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research design. The data from my case organization is gathered through narrative 
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chosen because the study aims for a personal and subjective knowledge in which 
peoples’ voice is heard in a real way. 
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motivation I came across the theory of self-determination. According to self-
determination theory, developed by Deci and Ryan in 1985, to be able to understand 
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Den metod som används i denna studie är av kvalitativ karaktär och grundar sig i 
narrativ forskningsdesign. Data från min fallorganisation har samlats in genom 
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1 INTRODUCTION 

Over the past few decades, the operating environment of companies and organizations 

has changed rapidly (Sundholm, 2000). Change comes in all shapes, forms, and sizes 

and therefore, it influences all organizations in all industries (Todnem, 2005). 

Liukkonen, Jaakkola and Kataja (2006) described change as a vague zigzag image 

because it is unpredictable. Globalization, technological change, digitalization and 

changes in workforce, are just few examples of changes that requires action from 

organizations. 

Today organizational change, or also known as organizational reform, is the new normal 

and ever-present element that forces organizations to adapt their activities in accordance 

to the changing environment. Changes can be triggered by external factors or it can 

evolve from internal pressures. Change can be rapid and radical, long-term changes and 

everything between. (Todnem, 2005.) 

The topic of organizational change is getting more attention than ever (Todnem, 2005). 

Academic fields such as human resource management, leadership, and psychology, have 

studied organizational change from different perspective. Looking at the number of 

publications with the keyword of “organizational change” in Google Scholar reveals the 

increasing interest into this topic over the years. From 1980 until 1999 there were around 

3 700 publications on organizational change whereas from 2000 until today there were 

around 10 300 (Google Scholar). 

This master thesis will examine the organizational change, in more specific the 

management reform, in City of Helsinki. City of Helsinki is Finland’s biggest employer 

with around 38 000 employees and approximately 2 000 different job titles (City of 

Helsinki, 2020a).  

1.1 Background 

In the summer of 2017, City of Helsinki introduced a new management model to their 

organization. The most important change in the management reform was the new mayor 

model and the formation of branches. The goal was to achieve cost-efficiency as well as 

improving the governance of the city as a whole (Helsingin kaupunki, 2017). 

Organizational change has resulted changes in peoples’ roles, work environments, 

polices, managerial relationships, and to operational coordination practices. The aim 

with the transformation is not only the structural renewal, but also that the work and 



2 
 

leadership culture become more coached and resident-oriented. (Sorsa & Virtaharju, 

2019; Helsingin kaupunki, 2017.) 

The focus of the present City Council term will be on securing the benefits of the 

organizational reform and reforming the city's management practices. As Helsinki 

Mayor Jan Vapaavuori stated, “We need to work every day to be a more international, 

agile, service-minded and attractive city”. (Helsingin kaupunki, 2017.) A more detailed 

introduction of the case organization and its reform can be found in chapter two. 

City of Helsinki has launched different methods to evaluate the reform. The change is 

been examined from different aspects, which is important because organizations are 

polyphonic; they are full of stories from different perspectives. This master thesis is part 

of Hanken’s ethnographic research project for City of Helsinki. 

1.2 Research problem and significance 

In a report, that evaluated the change and its progress by conducting data from three 

different sources (Kunta10- tutkimus, Muutospulssikysely and Työterveyskysely), 

highlighted the reason behind the management reform as follows,” From the citizens 

point of view, we are one Helsinki. It requires us to work together seamlessly and play 

towards a common goal. In accordance with this will, a new management model has been 

created. This requires change in work culture and ways of working.” (Helsingin 

kaupunki, 2019c.) 

The new work culture and ways of working are also reflected in City of Helsinki’s 

Strategic Program for years 2017-2021. Decision-making models and service processes 

will be streamlined, and bureaucracy will be reduced. In other words, the city aims for 

faster and more agile operating culture. (Helsingin kaupunki, 2017.) 

Researchers Sorsa and Virtaharju (2019) outlined their first conclusions about the 

organizational change in May 2019. In their report they pointed out that the city is not 

aiming only for structural renewal but also for work and leadership culture becoming 

more coached. 

City of Helsinki aims for more agile operating culture with a more coached leadership. A 

self-directed team is a group that is both agile and coached. Such teams have been formed 

within the city organization. However, there is no research on how the employees in these 

teams speak about the work, now that new management practices have been introduced. 

This master thesis aims to fulfil this research gap by conducting a narrative research on 
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self-directed teams and find out how employees in these teams speak about the new 

management practices.  

This master thesis will be significant for the case organization because the research will 

gather them current information on their self-directed teams that they may use for 

strengthening and developing the model within their organization. Also, referring to 

Martela and Jarenko (2017), we live on the edge of the revolution of self-direction which 

makes this research problem relevant also to business practitioners and other scholars.  

1.3 Purpose of the thesis and delimitations 

This master thesis studies the management reform in Culture and Leisure Division. 

Because City of Helsinki aims to be a more agile organization with coached leadership, I 

decided to concentrate my research on city’s self-directed teams. The purpose of this 

study is to find out how employees speak about the new management practices. The goal 

is to create a better understanding of employees’ experience of the new management 

model, that City of Helsinki can use in achieving their goal of agile operating culture. 

Also, the goal is that Culture and Leisure Division can take learnings of the information 

that I have collected through my research and use it to strengthen and develop the model 

within their organization. 

The fundamental research question (RQ) in this context is therefore the following: 

RQ: How do employees narrate their experience of self-directed teams now when new 

management practices have been introduced? 

This study will merely focus on employees and their experiences. Top management and 

middle management will be excluded from my research. I find employees in self-directed 

teams to be the most relevant group because they have needed to learn a completely new 

way of working. However, employees’ experiences have not been studied in the case 

organization so far. 

To narrow down my research in Culture and Leisure Division, I have decided to do a so-

called mini case within this division. I will examine the library service and their 

employees in self-directed teams. Because of the limited time and master thesis’ nature 

I will not have the needed resources to focus the research on multiple companies and 

conduct a longitudinal research.  
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1.4 Structure of the thesis 

This master thesis consists of seven chapters. I have already presented the introduction, 

short background, research problem, purpose, and delimitations of the study.  This thesis 

is structured so that the next chapter will present the starting points of the study. I will 

provide relevant literature in order to give a coherent image of the current situation and 

background for the case. 

Third chapter will introduce supporting literature for understanding the phenomenon 

and for answering the research question as well as reviewing of the results. Additionally, 

in this chapter the theoretical framework, that was developed in a data-driven manner, 

will be presented. The chapter will end with a summary of the case, relevant literature 

and theoretical framework. 

Fourth chapter will introduce the methodology of the thesis. This chapter will present 

the epistemological and ontological view, research method, research process, and data 

analysis. 

Fifth chapter presents the empirical findings that are analysed by using thematic 

narrative analysis. 

Sixth chapter answers to the research question and discusses the findings obtained by 

incorporating the information given within the theoretical framework in order to identify 

the contribution to academic literature. 

Finally, the seventh chapter will summarise the purpose of the study and most 

important findings as well as give suggestions for future research and limitations of the 

study. 
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2 ORGANIZATIONAL CHANGE IN CITY OF HELSINKI 

In this chapter I will introduce the reasons behind the organizational change in City of 

Helsinki and the main points of the reform. Finally, I will discuss more about the change 

in managerial work by introducing the traditional hierarchic and bureaucratic way of 

managing City Organizations and a more coached way of managing. The purpose with 

this chapter is to give understanding to my research problem. 

2.1 Background 

The organization and management model of City of Helsinki has not been significantly 

changed in recent decades. In early 2013, the joint Social and Health Board, were the 

biggest organizational change of the decade. (Helsingin kaupunki, 2015.) 

As part of the Strategic Program and the section about Balanced Economy and Good 

Management, Skilled Management and Skilled Personnel, it is stated that the city 

management model will be reformed (Helsingin kaupunki, 2013). The benefits of the 

management model reform will be pursued in accordance with the strategic program and 

the reflection of the results of the municipal elections on the leadership of the city, the 

enhancement of democratic decision-making and its impact, and strengthening the role 

of the city council and government in city management. Other benefits of the strategy 

agenda for the reform includes a more resident-oriented approach and improving 

productivity. (Helsingin kaupunki, 2015.) 

The project started in the fall 2015, by preparing a proposal on the reform of the 

management model to City Board and to the City Council. On 16th, March and 22nd, 

June 2016 the City Council decided on the outlines of the management model reform. 

(Helsingin kaupunki, 2016.) Main goals of the reform:  

• City of Helsinki moves to the mayor model that consists of the Mayor and the four 

Deputy Mayor. 

• City of Helsinki starts using a model with branches, that consist of the central 

government and four branches. The biggest cities in Finland are using this type 

of model. 

• The Board structure will be completely reformed. 
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In the mayor model a distinction is made between official preparation and political 

decision-making, the Mayor and Deputy Mayors are elected by the Council one term at 

a time and the Mayor work as the chairman in the City Board and the Deputy Mayors 

work as chairmen for the branches and as members of the City Board. The aim with 

branches is that the service will be more customer-oriented and that the strategic control 

for City Council and City Board becomes more efficient. Administrative boundaries are 

removed by merging boards and agencies into branches. City of Helsinki’s new 

organizational structure is defined in more detailed in Figure 1 below. (Helsingin 

kaupunki, 2016.) 

 

Figure 1 City of Helsinki Administrative Organization 1.1.2019 (City of Helsinki. 
2019a). 

 

The new management model was introduced in the summer 2017 and the change process 

in the organisation has been ongoing since then (Helsingin kaupunki, 2015). 

Helsinki’s slogan “The Most Functional City in the World” is reflected in City of Helsinki 

Strategic Program 2017-2021. Helsinki defines itself as stable and responsible, safe and 

reliable, yet dynamic and strongly in this day. The city’s continuous development of its 

own operating models and agile renewal are the strongest guarantees for delivering the 

city’s promises in public services, maintaining a vibrant urban life and strengthening the 

city’s international appeal. (City of Helsinki, 2019b.)   
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According to the Strategic Program 2017-2021, Helsinki aims to strengthen its decision-

making, anticipation and responsiveness and strives for a controlled change of rhythm 

in its own actions. In other words, the city aims for faster and more agile operating 

culture. Decision-making models and service processes will be streamlined, and 

bureaucracy will be reduced. Helsinki wants to be known as a place and community, not 

as a bureaucracy. (City of Helsinki, 2019b.) 

As mentioned earlier, City of Helsinki has evaluated the change implementation by 

different methods and from different perspectives.  In City of Helsinki the organizational 

change has led to changes in people’s roles, work environments, policies, managerial 

relationships, and coordination practices. However, the city does not with its 

transformation aim only at structural renewal but also at work and leadership culture 

becoming more coached. (Sorsa & Virtaharju, 2019.) In this thesis I will concentrate on 

change in leadership culture. In the following section I explain what organizational 

change is as a concept after which I will discuss more about managerial work and its 

change in City of Helsinki. 

2.2 Organizational change as a concept 

In management the organizational change is a central and long-lasting subject. Overall, 

organizational change is something that has been studied from many different aspects. 

In this thesis organizational change is defined as a process in which an organization 

changes its structure, its state or its activities over time. In organizational change the 

daily life in the workplace becomes different from what it has been. It usually affects 

many employees, their job roles and positions, or even the entire organization and its 

staff. What all organizational changes have in common is that change is always a process 

that has different stages. (Pahkin & Vesanto, 2013.) Stenvall and Virtanen (2007) 

classified change as either big or small, unwanted or wanted, successful or unsuccessful 

or as slow or fast in time.  

Stenvall and Virtanen (2007) have categorized organizational change into four categories 

based on time horizon and targeting. This is illustrated in more detail in Table 1 below. 

The change can be fast or slow, depending on the time span of the organizational change. 

Change targeting, in turn, refers to the extent of change within an organization the 

change is targeted. The types of changes presented in Table 1 are generally classified as 

incremental, that is narrow or small change types 1 and 2, and as radical types of change, 

that is extensive change types 3 and 4. In narrow changes, the organizational change 
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concerns only some part of the organization, and the change aims to change the way we 

work, often with a quick schedule. In radical change, the change has an extensive impact 

on the entire organization and is aimed at long-term changes to the entire organization 

and its culture. (Stenvall & Virtanen, 2007.)  
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Time horizon of change 

Change targeting 

Fast Slow 

Narrow 

Change type 1 

Incremental in scope but rapid in 
implementation 

- a change to a part of an 

organization 

- will be implemented on a fast 

schedule 

- Realistic risks 

- aims to change the practisees 

- requires change management 

skills 

 

Change type 2 

Incremental change 

- a change to a part of an 

organization 

- will be implemented on a slow 

schedule 

- non-existent risks 

- aims to change the practisees 

- there are no special 

requirements for change 

management 

Extensive 

Change type 3 

A radical change with high risk that requires 

special change leadership 

- a change in the entire 

organization and its operation 

- will be implemented on a fast 

schedule 

- risk awareness is critical 

- ultimately aims to change the 

organizational culture 

- change management requires 

special skill and experience 

 

Change type 4 

A radical change in the long term 

- a change in the entire 

organization and its operation 

- will be implemented on a slow 

schedule 

- risk awareness is significant 

because of the scale of the 

change 

- ultimately aims to change the 

organizational culture 

- change management and 

project management must be 

taken care of 

 

Table 1 Categorizing organizational change by time horizon and change targeting (Stenvall 
& Virtanen, 2007, pp. 25) 
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Organizations are changing all the time. Nature and intensity of change vary however 

from one organization to another. Nadler and Tushman (1990) have categorized 

organizational change into four types as presented in Table 2 below.  

 Incremental Strategic 

Anticipatory 

 

Tuning 

 

 

Re-orientation 

Reactive 

 

Adaptation 

 

 

Re-creation 

 

Table 2 Organizational change and its types (Nadler & Tushman, 1990, pp. 79) 

 

Incremental changes happen all the time in organizations and they are small in scale. 

This could be for instance, introduction of new technology or changes in organizational 

structure. Strategic organizational changes affect the whole organization and redefine 

the basic mission of the organization, the structure, people, processes, and strategy. Such 

a change is for example, a merger, or like in my case organization, a change in leadership 

model. (Nadler & Tushman, 1990.) 

In reactive changes, the organization reacts to what has already happened. Such a change 

usually occurs in response to the external environment. On the other hand, in 

anticipatory organizational change operations are developed to anticipate changes ahead 

of time. In this case, management believes that there will be benefits in the future. 

(Nadler & Tushman, 1990.) 

Table 2 shows that, combining these four types of changes creates different ways to 

implement organizational change. A change that is incremental and anticipatory is called 

tuning. These changes do not completely define the organization again. Tuning means 

changing the action to match future opportunities and threats. A change that is 
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incremental and reactive is called adaptation. In adaptation, it is important to justify the 

need for change well. It helps staff to accept the nature of the situation and change. A 

change that is strategic and anticipatory is called re-orientation and finally, a change that 

is strategic and reactive needs re-creation. This type is required when the operating 

environment has changed and a rapid response at strategic level is needed. 

Morgan and Brightman (2000) made the following observations about change as a result 

from their research and experience from successfully launched change initiatives. First, 

change is nonlinear that does not have a clear beginning or end. Therefore, change can 

feel confusing and endless and for people involved in the change process might see that 

there is no light at the end of the tunnel. Second, effective change triggers several 

improvement efforts. The authors believe that organizational improvement contains 

“…increasing the focus on the customer, improving and managing work processes, and 

strengthening employee involvement” (Morgan & Brightman, 2000, pp, 67). In other 

words, succeeding in one type of improvement usually leads to other sort of 

improvements. Third, change is top-down (creates vision and structure) and bottom-up 

(encourages to participate and creates support). Fourth, it is important to recognize that 

there is a personal dimension in organizational change. Organizations should let their 

people to re-examine and shape their own beliefs and values. Finally, the key to 

successful and long-lasting change is to measure the change and its progress, like City of 

Helsinki is now doing with different methods. 

2.3 Change in managerial work 

With the organizational reform, City of Helsinki strives for changes also in managerial 

work. One of the central changes in their organizational culture is to have a more active 

leadership style. The changes in managerial work aims for adopting a more coached way 

of managing. (Sorsa & Virtaharju, 2019.).  

A traditional hierarchical organization, often referred to as a bureaucratic organization, 

may still be by far the most common type of organization. In short, bureaucratic 

organization works in a way that top management organizes and coordinates the work. 

The instructions are transmitted downwards and the information travels along a 

pyramided hierarchy, and there are usually many layers between the executives and the 

top management. (Martela & Jarenko, 2017.) City organizations can historically be 

described as democratic communities, that is a concept outlined by Max Weber's 

bureaucratic-legalistic model in which bureaucracy lean on hierarchical leadership. 
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According to Weber, this model emphasizes constancy of the administration, stability 

and legal certainty for the citizens (Haveri & Anttiroiko 2009). Weber argued that 

bureaucracy is the most rational and effective form of government. He further argued 

that no previous culture had produced so reliable, predictable, legal certainty and stable 

form of government. Similarly, the downside of the model is often seen as stiffness, poor 

service and poor cost-effectiveness (Haveri & Anttiroiko 2009). 

Leadership can be defined as the activity or process by which a leader makes members 

of an organization to work for common goals. Leadership styles began to be studied 

scientifically in the western countries in the 1950s and 1960s. Back then most commonly 

the leadership was described either as authoritarian or democratic. (Piili, 2006.)  

Starting from the 1980s, leadership skills have been placed at the centre of managerial 

work. Managers are expected to have an attitude and skills to lead people. (Sorsa & 

Virtaharju, 2019.) Particularly in recent years there have been discussions and 

researches about leadership and how it is now implemented through interaction and 

coaching (Piili, 2006). It is up to the manager to encourage and inspire (Sorsa & 

Virtaharju, 2019). Coaching can be said to be the opposite of so-called traditional 

leadership, which starts from the idea that the manager knows best and is therefore also 

giving instructions and telling the answers (Kurttila & Aalto, 2015). 
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3 SUPPORTING LITERATURE FOR THE STUDY 

In this chapter I will introduce literature that is important for understanding the 

phenomenon and for answering the research question as well as reviewing of the results. 

In chapter 3.3 the theoretical framework for this study will be presented. 

3.1 Coaching 

From the employee’s point of view the meaning of work and continuous enthusiasm for 

work are today at the centre of working life. Over the time leadership has changed from 

controlling to coaching, in which the manager’s job is to guide employees for meaningful 

activities through motivation and considering every potential. (Ristikangas & 

Grünbaum, 2014.)  The real breakthrough in coaching has been over the last ten years 

(Ristikangas & Ristikangas, 2010). Coaching is very different from authoritarian 

leadership, where it is assumed that work is done in accordance with instructions 

(Ristikangas & Grünbaum, 2014). 

Coaching pioneer Johan Whitmore defines coaching as a way to help an individual 

unleash her potential to achieve excellence.  According to him, the goal of coaching is to 

develop individual, team, as well as organizational behaviour and enable better learning. 

(Leppänen & Rauhala, 2012.)  

Coaching has always been strongly associated with sports but today it is also used to 

develop teams and organizations in work life. Sports life and - psychology have brought 

new insights and practices to both individual performance management and leadership. 

Coaching, coaching psychology and coaching leadership have also quickly reached 

Finland. They are popular ways to develop organization, leaders, supervisors, teams, and 

HR functions as well as individuals. A lot of new research is available on coaching that 

further supports the view that coaching is the way in which future organizations are 

managed. Or perhaps it should be said that coaching is the way in which existing 

organizations are taken to the future. (Leppänen & Rauhala, 2012.) 

Leppänen and Rauhala (2012) pointed out in their book that research show that coaching 

helps companies achieve following improvements: 

- Improved productivity (53% of key people involved in coaching) 

- Improved relationships (77% of key people) 

- Customer relationships evolved (37%) 



14 
 

- Strengthening the organization (48%) 

- Improved job satisfaction (61%) 

This list can be continued with stronger motivation, increase in joy of work and activity, 

improvement in results, and enables to use everyone’s knowledge, ideas and perspectives 

in full (Kurttila & Aalto, 2015). Kurttila and Aalto (2015) defined coaching as a process 

whereby the coach helps their employee to use her strengths and resources so that she 

can achieve her goals. In this type of leadership, the manager asks and listens instead of 

giving direct instructions or advises. Manager helps the employee to realize and find the 

solutions herself and at the same time develop her expertise. 

Ristikangas and Ristikangas (2010) examined how the researchers in the field write 

about the purpose of coaching. They could find similarities between different research 

and made a conclusion that coaching is a method of development, performance 

improvement, learning and achievement of goals. Almost all researchers emphasize the 

individualism of coaching. It is about individual cooperation between the employee and 

the coach. Finally, coaching focuses on benefitting potential in one way or another.   

In their book “Valmentava johtajuus” (Ristikangas & Ristikangas, 2010), the meaning of 

work is built on five steps that are described in the below figure. 

  

Figure 2 Building the meaning of work (modified from Carlsson & Forssell, 2012, pp. 
35-36; Ristikangas & Ristikangas, 2010, pp. 43)  

 

Individual work becomes teamwork and, at best, collaboration, when a group of 

interacting individuals work together towards a pre-agreed goal. Focusing on the 

moment, others, understanding diversity and building trust all make the way for 

unlocking the potential of a group to achieve common goals (Figure 2). (Ristikangas & 
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Ristikangas, 2010.) However, as Figure 2 shows, in coaching leadership, the roles of 

leader, manager and coach relate to each other. Leader’s role is to tell what is right, 

manager’s job is to make sure it’s done right, and coach’s role is to construct meaning.  

(Carlsson & Forssell, 2012; Ristikangas & Ristikangas, 2010.) According to Downey, the 

manager’s role consists of these three components. These three roles might overlap each 

other but are not mutually exclusive (Carlsson & Forssell, 2012). 

3.2 Self-direction 

Self-direction refers to the ability to act on a voluntary basis without the need for outside 

guidance and control. A person must be self-motivated, have a goal and the necessary 

skills to achieve the goal to be able to be self-directed. Also, the person must have the 

ability to lead herself. Self-direction is a characteristic of the individual, but when we 

discuss about organizations, teams or groups we should be referring to self-organization. 

(Martela & Jarenko, 2017.) 

Many research show that self-direction can increase creativity, conceptual learning, self-

esteem and general well-being. According to Deci and Ryan, the psychological meaning 

of each stimulus that initiates and regulates behavior can be classified as either 

informative (supporting autonomy and enhancing competence) or controlling (forcing 

one to think, feel, and behave). Experiencing the stimulus as informative increases self-

directedness, while experiencing the stimulus as controlling decreases self-directedness. 

(Sundholm, 2000.) 

Even if self-direction has been under discussion for decades, Martela and Jarenko (2017) 

brought up three reasons for why we live on the edge of the revolution of self-direction. 

In a global and highly networked environment with fast information flow, changes 

happen very fast which is quite different if we look back few decades ago. Second, the 

work tasks are in a turning point and for instance, all kind of routine work are replaced 

with automation. Third reason for breakthroughs in self-organization is technology. For 

instance, in recent decades, information technology has made it possible for even larger 

teams to coordinate without the need for a manager. One of the key benefits of a 

hierarchical organization has been the coordination and the efficient flow of information.  

3.2.1 Characteristics of a self-organized organization 

In self-organized organization there is still certain structures and certain guidelines 

within to operate, even though these structures differ from the traditional hierarchical 
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organization. Self-organized companies are looking for a minimal viable structure that, 

on the other hand, maximises the freedom of employees to organize their activities in a 

rational way, while still providing enough support so that doing so does not escalate into 

a huge mess. (Martela & Jarenko, 2017.)   In self-organized organizations, managers are 

more like coaches that encourage and motivates subordinates to make solutions by 

themselves and at the same time develop their expertise (Martela & Jarenko, 2017; 

Kurttila & Aalto, 2015). 

Self-organized organization can also be referred as agile organization.  General 

McChrystal (McChrystal, Collins & Silverman, 2015) wrote an interesting book about 

how he re-constructed the culture and way of working in the army’s counter-terrorism 

department. In order to beat Al Qaeda, that was well networked and unpredictable, they 

needed to move from the old hierarchical way of doing things to a more agile 

organization. The advantages with agile organization are that it affects the speed of 

response, the quality of decisions, and wellbeing at work. McChrystal (McChrystal et al. 

2015) noticed that lowering the decision-making level also strengthens the sense of your 

works value and thus engages the employee at a deeper level.  

In self-organized organizations work is typically done in small teams (Martela & Jarenko, 

2017). Characteristics of these teams are defined in the next section. 

3.2.2 Self-directed teams 

In self-directed teams, or self-organized teams, the prepared structures given from above 

are minimized. There are no stiff hierarchies, fixed roles, or specific supervisors who 

must be asked for permission for all decisions. The way employees organize themselves 

is shaped as needed and constantly re-shaped when needs are changed. This means that 

new teams are shaped based on the situation. In self-directed teams, people can influence 

the content of their work and the way in which their work is done. Additionally, the 

responsibility of developing the operation is shared between all the team members. 

(Martela & Jarenko, 2017.) According to Piili (2006), in a self-directed team, the 

management, planning, organization and monitoring of work have mostly been 

transferred from the manager to the team. 

Cumming (1978) defined self-directed team as a group that should have a common 

mission, members with variety of skills, opportunity to plan their work and schedule, 

divide the tasks on their own, and share feedback and rewards for team performance. In 

literature the self-directed or self-organized team is also referred as   "autonomous" or 
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"composite" or "self-managing" work groups (Cumming, 1978, pp. 265). Because these 

terms have same features, I have decided to treat them in this thesis as synonyms. 

Wellins (1992) argued in his article that organizations who empower their workforce will 

most likely success in this challenging world. He also argued that innovations will not 

come from a single leader, instead, they are born in your daily work. One way to create 

an empowering and innovative culture, according to Wellins, is to use self-directed 

teams. He defined self-directed teams as groups of employees who are responsible of 

managing themselves as well as their work. In other words, this type of group requires 

minimal direct supervision. Self-directed teams have less management levels than a 

traditional organization.  

Ristikangas and Grünbaum (2014, pp. 67) defined five characters for a well-functioning 

team: a common model for operating, complementary knowledge, commitment to goals, 

willingness for self-development and joint responsibility of results. Throughout time, 

studies have proven that no group or team has acted independently without a leader. 

Hence, a self-directed team needs coaching leadership. 

3.3  Self-determination theory 

The self-determination theory (SDT), developed by Deci and Ryan in 1985, is macro 

theory of human motivation and works as the theoretical framework for my 

interpretations (Deci & Ryan, 1985). Self-determination theory distinguishes between 

motivation and amotivation (lack of motivation).  This theory argues that there are two 

main types of motivation: inside (doing something for your own sake) and outside 

motivation (doing something in order to earn a reward or avoid punishment) (Deci, 

Olafsen, & Ryan, 2017). Inside motivation is shaped by for instance, your values and your 

interests. Examples of outside motivators in work life could be awards, employee 

evaluations, or grading systems. Self-determination theory differs from other motivation 

theories with its feature to separate types of motivation (Gagné, 2014; Gagné & Deci, 

2005). 

Central to Ryan’s and Deci’s (1985) self-determination is the separation between 

autonomous motivation and controlled motivation. If goals are defined so that it reflects 

personal values and interest that you are free to choose, it is talked about autonomous 

motivation, whereas, controlled motivation is when goals are defined by external 

regulations and pressure that you must engage. Inside motivation is an example of 

autonomous motivation. In other words, people do something because they find it 
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interesting and fun. Outside motivation is an example of controlled motivation. At the 

same time, outside motivation can differ at a level to which it is controlled or 

autonomous. In other words, external regulation has been internalized – people absorb 

values and attitudes and transform these external regulations into internal regulations. 

(Deci & Ryan, 1985; Gagné & Deci, 2005.) An individual may feel self-directed if it is 

driven by autonomous motivation, whereas, an individual that is driven by controlled 

motivation may feel pressure to behave in a way and hence, does not experience 

autonomy and is lacking in self-determination (Deci & Ryan, 1985).  

According to the theory of self-direction, in order to understand a person’s motivation, 

you need to understand the three basic psychological needs that feed inside motivation 

and internalization, that are: the feel of competence, the feel of autonomy and the feel of 

relatedness (Gagné, 2014; Gagné & Deci, 2005). These basic needs are shortly described 

in Figure 3 and Gagné (2014, pp. 58) further described these basic needs as: “Individuals 

have the inherent need to feel that they are able to produce desired outcomes, to feel that 

they are the causal agent of their actions, and to feel connected to others”. When these 

needs are met, people seem to be more motivated, healthier, and volitional (Gagné, 

2014).  

 

Figure 3 Humans’ three basic needs (modified from Gagné, 2014; Gagné & Deci, 
2005) 
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In autonomous motivation all the three basic needs are met. Whereas, in controlled 

motivation only competence and relatedness are met in some point. Motivation can be 

discussed and examine in many environments like, work, sports or educational. 

Organizations that have problems in engaging individuals could improve it by supporting 

inside motivation and self-determination. In the next part I will introduce each of the 

three elements that build humans’ basic needs (Figure 3). 

Domenico and Ryan, in their article "Growth Needs", compared self-determination 

theory with Maslow’s Hierarchy of Needs, and found out two main differences between 

these perspectives. First, self-determination theory highlights the importance of 

psychological needs at all levels, whereas, Maslow’s Hierarchy of Needs is seen to be 

relevant only for people that have emerged to the top of his hierarchy. Second, Maslow’s 

Hierarchy of Needs uses “need” and “desire” as synonyms, whereas, self-determination 

theory separates these two terms. (Ravn, 2017.) 

3.3.1 Competence 

The first basic need is competence, also known as effectance (Deci et al., 2017). A person 

feels competent in the job when she performs well and reaches or exceeds her 

expectations and standards. However, sometimes it might be that people perform well 

in their own job, but this person does not experience enough challenges and starts 

working with less effort.  When the task is significant to a person at the level of values, it 

gives a strong sense of competence. Perceived competence refers to the perception that 

a person has abilities in an area such as work, social, physical, academic and emotional. 

People with high competence are expected to be more engaged in activities compared to 

people with low competence skills. (Liukkonen, Jaakkola & Kataja, 2006.)  

Research show that positive feedback increases inside motivation compared to no 

feedback. At the same time, negative feedback decreases inside motivation compared to 

no feedback. (Deci & Ryan,2000.) Deci and Ryan combined these results with the need 

for competence. Cases like positive feedback increase the inside motivation and give 

satisfaction of the need for competence, whereas, negative feedback decreases the inside 

motivation and has the tendency to foster incompetence. 

In order to increase motivation, it is advisable for managers to separate tasks according 

to the capabilities and wishes of employees. Additionally, the tasks should be of various 

types. Segregated jobs support employees’ competences as they will work within their 
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own skill levels. Segregated and self-selected tasks also support the experience of 

employee autonomy. (Liukkonen et al., 2006.)  

3.3.2 Autonomy 

The second basic need is autonomy, also known as self-determination (Deci et al., 2017). 

Research show that autonomy is essential to inside motivation. When you let people to 

choose and accept, people’s inner experience will increase their inside motivation. (Deci 

& Ryan,2000.) Autonomy (or self-steering) is about people aiming for being the initiator 

of her own activity and the desire of feeling the origin of one’s own activities. It is related 

to the individual’s sense of control over her own behaviour. It is about the individual’s 

desire to experience that action is self-directed. (Sundholm, 2000.) 

Autonomy and a sense of freedom of choice are born out of the awareness that people’s 

thoughts and perceptions are significant when deciding on work-related details and that 

she is responsible for the results of her decisions. A person that feels this type of freedom 

and autonomy is most likely innovative, experimental, creative and takes initiative. Low 

autonomy, in turn, creates the feeling that one is being commanded and pushed by others 

and that one’s own views on things are irrelevant. This will result in a reduced sense of 

responsibility for the outcome of the work and a lack of innovation and creativity. 

(Liukkonen et al., 2006.) 

Because autonomy is linked to a person’s childhood, it may cause strong emotions. 

Autonomy is internally rewarding and if a person needs to act based on commands and 

decisions made are expressed as announcements, rather than listening to people’s 

thoughts, she will have the same feelings as a child when adults made the decisions, or 

as a teenager, when the injustice acts of the parents led to rebellion. (Liukkonen et al., 

2006.)  An autonomous or self-steered person participates in the activity of her own free 

will, finds the activity interesting and commits to it (Deci & Ryan, 1985). It is good to 

point out that autonomy is not the same thing as selfishness. Instead, it is said that an 

autonomous person is more willing to work and engage in groups because her behaviour 

is genuine and real, and more capable of establishing deep relationships with other 

people. 

All in all, it is important that organizations provide their employees with opportunities 

to participate in decision-making concerning their work, tasks and working environment 

in order to motivate them in their work. Giving employees the opportunity to make 

decisions about their own work gives them the opportunity to experience autonomy. 
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Employees that can make own choices at work feel that their work and the results are 

under their own control and that they, and not just the employer, are responsible for it. 

This will have a positive effect on labour productivity. (Liukkonen et al., 2006.)   

3.3.3 Relatedness 

The third basic need is relatedness, also known as belongingness (Deci et al., 2017). Even 

if autonomy and competence are seen to impact the inside motivation the most, research 

show that also relatedness have a role in fulfilling human’s basic psychological needs. 

Studies show that people need to feel belonging and connectedness with other people. 

(Deci & Ryan,2000.)  

Humans have a natural inner need to belong to different social groups like, work 

community, hobby groups, and family. Situations that create a sense of social cohesion 

increase human’s inside motivation. On the other hand, when there is no social cohesion, 

the inside motivation decreases. It could be argued that autonomy and relatedness go 

hand in hand. A person is more likely to experience autonomy when the social 

environment is in balance. It is often thought that managers’ responsibilities are to 

motivate the subordinates but instead it is the social environment that creates and 

enables motivations or weakens the motivation. In other words, the social environment 

can affect on peoples’ experience of autonomy, competence and relatedness. (Liukkonen 

et al., 2006.) 

Organizations can increase the feeling of relatedness by providing employees with 

different opportunities to interact with each other that will give them a feeling of being 

part of a group or team. 

3.4 Summary of the case and the literature 

In this and the earlier chapter I have presented relevant literature in order to give a 

coherent image of the current situation and background for the case. I discussed the most 

important concepts for the purpose of this study and the theoretical framework (chapter 

3.3) was developed in a data-driven manner, which is characteristic for inductive case 

research. This part of the thesis will summarise the previous chapters before introducing 

the methodological part of this master thesis.  

My case organization, City of Helsinki, introduced their new management model in 2017. 

The goal was to achieve cost-efficiency as well as improving the governance of the city as 

a whole. However, the aim with the transformation was not only the structural renewal, 
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but also that the work and leadership culture become more coached and resident - 

oriented.  

In this study organizational change, or also known as organizational reform, is defined 

as a process in which an organization changes its structure, its state or its activities over 

time. In organizational change the daily life in the workplace becomes different from 

what it has been. (Pahkin & Vesanto, 2013.) Stenvall and Virtanen (2007) classified 

change as either big or small, unwanted or wanted, successful or unsuccessful or as slow 

or fast in time. Additionally, Morgan and Brightman (2000) defined change as nonlinear, 

that triggers several improvement efforts and is top-down (creates vision and structure) 

and bottom-up (encourage to participate and create support). They further noticed that 

there is a personal dimension in organizational change and that the key to successful and 

long-lasting change is to measure the change and its progress. 

Coaching pioneer Johan Whitmore defines coaching as a way to help an individual 

unleash his or her potential to achieve excellence.  According to him, the goal of coaching 

is to develop individual, team and organizational behaviour and enable better learning. 

(Leppänen & Rauhala, 2012.) In coaching leadership, the traditional roles of leader and 

manager gain an important addition from the coach perspective. Leadership is based on 

a coaching attitude that appears in the ability to be present, to consider one another, to 

understand and utilize group differences, to build trust and to emphasize working 

together. (Ristikangas & Ristikangas, 2010.) A lot of new research is available on 

coaching that further supports the view that coaching is the way in which future 

organizations are managed (Leppänen & Rauhala, 2012). 

Self-direction refers to the ability to act on a voluntary basis without the need for outside 

guidance and control. A person must be self-motivated, have a goal and the necessary 

skills to achieve the goal to be able to be self-directed. Also, a person must have the ability 

to lead herself. Self-direction is a characteristic of the individual, but when we discuss 

about organizations, teams or groups we should be referring to self-organization. 

(Martela & Jarenko, 2017.) 

In self-organized organization there is still certain structures and guidelines within to 

operate, even though these structures differ from the traditional hierarchical 

organization, because it strives to maximise the freedom of employees to organize their 

activities by being more as a supportive mechanism. (Martela & Jarenko, 2017.) In self-

organized organizations, managers are more like coaches or mentors that encourage and 
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motivates subordinates to make solutions by themselves and at the same time develop 

their expertise (Martela & Jarenko, 2017; Kurttila & Aalto, 2015). 

In self-directed teams, or self-organized teams, employees organize themselves as 

needed and constantly re-shape when needs are changed. This means that new teams are 

shaped based on the situation. (Martela & Jarenko, 2017.) According to Piili (2006), in a 

self-directed team, the management, planning, organization and monitoring of work 

have mostly been transferred from the manager to the team. 

The self-determination theory became the theoretical framework for my interpretations. 

Self-determination theory is the theory of human motivation and the three basic 

psychological needs of the individual well-being and growth. According to the theory, in 

order to understand a person’s motivation, you need to understand the three basic 

psychological needs that feed inside motivation and internalization, that are: the feel of 

competence, the feel of autonomy and the feel of relatedness (Gagné, 2014; Gagné & 

Deci, 2005).  

 

Figure 4 Human’s three basic needs and their effect (modified from Deci & 
Ryan,2000) 

 

Figure 4 provides an overview on the self-determination theory. The first box consists of 

the three human’s basic psychological needs and the second box describes the outcome 

of fulfilling these needs and finally, the third box summarises the results from different 

research on what results can be achieved by fulfilling these needs.  
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4 METHODS 

In the following chapter I will present and justify the methodology selected for this 

research, data collection and data analysis. I will start by introducing the epistemological 

and ontological assumption. After this, the research design for this study will be 

introduced and narratives in organizational change research will be discussed. Then I 

will explain the research method and how the research process will progress. After that, 

each data collection method will be introduced in detail. Finally, the data analysis will be 

explained, and quality of the study will be discussed. 

4.1 The philosophical basis of my research 

Before making decisions on what methods are meaningful in my research, I need to 

decide on the epistemological and ontological assumptions. My research is inspired by 

social constructionism paradigm and ontologically, my research has a relationship-based 

understanding of reality. 

Over the last 20 years, the social constructionism has become a popular way to study 

organizations. Scholars have developed different methodological approaches to conduct 

researchers in which organizations, identities, and knowledge are socially constructed.  

(Cunliffe, 2008.) Burr (2006) identified four basic assumptions of social 

constructionism. First, it takes a critical stance towards taken-for-granted knowledge, 

“Social constructionism cautions us to be ever suspicious of our assumptions about how 

the world appears to be. This means that the categories with which we as human beings 

apprehend the world do not necessarily refer to real divisions” (Burr, 2006, pp. 2) 

Second, how the world is commonly understood, the concepts and categories, are 

culturally and historically specified. Third, knowledge is sustained by social processes for 

instance, through humans’ daily interactions. And finally, knowledge and social action 

go together.   

Huttunen et al. (2001, pp. 17) defined a basic argument of constructivism that is “… a 

person - the knowing subject - constructs his or her knowledge on the basis of his or her 

previous knowledge and experiences. Our perspective on things constantly changes form 

as we gain new experiences and engages in discussions with other people.” 

In my research, I see humans as social “products” who’s understanding of reality (the 

world, each other, and ourselves) is shaped by culture, history, language, and social 

reactions (Burr, 2006). Cunliffe (2008) states in her study that social constructionism-
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based research use methods such as, narrative analysis, discourse analysis, conversation 

analysis, and social poetics. 

4.2 The research design  

In this study I conduct a qualitative research and more specifically I use a narrative 

research design which has its ontological and epistemological roots in social 

constructionism (Eriksson & Kovalainen, 2008).  Narrative knowing “(…) acknowledges 

the value of all oral and written texts and language practices in constructing our 

understanding about reality. Furthermore, it appreciates the narrative form of 

communication in the process of interpretation, understanding and sharing of 

knowledge.” (Eriksson & Kovalainen, 2008, pp. 210). Cunliffe, Luhman and Boje (2004, 

pp. 263), who have studied narrative approaches in business research, claim that 

narrative knowledge is grounded on the “… assumption that we make sense of our 

experience through integrated and sequenced accounts or stories” and “… that 

researchers can study and interpret those stories as a means of understanding 

organizational processes and events.”. 

In brief, narrative research is about collecting and telling a story or stories. Narrative text 

gives thicker and richer stories that are compelling and more easily rememberable than 

non-narrative texts. Narrative researchers argue, that in the human history, the story is 

the oldest form of influence, hence, storytelling is one of the most used form in 

communication. (Eriksson & Kovalainen, 2008). It is argued that “narrative is one of the 

fundamental means by which we organize, explain and understand our life and social 

relations. In this respect, stories and narratives are always about human action and 

experience.”  (Eriksson & Kovalainen, 2008, pp. 211).  

The purpose of this study is to find out how employees speak about the new management 

practices and the goal is to create a better understanding of employees’ experience of the 

new management model. Hence, this study uses a narrative methodological approach 

because it enables to explore the experiences of the individual by personal and social 

interactions. Referring to Eriksson and Kovalainen (2008), humans are storytellers, 

because telling and sharing stories will help us to understand ourselves and the world. 

The central argument of many organizational studies has been that most organizational 

phenomena are explained, described and re-described in narrative form (Vaara, 2002). 

Vaara (2002) further argue that narratives are the most suitable way of presenting events 

and actions in organizations. Søderberg (2006) also argues that narratives are essential 
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tool when defining the organization and making sense of the challenges that employees 

face in organizational change processes.  

In this study the theoretical framework is being developed in a data-driven manner, 

using qualitative data. These are elements of an inductive approach which begins with 

data collection and observation and seeks to find a pattern within them. Because there is 

no strong theory that would develop the hypothesis the inductive research is suitable 

approach to theory development. 

This study is designed to fulfil both exploratory and descriptive research purpose. 

Conducting an exploratory study means to ask open questions to obtain an understand 

what is happening, what is uppermost in the mind of the respondent, and to gain an idea 

about the topic. Descriptive study is used to obtain explicit profile of persons, situations, 

or events. Qualitative studies can be claimed to be in some way descriptive. (Saunders, 

Lewis & Thornhill, 2016.) 

4.3 Narratives and organizational change research 

The concept of narrative comes from Latin verb narrare, to tell, and the noun narration, 

story. The interest towards narrativity, in the field of study, has increased exponentially 

from around the mid-1980’s. In Finnish research narrativity only became visible in the 

1990’s (Huttunen, Heikkinen & Syrjälä, 2002).  

Eriksson and Kovalainen (2008, pp. 212) defined narrative as “(…) the textual 

actualization of a story at a specific time and context, and to a specific audience. It has a 

defined structure and a coherent plot“. They further defined narrative as a story that is 

told in a certain way by single or many narrators. Eriksson and Kovalainen (2008, pp. 

211) defined story as “ (…) a piece of fiction that narrates a chain of related events or 

happenings that involve certain characters”. A narrative approach means accepting the 

perception of reality the importance of language and text in constructing and shaping 

reality (Eriksson & Kovalainen, 2008). Narrative can be characterized by three main 

characteristics: narratives are something that have a beginning and an end, they have a 

reference to succession and plot chronologically, and often describe the original state of 

things and the new, changed state (Søderberg, 2006; Vaara,2002). 

Huttunen et al. (2002) stated, that in academic discussions, narrativity has been used at 

least in four different ways. Firstly, it has been used in process of knowing and the nature 

of knowledge. Here people construct their knowledge and identity by narratives that 
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could also be named as constructivist view of knowing. Secondly, in the nature of 

research material, narrative research is aiming for a personal and subjective knowledge, 

that enables peoples’ voice to be heard in a more real way. Example of narrative material 

could be for instance, interviews or written answer in which the respondents can express 

themselves in their own words. Thirdly, in means of analysis, it is important to be aware 

of the differences between analysis of narratives and narrative analysis. In the former 

narrative are categorized into different classes by for instance, metaphors. On the other 

hand, in narrative analysis the point is to configure a new narrative based on the 

narratives of the research material. Finally, in practical meaning of narrativity the 

narratives are mostly used as practical tools and the researcher’s role of cognitive 

formation is on secondary phase.  

In organisations, storytelling is the most primary used method in communicating with 

internal and external stakeholders. When an organization is deciding on something, the 

old stories are recounted and examined to avoid repeating bad choices. Boje (1991) 

further argued that organizations are storytelling systems.  

In the field of management and organization studies, researchers use narrative research 

method to find out what it might say about the life of an organization like, culture, 

strategy and processes. Researcher can gather narratives by using method such as, 

interviews, observations, histories, and other documents. (Cunliffe et al., 2004.). Also, 

Cunliffe et al. (2004, pp. 265) argued that “organizations are viewed as ‘a collective 

storytelling system in which the performance of stories is a key part of members’ sense 

making and a means to allow them to supplant individual memories with institutional 

memory”. They also stated that narratives are not just saying something about the past, 

but also, enable organizations to innovate the future and to re-narrate their 

organizations’ life. 

Søderberg (2006) and Vaara (2002) have studied the combination of narratives and 

organizational change research. Søderberg (2006) used narrative interviewing and 

narrative analysis in a study of cross-border merger. She discussed about how a change 

process in a polyphonic organization can be studied through stories and how narrative 

interviews can make sense of and give sense to events and actions. Her results indicate 

that narrative interviews enable to get into the polyphonic organizational world and that, 

a narrative analysis focus on respondent’s way of telling the story and how it establishes 

organizational reality. However, it is good to consider that narratives, that are 

experienced individually or collectively, can differ from one another (Søderberg, 2006). 
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Vaara (2002) on the other hand studied discursive and social construction of success and 

failure of mergers and acquisitions through narratives. Vaara (2002, pp. 212) found out 

four types of discourse - “rationalistic, cultural, role-bound and individualistic”- that 

narrators use when reconstructing success of failure in mergers or acquisitions. Vaara 

(2002) also found out that rationalistic discourse was the most dominant one. However, 

it is good to consider that narrators might have re-described failures to success and also 

used narratives to justify own actions, especially in situations of failure (Vaara, 2002). 

4.4 The research method 

The data was collected through narrative interviews, questionnaires and documented 

emails. I gathered the data through different data collection methods in order to gain 

more valuable information of the phenomena. In this study the data was collected both 

from primary- as well as from secondary data. The primary data was collected through 

narrative interviews whereas the secondary data was from a questionnaire conducted by 

City of Helsinki as well as documented emails conducted by Professor Jouni Virtaharju. 

The primary data was obtained through narrative interviews that produces stories. This 

was suitable for my research because there was no hypotheses or propositions that I liked 

to test. Instead my goal was that my respondents talked openly and told their story with 

their own words and from their own point of view. Hence, the interview protocol 

contained open questions that encouraged the respondent to tell their own story. 

(Eriksson & Kovalainen, 2008.) 

The interviewees for the qualitative research were carefully selected so that the sample 

had a strong qualitative input for the case organization. Hence, this research used 

purposive sampling. The population consisted of employees from case organization and 

more specific from the self-directed teams from Culture and Leisure Division’s library 

service. The sample was obtained from this population. The interview request was sent 

to each team leader, who forwarded the request to their team members who could 

contact me directly to arrange an interview.  As a result, I got the best possible data for 

my research question. 

The purpose of qualitative research is to collect individual’s own description of perceived 

meaning of the reality. Combining it together with secondary data gave a wider and 

deeper understanding that helped me in answering the research question and support 

my findings. Table 3 will give a brief summary of the chosen research methods. 
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Reaserch method Primary data Secondary data 

Narrative interviews   

Questionnaire   

Documented emails   

 

Table 3 Research methods 

 

The interviews carried out over the time of four months. The persons I interviewed were 

representatives from Culture and Leisure Division’s library service. The mother tongue 

for all the interviewees was Finnish, hence the interviews were conducted in Finnish. 

Once each interview was transcribed, they were translated into English. My plan was to 

do twelve interviews but managed to interview seven persons from the library service. 

Table 4 includes information of the interviews. 
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Interviewee Team Duration Date 

Employee 1 Content team 00:48:02 23/12/2019 

Employee 2 Customer Experience team 00:10:42 18/12/2019 

Employee 3 Content team 00:16:12 16/12/2019 

Employee 4 Customer Experience team 00:51:02 10/12/2019 

Employee 5 Content team 00:35:34 9/1/2020 

Employee 6 Digital team 00:25:22 7/2/2020 

Employee 7 Customer Experience team 00:43:39 5/3/2020 

 
Table 4 Interviewees 

 

4.5 The research process 

As I mentioned earlier, the primary data was collected through narrative interviews. The 

interviews were carried out in case organization’s Culture and Leisure Division and the 

respondents worked in libraries’ self-directed teams. Supporting data was received from 

a secondary data set that had been collected through questionnaires, by the case 

organization themselves, and through documented emails.  

To get a good overview of the organizational reform and its current stage, I participated 

in an event organized by Culture and Leisure Division in Pasila library on the 11th of 

September 2019. Participating to this event gave me additional insights into my research 

and helped me in planning the interviews. 

Unlike the previous plan to study about how employees speak about the change I decided 

to narrow down the research to ensure the quality of the study. Rather than focusing on 

the entire organizational reform, I decided to concentrate on the changes in managerial 

work that aims for adopting a more coached way of managing and being an agile 

organization.  

The theoretical framework was developed in a data-driven manner which means that 

during the interviews and when analysing the data, the theory was constructed. The 
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open-ended questions were formed based on secondary data and field work, by 

concentrating on leadership. 

4.6 The narrative interviews 

Table 4 presents the information from of all the interviewees: which team they belong to, 

duration and date of the interviews. Interviewees names have been edited to protect their 

identity and anonymity.  

I used open ended questions, which is characteristics for narrative research (Eriksson & 

Kovalainen, 2008). The open-ended questions were designed so that it encouraged the 

respondents to reply as they wish and, in that way, give an extensive answer. Open ended 

questions usually start with “what”, “how”, or “why”. (Saunders et al., 2016).  

The interview protocol contained open questions by focusing on a specific event that 

respondents could tell me about in their own words.  I had questions that concerned 

leadership and questions that represented the past, the present and the future. The 

interview frame is presented below. A more detailed interview frame can be found as 

appendices 1. 

1. How does leadership look to you? 

2. How does self-direction look like in your team? 

3. How do you remember your work before the new management model?  

4. What happened in your work when the new management model was   

introduced? 

5. How do you see your works future? 

However, during the discussion I incorporated further questions if needed. Anyway, it 

was important that, instead of defining the content of what the storying should be about, 

I let the respondent to decide that (Eriksson & Kovalainen, 2008). 

The data of which the respondents’ identities cannot be directly identified is retained for 

two years for the purpose of further scientific analysis. 
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4.7 The secondary data 

As mentioned earlier, my secondary data was formed from a questionnaire conducted by 

City of Helsinki and from documented emails conducted by Professor Jouni Virtaharju. 

The secondary data helped me in planning the open-ended questions for my interviews. 

However, most importantly with the help of the secondary data I was able to retrieve 

data to support and verify my findings.  

4.7.1 Questionnaire  

City of Helsinki has collected material through questionnaires before the reform in 2015-

2016 and after the reform in 2017-2019. Muutospulssi -questionnaire was created to 

follow-up the leadership reform. The questionnaire includes a combination of both close-

ended and open-ended questions. Open-ended questions allow respondents to give 

answers in their own way whereas close-ended questions make it quicker to compare as 

they are predetermined (Saunders et al., 2016). The open-ended questions used in this 

questionnaire are useful to my research paper that conducts an exploratory research in 

which the researcher wants to understand what is happening and what is uppermost in 

the mind of the respondent. Hence, the data only from close-ended questions was 

incorporated into this research. In this study I used the data from Muutospulssi -

questionnaire, that was conducted in April 2019, to support my findings.  

4.7.2 Documented emails 

The other secondary data was gathered, by Professor Jouni Virtaharju from Hanken 

School of Economics, a bit over one month starting from 10th of April 2019. Sending out 

open-ended questions by email to employees in Urban Environment Division resulted in 

123 pages of material that is called “Letters to the researcher”. In the material that I have 

received the respondents are anonymous. In this research paper I will use the data from 

the documented emails to support my findings.  

The email consisted of two questions: 

What is currently working well in your branch? 

In what things are there still room to improve or fix? 

4.8 The data analysis 

The data was collected through seven narrative interviews that were transcribed and 

documented. In the data analysis phase I made interpretations and tried to find 
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understanding to what employees feel about the new management practices. Even if 

qualitative research gives much focus on human action, interpretation is seen to be an 

important part of the analysis. As mentioned earlier, in this research the philosophical 

position focused on social constructionism. Constructionism is interesting in how 

individuals or groups interpret and understand social event.  Constructive research can 

be characterized by the assumption that individually constructed and social realities are 

built through social systems and interpretations such as language and shared meanings. 

(Eriksson & Kovalainen, 2008.)  

To be able to answer the research question: How do employees narrate their experience 

of self-directed teams now when new management practices have been introduced? This 

study introduced a thematic narrative analysis in which narratives are analyzed using 

thematic categories. Instead of focusing on structure, the thematic narrative analysis 

focuses on the “whats” of the stories and by finding out patterns that will create theorize 

across the stories (Riessman, 2008). Reffering to Riessman (2007, pp. 58) “in thematic 

narrative analysis, emphasis is on “the told”- the events and cognitions to which language 

refers (the content of speech)”. I focused on the content of the narratives, the meaning 

and what is said. Each stage of the analysis is explained below by using Clarke and Braun 

(2006) guidelines.  

The first stage of analysis: the raw data that were fetched from interviews were 

compiled into narrative format without changing the story too much. This stage involved 

reading the transcript several times to familiarise with the data. I used direct citations 

from interviews to keep the narratives as truthful as possible and to enliven the stories. 

However, I decided not to personify direct quotations because it was not relevant for this 

study. Finally, this stage resulted into a new story that included information that I found 

meaningful to my research question.  

The second stage of analysis: I read the story carefully and tried to find out 

interesting aspects. I was seeking to produce initial codes or patterns from the data by 

reading the material inductively and finding out narratives. While reading the data 

several times, I was able to understand what is happening, what is uppermost in the mind 

of the respondent, and constructed an idea about the topic.  What kind of narratives were 

found? Employees in self-directed teams have experienced their work as highly 

motivating now when they have more freedom and possibilities to make decisions 

concerning their job. 
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By studying self-directedness and its effect on human motivation I came across the 

theory of self-determination. I wanted to understand the narratives that I had found and 

according to self-determination theory, developed by Deci and Ryan in 1985, to be able 

to understand employees’ motivation I needed to understand human’s three basic 

physiological needs: competence, autonomy, and relatedness. This theory became the 

framework for my interpretations. 

The third stage of analysis: I sorted the different codes and patterns under potential 

themes (such as competence, autonomy, and relatedness). After this I examined the 

potential themes and their content and looked for any themes that could have been 

connected to each other. Then the final themes were produced.  After this stage I had 

identified the characteristics of what each theme was about as well as what aspect of the 

data each theme captured. 

4.9 The quality of the research 

In qualitative research it is important to discuss about the quality and trustworthiness of 

the research in order to assure the readers. This to be said, I want to point out that the 

evaluation of the quality and trustworthiness have been done continuously thought the 

research process. According to Eriksson and Kovalainen (2008), trustworthiness 

contains four aspects: transferability, credibility, confirmability, and dependability. 

This research did not aim for generalized results because this is a case study for an 

organization and its service. However, the results still have transferability as it provides 

understanding to self-directed leadership culture as well as to situations where an 

organization is adopting new management practices. The transferability in this research 

is ensured by incorporating material from secondary data to support my findings. This 

allowed me to show similarities between my research and results from the previous 

research. Also, the transferability is considered by appropriate compilation of data. In 

other words, the respondents had several years of work experience from the city`s library 

service and they had experience and first-hand knowledge of the research topic.  

When doing empirical research, it is rather important to discuss about research ethics. 

It is claimed that the credibility of the research process will be negatively affected in case 

the researcher has not followed ethical rules and is not aware of them before starting the 

research process. Research ethics should be present during the whole research process, 

from the relationship between research objective and researcher to presenting the 
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findings and reporting. Below I will discuss the variety of topics that relate to research 

ethics and my research process. (Eriksson & Kovalainen, 2008.) 

The relationship between me and researched can be explained as the following: “The 

researcher can be detached and remain neutral and distant to the research object; 

researched are subjects, data sources and respondents in a research setting” (Eriksson & 

Kovalainen, 2008, pp. 65). In my research I conducted a contractual model of ethics that 

sums most issues concerning the research and that both parties should know. I have a 

written agreement with City of Helsinki that explicates the control and use of all the 

research material generated in collaboration by Hanken and City of Helsinki. Also, this 

contract includes details of the research relationship, the anonymity and confidentiality. 

Any anonymisation will be in accordance with Research Ethics Advisory Board 

instructions and applicable law.  

People needed to participate in my research only on a voluntary basis. Nobody should 

have believed that they needed to participate because for instance, their position. 

Participants could anytime cancel their participation in this study. In this chapter it is 

also appropriate to mention about the narrator’s relationship to the produced text. I, as 

a researcher and as a collector of the stories, played a central role in the outcome and 

hence, it should be noted, that this research is only one version and interpretation of the 

truth. The reporting and analysing of data are done as honestly as I can, and I take full 

responsibility of my findings and stand behind them. 

The conformability in this research is ensured by adding direct quotations from the 

interviews. This allows the reader to confirm that the findings are clearly derived from 

the research data and are not the researcher’s imagination. When doing qualitative 

research, it is also necessary to address the dependability (Eriksson & Kovalainen, 2008). 

In my research I concentrated on the logic of my analysis, logic in my arguments, and 

logic of reporting the findings. It is my responsibility to offer information to the reader 

in a clear way to support the data.  

According to Saunders et al. (2016, pp. 203), it is important for the researcher to take 

into account participant error, participant bias, researcher error, and researcher bias 

when doing research. Participant error was removed by letting the respondent to choose 

the time and by advising the respondent to reserve an hour for the interview. The 

respondents’ anonymity, narrative interviews and open-ended questions encouraged the 

respondents to reply as they wish and not based on what she thinks is the right answer, 
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which have minimized the participant bias. Researcher error and bias were removed by 

not having any hypothesis that would unknowingly affect the interpretation of the data 

or by using leading questions that would lead the respondent to answer in favour of a 

particular assumption. Also, both threats were minimized by starting the interviews with 

general questions, recording them and transcribing them afterwards. 
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5 EMPIRICAL FINDINGS AND ANALYSIS 

In this chapter I will introduce the empirical findings that are compiled into narrative 

format and presented as a story of self-directed teams. Finally, to be able to understand 

the narratives, they will be analysed by using established thematic categories. 

5.1 Story of self-directed teams 

The interviews revealed that the average years of work for my respondents in City of 

Helsinki was around 16 years. They had been working in both large and small libraries. 

My interviewees explained me how they have their own team where they usually work 

but then they also work in so called informal teams which have been determined for them 

mainly by their own interest. 

5.1.1 "Leadership is a lot of encouragement and support" 

When I was reading the interviews, I noticed that the leadership was seen very differently 

than before the new leadership culture. The interviewees told me that leading is certainly 

not easy and argued further that even if they have a very good working atmosphere and 

a really good team, there are still a dozen of different personalities. Managers’ job is to 

control the overall ability of staff to do what is expected of them and by this my 

interviewees mean that they have the resources and opportunities to work. The 

interviews revealed that my interviewees felt sympathy for the managers by stating that 

leadership is probably diverse but also challenging thing. 

The interviewees described leadership with the adjectives such as good and clear. They 

knew that their manager takes care of the bigger things, so they didn’t have to worry 

about that. Manager’s job is to give them support if it is needed. Most times this support 

was needed when discussing about money and arranging events. My interviewees 

continued to describe leadership as free and spontaneous with managers that are easy to 

approach. 

Further in my interviews, leadership was described as “taking responsibility and 

carrying responsibility” and that “it is pretty much encouraging and supporting”. They 

saw themselves as self-directed persons that work very independently in teams that are 

self-initiated. 

The interviewees were eager to describe me how this type of leadership works in practice. 

They have these administrative managers with whom they deal with practical matters 
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like vacations, sick leaves or working time balances. Managers also act as a mentor for 

one team and give support and assistance to this team but are not present in team’s daily 

work. On the other hand, the director of the library is responsible for managing 

relationships outside the library and is not involved in employees’ daily work. 

The interviews revealed that outsiders have been interested in hearing and learning 

about self-directed teams. When I was reading the interviews, I could see that 

respondents had also met very cynical people that did not trust in this type of managing. 

Occasionally outsiders have wondered what managers and leaders do when employees 

lead and do their daily work by themselves. However, interviewees defended their 

leadership culture by arguing that their managers and the library director are doing a lot 

of work overtime which means that there is enough work also for them. 

Although the teams are largely self-directed, it is often managers’ responsibility to deal 

with differences in opinions that arise because of personal reasons for example work 

shifts, vacations or then someone wants to arrange an event very eagerly. In such 

situations my interviewees thought that it is very difficult to self-direct and make 

decisions without managers and decide whose personal reason should be prioritized. 

Managers “has to make those nasty decisions and if we were thinking about this 

development of self-directedness, then at some point this would be the next step”. By 

this the interviewees mean that in the future they would be able to discuss and decide 

also such things together without managers. 

5.1.2 "It (self-direction) is absolutely insanely rewarding" 

For my interviewees’ self-directedness appears as freedom: you are free to decide what 

to do. At first, it was a bit difficult for some interviewees to understand that they can 

really decide by themselves because they were used to “being told from the top that I 

should do this and that job and that’s it”  but now they are getting used to the new way. 

The interviewees were excited about the fact that from the very beginning they have had 

an attitude towards self-direction like, “let’s do this right”. Most of them have worked in 

libraries that are very hierarchical and very micromanaging with old-school leadership 

style that is top-down. In large libraries this style of leadership is well settled, and the 

activity is “really compartmentalized”. So, if you are a member of the Children’s 

Department, you only work in the Children’s Department, they described to me as an 

example. My interviewees were wondering if it has been easier to get into this new 

leadership culture for those that has come outside the library. 
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In general, my respondents think that “the library world is really formal”. They had the 

opinion that in many libraries there is quite accurate hierarchy. The officers do this, and 

the attendants do that. And they do not interfere with each other’s work. “Especially old-

school employees think that if you are an informant then you do not do officers work 

because you are much better than an officer”. In a self-directed organization the daily 

work is not determined so much based on titles but more on people’s interest and what 

the person wants to do. “It’s insanely rewarding”, they said. 

My interviewees’ find self-directedness as a good thing because it frees people to actually 

take responsibility for their own work and when the work is done based on employees’ 

own interest, they stated that the “quality of work is much better”. Members in self-

directed teams work in a very self-imposed way. Interviewees felt freedom in their work 

because they had the impression that no one was stalking them in their work. They were 

delighted that there was no need to ask for permissions for doing things and how to do 

it. “You can just do it”, they said with an enthusiastic voice. However, another feature of 

self-direction is to be able to identify situations where you need either team approval, 

general opinion from the house, or approval from your manager. They told me how self-

directing “is like taking responsibility for your own work with the whole library in 

mind”. 

“When I tell some friends or relatives about this (self-directedness) it is somehow 

really hard for them to see how it can work, what are managers’ tasks then? 

Sure, they give us some guidance but most of the time we are able to make 

decisions just by ourselves. The frames come from above but we can actually 

decide how to best apply everything in practice.” 

The persons that I interviewed stated that their managers are confident that employees 

know what they need to do in their work. They found managers to be more like coaches 

that help them to achieve their goals. 

The interviewees told me that in practice, self- directedness works so that each team has 

their own team leader (which is a rotating job) who is not in a managerial position, but 

in a way, acting as a messenger. Team leaders have regular meetings with the 

management team. These meetings are not about discussing secrets or making decisions, 

instead, they are mainly about giving an overview on what employees are currently doing 

and what they are going to focus on. In other words, we can talk about some form of 

guidance where the team leader acts as a mediator of knowledge and as a kind of 
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delegator and organizer. In the team meetings the team members talk about things and 

what everyone has noticed, such as customer feedback, and decide what things to do 

next, and by whom, so these persons take responsibility for it. If they find that there is a 

disagreement between the team members, the issue will be raised in a weekly meeting of 

the entire organization, asking what other colleagues think and possibly voting which 

means that the majority decision comes into effect. At the end of the meeting, they will 

make sure that those who voted against do not complain afterwards. “It is wonderful 

when here is not at all this kind of culture that someone would be complaining that 

again they did so and so” they said with a satisfied voice. Interviewees have noticed how 

this “miraculous Mister Anger” has disappeared. They were pleased that this quibble 

that “managers know nothing and made such a decision” has disappeared. My 

interviewees thought that maybe because they are doing decisions themselves and can 

justify them, they have no longer heard about such “Mister Anger”. 

The interviewees described me how they have different channels for communication that 

sometimes feel very overwhelming because they have so many channels. They told me 

that “there is indeed room for improvement. It is very confusing”. Although it has been 

agreed, at least in some level, in which forum everything is communicated, it is still not 

always clear where all info can be found, or the employee does not remember when she 

needs it. However, to solve this the interviewees stated that it has been agreed to talk 

about this in a weekly meeting of the entire organization and discuss how this could be 

improved. 

Because of the new leadership culture, my interviewees feel more committed, motivated 

and eager to develop their activities. “Working here has been so fun and really 

motivating”, they said and continued further that “motivation is full 10/10”. They feel 

that they have so much freedom although it also brings responsibility at the same time. 

5.1.3 "The library is probably the most conservative place in the world" 

When discussing about the times before the new leadership culture my interviewees 

remembered how  

“the job was pretty much about asking permission for everything. Before I could 

start to work on with my idea, I needed to think about how I would sell this thing 

to someone else and get this person’s permission. Then it might have happened 

so that it was wondered for months whether my idea made sense or not. 

Leadership had more boundaries before the new way of managing.”  
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They further described the job as very “kind of stiff and basic” before the new leadership 

culture. Now every day is different, and they never know where they end up to. Before, 

work was not as exciting then as it is now. It was pretty smooth and safe, somehow very 

similar day after day. They experienced that 

“From the top down led, hierarchical organization, is somehow built inside us 

so that everyone knows what type of decisions you are entitled to do and if you 

do not have enough rights you must then turn to a person from the next level.”  

Self-directed organization have made my interviewees notice how hierarchical many 

libraries are in Helsinki. 

“The library is probably the most conservative place in the world!”, they once heard 

another library director say and continued explaining how so many of the employees are 

routined and rutted about what they do. The atmosphere is immediately more positive, 

for example towards development proposals, if the manager gives more freedom and 

responsibility to her own staff. On the other hand, when they did not have to take 

responsibility and make independent decisions, they did not have to worry about making 

the right decision either. However, they told me that together they have discussed about 

decision-making and the responsibility that comes with it and how you should not be 

afraid of making decisions because nothing will happen if you are afraid of mistakes and 

failures. My interviewees described how in their current work they try everything and 

suddenly a good idea can come up through discussions. 

The interviewees told me how there might have been a pre-planned daytime routine for 

their job previously. They found it of course easier when they knew what they were 

expected to do during the day. But in this way, there were less tracking of the big picture 

and the responsibility was automatically reduced. My interviewees told how in self-

directed organization they automatically “scan and monitor the situation” for getting 

this bigger picture. This will influence one’s attitude towards work and being. A self-

directed person must be able to answer the questions of why and how. The old way of 

managing was much less stressful but also more frustrating if you found the enthusiasm 

to do something but then someone forbid and restricted you from doing it. My 

interviewees was telling me how this “influences your work motivation” in a negative 

way. 
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It is certainly not easy to change such a bureaucratic leadership to more self-directed, 

but it is a good idea for management to be awake and when the right opportunity arises, 

like organizational changes, to go in that direction. 

“It would be exciting to see how the city as a whole, and its Culture and Leisure 

Division in particular, should go to this self-directed direction and then see how 

it has been started up and implemented in other places.” 

5.1.4 "Like a revolution has happened" 

My interviewees described that when the leadership culture became self-directed, in a 

way everything changed in their job. “Like a revolution has happened”, they pondered. 

Especially for those with a background in ordinary libraries who have not previously 

worked independently in a small library. Days and shifts are very different now and the 

work has become quite unpredictable. For my interviewees self-directedness “meant that 

I suddenly had to be able to direct my own work in a completely different way. 

Scheduling and a lot of looking after things and prioritizing”. In the beginning many of 

the employees were always asking, “Hey, what about this thing? Who does it belong to?” 

until they realized that they can take care of it themselves and they do not have to ask 

anyone. My interviewees did not remember that their manager has ever come to tell them 

that this and this thing is their responsibility. Most of the things they must figure out 

themselves and find out who is going to do it. Often at work it might happen that when 

looking for volunteers, people’s eyes turns to the floor, but their workplace consists of 

people who raise their hands and are brave to take responsibility. 

The interviewees found it very interesting when discussing with others that “some people 

find this really stressful and they are completely exhausted”. But the interviewed 

employees really enjoy this way of working and they like to go to work every day. Based 

on employees self-evaluations, self-directedness is generally talked about in a rather 

positive tone, and the results showed that most of the employees consider self- 

directedness as a good thing. My interviewees told me how in meetings they sometimes 

might discuss “about whether or not it (self-directedness) is fulfilled. Where it is fulfilled 

and where it works and where it does not and what managers’ responsibilities are”. 

The very first step towards this self-directed organization was that employees were 

brought together to discuss about the work environment and about the new leadership 

culture and everything was agreed together. They also practiced this kind of independent 

decision making. For example, my interviewees told me how they did an exercise where 
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they had to get coffee milk which lead to a two-hour discussion and provided a lot of tools 

for self-direction. During these discussions they suddenly realized that “we really have 

a say here and it was not just nice sentences on paper”. The managers and the library 

director asked their employees what they wanted to decide by themselves. Employees got 

to know each other and agreed on things concerning their work. At that time my 

interviewees realized that “it is really true that I will get my own voice heard”. These 

long discussions also partly affected how they became such a tight group: how they talk 

about values and why everyone wants to do this job. They were looking for the last 

common denominator for what will make them come to work in a rainy November 

morning. 

Of course, there are also downsides to this self-directed organization. One is that the 

workload may not be evenly distributed. Employees must be very careful that nobody 

gets tired of the workload. The interviewees told me that they are so excited and have a 

crazy “drive” and maybe a bit of “momentum blindness” that they cannot say "no" to 

anything. They do not have such management level to watch out that nobody would take 

too many tasks on themselves. My interviewees told me how managers and library 

director have reminded their employees to always talk to them if someone is concerned 

and does not want to talk to the team or in general. They further continued saying, “They 

(managers and library director) exist for us and by no means against us”. 

Another downside may be that “it is not always as obvious how to make a decision”, 

according to my interviewees. When opinions are roughly equal who makes the decision 

ultimately? They are all equal, everyone’s opinion is equally valuable and when there is 

no voting or authority saying, "let’s do this like this", it can sometimes become a bit 

problematic and a bit unclear how they should go ahead However, the interviewees 

emphasized how they have united polices for most of the things, and how they should 

remember that “we are at the beginning of this self-directedness”. Also, from the 

interviews I could see that there is still room to improve in briefing new employees. The 

interviewees told me how, because of this self-directed culture, it might happen that new 

employees’ have missed some important information when there is no clear division 

what everyone’s responsibilities in these processes are. They thought that it is worth 

investing in the training of the new employee. 

In my interviewees’ self-directed organization, the cooperation works really well, and 

they find their work team amazing. However, they wanted to point out that “Of course 

we have been working really hard to make this self-directedness to work”. Each of them 
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is committed to have a good time and help each other. When they send a message to one 

of their WhatsApp groups that you need help, at the same time five people are running 

from different directions to help you out. Here they can rely on others and that someone 

will help you for example if you have a difficult customer. My interviewees wanted to be 

clear that they did not mean they had not fun in their previous job but instead they mean 

that in their current work laughing has somehow warmer tone. “Here we do things 

through joy”, they said to me and continued that having fun at work is not stopping you 

from doing the work. Instead, results can be even better if you have fun at work. They 

described me how their team has become “my immediate family” and how they do not 

need to know everything by themselves because they dare to ask for help. They continued 

to describe how in their self-directed organization they have this so called multi-talented 

people who have their own team, but the team boundaries are not so clear, meaning they 

can basically work in any team at any time. 

When discussing about how the decisions are made, the interviewees told me that 

decisions are made both within the team and in the meetings for the entire organization. 

Sometimes decisions are also made through WhatsApp. They have also agreed that a 

decision can be made jointly by two persons if it is urgently needed and hence it is only 

communicated to others and if needed it may be subsequently changed. My interviewees 

told me also that they define most of their own guidelines because “Participation is so 

important, and you have to be involved in creating it (the guidelines) because then you 

want to implement it”. 

The interviewees were thinking that one example of their achievement through self- 

directedness could be when one team suggested an improvement in work shift planning 

that was also eventually decided to get in use and now it works well in practice and now 

the work shift planning has more space and freedom that the employees really like. The 

interviewees further told me that because of this self-directed way of working they are 

more driven to develop their activities.  

All my interviewees agreed that “Here the motivation is really high” which makes them 

do the work and there is no need to check that everything has been done because they 

find it to be on their responsibility. 
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5.1.5 " Hopefully this will remain as congenial as possible but probably 
not the same as it has been" 

Future libraries are likely to be a place introducing and developing to the civil society. 

The interviewees where of the opinion that “Libraries will always bring humans around 

information also in other ways than through books as they are already doing now”. 

“In a way, I hope that this would be always like this” but “At least I hope that I am here”, 

the interviewees told me when discussing about the dreams for the future. They further 

continued how “I would imagine this to be my retirement position that I will be here as 

long as I can be” and “Hopefully this will remain as congenial as possible but probably 

not the same as it has been”. 

Digital services will surely increase. But when my interviewees thought about their self-

directed teams, they were wondering if they will at some point solve these more difficult 

personal issues together without managers. Will that be then the next step in this self-

direction? Anyway, they were sure that “Knowledge will surely grow and expand”. 

After the great turmoil my interviewees were thinking that everything is starting to 

smoothen out and that things will start to work better and they will get for example 

robotics in use. Anyway, they are strongly of the opinion that not one morning have they 

regretted that they joined this ride. 

Until now with this self-direction, they have been testing things like "let’s see how it goes" 

but this year hopefully there will be such traditions that "this should be done like this" 

which my interviewees think will stabilize their activity a little. They told me that “We 

have had time to try everything from self-directed team point of view, so we can 

already say what is worth and not worth doing”. 

5.1.6 "Here is such a collegial spirit" 

The interviews revealed that the best part about the work community is that they have 

some amazing colleagues.  They told me that “We have a very good spirit among the 

staff” and definitely the best thing with this all is that the work atmosphere is so good. 

Employees help each other and you always dare to ask for help or advice from each other. 

The interviewees told me how so many are saying that this is the best place they have 

ever been working in. “Here is such a collegial spirit”, they continued when discussing 

about their work community. They were wondering if self-directing would work so well 
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if they did not have such a good group or on the other hand if they would have such a 

good working atmosphere without self-direction.  

“I am working in a team that thinks a lot about these things with the customer’s 

perspective, and that (work atmosphere) has a crucial impact on customer 

satisfaction and the quality of customer service and everything, when the 

employees are feeling good at work. It would be very difficult to think that if we 

do not enjoy at work, how we could be customer friendly”. 

The interviewees told me in a cheerful voice, ” We can develop and push things forward. 

This place is all about opportunities”. 

5.2 Analysing the narratives 

This section consists of closer and more detailed analysis of the empirical results. The 

narratives are analysed by using established thematic categories. When making direct 

quotations from the narratives, I used italic font.  

5.2.1 Competence 

From the interviews I could draw the conclusions that employees experience their work 

and their tasks to be significant not just for them but also for the society. 

 

Future libraries are likely to be a place introducing and developing to the civil 

society. 

 

Libraries will always bring humans around information also in other ways 

than through books as they are already doing now. 

Segregated jobs have supported the employees’ experience of feeling competence. 

Employees have their core team but beside this they are working in these informal teams 

that are built on the go for instance, for holding an event or developing the work shift 

planning. Employees find it very rewarding when tasks are separated based on their 

capabilities and wishes. These informal teams and segregated jobs support employees’ 

competence because they will work according to their interest and their skill levels. 

Segregated and self-selected tasks also support the experience of employee autonomy 

that I will be discussing about in the next section. 
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In self-directed organizations the daily work is not determined so much based 

on titles but more on people’s interest and what the person wants to do. “It’s 

insanely rewarding”, they said. 

Employees talked about libraries and their hierarchal history and about how the tasks 

were just assigned to them. They experienced the old leadership style to be more 

bounded and the job was not as flexible, varying and existing as it was now. Self-

directedness enables them to self-organize and make various types of tasks that will 

increase and expand their knowledge and will on the other hand provide them 

challenges. It is studied that if a person does not experience enough challenges, it starts 

to work with less effort. For some interviewees it was more difficult to adapt to the new 

way of working because they were used to being told from the top but now they are used 

to make decisions by themselves. 

Employees experienced that self-direction has enabled them to see the organization as a 

whole and they automatically examine what happens around them. It makes the 

employees see the value of their work effort in the bigger picture which also gives a strong 

sense of competence.  

5.2.2 Autonomy 

The interviewees experienced the new leadership culture as the opposite from the 

general hierarchical way of managing libraries.  They saw managers’ job to be more as 

coaches that help employees to achieve their goals and use their every potential. 

Managers’ job is to give them support that they need. Managers strive to control the 

overall ability of staff to do what is expected of them. In other words, that employees 

have the resources and opportunities to work. The frames come from above, but 

employees can decide how to best apply everything in practice. 

It (leadership) is pretty much encouraging and supporting. 

I noticed also that employees spoke about old school leadership style when they talked 

about top-down hierarchical management and about old school employees that do tasks 

that are worth for their title. Based on the interviews the employees did not miss the old 

way of managing. Before the management reform the job was pretty much about asking 

permission for everything. Before they could start to work on with their idea, they needed 

to think about how to sell the idea to someone else and get this person’s permission. Then 
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it might have happened so that it was wondered for months whether the idea made sense 

or not. 

Employees see that self-directed work culture have given them freedom to do their job 

well. Also, based on the interviews, the new leadership culture has given employees more 

opportunities to influence their own work. Someone even described the reform as 

revolution because so much had changed in their work.  

From the very beginning of the journey to become self-directed, managers and director 

have asked and listened instead of giving direct instructions or advises. The feel of 

freedom and opportunity to influence the work came up many times during the 

interviews. Employees were enjoying the freedom to create and participate in these so-

called informal teams by their own interest which was very rewarding. Also, employees 

were making decisions concerning their work together with their team or through voting 

in their entire house meetings. Anyway, these decisions were fully made by employees 

themselves. 

Freedom and making decisions on your own bring also responsibilities. The old way of 

managing made employees feel less stressful because they did not have to take 

responsibility as the decisions were made on an upper level. However, in self-directed 

teams’ employees cannot be afraid of making decisions because nothing will happen if 

they are afraid of making mistakes or failures. Interviewees described how they try 

everything and suddenly a good idea can come up through discussions. Also, a self-

directed person must be able to answer the questions of why and how.  

Employees feel that giving them freedom and taking responsibility has driven them to 

develop their work more than before the reform. Work was before quite routine and you 

might have a pre-planned daytime that you followed which might have affected 

negatively on seeing the big picture and develop your work. The interviewees described 

how self-directedness frees people to take responsibility for their own work and when 

the work is done based on employees’ own interest, the quality of work is much better. 

5.2.3 Relatedness 

The interviewees experienced belongingness when working in self-directed teams. They 

felt that they were part of a team that worked together towards the same goals. 

Employees experienced connectedness with one another and defined self-directing as 

taking responsibility for your own work with the whole library in mind. 
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Employees emphasized their team spirit and how it has increased through the self-

directed teams. However, neither team spirit nor belongingness have borne by itself. 

Employees have been working hard to achieve them. Everyone in their organization is 

committed to have a good time at work and helping one another. 

“Here is such a collegial spirit”, they continued when discussing about their 

work community. 

The interviews revealed that the best part about the work community is that 

they have some amazing colleagues. They told me that “We have a very good 

spirit among the staff” and definitely the best thing with this all is that the work 

atmosphere is so good 

Employees feel that the work atmosphere is very good, and they hope that the spirit will 

remain unchanged. Things are done through joy because having fun at work is not 

stopping them from doing the work. Instead the interviewees think that the results are 

even better if you have fun at work.  Even if the past year has been more about testing 

and the activities have not been so stabilized, employees have enjoyed working in self-

directed teams and most of the employees said that it is the best workplace so far. They 

all help each other out and you are not doing the work just by yourself. Employees were 

also thinking about whether the self-directed teams would work so well in case they 

would not feel belongingness, connectedness or this collegial spirit, or in the other 

direction, without self-directed teams whether they have had so good working 

atmosphere and a sense of belongingness and connectedness. 

From the interviews I found out that most of the activities is built on trust that goes both 

ways between the coach and its subordinate. Managers let their employees work very 

independently trusting that employees will take care of the daily work. Interviewees 

experienced that no one is stalking their work and that managers are confident that 

employees know what needs to be done. Managers and the library director exist for them 

and no means against them. Employees trust each other and most importantly trusts in 

themselves. 

5.2.4 Other issues that came up from the interviews 

During the interviews there came up some ideas for improvement and downsides with 

self-directed way of working. Employees see that there is room to improve the 

communication channels. They find communication to be a bit confusing because they 
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have so many channels for it. However, in self-directed manner the employees have 

decided to discuss about how to improve this and make it more user-friendly. Employees 

mentioned the unevenly distributed tasks and that it is not always clear how to make a 

decision as downsides for self-directed teams. Also, the interviewees told that there is 

still room to improve the process of briefing new employees, because currently there is 

no clear division what everyone’s responsibilities are. However, employees are hopeful 

that these issues will be solved in the future. They pointed out that they are in the 

beginning of this self-directed work culture. 

Employees had also noticed that the new management practices have reduced the 

employees’ claiming about someone for instance, on managers and their decisions. This 

so-called Mister Anger has disappeared. Additionally, employees have experienced 

criticalness from outsiders that have wondered how this type of leadership culture could 

work and what the managers tasks are if subordinates work in self-directed way. Based 

on the interviews the overall experience of self-directed teams is positive, and employees 

feel more committed and motivated. 

Because of the new leadership culture, my interviewees feel more committed, 

motivated and eager to develop their activities. “Working here has been so fun 

and really motivating”, they said and continued further that “motivation is full 

10/10”. They feel that they have so much freedom although it also brings 

responsibility at the same time. 

In the interviews there came some good examples that incorporated all of the features 

from my analysis; competence, belongingness, freedom, possibilities to influence your 

work, taking responsibility and develop your work. One example is when the interviews 

described how one of their achievement through self- directedness could be when a team 

suggested an improvement in work shift planning. This suggestion was eventually 

decided to get in use and now the work shift planning works well in practice and it has 

more space and freedom that employees really enjoy.  
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6 DISCUSSION 

In this chapter I discuss the findings from my research and find answer to the research 

question: How do employees narrate their experience of self-directed teams now when 

new management practices have been introduced? In this chapter, I will analyze my 

findings further by incorporating relevant theory and previous research to answer my 

research question. 

6.1 Discussing the results 

In this master thesis, I focused on how the employees speak about their experience of the 

new management practices. Based on the results, the interviewed employees have 

experienced the self-directed teams as highly motivating, engaging and supporting their 

free will. Employees described the self-directed way of working as follows: free to decide 

on things concerning work, work is done together, and work is distributed based on one’s 

interest. All these features are elements of self-determination theory which is the theory 

of human motivation and the three basic psychological needs of the individual well-being 

and growth (Deci & Ryan, 1985). According to the theory of self-direction, in order to 

understand the employees’ motivation, I need to understand the three basic 

physiological needs that feed inside motivation and internalization, that are: the feel of 

competence, the feel of autonomy and the feel of relatedness (Gagné, 2014; Gagné & 

Deci, 2005). These three basic needs are examined in more detailed in the following 

sections. 

Employees have experienced the self-directed teams mostly as a positive thing and the 

changes in management practices have been well received. These results are supported 

by the documented emails from Urban Environment Division in which employees 

describe that the best thing with shared leadership is that they are free to be self-directed.  

Based on the interviews, self-organized organization has given employees power and 

authority to organize and develop their work. Employees have experienced more 

belongingness and freedom through self-directed way of working. Some of the 

interviewed employees experienced more challenges in adapting to self-directed way of 

working when comparing to those that had been practicing independent decision making 

already in smaller libraries. 

From the results I could also draw preliminary conclusions that self-directed teams 

enhance performance because employees are able to operate more freely and make 

decisions quicker. Also, the responsibility makes them automatically scan and monitor 
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the situation to make sure that everything is done and works well, that according to the 

employees did not happen when the leadership was more bureaucratic. These 

conclusions are supported by Deci and Ryan (2000), who argued that feeling of 

competence, autonomy and relatedness will result in higher performance. However, 

before drawing any further conclusions more research is needed on performance. Also, 

some points for improvement emerged in the interviews for instance, streamlining the 

channels for communication. It was clear that employees wanted to develop the 

leadership model and they understood that it is still not in its final form because they are 

at the beginning of this journey of self-directed work culture. The first year has been 

more about testing and practicing the new leadership model and the next year will be 

more about stabilizing the work because employees are more familiar with the model. 

Like Pahkin and Vesanto (2013) stated, change is always a process that has different 

stages. These same stages came also up in Muutospulssi-questionnare in which 

respondents stated that at first the new management structures felt like a rather 

confusing and massive reform but now after one year it has started to function more 

properly. 

Employees did not miss the top-down hierarchical management that they also called as 

old school leadership style. Even those who responded to Muutospulssi-questionnare, 

felt that the management reform had to be made.  Interviewed employees described the 

new leadership as encouraging and supporting. Employees experienced that managers 

give them certain structures and guidelines within to operate freely and to control the 

overall ability of staff to do what is expected of them for instance that they have the 

resources and opportunities to work. These are elements of coached leadership that 

focuses on helping an individual unleash her potential to achieve excellence (Martela & 

Jarenko, 2017; Leppänen & Rauhala, 2012). My findings are comparable with other 

research, that this type of leadership will result in stronger motivation, increase in joy of 

work and activity as well as enables to use everyone’s knowledge, ideas and perspectives 

in full (Kurttila & Aalto, 2015). The employees discussed about their managers in a 

positive way and based on the interviews they have managed to build trust. A self-

directed work culture requires trust from both management and employees. Referring to 

Ristikangas and Ristikangas (2010), building trust will make the way for unblocking the 

potential of a group to achieve common goals. 

It seems that the self-directed work culture has not yet spread widely to all divisions and 

services. This is supported by my results and by the fact that employees live in the hope 
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of working in self-directed organizations and to have more influence on their work 

(Muutospulssi -questionnaire). A survey done by City of Helsinki shows that more than 

half of 3 000 respondents would like to have more possibilities to participate in the 

development of the organization and its activities. (Helsingin kaupunki, 2018.) Some 

even experience that bureaucracy has increased after the reform that causes frustration, 

stress among the employees and decrease their work motivation (Muutospulssi -

questionnaire; Documented emails). Also, some employees stated that the city 

organization did not become more agile after the management reform because agile is 

not created by will but by doing (Documented emails). The documented emails revealed 

that employees are motivated, but this is not supported through collaboration or through 

influencing work. They described how many development proposals are left halfway 

because manager does not have the time or desire to complete them or delegate tasks 

downwards. It was argued that manager has blocked many good things. If she has not 

had time to get acquainted with something, she will not give a green light to move 

forward. When experts are allowed work to the best of their ability, they should also be 

given real opportunities to take things forward. (Documented emails.) 

6.1.1 Competence 

In an interview done by Kuntatyönantaja, The Head of Human Resources at City of 

Helsinki, Nina Gros, talks about the importance of managing success at work and how 

they in city organization have a goal that everyone succeeds in their work. For the city 

the managing success is a new term but according to Gros, it is more meaningful to talk 

about success at work than about performance. The city organization wants to provide 

managers with the right processes and tools to implement good leadership in their 

everyday lives and to support employees’ success in their work. According to Gros, 

success is built on strengths and it is important to know how to build people’s roles on 

their strengths. (Anundi, 2019.) 

In her speech, Gros deals with one of the basic needs, developed by Deci and Ryan in 

1985, that is the feel of competence (Deci et al., 2017). According to Deci et al. (2017), a 

person feels competent in its job when she performs well and reaches or exceeds her 

expectations and standards. When people’s roles are built on their strengths, they feel 

competent and succeed in their work. The documented emails, from my secondary data, 

revealed how employees feel a decrease in their work motivation when they cannot 

maintain their competence which on the other hand leads to waste of employees’ 

expertise. Employees also felt that their work motivation decreased when their 
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knowledge, ideas and perspectives were not used in full.  The data further revealed that 

competence has been developed and the staff is positive because most of them are able 

to use their strengths at work. (Documented emails.) 

Employees have experienced that self-directed teams have enhanced their feeling of 

competence because tasks are separated based on their capabilities and wishes. They find 

it very rewarding when work is determined based on their interest. The informal teams 

are shaped based on the situation and support the feeling of competence when the tasks 

are significant to a person at the level of values (Liukkonen, Jaakkola & Kataja, 2006). 

Employees saw themselves as an important part of the work community and that each 

individual matter. This kind of experience will enhance the feeling of competence. On 

the other hand, the documented emails revealed how the feeling of competence and 

motivation decreases when there is a lack of understanding that every part of the work 

community is relevant, and everyone is working towards a common goal. 

However, the feel of competence is not only determined on the feeling of performing well 

and success. It is studied that if a person does not experience enough challenges, it starts 

to work with less effort (Liukkonen, Jaakkola & Kataja, 2006). Most of the employees 

described the old leadership style to be more bounded and the job was not as flexible, 

varying and exiting as it is now. Employees experienced that the self-directed teams have 

made the work more exited and the various type of tasks have given them desired 

challenges by learning new things and constant developing in their work. 

As mentioned earlier, based on the interviews, some employees felt more challenges in 

adapting to self-directed way of working and they were constantly asking others for 

permission. This might have temporarily decreased the feeling of competence but by 

practicing and with the encouragement of the managers the work will eventually take 

shape and finally the feeling of competence will increase. Some employees also 

experienced that it was not always as obvious how to make a decision when everyone’s 

opinion is equally valuable and when they have not organized a voting, there is no 

authority that could make the final decision. Also, employees experienced their 

communication channels as confusing because of their large number. Difficulties in 

retrieving information and confusions in decision making effect on employee’s 

understanding of their work and might affect negatively on work performance when 

individual does not feel that she performs well in the job. Additionally, some of the 

employees experienced that there was still room to improve in briefing new employees. 

Making the process clearer and defining the responsibilities between managers and 
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employees will make the orientation more systematic. As a result, it makes it easier for 

the new employee to adapt in the new working environment and supports the feeling of 

competence.  

6.1.2 Autonomy 

The interviewed employees felt that they were free to decide on things concerning their 

work and that they had more opportunities to influence their work after the new 

management model was introduced. When people act as the initiator of one’s own 

activity and have a control over one’s own behaviour the person experiences autonomy, 

that is humans’ second basic need in self-determination theory (Sundholm, 2000).  

Research show that autonomy is essential to inside motivation, that is an example of 

autonomous motivation. According to Deci and Ryan (2000), if goals are defined so that 

it reflects personal values and interest that you are free to choose, it can be talked about 

autonomous motivation. When you let people to choose and accept, people’s inner 

experience will increase their inside motivation. (Deci & Ryan,2000.) The documented 

emails revealed how the inside motivation increases when there is no one forcing you 

and you can do things in excitement and just how you see fits the best. 

Based on the results employees have experienced that the self-directed teams have given 

more possibilities to participate and influence one’s own work as well as enable a more 

independent approach to work. Additionally, employees find that self-directed teams 

have given them more freedom in their job and in that way given them a sense of 

autonomy. The managers’ job has changed from authoritarian leadership, in which it is 

assumed that employees do their work according to specific instruction, towards 

leaderships style that encourages and supports the employees and the self-directed 

teams (Ristikangas & Grünbaum, 2014).  

According to Deci and Ryan (1985), an autonomous or self-steered person participates 

in the activity of their own free will, finds the activity interesting and commits to it. This 

can also be concluded from my results. Employees felt that self-directedness has given 

them the opportunity to take responsibility of their work and organize their work more. 

According to the employees, when the work comes more from peoples own will, they find 

the activity interesting and they are more committed which will increase the quality of 

work. Employees experienced that the new leadership culture has enabled them to 

control their work more than before. According to Liukkonen et al. (2006), employees 

that can make own choices at work will feel that their work and the results are under 
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their own control and that they, and not just the employer, are responsible for it. This 

will also have a positive effect on labour productivity (Liukkonen et al., 2006). 

Liukkonen et al., (2006) further stated, that organizations should give employees 

opportunities to participate in decision-making concerning their work, tasks, working 

environment and overall workplace in order to motivate them in their work. By giving 

employees power in decision making gives employees the opportunity to experience 

autonomy. The interviewed employees have experienced that self-directed work have 

made them an active part of the decision process as most of the decisions are made by 

employees themselves. Even those who responded to Muutospulssi-questionnaire 

pointed out how decisions should be made by those who understand and have knowledge 

of the practical work. The interviewed employees experienced more involvement and 

freedom in their work. However, at the same time the responsibility of one’s work has 

increased, and it might cause stress to some people. Anyway, increase in responsibility 

is mostly seen as a positive thing because employees felt that they are more driven to 

develop their work than before the reform. Employees stated that the old way of 

managing was more restricted and controlled which, according to Deci & Ryan (1985), 

will have a negative influence on the work motivation because an individual is then 

driven by controlled motivation (goals are defined by external regulations and pressure 

that you must engage). 

However, for some people the self-directed way of working might feel overwhelming at 

the beginning if you do not have earlier experience of it. This came also up in some of the 

interviews. Working in self-directed teams requires different competences and skills 

than before. Additionally, working in self-directed teams requires trust in yourself and 

others. It is important that the organization has this in mind when new employees enter 

the house. If a person does not feel competence, she will not trust herself enough to make 

decisions freely and does not experience autonomy which will in the long run decrease 

the inside motivation and contribution to work. Also, self-directed organizations need 

common values and goals to be able to operate successfully (Martela & Jarenko, 2017). 

Common goals will on the other hand help employees to accept that the change is still in 

progress. 

6.1.3 Relatedness 

Even if it can be argued that autonomy and competence impact most on human’s inside 

motivation, research show that relatedness, also known as belongingness, has a role in 
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fulfilling human’s basic psychological needs. (Deci & Ryan,2000.) Situations that create 

a sense of social cohesion increase human’s inside motivation.  

Employees experienced that the self-directed teams had strengthen the feeling of 

belongingness and trust with each other. Even those who responded to Muutospulssi-

questionnare, felt that the management reform has increased the feeling of relatedness 

with those that are doing same jobs. Based on interviewed employees, the work is done 

together towards the same goals. Also, they were thinking about whether the self-

directed teams would work so well in case they would not feel belonginess and 

connectedness, or the other way around. 

According to employees, self-direction is about doing the work with the whole library in 

mind. Especially the employees core teams have increased the feeling of relatedness and 

some employees defined their teams as immediate family. In some extent the work in 

these self-organized organizations is based on volunteer work, and so-called informal 

teams are created during an interesting project or in a crisis phase. This type of work will 

bring together persons with same interests and will add a sense of belonging. Also, from 

the documented emails it can be read that colleagues from different parts of the city 

organization have come closer and interesting new ways of working together have 

emerged. 

The interviewed employees stated that they have a collegial spirit in which the 

cooperation works well. They all are committed to help each other out and have fun at 

work. The management reform was a big change that is still ongoing, but employees have 

enjoyed working in self-directed teams and most of the them said that it is the best 

workplace so far. However, employees also mentioned that they have been doing a lot of 

work for achieving the sense of belongingness and connectedness. It is not something 

that has born overnight. Most of them did not know each other before and did not have 

earlier experience about self-directed way of working. Also, to support the feeling of 

belongingness, I find it important to have it in mind when recruiting new people. The 

applicant should be competent enough but also this person should have suitable 

personality. Maybe by incorporating employees in the recruitment process would ensure 

that the most suitable applicant will be chosen. 

The documented emails also revealed that belongingness and team spirit are an 

important part of feeling motivated at work as well as enable open culture of discussion, 
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innovation and development. The respondents described how there should be a sense of 

doing things together and appreciation for each other (Documented emails). 
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7 CONCLUSION 

In this chapter I present the final conclusions, including limitations of the research and 

proposal for future research. 

City of Helsinki is aiming for faster and more agile operating culture in which the city 

decision-making models and service processes will be streamlined, and bureaucracy will 

be reduced (Helsingin kaupunki, 2017). Additionally, strengthening the employees’ self-

direction was chosen as the development theme in the library service (Helsingin 

kaupunki, 2020b). 

This study has reviewed how the employees narrate their experience of self-directed 

teams in Culture and Leisure Division’s library service after a management reform. I 

concentrated my research on employees from self-directed teams because their 

experiences of the new management practices had not been studied before.  The goal was 

to create a better understanding of employees’ experience of the new management 

model, that City of Helsinki can use in achieving their goal of agile operating culture. 

Also, the goal was that Culture and Leisure Division can take learnings of the information 

that I have collected through my research and use it to strengthen and developing the 

model within their organization.  

The conclusions of this master thesis are that employees have experienced self-directed 

teams as highly motivating, engaging and supporting their free will. All these experiences 

are, according to Deci and Ryan (2000), enhanced by the feeling of competence, 

autonomy and relatedness. Employees experienced that self-directed teams have 

enhanced their feeling of competence. The coached leadership has helped the employees 

to unleash their potential to achieve excellence. When people’s roles are built on their 

strengths, they feel competent and succeed in their work. Employees experienced that 

self-directed teams have enhanced their feeling of autonomy. Self-directed teams have 

given more possibilities to participate and influence one’s own work as well as enable a 

more independent approach to work. The work is more independent because after the 

reform the managers’ job is more about encouraging and supporting employees. Because 

the work is done more on employees’ own free will, they find the job more interesting 

and are more committed to it, which, according to employees, increases the quality of 

the work. The respondents felt that they have more control over their work than before. 

Because employees are self-directed, they are doing most of the daily decisions by 

themselves which has increased their willingness to take responsibility of their work and 
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the results. Employees experienced that the self-directed teams have strengthen the 

feeling of belongingness and trust with each other. The management reform has been a 

big change that is still ongoing. Although the workload and pressure have increased, 

work is nevertheless experienced to be more meaningful than before. Employees are 

satisfied with the challenging nature and independence of work.  

I would like to highlight the importance of recruiting and briefing new employees. The 

applicant should be competent enough but also this person should have suitable 

personality to feel belongingness. Having clear processes makes the orientation more 

systematic and makes it easier for the new employee to adapt in the new working 

environment and supports the feeling of competence. Because when a person does not 

feel competence, she will not trust herself enough to make decisions freely and does not 

experience autonomy which will in the long run decrease the inside motivation and 

contribution to work. Also, I and some of the employees noticed that the overall 

definition of self-directedness is not published anywhere in City of Helsinki’s 

publications. It would be good that the city defines the concept in a clear way and what 

they aim with the model. At this point, I cannot comment on whether my findings 

support the city’s goal of self-direction. 

There have been many changes going on at the same time in City of Helsinki’s 

organization. Back in 2016, the city organization consisted of 31 agencies and 

departments, while today the organization consists of four divisions and the central 

administration. In addition to this change, the city aims for faster and more agile 

operating culture by streamlining decision-making models and service processes and by 

reducing bureaucracy. The results from my study will give the case organization a better 

understanding on how employees have experienced the new management model and 

how they speak about it. The case organization can use the results from my study for 

strengthening and developing the model within their organization in order to achieve 

their goal of agile operating culture, which together with continuous development of 

operating models, are the strongest guarantees for delivering the city’s promises in public 

services, maintaining a vibrant urban life and strengthening the city’s international 

appeal (City of Helsinki, 2019b).  

The results from my study are meaningful to the case organization but also for business 

practitioners and other scholars because the results provide understanding to situations 

where an organization is adopting new management practices. The results also give 

understanding to leadership style, that according to earlier research, is the way in which 
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future organizations are managed (Leppänen & Rauhala, 2012; Martela & Jarenko, 

2017). At this point, I think it is also appropriate to emphasize the relevance of this study 

to society through my case organization and its operations. City of Helsinki is Finland’s 

biggest employer with around 38 000 employees, a hometown of many large companies 

and a city of more than 650 000 inhabitants (Helsingin kaupunki,2019d).  

7.1 Limitations 

There are few factors that should be considered as limitations in this thesis. These are 

related to the sample, research method, and analysis, which will be discussed in this 

section. 

The sample was relatively small and did not reach the desired level because the turn of 

the year has been a busy time for library workers and the outbreak of COVID-19 has 

further increased their work. Secondly, because I conducted interviews it might have 

limited the respondents so that those with more negative opinions decided not to attend 

even though the interviews were completely anonymous. Thirdly, referring to Pahkin and 

Vesanto (2013), change is always a process that has different stages which means that 

also the respondents’ opinions might vary over time. 

Finally, it could be argued that one of the weaknesses of studying narratives is that each 

story is subjective in nature and personally meaningful. Even if thematic narrative 

analysis is a good tool to identify common patterns in several stories, it is clear that the 

uniqueness and richness of each personal story can be lost in the analysis.  

7.2 Future research 

During my research process and while discussing the results many new research topics 

came to my mind that will be presented in this section. 

This type of leadership culture is relatively new concept in the case organization, and 

therefore it would be interesting for future research to study several libraries with a 

bigger sampling and maybe compare the results between different libraries. This could 

give the organization even deeper understanding on coaching and self-directed teams as 

well as give new development ideas.  Additionally, it would be interesting for future 

research to expand this type of management to other services within this division or to 

other divisions and make a study regarding its effects and successfulness. Another idea 

for future research could be to conduct a longitudinal research on this topic that would 

give understanding to why companies have decided to move towards this type of 
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leadership culture and on the other hand, why they do not see this type of leadership fit 

in to their organization. 

According to self-determination theory, developed by Deci and Ryan (2000), fulfilling 

the humans three basic needs (competence, autonomy and relatedness) will result in 

creativity, increase labour productivity, increase well-being and enhance performance at 

work. Hence, it would be interesting for future research to study library service and find 

out if the feeling of competence, autonomy, and relatedness have resulted in higher 

performance, innovation and well-being. This would be valuable information for the case 

organization when making decisions for the future.  

Finally, as stated in the first chapter, organizations are polyphonic; they are full of stories 

from different perspectives. This to be said, future research could take a different 

approach to this topic and study the self-directedness at work from managers’ 

perspective and maybe compare the findings with my research. 
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APPENDIX 1 INTERVIEW GUIDE IN ENGLISH 

I have had the opportunity to familiarize with the answers from Muutospulssi – 

questionnaire as well as with e-mail-based data about employees’ change experiences in 

Urban Environment Division. I am interested in how employees narrate their experience 

of the self-directed teams and how they see their daily work before, now and in the future. 

As attached the GDPR-related agreement. By agreeing to participate in the study, you 

acknowledge that you have read, understand and agree to the personal data processing 

practices in the study. 

1. Your job description and responsibilities before and now? 

2. How long have you worked for Helsinki City? 

3. How does leadership look to you? 

4. How does self-direction look like in your team? 

5. How do you remember your work before the new management model?  

- What worked well and what did not work so well? 

6. What happened in your work when the new management model was introduced? 

- What is working well and what is not working so well? 

- How did your job change? 

7. How do you talk about this self-direction here in general? 

8. What was your main reaction to this change? 

9. How do you see your works future? 

10. Is there anything else you would like to tell me? 
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APPENDIX 2 INTERVIEW GUIDE IN FINNISH 

Olen päässyt tutustumaan muutospulssiaineistoon sekä kaupunkiympäristöstä 

kerättyyn sähköpostiaineistoon henkilöstön muutoskokemuksista. Olen kiinnostunut 

tutkimaan miten työntekijät kertovat itseohjautuvuudesta ja siitä, millaisena he 

näkevät päivittäisen työnsä ennen, nyt ja tulevaisuudessa, kun uusia 

johtamiskäytäntöjä on otettu käyttöön.  

 

Ohessa vielä GDPRään liittyvä sopimus. Suostumalla osallistumaan tutkimukseen 

vakuutat, että olet lukenut ja ymmärtänyt alla olevan huomautuksen tutkimuksen 

henkilötietojen käsittelykäytännöistä ja annat suostumuksen niihin 

 

1. Mikä on työnkuvasi ja vastuualueesi nyt ja ennen organisaatiomuutosta? 

2. Kauanko olet työskennellyt Helsingin Kaupungilla? 

3. Millaisena johtaminen näyttäytyy sinulle? 

4. Millaisena itseohjautuvuus näyttäytyy tiimissäsi? 

5. Millaisena muistat työsi ennen uutta johtamisjärjestelmää? 

- Mikä työssäsi toimi hyvin? 

- Missä asioissa oli parannettavaa? 

6. Mitä tapahtui työssäsi, kun uusi johtamisjärjestelmä otettiin käyttöön? 

- Minkälaiseksi työ muuttui? 

- Mikä työssäsi toimii hyvin? 

- Missä asioissa on parannettavaa? 

7. Miten täällä ylipäätänsä puhutaan tästä itseohjautuvuudesta? 

8. Mikä oli sinun keskeisin reaktiosi muutokseen? 

9. Millaisena näet työsi tulevaisuuden? 

10. Onko jotain, jota haluaisit vielä sanoa minulle? 


