 

The mean values of the statement I find that the overall view of the personnel has sufficient 

significance in the decision-making process range between the 2.98 measured in 2010 and 

4.05 in 2001 (see Figure 11). The trend has been downward during the time period, and the 

biggest unit change has been 1.07. The most significant change for this statement was 

measured between 2001 and 2002, with an 11.39% plunge in the mean value. Another 

significant negative change happened in 2007–2010, when the mean value dropped by 

11.31%. A noteworthy fact is that the mean value has dropped by 20.9% from 2006 to 

2010. The most significant positive change took place in 2005–2006, with an 8.02% rise in 

the mean value (p<0.001). 
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Figure 11 I find that the overall view of the personnel has sufficient significance in the 
decision-making process 
 
The mean values counted for the statement If necessary, in the company matters can be 

discussed directly with the decision-makers without any intermediaries have stayed 

between 3.47 and 3.98 (see Figure 12). The largest change in units has been 0.51. The 

lowest means were measured in 2010 and the highest in 2001 and 2004. The most 

significant change (p<0.001) happened between 2001 and 2002 with a 9.05% change in the 

mean value, while the most significant positive change happened the year after (+7.73). In 

the past few years, the trend in the mean has been downward. 

 

 
 

Figure 12 If necessary, in the company matters can be discussed directly with the decision-
makers without any intermediaries 
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The statement I find that the various departments of the company have equal opportunities 

to contribute to the development of their working environment is remarkable in the sense 

that its mean values have stayed low during the whole period of review (see Figure 13). 

The mean values have remained between 3.14 and 3.76, which counts for a unit-specific 

change of 0.62. The highest positive change (p<0.001) occurred between 2002 and 2003, 

with a 5.57% change in the mean value. The most significant negative change has taken 

place between 2001 and 2002 with a 9.31% drop in the mean value. In recent years, the 

mean values have had a downward trend and the lowest mean value was measured in 2010. 

 

 
 

Figure 13 I find that the various departments of the company have equal opportunities to 
contribute to the development of their working environment 
 

The mean values of the statement Communication in the company is clear and 

comprehensible have varied between the highest value measured in 2001 (4.42) and the 

lowest mean measured in 2010 (3.72) (see Figure 14). Thus, the largest change in units is 

0.7. Statistically the most significant changes (p<0.001) in the mean values took place in 

the two consecutive years of 2004–2005 with the most significant negative change 

(11.82%) and 2005–2006 with the most significant positive change (13.14%). Other 

statistically significant changes happened during the two most recent surveys, with the 

mean value dropping from 4.30 in 2006 to 3.72 in 2010. 
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Figure 14 Communication in the company is clear and comprehensible 
 

The highest mean value for the statement In the company, proposals are advanced in an 

efficient way was measured in 2006 (4.0) and the lowest in 2002 (3.75) (see Figure 15). The 

changes in the mean values have been exiguous, with the highest unit-specific change of 

0.25. The statistically most significant change was measured in 2001–2002, with a 5.30% 

drop in the mean value, whereas the most significant positive change took place the next 

year with a 4% rise in the mean value (p<0.001). 

 

 
 

Figure 15 In the company, proposals are advanced in an efficient way 
 

4.4.3. Managerial work 
 

The category of managerial work measures the employees’ perceptions about their 

supervisor’s and the top management’s actions. The mean values in this category range 
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between 3.66 and 4.72. The mean values of the items have, in general, stayed on a level 

above 4, except the mean values of the item measuring the employees’ trust in the decisions 

of the top management. However, both the highest and the lowest mean values in this 

category were measured for the same statement I trust the ability of the company 

management group to run affairs. When comparing the five categories in this review, the 

managerial work category is the only category with rising mean values in the survey of 

2010.  

 

The measured mean values for the statement My supervisor is impartial and fair have 

varied between the highest value measured in 2010 (4.61) and the lowest value measured in 

2004 (4.17) (see Figure 16). The greatest unit change during the period is 0.44 units. 

Statistically the most significant change happened between 2006 and 2007 with a 6% rise in 

the mean value. The most significant negative change took place in 2001–2002, when the 

mean dropped by 5.35% (p<0.001). Exceptionally, the highest mean in this statement was 

measured in the latest well-being at work survey. 

 

 
 

Figure 16 My supervisor is impartial and fair 
 

The mean values of the statement I find that my supervisor provides me with sufficient 

information on matters I consider important (see Figure 17) have varied between the 

highest mean value of 4.35 measured in 2006 and the lowest mean value of 4.08 measured 

in 2003. The mean values have thus ranged within 0.27 units. In this statement, there have 

been two significant changes. One of them is negative and occurred between 2001 and 
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2002, with a 3.73% drop in the mean value. The second of the significant changes took 

place in 2004 and 2005, with a 3.87% rise in the mean value. In the results of the most 

recent survey in 2010, the level of the mean value is at a high level of 4.25.  

 

 
 

Figure 17 I find that my supervisor provides me with sufficient information on matters I 
consider important 
 

The mean values of the statement I find that my supervisor has enough time for my 

problems have not varied a lot during the period (see Figure 18). The highest average was 

measured in 2010 in the latest survey with a value of 4.34. The average has stayed above 

the value 4, except in 2003 when the lowest average was measured (3.96). The unit-specific 

change during the period has thus been 0.24 at the largest. The statistically most significant 

positive change occurred between 2007 and 2010, with a 6.11% rise in the mean value. The 

statistically most significant negative change took place in 2006–2007, when the mean 

dropped by 4.22% (p<0.001). 
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Figure 18 I find that my supervisor has enough time for my problems 
 

The statement My supervisor appreciates and encourages his or her subordinates taking 

initiative has had the least fluctuation in the means of all the 26 comparable questions 

reviewed in this thesis (see Figure 19). The unit-specific change is 0.18 at the greatest. The 

highest average was measured in 2006 and 2010 with the value of 4.34, whereas the lowest 

average was measured in 2003 with the value of 4.08. The statistically most significant 

positive change took place in 2007–2010, with a 4.33 rise in the mean value. The 

statistically most significant negative change was measured in 2006–2007 with a 4.15 drop 

in the mean value (p<0.001). 

 

 
 

Figure 19 My supervisor appreciates and encourages his or her subordinates taking 
initiative 
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The highest mean value of the statement My supervisor tolerates constructive criticism 

concerning his or her own actions as well was measured in the latest survey (4.45) and the 

lowest mean value in 2003 (4.07) (see Figure 20). The unit specific fluctuation during the 

period of review has been 0.27 at most. The statistically most significant negative change 

occurred in 2006–2007 when the average value dropped from 4.41 to 4.42 (-4.31%). The 

statistically most significant positive change happened between 2007 and 2010, with a 

5.45% rise in the mean value (p<0.001). 

 

 
 

Figure 20 My supervisor tolerates constructive criticism concerning his or her own actions 
as well 
 

The average value of the statement My supervisor makes every effort to ensure that his or 

her subordinates enjoy their work has varied between the values of 3.99 and 4.27 and thus 

the largest unit change is 0.28 in the period of review (see Figure 21). The statistically most 

significant change happened in 2001–2002, when the mean value dropped from 4.27 to 

4.02 (-5.85%). The statistically most significant positive change took place when 

comparing the two most recent years, with a 4.47% rise in the mean value between 2007 

and 2010 (p<0.001). 
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Figure 21 My supervisor makes every effort to ensure that his or her subordinates enjoy 
their work 
 

The mean value of the statement I trust the ability of the company management group to 

run affairs has fluctuated substantially, with a remarkable 1.06 change in units during the 

period (see Figure 22). The highest mean value for the statement was measured in 2001, 

with as high an average as 4.72, whereas the lowest mean value was measured in 2005 

(3.66). The statistically most significant negative change happened in 2004–2005, with a 

20.78% plunge in the mean value. There are also two additional, statistically significant 

drops in the mean value between 2001 and 2002 (-10.59%) and 2007–2010 (-14%). The 

statistically most significant positive change happened in 2006–2007, with a 19.40% rise in 

the average value (p<0.001). 

 

 
 
Figure 22 I trust the ability of the company management group to run affairs 
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4.4.4 Workplace atmosphere  
 

The workplace atmosphere category includes items measuring the overall atmosphere and 

the commitment of the employees. The mean values of the category have stayed between 

3.40 and 4.86, with mean values decreasing towards the end of the period of review. The 

highest mean in this category was measured in 2001 in the statement I believe that 

employees respect the company as a workplace and an employer, which is also the item 

that has had the highest overall level of means in the category. The lowest mean was 

measured in the statement The atmosphere in the company inspires employees to share 

their ideas and innovations in 2010, and this item has the lowest overall set of means in 

comparison to the other questions in the same category.  

 

The mean values of the statement I find that the personnel of the company enjoy their work 

have had a negative trend during the period of review, with the highest average measured in 

2001 (4.41) and the lowest in 2010 (3.52) (see Figure 23). This drop is 0.89 in units. The 

statistically most significant change occurred between 2007 and 2010, when the mean value 

fell considerably 13.30%. The statistically most significant rise in the average value vas 

measured in 2002–2003, with a 4.37 % change (p<0.001). 

 

 
 

Figure 23 I find that the personnel of the company enjoy their work 
 

The mean values of the statements I believe that employees respect the company as a 

workplace and an employer have followed a declining trend during the period. The highest 
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average value was measured for year 2001 (4.86) and the lowest mean value was measured 

for 2010 (3.78) (see Figure 24). The mean values during the period have stayed within 1.08 

units. The statistically most significant negative change happened between 2007 and 2010, 

with a 15.25% plunge in the mean value. This is the statistically most significant change 

when comparing all the statements and years in the work atmosphere category. The 

statistically most significant positive change took place between 2005 and 2006, with a 

5.16% rise in the average value. The average values have stayed on a level of about 4.5 

apart from the low level measured in 2010 (3.78) (p<0.001). 

 

 
 

Figure 24 I believe that employees respect the company as a workplace and an employer 
 
 
The mean values of the statement I would not be ready to resign from the company, even if 

I were offered a new job with the same benefits in the same location has followed a 

downward trend (see Figure 25). The highest mean value was measured in 2003 (4.36) and 

the lowest mean was measured in 2010 with an average as low as 3.64. The mean values 

have stayed on a 0.72 unit distance from each other during the period. The statistically most 

significant change occurred in 2007–2010, when the mean value dropped from 4.05 to 3.62 

(-10.12%). Another statistically significant positive change took place in 2002–2003, with a 

5.06% rise in the mean value (p<0.001). 
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Figure 25 I would not be ready to resign from the company, even if I were offered a new 
job with the same benefits in the same location 
 

The mean values of the statement The atmosphere in the company inspires employees to 

share their ideas and innovations have been declining in the past four surveys (see Figure 

26). The highest mean value was measured in the beginning of the time period in 2001, 

with a mean value of 4.22. The lowest mean value was measured in 2010, with an average 

of 3.40. There have been several statistically significant changes in the statement during the 

period of review. The statistically most significant negative change happened between 2001 

and 2002, with mean values dropping from 4.22 to 3.94 (-6.64%). Statistically the most 

significant positive change took place between 2002 and 2003, with a 4.31% rise in the 

mean value (p<0.001). 

 

 
 

Figure 26 The atmosphere in the company inspires employees to share their ideas and 
innovations 
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The means of the statement I like to come to work every day have stayed within the 

averages of 4.06 (2010) and 4.63 (2001) (see Figure 27). In the period in question, the 

biggest unit change was 0.57. The mean values have stayed on a positive level, above the 

value 4. The statistically most significant change took place in 2007–2010, with the mean 

dropping by 5.36% (p<0.001). The biggest positive change occurred between 2005 and 

2006, with a 2.80% rise in the mean value. In the past two surveys, the mean values have 

been declining. 

 

 
 

Figure 27 I like to come to work every day 
 

4.4.5 Corporate knowledge 
 

The category of corporate knowledge measures the employees’ perceptions about their role 

in the organisation, knowledge about the products and the future of the organisation. This 

category has attained the highest mean values of all the five categories, with mean values 

ranging from 3.99 to 5.05. The item I am confident that the company will be able to provide 

me with a job in the future obtained the top mean value of both this category and of all the 

comparable 26 statements. This top value of 5.05 was measured in 2001. The lowest mean 

value in this category (3.99) was measured in 2005 in the statement I am confident that the 

company will be able to provide me with a job in the future. 

 

The mean values of the statement I find it easy to perceive the significance of my function 

for the operation of the company as a whole has had the smallest variance in mean values, 
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with the highest unit-specific change of 0.14. The highest average (4.88) was measured in 

2007 and 2010, whereas the lowest average of 4.74 was measured in 2005 (see Figure 28). 

All in all, the mean values of this statement have stayed on a high level in comparison to 

the other statements. The biggest change took place between 2004 and 2005 with a 2.47% 

decrease in the mean value. 

 

 
 

Figure 28 I find it easy to perceive the significance of my function for the operation of the 
company as a whole 
 

The mean value of the statement I am familiar with the products of the company varies 

between the value 4.61 measured in 2007 and the value 4.90 measured in 2001 (see Figure 

29). Measured in units, the mean values have stayed within 0.29 units. The most significant 

change took place in 2007–2010, with a 3.56% decline in the mean value. The biggest 

positive change occurred between 2007 and 2010, with a 2.82% rise in the mean value. The 

level of the means has stayed high (above 4.6) during the whole period of review. 
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Figure 29 I am familiar with the products of the company 
 

The mean values of the statement I am sufficiently aware of the financial situation of the 

company have varied from 3.99 to 4.60 (see Figure 31). The biggest unit-specific change 

has been 0.61. This unit change happened between the consecutive years of 2005 and 

2006an it was the most significant change in this statement during the period of review 

(+15.29%). The most significant negative change took place in 2004–2005, with a 13.07% 

drop in the mean value (p<0.001). The mean values of this statement have had a downward 

trend in the past three surveys, with a drop from the mean value of 4.60 in 2006 to 4.25 in 

2010. 

 

 
 

Figure 30 I am sufficiently aware of the financial situation of the company 
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The statement I am confident that the company will be able to provide me with a job in the 

future has received mean values ranging from 4.03 to 5.05 (see Figure 30). The highest 

average was measured in 2001 whereas the lowest mean was measured in 2010. There has 

been great fluctuation between mean values with a range of 1.02 units. There have been 

two statistically significant plunges in the mean values during the period. The first one 

occurred in 2004–2005, when the mean value dropped from 4.92 to 4.22 (-14.23), and the 

second in 2007–2010 with a 7.99% drop in the mean value. The mean value of 2001 is the 

highest of all the mean values of the 26 comparable questions and the only mean value 

above 5. The statistically most significant change in this statement happened in 2004–2005, 

with a 14.23% decline in the mean value. A statistically significant positive change was 

measured in 2005–2006, with a 10.19% jump in the mean value (p<0.001). 

 

 
 

Figure 31 I am confident that the company will be able to provide me with a job in the 
future 
 

4.5 Special case– R&D department 
 

In this chapter, the R&D department’s result of the well-being at work survey are studied 

and compared with the results of the whole company. In this special case, the same 

statements and categories are studied for R&D as for the whole company. The R&D 

department was chosen as a special case, due to its specific nature. In the responses of the 

whole company, the largest part, approximately 60% of the respondents are manual 

workers, whereas in R&D, the majority of employees are functionaries. The nature of the 
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work in the R&D department differs from manual work due to its project orientation and 

knowledge intensive work. The number of employees in the R&D department has been on 

a level of 70–100 employees and the response rate within the department has been 73–80%.  

 

The abovementioned differences in the nature of work also seem to impact the results of the 

well-being survey (see Table 4). In the category of own work and work tasks, the mean 

values have stayed on a level above 3.93. The trend in the mean values has been similar for 

all the statements in this category. The lowest mean values were measured in 2002 whereas 

the highest mean values were measured in 2006. Employees have rated the statement My 

tools are modern and well suited to their purpose with highest mean values in this category 

from 2005 onwards. In the most recent survey, the measured mean values for each 

statement in this category have risen. The free-form feedback given by the employees of 

the R&D department during the period of 2001–2010, include positive comments relating 

to this category. For example, the employees wrote that they find their work tasks 

challenging and interesting. 

 

In the R&D department, the category flow of information and opportunities to participate 

has received the lowest mean values when comparing the categories. In 2002, the lowest 

mean values were measured for 5 out of 6 statements in this category. The lowest mean of 

all statements in the period 2001–2010 was also measured in 2002. The statement I find 

that the personnel has sufficient significance in the decision-making process received the 

lowest mean value of 2.83. This is also the only mean value in the period which has been 

rated below 3. In comparison, 2006 received the best mean values in this category. Five out 

of six statements received their highest mean values in 2006. In 2006, all the statements in 

the category were rated above the mean value of 4. In the two most recent surveys, the 

mean values have declined from 2006. In the free-form feedback from R&D, there were 

several negative comments about the communication in the company. Some employees also 

felt that they are not given the opportunity to participate in decision-making. 

 

The mean values in the category managerial work have varied a lot from year to year. 

Three times, in 2001, 2003 and 2006, the mean values have been on a high level ranging 
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from 3.93 to 4.71. The lowest mean values for this category, in general, were measured in 

2002. The mean values for all statements in this category have declined in comparison to 

2006. The lowest mean value in the category (3.20) was measured in 2005 for the statement 

I trust the ability of the company management group to run affairs. The highest mean value 

was measured for the statement My supervisor encourages his or her subordinates to 

develop themselves with mean value of 4.73. In the free-form feedback of the period of 

2001–2010, employees criticized the operations of their supervisors, and felt that they do 

not treat their employees equally. Some comments also related to the indecisiveness of the 

superiors. 

 

In the workplace atmosphere category, the mean values of each of the statements have been 

on a level above 4.25 three times. These years are 2001, 2003 and 2006. The highest mean 

value in this category was measured for the statement I believe that employees respect the 

company as a workplace and an employer in 2001, with the mean value 4.91. Again, the 

trend in the two most recent surveys has been declining from 2006 onwards. In this 

category, the lowest mean values were measured in 2002, with only one statement 

receiving a mean value above 4. This category has received a lot of positive comments in 

the free-form feedback. For example, workmates were considered valuable by their 

colleagues and the company atmosphere was considered good. In addition, the recreational 

activities of the company were appreciated. On the other hand, this category also received 

negative feedback concerning the inequality between departments. 

 

The corporate knowledge category has received the highest mean values of all the 

categories. The level of the mean values has stayed on a high level, with the lowest mean 

value of 3.92 measured for the statement I am sufficiently aware of the financial situation 

of the company in 2002. The statement I am familiar with the products of the company has 

received mean values above 5.24 each year, and the highest mean value for all of the 26 

statements was measured in this statement in 2004. This category received the largest 

number of free-form feedback during the period of review. The category has received both 

negative and positive free-form feedback. The negative feedback has been related to the 

remuneration policy, the intensification of operations and to the unsystematic planning of 
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future actions. Positive free-form feedback has been given to the security of work and the 

stability of the company. 

 

Table 4 Mean values for the research and development department 
 
Own work and work tasks 2001 2002 2003 2004 2005 2006 2007 2010
My tools are modern and well suited to their purpose 4,80 4,07 4,63 4,40 4,62 5,00 4,76 5,03
The work conditions at my workplace are excellent. 4,49 3,98 4,60 4,22 4,29 4,69 4,33 4,51
I feel that I can make great use of my capabilities and competence 
in my current function 4,65 3,93 4,49 4,59 4,42 4,79 4,22 4,67
I feel that my work contribution is appreciated within my team 4,51 4,12 4,68 4,31 4,31 4,63 4,27 4,44
Flow of information and opportunities to participate 2001 2002 2003 2004 2005 2006 2007 2010
Generally, enough information is provided in the company about 
upcoming events 4,03 3,21 4,18 4,10 3,75 4,46 3,92 3,99
I find that the personnel has sufficient significance in the decision-
making process 4,19 2,83 3,91 3,90 3,49 4,44 3,39 3,32
If necessary, in the company matters can be discussed directly 
with the decision-makers without any intermediaries 4,01 3,52 3,83 4,16 3,53 4,11 3,78 3,54
I find that the various departments of the company have equal 
opportunities to contribute to the development of their working 
environment 3,93 3,28 4,00 3,66 3,55 4,08 3,49 3,45
Communication in the company is clear and comprehensible 4,54 3,71 4,46 4,55 3,65 4,61 4,03 4,29
In the company, proposals are advanced in an efficient way 4,31 3,52 4,36 4,19 4,07 4,38 3,98 4,27
Managerial work 2001 2002 2003 2004 2005 2006 2007 2010
My supervisor is impartial and fair 4,66 3,95 4,68 3,90 4,02 4,71 4,10 4,09
I find that my supervisor provides me with sufficient information on 
matters I consider important 4,27 3,66 4,45 3,79 3,93 4,34 3,78 3,89
I find that my supervisor has enough time for my problems. 4,39 3,83 4,54 3,72 3,91 4,42 3,86 4,10
My supervisor appreciates and encourages his or her subordinates 
taking initiative 4,65 3,93 4,58 4,16 4,27 4,73 4,14 4,13
My supervisor tolerates constructive criticism concerning his or her 
own actions as well 4,14 3,19 3,93 3,72 3,84 4,44 4,05 4,10
My supervisor makes every effort to ensure that his or her 
subordinates enjoy their work 4,58 3,87 4,60 3,95 4,22 4,44 3,85 4,03

I trust the ability of the company management group to run affairs 4,42 3,48 4,37 4,29 3,20 4,72 4,41 4,50
Workplace atmosphere 2001 2002 2003 2004 2005 2006 2007 2010
I find that the personnel of of the company enjoy their work 4,53 3,42 4,38 4,16 4,05 4,51 4,20 3,90
I believe that employees respect the company as a workplace and 
an employer 4,91 3,80 4,82 4,78 4,33 4,83 4,58 4,13
I would not be ready to resign from the company even if I were 
offered a new job with the same benefits in the same 4,47 3,98 4,39 4,03 3,42 4,43 3,97 3,89
The atmosphere in the company inspires employees to share their 
ideas and innovations 4,63 3,65 4,42 4,40 4,07 4,25 3,69 3,89
I like to come to work every 4,48 4,11 4,80 4,26 4,02 4,84 4,37 4,36
Corporate knowledge 2001 2002 2003 2004 2005 2006 2007 2010
I find it easy to perceive the significance of my function for the 
operation of the company as a whole 4,95 4,54 4,84 4,81 5,02 5,18 5,00 5,13
I am familiar with the products of the company 5,38 5,32 5,48 5,50 5,36 5,43 5,24 5,34
I am sufficiently aware of the financial situation of the company 4,79 3,92 4,89 4,71 4,04 4,98 4,42 4,76
I am confident that the company will be able to provide me with a 
job in the future 4,98 4,81 5,06 4,95 4,27 5,10 4,60 4,76  
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Comparing the mean values of the entire organisation and the R&D department (see Tables 

3 and 4), the year of 2002 stands out. In 2002, only three statements received higher mean 

values in R&D compared to the results of the entire company. Another noteworthy year is 

2006 when all of the 26 comparable statements received equal or higher averages in R&D 

than the entire company. The most recent survey results indicate that the mean values in 

2010 are also higher for R&D than for the entire company, with the exception of all the 

statements relating to superior work. Statements relating to managerial work have been 

lower for R&D than for the entire company in several years. One exception was in 2003 

when most of the statements relating to managerial work received higher mean values in 

R&D compared with the entire company. In addition, the work atmosphere category has 

received mean values below the company average, especially in 2002, 2004 and 2005. In 

R&D, three statements have received higher mean values each year compared to the entire 

company’s mean values. These statements are The work conditions at my workplace are 

excellent, I am familiar with the products of the company and I am confident that the 

company will be able to provide me with a job in the future.  

 

4.6 Evaluation of the questionnaire of 2010 from a theoretical point of 

view 
 

In this chapter, the content of the well-being at work survey is studied and it is approached 

from a theory perspective. First, the individual statements are examined and classified 

according to who or what the statements relate to, and four categories were found: I, the 

work group, the manager and the company (see Appendix 2). In the questionnaire, there are 

32 statements studying the respondent as an individual in the organisation, for example, the 

statement I can affect my work and its content. There are 11 statements assessing the work 

group, including the statement The members of my work team help and support each other. 

Thirteen statements concerning managerial work are found, such as the statement My 

supervisor is able to make decisions. There are 16 statements relating to the company in 

general, for example the statement The company treats different groups of personnel 

equally.  
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 Subsequently, the statements are divided into main groups of our theoretical framework 

(see figure 32), followed by a more specific classification into subcategories (see Appendix 

2). The questionnaire includes statements relating to antecedents, interventions, subjective 

well-being, social well-being and health. Out of the 72 statements in the questionnaire of 

2010, more than half of the statements (36) pertain to antecedents. There are six statements 

relating to career development, more specifically statements of participation and job 

security. In working life, most employees expect good opportunities to participate in 

decision-making, especially in matters that concern their own work and work environment 

(Panzar & Halava 2010; Danna & Griffin 1999, 374). In knowledge work, work tasks 

require extensive know-how, and the tasks can seldom be standardized or predesigned by 

others (Pyöriä et al. 2005, 98; Amar 2002, 242). This has led to popularity of increased 

autonomy and self-managing teams (see Table 1). Job insecurity has been studied to have a 

harmful effect on well-being at work, such as increase in stress levels (De Witte et al. 

2010). An example of a statement tapping participation is the statement I can affect my 

work and its content and an example of a statement studying job security is I am confident 

that the company will be able to provide me with a job in the future.  

 

Other themes commonly found in the questionnaire relate to role clarity and relationships 

with colleagues, superiors and subordinates. Role clarity is a job resource that is especially 

challenging in knowledge work and project oriented work, due to possible overlapping of 

several work roles (Turner et al. 2008, 577). Work is also an important place for 

individuals’ social lives. Although development in technology has made flexible work 

arrangements possible, social relationships and support are considered highly important 

aspects of well-being at work (Blom et al 2001). Social skills have also become 

increasingly important in desired employee characteristics (Järvensivu 2010). The 

statement I am aware of the responsibilities involved with my work is an example of a 

statement relating to role clarity and the statements My supervisor is impartial and fair and 

Cooperation between work teams is fluent are statements relating to relationships with 

others.  
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Four statements each tap communication and factors intrinsic to the job. The statement The 

flow of information in my work team is open is a statement measuring communication, 

whereas statements relating to workload, physical environment and materials available 

pertain to factors intrinsic to the job (Danna & Griffin 1999). Communication affects the 

feeling of job security, and should be paid attention to in times of change, as in the situation 

of the case study (Vander Elst et al. 2010). A small number of the statements relate to work 

atmosphere, skill use and intrinsic motivation. Skill use and opportunities to learn are 

particularly important for young employees (Järvensivu 2010). One statement each is 

related to work and home balance, value congruence, externally generated goals, task 

significance and feedback. These statements identified as antecedents are all found to be 

important factors for well-being at work. 

 

In the questionnaire, there are eleven statements identified as interventions which relate to 

HRM practices and leadership styles (Baptiste 2008, Sivanathan, Arnold, Turner and 

Barling 2004). Out of these eleven statements, seven relate to the leadership style. For 

example, transformational leadership has been studied to affect the well-being of 

employees through four key psychological mechanisms: trust in management, meaningful 

work, employees’ self-efficacy and organisational and occupational identity (Sivanathan et 

al. 2004; Russell 2008). Examples of these statements are My supervisor takes 

responsibility for the team’s operation and The company treats different groups of 

personnel equally. The four additional statements identified as interventions are related to 

actions of the company, more specifically to value congruence between the employee and 

the company and employee voice. Both of these subjects have been found to have 

implications on well-being at work.  

 

Eight statements in the questionnaire are identified as tapping subjective well-being, more 

specifically affective well-being. Affective well-being is defined as an individual’s feelings 

of pleasure and arousal (Warr 1990, 195). Three statements relate to organisational 

commitment, such as the statement I would not be ready to resign from the company even if 

I were offered a new job with the same benefits in the same location. Organisational 

commitment is conceptualized as the strength of employees’ attachment to, identification 
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with and involvement in the company they work for (Horn et al. 2004, 367; Wilson, DeJoy, 

Vanderberg, Richardson & McGrath 2004, 573). In addition, three statements relate to job 

satisfaction, and two to negative and positive affect. An example of job satisfaction is 

Please rate your overall satisfaction with the company as an employer and place of work. 

Job satisfaction refers to satisfaction and/or dissatisfaction with the job itself, the salary, the 

co-workers and the promotion opportunities (Danna & Griffin 1999, 359). Two statements 

tap negative and positive affect of respondents.  

 

In the questionnaire, there are six statements tapping social well-being. Social well-being 

studies whether and to what degree individuals function in their social world (alongside 

fellow world citizens, neighbours and co-workers) and how they overcome social 

challenges (Keyes 1998, 122–123). Two of these statements relate to social acceptance, 

more specifically to trust in the management.  Socially accepting people feel comfortable 

with others, believe that other people can be industrious and they hold a favourable view of 

human nature in general. There are also two statements relating to social coherence, such as 

the statement The members of my work team comply with the ground rules agreed on 

together. Perceptions of the quality, organisation and operation of the social world 

contribute to the perception of social coherence. In addition, social contribution is studied 

through the statements I feel that my work contribution is appreciated within my team and I 

consider my team spirit to be good. Social contribution refers to the self-evaluation of a 

person’s social value. (Keyes 1998, 122–123.) The only statement relating to health is the 

statement I feel that my work capacity is good. 

 

 

 

 

 

 

 

 

 



 

98 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 32 The number of statements relating to the theoretical framework 
 

A theory connection was not found for ten statements. Five of these statements were related 

to superior work: My supervisor appreciates and encourages his or her subordinates taking 

initiative, My supervisor encourages his or her subordinates to develop themselves, My 

supervisor is well enough in touch with the everyday work of the team, My supervisor is 

able to make decisions and My supervisor tolerates constructive criticism concerning his or 

her own actions as well. These five statements may be experienced either as job resources 

or job demands, depending on the respondent in question. Some may be less eager to take 

initiative and feel stressed if encouraged to do so, whereas some people may find it 

motivating. The same applies to developing oneself. Some statements may not affect the 

employees’ well-being at all and further studied are thus needed. No theory connection to 

well-being at work was found to the statements I use foreign languages in my work and In 

the company the course of action is international. These may be perceived as job demands 

INTERVENTIONS: 11 
 Leadership style: 7 
 HRM-practices:4 
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by some and as job resources for others, but there should also be further studied to decide 

whether or not they affect well-being at work.  

 

The statement I have the abilities necessary to complete even demanding tasks is debatable. 

First of all a high mean value in this statement indicates, that the company does not fully 

take advantage of their employees’ competence. Secondly, some may find it frustrating not 

to be able to apply one’s knowledge and do not feel that the work offers enough challenges. 

A third observation is that others might be perfectly contented with their current job and do 

not look for more demanding tasks. The statements I am familiar with the strategy of the 

company and I am familiar with the products of the company are also debatable because no 

indication of them affecting well-being at work has been identified. The meaning of the 

term strategy may be unclear to respondents, and it may refer, for example, to the human 

resource strategy or business strategy in general. Being familiar with the products of the 

company is more important for some departments than others (e.g. R&D department), and a 

link to the theory part of well-being at work was not found.  

 

4.7 Results of the empirical study 
 

In this chapter the results of the empirical study are presented from the point of view of the 

theoretical framework. In the period of review 2001–2010, the case company faced both 

structural and economic challenges. The period of study was characterized by large 

investments, internationalization and several new product launches. The company also 

established its first production plant abroad in the period, in 2005. Before the financial 

crisis in 2008, the company grew both economically and in the number of employees. The 

financial crisis had a negative impact on the company, and it had to go through employee 

co-operation negotiations, which led to reductions and temporary dismissals of several 

hundred employees. In 2010 the company succeeded to combat the economic effects of the 

financial crisis and it was able to grow its business. Downsizing and organisational 

restructuring has been found to pose a serious risk to physical and mental health and well-

being at work (Quinlan 2006, 396) and the results of the company’s well-being at work 

survey show that structural changes have influence the well-being of employees.  
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The survey results witness changes in well-being at work and in the period 2001–2010, a 

trend in the responses was detected. Each year, the level of the mean values in the category 

flow of information and opportunities to participate was the lowest of the 26 comparable 

statements. The low results were also visible in the free-form feedback because they 

indicated problems in flow of information, communication and opportunities to participate 

each year of review. The items with the lowest mean values in the period of review were 

both related to participation which is recognised as an important antecedent of well-being at 

work by several previous studies (see e.g. Bakker, Albrecht & Leiter 2011; Bakker & 

Demerouti 2007). The bottom value of 2.98 was measured for the item I find that the 

overall view of the personnel has sufficient significance in the decision-making in 2010 and 

this value is the lowest mean value of all the 26 comparable statements. In this category, the 

highest average of 4.42 was measured in 2001 for the item Communication in the company 

is clear and comprehensible. The survey results show that opportunities to participate have 

declined in the R&D department. The trend of the mean values in this category was 

declining towards the end of the period both in the entire company and in R&D. According 

to previous research, nowadays employees desire good opportunities to participate and 

sharing information is a central component of work (Pantzar & Halava 2010; Vander Elst et 

al. 2010). Vander Elst et al. (2010) found that job insecurity, organisational communication 

and participation are directly associated with well-being at work. The items of the survey 

regarding communication and opportunities to participate studied here are in accordance 

with the findings of Vander Elst et al. who concluded that the importance of 

communication and participation is emphasized in times of change. (Vander Elst et al. 

2010.) Furthermore, it should be noted that participating in decision-making is particularly 

important for employees that represent the generation Y (Panzar & Halava 2010). 

 

Managerial work is an important factor affecting the employees’ well-being at work, for 

example, a transformational leadership has been found to improve it (Callan & Lawrence 

2009; Russell 2008; Arnold et al. 2007). The mean values of the items measuring 

managerial work stayed on a level above 4 in general. The exceptional mean values in the 

category of managerial work were related to the statement concerning trust in the 

management groups’ ability to run affairs. The mean values of this item varied within 1.06 



 

101 
 

units, which is a wide range in a questionnaire with a scale from one to six. A surprising 

finding was that the items measuring superior work went through opposite changes in the 

mean values in comparison to the item regarding the top management. When the mean 

values rose in the items relating to the top management, the items measuring superior work 

declined and vice versa. In the R&D department mean values of the items measuring 

managerial work varied a lot from year to year, ranging from a mean value of 3.19 to 4.73. 

In several years, the mean values in the category were lower in the results of the R&D 

department than for the entire company. This may be due to the nature of knowledge work, 

which sets challenges on supervisory work in terms of desired autonomy and self-

management (McKercher & Mosco 2007; Pöyriä et al. 2005).  

 

Corporate knowledge, on the contrary, received the highest mean values in every survey 

conducted between 2001 and 2010. One of the statements in this category was found to 

relate to the perception of task significance of the respondent. Task significance is an 

important task-level resource for well-being at work (Bakker, Albrecht & Leiter 2011; 

Bakker & Demerouti 2007). The statement was not identified to tap psychological well-

being, because the statement assesses significance of the task to the company’s operations 

instead of the significance to the respondent. Two statements in the category of corporate 

knowledge can be regarded as representing job security and the mean values of these 

statements both followed a declining trend. R&D also rated the items regarding corporate 

knowledge with the highest mean values, with values as high as 5.5. Job security is the base 

on which well-being builds, particularly in the case of older age groups. The importance of 

job security can be noted in the preference of permanent contracts in comparison to fixed-

term contracts (Haavisto 2010; Järvensivu 2010). The opposite of job security is job 

insecurity which is a job demand and increased the feeling of stress and strain (De Witte et 

al. 2010).  

 

The mean values of the four items measuring own work and work tasks, stayed on a rather 

high, constant level ranging from 3.84 to 4.55. The items in this category were found to 

relate mainly to antecedents and one statement to social well-being. More specifically, 

statements were found to measure basic needs in the workplace, for example, to appropriate 
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tools and good work conditions. In previous studies the importance of good working 

conditions and basic tools are emphasised because of their direct link to employee well-

being (Harter et al. 2003, 211.) The statement The work conditions at my workplace are 

excellent received in general lower means during the period of review than the other items 

in the category of own work and work tasks. The item I feel that my work contribution is 

appreciated within my team followed a negative trend during the period, whereas the other 

three statements stayed on a constant level. In the category of own work and work tasks, the 

mean values for R&D stayed on a level between 3.93 and 5.03.  

 

The survey results show that mean values of the five items relating to the category of 

workplace atmosphere ranged between 3.40 and 4.86, with mean values decreasing 

radically towards the end of the period of review. A positive and encouraging work 

atmosphere is a job resource contributing to the well-being of employees. On the contrary, 

a poor atmosphere at the workplace is a job demand, increasing the stress and strain felt by 

employees. (Vesterinen 2006.) Both positive and negative free-form feedback relating to 

workplace atmosphere were received in the period of review. In general, the highest mean 

values in this category were measured for the item I believe that employees respect the 

company as a workplace and an employer. The item The atmosphere in the company 

inspires employees to share their ideas and innovations received the lowest overall set of 

means in comparison to the other questions in the same category. As the working life is 

becoming more knowledge intensive, more and more effort should be put on creating an 

atmosphere that promotes innovation. The survey results show that there is room for 

improvement in these items. 

 

In the free-form feedback of the period in review, positive comments related mainly to the 

company’s ways of working, such as flexibility in working hours, trust in the continuity of 

the work, the good image of the company and the advantages of working in a big company. 

Work atmosphere and pleasant colleagues received a lot of positive free-form feedback. In 

addition, positive feedback relating to the employees’ own work and work tasks were 

received. For example, opportunities for advancement within the company and interesting 

work tasks gained positive feedback. Negative free-form feedback was given to the flow of 
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information, communication and opportunities to participate. These negative comments 

were received each year in review. Free-form feedback about the level of the salary was a 

popular subject of criticism each year. An important observation is that in the beginning of 

the period of study, a statement concerning the respondent’s satisfaction with the level of 

the salary was asked, but this statement was left out later on. Warr’s vitamin model 

recognises salary as a factor affecting well-being at work with a constant effect (Warr 

1987). The tools and machines received negative feedback in the first years in review, but 

the number fell towards the end of the period. The negative comments regarding company 

atmosphere and equality between employees increased during the period. Managerial work 

received negative feedback, such as the lack of feedback, unequal treatment and lack of 

appreciation and encouragement of subordinates. 

 

Two times the survey received particularly low mean values. These two years are 2005 and 

2010 and they have several similarities in their survey results. In both years, especially the 

items measuring flow of information and opportunities to participate received low mean 

values. In both of these years only the items measuring managerial work developed 

positively, with the exception of the statement relating to trust in the management‘s 

abilities. In these two years, trust in the management‘s ability to run affairs has received 

low mean values, both of the times receiving a mean value under 4. The top mean values of 

each category were all measured in 2001. 

 

In the R&D department in general, statements were rated with high mean values in 2001, 

2003 and 2006. The lowest scores were measured in 2002, with exceptionally low levels in 

the category of flow of information and possibilities to participate. Another noteworthy 

year is 2006 when all of the 26 comparable statements received equal or higher averages in 

R&D than in the entire company. The most recent survey results indicated that the mean 

values in 2010 were higher for R&D than for the entire company, with the exception of all 

the statements relating to superior work. Items relating to superior work were lower for 

R&D than for the entire company in several years. In addition, the items in the category of 

work atmosphere received mean values below the company average, especially in 2002, 

2004 and 2005. In the R&D department, three statements received higher mean values each 
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year compared to the entire company‘s mean values. These three statements relate to the 

work conditions, the familiarity of products and to the trust that the company will provide 

the respondent with a job also in the future.  

 

The content of the questionnaire of 2010 was studied, and 32 items studying the respondent 

as an individual in the organisation were identified. In addition, there were 11 items 

assessing the work group, 13 items measuring managerial work and 16 items relating to the 

company in general. Out of the 72 statements in the questionnaire, more than half of the 

items (36) pertain to antecedents. Eleven statements were identified as interventions, eight 

items were identified as tapping subjective well-being and six statements study social well-

being. There is also one item relating to health. A theory connection was not found for ten 

statements.  

 

When reflecting the 2010 questionnaire to our theoretical framework (Figure 5) no 

statements relating to psychological well-being were found. Psychological well-being refers 

to the meaningfulness of life, and is connected to a person’s experiences (Robertson & 

Flint-Taylor 2009, 162; Russell 2008). Previous studies indicate, that especially the 

members of the generation Y expect their work to have a meaning and are more motivated 

when they feel that their work is significant (Pantzar & Halava 2010; Robertson & Flint-

Taylor 2009, 162). Feeling that one’s work is significant has also been studied to increase 

the dedication felt toward the job (Hakanen, Bakker & Schaufeli 2006). Building a base on 

which the employees can achieve their own goals inside the company, that is to say, let 

them do meaningful work, leads to the best results also for the company (Amar 2002, 7). 

 

The statements in the questionnaire do not tap work engagement (vigour, dedication & 

absorption) which has recently been a popular topic in the field of well-being at work. 

Attaining engagement is increasingly important in the Finnish working life, where 

organisational commitment has declined (Alasoini 2010; Lehto 2009, 128–129). 

Companies should create such circumstances that enable employees to enjoy their job and 

to feel challenge and pride towards it. In addition, they should create such work 

environments in which the employees can absorb in their work and feel continually 
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motivated (Hakanen, Bakker & Schaufeli 2006). Surprisingly, no statements relating to the 

popular topics of burnout and stress were identified.  
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5 DISCUSSION 

 

 

5.1 Contribution of the research  
 
 
In this thesis, well-being at work was studied in a broad sense and in a case setting. 

Previous longitudinal studies focusing on all aspects of well-being at work were not found, 

and thus this way of studying the theme was a novel and interesting approach. Studies in 

the field tend to concentrate on specific parts thereof, but in order to be able to study the 

secondary empirical data and contribute to the development of the case company of this 

thesis, studying well-being at work as a whole was found most appropriate. The entity was 

first studied through concept analysis and a wide-ranging framework was constructed. The 

framework is an attempt to explain the broad field of well-being at work and it serves to 

suggest future directions in the area of study. This framework may also function as a basis 

for creating a well-being at work survey for organisations, because it taps the antecedents, 

the outcomes and the interventions of well-being at work in addition to core subject. 

Subsequently, the framework was applied in a case study, in which the well-being survey of 

a Finnish industrial company was studied. The study concludes that in the period 2001–

2010, well-being at work in the case company fluctuated significantly, deteriorating 

towards the end of the period as the company faced both economic and structural 

challenges.  

 

On the basis of the empirical study, four particularly important results were found. The 

findings relate to employee participation, organisational commitment and sense of 

meaningfulness of work. In addition, findings regarding the managerial work of the R&D 

department were made. Firstly, employee participation has become increasingly important 

in current working life and current studies. Today’s workforce expects opportunities to 

participate in company decision-making, especially in matters concerning their work 

environment and tasks. In the case company and particularly in its R&D department, results 

in items measuring participation were the lowest of the comparable items, and also the free-
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form feedback suggested that the employees desired better opportunities to participate. 

Items measuring participation also underwent the most significant changes in mean values 

in the period examined. It was noted, that in times of change and/or insecurity, such as 

during the financial crisis and as a result of investments abroad, the mean values of 

participation declined. This result supports the findings of Vander Elst et al. (2010), who 

concluded that communication and participation are important factors of well-being at 

work, and the importance of such factors is emphasized in times of change (Vander Elst et 

al. 2010). Previous studies suggest that participation supports employee well-being and 

increases job security, job satisfaction, organisational commitment and satisfaction with the 

work-life balance. To increase opportunities to participate has been found to reduce job 

insecurity and to explain work engagement. Furthermore, workplaces that give room for 

high employee voice and informs its employees about business matters, has high levels of 

well-being at work. (Bakker et al. 2011; Panzar & Halava 2010; Vander Elst et al. 2010; 

Baptiste 2008.) Participation has further been viewed as an aspect of high commitment, and 

should thus be implemented in the operations of organisations. It would be beneficial for 

companies to consider participation as an important HRM practice, and to create a company 

culture in which participation is appreciated. In this way, companies may influence 

employee well-being and the organisational outcomes. Fostering opportunities to 

participate contributes to the innovativeness of a company, which in today’s world is one of 

the most important sources of competitive advantage. 

 

Organisational commitment has followed a declining trend in Finnish working life in 

general and retaining a skilled workforce has become more challenging, especially within 

knowledge work in which the employees’ competitive advantage is the transferable 

knowledge itself. The trend of declining commitment is also reflected in the case company 

of this study. Organisational commitment should be an important matter for the case 

company, because it has recently lost several central employees. Creating means to increase 

commitment of key employees is a challenge to which a company could respond to by 

creating inspiring and meaningful career paths. Recent studies suggest that employees’ 

intention to turnover stems from the absence of work-related positive affect rather than the 
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presence of work-related negative affect. Employees seek positive feelings from work that 

serve as job resources and increase the engagement of employees. 

 

Furthermore employees seek meaning in their work. By creating such circumstances that 

respond to the desires and needs of employees, companies can combat non-alignment. 

Meaningfulness may be studied through psychological well-being, a theme that was not 

present in the existing well-being at work survey of the case company. The meaning of 

work is manifested through goals, direction and clear objectives and is an important source 

of motivation. Employees of an organisation are individuals with different goals and 

therefore companies should strive to show individual consideration and to build a base on 

which employees can reach their goals within the company. It has been found that the 

leadership style within a company may impact the well-being of both employees and 

leaders by providing employees with meaningful work. (Panzar & Halava 2010; Callan & 

Lawrence 2009, 422.) Particularly in times of change, leaders can generate hope in their 

employees by establishing goals that are meaningful to all members by maintaining 

inspirational communication and providing the required resources. Generating hope and 

creating meaningful tasks is an important aspect to take into consideration, due to the 

continuously changing working life. (Callan & Lawrence 2009.) 

 

As a result of the analysis and comparison between the results of the well-being at work 

surveys of both the entire case company and the R&D department, we found that the mean 

values in items measuring managerial work were in general lower for the R&D department 

than the for the entire company. Furthermore, shortcomings in the superior work were 

expressed in the free-form feedback, in which respondents wished for better equality and 

more feedback. The low results may be due to the nature of knowledge work, which sets 

challenges on supervisory work in terms of desired levels of autonomy and self-

management. A certain level of autonomy and self-management is needed in knowledge 

work in order to encourage employees to innovate. Flexible circumstances for innovation 

are crucial because innovations are the building blocks of the company’s future. The results 

of the empirical study support the findings of Järvensivu (2010), who suggests that giving 

feedback has become more difficult as the nature of work has become more fragmented.   
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In the evaluation of the existing well-being at work survey of the company, items relating 

to work engagement were not identified. Work engagement is a current and popular topic in 

the field of study and builds on the themes of vigour, absorption and dedication. Items 

relating to these components would be an important complement to the company’s survey, 

because they measure positive and fulfilling characteristics of work, such as high levels of 

energy, dedication, pride and concentration. In addition, previous studies suggest that 

engaged employees create their own positive feedback. Furthermore, we believe that 

meaningfulness of work will become an increasingly important topic in the field of well-

being at work. Psychological well-being, which refers to the meaningfulness of life and is 

related to an individual’s experiences, would thus be advantageous to be measured in well-

being surveys. When defining items relating to psychological well-being, Ryff’s model, 

which includes topics of self acceptance, environmental mastery, autonomy, positive 

relationships with others, personal growth and purpose in life, could be applied (Ryff & 

Keyes 1995, 720).  

 

5.2 Managerial implications   
 

Most of the items in the company’s existing survey were found to refer to the antecedents 

of well-being at work or the interventions related to them. This finding suggests that the 

company does not study the ‘state’ of well-being at work itself in order to know what 

should be improved through interventions (as explained in the middle quadrant of the 

theoretical framework on page 48). The survey applied in the case company includes 

several statements in which the respondent is asked to evaluate somebody else’s 

perceptions of matters concerning the company, such as in the case of the item I find that 

the personnel of the company enjoy their work. Instead, it could be beneficial for the 

company to ask only the respondents own opinions of work and when summarising the 

results of all respondents, the company would receive a general view of the employees’ 

evaluations.  

 

The case company may first want to study what are the antecedents of well-being at work 

of their employees’ specific tasks. There are several different tasks and occupational groups 
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within the company, ranging from manual workers in manufacturing to knowledge workers 

in the R&D department. Whilst the company is not familiar with the antecedents (job 

demands and resources) characteristic of a specific work task, the items in the questionnaire 

may fail to measure what it aims to measure. For example, at present the company does not 

know in what way the item My work offers me good opportunities to develop my working 

competence affects the employees’ well-being. Applying the same questionnaire to the 

whole staff may misrepresent the well-being at work of some subgroups if the statements of 

the questionnaire are not found to be important to well-being. This is why, a more tailor-

made approach to the survey, such as the one suggested in the JD-R model as a tool for 

HRM, is recommended. In the approach, representatives of different work tasks found in 

the organisation are interviewed in order to understand the demands and resources in the 

specific task. Building on this information, the questionnaire items are specified for 

different subgroups which make it possible for the company to perform more focused 

interventions. Defining the importance of an item could alternatively be approached with 

the present survey, by adding another scale measuring how important each item is to the 

well-being at work of the respondent.  

 

5.3 Evaluation of the study and suggestions for future research 
 

Reliability refers to the repeatability of measurement, more specifically, the degree to 

which an instrument ends up with the same measures each time it is used. For example, if 

the results of two researchers are the same, the results can be considered reliable. (Tuomi & 

Sarajärvi 2009, 136; Hirsjärvi, Remes & Sajavaara 2008, 226; Schwab 2005, 32.) The 

empirical data is considered reliable when it is not contradictory (Eskola & Suoranta 2000, 

214). Especially in qualitative studies the reliability factor increases when the researcher 

explains the research process in detail (Hirsjärvi et al. 2008, 227). In this thesis, we have 

attempted to explain the research process and analyses made in detail. Because this research 

process has not been linear and has included many overlapping phases, we have constructed 

a figure (Figure 1) and explained each analysis in detail to clarify the progress of this study. 

Following Rodgers’ seven steps in conducting the concept analysis in our theoretical part, 

explains the systematic process of conducting a concept analysis (see chapter 3.1). 
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The well-being at work study analysed in this thesis has been conducted with the same 

scale for several years, which represents repeatability of the study and the questionnaire 

could also be applied to other organisations. Survey studies are considered reliable due to 

the little or no influence of the researcher on the responses. The advantages of a survey are 

that several questions can be studied at once and all respondents answer the same questions 

(Valli 2001, 101.) Each year, the number of respondents has been 643–925 and the 

response rate has ranged from 56 to 72%.  

 

Validity refers to the way a study has succeeded in studying what it is supposed to study 

(Tuomi & Sarajärvi 2009, 136). External validity refers to the validity of the interpretations 

and conclusions made. The findings of a study are externally valid when they describe the 

object of study exactly as it is (Eskola & Suoranta 2000, 214). According to Hirsjärvi et al 

(2008), triangulation increases validity (Hirsjärvi et. al 2008, 227). There are different types 

of triangulation: researcher triangulation, methodological triangulation, theory triangulation 

and data triangulation. Researcher triangulation refers to a study in which several 

researchers have contributed to the data collection and conclusions. This thesis has been 

written by two researchers, and through multiple viewpoints we have come to mutual 

conclusions. A study includes methodological triangulation when several methods are 

applied in the same study. In this study, both qualitative and quantitative methods are 

applied as well as several methods of analysis. Theoretical triangulation refers to taking 

into consideration several theoretical viewpoints instead of only one. In the theoretical part 

of this study, we have stated that well-being at work is a multifaceted and multi-levelled 

subject and it is beneficial to study it from an interdisciplinary point of view in order to 

gain a vide perspective of the subject. Data triangulation refers to the sources of empirical 

data. In this thesis for example, observations, annual reports, survey results and free-form 

feedback together build a unified view of the empirical phenomenon (Denzin 1989, 236–

239). When analysing the changes in well-being at work in the case company, we used 

statistical tools. To calculate whether or not statistical changes had taken place in the 

statements between the years in the period of review, we used the confidence level of 

p<0.001. This confidence level was chosen for prudence and due to the low standard 

deviations.  
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A suggestion for future studies is to examine the superior work in the R&D department. 

This is suggested because the results relating to superior work have been lower for the 

R&D department than for the company in general. As discussed in the context of the study, 

knowledge work is in many ways different from traditional work, and might thus require 

different qualities from superior work. In addition, the superior work in this type of tasks 

should be distributed and less hierarchical.  

 

Since the set of items measuring flow of information and opportunities to participate 

received the lowest mean values throughout the period, these subjects should be taken 

under observation. It would be beneficial to study which aspects of communication, 

participation and flow of information influence well-being the most and in what way. 

Participation, which can be regarded as flow of information in the direction from low levels 

of hierarchy upwards, received the worse results in the case company. Communication, 

which is seen to portray flow of information in the other direction, from the company level 

to the individual level, received low results as well. Thus, companies should pay attention 

to studying ways of improving employee participation and clarifying its communication, 

although it is challenging to find out where possible bottlenecks exist in the organisation. 

This is also an important field of future studies.  

 

The exceptional finding (presented in chapter 4.7) relating to the possible interrelation 

between low overall results of the survey and rising results in managerial work leads to a 

suggestion of future research. One hypothesis could be that in times of change/insecurity, 

the relationship between the employee and the supervisor is tightened, whereas trust in the 

more remote top management suffers. This may be owing to the decisions the top 

management takes in times of change or crisis which threaten the jobs of both supervisors 

and employees. Due to the lack of longitudinal studies in the field, it would be interesting 

to know whether this is a common effect or unique to the case company of this study. 
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APPENDIX 2: Analysis of the content of the questionnaire 
 
Statement Main category Sub-category Further sub-category Theme * 

*The statement concerns the: I= respondent directly, WG=work group, M= manager, C=whole company 

1. My tools are modern and well suited to their 
purpose 

Antecedent Other antecedents Factors intrinsic to the job Materials, 
equipment 

I 

2. The work conditions at my workplace are excellent Antecedent Other antecedents Factors intrinsic to the job Physical work 
environment 

I 

3. The goals involved with my work are well-defined Antecedent Warr's Vitamin Model Externally generated goals   I 
4. I am  aware of the responsibilities involved with 
my work 

Antecedent Job resource & other ant. Role clarity   I 

5. I can affect my work and its content Antecedent Other antecedents Career development Participation I 
6. I feel that I can make great use of my capabilities 
and competence in my current function 

Antecedent Warr's Vitamin Model Skill use   I 

7. I feel that my work contribution is appreciated 
within my team 

Social well-
being 

Social contribution self evaluation, of a persons 
social value 

  I 

8. I am aware of the grounds and criteria for 
evaluation of my work performance 

Antecedent Job resource & other ant. Role clarity   I 

9. My work offers me good opportunities to develop 
my working competence 

Antecedent Job resources Intrinsic motivation Employees' 
growth, 
learning and 
development 

I 

10. I have the abilities necessary to complete even 
demanding tasks 

–       I 

11. I feel that my work capacity is good Health Work capability     I 
12. I feel that my current work capacity will enable 
me to work until retirement 

Antecedent Job demands/ other ant. Factors intrinsic to the job Workload I 

13. I find it easy to perceive the significance of my 
function for the operation of the company as a whole 

Antecedent Job resources Task significance   I 
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14. I would not be ready to resign from the company 
even if I were offered a new job with the same 
benefits in the same location 

Subjective wb Affective well-being organisational commitment   C 

15. I like coming to work at the company every day Subjective wb Affective well-being Job satisfaction   I 
16. I consider my team spirit to be good Social well-

being 
Social contribution self evaluation, of a persons 

social value 
  I 

17. I know how to use net-based tools in order to 
develop my skills 

Antecedent Warr`s Vitamin Model/ 
Job resources 

Skill use Skill use 
learning & 
employees' 
growth, 
learning and 
development 

I 

18. I use foreign languages in my work –       I 
19. The objectives of my work team are clear Antecedent Job resource & other ant. Role clarity   WG 
20. The members of my work team comply with the 
ground rules agreed on together 

Social well-
being 

social coherence     WG 

21. All members of my work team are aware of their 
responsibilities 

Antecedent Job resource & other ant. Role clarity   WG 

22. There is a good spirit in my work team Antecedent Other antecedents Work atmosphere   WG 
23. The members of my work team help and support 
each other 

Antecedent Job resource & other ant. Co-workers social support   WG 

24. The workload of my team is distributed fairly Antecedent Other antecedents Factors intrinsic to the job Workload WG 
25. In our work team employees of various ages co-
operate effortlessly 

Antecedent Other antecedents Relationship with 
colleagues 

  WG 

26. In my work team differences are tolerated Antecedent Other antecedents Relationship with 
colleagues 

  WG 

27. Cooperation between work teams is fluent Antecedent Other antecedents Relationship with 
superiors, colleagues and 
subordinates 

  C 

28. All members of my work team work according to 
our objectives 

Social well-
being 

social coherence     WG 
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29. My work team is functional Antecedent Other antecedents Relationship with 
superiors, colleagues and 
subordinates 

  WG 

30. The flow of information in my work team is open Antecedent Other antecedents Communication   WG 
31. Have you been bullied in your workplace in the 
last year? 

Subjective wb Affective well-being negative affect   I 

32. My supervisor is well enough in touch with the 
everyday work of the team 

–       M 

33. My supervisor is impartial and fair Antecedent Other antecedents Relationship with superiors   M 
34. I find that my supervisor provides me with 
sufficient information on matters I consider important 

Antecedent Other antecedents Communication   I 

35. My supervisor indicates clearly what he or she 
expects from me 

Antecedent Job resource & other ant. Role clarity   I 

36. My supervisor gives enough feedback Antecedent Job resources Task level  Feedback M 
37. I find that my supervisor has enough time for my 
problems 

Antecedent Job resources/ other ant. Social support   I 

38. My supervisor appreciates and encourages his or 
her subordinates taking initiative  

–       M 

39. My supervisor encourages his or her subordinates 
to develop themselves 

–       M 

40. My supervisor is able to make decisions  –       M 
41. My supervisor takes responsibility for the team’s 
operation 

Intervention Transformational 
leadership 

Trust in management   M 

42. My supervisor tolerates constructive criticism 
concerning his or her own actions as well 

–       M 

43. The actions of my supervisor are consistent Intervention Leadership style     M 
44. My supervisor makes every effort to ensure that 
his or her subordinates enjoy their work 

Intervention Leadership style     M 

45. My supervisor makes use of the knowledge of 
employees of various ages 

Intervention Transformational 
leadership 

Individualised 
consideration 

  M 
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46. My supervisor does not hesitate to tackle difficult 
issues 

Intervention Leadership style     M 

47. My supervisor creates a feeling of solidarity in 
my work team 

Intervention Leadership style     M 

48. I respect my supervisor Subjective wb Affective well-being Positive affect   I 
49. My supervisor has had a development discussion 
with me over the past year 

Intervention       I 

50. Generally, enough information is provided in the 
company about upcoming events 

Antecedent Other antecedents Communication   C 

51. Communication in the company is clear and 
comprehensible 

Antecedent Other antecedents Communication   C 

52. I am sufficiently aware of the financial situation 
of the company.  

Antecedent Other antecedents Career development Job security I 

53. I am familiar with the strategy of the company –       I 
54. I am familiar with the products of the company  –       I 
55. If necessary, in the company matters can be 
discussed directly with the decision-makers without 
any intermediaries 

Antecedent Other antecedents Career development Participation C 

56. I find that the personnel has sufficient 
significance in the decision-making process 

Antecedent Other antecedents Career development Participation I 

57. I find that the various departments of the 
company have equal opportunities to contribute to the 
development of their working environment 

Antecedent Other antecedents Career development Participation I 

58. In the company, proposals are advanced in an 
efficient way 

Intervention Intervention employee voice   C 

59. The company treats different groups of personnel 
equally 

Intervention Transformational 
leadership 

idealized influence   C 

60. The atmosphere in the company inspires 
employees to share their ideas and innovations  

Antecedent Other antecedents Work atmosphere   C 

61. The company supports the balancing of work and 
personal life 

Antecedent Other antecedents Work-home balance   
 

C 
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62. I believe that employees respect the company as a 
workplace and an employer 

Subjective wb Affective well-being:  Organisational commitment   C 

63. I find that the personnel of the company enjoy 
their work 

Subjective wb Affective well-being:  Job satisfaction   C 

64. The business operations of the company are 
characterised by highly principled and ethical 
operations 

Antecedent Other antecedents Value congruence   C 

65. I trust the ability of the manager at my profit 
centre to act for the benefit of my department  

Social well-
being 

Social acceptance     I 

66. I trust the ability of the company management 
group to run affairs 

Social well-
being 

Social acceptance     I 

67. I am confident that the company will be able to 
provide me with a job in the future  

Antecedent Other antecedents Career development- Job security I 

68. The company provides good opportunities for 
learning and professional development 

Antecedent Job resources Intrinsic motivation Learning & 
employees 
growth and 
development 

C 

69. The company's personnel do their best for the 
success of the company 

Subjective wb Affective well-being:  Organisational commitment Affective 
commitment 

C 

70. In the company, the balance between leadership 
and result-orientation is good 

Intervention HRM Value congruence   C 

71. In the company the course of action is 
international 

–       C 

72. Please rate your overall satisfaction with the 
company as an employer and place of work 

Subjective wb Affective well-being: Job satisfaction   I 

 
 
 
  
 


