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Abstract 

Keywords: Involuntary remote work, remote work, case study, IT management, IT-

departments, Herzberg, Two-factor theory, hygiene factors, motivational factors, mental 

health effects, IT artefacts 

COVID-19 has forced many white-collar workers to pack up their laptops, and work from home. 

Due to the sudden transition, several challenges have arisen. These events are unprecedented in 

modern times, and as such there is a clear research gap in the literature. While there is an 

abundance of studies on remote work, the context of the sudden, involuntary transition to 

working from home, is not covered. The objective of this study was to explore the organisational 

management of the challenges of involuntary remote work, and the impact that it has on 

employee satisfaction. In this context, the organisational management covered the overall 

response from both upper- and lower-level management, HR and in some cases individual 

employees. Employee satisfaction refers to the overall job satisfaction, based on Herzberg’s two-

factor theory. Following the interpretive paradigm, a multiple case study was conducted of 

Codan, Mercedes-Benz and Naviair. Data was collected via semi-structured interviews, from a 

total of 17 individuals of varying backgrounds with one common denominator – they were all 

involuntarily working remotely. Our findings indicated that the individuals were faced with three 

challenges: a) worsened working conditions, b) reduced interpersonal relationships and c) lack 

of work-life balance. First, the general response to the worsened working conditions, was 

providing employees with the needed peripherals – this impacted their employee satisfaction 

positively. However, if the organisation made an offer that was perceived as unrealistic, such as 

having the employee pick up an adjustable desk from the office, it impacted the employee 

satisfaction negatively. Second, most firms introduced scheduled social interaction to satisfy the 

employee’s desire for purely social interaction. However, this did not sate the desire for casual 

interaction, or the ‘coffee chit-chat’. Mercedes-Benz addressed this by utilizing an IT-artefact, 

Jitsi, to recreate a ‘virtual open office’, positively impacting employee satisfaction. Third, there 

was a distinct lack of response from upper management and HR regarding the work-life balance. 

However, several employees implemented their own solutions, such as taking walks before and 

after work, to create a mental boundary. Initiatives like this helped prevent overwork and had a 

positive impact on employee satisfaction. In conclusion, this paper provides valuable insights to 

the challenges of the rapid transition to involuntary remote work, and the large impact of the 

organisational response on employee satisfaction. 
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Glossary: 

Definitions of words and phrases utilized in this thesis listed in an alphabetical order.  

Bottom-up response: An organic growing approach introduced by employees or 

lower-level managers which spreads to the rest of the organisation.  

IT-artefacts: A man-made piece of technology with some information-processing and 

mediating capabilities utilized by the organisation to remedy the challenges 

involuntary remote work creates. The application of technology to enable some tasks 

within a context/structure.  

Job satisfaction / Employee satisfaction: We utilize Herzberg’s definition of job 

satisfaction and employee satisfaction. Herzberg defines two sets of factors that have 

an impact on job satisfaction of employees: The hygiene factors and motivational 

factors. Hygiene factors do not improve job satisfaction, but rather serves as the vital 

foundation for further improvements to the motivational factors which will lead to an 

increase in job satisfaction. Whenever employee and job satisfaction is mentioned the 

two paraphrasing’s are defined as the same.  

Manager: A person who has responsibility for subordinate employees and can make 

decisions that impact their work. 

Employee: A person who have no subordinates, and no managerial responsibilities.  

Organisational response: How the organisation has responded to the challenges that 

involuntary remote work has created.  

Peripherals: Hardware that gives a computer increased functionality – i.e., an external 

monitor.  

Top-down response: Directives and policies introduced by top management and HR to 

the rest of the organisation.  

White-collar workers: A person who performs professional, desk, managerial or 

administrative work. 
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1.0 Introduction 

In December 2019, a new variation of coronavirus was discovered in Wuhan, China. 

The disease, COVID-19, quickly spread globally, and was declared a pandemic in 

March 2020, by the World Health Organization (WHO, 2020). In Denmark, several 

measures were taken to minimize the impact of the virus on society, notably a strong 

recommendation that employees work from home if possible (The Danish 

Government , 2020). This led to a sudden change for most employees, where they 

would have to adapt to working from the constraints of their own home. As with all 

changes, this had consequences for both the employee and the employer. While 

employees were safer at home, there were constraints as well - for example, the lack 

of the proper hardware needed to perform optimally. While the transition to remote 

work went well for many companies (PwC, 2021), new challenges arose, namely 

employees feeling stressed, and isolated, all the while they felt guilty asking for 

special care (Rehling & Sperling, 2021). This was to be expected from employees 

who did not sign up to work remotely, that now had to work from their own homes. 

Companies that did not have remote workers before might have had to handle these 

types of challenges for the very first time. Their response can have a great impact on 

employee satisfaction, for better and worse.  

Companies like IBM and Hewlett-Packard have had success with remote workers 

before COVID-19 and had written guidelines and arranged training for their remote 

employees to ensure high employee satisfaction (Davenport & Pearlson, 1998). This 

indicates that, if done correctly, it is possible to have successful remote teams, 

however, this might not be common knowledge for companies that never had remote 

workers, which can lead to dissatisfied employees.  

This thesis will investigate the organizations’ management of the challenges of 

involuntary remote work, to better understand the impact of different responses on 

the employee satisfaction. The majority of remote work literature that we have 

reviewed, is based on voluntary remote work and to set up remote teams 
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(Charalampous, Grant, Tramontano, & Michailidis, 2018) (Davenport & Pearlson, 

1998) (Mulki, Bardhi, Lassk, & Nanavaty-Dahl, 2009). However, we have not been 

able to find any research in the context of involuntary remote work.  

Based on the available literature, the most frequent challenges identified are a) work-

life balance, b) organizational loss of synergy, and c) psychological challenges, 

namely a feeling of isolation, a feeling of not being trusted, and stress. However, it 

is important to note, that these factors have been studied on subjects who willingly 

accepted remote work, therefore the challenges identified in this thesis might differ 

from the above-mentioned findings.  

Based on that, a clear research gap in the literature can be identified. Namely the 

research on involuntary remote work challenges, the responses to these and their 

impact on the employee satisfaction. For example, Herzberg’s two-factor theory used 

for analyzing employee satisfaction (Herzberg, Mausner, & Snyderman, 1993), does 

not acknowledge remote work, lack the nuances of modern society and the aspects 

of involuntary remote work. This gap in the literature is problematic, as we see more 

companies dedicating themselves to hybrid or full remote work in the future, after 

COVID-19 (Fowell, 2021).  This research aims to close this gap by helping to 

understand the impact of the company response, in the case setting of involuntary 

remote work on the employee satisfaction. This may potentially prevent high 

employee turnover.  

Additionally, the study will contribute to Herzberg’s two-factor theory, given that 

the thesis is trying to understand how employee satisfaction is impacted in an 

involuntary remote work setting. We will identify the challenges created due to the 

involuntary remote work based on empirical data collected through qualitative 

interviews and a questioner. Hereafter we will use Herzberg’s two-factor theory as 

an analytical framework to see what impact the challenges and organizational 

response has on employee satisfaction. Based on the above, this paper aims to answer 

the following research question: 
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How do organisations’ management of the challenges of 

involuntary remote work impact employee satisfaction? 

Answering the research question contributes to the scientific field of organizational 

theory and the literature on remote work. The study will cover the gap in the literature 

on involuntary remote work and contribute to Herzberg’s two-factor theory. 

Many white-collar workers have the possibility to work from home due to the 

inherent nature of the work that is performed mostly from a PC. This means that the 

involuntary transition to remote work, across companies and sectors idealistically 

could function. Most likely, the industries will benefit from the findings of this 

research, as it has a potential to uncover some unknown factors that impact the 

employee satisfaction.  

According to some sources, hybrid work will become more of a trend in the future, 

because of the increasing adaptation of remote work (The Economist, 2021). That 

might be due to the perception that hybrid work offers the best of both worlds, the 

flexibility of the remote office and the personal and social relations from the physical 

office (Fowell, 2021). This involuntary arrangement has made both segments used 

to, and relatively comfortable with, the situation, and therefore the path to hybrid 

work adaptation has been shortened and made ready by this period of insecurity and 

non-voluntary compromises (The Economist, 2021) (PwC, 2021). These 

compromises have made the industries capable of saving on real estate expenses and 

hire talent across the globe – which may not have been even considered before the 

pandemic. Furthermore, it can give employees the possibility of doing their work 

when, and how, they are most productive, in order to obtain a better work-life 

balance. Finally, employees likely seek to reduce their own exposure towards illness 

and therefore minimizes the infection in society (Fowell, 2021).  

Moving on, there are a few important delimitations to our empirical analysis. First, 

our research is focused on individuals working white-collar jobs, who have the 
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capability to work remotely. Second, our timeframe for collected data is within the 

COVID-19 lockdown period, meaning from when the three case companies had sent 

their employees home to early 2021. The reasoning behind this is to keep the data 

relevant for the research topic, as we want people to clearly recall how they felt about 

the lockdown and the different challenges that they have experienced. Third, we have 

limited our sampling to individuals with the highest relevance to the thesis, namely 

employees in departments with the capacity of working remotely. The focus of this 

thesis is to get an understanding on how the organizations’ management of the 

challenges of the involuntary remote work has impacted employee satisfaction, and 

not what the optimal response is for the organisation. The reason for not listing the 

findings from the worst to the best is that it is considered not possible. While the case 

companies might be similar in type of work done, the individual demands of 

employees are not. 

Our study had several limitations. One of the limitations of this thesis was the lack 

of previous literature describing involuntary remote work. Therefore, the research 

domain was primarily written based on literature from remote work settings that were 

voluntary. With the time specific frame that the thesis work must comply with, a lack 

of resources, more notably lack of time, have become a limitation towards the 

broadness and depth of the data collection. If the thesis work consisted of more time, 

more interviews would have been conducted to provide a more generalizable picture. 

Lastly, the qualitative semi-structured interviews were conducted using Microsoft 

Teams in a virtual setting. This limitation can have distorted the relationship between 

interviewer and interviewee and therefore let the interviewees not share as many of 

their experiences and thoughts about involuntary remote work. 

This thesis is composed of seven main chapters, with multiple subsections. Chapter 

1.0 defines the thesis topic, relevance and the research objectives. Chapter 2.0 

discusses the research domain, including the literature review, that helped with 

identifying the three most frequent challenges and the organizational responses. 

Chapter 3.0 presents Herzberg’s two-factor theory as the analytical framework of the 
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paper. There, the hygiene and motivational factors with the highest impact on 

employee satisfaction are identified. Chapter 4.0 covers the methodological choices 

made in this research, such as idealism as the ontology, constructionism as 

epistemology and interpretivism as a paradigm, along with the choices related to 

research design and research strategy. Chapter 5.0 is a two-part analysis. Based on 

the data collection, part one discusses the challenges that the employees are faced 

with, whereas the second part discusses the organizational response to these 

challenges, and the impact on employee satisfaction. Chapter 6.0 is the discussion 

section, where the findings and their relevance to the study area are discussed. 

Furthermore, the suggestions for further studies are included in this section. Lastly, 

Chapter 7.0 is the final part of this paper that includes the overall conclusion and 

answer to the research question. 

2.0 Research Domain 

In order to gain an understanding of the research domain this paper inhabits; a review 

of the area has been conducted. This has not been a systematic literature review, but 

rather an attempt to understand our research question with the already established 

literature. The areas reviewed are a) the challenges that occur with remote work in 

general, b) the effect of remote work on job satisfaction and c) the effective 

organisational responses to the challenges brought on by remote work.  

However, it is important to note that while we are investigating remote work, the 

surrounding context is fundamentally different from previous literature.  

Previous studies have been a product of their own time - a time when remote work 

had primarily been a voluntary agreement between employer and employee. This 

could have been a result of negotiation, or a part of the job description, rather than 

an involuntary consequence of external events. This paper differs from that norm, as 

the vast majority of remote work transitions made by companies throughout 2020, 

have not been voluntarily made by the employees (Fowell, 2021). We define remote 
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work, as work done away from a central office location, whether at home or 

otherwise supported by technological connections (Pinsonneault & Boisvert, 1999, 

p. 4). 

In the following sections we will summarize the established findings regarding our 

research domain to define what is already known about the challenges associated 

with remote work, the impact it has on job satisfaction, and the established 

organisational responses.  

2.1 Challenges of Remote work 

Having defined remote work, we move on to the challenges occurring when 

employees must work remotely. The challenges of remote work differ as to whom 

you are asking, and which aspect of remote work you are focusing upon. Therefore, 

we reviewed relevant previous literature, in an attempt to uncover what was already 

known about the field. Having read previous literature, we have reached the 

conclusion that these are the most frequent challenges: 

1. Work-life balance: The balance that individuals strive to achieve when 

considering family arrangements, ill-health, commuting time or other 

activities (Grant, Wallace, & Spurgeon, 2013). All of these arrangements 

have to come together with remote work to form the optimal work-life 

balance. Some remote work arrangements have minimized stress, others have 

made work more accessible and the boundaries between work and personal 

life thinner (Grant, Wallace, & Spurgeon, 2013). When working remotely, 

there is an absence of the traditional boundaries such as spatial, temporal, and 

social boundaries between the work and personal life which must be 

separated in order for employees to get a good work-life balance (Mulki, 

Bardhi, Lassk, & Nanavaty-Dahl, 2009). The technological advancements in 

the recent years have made it easier to check your e-mail and made work more 

mobile in general, which have made the separation between personal life and 

work life harder to maintain – with a smartphone, you have the ability to 
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respond to e-mails from anywhere. Furthermore, we must consider the 

research regarding the psychological demands’ employees place upon 

themselves in order to compensate for the lack of visibility and role 

ambiguity. Many remote workers have felt the need to prove themselves by 

putting in longer hours and by being available beyond what they need to, 

which all leads to a higher amount of stress and no work-life balance (Mulki, 

Bardhi, Lassk, & Nanavaty-Dahl, 2009).  

2. Organisational loss of synergy: Some employees tend to lose the 

coordination and motivation because the common culture and feelings of 

belonging are much harder to sustain when working remote (Pinsonneault & 

Boisvert, 1999). This problem is connected to many of the events taking place 

when a company have employees working remote. Furthermore, the synergy 

of an organisation is empowered by key employees working from home and 

their physical absence is simply discouraging for the employees that must be 

retained on-site. This means that maintaining a corporate culture and 

identification towards the company is difficult in a remote work arrangement. 

These are some of the problems that would be easier to maintain if remote 

workers were together in a traditional office environment, with a common 

culture, language, social interactions, and feelings of belonging to a physical 

place or institution (Pinsonneault & Boisvert, 1999).  

3. Psychological challenges: There are several issues related to the psychology 

of working from your own home that can influence individuals in negative 

ways. If the home office is not equipped with the right tools, it can affect the 

individual’s health and or work situation in a negative manner (Pinsonneault 

& Boisvert, 1999). Furthermore, the psychological effect of being at home 

can make individuals overwork while the feeling of being isolated increases. 

This effect can also mean an increase in productivity levels, but it is at the 

cost of overwork and a higher probability of stress (Perry, Rubino, & Hunter, 

2018). Lastly, if the trust between remote workers and the company they are 
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employed by, is broken, the company are likely to monitor the remote 

workers somehow (Broadfoot, August 2001). This control element is 

dangerous for companies to introduce to their employees because it shows a 

sense of distrust and disbelief in the employees’ ability to handle their own 

tasks and assignments. An action of such manner would affect the workers 

work-life balance, it would influence the synergy between employees and the 

organisation and would probably mean a reduction of job satisfaction.  

While the above research was conducted in a context that was very different, the 

findings may still have relevance to the current situation.  

All these challenges are the general perspectives that former literature and 

background theory have researched. This does not mean that all of the research 

agrees on the same perspectives and or conclusions.  

2.2 Job satisfaction  

The effect of remote work on job satisfaction has been the subject of much research, 

with diverging answers. The impact that remote work has on the job satisfaction of 

a given employee, is largely dependent on the personality of that individual. Working 

from the relative social isolation of one’s own home may be a positive aspect for an 

introvert, while it is very negative for an extrovert. Some individuals will miss the 

daily commute to work, that provides them with a clear contrast between work and 

leisure, while others prefer just opening the laptop in their living room. It could be 

argued that these factors make it impossible to objectively define whether job 

satisfaction is always increased or decreased by remote work, as the effect will be 

entirely dependent on subjective personal and cultural traits – an extrovert working 

in a company with a culture of informal sparring and collaboration, will likely have 

decreased job satisfaction from remote work, while the opposite will be the case for 

others. 

Nevertheless, studies have been conducted that seek to determine the effect that 

remote work has on job satisfaction from an empirical point. Some of these studies 
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have concluded that individuals would experience greater work-life balance, job 

autonomy and effective communication from remote work – parameters that would 

undoubtedly lead to greater job satisfaction (Hoeven & van Zoonen, 2015). 

However, further studies have concluded that remote work is tied to other, far more 

negative effects as well. These include feelings of guilt (Moe & Shandy, 2010), 

overworking to compensate for flexibility (Chesley , 2010), and working outside 

regular office hours, a behavior that is linked to stress (Chesley, 2014).  

Some findings, such as remote workers being trusted less than their in-office 

counterparts (Charalampous, Grant, Tramontano, & Michailidis, 2018), are likely 

not applicable in this context. Others, such as remote work having a negative impact 

on the emotional well-being of the employee, may hold true (Charalampous, Grant, 

Tramontano, & Michailidis, 2018). These findings are, however, not undisputed – 

other studies have found that the emotional well-being of male employees with 

children have increased with remote work, as they adopt emotional discourses more 

traditionally associated with women (Charalampous, Grant, Tramontano, & 

Michailidis, 2018).  

Overall, most studies have found a mainly positive influence on job satisfaction by 

remote work. The caveat is that the positive impact is a curvilinear relationship – it 

peaks at approximately 15 hours of remote work per week, whereafter it decreases 

(Charalampous, Grant, Tramontano, & Michailidis, 2018). Charalampous et al. 

argues that it may be due to face-to-face interactions being maintained in such a 

flexible work arrangement, while the benefit of remote work is maintained. Thus, it 

would not be unreasonable to assume that without any face-to-face interactions, the 

positive impact on job satisfaction may be significantly lower. Indeed, a major 

unknown factor is the effect that the decrease in social interactions with the 

coworkers will have on the employee. Presumably, the organisational response to 

remote work would have a large effect on this result. As most employees affected by 

the mandatory work-from-home strategies will likely be working remotely in excess 

of this, it is likely that the positive effects are negligible or non-existent. It is also 



 

 
13 

 

important to note that these studies were conducted at a time where employees had 

the opportunity to seek social interaction outside of the workplace as normal – this 

is not the case for companies in 2020. The average remote worker in 2020 is working 

remotely involuntarily, and likely has far fewer social interactions with people 

outside their households compared to before. 

Perhaps one of the most famous studies of job satisfaction, is the Herzberg 

motivational-hygiene theory from 1959. This study theorized several factors that 

provide dissatisfaction if not fulfilled, or satisfaction if fulfilled (Herzberg, Mausner, 

& Snyderman, 1993). Our analytical perspective for this paper is based on this study, 

and as such it will be elaborated on in that chapter.  

2.3 Organisational responses  

There are several approaches that an organisation can take in trying to maintain a 

high employee job satisfaction. We do recognize that there are different scenarios in 

different companies regarding their quality of communication and social interaction 

in remote settings. Therefore, the suggested approaches below are the product of 

different studies and should not be viewed as a step-by-step guide, but as things to 

take into consideration to combat the different challenges that remote workers and 

teams might face.  

Remote work has several benefits and challenges, but ultimately it is the 

organisational leadership’s responsibility to maximize the benefits and minimize the 

challenges to ensure that employees thrive.  

As mentioned in the chapter above there are challenges with remote work. However, 

it is the organisations job to ensure that the benefits outweigh the challenges and 

there are various strategies that the organisation should attempt, to ensure that remote 

workers thrive (Mulki, Bardhi, Lassk, & Nanavaty-Dahl, 2009).  

Studies shows that the first step of managing a virtual office is to acknowledge what 

physical offices offer. Only by doing this can a manager make an informed decision 
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on how to compensate for the loss of a physical office and capitalize on the benefits 

of the virtual office (Davenport & Pearlson, 1998).  

The benefits that a physical office offer is: 

• The corporate culture, as offices are the place employees can socialize and 

be socialized into the culture of the organisation. 

• Loyalty, the office creates identification with the company. 

• Communication, the office creates a space where frequent unplanned 

communication can happen face-to-face. 

• Access to people, people can find each other for questions and problem 

solving. 

• Managerial control, many managers are only comfortable when they can 

observe their subordinates at work. 

• Access to materials, offices are normally situated near the physical artifacts 

of work. Workstation, monitors, file cabinets, books etc. 

When the managers recognize the beforementioned benefits, they can make an 

informed decision on how to compensate this in a remote setting (Davenport & 

Pearlson, 1998).  

To combat the aforementioned challenges with remote work-life balance, studies 

shows that companies can set the tone on work norms. These studies also shows that 

successful managers of remote workers discuss “good practices” with their team 

members (Mulki, Bardhi, Lassk, & Nanavaty-Dahl, 2009).   

This has proven to work in Hewlett-Packard (HP), where they studied successful 

managers of remote teams, and created a “Remote Management Strategies Guide” 

that consisted of best practices and successful strategies for managing remotely. The 

topics were shared in a forum at HP between 60 managers were work-life balance, 

communication processes, introducing new HP employees to the culture and 

managing performance. (Davenport & Pearlson, 1998). Several other firms offer 

courses in working at home without interruptions, planning ahead and maintaining 
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good communications with coworkers and supervisors. IBM even went as far as 

suggesting how employees could manage their family while working at home, for 

example to teach the children that when the parent sits at their desk, they are not to 

be disturbed. The learnings from HP and IBM shows that successful virtual offices 

do arrange training in managing work-life balance and therefore companies should 

train their employees to adapt to a virtual environment (Davenport & Pearlson, 

1998).  

In continuation of this it is important to emphasize the importance of good 

communication, as this does not come by itself when employees are put in a remote 

work setting (Davenport & Pearlson, 1998). According to Davenport et al., 

companies should institute new information flows to replace those lost when 

employees work remotely and educate the employees in effective communication 

and understanding of the strengths and weaknesses of various technologies for 

communication (Davenport & Pearlson, 1998). This may contribute to better 

communication between all, which should lead to a stronger bond to the colleagues 

and organisation.  

Other challenges that the organisation face is, as mentioned above, the organisational 

loss of synergy and social isolation. One approach to address this challenge is to 

arrange online meetings with employees using the already existing communication 

channels. These meetings should not be exclusively work related. The manager 

should make informal one-to-one meetings with employees to understand any issues 

and concerns that remote workers might have (Mulki, Bardhi, Lassk, & Nanavaty-

Dahl, 2009). 

Another approach is to let meetings start with informal topics such as personal and 

family news instead of the formal agenda topics, hereby encouraging the employees 

to talk and socialize. A manager could even promote social interaction among 

employees or team members e.g., having them share pictures and anecdotes about 

vacations and engage in games with prizes during informal teleconference meetings. 
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The manager could encourage employee paring and mentoring  (Mulki, Bardhi, 

Lassk, & Nanavaty-Dahl, 2009). IBM had found that employees with their social life 

mainly tied to the office should participate in communities outside the IBM 

environment, such as charity, school board or church (Davenport & Pearlson, 1998). 

This should help with some of the social isolation but is very difficult if not 

downright impossible in the context of COVID-19.  

To summarize this section. There are many responses that the organisation can have 

to the challenges of remote work. For an organisation to make an informed decision 

they should know what the inherent benefits of a physical office space brings, and 

what type of technologies that can replace the loss of these. Successful managers of 

remote teams have produced guidelines and conducted training on how to work 

remotely. Should the companies follow these initiatives, there is a good chance to 

solve some the inherent challenges of remote work resulting in a good work life 

balance, effective communication and maintaining the organisational synergy, which 

will likely result in a high employee job satisfaction. 

2.4 Part Conclusion  

This chapter has sought to provide an overview of the relevant literature in the 

research domain our thesis exists in. It is evident that there are challenges associated 

with remote work – namely a blurring of the lines between private and work life, that 

entice employees to work more, possibly leading to the degradation of their mental 

health. Furthermore, studies show that the employees working remotely may feel a 

sense of guilt for not being in the office, thus resulting in employees working longer 

hours to compensate for the perceived privilege of working from home. Such 

approach may potentially lead to increased stress levels. Additionally, some studies 

conclude that an organisational loss of synergy takes place, which demands a higher 

focus on psychological challenges, and the facilitation of effective teamwork.  

Despite the negative aspects of remote work, studies have also found that remote 

work can have positive influence on job satisfaction. However, this relationship is 
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found to be dependent on the number of hours spent working remote, peaking at 

approximately 15 hours per week. This is due to the negative effects not being as 

pronounced, as face-to-face interactions still happen in the remaining approximately 

20 hours of week. It is important to note that the positive aspects may not be present 

in our research, due to the fact that the employees are not only working from home 

full-time but are also prevented from seeking social interaction outside of the 

workplace.  

There are several responses to these challenges that can be taken by the organisation. 

Hewlett-Packard and IBM have both performed internal projects, that sought to assist 

employees and managers working remotely. The responses include creating 

guidelines, training in how to work remotely, encouraging employees to do social 

activities outside their work environment, and using the existing technologies to have 

informal conversations. It also included effective communication and when to use 

the correct IT tools. In the context of their studies, these responses enabled the 

organisations to exploit the positive aspects of remote work. However, taking the 

context of COVID-19 into consideration, it is unlikely that the organisation will 

encourage employees to attend social activities physically. 

3.0 Analytical Framework 

In order to analyse our findings, we will utilize the analytical framework put forth 

by Frederick Herzberg - the two-factor theory. In 1959, Frederick Herzberg 

first published ‘The Motivation to Work’ - a research study that sought 

to identify the factors impacting the motivation of employees. Herzberg identified 

two sets of factors that have a profound impact on the job satisfaction of the 

employees: the hygiene factors, and the motivational factors. The hygiene 

factors are the environmental factors at the workplace. While Herzberg concludes 

that these factors do not provide job satisfaction, they do however prevent 

dissatisfaction for the employees (Herzberg, Mausner, & Snyderman, 1993). In his 



 

 
18 

 

study, he provides an analogy to medical hygiene - the sterilization of tools and 

hands does not cure the disease, but it does prevent infection from happening. In 

other words, improving the hygiene factors does not improve morale, but 

rather removes the impediments to an improvement in motivation and job 

satisfaction. In contrast, the motivational factors do impact the job satisfaction and 

motivation of the employee. These factors focus on the self-actualization of the 

employee, which is deemed the supreme goal of an individual (Herzberg, Mausner, 

& Snyderman, 1993).  

In the following sections, the factors will be explained, and reflected upon in the 

current context.   

3.1 Hygiene factors  

In order to become satisfied with a job, Herzberg argues that several requirements 

must be fulfilled. As mentioned above, these factors theoretically do not improve 

the satisfaction of the employee, but rather serves as the vital foundation for further 

improvements to motivation and job satisfaction (Herzberg, Mausner, & 

Snyderman, 1993). Not tending to these needs will lead to a dissatisfied employee, 

and as such, care must be taken to ensure that they are fulfilled. The 

factors are, ranked from highest to lowest impact:  

1. Company policies and administration. 

Herzberg found that policies, directives, and administrative practices are some of the 

factors that can cause the highest amount of dissatisfaction in the workplace 

(Herzberg, Mausner, & Snyderman, 1993). In the context of this paper, these policies 

potentially involve working-from-home guidelines, HR directives, and similar. In 

broader terms, these factors could refer to rigid working hours, lack of flexibility in 

breaks, or a specific dress-code. Specifically relating to remote work, this could be a 

company specific policy that strictly regulates how much time an employee can be 

‘inactive’, with the intent of preventing them from doing non-work-related tasks, 

such as laundry or cooking during work hours.   
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2. Supervision.   

Perceived incompetence in their managers, as well as poor interpersonal 

relationships with them, was found by Herzberg to be the factor with the second 

highest potential for dissatisfaction. In Herzberg’s study, the inability of the manager 

to properly inspire the employees, to effectively teach them and a general inability 

to effectively live up to the managerial role, were all key points that brought major 

long-term dissatisfaction in the workplace for the employees. In a modern context 

this is still relevant, albeit slightly changed by the advent of digital tools that 

potentially compensate for personal shortcomings. Likewise, poor interpersonal 

relations between the employee and their manager are a source of 

dissatisfaction – for example, being criticized in front of colleagues, sarcastic 

personal remarks, and excessive controlling behavior. While working from home, it 

could be assumed that the latter – the interpersonal relations – carry less of an impact 

on dissatisfaction, as interactions are presumably less frequent. However, because 

of the enormous increase in remote work due to COVID-19, the excessive 

controlling behavior of the managers may have increased relevance. As most work 

is being performed digitally, new tools have been introduced to the managers, 

enabling them to monitor the employee, effectively always. These include but are 

not limited to monitoring what is typed, logging internet activity, recording the 

screen of the employee, activating the webcam, physically monitoring the 

employee’s location via GPS, and measuring usage data on the PC (Spiggle, 

2020). These tools enable an excessively controlling supervisor to keep track of all 

employee actions, potentially without the employee being aware. This could 

conceivably cause a higher level of dissatisfaction, than if the monitoring were to 

take place in person, with the employee’s knowledge.   

3. Salary.  

The lack of a perceived fair wage for the work performed, is also a large source of 

dissatisfaction in the workplace.  While salary was found to be both a satisfier and a 

dissatisfier, the dissatisfying effects were much more long-term, rendering it a more 
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potent dissatisfier than satisfier. Herzberg found that salary as a dissatisfier, was 

often in relation to company policies, where scheduled raises were given too late, or 

where the wage gap between new hires and employees with many years in the firm, 

was too small. In the context of this paper, salary could also be seen as a monetary 

compensation for additional expenditures, that result from working from home, e.g., 

an increased electricity or water bill.   

4. Working conditions.  

These factors refer to the physical working conditions, and available facilities. In the 

context of this study, the physical working conditions especially refer to the 

conditions under which an employee works from home. These will likely vary 

greatly, from sitting on their couch with a laptop, to a full-fledged home office. It 

also covers the facilities made available to the employee at the place of employment, 

such as coffee machines or kitchen facilities.   

Herzberg finds that the above factors play a large role in whether an employee is 

dissatisfied with their job. While these factors are not the only ones that impact 

dissatisfaction, Herzberg finds that these have the largest impact. Looking at the 

same factors, we will seek to discover whether these have been affected by the rapid 

move to remote work, and to what degree.   

3.2 Motivational factors  

Herzberg theorizes that once the hygienical factors have been satisfied, fulfilment of 

the motivational factors will lead to an increase in job satisfaction and 

motivation (Herzberg, Mausner, & Snyderman, 1993). These factors are 

less physical in nature and focus more on a fulfilment 

of social and hierarchical desires, contrary to the hygiene factors. As such, these 

factors may also be less sensitive to the changes caused by the lockdowns following 

COVID-19. The factors are, ranked from highest to lowest impact:  

1. Achievement. 
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Herzberg found that the feeling of achievement - or quality performance - to be the 

biggest factor in increased job satisfaction. This notion has been reinforced 

by subsequent studies in the field (Herzberg, Mausner, & Snyderman, 

1993). Successfully having accomplished a challenging work task was found 

to provide the employee with increased level of satisfaction, albeit for a relatively 

short duration. This means that while the feeling of achievement is the factor that 

increases job satisfaction the most, it is not as significant long term, leading to the 

employee requiring continuous achievements to be satisfied, unless other 

motivational factors are satisfied as well.   

2. Recognition.  

Being recognized for a job well done was found to provide a significant increase to 

motivation and job satisfaction in the short term (Herzberg, Mausner, & Snyderman, 

1993). Not surprisingly, this factor has very close ties to the achievement factor, as 

it serves as a basis to enable the recognition to occur. This recognition can vary, 

from a pat on the back, to an award. Although tied with achievement, the employee 

does not necessarily need to perceive that action being recognized as an achievement 

initially. Herzberg gives an example of an accountant that receives a compliment 

from a customer via his manager, for something he had been doing for many years 

without recognition – the recognition still provided satisfaction 

regardless (Herzberg, Mausner, & Snyderman, 1993). As COVID-19 has 

moved most employees home, an impromptu recognition at the coffee machine, of 

an employee’s achievement, is not possible. Regardless, recognition of 

achievements may still occur during online staff meetings, on the intranet or 

in department newsletters.   

3. Work itself. 

While the two previous factors had a short-term impact on job satisfaction, the nature 

of the work itself was found by Herzberg to have a much more lasting impact on the 

motivation and job satisfaction of the employee (Herzberg, Mausner, & Snyderman, 

1993). Work that was challenging, varied or contained a creative element had a 
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tremendous effect on the long-term satisfaction derived from the employment, even 

to the point of the employee foregoing a higher salary, in order to return to a 

previous, more creative, position (Herzberg, Mausner, & Snyderman, 1993).   

4. Responsibility  

Being given responsibility for one’s own work, and being able to work without 

supervision, also has a significant impact on the job satisfaction in the long term. 

This factor is closely related to the previous factor, the work itself, but was 

mentioned many times by the participants in Herzberg’s study (Herzberg, Mausner, 

& Snyderman, 1993). Additionally, being granted responsibility over the work of 

others, also had a positive impact on the job satisfaction. It was also observed 

that being given a new role, with new responsibilities, but without a formal 

advancement, similarly increased the job satisfaction (Herzberg, Mausner, & 

Snyderman, 1993). In the context of involuntary remote work, some employees may 

experience being granted additional responsibility, in the form of lack of supervision. 

This may be due to their supervisor either trusting the employee to perform as before, 

being technologically unable to monitor them, or being unable to supervise due to 

being encumbered by their own remote work-related challenges.  

5. Advancement.  

The fifth-most impactful motivational factor is an advancement in the form of a 

promotion. This factor is essentially a combination of the previous factors, as it 

will usually encompass them all in various degrees (Herzberg, Mausner, & 

Snyderman, 1993). Curiously, Herzberg found that almost half of the participants 

did not expect to receive a promotion, possibly affecting the satisfaction 

derived from the various factors (Herzberg, Mausner, & Snyderman, 1993).  

3.3 Interpersonal relations as a factor  

Herzberg et al. recognizes that the interpersonal relationships play a role in the job 

satisfaction - however, their coding of the responses restricted them to only code 

responses that directly verbalizes the relation between the speaker and some other 
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individual (Herzberg, Mausner, & Snyderman, 1993). They also chose to code 

responses that could be interpreted as interpersonal relationships, to different codes, 

such as recognition, if the connection with this was deemed stronger. The 

interpersonal relations identified by Herzberg et al. are divided into three major 

categories, as seen below (Herzberg, Mausner, & Snyderman, 1993):   

Interpersonal relations – superior. 

This is the relations that an individual has with their superior - i.e., their manager, or 

other person above them in the organisational hierarchy.   

Interpersonal relations - subordinate. 

This is the relations that an individual has with their subordinate - i.e., their 

employee, or other person below them in the organisational hierarchy.  

Interpersonal relations – peers.  

This is the relations that an individual has with their peers - i.e., people who are on 

the same hierarchical level, such as their coworkers.  

These relations are further divided into two subcategories by Herzberg et 

al. - sociotechnical relationships, and purely social relationships (Herzberg, 

Mausner, & Snyderman, 1993). The sociotechnical relations are the relations that 

arise in during the interaction between people in the performance of their 

jobs (Herzberg, Mausner, & Snyderman, 1993).  On the other hand, the 

purely social relations occur independently of work, although they happen at work, 

and inside work hours. These purely social relations are, for example, coffee-break 

chats, or the classic imagery of the water-cooler gossip. Herzberg et al., found that 

these interactions had virtually no direct effect on job satisfaction (Herzberg, 

Mausner, & Snyderman, 1993). That is, almost no interviewees mentioned these 

relations as a cause of either satisfaction, or dissatisfaction. As mentioned repeatedly, 

we find it important to note that the study by Herzberg et al., was conducted under 

vastly different circumstances, where social interactions both in- and outside of 

work were possible. The apparent irrelevance of the purely social interactions, and 
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their perceived lack of influence on job satisfaction and dissatisfaction, is possibly 

not valid in the context studied in this paper.   

3.4 Limitations and Criticisms.   

Having initially been theorized in 1959, the motivation-hygiene theory undoubtedly 

has limitations. The societal and technological context is vastly different today, 

beckoning the question whether the theory is at all relevant to the modern office 

worker. However, we believe that the nature of the 

above factors remains relevant, despite technological and societal changes, as 

the basic human needs are not removed by the current technology. Regardless of 

this, there have been other, valid, criticisms of the two-factor theory that we 

have considered:   

1. Validity and generalizability of the data sample.  

As Herzberg et al. interviewed 203 accountants and engineers, the two-factor theory 

should be seen as an expression of the factors that are important to white-collar office 

workers (Herzberg, Mausner, & Snyderman, 1993). While this paper is focused 

on how employees react to involuntary remote work – something only available 

to modern white-collar office workers – there may be unforeseen differences 

between the data gathered by Herzberg et al., and us. As the two data samples are 

not necessarily similar ages, family structures, educational levels, etc., there is a 

possibility, albeit small, that Herzberg et al.’s study is not applicable to this case.   

2. Self-report of determinants of satisfaction and dissatisfaction.  

The determinants – or factors – of the two-factor theory were self-reported by the 

participants. This has been the source of criticism from scholars, who argue 

that this is an undesirable way to collect data about the determinants, as 

the participants may recall the event incorrectly (King, 1970). This may be accurate, 

especially regarding events that have taken place a long time ago, as time may have 

a large impact on which aspects of the situation the participant recalls clearly.   
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3.5 Part Conclusion  

We believe that the two-factor theory by Herzberg et al. (1993), is able to provide 

this paper with the analytical framework necessary to analyse the impact of 

involuntary remote work, and the impact of the organisational response to this 

change based on the empirical evidence collected. Although it was theorized decades 

ago, we deem the theory to still be valid in the current context, due to the factors not 

being a function of technology, but rather inherent psychological needs. We assume 

that these needs remain constant, despite changes in societal and technological 

norms.   We will utilize the framework to gain an understanding of which challenges 

have impacted the employees the most, followed by an analysis of how the 

organisational response – or lack thereof – has impacted the factors, and by 

extension, employee satisfaction. While the identification of the challenges and their 

impact is quite deductive, this is done to provide a baseline for the further analysis 

to compare to.  

4.0 Methodology 

This chapter will describe and justify the underlying research philosophy and use of 

methodologies and methods for this thesis. This will provide an understanding of 

why a case study was selected and the limitations of our research methods. 

Furthermore, we will give an in-detail explanation of the structure of our data 

collection and the data analysis. 

4.1 Research Philosophy 

Research philosophy is a system of beliefs and assumptions that refers to the 

development of knowledge (Saunders, Lewis, & Thornhill, 2019). The research 

philosophy and underlying assumptions uncover the realities we can encounter in 

our research, such as human knowledge. Research philosophy also lets us develop 

new knowledge by addressing specific problems, through the same lenses but in 
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different organisations (Saunders, Lewis, & Thornhill, 2019). Prior to clarifying the 

type of research philosophy used in this thesis, it is important to define ontology, 

epistemology, and paradigm assumptions on a conceptual basis.  

This section will firstly define and explain the research approaches utilized, 

whereafter ontology and the ontological assumptions made by the thesis group will 

be defined. Thirdly, epistemology and the epistemological assumptions made will be 

clarified and lastly this section will explain interpretivism because of the confluence 

between ontology and epistemology (Crotty, 1998).  

Research approaches. 

Research approaches can be divided into three categories: Inductive, deductive, and 

abductive. These approaches are all aspects of the scientific process. Inductive 

reasoning works from beginning with specific observation, detecting patterns and 

regularities, formulating tentative hypotheses to test, ending up with some 

conclusions or theory. Deductive reasoning works from the more general to the more 

specific, usually starting from a theory, which is then narrowed down to more 

specific hypotheses to test. With abduction, data is used to explore a phenomenon, 

identify themes, and explain patterns, to generate a new or modify an existing theory 

which is subsequently tested, often through additional data collection. (Saunders, 

Lewis, & Thornhill, 2012, pp. 143-147)  

Throughout the thesis, inductive reasoning will be utilized to make a generalization 

of challenges within the three case companies, and the challenges will be analysed. 

Hereafter deductive reasoning will be applied to draw specific information by the 

generalizations made in the inductive reasoning. The deductive reasoning will be 

utilized to make new and more understandable facts and findings. Herzberg’s two-

factor theory have been utilized as a loosely defined frame to study working 

conditions, interpersonal relationships and work-life balance, this framework will 

then be tested against data as a part of the deductive approach. The inductive 

reasoning will be utilized as an aspect of exploration. The two approaches have been 
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employed together for a more complete understanding of the topic management’ of 

the challenges of involuntary remote work.  

Ontology. 

Ontology is a research assumption that studies “what is” with the nature of existence, 

and the structure of reality (Crotty, 1998). Ontology is concerned with what exists in 

the world, which is also what humans within the ontological framework can acquire 

knowledge about. Ontology therefore helps researchers understand and recognize 

how certain they can be about the nature and existence of objects they are surrounded 

by (Moon & Blackman, 2017). Ontology is mainly split into two views of the world. 

The first one being realism, where reality exist outside a human understanding and 

the other idealism, where humans have multiple understandings of reality.  

As we are trying to understand how different people interpret organisational 

responses regarding involuntary remote work, we need to recognize that people can 

create meaning, and that there are multiple understandings on the view of the world. 

Taking that into consideration this research takes the idealistic view on ontology.  

Epistemology. 

Epistemology deals with “the nature of knowledge, its possibility, scope and general 

basis” (Crotty, 1998). Epistemology is a way of looking at the world and making 

sense of it. Furthermore, Maynard and Hamlyn (1995, as cited by Crotty, 1998, p. 8) 

explains the relevance of epistemology: “Epistemology is concerned with providing 

a philosophical grounding for deciding what kinds of knowledge are possible and 

how we can ensure that they are both adequate and legitimate” which is why we 

need to identify and explain the epistemological stance we have taken in this thesis. 

Considering that throughout this research we aim to create meaning and identify 

patterns based on the conducted interviews, the constructionism as epistemological 

approach has been selected. According to the constructionism approach “truth or 

meaning comes into existence in and out of our engagement with the realities in our 

world… Meaning is not discovered but constructed” (Crotty, 1998). In other words, 
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different people may construct different meaning or truths about the same 

phenomena. The idealistic ontology and constructionism of epistemology 

complements each other as they both search for unspoken and socially constructed 

patterns. In the context of our research, this means that we will obtain the perception 

of different people with various job roles, within the three case organisations, will 

give incompatible meanings to what the right organisational response is regarding 

involuntary remote work. This is in line with our research, as it relies on many 

different truths and perspectives on the organisational response to involuntary remote 

work. The idealism as ontology with constructionism as epistemology is generally 

regarded as the interpretive paradigm. 

Interpretivism as a paradigm. 

The interpretive paradigm emphasizes that humans are different from physical 

phenomena because they can create meaning, but also that people with different 

cultural backgrounds, under various circumstances and separate times make different 

meanings and therefore experience independent social realities (Saunders, Lewis, & 

Thornhill, 2019). We as interpretive researchers must take the complexity of this 

paradigm into account, by filtering the different meanings and interpretations 

through our own analytical framework and subjective understanding to construct a 

richer understanding of how organisational responses influence job satisfaction in a 

remote setting. We acknowledge that we all come with a business administration and 

IT background with education in different managerial courses, and we therefore will 

have influence on these findings. The stance will be as an inside-observer as we all 

are part of the interviews and at least one of us is working in the companies we are 

studying. This will mean that the employees that we interview might not be as frank 

as if we as observers had been viewed as total outsiders. We will take a 

phenomenological perspective, meaning that our research focuses on “existence, 

participants’ lived experiences; that is participants’ recollections and 

interpretations of those experiences” (Saunders, Lewis, & Thornhill, 2019). Which 
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means that our perspective and findings stems from the recollections and 

interpretations of the interviewees experience of working involuntary remote.  

4.2 Research Strategy 

A research strategy is defined as a plan on how the researchers go about answering 

the research question. The research strategy provides a “methodological link 

between the philosophy” and the “subsequent choice of methods” (Saunders, Lewis, 

& Thornhill, 2012, p. 173).  

The exploratory case study provides a good methodological link between the 

philosophy and the choice of methods. The research philosophy focuses on finding 

the patterns and unspoken truths that stems from the interpretations of our 

interviewees, and a “case study explores a research topic of phenomenon within a 

context” (Saunders, Lewis, & Thornhill, 2012). This implies that a case study suits 

our research philosophy well. 

The exploratory case study can use both quantitative and qualitative methods to 

collect and analyse data. These may be observation, interviews, documentary 

analysis, and questionnaires (Yin 2009 in Saunders, Lewis, & Thornhill, 2012). With 

the situation of COVID-19, due to lock down and government restrictions, the use 

of observations method is not possible. Therefore the focus has been to conduct 

qualitative interviews as this in context with our interpretive paradigm gives most 

room for our interviewees to give their best interpretation of the phenomenon studies 

in this research.   

A multiple case study with three case companies has been selected as the case type: 

Codan, Mercedes-Benz and Naviair. These companies are relevant to the study, 

because of multiple reasons: a) the employees have the ability to work remotely, b) 

the employees primarily did not work remotely prior to COVID-19, and c) due to 

inherent differences between the companies, they could provide different 

perspectives on this field of research. The reasoning behind choosing multiple cases 

is that every company consists of various variations in rules, directives, and culture. 
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By researching three companies we get to see a broader view of how companies have 

reacted to the involuntary remote work transformation and get diversified results 

because of the companies’ inherent differences.  

4.3 Research Design 

The case study lets us explore a research topic of a phenomenon within its context 

(Yin 2009, cited in Saunders, Lewis, & Thornhill, 2012). As mentioned above we 

have chosen a multiple case study of three case companies that will form the 

boundary of our case study. The phenomenon chosen for research is the involuntary 

remote work due to the COVID-19 pandemic. We chose to look at Herzberg’s two-

factor theory, as we expect that the hygiene factors have changed due to people being 

forced to work remotely. This implies an exploratory case study as the aim of the 

research is to explore how the managers can try to influence the hygiene and 

motivational factors hereby influencing the job satisfaction. Given that the research 

question does not have one right answer and therefore is situational, our research 

data requires qualitative data. The data is gathered through conducting semi-

structured interviews with subjects selected based on the established criteria which 

will be elaborated on in chapter 4.4, Sampling Rationale. Hereafter we will code the 

data gathered in categories that falls under Herzberg’s two-factor theory, digital aid, 

and benefits and challenges of remote work, which will be described in detail in 

section 4.6, Data analysis methods.  

The challenge with a multiple case study is choosing how many cases are 

appropriate, as the amount will vary from study to study (Creswell, 2007). However, 

choosing to go with three companies instead of one also helps with the 

generalizability of our findings and what these findings can contribute to the research 

field within remote work.  
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4.4 Sampling Rationale 

The selection of interview cases from the entire population of the three case 

companies Codan, Mercedes-Benz and Naviair were chosen from a purposive 

sampling principle (Aarhus Universitet, 2021) alongside a snowball sampling 

method (Luborsky & Rubinstein, 1995).  While we rationalise the choice of case 

companies in chapter 4.2,  

the managers of the three case companies were chosen from the purposive sampling 

principle (Luborsky & Rubinstein, 1995). Managers were chosen because the 

departments they were managing a) have been working remotely, b) were used to 

work remotely or c) have implemented remote work as a tool to be utilized more 

permanently. The purpose was to sample a group of managers who fit the profile 

covered by the research. This purposive sampling method was seen as a necessity to 

narrow down the scope to solely relevant interviewees. Following the purposive 

sampling and the interviews of different managerial roles, the snowball sampling 

was set in place (Aarhus Universitet, 2021). Some of the managers were asked to 

recruit some of their employees to participate in the thesis interviews, and therefore 

encourage them to actively participate.  

The managers also helped with identifying the employees with the most relevance to 

this thesis. The employees selected in cooperation with managers were chosen from 

the convenience perspective or more precisely by their accessibility towards being 

interviewed (Aarhus Universitet, 2021). This helped with identifying the 

interviewees with the most relevance, and the most positive mindset towards 

participating in the interviews. To provide a broader picture of how the 

organisational response can influence employee job satisfaction, two specific groups 

have been selected: the managers and the employees. It was therefore seen as a 

necessity for further research of the thesis that both the managers and the employees 

were interviewed and their opinions and considerations towards their own job, their 

coworkers, themselves, and the remote work situation they were in now were 

gathered, compared, and analysed. 
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One of the most crucial barriers in the sampling rationale was accessibility of the 

interviewees. Therefore, the purposive sampling was found accessible thus feasible 

and relevant to our research (Lincoln & Denzin, 1998). The primary selection were 

the managers who all knew to remote work and had experienced it themselves, as 

well as their employees that have had worked from home and experienced this.  

The secondary selections of managers and employees were the cases that did not 

fulfill our criteria regarding knowledge and experience around remote work. Since 

the primary selection cases were plentiful, the secondary selection cases were not 

interviewed or transcribed due to them being less relevant for our thesis. In total, 17 

individuals were interviewed, which we deem to be a reasonable sample size.    

4.5 Data Collection Methods  

Data collection is the method of presenting evidence for the findings. As previously 

mentioned, these findings have been collected through semi-structured interviews 

and questionnaires. The questionnaires have been sent out to the interviewees after 

the interview took place. By interviewing and sending questionnaires to the relevant 

respondents, the data collections methods that are being utilized are primarily 

qualitative. We collected primary data, which is collected from first-hand 

experiences (Appendix E – Data Collection Overview). In qualitative data collection 

meaning is typically derived from words and not numbers, and since words can have 

multiple meanings depending on the setting they are put in, it is necessary to explore 

and clarify these with great care (Saunders, Lewis, & Thornhill, 2012). 

This qualitative primary data was collected so that we would be able to better interact 

with the study participants and therefore also identify the people involved in the 

study, which environments they are from and lastly it made us capable of being aware 

of external factors that could have had an influence on our interview participants. 

Semi-structured Interviews. 

In semi structured interviews, researchers will have a list of themes and key questions 

to be covered. When the questions from the interview templates (Appendix A - 
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Interview Template) are asked, and the sequence and structure they are asked within, 

depends solely on the flow of the conversation between interviewees and interviewer 

(Saunders, Lewis, & Thornhill, 2012). As a part of semi-structured interview, 

interview templates for both (Andersen, 2013), the employees and the managers have 

been created, which can be found in the interview appendix (Appendix A - Interview 

Template). This method of interviewing allowed us to go beyond the boundaries and 

structure of a normal structured interview and allowed us to ask more in-depth 

questions about themes that became relevant or maybe came to mind during the 

interviews. Furthermore, we were able to let our interviewees talk and lead the 

conversation, giving the interviews a more natural setting, making them feel safer. 

This approach allowed for the interviewees to share their feelings, expectations, and 

discoveries regarding remote work. Notes were taken throughout each interview. For 

a more precise analysis, the interviews have been transcribed and coded. The 

complete transcription would be easier to analyse with data coding principles than 

the simple notification method when interviewing. The interview template contains 

questions that were to open the discussion, giving the thesis group a possible list of 

questions to dive into or steer the conversation towards, if necessary. Lastly, due to 

the COVID-19 pandemic, the interviews were conducted over the internet with the 

use of Microsoft Teams. This version of the semi-structured interviews made it 

necessary to make certain agreements beforehand to ensure seamless flow. Prior to 

each interview, a lead interviewer and a secondary interviewer were selected. The 

secondary interviewer, with help of ‘raise the hand’ option was able to ask relevant 

follow up questions.    

Follow up qualitative questionnaires. 

In order to fully understand the context of their situation, questionnaires were sent 

out to the participants post-interview (Appendix C - Questionnaire Template).  In 

order to understand the settings and surroundings of each employee that the thesis 

group interviewed, they were asked questions about their living situation, civil status, 

etc. The questionnaires ought to be self-completed by the interviewees after each 
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interview and mediated by the internet, the interviewees are then to return the 

questionnaire by e-mail after completion (Saunders, Lewis, & Thornhill, 2012). 

Lastly, the context provided by the questionnaire is aimed to provide supplementary 

information regarding the participants thus allowing for more accurate analysis. The 

questionnaire consists of open-ended questions (Andersen, 2013). The questionnaire 

does not provide any options in form of multiple answering possibilities, or yes or 

no questions, but the questions are formulated in a way that the respondents, are led 

to answer with a specific short sentence or word, but still with the possibility of 

elaborating further. This last possibility of elaborating makes the questions open-

ended. This means that the questionnaire as a whole is leaning more to open-ended 

than the closed-ended type of questionnaire (Andersen, 2013).  

4.6 Data analysis methods  

The data analysis has been divided into four steps: in the first step we arranged and 

organized our data, in the second step we set a code to the data that were collected, 

in the third step we validated our data, and in the fourth, and last, step we conclude 

upon our data analysis methods. This process of analyzing our data will reveal 

themes, patterns and relationships in the data and cross the three case organisations. 

Arrangement and organisation of data. 

Throughout the case companies, interviews and questionnaires were conducted. 

Thereafter we had to convert all this data into text format. This was done by 

transcribing the interviews with the help of a software program called Descript. 

Descript has helped shorten the interview transcription time and thus save some 

valuable time. After the transcription process, each interview was systematically 

named and transferred into a shared SharePoint folder, which can only be accessed 

by group members. The systematic naming was done so the thesis group could easily 

find and sort the files and interviews needed. The naming needed to be constant and 

unique and therefore the study group decided on a naming default for each of the 

interviews. Firstly, the organisation the individual was employed by should be noted, 
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thereafter the department the interviewee was located within. Next, their position 

should be noted, and lastly the interviewee name should be noted as well. The result 

would be a file name such as the following: 

Organisation_Department_LevelOfEmployment_Name. 

By utilizing the transcription software Descript all the interviews were transcribed. 

Due to the Covid-19 pandemic all the interviews were conducted through Microsoft 

Teams meetings, and the meetings were therefore recorded with video and sound. 

By inserting the audio recordings after each interview into Descript, the transcription 

of each interview was conducted. This process then had to be reviewed, as the 

software tended to misinterpret some parts of the interviews, if the interviewees had 

an accent, or a tendency to mumble in certain sections of the interview. After having 

finished the interviewing process with all the interviewees, the thesis group sent out 

a questionnaire by e-mail, to the same e-mail that the thesis group invited everyone 

from the case study to a Microsoft Teams meeting. This questionnaire was sent out, 

leaving the possibility of answering the questions in the e-mail, making it much 

easier for the respondents to comprehend and send back the answers. The interview 

transcriptions and questionnaire answers were sampled and put into separate shared 

SharePoint folders, this was done, so the thesis group had a common folder path in 

which to locate all of the collected and processed data. Lastly, some quotes retrieved 

from the interview transcriptions have been grammatically changed while preserving 

their meaning, in order for the reader to better understand the overall concept and 

meanings the interviewee had on their mind.  

Coding of data. 

Setting up proper codes and categorization for the data collected through our 

qualitative interviews are crucial for the correct data overview and for the correct 

utilization of our data in the further analysis of the thesis. The group chose to 

deductively code, meaning that we developed our data coding before diving into the 

data itself (Medelyan, 2020). This was done because the group had done all of the 
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interviews together and had a common idea of what they could expect from the data. 

Through the art of categorization and with the help of the coding and data analysis 

principles the thesis group wrote down some categorizations to utilize in NVivo for 

further coding of the data. 

• Benefits and challenges 

o Benefits of remote work 

o Challenges of remote work 

• Digital aid 

o Microsoft Teams 

o Jitsi 

• Herzberg: 

o Hygiene Factors 

▪ Company policies and directives 

▪ Supervision 

▪ Working conditions 

o Motivational Factors 

▪ Achievement 

▪ Recognition 

▪ Responsibility 

▪ Work itself  

▪ Advancement 

• Managerial approaches 

The beforementioned bullet points are the coding principles and categorizations that 

are being used. These categorizations have been set up in NVivo, and the thesis group 

can after having marked a piece of a transcription, give this transcription a 

categorization. This selection is being bundled with all other selections and quotes 

within the same categorization and it therefore makes it easier for the thesis group to 

have a complete overview of the subject and categorizations within the data and 
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better exploit these in the analysis. The primary data of the questionnaire was 

collected to create a context and common understanding of the environment and 

surroundings the interviewees found themselves within. The data retrieved from the 

questionnaire has been put inside table 4.1 – overview of interviewees, beneath for 

the sake of the simple overview. 

Name Age Civil status Number of kids Living situation 

Steen 50 Married 2, (8 y/o, 11 y/o) both 

live at home. 

House, 192 sqm. 

No office. 

Kasper 33 In a relationship. None. Apartment, 72 

sqm. No office. 

Anders 43 Married. 2, (19 y/o and 25 y/o), 

one live at home. 

House, 250 sqm. 

Dedicated office 

half the time. 

Christian 

M. 

32 In a relationship. 2 (1 y/o, 3 y/o), both live 

at home. 

House, 220 sqm. 

Dedicated 

office. 

Lizette 45 Married. 2 (21 y/o and 15 y/o) House, 175 sqm. 

Dedicated 

office. 

Mette F 41 Married. 2 (14 y/o and 12 y/o) Apartment,93 

sqm. 

No office. 

Johanna 26 In a relationship. None. Apartment 44 

sqm. No office. 
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Magnus 52 Married. 2, both moved out. House, 170 sqm. 

Rasmus B. 33 Married 4 (11 y/o, 8 y/o, 4 y/o 

and 0 y/o) all live at 

home. 

House, 95 sqm. 

No office. 

Kathrine 42 Married. 2 (1 y/o and 3 y/o), both 

live at home. 

House, 225 sqm. 

No office. 

Rasmus L. 37 Married. 1 (6 y/o), soon to be 2. House, 150 sqm. 

No office. 

Caroline 47 In a relationship. 2 (13 y/o and 15 y/o), 

both live at home. 

House, 200 sqm. 

No office. 

Mette R 32 Single None. Apartment, 63 

sqm. No office. 

Martin 45 In a relationship. 3, (24 y/o, 22 y/o, 17 

y/o). 

Apartment 81 

sqm, no office. 

Johan 40 In a relationship. 2 (2 y/o and 4 y/o) both 

live at home. 

Apartment, 115 

sqm. No 

dedicated office. 

Table 4.1 – overview of interviewees 

4.7 Ethical Considerations 

In order of ensuring and honoring the danish code of conduct for research ethics, 

every member of the thesis group follows the code of conduct stated by the ministry 

of higher education and union of danish universities to a high standard (Ministry of 

Higher Education and Science, 2014). For the full transparency of the research, it 

must be mentioned that the thesis group has a member that works in each of the case 
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study organisations, and therefore have some knowledge of the overall situation in 

the specific organisation they work within. Since the thesis group are occupying a 

position in all the three case organisations this could prove to be a potential conflict 

of interest later on in the research (Ministry of Higher Education and Science, 2014). 

This is why the thesis group have taken every precaution to ensure that bias and 

personally involvement or opinions are disregarded during the creation of the thesis 

work. Furthermore, it was made very clear for the study participants from each 

organisation that they by agreeing to an interview and a follow-up questionnaire 

participated in a master’s thesis that after completion and hand-in would be made 

public. This was done to ensure that the study participants were sufficiently informed 

before agreeing to their own participation in the research.   

4.8 Methodological Limitations and Quality Criteria 

One of the major methodological limitations during the work with this thesis has 

been the online semi-structured interviews that were the only possibility towards 

gaining qualitative interviews during the lockdown periods because of the COVID-

19 pandemic. This limited the group to only being able to do online interviews and 

in general online interaction with respondents and interviewees. This limited the data 

collection process of this thesis to online interviews and online questionnaires. 

Although, individual and group observations would have been beneficial towards the 

results of the thesis to create a contextual understanding of the interviewees 

surroundings and the issues that they dealt with during their workdays. Furthermore, 

face-to-face, or in-person semi-structured interviews were denied the thesis group, 

because of the pandemic, and therefore a deeper and more relational connection to 

the interviewees could not be found during the thesis period. The missing personal 

link, or relationship, towards the thesis respondents may have had the effect of the 

interviewees not feeling as comfortable as they might have felt. This could have been 

avoided in person meeting with the thesis group for the interviewees and the group 

to establish a more in person relationship and trust to one another. Thus, the online 
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established relationship between interviewee and interviewer have obscured some of 

the data that have been collected.  

The choice of doing a case study in three different organisations was no coincidence. 

The three companies were chosen for the thesis group to make sure that the study 

was an actual representation of the total population (Golafshani, 2003) , the total 

population in our case being white-collar workers involuntarily working from home.  

If the same result can be consistently achieved by using the same methods under the 

same circumstances, this measurement is considered reliable. Golafshani defines 

reliability as: “The extent to which results are consistent over time and an accurate 

representation of the total population under study is referred to as reliability and if 

the results of a study can be reproduced under a similar methodology, then the 

research instrument is considered to be reliable.” (Golafshani, 2003). Reliability has 

been considered throughout the data collection process, which has gained the thesis 

group stable and reproducible data, taking into consideration that qualitative data can 

be perceived differently depending on the situation. We ensure a large enough 

sample representation, by spreading the case study across three organisations, within 

multiple departments, that have worked remote involuntarily, we confirm the 

reliability of our data. The results, data, and context that this case study is 

investigating cannot be replicated in full, when the COVID-19 pandemic and period 

of involuntary remote work is over. With the use of semi-structured interviews, we 

have enabled the possibility of improvisation, and the ability to ask rapid follow-up 

questions. While this has decreased the focus on reliability, we find that the data 

gathered is still valid (Kvale & Brinkmann, 2015). 

During the thesis, it has been of the utmost importance to ensure validity of the 

research answers, the research questions, as well as the research results. This has 

been made clear throughout the thesis (Kvale & Brinkmann, 2015). This has been 

done by arguing for the choice of our theory and methods throughout the case study. 

Validity is defined by Uwe Flick as a “question of whether the researchers see what 
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they think they see. Basically, three errors can occur: 1) To see a relation, a 

principle, and so on where they are not correct 2) to reject them when they are indeed 

correct 3) and finally to ask the wrong questions” (Flick, 2010). Furthermore, we 

utilized semi-structured interviews for gathering empirical data, which has given us 

a picture of how the case organisations’ management of the challenges of involuntary 

remote work has impacted the employee’s satisfaction. It was the thesis groups 

decision that it made the most sense to conduct semi-structured interviews with 

individual employees, since we are investigating their individual perception of how 

their organisations’ management have handled the challenges of involuntary remote 

work. To ensure the validity of the transcriptions, the interviewees were given the 

possibility of getting sent the transcriptions, so that they have an opportunity to 

confirm or deny their statements. To obtain transparency in the project, the thesis 

group has continuously argued for the choices of theory and methods and therefore 

how the project is designed. Additionally, we have reasoned for our interpretations 

of the empirical data and material, for example the results from conducting our 

interviews (Kvale & Brinkmann, 2015). 

4.9 Part Conclusion 

Idealism as an ontology assumption and constructivism as epistemological 

assumption is generally regarded as the interpretive paradigm, in which our 

perspective and findings stems from the recollections, and interpretation, of the 

interviewees experience of involuntary remote work. This research philosophy 

provides a good methodological link between the multiple exploratory case study 

which explores a research topic of a phenomenon within a context. Furthermore, this 

case study method provides the thesis group with the option of using qualitative data 

methods to collect and analyse data, consisting of semi-structured interviews and 

questionnaires. A multiple exploratory case study with the three case companies: 

Codan, Mercedes-Benz and Naviair was chosen because of three key reasons: a) the 

employees have the ability to work remotely, b) not all of the employees were used 
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to working remotely prior to COVID-19, and c) due to inherent differences between 

the companies, they could provide different perspectives on this field of research. By 

utilizing the purposive sampling method to sample a group of managers that fits the 

profile of the thesis, they can work from home, and be involuntarily sent home to 

work remotely. Additionally, the selected managers chosen also helped with 

identifying employees with the most relevance to this thesis.  The selected employees 

were chosen due to their relevance and accessibility for the interviews. Having 

sampled the respondents, the data collection methods; semi-structured interviews 

and qualitative questionnaires were utilized for gathering the data necessary for the 

thesis. The coding of the interview data was conducted by categorizing according to 

the analytical framework and implementing these codes to better distinguish the data. 

The questionnaire data was put into a table to provide context and overview. The 

methodological limitations of the remote work barrier have been an inhibition for the 

thesis group and the data collection as well.  

5.0 Analysis 

This chapter will identify and analyse the challenges of involuntary remote work and 

the organizational responses, as well as their impact on employee satisfaction. The 

first section of this chapter will focus upon analysing the challenges: Working 

conditions, interpersonal relationships, and the impact of work-life balance. 

Subsequently, the second section of this chapter will focus upon the organisational 

response and the impact the responses have had on employee satisfaction.  

The three case companies that this thesis has studied are Naviair, Codan and 

Mercedes-Benz. Beneath follows a brief explanation and description of the 

companies and why they are relevant for this thesis.   

Naviair is an independent publicly owned company, owned by the danish state and 

transport ministry. Naviair provides safe and efficient air traffic control within the 

danish airspace. The core activity in Naviair is therefore air traffic control 
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(Naviair.dk, 2021). Naviair has an administrative and operative part of the 

organisation. The administrative part of the organisation supports the operative air 

traffic control and consists of HR, administrative IT, Building Systems Maintenance, 

and several other administrative functions. The focus within Naviair and the 

selection of interviewees are located within the administrative part of the 

organisation, more precisely within the Facility Management, Unmanned Aircraft 

System Traffic Management (UTM) – development and strategy and lastly the 

Building and Surveillance systems department. These are all departments that have 

the possibility to work from home, since most of their work is done virtually on pc’s. 

The two first departments are more virtually oriented than the last one. This, 

however, provides context and variety between departments which may lead to 

valuable contributions to this thesis and the area of remote work research.  

Codan is the second company that this thesis has studied. Codan is an insurance 

company that offers company, private and health insurances. Codan is a part of the 

RSA group that is one of the world’s largest global insurance companies (Codan.dk, 

2021). The focus of the thesis has been in the Finance Applications AX and MPC 

department. A department that also has the possibility of working from home since 

most of the work they conduct is done virtually on their PC’s. The department itself 

offers support, analysis, and data information from all of the finance systems that 

Codan utilizes in RSA Scandinavia, which is the Nordic part of the RSA mother 

organisation. Codan is highly relevant for the thesis, as there has been a transition to 

100% remote work, due to the COVID-19 lockdowns.   

Mercedes-Benz is the third and last company that this thesis is occupied with. The 

part of the Mercedes-Benz organisation that the thesis group has investigated and 

researched within is the IT department. Mercedes-Benz is a German car brand that 

is operating under the Daimler AG motor vehicle manufacturer organisation. Besides 

the obvious, selling cars, the organisation offers financial services through Daimler 

Financial services. The IT department that this thesis has used for its research is a 

support and financial function, that helps the operative network of sales departments 
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and other administrative parts of the organisation. The IT department is responsible 

for their distributors as well as their own retail departments in Sweden and Denmark. 

Remote work is not new for the IT department as they have had a few employees 

working from Stockholm for around 10 years. Therefore, it did not come as a shock 

for Mercedes-Benz to go fully remote under the COVID-19 lockdown, but the 

transition has not been without its challenges which makes for an interesting case on 

the perspective on mandatory remote work’s influence on job satisfaction. 

5.1 Identification of challenges caused by involuntary remote work 

The analysis of the data uncovered three major challenges facing the employees, 

following the transition to involuntary remote work: a) worsened working 

conditions, b) diminished interpersonal relations, and c) a reduction in the work-life 

balance. This chapter will provide an insight into these challenges, via the interviews 

conducted. 

5.1.1 Working conditions. 

In general, the transition from a physical office to home working station has been 

rough in our three case companies. The findings indicate that there was a significant 

variety in how impacted employees were – some were practically not impacted due 

to having a functional home office, while others were relegated to work from the 

coffee table in their living room. This section will focus on the individuals who were 

negatively impacted by the transition. Among these individuals was Mette, the head 

of financial reporting in Codan. She was not that focused on her physical working 

station in the beginning as just handling the work was a priority, but when things got 

calmer and she looked at her working station in the apartment she concluded; “The 

whole setup was just, you know, screaming at me.” (Appendix B.15 – Mette F., 

00:11:20). This is due to her apartment being taken over by her workstation. Martin 

who is first level IT support at Naviair does not work remote full time, as he provides 

onsite IT support, but when he is working remotely, it is just with his laptop in his 

living room. This is, however, not due to the lack of equipment, but rather Martin’s 
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own choice (Appendix B.4 - Martin, 00:06:07). Like Mette, Martin does not have a 

dedicated workspace at home, and a fear of work encroaching on his private home, 

may be the reason that he is reluctant to bring home peripherals (Appendix D.13 - 

Martin). Christian M., a business developer in Naviair, has his house full of workers, 

which makes his working conditions according to himself “so my physical working 

environment is the worst it can get.” (Appendix B.6 - Christian M, 00:07:23), but as 

he mentions himself, that this is not Naviair’s fault, it is just bad timing on his part 

(Appendix B.6 – Christian M., 00:07:23). This statement indicates that even if the 

organisation provided an optimal home office, there is still a possibility for external 

factors to disrupt the working conditions. Johanna, who is IT business partner at 

Mercedes-Benz, tells us that her office is her kitchen table (Appendix B.11 - Johanna, 

00:18:51), but that her working conditions has not changed that much besides her 

sitting more down as she does not have the adjustable table anymore (Appendix B.11 

- Johanna, 00:05:46). This indicates that while her working conditions have changed 

from the office to the kitchen table, she does not perceive this as a major change, 

except for the lack of an adjustable table. Although Johan a IT team manager does 

not say much about is working station, he does mention that a separate office would 

have been nice (Appendix B.9 - Johan, 00:15:01). In the interview we can see he is 

sitting in what looks like his living room in his apartment. Again, this reiterates that 

some aspects of the working conditions are outside the reach of the organisation – 

they cannot provide Johan with a larger apartment, or a separate office.  

 

Other employees were even more strongly impacted by the transition. Rasmus L. in 

Codan did not have a dedicated office space like Lizette or Magnus and must share 

a table with his wife everyday (Appendix B.16 – Rasmus L., 00:05:29).  Caroline, 

the SAP solution architect in Mercedes-Benz, mentions that she had neck issues and 

little issues with her arms (Appendix B.12 - Caroline, 00:18:30), which we can 

assume is impacted by the lack of a proper adjustable chair and table. This finding 

shows how the physical working conditions not only impacts the efficiency of the 
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employees, but also the health. This is further established by Kathrine, the finance 

systems specialist, who mentions the same type of issues, and even spends her own 

money in order to alleviate it: “I purchased everything to be able to yeah, not have 

back pains every day and neck pains.” (Appendix B.17 – Kathrine, 00:06:48).  

Rasmus B., the team manager for building and surveillance systems, has the same 

struggles identified at the other interviewees, which is not having a proper table and 

chair, which results in his back hurting, as he says “so this is quite hard to sit on a 

chair for eight hours straight. “(Appendix B.1 - Rasmus B., 00:09:26). Rasmus B. 

also has his family and kids to handle when he is home which is an interruption factor 

as he has four kids (Appendix D.10 - Rasmus B). Again, this resembles Christian 

M.’s situation, where external factors impact the working conditions. Mette R. that 

works in the procurement department, also sits at her dining table with a normal chair 

or a Pilates ball (Mette R., 00:09:41 – 00:10:09). Later, when asked what could be 

better, she tells us that she at the moment has both neck issues and headaches, 

similarly to Caroline and Kathrine (Appendix B.5 - Mette R., 00:29:02). This 

indicates that the change to the working conditions, has had an impact on the physical 

well-being of the employees, and it is not a rare occurrence.  

These challenges are also acknowledged by Anders, manager at facility management 

in Naviair, who does not mention his own situation, but as a manager tells us that 

there are some people who had gotten office equipment because they had problems 

with back and neck (Appendix B.2 - Anders, 00:40:46). This indicates that there 

might be more people in the organisation that we could not interview, that has been 

highly impacted by the rapid transition to remote work. 

 

To summarize, there are some individuals who are privileged to have a dedicated 

office space, while almost every one of our interviewees has been impacted in a 

negative way by working remotely. Almost a third of all our interviewees has 

mentioned having physical issues with their neck and back. Furthermore, external 

factors such as having craftsmen work in the house during office hours, and the 
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presence of family, may also negatively impact the working conditions. These are, 

however, out of reach of the organisation. Therefore, we conclude that the change in 

working conditions has significantly dissatisfied the interviewees.  

5.1.2 Interpersonal relationships. 

Interpersonal relationships were one of the factors that many of the case study 

interviewees mentioned as being affected negatively by the transition to 

involuntary remote work. Interpersonal relationships are an aspect that must be 

noticed and taken into consideration into every aspect of every relation we make. 

These negative aspects are significant for the employees and therefore they will 

be analysed further in the following sections.  

Across the three case companies, interview respondents shared their general 

opinion and insights on the negative impact that involuntary remote work has had 

on the interpersonal relationships. Herzberg’s two-factor theory mentions three 

major categories of interaction between the person speaking and some other 

individual; Interpersonal relations: Superior, subordinate and peers (Herzberg, 

Mausner, & Snyderman, 1993, p. 46) as mentioned earlier in chapter 3. The first 

of the three categories which is the superior personal relationships, is the 

relationship between an individual or individuals and their superior. This 

relationship is seen from the hierarchical lower positioned individuals’ point of 

view. Mette R. from Naviair mentions that her superior has taken some initiatives 

towards maintaining the departments personal relations “We try to have a meeting 

every second week, with the entire team (…). So, we have had a lot of meetings, 

but we don't always have to time to talk how it's going, in the team, just about the 

project itself. But he tries to have these meetings every week (…). also, just a one-

to-one meeting…” (Appendix B.5 - Mette R., 00:02:45), where Mette R. 

mentions that her manager has tried several things towards heightening the moral 

within the team with both team meetings and one-to-one meetings to ensure the 
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health of his employees. Mette R. discloses that she might be interested in talking 

more with her colleagues when she mentions that they “just are talking about the 

project itself”, where she implicitly says that she is missing the coffee talk and 

day-to-day talk with her colleagues in such situations. Furthermore, the interview 

with Mette R. discloses that she does not feel that the one-to-one meetings 

compensate for the loss of the day-to-day office / coffee talks “No, because 

seriously, when we have these one-to-one, he tends to talk a lot about his new 

house, sometimes the first 20 minutes, I hear about his new house and how that's 

going. And in the last 10 minutes, I get to say something” (Appendix B.5 - Mette 

R., 00:03:43). These quotes shows that there is a gap within the superior 

relationship between individuals in the facility management and procurement 

department in Naviair and that the need of social conversation with Mette R.’s 

fellow employees is being neglected by her superior. This also indicates that the 

problem Naviair and Mette R. experiences is a missing purely social interaction 

since the relationship they are experiencing right now is a sociotechnical 

interaction, because they are interacting while doing their jobs and talking about 

the procurement project. Rasmus L. from Codan is experiencing that his manager 

is having trouble with managing in a remote setting, and that his manager is more 

eager to know how they are doing during the day and the week, and he is feeling 

that he is in touch with his manager frequently (Appendix B.16 - Rasmus L., 

00:00:58-00:01:05). Rasmus L. here indicates that his manager feels a need to 

stay in touch and get her finger on the pulse in order for her to comprehend and 

fulfill her managerial roles. Rasmus L. also indicates that he is not troubled by 

the extra attention, he is not feeling supervised, but he is feeling that his managers 

eagerness is a helping hand for any employees having a hard time.  

 

The second of the three interpersonal relation categories is the subordinate 

relation meaning the relation a manager has to an “subordinate” employee.  
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Johan from Mercedes-Benz mentions that his relationships with his employees 

and fellow colleagues is great and that he has had the same team for some years 

now, which has likely made this involuntary remote work period easier for them, 

because they have known each other for a long time (Appendix B.9 - Johan, 

00:10:11). Johan indicates that he and his teams relation is strong because of their 

long relationship, and the fact that they still meet for a coffee in the morning, with 

other words, the same procedure as if they were physically at the office, just 

virtually: ”instead of what we did before, like meeting over coffee in the morning, 

everyone is logging into the, to the video chat in the morning, just to say hi and 

talk a little bit before starting the day” (Appendix B.9 - Johan, 00:02:15) Johan 

and his subordinates try to “normalize” the current situation by maintaining their 

old traditions with a coffee and quick talk before the start of the day. On the 

contrary Mette R. from Naviair was quite new when the transition to involuntary 

remote work was set in motion, “I started at Naviair in January last year. So, 

most of the time I have worked from home, I think I work more from home than I 

have been here at Naviair” (Appendix B.5 - Mette R., 00:01:42) and she 

therefore hasn’t had the advantage of knowing her colleagues that well before 

being set in an involuntary remote work setting. We cannot overlook the 

significance of the duration of a relationship, whether it be a personal, or a 

professional one. As shown above, we do find there to be differences, based on 

when an individual started their employment. We recognize this as an important 

factor towards job satisfaction and thriving purely socially with your colleagues. 

Even though Anders, who is the manager of facility management, might be 

blindsided towards the purely social aspect of belonging in Naviair, seen from 

Mette R.’s perspective, Anders mentions that he is aware that he has some 

employees whose private life is not functioning 100 % for a lot of different 

reasons (Appendix B.2 - Anders, 00:08:56), and he is aware that if you are not 

feeling that great mentally it can de discouraging and you will have a lot of time 
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with your own thoughts (Appendix B.2 - Anders, 00:10:08-00:10:51). This likely 

has a huge effect on the motivation and the mental health of the employees 

involved. To underline the awareness that Anders has of his employees’ 

relationship with each other, and his way of managing, Martin says that “He is 

one of the best bosses I’ve ever had. So, I think he’s really doing good, and he is 

following up on things and supporting us in our decisions” (Appendix B.4 - 

Martin, 00:02:02) where Martin really supports his manager and acknowledges 

his efforts towards the teams’ relations and supporting them in their daily work. 

This can be interpreted as Anders having a good relationship towards Martin, and 

that he supports him and his choices as a manager. Thus, indicating a manager 

that is aware of some of his employees’ interpersonal relations and really makes 

an effort to better and follow-up on these.  

The relationship between manager and subordinate is a fragile situation which 

can be seen with both Martin who praises Anders, and Mette R. who on the 

contrary show signs of frustration towards her relation to Anders. This can be due 

to their interpersonal relationships and/or the fact that the natural hierarchical 

difference between manager and employee have had an influence on the 

interviewee’s responses.  

 

The third and last of the three interpersonal relationship categories, peer-to-peer 

relations, was the category that the interviews showed as being impacted the most 

by the change to an involuntary remote work environment. The peer-to-peer 

relations is by far the most influential within the three case companies, this is both 

in negative and positive ways. Peer-to-peer relations are the relations between 

employees within the same hierarchical level, it is the relationship between 

coworkers.  

Most of the people in the case companies are only interacting with other people 

from their departments or organisations while performing their jobs. This means 
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that the purely social interaction is missing, because of the online interaction, 

there is not located any time for social interaction or activities, interactions that 

are of a purely social character and have nothing to do with employees 

performing their job. The missing coffee chat is definitely noticed by the case 

companies’ employees, Kathrine from Codan says that they have had some social 

arrangements like Christmas gatherings or online bingo, but that she specifically 

is missing “that day-to-day should we go down to get a coffee” (Appendix B.17 

- Kathrine, 00:03:47). Furthermore, she is very specific about the time the teams 

have together “we have like half an hour” (Appendix B.17 - Kathrine, 00:04:03) 

where they chat about all and nothing at the same time, and mentions that it is 

definitely not enough, and that it “doesn’t really cover the day-to-day coffee chat 

or lunch chat for that matter” (Appendix B.17 - Kathrine, 00:04:03). Kathrine is 

not content with how her current relationship to her peers in Codan is now, even 

though there have been several social activities for the benefit of the employees. 

The devised results of these purely social activities do not cover the daily coffee 

chat and social relationship that the physical presence and easier access to her 

colleagues provides. Johanna from Mercedes-Benz agrees with Kathrine and says 

that the interpersonal relationship with her fellow colleagues is what she misses 

the most. We asked Johanna the question: How has your interpersonal 

relationship changed? And she answers: “that is actually the point that I feel like 

I missed the most. I'm a huge extrovert, I'm very social. So, I spend most of my 

days talking to my colleagues and for me, that has been a huge challenge since I 

have basically no one to talk to” (Appendix B.11 - Johanna, 00:06:20) Johanna 

is therefore sad, that she can’t see her colleagues as much as before and indicates 

that talking on the phone is not to be resembled with the contact and social 

responses, she would get from having the physical social interaction with her 

colleagues. In continuation of this Johanna mentions that she would love to go 

see some of their salespeople at their agent locations, just to meet some new 
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people, but they are not allowed to (Appendix B.11 - Johanna, 00:06:20-

00:07:09). This means that we can interpret that the physical presence and social 

interaction between colleagues is the missing factor that Johanna wants back, and 

that she at the same time does not find online meetings and conversation sufficient 

according to her purely social needs.  

 

Herzberg sees the three interpersonal relationships from an American work 

environment perspective. His research is based on white-collar workers within 

accounting and engineering. The American white-collar company context is very 

different from the Scandinavian corporate culture. The difference between the 

two is to be found within the organisational hierarchy of the American companies 

that tend to be more rigid than the Scandinavian. We must account for the inherent 

differences between the American and Scandinavian corporate culture when 

analyzing the three case companies. The hierarchy of Scandinavian companies is 

almost non-existent and the relationships between managers, c-level managers 

and employees are very loose and there are an open business culture present 

(Fritjofsson, 2015). Whereas to the American companies they are very 

hierarchically oriented, and the tone and relationships between managers and 

employees is much stricter and there are fewer open discussions (Fritjofsson, 

2015).  This is also one of the reasons to why the three case companies make great 

examples of how influential interpersonal relationships are within a business 

context. Scandinavian companies are, which we previously learned, much more 

interaction and interpersonal oriented and therefore these relationships can have 

a huge impact on an organisation or department if they are not nourished. This is 

seen both from a superior, subordinate or peer-to-peer relations perspective.  

In the next section we will explore and elaborate on the mental aspects and other 

factors that have had an impact within the three case companies, and which 
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challenges arise when the different categories of relations are not properly 

nourished by employees and managers.  

 

Mental health effects and factors in personal life.  

The mental health of employees that have involuntarily worked remotely for almost 

one and half years now is trembling, and the employees of the case companies are 

struggling with situations that in a normal world, and normal work setting easily 

could have been avoided. 

The transition to involuntary remote work has made employees feel lonely and 

isolated, which is, no matter the circumstances, never a situation, a company would 

want their employees to be in. Nevertheless, this is the situation that many of the 

thesis interviewees find themselves in, Rasmus L. from Codan mentions that he 

himself has had a minor work depression due to not seeing anyone besides his wife 

(Appendix B.16 - Rasmus L., 00:07:50). Furthermore, Rasmus mentions that he was 

“struggling with finding motivation” (Appendix B.16 - Rasmus L., 00:07:28) and 

struggling with how and when to contact or call his colleagues if he felt the need for 

a conversation. This loss of motivation is something that Anders from Naviair 

recognizes. He says that if you don’t get out of your house and gets some new 

impressions, you don’t get those experiences that keeps you up (Appendix B.2 - 

Anders, 00:10:08). Furthermore, according to Anders, the involuntary arrangement 

means that you have no other option than to be at home and work from there virtually 

makes it nearly impossible to keep up motivation. The struggle of trying to connect 

to his colleagues makes Rasmus L. from Codan feel isolated from the group and as 

a person. Rasmus L. is sitting at home with his wife where they are sharing an 

adjustable table (Appendix B.16 - Rasmus L., 00:05:29), with his wife having many 

meetings. This can be disturbing at best, and when Rasmus L. is not having the best 

mental state at that point of time, even the smallest disturbances can be distracting. 

The pressure of sitting with his wife at the same table in the same room, with her 

participating in meetings and talking most of the day, most people would find 
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disturbing. If this is the only work setting possible for Rasmus, it would be stressful 

and depressing not to experience anything else in a longer period of time, which 

Anders also mentioned. Rasmus B. in Naviair advocates for remote work or hybrid 

work, since he thinks that the flexibility that the arrangement, when not being 

involuntary, has to offer is beneficial (Appendix B.1 - Rasmus B., 00:06:30). 

However, he mentions a factor that cannot be overhead, his personal life and the 

setting in which he works at home from. Rasmus B. lives with his wife and four kids 

at the ages 11, 8, 4 and newly born in a house of 95 square meters (Table 4.1 – data 

collecton overview). This means that when the country was in lockdown, they were 

six people at home in a rather small house. Everyone at home, trying to fit in 

schoolwork for kids ages 11 and 8, entertaining the 4-year-old, nurturing the newly 

born baby, and still fulfilling their responsibilities at work. 

It must be an understatement to say that this must have been and is a challenge to 

cope with for Rasmus B. and his wife. Therefore, the personal life and the settings, 

and context of our interviewees find themselves within are important for our further 

research within the involuntary remote work setting. Mette R. from Naviair, who is 

single and has been forced to work from home for a while now (Table 4.1 – data 

collection overview), also mentions that she had the need to physically be at Naviair 

to talk to her colleagues, because she “had been really tired lately and just needed 

the change” (Appendix B.5 - Mette R., 00:08:27), which indicates that she is 

suffering from some sort of mental fatigue. This statement has been confirmed in the 

later part in the interview: “I called my manager and said, because I had a rough 

time here during January, February, also some personal stuff happening in my life. 

I was thinking of actually, if I should have a sick leave” (Appendix B.5 – Mette R., 

00:16:53) where she mentions that personal factors in her life have affected her 

tremendously and that this remote work setting is not helping her situation. This is 

confirmed by Mette R. stating that when she has nothing to do at home, she will pick 

up her work PC and start working even if it is late in the evening (Appendix B5. – 

Mette R., 00:26:50). This tendency to overwork due to boredom, has taken a heavy 
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toll on Mette R., and has pushed her state of mind to the limits of where stress and 

other mental issue symptoms occur. Mette is single and lives alone which might have 

been an influential factor in her overworking and not dealing with the isolation from 

her friends and colleagues very well. That is most likely due to the fact that she did 

not have anyone to talk to or share her daily thoughts and experiences with. It is of 

course not certain that Mette’s living situation is the reason for her problems 

occurring. Interestingly Kasper from Naviair responds to the questionnaire similarly 

with the exception of his civil status (Appendix D.14 - Kasper), as he is in a 

relationship (Table 4.1 – data collection overview), and he is not experiencing the 

issues Mette R. is referring to. Kasper states: “I don't think if you live alone and you 

don't have anybody else, it doesn't matter. It doesn't change anything you're under 

Corona (COVID-19 pandemic) you couldn't do anything else” (Appendix B.7 - 

Kasper, 00:12:43) that he is not having a hard time during this pandemic he actually 

thinks that he has some very productive days and that he gets a lot of work done 

(Appendix B.7 - Kasper, 00:10:58). The statements of Mette R. and Kasper makes it 

clear that it is hard to conclude on mental issues according to the individuals alone. 

Johanna from Mercedes-Benz made a point very clear to us when she said that “I'm 

a huge extrovert. I'm not an introvert. So I love meeting people and I would love to 

get to know more people. And for instance, to go out and meet our salespersons at 

our agent locations, which we're not allowed to right now. So, we're just hanging in 

there.” (Appendix B.11 - Johanna, 00:06:20). Johanna defines herself as being an 

extrovert and that she has a need of meeting new people and gaining new 

impressions, and this is one of the things that have found the most challenging and 

discouraging about this period and remote work setting (Appendix B.11 - Johanna, 

00:06:20). The context of our interviewees and themselves as individuals suddenly 

became a factor towards thriving and not thriving in an involuntary remote work 

setting. Are they extrovert, are they introvert, do they experience a loss in motivation 

when not being active purely social? We can interpret on the interviewees Mette R. 

and Kasper, that they probably would not fit in the same box if we were to define 
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their personalities and therefore their problems and solutions in this involuntary 

remote work setting are hard to compare. The feeling of isolation and the feeling of 

being stressed and burned out are feelings that we see in many of these interviewees, 

with a few exceptions. This has Johanna from Mercedes-Benz, Mette R. from 

Naviair and Rasmus L. from Codan shown us.  

5.1.3 Impact on work-life balance.  

Throughout the interviews, many interviewees responded that the transition to 

involuntary remote work had affected their work-life balance – both negatively and 

positively. While the positive aspects of the change include being able to do laundry, 

go for a walk and a general increased sense of flexibility, the negative aspects are 

also significant. In this section, we will analyse the potential root causes of the 

overworking tendency of the interviewees. The tendency to overwork is not a factor 

covered by Herzberg’s two-factor theory, and as such this section will be more 

inductive in nature than the previous sections. 

Overwork. 

Across all case companies, employees had a tendency to work more than before the 

transition to remote work. This work often took place in the evenings, or even in the 

weekends. One interviewee described it as having difficulties letting go of the work, 

as continuing work in the evening is easy. “Then some weeks, suddenly I’ve worked 

60, 70 hours, because I’m using the evenings and the weekends just to check up on 

some things.” (Appendix B.16 - Rasmus L., 00:10:44). The desire to work outside 

of the regular office hours was due to a feeling of being behind on their work. 

Whether this was accurate, or simply the perception of the interviewee, is unknown. 

Regardless, the perceived inefficiency drove the interviewee to work nearly twice as 

many hours as their contract demanded, in an effort to compensate (Appendix B.16 

- Rasmus L., 00:11:49). Coupled with the fact that most interviewees lack the proper 

physical surroundings to efficiently work from home, such as a home office, it 

seemingly became very difficult for employees to stop themselves from returning to 
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their work ‘after-hours’. Rasmus L. described it as being “easy to just turn on the 

computer, if it was in the room next to you, and you saw a mail check in. Oh, I can 

just reply to it now (…) and before you know it, you’re working two or three hours a 

night.” (Appendix B.16 - Rasmus L., 00:11:49).  The reason behind Rasmus L.’s 

perceived inefficiency may be that he feels unable to work concentrated during the 

day, as he is sharing a desk with his wife (as mentioned in the working conditions 

section), and that his child may perhaps be a distraction (Appendix D.8 - Rasmus 

L.). Other interviewees similarly experienced that small children had an impact on 

their efficiency: “I have four kids, so when we were all sent home it was a quite noisy 

background. (…) Your work efficiency was not as high.” (Appendix B.1 – Rasmus 

B., 00:10:13). Similarly, Rasmus L’s manager also notes that she works significantly 

more than before, reporting periods of working upwards of 10½ hours per day 

(Appendix B.14 – Lizette, 00:19:44). As is the case with Rasmus L, the ease of 

working plays a significant role according to her: “I put in more hours. I actually 

work out in this office as well (note: after work). So when I work out, and my phone 

is beeping, I will check my email in between sets. That’s a problem I’m working on.” 

(Appendix B.14 – Lizette, 00:20:00). Lizette is one of the relatively few individuals 

interviewed that has a fully equipped home office, located in a separate room of the 

house. Despite this potentially enabling her to distance herself mentally (and 

physically) from work after hours, the undertaking of other activities in the sphere 

of work seemingly causes her to begin working again when prompted by the buzz of 

the work phone.   

The work-life boundary. 

A recurring theme of the interviews is the lack of a boundary between free time and 

work. Originally, this boundary would likely have consisted of a particular morning 

routine, followed by a commute to the office. This provided a clear distinction 

between when the subject is working, and when the subject is not. Having 

involuntarily transitioned to remote work, this boundary is no longer as clear – 

employees no longer have to transport themselves to the office, as most of them are 
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working in their living rooms. The morning routine is no longer necessary - unless 

there is a meeting with mandatory webcam usage – so the employee can simply sit 

down in front of their computer immediately after waking up, and start working. It 

could be argued that the lack of a commute is beneficial to both the employer and 

the employee – indeed, the absence of hours wasted in a car or on the public 

transportation initially seems like a solely positive change. Not only does it save time 

– it also allows employees to live further away, as they do not have to factor in 

commuting when searching for a job. While these benefits are undeniable, the 

subjects interviewed experienced challenges relating to the lack of a clear boundary, 

that the commute is. This lack of time spent commuting is, in the case of some 

interviewees, spent working instead: “I think that a lot of people work more now that 

they’re home, because they don’t have the commute time. I also just fetch something 

quick for lunch, and then I’m back to my screen.” (Appendix B.11 - Johanna, 

00:16:41) She goes on to further elaborate that “the first thing I do in the morning is 

just open up my computer, and then I’m here until 18 - 18:30. You don’t have that 

balance. Before, I go to the office at 08:00 in the morning and come home at five or 

six.” (Appendix B.11 - Johanna, 00:17:02). Similarly, Rasmus B. also acknowledges 

that the commute time is spent working instead: “The workday is going to be a little 

bit longer, because there’s no transfer time. (…) Normally I drive from home at 

around 07:30 and am back at 16:30. Now I am just sitting at my computer at 07:30 

to 16:30” (Appendix B.1 - Rasmus B., 00:06:30). Working in excess of the 

contractual obligation is a challenge for the employees primarily, as it is assumed 

that they are salaried due to the nature of their position, meaning that they are not 

compensated for the additional work, all else being equal. Working additional hours 

may not be harmful in itself, if done for a shorter duration of time, but it would appear 

that this tendency is caused by the unorganized, involuntary remote work, and is thus 

not likely to change unless corporate directives are set in place to decrease 

overworking. The lack of a clear ‘break’ between work and free time causes the 

above employees to work when they should not be. Similarly, the lack of an 
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obligation to be home at a certain time, is also seen as a factor that encourages 

overworking. One employee state that she now tends to keep working until her 

children asks if it is time for dinner soon. (Appendix B.15 – Mette F., 00:15:56). 

Previously, she would have had to be at home at a certain time in order to make 

dinner for her children – now that she is working at home, there is no such perceived 

constraint, leading her to overwork: “I think it’s a bit difficult for me to actually close 

down in time. It was easier when I was at the office and I had an agreement that I 

had to be home at a certain time. Now I’m always home.” (Appendix B.15 – Mette 

F., 00:15:56). A different employee, Kathrine, also addresses the issue of the ‘break’: 

“It’s more like the whole day is just a blur. (…) It’s still the break between work and 

home that I’m missing right now” (Appendix B.17 – Kathrine: 00:20:27). A 

potentially important factor about Kathrine, is that as a mother, she drops off her 

children at daycare every morning (Appendix D.17 – Kathrine). While this may be 

interpreted by others as a boundary before work, it is clear that Kathrine does not 

experience it in that way. It is possible that she does not perceive it as an action 

related to work, as she is not going to the office afterwards – she is going home.  

Cultural aspects. 

While it appears that the lack of a clear boundary between work and free time cause 

employees to overwork, there is also a cultural aspect that cannot be ignored. While 

Scandinavian corporate culture is generally regarded as more embracing of work-life 

balance, compared to a U.S company, there is undoubtedly differences between 

companies – and departments - in Scandinavia. Some companies have a corporate 

culture that nurtures working in excess of the contractual obligation: “I feel like I see 

colleagues are active for longer times. They do not log off at 16:00. They don’t log 

off at 16:30. So for me it’s like, if they’re online then I’m online.” (Appendix B.11 – 

Johanna, 00:17:24). This indicates that for this individual, the tendency to overwork 

may be a self-reinforcing tendency – as employees see their peers working late, they 

too feel an obligation to work beyond the established hours. A different example of 

this mentality is found with Mette F.: “Particularly I know I had a little bit of 
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stubbornness about one of my employees. We were talking at 23:00, 24:00-ish at 

night and I was saying “Well, I’m not locking down until you’re locking down”. 

(Appendix B.15 – Mette F., 00:17:48). While Mette F. explains that she was 

attempting to make her employee shut down, the very fact that she was online may 

have contributed to the employee being online as well. This would likely be even 

more prolific in the physical office, where the employees can physically see each 

other. However, the ability to see which colleagues are online/active on various IT-

artefacts, such as Skype, Microsoft Teams, Jitsi also serve the same function, albeit 

not as explicit.  

The tendency to work additional hours when working remotely, has been 

documented in a previous study, as noted in our review of the research domain 

(Chesley , 2010).  Chesley found that employees would overwork themselves, to 

compensate for a perceived benefit of being allowed to work remotely, compared to 

their colleagues who would still be in the office. As effectively all employees are 

working remotely at the time of this paper, this should not be a root cause for 

overworking, as employees receive no perceived benefit over their peers, who are all 

in the same situation as them. Rather, the tendency to overwork appears to stem from 

three root causes, in this case; compensation of perceived lack of efficiency, and a 

desire to fit into company culture. Furthermore, the lack of a clear boundary between 

work and private life, likely also leads to a tendency to work beyond what is expected 

of the employees, and what they are contractually obligated to. The negative effects 

that will arise from this tendency, is difficult to uncover during the short time span 

of this paper, but from previous literature it is shown that overworking leads to a 

degradation of mental health in the form of stress (Chesley, 2014).  

From the above analysis, we can conclude that there has been a general increase in 

time employees spend working, after the transition to involuntary remote work. 

There does not appear to be one root cause for this, but rather a combination of 

factors that encourage working more. Firstly, some employees may perceive 

themselves as being less efficient than before – for example, due to their children 
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distracting them – and will work more to compensate. Secondly, as the daily 

commute to work is removed, there is a lack of a boundary between work and private 

life. Employees have traditionally had a clear ‘break’ before and after work, to 

mentally transition to an ‘off-work’ mentality. With the commute removed, 

employees appear to be more likely to work evenings and weekends, as they are not 

mentally ‘off work’. Thirdly, there may be cultural aspects that coerce an employee 

to continue working – for example, seeing all of their coworkers still working after-

hours.  

While Herzberg does not address the challenge of overworking in the two-factor 

theory, we conclude that the stress resulting from overworking is bound to impact 

the employee highly negatively. In the terms of the two-factor theory, we deem that 

it will act as a significant long-term dissatisfying factor.  

5.1.4 Part conclusion 

We have identified the following challenges and created a table to get a better 

overview below: 

Challenges. Description. 

Working 

conditions. 

As employees were forced to work from home, they no longer had access to 

the modern workstation available at the physical office. The lack of 

adjustable desk and peripherals has impacted employee satisfaction 

negatively as well physically. 

Interpersonal 

relationships. 

As the employees are relatively isolated, there has been a significant loss of 

purely social relations. This lack of interaction has left employees feeling 

lonely, isolated, stressed, and depressed.  

Work-life 

balance. 

The traditional boundary between work and private life has been blurred, as 

employees no longer travel to, and from, the office. This has caused many 
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employees to work beyond their contractual obligation, possibly leading to 

stress. 

Table 5.1 – Challenges of involuntary remote work 

The transition to involuntary remote work, as a result of the COVID-19 pandemic, 

has brought a series of challenges to the individuals affected. As governments 

mandated lockdowns, companies have rushed to send home office workers. The 

individuals interviewed for this paper have experienced challenges ranging from 

minor inconveniences to serious mental issues. In the above section we have 

identified what we believe to be the three largest challenges facing the participants 

in this paper. 

Firstly, the physical working conditions have changed drastically for some 

employees. They have experienced a transition from a fully equipped office space, 

with adjustable chairs and desks, multiple monitors and other amenities, to working 

in uncomfortable and unhealthy positions, such as at their dining table. The impact 

of this has been varied – some employees already had a fully equipped home office, 

and were thus not as highly impacted, while others live in small apartments that does 

not have enough room to accommodate a dedicated workspace. This challenge has 

caused some employees to spend their own money to furnish a home office – to their 

great dissatisfaction. In accordance with Herzberg’s two-factor theory, this 

degradation of the working conditions will likely lead to long-term dissatisfaction, 

that could potentially have consequences for the employees’ desire to continue their 

employment with the firm. 

Secondly, the social isolation caused by transitioning to remote work has had a big 

impact on the interviewees. Mental health issues and the interviewees personal 

factors at home have had a huge influence towards the interviewees job satisfaction. 

This is seen in the interviewees having depressive periods, heightened stress levels 

and overall issues with the purely social aspects of their private lives and their remote 

work settings. The sociotechnical relations that many of the interviewees have when 
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performing their job functions has been transformed to their only social interaction 

during the day. Since many interviewees and their respective departments is not fully 

compatible with the technical possibilities their organisations have to offer or they 

are just not comfortable with picking up a phone or doing a virtual call to get in 

contact with their colleagues.  

Besides the social isolation and mental issues that interviewees have shown, the 

personal factors of the interviewees have revealed several characteristics within the 

familiarly borders of the interviewees that have affected their job satisfaction. These 

characteristics are details like the numbers of children they have, and their respective 

ages. Due to the lockdown periods people with children in the kindergarten and 

elementary school age have been under a humungous pressure. They should take 

care of their kids, make sure the kids are taking care of the school when sent from 

home, all the while they themselves must take care of their own job functionalities. 

This and the simple question of number of square meters within the home, when all 

the people in a household is taken care of their representative tasks remotely, every 

day, all day. This can take a toll on parents and have been a huge factor towards the 

interviewees job satisfaction and motivation. Additionally, the personality of the 

interviewees and their own mindset towards getting through this tough period have 

shown to be a factor towards their own job satisfaction. Interviewees expressing 

extrovert tendencies have experienced higher levels of social isolation than 

interviewees expressing introvert tendencies, which could indicate that very social 

and interacting people have suffered from a loss of purely social relation and 

therefore also social isolation.  

The third, and final, major challenge facing the employees of the case companies, is 

the tendency to overwork. This tendency is seemingly due to three factors; first, the 

employee perceives themselves as being less effective, and thus works longer to 

compensate. This can be due to being distracted, i.e., by their children. Second, the 

lack of a clear boundary between work and private life leads to the employee not 

‘switching off’ from work, despite it being after hours. As such, the employees have 
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a bigger tendency to work in the evening, and the weekend. The boundary would 

traditionally be in the form of a particular routine, and/or commute. Third, cultural 

factors in the company/department can encourage employees to overwork, as they 

do not want to be the first one to log off. 

 

5.2 Organisational response and impact. 

In the previous chapter, we sought to identify the challenges that have arisen as a 

result of the transition to involuntary remote work, and the effect on job satisfaction. 

Having identified three major challenges, in this chapter we will analyse the 

organisational response to these, and the impact they have on the job satisfaction. 

To reiterate, these challenges are: 1) working conditions, 2) interpersonal 

relationships, and 3) work-life balance. In this context, ‘the organisation’ refers to 

both the top-level management – Herzberg’s corporate policies and directives factor 

– and lower-level management, such as individual team leaders as well as employees.    

Throughout the analysis of the organisational responses to the challenges, it has 

become evident that the organisation can respond in different ways. This paper does 

not seek to conclude whether these responses are correct, or incorrect, but instead 

attempts to analyse the responses themselves and the subsequent effect on employee 

satisfaction. In the sections below, we have defined these types of responses, in order 

to better categorize our findings. We categorize a response to be either Top-Down or 

Bottom-Up. These are based on who initiated the response in the organisation.  

A top-down approach is defined by the response being initiated by the top-level 

management, or HR. Put in the perspective of Herzberg’s two-factor theory, this type 

of response directly impacts the ‘company policies and directives’ factor. This type 

of response will often apply to the entire organisation and be mandated with little or 

no regard to the individual needs and unique culture of smaller teams. Our findings 

indicate, that if the employees see the response as being negative, or insufficient, it 
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could potentially impact the employee satisfaction negatively instead of positively. 

Similarly, the lack of a response will likely also impact the satisfaction negatively. 

In contrast, the bottom-up response is defined by being initiated by lower-level 

management, such as team leaders, and the rank-and-file employees. Contrary to the 

top-down response, this is not as likely to impact the company policies and directives 

factor, as this response is not mandated by top-level management and forced on the 

rank-and-file employees. As the response is being led by lower-level management 

and the rank-and-file employees, our findings indicate that it may be more likely to 

generate a positive impact on employee satisfaction, as it can be assumed that the 

employees act rationally, and in their own interest. It should be noted that the title of 

the manager is irrelevant in this sense. Rather, it is the ‘distance’ from the manager 

to the employees impacted that is relevant – a Chief Financial Officer that, for the 

sake of argument, has 5 rank-and-file employees directly below her, will still have 

their decisions regarded as a ‘Bottom-Up’ response, if it only affects their direct (or 

almost direct) employees. Of the case organisations we studied, Codan, Mercedes-

Benz and Naviair have used a Top-Down response to the worsening working 

conditions, while our findings indicate bottom-up responses to interpersonal 

relationships, and the work-life balance. 

5.2.1 Working conditions.  

As uncovered in chapter 5.1, the transition to involuntary remote work has impacted 

the working conditions of some employees drastically. In the following sections we 

seek to identify the organisational response to this challenge, as well as the impact 

on employee satisfaction. The primary challenge facing employees is a lack of the 

office equipment that was available to them in the physical office.  

Top-Down 

After the initial lockdown, it quickly became evident to some employees that their 

working conditions had deteriorated significantly – the adjustable desk, dual-

monitors and adjustable office chair had been exchanged for a dining table and chair, 
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or the couch. Codan’s organisational response to this was recommending that 

employees take home whatever equipment they felt they needed, including large 

pieces of furniture: “They said that I could bring a desk home, but how do I bring a 

desk home? I don’t have like, a van to bring home a desk” (Appendix B.16 - Rasmus 

L., 00:06:27). Rasmus L.’s perception of the organisational response was echoed by 

Kathrine who had very similar feelings about the response: “They did say, ‘Oh, if 

you really need a desk, you can come and pick one up’. How is that going to work? 

Should I pick that up in my own car? How am I going to carry it to my first floor at 

home?” (Appendix B.17 - Kathrine, 00:12:31). While Codan seemingly 

acknowledged the challenge faced by employees, the organisational response was 

limited to recommending that employees bring equipment home, on their own. While 

many employees did bring home equipment, such as monitors (Kathrine, Rasmus L., 

Johanna, Caroline), those items were not seemingly a major challenge for the 

employees, as there was very little difficulty associated with bringing home a 

monitor. The passive nature of Codan’s response in turn seemed to agitate Kathrine, 

who felt that it was a sign of disrespect and underappreciation of the employees: “Do 

we get a share of the huge profit you got? Somehow, either as a bonus or to get the 

office equipped at home? What bothers me the most is that they say in the media how 

this is a win-win situation for everybody, and I do not see that. I see the win on their 

side (…) I would like a bit more support from top management” (Appendix B.17 - 

Kathrine, 00:09:11). While it is certainly limited what the organisation can 

practically do in such a situation, it does become evident that the communication and 

handling of the response is important in order to minimize dissatisfaction. Tom, the 

CIO of Mercedes-Benz Sweden, acknowledges that the organisation is unable to 

mandate how the employees furnish their home office. While they can give 

recommendations on how to set up a workstation, they cannot force the employees 

to make room for a home office, even if Mercedes-Benz wanted to supply the 

furniture (Appendix B.8 - Tom, 00:20:53). In contrast with Codan, the Top-Down 

response of permitting employees to bring home office equipment was better 
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received in Mercedes-Benz; an example being Johanna, who felt that being permitted 

to bring home peripherals showed that Mercedes-Benz truly was involved in the 

mental, and physical, well-being of their staff (Appendix B.11 - Johanna, 00:04:52). 

Johan, part of the lower-level management in Mercedes-Benz, emphasises that there 

is a focus on the physical well-being: “I go into specific questions, like how are you 

sitting? How is your neck feeling?” (Appendix B.9 - Johan, 00:06:38). However, this 

interest in the physical working conditions, and the impact on the physical health of 

the employees, is only meant to assist. The full responsibility of the (lack of) 

ergonomics, and any subsequent health problems, goes to the employees if they do 

not speak up, according to Johan (Appendix B.9 - Johan, 00:24:11). This contrast 

potentially indicates a difference in the culture between the departments in Codan 

and Mercedes-Benz – where the employees in Codan see it as the organisation’s 

responsibility to ensure that the working conditions are optimal, Johanna and Johan 

from Mercedes-Benz indicate that the responsibility is placed mostly on the 

employee.  

Bottom-Up 

As a potential reaction to the perceived lack of appropriate Top-Down response from 

Codan, several employees took initiative to purchase their own furniture. Kathrine, 

who was experiencing physical pains and aches, explained that she did not perceive 

upper management to acting as fast as they should have: “Yeah, I don’t feel that they 

are acting on this as fast as you could wish for as an employee, because I know a lot 

of my colleagues are working from the dining table. They could have used a response 

a bit earlier” (Appendix B.17 - Kathrine, 00:05:07). This statement indicates that 

the challenge is widespread in the Codan, and not a unique challenge for Kathrine. 

This is further supported by Rasmus L.: “The desk we paid for ourselves, because at 

that time I wasn’t sure if this was something they (Codan management) would 

compensate for.” (Appendix B.16 - Rasmus L., 00:06:27).  The statements by 

Kathrine and Rasmus L., lend credibility the indication that their Bottom-Up 

responses were due to a perceived mismanagement of the Top-Down response. While 
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their investments in their working conditions have likely had a positive impact on 

their working conditions, the overall situation has likely negatively impacted their 

satisfaction. Initially due to their working conditions being decreased to the point 

where they are willing to invest their own money to improve it, and later due to 

Codan’s handling of the challenge: “It just wouldn’t take that much. (…) Give me 

3000 kroner to equip my home office, (…) It’s just a small recognition.” (Appendix 

B.17 - Kathrine, 00:12:31)  

Based on the above analysis of the response, we conclude that the Top-Down 

response to the worsening working conditions due to involuntary remote work, has 

impacted the ‘working conditions’ hygiene factor negatively – i.e., dissatisfied the 

employees. Employees have brought home the essentials, such as monitors, but are 

lacking furniture that has come to be expected of a modern workstation. Leaving it 

to employees to pick up large pieces of furniture from the office, was seen by some 

as an unrealistic proposition, if not downright disrespectful. The high-impact 

challenges from the previous chapter, such as Caroline and Kathrine experiencing 

physical pain due to the lack of proper furniture, has not been addressed by the 

organisation in a way that solves the challenge. We do, however, acknowledge that 

the organisation may have reached the conclusion that the situation is time limited, 

and the expenditures to either a) pay for the furnishing of a home office, or b) pay 

for a courier-service to deliver the necessary equipment to the employees, was 

deemed too high. Furthermore, the organisations are not able to mandate employees 

to furnish their dwellings in a specific manner, making it impossible to ensure that 

all have an identical, or similar, workstation as at the physical office. A further 

obstacle is that many employees may not have room for a home office, such as 

Johanna who lives on 44 sqm. (Appendix D.3 - Johanna). The unsatisfying Top-

Down response in turn prompted some employees to invest in their own home office, 

which impacted their working conditions positively, while likely decreasing their 

overall satisfaction, as they felt the organisation did not assist them properly. 
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5.2.2 Interpersonal relationships 

This chapter will analyse the different responses to the challenges identified 

regarding interpersonal relationships. Below will be a section of the Top-Down 

response and how this has impacted interpersonal relationship and employee 

satisfaction. Hereafter, a section on the different Bottom-Up responses and their 

impact on interpersonal relationship and employee satisfaction. 

The case companies already had IT-artefacts for communication in place before 

working remotely, but all companies have identified new use cases for their IT-

artefacts after identifying the challenges impacting sociotechnical and purely social 

interpersonal relations. 

Top-Down 

All case companies made it a policy to communicate through Microsoft Teams. 

Microsoft teams is the hub for teamwork in Microsoft 365. The Teams service that 

enables instant messaging, audio and video calling, online meetings, and web 

conferencing (Microsoft, 2021). The Top-Down response of making a policy of 

always having the camera on during meetings by Codan and Mercedes-Benz can 

have its merits but might not suit every employee. This response also focuses mainly 

on the sociotechnical use of IT-artefacts and not the purely social relation, which 

therefore might not have as a high positive impact on employee satisfaction as it 

otherwise could have. The transition from physical offices to Microsoft teams and 

remote work has not been without its challenges. The employee’s status on Microsoft 

Teams or skype has become the new way of identifying if a person is available or 

busy for conversation. This however is not being respected in the same degree as if 

the employees are in a physical office space, which has been an issue that has been 

discussed in Mercedes-Benz (Appendix B.12 - Caroline, 00:28:37). Caroline tells us 

“we're disturbed all the time because everyone was like, you know, checking in and 

mailing and so on.” (Appendix B.12 - Caroline, 00:30:09). This indicates that 

employees lack the same social discipline in a virtual environment as they have in a 
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physical office, as it is very uncommon that a colleague storms into an ongoing 

meeting in a meeting room to say something that probably could have waited 5 

minutes. This can cause frustration in the employees.  

 Microsoft Teams quickly became all case companies’ way to replace the face-to-

face meetings with the employees, with Microsoft Teams one-to-one scheduled 

meetings. Microsoft Teams offers a camera option that lets the users see each other 

during the conversation. This feature is important for the interpersonal relationships 

of the interviewees, as it helps them connect better, which could be the reasoning for 

the policy of having cameras on during meetings. Johan tells us that Microsoft Teams 

is an important tool because it offers camera connection compared to normal phone 

calls. It helps replacing the face-to-face meetings, which is important for him 

(Appendix B.9 - Johan, 00:12:37-00:13:16). Caroline, like Johan, also feel like the 

meetings become more personal when the camera is turned on in Microsoft 

Teams. (Appendix B.12 - Caroline, 00:12:34). She continues to talk about seeing 

some of her colleagues in Bangalore, Stuttgart, Madrid and Neuberg for the first 

time, due to the policy of always having the camera turned on (Appendix B.12 - 

Caroline, 00:13:08).  This has been a positive aspect of Teams as she says “So of 

course now when we started using teams it feels like I'm getting to know these 

people who have been, you know, we've been working over the phone for two years 

and now suddenly I know what they look like. So I think that this for me is a huge 

improvement.” (Appendix B.12 - Caroline, 00:13:33). Rasmus L. who had a minor 

depression because he wasn’t seeing anyone, also seems to have enjoyed his 

colleagues using the camera more (Appendix B.16 - Rasmus L., 00:07:50). Kathrine, 

like the others, appreciate having the camera turned on during meetings, “Well I 

think the check-in is really good. You just get to see people, if everybody is good at 

turning on the camera, and that really means something for for good meeting that 

you can actually see people. It's still not the same as sitting, in a meeting room, but 

it's better.” (Appendix B.17 - Kathrine, 00:15:29). This quote tells us having the 

camera on helps with the interpersonal relationships.  
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Based on the above analysis, the Top-Down response of making it a policy to 

communicate through Microsoft Teams and always having the camera turned on 

during meetings, has impacted the interpersonal relationship problems positively. 

However, we do not see this Top-Down response having a positive long-term effect 

on the interpersonal relationships and employee satisfaction as it focuses on the 

sociotechnical relation between employees. To gain a positive long-term effect they 

should also address the purely social relation between colleagues, as that is the 

challenge identified in chapter 5.1. 

Bottom-up 

This, however, is what the Bottom-Up response that we have identified addresses. 

Here the lower-level management has actively arranged different purely social 

activities to try strengthening the interpersonal relationships with the employees. 

Tom recognizes the problems of loneliness and employees missing their colleagues 

in Mercedes-Benz, which is the reason why he has started different initiatives, “Then 

in general, of course, the challenge is that people are simply missing their 

colleagues. Now they really feel lonely. But that's the same for everybody and yes, 

we are doing the 15 minutes daylight competition. We are doing the check in and 

virtually we are doing a yoga.” (Appendix B.8 – Tom, 00:31:24). Lizette in Codan 

tells us she has arranged meetings that are “work banned, just fun on the meeting. So 

no one talks work. It’s completely 100% social” (Appendix B.14 – Lizette, 

00:02:14). This shows us that the lower-level management has actively made a 

response to the interpersonal relationship issues they see. Other activities have been 

voluntary Christmas and Easter party, online yoga etc. The impact of the following 

Bottom-Up initiatives; 1) 15 minutes daylight, 2) Scheduled social activities, and 3) 

Constant communication, will be analysed below. 

15 minutes daylight. 

Tom says that they encourage people to be more active and get outside, and describes 

an initiative called “15 minutes daylight”, which is a competition about taking an 
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outdoor picture in the working hours. This initiative encourages people to go outside 

for 15 minutes to get some fresh air (Appendix B.8 - Tom 00:18:43). This picture is 

then posted in the different groups that people have been randomly divided into, 

which creates an opportunity for employees to discuss a purely social topic. As 

covered in our research domain, Mulki et. al, finds that by having employees engage 

in games with prizes promotes increased social interaction (Mulki, Bardhi, Lassk, & 

Nanavaty-Dahl, 2009). The response on “15 minutes daylight” has been positive 

overall. Johanna tells us that “Everyday our managers actually encourage us to go 

outside for 15 minutes during the Workday, to take a photo of something that we see. 

That's one of the initiatives that I really appreciate.” (Appendix B.11 - Johanna, 

00:01:48). Johanna is one of the people who is struggling the most with loss of purely 

social relations, which shows us that this initiative works well, and she is not the 

only one that enjoys this initiative. Caroline reports that this initiative energizes her 

in the morning when she would otherwise be tired. “suddenly everything is much 

more fun…” (Appendix B.12 - Caroline, 00:16:35). This indicates that Caroline 

really enjoys this initiative as well. Therefore, the overall impact on interpersonal 

relationships is positive, which will positively impact employee satisfaction.  

Scheduled social activities. 

When planning time specific events such as Christmas and Easter parties, Microsoft 

Teams may be the most appropriate IT-artefact for hosting purely social activities. 

The employees indicate that they appreciate the informal format of the social 

activities. When asked about the reason behind the success of the purely social 

meetings, Magnus from Mercedes-Benz responds as follows: “They're quite 

informal. It's just an invitation, and then it's up to you if you want to join or 

not. So, it's not mandatory. we have a very relaxed catch up in the IT department. 

We're socially quite relaxed.” (Appendix B.10 - Magnus, 00:05:08).  

Caroline like Magnus also mentions the use of teams for social events like the 

Christmas and Easter party but also after work (After work or AW is a Swedish term 
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for going out and socialize with drinks after work with colleagues or friends) 

(Appendix B.12 - Caroline, 00:10:25-00:10:56). We can see in the interview video 

that Caroline starts smiling when she talks about the different types of social events, 

which indicates that it has been a positive experience for her. Other scheduled social 

activities like the Thursday meetings arranged by Lizette have also received good 

response. Rasmus tells us that these meetings have been a good initiative for keeping 

the relationship with his colleagues (Appendix B.16 - Rasmus L., 00:01:47). He later 

says “I think it's a good idea just to have some like, Small, social gatherings, even if 

it's on Skype or whatever once in a while. The Thursday meeting is fine for me as 

well. Once a week we can discuss some things besides the work.” (Appendix B.16 - 

Rasmus L., 00:02:36). This indicates that he likes the purely social meetings, which 

is to be expected as he like Johanna has been struggling with the loss of purely social 

relations. Kathrine is also happy with the weekly purely social meetings “we have 

like a half an hour where we just chat about everything and nothing. And that 

was really good. But again, It doesn't really cover the day-to-day coffee chat or 

lunch chat for that matter.” (Appendix B.17 - Kathrine, 00:04:03). However, as she 

mentions, it does not cover the organic, purely social chat, the “day-to-day coffee 

chat”.  We assume this may be due to the restrictive nature of scheduled social 

interaction that Microsoft Teams enables, as people must create meetings or accept 

calls to interact with each other. However, people appear to react positively to the 

initiative and would likely have been more dissatisfied without it. Therefore, the 

impact on interpersonal relationships is positive. Nonetheless, is it evident that the 

level of the purely social relations needed by an individual is very different, as seen 

with Mette R. from Naviair. She discloses that she does not feel that one-to-one 

meetings compensate for the loss of day-to-day coffee talk: “when we have these 

one-to-ones, he tends to talk a lot about his house, his new house, sometimes first 20 

minutes, hear about his new house and how that's going. And in the last 10 minutes, 

I get to say something” (Appendix B.5 - Mette R., 00:03:43). Therefore, a scheduled 
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Microsoft Teams social event does not provide a solution that covers all individuals’ 

different needs.  

The above findings imply that scheduled social activities over Microsoft teams have 

a positive impact on most employees, however, it does not cover the day-to-day 

coffee talk as needed by some employees. This is due to the way Microsoft Teams 

is setup, as the social activities must occur through a planned meeting that suits 

everyone’s calendar, which cannot replace the day-to-day coffee talk. 

Constant communication. 

Mercedes-Benz’s IT department has been using Jitsi for their remote workers in 

Stockholm before COVID-19 (Appendix B.12 - Caroline, 00:08:38), but after 

COVID-19, they chose to introduce it to the whole department (Appendix B.12 - 

Caroline, 00:09:06). Jitsi is a set of open-source projects that allows you to easily 

build and deploy secure video conferencing solutions. This includes conferences on 

the internet, while other projects enable features such as audio, dial-in, recording and 

simulcasting (Jitsi, 2021). 

The intention was to use the open channel to help ensure job satisfaction, by maintain 

the interpersonal relations, as the employees couldn’t see their colleagues anymore 

(Appendix B.8 - Tom, 00:24:23). Tom tells us that it is an open channel the 

employees can “Drop in and out when you don’t have meetings…” (Appendix B.8 - 

Tom, 00:24:39). The number of people on the channel varies: “Normally we are 

between five and 10 people there, different people.” (Appendix B.8 - Tom 00:24:58). 

As the department consists of 25 employees, this indicates that the preferences 

between employees may vary – it may not be everyone who enjoys being on webcam 

throughout the entire day. It could also be that the need for personal interaction varies 

between people. An example of this is Kathrine from Codan, who has a high demand 

for ‘coffee-talk’, and Rasmus L. who feels like the weekly half-hour purely social 

meeting is adequate. This difference in social needs is also indicated in Mercedes-

Benz, as described by Caroline: “Some people are there just for half an hour, and 

some people are there for the complete day.” (Appendix B.12 - Caroline, 00:08:18). 
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The way Mercedes-Benz has utilized Jitsi as an IT-artefact, enables the individual to 

choose their own amount of social time, as there are no scheduled social activities. 

It is simply “Drop in and out” (Appendix B.8 - Tom, 00:24:39). Jitsi is simple to 

use and if you need a separate “room” like you would in an open office to discuss 

something, “you just type in an (URL) address and you’re in.” (Appendix B.10 - 

Magnus, 00:05:55). Essentially, the open channel on Jitsi works like the open office 

that the employees would normally have, and the interviewees identify it as a virtual 

office as well. Magnus states that “it's more like just being in the office where you 

can just call out to each other and start talking.” (Appendix B.10 - Magnus, 

00:06:47). Caroline describes it “like this digital office when you log on in the 

morning” (Appendix B.12 - Caroline, 00:08:18). Johanna describes Jitsi as a place 

that they were invited to join every morning to say good morning, but that the use of 

Jitsi just faded out (Appendix B.11 - Johanna, 00:01:48). The choice of introducing 

Jitsi to all in the IT department as a response to maintaining interpersonal 

relationships has proven successful. This is indicated by Magnus, when describing 

his relationship with his colleagues who were already working remotely: “I think 

with some colleagues, it has improved because we have some colleagues 

that actually work remote all the time, because they are based in Stockholm. They 

work from home and we have been talking a lot more in this Jitsi solution, than we 

would have if they have been just as usual as before, just like, you know, on 

a Chromebooks somewhere in their office…” (Appendix B.10 - Magnus, 00:10:34). 

The interaction has changed significantly: “mostly you talked to them, if you had 

some issues, otherwise it was more formal chats…” (Appendix B.10 - Magnus, 

00:11:37). Caroline, a colleague of Magnus in the same team, has a similar 

experience of her interpersonal relationship with the colleagues working remotely in 

Stockholm. She also indicates that the reason why she believes it works better now 

than before COVID-19, is that “now we have extended it to all of us. So I guess 

before it didn't make sense to use it in the way we do now, but I assume. I'm guessing, 

but I can't see why this could not be a permanent solution actually.” (Appendix B.12 
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- Caroline, 00:09:26-00:09:50). Johan, the manager of the team, even says that “So 

that would be a challenge when it goes back to the hybrid, how to have 

everyone involved at all times, because they were not as involved, they were not in 

the dialogue of "that is kept by the coffee machine" (Appendix B.9 - Johan, 

00:16:30). This indicates that Jitsi is being used to replace the day-to-day coffee 

machine talk, and that due to this, their interpersonal relationship with the remote 

workers in Stockholm has improved significantly. These findings indicate that Jitsi 

has enabled the employees of Mercedes-Benz to maintain a high degree of social 

interaction, thus minimizing the negative effects on their interpersonal relationships. 

We therefore estimate that the negative impact on their job satisfaction has been 

smaller than if they had not utilized this IT-artefact. From a purely economic 

perspective, the effectiveness of the IT-artefact can be counterproductive. Johanna 

describes the IT-artefact as a potential distraction: “for me, it's a distraction. So if I 

have that channel on the entire time, I just want to speak to my colleagues. So I get 

less job done when I am actually on these channels. “(Appendix B.11 - Johanna, 

00:13:20). This indicates that Jitsi is so effective at creating organic, purely social 

interaction, that Johanna automatically wants to socialize with her colleagues. While 

these interactions would positively impact her job satisfaction, it simultaneously 

prevents her from working efficiently. We assume that this has been a general issue 

as Tom, the CIO of Mercedes-Benz Sweden, tells us that they have been forced to 

make timeslots in the morning, where employees can engage in purely social 

interactions: “Now we have tried to make some rules that you are allowed to talk 

whatever talks in the morning before nine o'clock and after four o'clock.” (Appendix 

B.8 - Tom, 00:25:38).  

It could be argued that it is counterintuitive to make constrains on Jitsi as an IT-

artefact when it is fulfilling the intended purpose. As Mercedes-Benz introduces 

timeslots for purely social interactions, the affordances resemble those of Microsoft 

Teams, where social interaction must be scheduled.  



 

 
77 

 

We assume that this decision has had a negative impact on the effectiveness of this 

IT-artefact, as it appears that the use of Jitsi “just sort of faded out…” (Appendix 

B.11 - Johanna, 00:01:48).  

Mercedes-Benz’ use of Jitsi as a response to the massive decrease of purely social 

interactions, has had a very positive impact on the interpersonal relationships of the 

employees. This Bottom-Up response has catered to the needs to such an extent, that 

it has become a distraction for certain employees.  

Johan’s team feel like their interpersonal relationship with their remote colleagues 

in Stockholm has improved. Having Jitsi as an open channel that people can just drop 

in and out off, has worked so well that it has become a discussion point about it being 

too noisy, which has led to time restrictions on the use of Jitsi for non-work-related 

topics. We assume that these time restrictions have led to people decreasing their use 

of Jitsi, which is indicated by only 5-10 people, out of 25, in the IT department using 

it. As the IT-artefact had been working as intended, it may have been preferential for 

the management in Mercedes-Benz IT to be steadfast in their decision to implement 

the tool, rather than restrict its use.  

Therefore, for this Bottom-Up response to have a long-term positive impact on the 

Interpersonal relationships, they should remove the time restrictions placed upon 

Jitsi’s non-work-related interactions. We also believe that having the interpersonal 

relations as a factor fulfilled will bring invaluable employee satisfaction, compared 

to short term economic gain of a more focussed workforce. Depriving employees of 

social interaction may also have other unforeseen consequences on their mental 

health.  

The response with the seemingly biggest positive impact on Interpersonal 

relationships has been the Bottom-Up response of utilizing Jitsi as an IT-artefact to 

keep a high job satisfaction. This is due to the open Jitsi channel providing a drop in 

and drop out solution where people can log in when they do not have meetings. The 

open channel initially also provided unscheduled social interaction before the low-

level management of Mercedes-Benz’s IT department implemented a change that 
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required that social interaction take place in a predetermined timeslot. This removed 

the biggest advantage of Jitsi over Microsoft Teams. We can see that in Naviair and 

Codan, where Microsoft Teams is used for scheduled social activity, some people 

still complain about the lack of organic social relations or tells us indirectly that day-

to-day coffee talk is needed. This is not the issue in Mercedes-Benz IT department 

that has the opposite problem of too much “noise” in the Jitsi channel, which proves 

that Jitsi provides the day-to-day coffee machine talk which is wanted in Naviair and 

Codan.   

5.2.3 Work-life balance  

This chapter of the analysis will focus on the organisational Bottom-Up response 

towards the three factors, that were identified as the cause to overwork. To reiterate, 

the three factors are firstly, that employees perceive themselves as less effective, and 

thus works longer to compensate. Secondly, is the lack of traditional boundaries 

between work and private life, and lastly, there are cultural factors, which encourages 

employees to overwork. 

Bottom-Up 

There has been no response from Top-level management on how to deal with 

overwork. However, some individuals have taken their own initiatives and responded 

to these problems related to overwork. 

Rasmus L., who had significant challenges with overworking, had a Bottom-Up 

response, in which he explains that he has changed his mindset towards overworking: 

“I think it's me that's been better or more experienced, but I I've been more aware of 

that ‘Okay. I don't need to work. I can just take that tomorrow.’ And then, yeah, just 

like, if you are at the office, I don't work up to seven, nine in the evening or ten in the 

evening. I go home and then, okay, we would take it the next day.” (Appendix B.16 

- Rasmus L., 00:12:35-00:12:42). Rasmus is working on changing his mindset to the 

same approach as the one he would have when working from the office (Appendix 
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B.16 - Rasmus L., 00:13:49). This, according to him, has improved the situation, but 

did not solve the problem entirely. 

Kathrine, a colleague of Rasmus L., has also taken her own initiative to attempt to 

overcome this challenge. However, Kathrine has taken a different approach and 

created a traditional boundary to help her differentiate between when she is on and 

off work. The traditional boundary made by Kathrine is that she puts on shoes like 

she would when she is in the office (Appendix B.17 - Kathrine, 00:21:07). This helps 

her to make a clear distinction between when she is working and when she is off 

working in her private home. Her manager, Lizette, has provided her with 

complementary guidelines, such as remembering to take breaks, go for walks, and to 

stop working at an appropriate time (Appendix B.17 Kathrine, 00:22:15). The 

combination of these helps Kathrine create some boundaries between work and 

private life, hereby helping with her work-life balance and potentially her overwork 

problem. Lizette, the manager of both Rasmus and Kathrine, follows the guidelines 

she has given Kathrine, and takes walks in the mornings and in the afternoon, to 

make the distinction between work and free time: “I’ve started going on walks, so 

I'd take a walk in the morning. And then I usually take a walk in the afternoon after 

I log off kind of to separate…” (Appendix B.14 - Lizette, 00:20:50). This Bottom-

Up response to overwork helps one get in the routine of leaving work and coming 

back home, training herself to know when she should stop working. 

 

These three types of Bottom-Up responses have not solved the problem of overwork 

entirely but has helped improve the situation. However, if the initiatives from these 

three individuals were to be shared throughout Codan it could possibly help a lot of 

colleagues who likely face the same challenges with overwork. Rasmus L.’s 

response helps to solve the first influential factor of employees perceiving 

themselves as less effective, as he changes his mindset to how it was when he was 

working in the physical office. This change of mindset helps him realize that he has 
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far exceeded what is expected of him, especially compared to when he was 

physically in the office. 

Kathrine’s initiative of putting on shoes to make a distinction between working hours 

and free time, is a good example of creating traditional boundaries between work 

and private life. The shoes therefore become a mental reminder that she should not 

return to work after having taken the shoes of, thereby limiting overwork. Similarly, 

to Kathrine’s shoes, Lizette’s walk “to and from work” creates a mental reminder 

that after her walk “home” she should not continue working.  

The combination of all three Bottom-Up responses could become an effective 

response to address two of the factors causing overwork, namely the perception of 

being less effective, and the loss of the traditional boundaries. With these factors 

diminished, potentially, it would effectively decrease the cultural influence on 

working extended hours, as employees would log off at an appropriate time. 

This is similar to what was addressed in our review of the research domain, as 

Hewlett-Packard and IBM come to very similar conclusions – namely that successful 

virtual offices arrange training in managing work-life balance (Davenport & 

Pearlson, 1998). Had the three case companies done this, the employees would likely 

have been better at managing their work-life balance, leading to a decreased risk of 

mental health issues and stress, but also a potential decrease in efficiency compared 

to now. 

 

5.3 Part conclusion  

The second part of our analysis has focused on the organisational responses to the 

three main challenges identified when involuntary remote work is a reality. 

 To provide a better overview, we have created a table showing all the different Top-

Down and Bottom-Up responses, which has been analysed. 
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Challenges. Top-Down and the impact on 

employee satisfaction. 

Bottom-Up and the impact on 

employee satisfaction. 

Working 

conditions. 

Letting employees pick up office 

equipment themselves had a 

negative impact on employees’ 

satisfaction in Codan, contrary to 

the positive impact in Mercedes-

Benz.  

 

Employees bought their own furniture 

in Codan, which led to a positive 

impact on working conditions, but a 

negative impact on employee 

satisfaction, as they were dissatisfied 

with the organisational response. 

Interpersonal 

relationships. 

The mandatory policy of having 

the camera turned on had a 

positive impact on the 

interpersonal relationships and the 

employee satisfaction. 

The ’15 minutes daylight’ had a 

positive impact on the interpersonal 

relationships and the employee 

satisfaction. 

Scheduled social activities, had a 

positive impact on interpersonal 

relationships and employee 

satisfaction. However, it did not satisfy 

the desire for purely social interaction 

completely. 

Constant communication with the use 

of Jitsi has replaced the day-to-day 

coffee machine talk, which had a 

positive impact on the interpersonal 

relationships and the employee 

satisfaction. 

Work-life 

balance. 

There were none. The creation of boundaries and the 

change in the mindset did prove to be a 



 

 
82 

 

good inhibitor of overwork but did not 

solve the problem entirely.  

Table 5.2 – Organizational response and impact 

The Top-Down response to the challenge of worsened working conditions, has had 

ambiguous results. While the employees of Mercedes-Benz were pleased, and felt 

cared for by the organisation, when allowed to bring home office equipment, the 

impact in Codan was not positive. This is due to the employees having to pick up 

large pieces of furniture themselves, which they perceive as an unrealistic 

proposition – one employee even viewed the offer as being disrespectful, considering 

the positive financial result of Codan for 2020.  

The opposite is true for Johanna in Mercedes-Benz, who feels that this Top-Down 

response indicates a deep caring interest in the employee’s health and ergonomics. 

However, we do acknowledge that the companies might have reached the conclusion 

that the situation is time limited, and therefore might have deemed cost of courier-

service or buying new furniture too expensive. Furthermore, the companies are not 

in a position to mandate employees to furnish their homes in a specific manner. 

Therefore, it is a difficult task to solve the challenges presented by the new working 

conditions for all employees.  

The other challenge identified was the loss of purely social relations for the 

employees in all companies. Here we can conclude that there have been several 

responses, however with different long-term impacts. The Top-Down response of 

utilizing Microsoft Teams as an IT-artefact and having camera on during meetings 

in Codan and Mercedes-Benz have proven to be a good solution to better the 

sociotechnical relations at work but not the purely social relations. The purely social 

activities on Microsoft Teams had created a positive impact on interpersonal 

relationships for almost everyone but still does not replace the day-to-day coffee 

machine chat that many of our interviewees expressed a longing for. 
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This challenge was addressed by the IT department of Mercedes-Benz. Their choice 

of using Jitsi as an IT-artefact has proven successful in facilitating the purely social 

interactions that employees were lacking. The choice of having an open channel that 

employees can drop in and out off, when they do not have meetings, has created an 

ideal opportunity for organic social interaction. This has worked so well that 

Magnus, Caroline, and Johan mention that their interpersonal relationships with 

some remote colleagues in Stockholm has become better due to the open Jitsi 

channel.  

However, due to the channel being too ‘noisy’, the management has put restrictions 

on when purely social interactions can take place – this is now limited to before 

09:00, and past 16:00. This is a likely reason for the use of Jitsi ‘fading away’, as an 

interviewee put it. We deem this restriction to be an inhibitor of positive impact on 

the interpersonal relationships between employees, in the long-term.  

The last challenge was the overwork identified in all three case companies. Here, we 

have identified several Bottom-Up responses initiated by individual people in Codan 

due to the lack of a Top-Down response. These responses were 1) attempting to 

change one’s mindset, hereby trying not to normalize longer working hours, 2) 

creating a traditional boundary by putting on shoes to distinguish between when 

work and free time, 3) taking walks before and after work, to create a clear boundary 

between work and free time. We find that the combination of the three responses 

may improve the work-life balance and limit overwork, which would in turn likely 

affect the culture surrounding overworking in a positive way for the employees. 

6.0 Discussion 

In this chapter, we will discuss the implications of our findings on the research 

domain, the practical implications for the industry and the general importance of the 

research on remote work moving forward. 
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6.1 Organizational response 

In the research domain, the three most frequent challenges of remote work were 

identified as, Work-life balance, Organizational loss of synergy, and psychological 

challenges. Here we found that the work-life balance and psychological challenges 

in the context of involuntary remote work due to the COVID-19 pandemic are most 

present. The article (Pinsonneault & Boisvert, 1999) used for identifying 

organizational loss of synergy is a product of 1999, which means that the digital 

advancements and the normalization of connecting through different platforms on 

the internet that we have today were not that present when the article was written. 

This could be the reason why we have not identified big signs of organizational loss 

of synergy with the interviewees, as they have the means to stay strongly connected 

with their organizations though intranet, and an endless stream of information from 

colleagues. Nowadays, people are better connected through the internet than they 

were back in 1999, which makes organization loss of synergy less of a factor in 2021. 

Furthermore, this paper has identified overwork, the feeling of isolation and stress 

being caused by the challenges of work-life balance along with psychological 

challenges. 

We have identified a higher degree of challenges of the interviewee’s interpersonal 

relationships. This could be due to the COVID-19 pandemic lock-down which has 

completely isolated all from their normal social activities, which has resulted in the 

sociotechnical relations of the work environment being transformed into the only 

social interaction of the day.  

In the research domain, Davenport & Pearlson have displayed some of the methods 

used by Hewlett-Packard and IBM to set up remote workers to thrive. These methods 

were created to place some Top-Down guidelines for managers. They offered 

examples of best practices like planning ahead, courses in working from home 

without interruption, managing your family and highlighted the importance of good 

communication with the supervisors (Davenport & Pearlson, 1998). However, it may 
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not be all parents who respond positively to the notion of their employer interfering 

with the parental role. Furthermore, children of different ages, have different needs 

– it would not be possible to communicate rationally with a toddler.  

The learnings also showed that HP and IBM successful virtual offices had arranged 

training in managing work-life balance (Davenport & Pearlson, 1998). None of the 

case companies had arranged any sort of training, which had let to the different types 

of Bottom-Up solutions to try combat the issue of overwork. We therefore do not 

know if the training suggested by Davenport & Pearlson would have helped.  

Mulki et. al. suggests getting employees to socialize through sharing pictures, games, 

and using existing technologies for informal conversation (Mulki, Bardhi, Lassk, & 

Nanavaty-Dahl, 2009). The type of technology used is not specified, but the findings 

of this paper indicates that the type of technology the company uses for information 

conversations matters. All companies in this paper had chosen Microsoft Teams for 

their social interaction and informal conversations, but Microsoft Teams as an IT-

artefact has its limitations. Based on that, we have identified that the organic, social 

activities suffer due to the set up where in order to interact in a conversation, the 

other party needs to accept the call or meeting invitation. Furthermore, the findings 

of this paper point out that no two people have the same need for social activities, 

which is not addressed by Mulki et. al. In the analysis, we have identified that a 

Bottom-Up response, utilizing IT-artefacts that does not constraint social activity, 

provides a good virtual environment for organic social interaction. Additionally, we 

see that by not constraining the use of IT-artefacts for social interaction, it can satisfy 

the induvial employees need for socialization. 

These findings contribute to the literature by giving a more nuanced view on details 

to take into consideration when choosing the right IT-artefact for maintaining good 

interpersonal relationships between employees working remotely. 
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6.2 Reflection on the two-factor theory  

Throughout the analysis, we have relied on Herzberg’s two-factor theory to provide 

insights on how the employee satisfaction is affected by the organization’s response 

to involuntary remote work. As briefly touched upon in chapter 3, Herzberg’s study 

was conducted under very different circumstances than the study conducted in this 

paper. Not only were the physical surroundings in Herzberg’s study vastly different 

– it took place in a physical office environment – it was also not conducted during 

the worst pandemic since the Spanish flu. It must be acknowledged that Herzberg 

may have reached a vastly different conclusion, should he have conducted the study 

today. It must also be noted that while this thesis only briefly touches upon the 

importance of interorganizational cultural differences, this may have an enormous 

impact on how employees perceive various organizational responses. As shown in 

the analysis, the reaction from an employee in Mercedes-Benz was very different 

from the reaction from an employee in Codan. Herzberg’s study takes place in the 

United States in the late 1950’s, which undoubtedly had a different culture than a 

modern company in Scandinavia. However, Herzberg did go to lengths to verify his 

theory interculturally and concluded that while some questions had to be phrased 

differently, the overall findings were the same (Herzberg, Mausner, & Snyderman, 

1993). Despite this, there were several instances of abnormal motivation-hygiene 

profiles found by other researchers, especially in locations where motivational 

factors were absent – such as with unskilled black South African workers (Backer, 

1982), and textile workers in Bombay (Prakasam, 1982). These indicated that when 

motivational factors are absent, workers seek job satisfaction only through the 

hygiene factors. While the difference between a modern Scandinavian white-collar 

worker, and a blue-collar textile worker in India is significant, the possibility of the 

motivation-hygiene profile changing according to the work being performed should 

not be ignored. It may be that Herzberg’s conclusions does not apply to remote work 

directly, but rather must be modified in order to provide a clear picture of the factors 

most important to the employees in this context.  
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The findings in this thesis indicate that the interpersonal relations between the 

studied employees is of paramount importance – including the purely social 

relations. This was not believed to be the case when Herzberg conducted his original 

study – the purely social interactions were effectively never mentioned as a 

motivator or a hygiene factor. This may be due to these interactions being taken for 

granted – before 2020, most people likely never expected that they would experience 

the social isolation that came with the nationwide lockdowns – obfuscating their true 

impact. Likewise, it is likely not many individuals that will mention another vital 

aspect of office life, electricity, as an important factor, as it is accepted as being a 

constant in most countries. As social animals, most humans have a need for social 

interaction, whether it is through work, friends, family, or a sports association. 

However, this need can vary drastically between individuals, depending on if they 

are in- or extroverted. This was indicated in the analysis, where Rasmus L. indicates 

that he does not desire more social interaction than the weekly gathering provides, 

while Kathrine expresses a need for daily, casual social interaction. 

Similarly, the impact that the transition to remote work had on working conditions 

also provides an insight on a factor that has been changed since the original study. 

This factor is now largely outside the control of the organization – they cannot 

influence how their employees live, the size of their domicile, or how they design 

their homes. It is taken for granted by Herzberg that ensuring the working conditions 

are adequate, is within the reach of the organization. This is no longer the case when 

the employees are working from home. Rather, the analysis indicates that even when 

the organizations offered to let employees bring office equipment home to alleviate 

the negative impact on the factor, it was not received in an entirely positive manner. 

While most employees brought home peripherals, it was seen as unrealistic (and even 

disrespectful) to expect that an employee would be able to bring home an adjustable 

desk. The question that remains is what is the appropriate organizational response? 

This will likely depend greatly on the individual employee, their living situation, and 

the cultural context they inhabit. An employee with room for a home office would 
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likely greatly appreciate the offer to have it furnished, while an employee in a studio 

apartment would likely not be as keen to have mandatory home office take up space.  

These findings are a relevant contribution to a modern application of Herzberg’s two-

factor theory, as they provide a perspective on which factors are affected the most 

by the transition to involuntary remote work. While a global pandemic will hopefully 

not become a constant factor for society, it has nevertheless been an interesting case 

study on the effects of social isolation of modern office workers. The findings 

indicate that the sudden change to remote work will likely need extensive support of 

the social aspects of the company, especially if other social interactions outside of 

work are limited – such as during a pandemic – and possibly assistance with 

establishing a proper working environment at home. Should Herzberg’s study be 

conducted in a modern remote work setting, the findings of this paper may provide 

valuable insight to the effects of a sudden, involuntary transition to remote work.  

6.3 Implications for managers  

Throughout the analysis we have looked at Herzberg’s two-factor theory from which 

the hygiene and motivational factors were the most impactful according to the 

managerial challengers of remote work. However, the overall managerial 

implications based on this research findings have not been investigated in this paper. 

This section will discuss the potential managerial implications for the leadership 

during global pandemic, in a setting when all white-collar workers are forced to work 

remotely. Depending on the managerial role and the supervised department, and how 

the employees of the beforementioned department were used to work before the 

mandatory remote work, the managerial implications will differ.   

As seen in the analysis it is very different how employees grasp and interpret various 

organizational responses. It is the role of a manager to get the employees in line, or 

onboard, with the new company policies. Leading remotely is a whole different 

discipline than ‘normal’ managerial leadership and theories. Therefore, the managers 

must acknowledge the differences in employee needs compared to the previous 
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setting and adjust the managerial approach accordingly. It is the job of the managers 

to shelter their subordinates/employees from the top management, but at the same 

time it is also a manager’s job to carry out the ideas and directives the top 

management lays out. Managers cannot lead by example from home and therefore 

other measures must be taken into consideration. Managers must take their own 

leadership philosophy into consideration, and how and why they manage must be 

interpreted and tailored to the unique situation. Despite this, it is indicated in the 

analysis that interpersonal relationships have had a much higher influence than 

formerly expected. Not only were the interpersonal relationships between colleagues 

missing, but also the interpersonal relationships in general, because of employees 

being mentally fatigued and stressed. These health and mental issues have been 

acknowledged by many of the managers this thesis have interviewed, but still the 

employees have not felt the relieve or improvements to better their situations. It may 

therefore be noticed that managers in the future will have to put in an extra effort to 

improve the mental health, interpersonal relationships, and general working 

conditions of their employees. If this is not the case the employees will likely react 

in ways of heightened stress levels, rise of sick days, sick leaves or even resignations. 

It must be a part of the managerial role in the future to take more responsibility of 

the employee mental health issues and handle this with upmost respect and caution. 

As shown in the analysis, the involuntary remote work has influenced the employees 

to a great extent, and it is the managers that are to find the solution to the challenges 

that have affected the job satisfaction the most. The implications for managers are 

plentiful, and the results and challenges that managers are facing in the future if the 

involuntary remote work situation continues will not be reduced. It may be that the 

future does not withhold involuntary remote work much longer, but for now this is 

the situation that managers and companies must face and acknowledge. The 

managers will need to develop new competencies and put their focus elsewhere than 

they have done previously. The analysis indicated that many managers had a loose 

approach to monitoring their employees. The analysis did not show that monitoring 
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and surveillance are likely to be perspectives that managers will have to get used to, 

however, in a futuristic perspective if managers are to create better relations between 

coworkers and be aware of their mental health situation, monitoring of their work 

situation and general statistics could be an approach that can be taken. Lastly, the 

remote work transition has opened many doors, one of them is the flex office 

solution, giving managers the possibility of hiring people that works primarily 

remotely. Christian Baltzer, the CEO of Codan, shares his thoughts about this: 

“You have to live where you want to live, and then you can go to work. I think that 

shifts. So if you're a nature person, you should go live in a forest, you know, or you 

can even be in a tent as long as there's wifi, right? And you can do that if you like 

the West coast with waves, or, I mean, even if you want to live in in Spain and fly in 

two days a week to the office, you know, you be, you” (Appendix B.13 – Christian 

B., 00:20:57). Christian Baltzer mentions that being far away from the office and not 

having the possibility of being present, is no longer an inhibition in hiring the right 

knowledge workers and talent. This is a development that managers must be aware 

of, and a progression that allows companies to hire talent from a far, thus dismantling 

geographical limitations.  

6.4 Further research & the future of remote work. 

As mentioned previously, this thesis provides insight into the relevant factors in 

Herzberg’s two-factor theory in an involuntary remote work environment. However, 

this thesis has not been as extensive as Herzberg’s original study – thus, it is very 

possible that other factors have also been altered greatly by the transition to remote 

work. For further research, it could be beneficial to re-create Herzberg’s original 

study in a modern context, in order to uncover the modern validity. This could 

potentially be done both for individuals working in a physical office, and individuals 

working remotely – something that was not widespread at the time of Herzberg’s 

study. Furthermore, it would be beneficial to conduct further studies that seek to 

validate the findings of this thesis. While the interviewees mostly concur on the 
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challenges they are facing, there is a possibility that this data is not representative for 

other groups of employees, even within the same organization. As mentioned 

previously, it is also important to note that the direction of this thesis has changed 

since the beginning, and more data could have been gathered more effectively with 

this clear goal in mind. We also believe it could be beneficial to conduct further 

studies into the relationship between manager and subordinate, and how that has 

been impacted by the transition to involuntary remote work. Our analysis indicates, 

through the interview with Mette R., that the managers may have a decreased focus 

on the employee mental health, due to their own mental health suffering from 

isolation.  

Remote work as a phenomenon will likely only grow in the future, even as the 

COVID-19 pandemic draws to an end. The number of Americans working remote 

by 2025, is expected to be 36.2 million – more than double of what it was before 

COVID-19 (Ozimek, 2021). The increased flexibility, and the perception of 

increased productivity, is the driving force for managers to implement remote work 

in their organizations, as well as the reduction in commuting, and non-essential 

meetings (Ozimek, 2021). Due to this, we believe it is of paramount importance that 

further studies be conducted to investigate the intricacies of remote work, as it 

becomes more mainstream – especially regarding individuals like the interviewees 

of this thesis, who may not have the proper facilities to work efficiently remotely. 

While the absence of a daily commute initially appears enticing, our findings 

indicated that the lack of such a pre- and post-work activity encouraged the 

interviewees to work significantly more than previously, potentially causing stress. 

Likewise, several interviewees indicated that their days usually consisted of back-to-

back meetings, and that there had been an increase in these after having transitioned 

to remote work. While this aspect of remote work is not within our thesis 

delimitation, it nevertheless underlines the importance of researching whether these 

perceived benefits outweigh the potential challenges that arise with remote work.  
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More in line with the findings of previous literature, some firms will likely also seek 

to combine remote and traditional work. An example of such a strategy is Codan, 

who seek to implement a ‘flex office’ strategy, which would allow employees to 

work remotely 2 – 3 days per week (Mandrup, 2020). Judging from the literature 

covered in our review of the research domain, this strategy would likely provide the 

benefits associated with remote work, as covered by Charalampous et al. 

(Charalampous, Grant, Tramontano, & Michailidis, 2018).  

7.0 Conclusion 

The aim of this thesis is to answer the research question:  

How do organizations’ management of the challenges of 

involuntary remote work impact employee satisfaction? 

To answer the research question, the following steps were undertaken: 

Based on the literature review, the three most frequent challenges of remote work 

have been established, namely: Work-life balance, organizational loss of synergy, 

and psychological challenges. Along with the identification of the challenges, some 

organizational responses to handling these were described. Namely, Hewlett-

Packard and IBM had both performed internal projects, that sought to assist 

employees and managers working remotely. These responses included a) training in 

how to work remotely, b) creating guidelines, c) encouraging social activities outside 

their work environment, and d) using existing technologies for informal 

conversation.  

Based on the literature review, Herzberg’s two-factor theory has been used as the 

analytical framework to analyse the hygiene and motivational factors in the case 

companies. 
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This research takes the interpretive paradigm approach with idealism view on 

ontology and constructivist outlook on epistemology. Therefore, the findings 

collected stem from recollections and interpretation of the interviewee’s experiences 

of involuntary remote work. Consequently, it can be concluded, that the research 

philosophy provides a methodological link between the multiple exploratory case 

study that we are conducting, and a research topic of a phenomenon within a context. 

The choice of the three case companies: Codan, Mercedes-Benz and Naviair is 

threefold: 1) their employees have worked remotely, 2) not all of the employees were 

used to working remotely prior to COVID-19, and 3) due to inherent differences 

between the companies, they could provide different perspectives on this field of 

research.  

For data collection purposes, semi-structured interview and short, follow-up 

questionaries were used.  Based on the data collection, three main challenges that 

impact employee satisfaction have been identified. Namely: a) working conditions, 

b) interpersonal relationships and c) work-life balance.  

It was evident that the physical working conditions had diminished when 

transitioning from the office to working remotely. Employees lost access to their 

office workstation, which likely included an adjustable desk and chair, as well as 

additional peripherals, such as multiple monitors. 

The overall interpersonal relationships of the interviewees have been strongly 

restricted due to the lockdown periods, which meant that the at-work sociotechnical 

relations had transformed into the only social interactions during the day. 

Additionally, we concluded that the loss of purely social relations and isolation at 

home had greatly negatively impacted the employee satisfaction.  

The last challenge identified is overwork caused by a lack of work-life balance, 

which is caused by three factors: 1) the employee perceives themselves as less 

effective and therefore work longer hours to compensate for the lack of productivity, 

2) the traditional, physical boundaries between work and life outside of work are 
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lost, 3) there is a cultural encouragement to overwork - i.e. “I will stay as long as my 

co-workers are online” (Appendix B.11 - Johanna, 00:17:24). 

Hereafter the organizations management of these challenges has been analysed and 

their impact on employee satisfaction studied. The Top-Down response to the 

worsened working conditions has had ambiguous results. While the employees of 

Mercedes-Benz were pleased, and felt cared for by the organization, when allowed 

to bring home office equipment, the impact in Codan was not positive. In addition to 

being allowed to bring home office equipment, Codan allowed them to bring larger 

pieces of furniture, such as adjustable desks, home. This was seen as an unrealistic 

proposition – one employee even viewed the offer as disrespectful. This perception 

led to a likely negative impact on their job satisfaction, albeit a positive impact on 

their working conditions. While we do not seek to identify what response is correct, 

we acknowledge that companies may have reached the conclusion that the situation 

is time limited, and thus decided not to address the challenges. Furthermore, the case 

companies are not able to mandate employees to furnish their homes in a specific 

manner, therefore, it is a difficult task to solve the challenge presented by the new 

working conditions.  

We can conclude that all case companies managed their employee’s loss of purely 

social relations by utilizing IT-artefacts. Here, the Top-Down decision of having the 

camera on during meetings has positively impacted the interpersonal relationships. 

Lower-level management in all case companies made a Bottom-Up response by 

arranging purely social events over Microsoft teams such as Christmas and Easter 

parties had the same positive impact on interpersonal relationships. Furthermore, it 

can be concluded that this type of scheduled social activities did not compensate for 

day-to-day coffee talk.  

Mercedes-Benz took a different approach in order to alleviate the purely social needs 

of the employees. In order to accommodate the need for social interaction, the lower-

level management of the department introduced Jitsi as an IT-artefact. This Bottom-
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Up response enabled employees to drop in and out of an open channel, whenever 

they had the time and desire, thus creating an opportunity for the organic social 

interaction that some employees were desiring. Some interviewees even stated that 

their interpersonal relationships with colleagues in other locations improved due to 

the response. However, lower-level management later deemed the channel ‘too 

noisy’ and mandated that purely social interactions only take place before 09:00, and 

after 16:00. This may be the cause of Jitsi being utilized less at the time of writing. 

While we conclude that the Bottom-Up response of utilizing Jitsi had a positive 

impact on the interpersonal relationships, the current restriction put in place likely 

acts as an inhibitor for the positive effects.  

There was a general lack of organizational response to the challenge of work-life 

balance. However, we did identify three Bottom-Up responses made by individual 

employees: 1) attempting to change one’s mindset, to not normalize exceeding 

regular office hours, 2) putting on shoes while working, to create a distinction of 

when they are working, and 3) take walks before and after work, to create a boundary 

between work and free time. While these responses did not remove the challenges, 

the impact did appear to be positive.  

This thesis provides a modern perspective on Herzberg’s two-factor theory, and finds 

that the purely social dimension of interpersonal relations may carry significantly 

more weight than first anticipated by Herzberg et al. Furthermore, it contributes to 

the general study of the remote work field, by providing insight to how organizations 

respond to the challenges of involuntary remote work, and the effects of these 

responses. From a practical, managerial, standpoint, this thesis provides valuable 

insight to how a manager can potentially respond to the challenges that have arisen 

from the involuntary transition to remote work – especially on the topic of utilizing 

IT-artefacts to address the lack of social interaction.  



 

 
96 

 

In conclusion, we find that the answer to our research question – How do 

organizations’ management of the challenges of involuntary remote work impact 

employee satisfaction? – is as follows: 

The organizational response to the challenges of involuntary remote work has a large 

impact on the employee satisfaction in general. If the organizational response is 

perceived as positive, it will impact the employee satisfaction positively. Vice versa, 

if the response is perceived as insufficient, it may impact the employee satisfaction 

negatively, regardless of the intention of the organization. However, it is important 

to note that some challenges are beyond the scope of the organization, and as such, 

they have very little, or no influence on the impact on employee satisfaction in these 

cases. 
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Appendix  

See separate files. The appendix is divided into two files. One file consisting of interview 

transcriptions as well as questionnaire answers, and in general data collection overview. The 

second file consists of three zip files each containing transcription coding from each of the case 

organisations. The files are named ‘Appendix’ and ‘Coding zip files’.  


