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Self-determination theory (Ryan & Deci, 2000), proclaims that all humans have innate 
needs for feeling competent, autonomous and socially related and that when these 
needs are satisfied, improved motivation and well-being will occur. However, less is 
known about precisely how managerial styles affects the motivation and well-being of 
employees through these basic psychological needs (Gagne & Deci, 2005; Vakkayil, 
Torre & Giangreco, 2017). Therefore, this thesis studies the connection between 
management and employee motivation and well-being in organizations, in particular 
how the employee experiences the interpersonal relationship with the manager. 

Interviewing employees of small-business entrepreneurs I found that the perceived 
behavior of the manager had, in fact, a big influence on the employees’ psychological 
needs. Satisfying or thwarting the three beforementioned needs lead to respectively 
improved or hampered motivation and well-being, which consequently, resulted in 
work-outcomes such as job satisfaction, commitment and engagement or adversely in 
turnover and conflict.  

Recommended managerial behaviors that were identified include enlarging job 
responsibilities, giving positive feedback and acknowledging employees’ opinions and 
feelings. Furthermore, extending beyond Self-determination theory, I found that the 
acceptance of authority seemed to be linked to how the employee interprets and 
experiences the managers behavior.  

These phenomena are discussed through a theoretical perspective and illustrated with 
events and descriptions employees reported, shedding light on the much researched, 
yet still not fully understood, complex relation between managerial behavior and 
employee motivation and well-being. 
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Sammandrag: 

Självbestämningsteorin (Ryan & Deci, 2000) utgår från att mänskor har medfödda 
psykologiska behov för kompetens, autonomi och social samhörighet, och att då dessa 
är tillfredsställda så förbättras individernas motivation och välbefinnande. Däremot 
så finns det inte mycket forskning som skulle ha visat exakt hur ledarskap påverkar 
anställdas motivation och välmående genom de nämnda grundläggande psykologiska 
behoven (Gagne & Deci, 2005; Vakkayil, Torre & Giangreco, 2017). Syftet med denna 
avhandling är att undersöka sambandet mellan ledarskap och anställdas motivation 
och välmående, speciellt hur den anställda upplever chefens beteende och deras 
förhållande. 

Genom att intervjua anställda till entreprenörer i små företag, tydde resultaten på att 
chefens beteende faktiskt påverkade starkt den anställdas känsla av att vara 
kompetent, autonom och socialt sammanhörig. Då de här behoven uppfylldes, ledde 
det till förbättrad motivation och välmående, vilket i sin uppenbarades på 
arbetsplatsen i form av arbetsglädje och engagemang. 

Ledarskapsbeteenden som kan rekommenderas på basis av studien är bland annat: 
utökandet av jobbansvar, att ge positiv feedback ofta och att ta i beaktande den 
anställdas åsikter och känslor. Utöver självbestämningsteorin, så antydde resultaten 
på att den anställdas godkännande av chefens auktoritet påverkar hur den anställda 
uppfattar och upplever chefens agerande. 

De här fenomenen diskuteras ur ett teoretiskt perspektiv och görs konkreta med hjälp 
av exempel, för att förbättra vår uppfattning av det mångfacetterade förhållandet 
mellan ledarskap och anställdas motivation och välmående. 
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1 INTRODUCTION 

Motivated, committed and well-being employees can be a key strength for many 

companies. Through management practices and behavior, managers affect their 

employees, for better or for worse. How can managers positively affect the motivation 

and well-being of their employees? What methods can be used and through what 

mechanisms do they function? 

Building on earlier theories of motivation: Maslow’s (1954) hierarchy of needs, Vroom’s 

(1964) expectancy theory and Porter and Lawler’s (1968) theory on intrinsic and 

extrinsic motivation, Ryan and Deci (2000) gives an expanded yet distinctively more 

detailed explanation of motivation and its antecedents in their Self-determination 

theory. The theory proposes that humans have innate psychological needs for 

competence, autonomy and relatedness, and that by satisfying these needs individuals’ 

motivation and well-being is enhanced. Self-determination theory has a significant 

amount of supporting empirical evidence from other domains such as sports, education 

and healthcare, but somewhat less empirical studies and practical applications are found 

in organizational contexts t0 date. Thus, there is a need to confirm the relation to specific 

work-outcomes and more importantly, to understand how employees’ needs can be 

supported. 

By interviewing employees of entrepreneurs, this thesis identifies concrete managerial 

behaviors helping to fulfill the employees’ basic psychological needs, in turn resulting in 

improved motivation and well-being. Oppositely, harmful practices that should be 

avoided are flagged. In addition, extending the Self-determination theory, the results 

indicate that the acceptance of authority moderates how the employee interprets and 

experiences the managers behavior. 

Examining how employees experience actual management practices from a 

psychological perspective, this thesis helps gain an understanding of how a more 

comprehensive approach to employee motivation and well-being can be applied. This is 

valuable for anyone who wish to motivate others and increase commitment, effort and 

high-quality performance (Ryan & Deci, 2000), all outcomes which are highly desirable 

especially in modern day knowledge-intensive work (Benabou & Tirole, 2003).  
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1.1 Problem statement 

Motivation has been extensively researched by management and organizational scholars 

but is still today an important topic as administrators struggle to utilize it as efficiently 

as possible (Lloyd & Mertens, 2018). Promoting motivation is a complex matter: for 

example, rewards and punishments can boost extrinsic motivation in the short run but 

harms intrinsic motivation and is counterproductive in the long run (Benabou & Tirole, 

2003). Scholars and managers have been interested in improving the quality of 

motivation, but little is known about precisely how managerial styles affects the basic 

psychological needs of their employees. For this reason, there is a demand for identifying 

concrete managerial behaviors that makes employees feel competent, autonomous and 

socially related at work (Gagne & Deci, 2005). Entrepreneurship research has been more 

concerned with how the entrepreneurial process affects the entrepreneur (Shepherd & 

Patzelt, 2017) and although employee well-being is a growing trend according to a recent 

report (Abbatiello et al., 2018), little research so far has focused on how managers can 

promote the well-being of employees (Vakkayil, Torre & Giangreco, 2017). 

The work environment is a key factor for effective job performance and the concept of 

basic psychological needs can be useful for interpreting the various approaches to how 

an organizational environment, particularly the management style, affect the employees 

(Baard, Deci & Ryan, 2004). Despite many managers valuing the benefits of having 

motivated and well-being employees, the underlying psychological mechanisms are not 

often discussed. This is highlighted with entrepreneurs managing small businesses, as 

the entrepreneurs tend to rely on personality and intuition instead of formal 

management education or established practices found in larger companies. The lack of 

education in management is due to the fact that the majority of businesses are started in 

occupations which do not require management studies (Shane, 2008, pp. 41-57). On the 

other hand, the entrepreneur in a small company is often closely engaged with the 

employees, so taking responsibility for employee well-being may come more naturally as 

a result of a tighter social environment (Schulte & Vainio, 2010). Gaining more 

knowledge on entrepreneurship and well-being has the potential to make a theoretical 

contribution and also to be of use in practice (Shepherd & Patzelt, 2017, pp. 210-211).  

To sum up, the way entrepreneurs manage their employees’ can significantly support or 

thwart the employees’ feelings of competence, relatedness and autonomy and studying 

these interactions can give insights on management practices in general. 
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1.2 Purpose  

This thesis studies management practices that lead to employee well-being and 

motivation through assessing how the employee experiences the manager’s behavior and 

what impact it has on the employees’ feelings of being competent, autonomous and 

socially related. Stated more specifically, the primary goal is to identify concrete 

managerial behaviors or management styles, that enhance motivation and increases 

well-being through supporting the employees’ basic psychological needs for competence, 

relatedness and autonomy. Equally interesting is adverse behavior with negative effects. 

An individual’s motivation and well-being can be considered as valuable outcomes in 

themselves, but from a managerial perspective the consequent work-outcomes are also 

important. This leads to the secondary goal, which is to confirm that employee need-

satisfaction antecedes motivation and well-being, in turn leading to work-outcomes such 

as commitment and job satisfaction. Delving into these questions, this research 

contributes to a better understanding of how motivation and well-being can be improved 

through managerial behavior in organizational settings. 

Research question 1: How do employee’s experience their manager’s behaviors to 

support or hamper their feelings of competence, autonomy and social relatedness? 

Research question 2: Does meeting employees’ psychological needs lead to improved 

motivation and well-being and consequently to positive work-outcomes? 

1.3 Definitions 

Well-being is the state of physical, mental and social health, satisfaction and happiness 

of the individual or group. Well-being is experienced as satisfaction of life and balance 

between positive and negative affect. This thesis is concerned with the well-being of the 

individual and for the purposes of this paper, the term is used in analogy with subjective 

well-being, which is specifically a person’s own experience of his or her well-being 

(Sheldon & Lyubomirsky, 2007). Well-being encompasses health, although health is only 

a part of well-being. Health covers two aspects of well-being: physical health, defined as 

“the physiological and physical status of the body” and mental health, defined as “the 

state of the mind, including basic intellectual functions” (Shepherd & Patzelt, 2017, p. 

210). 

Motivation is an internal process that causes action and intention and determines the 

intensity, effort and persistence of the behavior (Ryan & Deci, 2000). Motivation can be 
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split into two main categories: extrinsic and intrinsic motivation. Extrinsic motivation 

refers to “the performance of an activity in order to attain some separable outcome” 

(Ryan & Deci, 2000, p.71). Extrinsic motivation is a type of motivation in which the 

primary driving factor for behavior is the outcome (Ryan & Deci, 2000). In other words, 

the reason for action is oriented towards accomplishing a goal. Intrinsic motivation on 

the other hand, is a form of motivation, which is defined as an inner drive or a will to do 

something out of personal interest or enjoyment (Benabou & Tirole 2003; Ryan & Deci, 

2000). intrinsic motivation refers to “doing an activity for the inherent satisfaction of the 

activity itself” (Ryan & Deci, 2000, p.71).  

Needs have traditionally been associated to a person’s conscious wants, desires or 

motives (Baard et al., 2004). An alternative approach defines needs, physical or 

psychological, as being innate (i.e., born with rather than learned) and sees needs as 

essential for survival, growth and integrity of an individual. The difference between a 

need and a desire is that a need must result in personal growth and health. Ryan and 

Deci (2000) have identified three psychological needs: the needs for competence, 

autonomy and relatedness.  

Entrepreneur, in this thesis, refers to an individual who manages a business, that he or 

she experiences as being one’s own, opposed to working for someone else. This includes 

persons who have founded their companies themselves, together with other’s or 

inherited them. Unifying is that the businesses are managed relatively independently. 

1.4 Methods 

The research is conducted as a qualitative case study. The data is gathered through semi-

structured interviews of employees of entrepreneurs in small companies. This 

environment was selected for sampling because I expect to find more variance in 

management styles than in established companies and therefore, more examples on 

beneficial practices as well as examples on situations in which improvements could be 

made. The interviews are transcribed, and the data is analyzed through coding relevant 

responses (i.e. assigning labels) and then organizing them into broader topics and 

themes. 

1.5 Limitations 

The scope of the research is limited to a set of Finnish companies. This means that the 

results cannot be generalized across different cultures as cross-cultural differences might 
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play an important role for employees’ expectations regarding workplaces. Successfully 

identifying managerial behaviors, that according to the data are associated with positive 

outcomes of improved motivation and well-being, does not explicitly confirm the 

proposition of the theory, that they function through satisfying basic psychological 

needs. In other words, this work does not try to indicate causal relationships between 

specific managerial behaviors, satisfaction of the psychological needs and the positive 

outcomes. This thesis is limited to identifying concrete need-supportive managerial 

behaviors and how the employees’ experience them. Further research is needed to find 

out to what extent separate managerial actions affect need-satisfaction and consequently 

motivation and well-being. 

1.6 Structure of the thesis 

The thesis is structured as follows. 

The first chapter introduces the topic by presenting the current situation and the targeted 

research gap. The purpose of the paper and the methods are presented. Also, essential 

information regarding definitions and limitations is given. 

The second chapter covers the theoretical framework, which is used as a starting point 

for the study. The theory section covers literature concerning motivation and well-being, 

as well as their application in work-settings. 

The third chapter provides detailed information on the methods used for conducting the 

study. The philosophical background is briefly discussed before describing the research 

design. 

The fourth chapter presents the results and explains how the data was analyzed. The 

analyzation process is opened and conceptualized through examples. 

The fifth chapter discusses the interpretations of the results through a theoretical 

perspective and contrasts the findings and implications to previous research. 

The sixth chapter presents the managerial implications, limitations and theoretical 

implications along suggestions for future research. 

The seventh chapter is a summary in Swedish. 
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2 THEORY 

The literature review is divided into three parts. First and most importantly, I will cover 

literature concerning motivation. The framework covers the history of motivational 

research and some of the most influential theories on work motivation, leading up to the 

main theory for this thesis, Self-determination theory developed by Ryan & Deci (2000). 

After that findings from work-settings are discussed as well as applications of the 

theories for motivating employees in organizational contexts. Motivation has been used 

to describe behavior in work-settings and is central to some theories in the fields of 

management and organizational behavior. Psychologists have also been interested in 

motivation as a driver for human action. These two streams of research help us 

understand more profoundly how and why certain factors affect motivation and how this 

in turn has an influence on both the individual and on performance outcomes. Self-

Determination Theory (Ryan & Deci, 2000) and its applicability in organizational 

contexts is examined in detail, as management issues are in the focus of my study. 

The second and briefer part of the theory section will cover the topic of well-being. I will 

approach mental well-being as a broad topic affecting people’s lives and then present 

essential research concerned with well-being in work-settings. Employee well-being is a 

growing trend (Abbatiello et al., 2018), but little research so far has focused on how 

managers can promote the well-being of employees (Vakkayil, Torre & Giangreco, 2017). 

Finally, I will narrow the scope to the field of entrepreneurship and focus on what is 

known of motivation and well-being in an entrepreneurial context. Research focused on 

entrepreneurship and well-being has been primarily concerned with studying how the 

entrepreneurial process affects the well-being of the entrepreneur or on entrepreneurial 

opportunity based on improving the health of others. Little is known about how 

entrepreneurship affects the well-being of the employees of entrepreneurs. (Shepherd & 

Patzelt, 2017) 

2.1 Motivation 

Human motivation has been an extensively researched issue in the fields of psychology 

and management. It is a fascinating and intriguing part of human behavior. A more 

important and more utilitarian purpose for this extensive body of research is the outcome 

of motivation; motivation produces action, performance and accomplishing goals (Ryan 

& Deci, 2000). Scholars have tried to explain human motivation through well-known 

theories such as Drive Reduction Theory and Maslow’s Hierarchy of needs theory. Drive 
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reduction theories suggests that humans are motivated to act in order to maintain an 

ideal physiological state (e.g., hunger drives a person to search for food). The goal is to 

satisfy all needs to reach a physiological equilibrium. This is related to the notion of 

hedonistic well-being, which sees well-being as not having any needs that require 

satisfying. These theories fail to explain many aspects of motivation. For example, 

learning something new does not diminish the need to learn, instead the need is 

strengthened. Maslow’s need hierarchy, Vroom’s expectancy theory and Porter and 

Lawler’s theory on intrinsic and extrinsic motivation are described in more detail to 

illuminate how our understanding of the nature of motivation has deepened over the 

years. 

Maslow’s (1954) Hierarchy of Needs is a general theory on motivation published 1954 in 

Motivation and personality. It is used to explain peoples’ need structure and 

motivational states in attempts to create incentive schemes to motivate employees. The 

theory states that humans have basic needs for 1) physiological demands, 2) safety, 3) 

love and belonging, 4) self-esteem and 5) self-actualization and that these are ranked 

into five layers. Figure 1 shows how the needs are organized into a pyramid, components 

of the needs (on the right) and an organizations’ methods for responding to the needs 

(on the left). 

 

Figure 1 Maslow’s need hierarchy and application in work-settings, adapted from 
Berl et al. (1984)  
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Maslow proclaims that these different needs are hierarchical in their order, so that a 

lower level need must be fulfilled before a higher-level need starts driving a person to 

action. Stated differently, when a lower level need is satisfied it ceases to motivate and 

only then will a need of the next level function as a motivator. Maslow’s need hierarchy 

is one of the most known motivational theories and although some contemporary 

researchers still find it reliable (Sadri & Bowen, 2011), others argue that it lacks empirical 

evidence (Berl, Williamson & Powell, 1984). In any case, the theory is easy to understand 

and functions as a starting point for a variety of more intricate attempts at explaining 

human motivational and behavior.  

The Expectancy theory of motivation is postulated in Work and Motivation, by Vroom 

in 1964. The theory explains motivation through viewing behavior as a result of conscious 

choices with the purpose to maximize personal benefit. The setting point is that a reward 

is promised for reaching a goal (or performing a task). Vroom postulates that an 

employee’s motivation depends on three beliefs that he or she holds: expectancy, 

instrumentality and valence. 

 

Figure 2 Vroom’s expectancy theory, adapted from Lloyd & Mertens (2018) 

Expectancy describes the employees’ belief in that the exerted effort leads to reaching 

the goal and is determined by having adequate recourses, skills and support. 

Instrumentality is perceiving it probable that the reward will actually be received once 

the task is completed. This is made up of trust in the person deciding about the reward 

and transparency of the decision process. Valence describes how desirable the promised 

reward appears to the employee as some value extrinsic rewards over intrinsic rewards 

or vice versa. Figure 2 illustrates how the beliefs (expectancy, instrumentality and 

valence) are related to effort, performance and the reward. Interestingly, a recent study 

confirmed the importance of transparency as it found that if the process for deciding pay 

is considered political or arbitrary, it has a major impact on employee retention and 
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turnover (Abbatiello et al., 2018). To sum up, Vroom’s expectancy theory proposes that 

motivation is determined by the following employee’s beliefs of:  

1. Expectancy - Effort leads to performance 

2. Instrumentality - Performance leads to a reward 

3. Valence - The reward is valuable 

 Motivation is the product of these three factors and can be represented by the equation: 

motivation = valence * expectancy * instrumentality. (Lloyd & Mertens, 2018.) 

A model for intrinsic and extrinsic work motivation was proposed by Porter and Lawler 

in their book Managerial attitudes and performance, published in 1968. The model 

builds on the expectancy theory of Vroom. They describe intrinsic motivation as 

involving people to do activities because they are interesting and that performing the 

activity gives satisfaction. In contrast, extrinsic motivation is characterized by taking 

actions in order to achieve something as a result, so the satisfaction is gained from 

achieving the consequence, instead of the activity itself. In their theory, Porter and 

Lawler recommend managers to focus on encouraging both intrinsic and extrinsic 

motivation in order to improve total motivation and job satisfaction. According to them, 

this could be achieved by making rewards clearly dependent on work performance 

(extrinsic motivation) and to enlarge job responsibilities to make the work more 

interesting (intrinsic motivation). 

2.2 Self-determination Theory 

Self-determination theory is a theory of motivational psychology developed by Edward 

L. Deci and Richard M. Ryan and published 1985 in their book Intrinsic motivation and 

self-determination in human behavior. Self-determination theory proposes that 

individuals have innate psychological needs for competence, autonomy and relatedness, 

and that satisfying these needs lead to improved motivation, well-being and self-

regulation (Ryan & Deci, 2000). The outcomes of improved motivation and well-being 

are highly valuable in work-context and understanding the psychological functions 

behind them can direct us to better managerial practices. Self-determination theory is 

the theoretical base for this report. The focus on underlying psychological processes 

makes the approach slightly different compared to other streams of management 

research concerned with motivation. 
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The roots of Self-determination theory are in Cognitive Evaluation Theory, which was 

developed as a response to findings that were contradictory to the ruling understanding 

that intrinsic and extrinsic motivation can be added together for total motivation. Early 

studies testing intrinsic and extrinsic motivation found that extrinsic motivators (such 

as rewards or punishments) undermined intrinsic motivation. 

Self-determination refers to a person him- or herself being determined to do something. 

The question is why the person is determined to take an action; what the cause for the 

motivation is. Considering different reasons people might have to perform certain 

actions or behaviors Ryan and Deci (2000) have categorized motivation according to 

where the motivation stems from. Self-determination theory incorporates the 

classification of motivational types developed in Cognitive Evaluation theory but is much 

larger in scope. Self-determination theory explains how motivation as well as social-

development and well-being can be enhanced. The theory introduces the concept of basic 

psychological needs and identifies three of them: the need for competence, the need for 

autonomy, and the need for social relatedness. They can be described as nutrients, that 

need to be present for a person to thrive. Satisfying these innate psychological needs 

supports the development of intrinsic motivation, social development and well-being. 

Oppositely, restrictions or contradictions with regard to these needs, thwarts the 

development of the positive outcomes. (Ryan & Deci, 2000.) 

2.2.1 Different types of motivation 

Central to Self-determination theory is distinguishing between more than two types of 

motivation and viewing it as a continuum based on if the motivation is internal or 

external. The continuum ranges from motivation being externally controlled to 

motivation being inherently autonomous. The previous theories recognized three cases 

of motivation: 

1) Extrinsic motivation 

2) Intrinsic motivation 

3) Amotivation 

Cognitive Evaluation Theory (Deci & Ryan, 1985) explained that external factors such as 

monetary rewards, deadlines, surveillance and evaluations can increase extrinsic 

motivation, but they also lessen feelings of autonomy, thus having a detrimental 

influence on intrinsic motivation. Intrinsic motivation on the other hand, is enhanced by 



 

 

11 

feelings of autonomy and of competence. Studies found that strengthening feelings of 

competence through positive feedback or optimally challenging tasks had a positive 

influence on intrinsic motivation. Ryan and Deci (2000) talk about facilitating intrinsic 

motivation, meaning that the development of intrinsic motivation requires the person to 

have some interest in the subject or activity to begin with. If a person is not the least 

interested in something, then intrinsic motivation cannot develop no matter how 

favorable the conditions would be. A third case of motivation is the situation where a 

person has a total lack of motivation and is demotivated. (Gagne & Deci, 2005.) 

 

Figure 3 Different types of motivation, adapted from Ryan & Deci (2000) 

In addition to recognizing amotivation, extrinsic motivation and intrinsic motivation, 

Cognitive Evaluation Theory identifies four different types of extrinsic motivation. These 

are separated based on how well the regulation has been internalized. Figure 3 

demonstrates the classes of motivation, locus of causality and regulatory processes. 

Locus of causality describes if the cause for motivation comes from the outside or from 

oneself. In other words, the question is what is the underlying reason from which the 

motivation stems and is this cause rooted in external factors (such as rewards, others’ 

expectations or ego boosting) or in internal factors (such as personal values). Relevant 

regulatory processes describe how the motivation is experienced on a personal level. 

More than one type of motivation can be in play simultaneously. The four types of 

regulatory styles for extrinsic motivation are: 

1) External regulation 

2) Introjected regulation 
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3) Identified regulation 

4) Integrated regulation 

Each of the four types of extrinsic motivation is presented and illustrated through 

examples. 

Externally regulated motivation is a form of extrinsic motivation and is the least 

autonomous. Action is dependent on contingencies, meaning that it is done in order to 

receive a reward or to avoid a punishment. Using these kinds of incentives is experienced 

as controlling. External regulation is usually the type of motivation that is considered 

when contrasting extrinsic motivation to intrinsic motivation. 

Introjected regulation represents a slightly more autonomous form of motivation, 

although it is also based on external causes. It means complying with outside 

expectations but not completely accepting as personal to oneself. It can be seen as 

behavior which is done to avoid guilt or to boost one’s ego, for example performing well 

at work because it is expected by family members and to feel worthy. 

Identified regulation is a significantly more autonomous type of motivation and is 

experienced less controlling. It entails feeling that performed tasks are personally 

important and in line with internal values. For instance, a nurse performing unpleasant 

work-tasks but seeing the value of helping the patients and experiencing it as important. 

Integrated regulation is the most autonomous of the different forms of extrinsic 

motivation. The actions are not enjoyable in themselves as is the case with intrinsic 

motivation, but they are experienced important and as a part of one’s identity. Compared 

to identified regulation, integrated regulation would mean that the nurse would truly 

care for the patients, experiencing the work as personally important and acting 

accordingly outside of the work-setting. 

This classification helps identify different types of motivation and motives individuals 

may have for performing the same action. As mentioned, more than one type of 

motivation can be at play simultaneously, for example if a person has fun doing his or 

her work, thinks the work is important and gets paid for it. Self-determination theory 

claims that the relative strength of the different types of motivation active in a situation 

is the most important factor determining the behavior. 
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Because identified regulation, integrated motivation and intrinsic motivation are similar 

in the sense that they all stem from one self, they are sometimes grouped together into 

autonomous motivation (Gagne & Deci, 2005). Autonomous motivation encompasses 

intrinsic motivation and certain types of extrinsic motivation; in which action is taken 

because it feels personally important (although not necessarily enjoyable in themselves). 

Autonomous motivation is not dependent on contingencies such as rewards or 

punishment and is not dictated by outside entities, rather, it stems from oneself. 

Autonomous motivation is a useful concept for discussing motivation in work-settings. 

Most of the work-tasks cannot be expected to be done out of sheer enjoyment, but if the 

person sees the importance of the work and experiences it as personally valuable, the 

work feels meaningful and rewarding. When more autonomous forms of motivation are 

stronger (relative to more controlled forms of motivation) for a particular activity, effort, 

persistence and satisfaction increase (Ryan & Deci, 2000). In workplaces this can be 

observed as commitment and high-performance (Gagne & Deci, 2005). To sum up, it is 

not just the amount of motivation that matters, the type of motivation is most important 

and the more autonomous forms of motivation lead to the best outcomes.  

2.2.2 Basic psychological needs 

In work-environments, needs and satisfaction have typically been approached through 

examining job satisfaction. The problem has been that job satisfaction does not seem to 

correlate well with job performance. Baard et al. (2004) suggests that when job 

satisfaction is a result of satisfaction of basic psychological needs it would also result in 

effective work performance. Oppositely, when job satisfaction is a result of satisfaction 

of desired outcomes (such as a high salary or prestige) then it would not correlate with 

high performance. Two studies were conducted, and the results supported their 

proposition. They found that need-satisfaction significantly predicted work-performance 

and psychological adjustment, which is a health-related measure and can be described 

as a higher level of vitality and lower level of anxiety. 

Self-determination proposes that people have innate psychological needs and by 

satisfying the needs individuals’ development of well-being, social development and 

intrinsic motivation is facilitated. The three needs that have been identified are: 

1) The need for competence 

2) The need for autonomy 
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3) The need for relatedness 

Wanting to develop one’s competencies is often a very apparent tendency in most 

individuals and this can be seen in a variety of situations such as: children playing, in 

job-environments or in sports practice or any other hobby involving skill. Being able to 

develop competencies, successfully making use of one’s competence and receiving 

acknowledgement for being competent all help satisfy the psychological need for 

competency. One of the most important factors supporting the feeling of competence is 

that the challenge is of appropriate difficulty. If a challenge is too easy it will not awake 

interest and will quickly feel dull and boring. On the other hand, a too difficult challenge 

will result in failure to solve it, leading to frustration, feeling incompetent and in the long 

run might even reflect negatively on one’s self-esteem. For example, children that are 

directed to do things that are too advanced for them cannot be expected to engage in the 

activities for a long time or to gain much pleasure from these overly challenging tasks. 

Receiving praise is also important: positive performance feedback can support feeling 

competent, whereas negative performance feedback diminished the feeling of 

competence. (Ryan & Deci, 2000.) 

Autonomy describes a feeling that an act (any action, doing or behavior) is carried out by 

one’s own wanting and in a fashion that is of own choosing. Ryan and Deci (2000), make 

a point that autonomy is not about individualism, being independent, socially detached 

or selfish. In work-environment, employees’ experiences of autonomy are often related 

to personal control over work-tasks, but acknowledgment of feelings can be equally 

important. Conditions preventing feeling autonomous could be the employees’ 

experiencing that managers impose excessive surveillance or enforce decisions in a 

totalitarian manner. In an entrepreneurial context, it’s easy to imagine that an 

entrepreneur, that has been a part of every step of creating a venture and engaged in the 

majority of company processes, has difficulties in letting go of total control and trusting 

employees with liberty to perform their work tasks in a manner they want to. 

Relatedness is explained by having a secure relational base. It can be described as 

establishing a sense of mutual respect and reliance with others (Baard et al., 2004). 

Meeting this psychological need does not necessarily mean that you would have to do 

something together with a person you feel socially related to.  In fact, many times actions 

are performed totally alone, and the person can still feel belonging, stemming from his 

or her important social relations. (Ryan & Deci, 2000). 
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These three needs are considered when assessing which conditions are positive and 

benefit personal growth, social development and well-being. Negative environmental 

factors that undermine self-motivation, social functioning and personal well-being can 

also be identified by assessing if the environmental factor prevents some of the three 

psychological needs from being fulfilled. For positive outcomes associated with meeting 

the needs for competence, autonomy and relatedness, it appears that satisfying only one 

need is not sufficient and that it cannot compensate for a lack of other needs. Even worse 

for an individual’s well-being are situations in which there is conflict between the needs, 

for example if a child receives love from the parents only on the condition that he or she 

gives up autonomy. The theory proclaims that all three needs must be satisfied for 

individuals to be able to thrive. (Ryan & Deci, 2000.) 

2.2.3 Self-Determination Theory and work motivation 

The relation of Self-Determination Theory to other theories of work motivation is 

discussed before examining how it can explain work motivation. The field of work-

motivation has developed from the broader field of motivated or regulated behavior and 

the theories are highly varied. However, these theories have in common the aspect that 

they treat motivation as a single factor that you can have more or less of. In contrast, 

central to Self-determination theory is distinguishing between different types of 

motivation; that persons have different reasons that motivate them to act. Even those 

theories that separate extrinsic and intrinsic motivation are mostly concerned with how 

much you have of each of the two types, and that by adding the two types of motivation 

results in how motivated a person is in total. Self-determination theory, on the other 

hand, is concerned primarily with the relative strength of the different types of 

motivation. They claim that the type of motivation that is most strongly present in a 

situation is key to predicting behavior, not the total amount of motivation. In addition, 

viewing different types of motivation as not being additive, researchers have found that 

promoting motivation through using rewards or punishments increases the most 

external type of extrinsic motivation; controlled motivation, and this has a negative 

influence on intrinsic motivation. While intrinsic motivation has a positive influence on 

performance and well-being, controlled motivation can lessen these effects, especially in 

work-settings requiring creativity, complex processing of information or cognitive 

flexibility. (Gagne & Deci, 2005.) 

It is important to note that intrinsic motivation, i.e., doing things because they are 

personally interesting, is not the only type of motivation that companies should promote. 
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This is because not all work tasks can be interesting or fun to do. Instead, in 

organizational contexts it is more practical to address the broader category of 

autonomous motivation, which includes doing things because they feel personally 

important. Enhancing autonomous motivation in a work-setting can be accomplished by 

providing a supportive work-environment and through specific managerial actions, such 

as positive feedback. (Gagne & Deci, 2005.) 

Motivation is predicted to result from both individual differences and from aspects of the 

social environment. Individual differences in a person’s tendency to experience a 

situation as autonomy supportive, controlling or amotivating are more trait-like, 

permanent differences. Because of this, I will focus on aspects of the environment, which 

can be more easily influenced. An autonomy supportive environment facilitates 

internalization of motivation, while a controlling environment promotes extrinsic 

motivation. An unmotivating environment provides neither extrinsic nor intrinsic 

motivating factors. For enhancing autonomous motivation, the social context is 

important. For determining which aspects of a social context will support intrinsic 

motivation and the internalization of extrinsic motivation, it is useful to consider how an 

aspect affects the basic psychological needs. In other words, if an aspect of the social 

context supports the needs for competence, autonomy and relatedness, it predicts 

internalization of motivation. Of the three needs, the support for autonomy seems to be 

the most important for improving motivation, although all three needs must be satisfied 

to a sufficient extent for facilitation to occur. In a workplace, an employee’s need for 

autonomy can be supported by for example providing choice and positive feedback. Also, 

the work-atmosphere plays an important role. The work-atmosphere is influenced by the 

managers interpersonal style and of the atmosphere of the company more generally. 

(Gagne & Deci, 2005.) 

Managerial styles that support employees’ autonomy has been found to result in positive 

work-outcomes. Autonomy support is not dependent on job characteristics, instead it is 

implemented through how the manager relates to his or her employees’ and how 

managerial duties are executed. Autonomy support includes understanding and 

acknowledging the subordinates’ perspectives, encouraging taking initiative, removing 

control and outside pressure and providing relevant information. Baard et al. (2004) 

suggests that an autonomy supportive managerial style helps employees satisfy their 

basic psychological needs for competence and relatedness as well as the need for 

autonomy. 
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2.2.4 Findings in work settings 

Several studies have been conducted in work-environments that confirm predictions 

based on Self-determination theory. For example, studies have shown that extrinsic 

rewards led to decreased intrinsic motivation (Deckop & Cirka, 2000; Eden, 1975). 

Another study (Shirom, Westman & Melamed, 1999) found that pay-for performance 

plans had a negative influence on well-being, leading to higher levels of depression and 

physical symptoms. The influence was especially distinct when the work-tasks were 

monotonous. Of even greater interest are studies confirming that managerial autonomy 

support results in beneficial work-outcomes. In the study by Deci et al. (1989) 

managerial support explained to consist of three main factors: managers’ acknowledging 

their subordinates’ perspectives, providing positive feedback in a non-controlling way 

and supporting autonomy. Autonomy support was defined more specifically as offering 

choice and encouraging self-initiation rather than pressuring subordinates to behave in 

specified ways.  In their study, managers were trained to better support autonomy and 

the study found that the managers supervision actually became more autonomy 

supportive. Subsequently, the study found that this affected the subordinates positively, 

who evaluated the quality of the managers supervision to be better, the employees 

demonstrated higher job-satisfaction, trust in company management and having more 

positive job-related attitudes in general. (Gagne & Deci, 2005.) 

The studies concerned with autonomy-support and its outcomes have not focused on 

trying to isolate concrete managerial behaviors and measuring the influence of these 

separate behaviors on increasing autonomous motivation. A study most closely engaged 

with this question is a field experiment by Deci, Connell and Ryan (1989), in which 

managers were trained for autonomy supportive behavior. Specific behaviors that were 

encouraged included: providing employees with opportunities for taking initiative, 

acknowledging their perspectives and providing informational feedback. They found that 

this resulted in improved attitudes and trust in the corporation. (Gagne & Deci, 2005.) 

Baard et al. (2004) also found empirical support for the proposition that both the 

autonomy support of the work climate as well as the individuals’ causality orientations 

(i.e., tendencies to experience a situation as autonomy-supportive, controlling, or 

amotivating) predicted the satisfaction of the three basic psychological needs: 

competence, autonomy and relatedness. This in turn, reflected positively on the 

employees’ performance evaluations and on their ability for psychological adjustment.  
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The same study (Baard et al., 2004) also demonstrated that female respondents 

experienced their managers to be less autonomy supportive than the male respondents 

did. The women also reported marginally less satisfaction of their need for relatedness, 

receiving lower performance evaluations, and displaying less well-being. It is speculated 

that it could be that managers provide less autonomy support to women, which would be 

a form of gender discrimination. Another explanation is that the women would have 

experienced less autonomy support than men, even if the managers would have provided 

it equally. This explanation is induced from findings that women are more concerned 

with relatedness than men and that women tend to interpret ambiguous messages as less 

autonomy-supportive than men do. The reasons for the difference between men and 

women remain unclear, but this finding implies that managers should pay special 

attention to ensure that women experience their management style as autonomy 

supportive. (Baard et al., 2004.) 

Bono and Judge (2003) found that transformational or visionary leaders were more 

likely to inspire autonomous goals in their employees and that the subordinates 

demonstrated higher job satisfaction and commitment. Transformational leadership 

involves managerial behavior such as encouraging self-efficacy, helping identification 

with the group and linking work values to the employees’ values. These behaviors seem 

to function through supporting the employees’ needs for autonomy, competence and 

relatedness. 

To sum up, the findings of research in organizations support the theory that autonomy-

supportive work environments and managerial behaviors support satisfaction of the 

three basic psychological needs and as a result, facilitate intrinsic motivation and well-

being as well as helps internalize extrinsic motivation (that is, improving the quality of 

motivation). The studies reported highly valued outcomes of effective performance, job 

satisfaction, commitment and positive work attitudes. (Gagne & Deci, 2005.) 

2.3 Rewards and intrinsic motivation 

Rewards are incentives that are frequently used in work-settings, but there is a risk that 

incentive schemes backfire. As mentioned earlier, psychologists warn about extrinsic 

motivators, such as rewards undermining intrinsic motivation, thus having an adverse 

effect in the long run. Using rewards makes the task seem less valuable and undermines 

the employees’ confidence in their own competences. Rewards can be effective incentives 

in the short run, but not always. Also, situations in which rewards are inefficient even in 
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the short run are examined, as well as methods for using rewards without compromising 

intrinsic motivation.  

Taking a broader scope, rewards and punishments are casually used in a variety of 

situations, but on closer examination their use can have negative effects, that have not 

been considered. How does it make a child feel if we pay a him or her for reading a book, 

passing an exam or climbing a tree? At first, it seems that the reward of getting paid is 

effective for encouraging the child to complete the desired task. When looking through 

the child’s perspective, getting paid would immediately make the activity feel less fun. 

Also, it makes the focus shift from the activity itself to the goal of completing the task and 

getting the reward, which in turn affects how well the task is performed. Going back to 

the examples, focusing on finishing a book encourages reading it quickly without giving 

it much thought, or focusing on passing an exam might switch the learning strategy from 

trying to understand the topic to simply memorizing what is written about it. In different 

health-related programs, which try to get people to quit smoking, lose weight or start 

wearing seatbelts, persons who were encouraged with rewards showed more 

commitment in the beginning but less later on compared to those in the same programs 

to whom no rewards were offered (Benabou & Tirole, 2003). From these findings, 

Benabou & Tirole (2003) concludes that rewards do help to get people initially engaged 

(even then, the effect is limited), but that using rewards hampers persistence, i.e., it 

lowers the motivation to keep doing the activity or to complete a similar task again. 

Punishments are extrinsic motivators just as rewards are. Although positive and negative 

reinforcement could appear to be each other’s opposites, they have very similar effects 

on motivation and behavior. While the absence of expected rewards results in 

demotivation to perform a desired activity, the contrary can be observed related to 

punishments and control. The threat of punishments can make an individual refrain 

from engaging in an undesired activity as long as the individual thinks he or she is 

monitored. When the person notices that the control is lacking, the threat of punishment 

is mitigated by the chance of doing something forbidden but not getting caught. Not only 

is the punishment no longer effective in directing the behavior in a desired direction, the 

possibility to do something that is forbidden without consequences makes it even more 

tempting to do. This type of behavior can be characterized as “forbidden fruits”, because 

a stronger punishment signals that the forbidden activity would be especially attractive 

(Benabou & Tirole, 2003). Taken into a corporate setting, emphasizing that an undesired 

activity (e.g., taking office supplies home or taking care of personal matters during work 
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time) is forbidden and punishable, makes persons more inclined to commit these 

offenses (stealing, using paid time for own matters) when not monitored. A better 

approach would be to signal trust toward the employee and complement them for being 

responsible. To sum up, punishments should be used with equal or even greater caution 

than rewards, because of their controlling nature. 

Rewards may be negative reinforcers also in the short run, because an employer that is 

forced to attract recruits with high pay end up with persons who otherwise would be the 

less interested to sign up. Another problem is that if rewards are initially offered for an 

activity and that reward is later withdrawn, the person will be more reluctant to engage 

in the activity than if no reward would have been offered at any point. This means that 

offering rewards has an irreversible impact, as the recipient will expect and require the 

reward every time the task has to be carried out again (sometimes the reward is even 

expected to increase). For subsequent tasks, the employee now has a reason to appear 

demotivated in order for the employer to keep offering (or keep increasing) the reward. 

(Benabou & Tirole, 2003.) 

An interesting phenomenon on offering rewards was observed in Switzerland, where the 

government was considering building a nuclear waste deposit in a certain area. Of the 

inhabitants supporting having the nuclear waste placed where they live, half quit 

supporting the initiative once the government offered public compensation of agreeing 

(Benabou & Tirole, 2003). It is probable that before being offered a compensation, the 

citizens considered their values when deciding to support the project for public benefit, 

but once the reward was offered the question became if the money is more worth than 

having a nuclear waste facility close to their homes. If a reward is experienced as a bribe, 

it puts into question one’s own will to comply, and as in the case in Switzerland a person’s 

feeling of integrity is often valued higher than the compensation. 

Employees’ themselves consider their organization’s reward programs to be inefficient 

(Table 1), which is surprising even considering the beforementioned explanations on 

rewards and motivation. You would think that getting paid is the number one reason to 

go to work, already for the pragmatic necessity of making a living most people face. 

Companies are realizing that conventional reward programs (consisting of pay and 

benefits such as health insurance and vacation time), but few organizations are renewing 

their programs to effectively meet their employees’ current demands. Some companies 

adjusting to this change offer employees the option to choose between different rewards 

such as an extra week of vacation or higher pay. The outdoor clothing company Patagonia 
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has taken a more unconventional approach to rewarding their employees: their benefits 

include children’s day care at the office, 26 three-day weekends per year and allowing 

personnel to do physical activities such as surfing during work hours. (Abbatiello et al., 

2018.) 

Table 1 Rewards’ perceived effectiveness in driving business outcomes (Abbatiello et al., 
2018) 

Business outcome Percentage of respondents rating their 

organization’s rewards programs “very 

effective” in achieving this result 

Motivating talent 3% 

Growing and developing talent 5% 

Attracting talent 6% 

Retaining talent 8% 

Aligning with business goals 12% 

 

2.4 Well-being 

Well-being is a growing trend for corporations, which view well-being programs as a 

societal responsibility and as a tool for talent strategy. According to the Deloitte Human 

Capital Trends -report (Abbatiello et al., 2018) many organizations are rethinking their 

strategies to include some aspect of promoting holistic well-being.  

Workplace well-being traditionally focused on occupational safety and health, with the 

focus on curing illnesses and protecting against occupational hazards and injuries. Now, 

the perspective on well-being at work has been expanded. For example, on a societal 

level, workforce well-being is a growing concern due to aging populations in western 

countries shifting the dependency ratio (i.e., the ratio between the size of the workforce 

to those that need to be supported). Work-force well-being can be regarded as a sum of 

several factors including: demographic factors, health, occupational hazards, 

environmental factors, workplace factors and socioeconomic status. (Schulte & Vainio, 

2010).  
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Well-being at work has been linked to productivity. Schulte and Vainio (2010) considers 

well-being to be a major determinant for productivity for individuals, enterprises and 

societies. One type of worker well-being improvement is demonstrated in workplace 

interventions aimed at improving the health of the employees (e.g., to quit smoking, to 

exercise more frequently) and then measuring the change in productivity. The simplest 

measure is observing the changes in sickness absences and already this rather superficial 

measure has proven health-related interventions to be effective. However, this only 

covers a small part of the effect that well-being has on productivity as healthier 

employees are more productive also when they are at work. However, calculating the 

effects of well-being improvements not related to health is more difficult. (Schulte & 

Vainio, 2010). 

Within the field of psychology, there is a lot of modern research concerned with questions 

of what produces happiness and well-being (Sheldon & Lyubomirsky, 2007). Within the 

field of management, some research streams have focused on the health of the employee. 

For example, Bono et al. (2013) have studied how positive events and positive reflection 

effect work-stress and health. As a conclusion, the largest body of well-being research in 

work-settings has focused on employees’ perceptions while more recently the managers’ 

role for promoting employee well-being has become a topic of growing interest (Vakkayil 

et al., 2017). 

2.5 Motivation and well-being in Entrepreneurship research 

Entrepreneurship is a highly inter-disciplinary field. Combining the knowledge from 

these different research streams makes it possible to examine an entrepreneurial 

phenomenon from different perspectives. Entrepreneurship research initially focused on 

the process on venture creation. Now, entrepreneurship scholars are increasingly 

interested in internal processes of the entrepreneurs, such as entrepreneurial intentions, 

emotions and work-satisfaction. However, little research has been on what effects 

entrepreneurship has on others, and in particular on their employees.  

In their review of trends and on-going research in entrepreneurship: Trailblazing in 

entrepreneurship – Creating new paths for understanding the field, Shepherd and 

Patzelt (2017) acknowledges the need for continued entrepreneurship research on health 

and well-being. They found that there is some entrepreneurship research exploring the 

topic of health and physical well-being, but there are still many opportunities to expand 

knowledge under these topics. Health is referred to as covering both physical health, 
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defined as “the physiological and physical status of the body” and mental health, defined 

as “the state of the mind, including basic intellectual functions” (Shepherd & Patzelt, 

2017, p. 210). They highlight the benefits of gaining further knowledge on 

entrepreneurship and health, stating that future findings can make significant 

contributions to people’s lives as well as deepen our understanding of entrepreneurial 

phenomena. (Shepherd & Patzelt, 2017.) 

2.6  Summary 

A plethora of research in the fields of management and organizational behavior have 

been interested in motivation as a highly desired outcome. Motivation can be understood 

as an internal process that causes action and intention. However, more recently well-

being at work is considered increasingly important for the performance of organizations. 

The strength of these motivational theories is that they often take into account the 

manager’s position, while well-being research has been concerned with a number of 

other factors effecting the well-being of individuals. Psychologists have found 

mechanisms through which both important outcomes of motivation and well-being can 

be attained. Following is an account of the development of motivational theories and a 

thorough description of Self-Determination Theory by Ryan and Deci (2000), which acts 

as a theoretical base for the thesis. 

Motivation has intrigued researchers and managers for more than a century, mostly 

because motivation results in performance. Since the industrial revolution, management 

practices were developed (Wren & Bedeian, 1994) and companies started motivating 

their employees in order to improve productivity. In Scientific management, published 

1911, Taylor introduced rewarding individuals based on their performance, viewing 

employees as part of a machinery in order to maximize the efficiency of a company 

(Koumparoulis & Solomos, 2012). The principles are commonly referred to as Taylorism. 

Later theories approached motivation through trying to understand the individual’s 

perspective. 

Maslow’s (1954) Hierarchy of Needs is one of the best-known theories on motivation and 

is used to explain peoples’ needs in attempts to effectively motivate employees. 

According to Maslow, motivation is driven by needs and that the needs are ordered 

hierarchically, e.g., a person must have food and water before becoming interested in 

self-esteem or social relations. The needs are categorized into five layers, starting from 

the most primary these are the needs for: 1) physiological demands, 2) safety, 3) love and 
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belonging, 4) self-esteem and 5) self-actualization. Organizations have tried to meet 

these needs through providing financial compensation, a safe work-environment, liking 

and respect, recognition and challenging work tasks (Berl et al., 1984). Although debated, 

Maslow’s hierarchy of need theory remain popular (e.g., Sadri & Bowen, 2011) and is easy 

to understand. The theory has functioned as a reference point for later attempts to 

explain human needs and motivation. 

Vroom’s (1968) expectancy theory considers motivation as one entity that varies in its 

strength. Vroom emphasizes that motivation is directed towards achieving a goal, which 

is the expected reward. According to the theory, motivation is determined by how an 

individual perceives that 1) effort leads to performance (expectancy), 2) performance 

leads to a reward (instrumentality) and 3) the reward is of value (valence). Many aspects 

still hold today confirmed by an example on instrumentality: a recent study (Abbatiello 

et al., 2018) found that employees who did not understand the pay process were 60 

percent more likely to leave the organization. Although simplified, Vroom’s expectancy 

theory describes important elements of work-motivation (Lloyd & Mertens, 2018). 

Porter and Lawler (1968) created a model for motivation, which identifies intrinsic and 

extrinsic motivation. They recommend encouraging both forms of motivation, in order 

to increase the total amount of motivation. To motivate employees, managers should 

create clear, performance-based incentives (for promoting extrinsic motivation) and to 

enlarge job responsibilities to make the work more interesting (promoting intrinsic 

motivation). Contrary to what was expected, experimental studies testing these theories 

found that promoting extrinsic motivation had a negative influence on intrinsic 

motivation (Eden, 1975; Shirom et al., 1999; Deckop & Cirka, 2000). 

Self-determination Theory (Ryan & Deci, 2000) distinguishes between amotivation (no 

motivation), extrinsic motivation (doing things for the outcome) and intrinsic motivation 

(doing things for interest or enjoyment of the activity itself). The theory further divides 

extrinsic motivation into four types varying in the degree of which the motivation stems 

from oneself. Starting from the most controlled form and moving to more autonomous 

forms, the four types of extrinsic motivation can be described as follows:  

1) The most controlled type of motivation involves performing actions to receive 

rewards or avoid punishments, called external regulation.  
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2) A little less controlled type of motivation involves doing something to be accepted 

by others or to feel worthy, this is called introjected regulation.  

3) A more autonomous form of motivation are situations in which activities are done 

because they feel important, called identified regulation.  

4) A fully autonomous, but still extrinsic form of motivation can be found in actions 

that are not enjoyable in themselves but feel personally important and are an 

important part of a person’s identity, this is called integrated regulation.  

According to a later study (Gagne & Deci, 2005), more autonomous forms of motivation 

(stemming from oneself) leads to the best outcomes, such as commitment and high 

performance. Thus, it is not just the amount of motivation that matters, the type of 

motivation is most important. 

Humans have innate psychological needs and three of these are closely related to 

motivation and well-being. The three needs are the need for competence, autonomy and 

relatedness. The need for competence can be satisfied through developing one’s abilities, 

or more generally out of feeling competent. Crucial for supporting a person’s need for 

competence is positive feedback and challenges that are of the right difficulty. Autonomy 

is about feeling that actions a person takes, are of his or her own will and that they can 

be done in a manner of one’s choosing. At work, autonomy is supported by minimizing 

excessive control and giving employees personal control over work-tasks. Relatedness is 

described as having a secure relational base. Friends and family are obviously important, 

while organizations can support a sense of belongingness through an encouraging work 

atmosphere with mutual respect and reliance on others. These psychological needs are 

postulated to be born with and common to all people. (Ryan & Deci, 2000.) 

Satisfying the three psychological needs result in facilitation of intrinsic motivation, 

enhanced well-being and self-regulation. All three needs of feeling competent, 

autonomous and socially related must be met for the mentioned positive outcomes. 

When these three needs are supported it leads to personal growth, social development 

and well-being. Assessing if an action supports or thwarts a person’s need for 

competence, autonomy and relatedness can be used for judging which managerial 

behaviors help improve the motivation and well-being of employees. For example, 

helping an employee with a problem may unintentionally undermine his or her feelings 

of being competent and or autonomous. From this perspective, encouraging employees 
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to come up with their own solutions when possible, can significantly increase their self-

confidence once they solve the problem. (Ryan & Deci, 2000.) 

Traditionally, organizational research has focused on managerial styles and employee 

motivation as a result. In contrast, based on the theories discussed in throughout the 

literature review, this thesis sees managerial behavior as having the potential for 

supporting the employees’ psychological needs, which in turn lead to improved 

motivation and well-being. The relationship between the manager’s behavior and 

motivation is illustrated in Figure 4. 

 

Figure 4 Relation between management and motivation from a traditional view and 
based on Self-determination theory 

In other words, for the purposes of this study, motivation and well-being is approached 

as an outcome of the manager’s (or entrepreneur’s) behavior that is responsive to the 

employees’ psychological needs for competence, autonomy and relatedness, rather than 

a direct outcome of managerial behavior. Oppositely, if the manager thwarts the 

employees’ basic needs (through for example, excessive controlling, negative feedback or 

impersonal social relationships) the behavior is predicted to result in diminished 

motivation and reduced well-being. 

Managerial behaviors that have been found to support employees’ needs include  

acknowledging the employees’ perspectives, providing positive feedback in a non-

controlling way and supporting autonomy (Deci et al., 1989). Studies have found 

empirical evidence of work-motivation that fit well with predictions based on Self-

determination theory (see Bono & Judge, 2003; Baard et al., 2004). However, there is 
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still a need to identify more concrete managerial behaviors that support the employees’ 

needs for feeling competent, autonomous and socially related (Gagne & Deci, 2005). 

Well-being has been a topic of interest for researchers for some time, building on 

understanding individuals’ health as a broader phenomenon. Well-being is the state of 

physical, mental and social health, satisfaction and happiness. Psychologists have 

studied what produces happiness and well-being (Sheldon & Lyubomirsky, 2007) while 

organizational scholars have expanded into the field of well-being from topics of 

occupational safety and health (Schulte & Vainio, 2010). In entrepreneurship research 

on the other hand, the main focus has been the well-being of the entrepreneur (Shepherd 

& Patzelt, 2017), not on how the entrepreneurial venture affect the well-being of 

employees or others. 

To conclude, an extensive body of research has shed light on what motivation is, its 

antecedents and its outcomes. In other words, we have gained an understanding of the 

nature of motivation, how motivation can be fostered and how motivation determines 

behavior and leads to outcomes such as effort and persistence. However, most of the 

motivational research conducted in organizational settings has not focused on different 

forms of motivation although more autonomous motivation has been linked to employee 

commitment, creativity and high-performance (Gagne & Deci, 2005). Well-being on the 

other hand is a growing trend for companies (Abbatiello et al., 2018), but not much is 

known with regard to concrete managerial implications on how to promote employee 

well-being at work. Ryan and Deci (2000) postulate that humans have innate 

psychological needs and when satisfied, an individual’s intrinsic motivation is facilitated, 

and well-being is enhanced. Instead of treating motivation directly as a result of a 

manager’s behavior, it can be understood that a manager should support employees’ 

basic psychological needs for feeling competent, autonomous and socially related, which 

in turn leads to improved employee motivation and well-being. 
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3 METHODOLOGY 

3.1 Research Philosophy 

Briefly discussing philosophy of science is important to research because it defines how 

the research and researcher is positioned regarding philosophical questions such as: 

“What is reality and what can be known about it?”, “What is knowledge?”, “How can we 

acquire knowledge and how can it be used?”. A research paradigm collects a set of 

assumptions about how the world is, taking a certain point of view regarding the 

philosophical questions and so setting a foundation and a framework for the research 

(Ponterotto, 2005). Building on existing theories the starting point for this study has 

some expectations about the phenomena I want to learn more about. However, being too 

limited by assumptions is unwanted, as this might bias the gathering and analyzing 

information. Simultaneously, entering a new situation with previous, tightly fixed ideas 

might limit noticing contradicting evidence or unrelated, but extremely interesting 

phenomena. Approaching the research problem from a post-positivist paradigm simply 

positions this research with necessary philosophical assumptions to choose the 

appropriate methods and to gather and analyze data accordingly. 

3.2 Research Approach 

Quantitative research methods are usually associated with the positivist research 

paradigm and qualitative methods with the interpretivist approach, this is however not 

the reason for why qualitative methods are chosen for this study. Qualitative methods 

were chosen because of their suitability in a study in which the goal is a more in-depth 

understanding of a phenomena, while also allowing for openness to novel, interesting 

ideas (Patton, 2015). This is especially important for the primary research question: 

“How do employee’s experience their manager’s behaviors to support or hamper their 

feelings of competence, autonomy and social relatedness?“ 

The initial assumption based on self-determination theory was that when employees’ 

needs for competence, autonomy and social relatedness are satisfied, it will improve the 

individual’s motivation and well-being. Although I wanted confirmation for this relation, 

my focus was on identifying how managers can support these psychological needs; what 

kind of behaviors work in favor of the employees, what doesn’t and why? 

This required me to approach the settings to be studied with an open mind. In practice, 

an advantage to this approach is that while searching for methods in which the 

employees’ psychological needs are successfully met, I can simultaneously be open to 
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gather information on opposite behavior. In other words, situations in which the 

behavior of the entrepreneur hinders the employees’ from feeling competent, 

autonomous or socially related and by doing so, has a negative impact on the employees’ 

motivation and well-being. This could be valuable as it would allow for contrasting 

between good and bad practices and warn entrepreneurs to avoid especially detrimental 

behavior. It seems that deprivation of psychological needs is a principal source of human 

distress and ill-being (Ryan & Deci, 2000). 

The secondary research question is: “Does meeting employees’ psychological needs lead 

to improved motivation and well-being and consequently to positive work-outcomes?” 

For answering this question, qualitative methods are also better suited because I am not 

only interested in if-, and to what degree, satisfying these needs result in motivation, 

well-being and work-outcomes, I also wanted to know how this plays out and what 

factors can explain the results.  

Concerning trustworthiness of information gathered through interviews I must note that 

information that the respondents provide is necessary in this case. Self-reports are 

required, because when addressing well-being I have to consider the subjective well-

being of people for the reason that it would make little sense to claim a person is happy 

if he or she doesn’t know about it (Sheldon & Lyubomirsky, 2007). The key is the 

individual’s experience, rather than an outside observation, which would be of less use 

for estimating the more internal processes, such as feelings or attitudes. 

Having motivated the choice for qualitative methods, next I will look more closely at what 

qualitative methods to use and how to apply them. Interviews will be the main tool for 

gathering rich, descriptive information on how the informants experience phenomena 

and behavior that affects them. 

3.3 Research design and sampling strategy 

For the aims of this study, I estimated that the most suitable sampling strategy was 

theoretical sampling. Theoretical sampling is appropriate when we are looking for 

specific situations in which the theorized phenomena are likely to occur (Patton, 2015). 

For developing a sampling strategy, it must be noted that the goal is not to achieve 

generalizability of the findings (i.e., claiming that they apply to all situations). I do hope 

to find signs of transferability, which according to Wallendorf & Belk (1989) means that 

the findings could be applied in situations that are similar. 
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The first requisite is having a situation including a manager and an employee. This study 

is interested in settings in which the manager is personally interacting with his or her 

employees in order to see more direct influence of the managers actions on the employee. 

Not having to factor in the influence of several leaders of the employees such as team 

leaders, project managers and mentors decreases the variables in play and will hopefully 

lead to more evident links between causes and effects. These factors lead to focusing on 

sampling small businesses. It is also motivated to exclude situations in which an 

entrepreneur only has one employee, because being able to compare the experiences of 

the employees within the same company allows me to rule out individual differences, to 

a degree. Theoretical sampling means in this case, that I am specifically interested in 

settings where I hope to find behavior or methods by which the entrepreneur successfully 

helps the employees satisfy their needs for competence, autonomy and relatedness (or 

on the opposite, situations in which the entrepreneur obstructs the employees from 

feeling competent, autonomous or socially related). It would be of little use to study 

situations in which this phenomenon does not occur or only occurs to a small degree. To 

ensure that the selected samples would most probably have something of relevance for 

the study, prior to scheduling the interviews I probed for conditions of the companies 

trying to find implications of these interesting phenomenon appearing. For example, one 

company was judged not to fit the theoretical sample; it was a recently founded small 

business with the manager supervising a couple of employees. However, during an initial 

questioning it turned out that the company was owned by a large multinational 

enterprise and managed much like other large businesses, therefore this company was 

dismissed. 

Sample size is also important to consider. Eisenhardt (1989) discusses the question of 

when to stop adding cases, and states that researchers should stop adding cases when 

theoretical saturation is reached. For the purposes of this study, it would mean 

interviewing entrepreneurs in two or three companies and two to four employees for 

each. According to Eisenhardt (1989), if it seems that there is a need for additional cases 

(or negative cases, in which the findings would not hold), these can be added after 

initially analyzing the information for a more in-depth or broader understanding of the 

results. The research was conducted in three companies, which was deemed adequate. 

However, after the analysis some ideas arose for delving deeper into specific questions 

or for applying the results in different circumstances, these suggestions for continued 

research are presented in the conclusions chapter. 
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To sum up, I was looking for companies in which the entrepreneur personally manages 

2-20 employees and in which I can hope to find behavior that positively or negatively 

affects the employees’ needs for competence, autonomy and relatedness. The plan was 

to conduct 5-10 interviews and six interviews were conducted. The lengths of the 

interviews varied between 27 and 69 minutes and lasted an average of 41 minutes. This 

was judged to be a sufficient amount, given that the gathered information was for the 

most part well on point and relevant to the topics of interest. Also, the two interviews 

within the same company provided two different perspectives. Still, the reported 

information correlated to a high degree, so a third interview within the same company 

would probably not have added new information significantly. 

3.4 Research Methods 

The research is conducted as a qualitative study case study. The data is gathered through 

semi-structured interviews of employees. Originally, the idea was to gather data from 

both employees and the entrepreneurs. However, during working on the literature 

review the focus shifted more to the experiences of the employees. The research question 

is concerned with the behavior of the manager and how it affects the motivation and well-

being of the employees. However, it is how the manager’s behavior is experienced by the 

employee that is crucial to his/her well-being and motivation, not how the behavior 

would objectively be interpreted and even less reliably by how the entrepreneur sees 

his/her behavior. For example, the entrepreneur could report that feedback is given often 

and in a very constructive way, but if the employee experiences that the feedback is 

negative and unwarranted, that is what will predict the outcomes for the employee. 

From each of the three companies fitting the sampling criteria, one of the respondents 

were people I personally knew. This was essential in getting them to open up about their 

personal experiences and feelings. The second person from the same company provided 

a different perspective and helped confirm the reliability and trustworthiness of the 

information. Comparing the interviews of the persons I knew to the one’s without a prior 

connection, the former were quicker to talk about how they felt about their work 

conditions and managers. As a downside, they sometimes seemed to want to emphasis 

positive aspects of their jobs. This potential bias could to an extent be identified and 

accounted for using the second previously unknown employee’s reports. They, in turn, 

could recount on events and conditions in their respective jobs to a more impersonal 

listener, thus improving the reliability, especially on more objective matters. 
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The semi-structured interviews suited well for gathering information on phenomenon 

stemming from interpersonal relationships and personal experiences. The questions 

were designed to allow the respondent to freely talk about the topic in question and to 

express his or her own viewpoints and interpretations. When conducting the interviews, 

I was interested to hear their accounts and encouraged them to continue and go deeper 

into certain topics of interest by asking additional probing questions. The interview guide 

(Appendix 1 and Appendix 2) was structured around four main themes: 1. Work-setting 

in general, 2. Competence, 3. Autonomy and 4. Social environment. One of the interviews 

was conducted in Swedish and the rest in Finnish. The pilot interview had indications of 

how much time could be spent on one topic, to help keep the length of the interview at a 

maximum of approximately an hour. All questions proved to work well for gathering 

relevant information and were kept unchanged, except for question used in the pilot 

interview: under the topic of social relatedness I had a question “What kind of style does 

your closest supervisor have?”. This question was intended to find out about the 

management style of the manager, but instead it was misunderstood to require the 

interviewee to assess how the manager is as a person, so the question was dropped. In 

addition to the actual question, the interview guide included auxiliary questions that 

could be used if the initial question did not provide a sufficient answer. These, however, 

were for the most part not required as the respondents were eager to provide long 

informative answers. 

3.5 Analysis 

Using systematic and analytical methods throughout the research is key for achieving 

qualitative rigor and this is emphasized when analyzing data. This is important, because 

qualitative rigor is crucial to reaching credible interpretations and the primary criteria 

for readers to judge how plausible and defensible the conclusions are (Gioia, Corley & 

Hamilton, 2013). The analysis strategy that will be used is Spiggle’s sevens steps of 

analysis. The seven steps are 1. Coding into categories 2. Abstraction from the categories 

3. Comparison 4. Dimensionalization 5. Integration 6. Iteration 7. Refutation. Through 

these operations I can organize data, extract meaning, arrive at conclusions, and confirm 

the concepts and theories previously made or to generate new ones (Spiggle, 1994). 

After conducting the interviews, the recordings were transcribed. Then, the text was 

processed by coding it into categories. The coding was done by going through all of the 

texts trying to identify information that is relevant for the study. These pieces of text are 
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assigned codes, which will help to later find the relevant information and then to process 

these separate codes into larger categories and themes. 

The development of the themes was started already during the literature review and the 

planning of the data collection, especially for the design of the interview guide. Also, 

during the coding other possible themes emerged. Under Spiggle’s (1994) second step: 

Abstraction from the categories, these categories were grouped to pre-existing themes or 

developed into new ones. 

3.6 Reliability 

According to my judgement, the overall reliability of the results was high. There was a 

high similarity between the results of the two respondents of each company, even when 

asked about person-dependent things, such as the personal opinion of the manager or 

how the person experienced the atmosphere at work. 

Surprisingly, even if the work-settings for the different companies were very different, 

there was also a relatively high correlation across all gathered data. For example, all 

respondents thought social ambience and interpersonal relationships, especially with the 

manager, are very important. 

For Company B, during the time the interviews were conducted both of the respondents 

had already changed jobs for about a year earlier, which somewhat lessens the reliability 

of their answers. They might have forgotten something important, or their thoughts 

about the job might simply have changed as a result of subconsciously comparing the 

previous works to their current employments. As a measure to minimize this potential 

inaccuracy, during the analysis I prioritized their responses with accounts of events and 

examples on how the manager behaved, over more general descriptions of work 

conditions. 

Furthermore, some of the respondents also compared their experiences to experiences 

from previous (or later in the case of Company B) employments. This type of information 

was also interesting but was given less weight, because it could not be compared to the 

answers of the second respondent from the same company. 

Finally, one respondent quoted something told by a third party. This information was 

not used for the purposes of the study as it was not personally experienced by the 

respondent. 
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Taking into account these conditions helped me ensure the reliability of the information 

that was used. 

3.7 Trustworthiness 

The overall impression was that the responses were highly trustworthy. All participants 

were informed that the information they shared would be anonymously reported and 

handled with confidentiality. The respondents openly spoke about their experiences and 

about their opinions regarding conditions and managerial practices at work. This was 

the case for both positive and negative experiences.  

However, one respondent seemed somewhat biased to defend his manager, probably due 

to their personal relationship as friends. This could be seen for instance, in responses 

that at first questioned the behavior of the entrepreneurs, but later tried to lessen them, 

by saying for example: “It’s just his style of speaking” or “Nowadays, it’s quite different”. 

In order to minimize the risk of choosing one answer over a second contradictory 

response, information related to actual episodes was selected foremostly. 

Another respondent could also have been biased towards reporting positive sides of his 

workplace, because he was referenced for the interview by his superior. Also, his superior 

could have been selective in referencing an employee, known to be happy with his job. 

And furthermore, this was the sole interview conducted at the office, where a chance of 

being overheard by colleagues could influence the responses. Even so, the responses 

seemed trustworthy as he was apparently content and the interview was scheduled for a 

late evening, with only one other person in the building.  
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4 RESULTS AND ANALYSIS 

The results are presented following the four main themes, which the interview guide was 

structured around. These are: 1) General information about the companies and work-

environments, 2) Competence 3) Autonomy and 4) Social relatedness. A fifth theme, 

Authority, was introduced during the analysis process, because it was a subject that was 

extensively mentioned and seemed to be interlaced with the other themes. 

The interviews allowed the respondents to freely answer the questions and tell about 

events or conditions they felt important, so for example a response to a question related 

with development of competencies could have relevant information about how 

autonomously they work or about social relations. As a part of the analysis-process, the 

results were labeled and are presented according to the topic to which they are relevant. 

The respondents were also encouraged to describe actual episodes and events, which 

provide more accurate memories than description of general conditions. These are 

presented often as original quotes, although translated. 

Although the work-tasks were highly different, same type of results were found across 

the different work-branches. One of the assumptions prior to conducting the interviews 

was that in small enterprises, with the entrepreneur or entrepreneurs personally in close 

interaction with the employees, a large variety of management styles could be found. As 

expected, these companies were an interesting setting in which to study management 

practices. The differences in management styles seemed to be reinforced by two 

conditions in particular: the managers did not have 1) formal education in management 

nor 2) managerial support in form of practices and policies implemented in larger 

organizations, such as performance appraisals or automated feedback forms. This line of 

thought was echoed by Respondent 2: 

“My experience is, that in all the offices with a good atmosphere, it stems from the bosses as 
persons really much. Because if you don’t have any management education and knowledge in 
dealing with different kind of people, the type of person you are is highlighted. If you are nice, a 
compromise-maker and co-operative it is reflected to the working environment. If you are 
stubborn and mean it is also reflected there. The own personality is emphasized in a totally 
different way, than for someone with managerial skills” [Respondent 2] 

It was explained that in the field of architecture usually all managers are by education 

architects, who have at some point started their own companies. This means that 

managers do not learn about good management practices through education, there is not 

the same type of structure for management as in larger corporations and furthermore, 
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good practices are not picked up from other companies within the field. Similar 

backgrounds were found in the two other companies. 

As a result, the management styles were very personal and dependent on the 

personalities of the entrepreneurs, as can be understood from many of the responses: 

“It’s just his style. He is just extremely direct in a way.” [Respondent 4] 

“About the partners [owners of the family enterprise], my mother-in-law tells me weekly that “You 
are very dear, you’re doing a good job, you go ahead and do it”. Maybe less of the feedback, it’s 
more like you know them, you see how they look at you and you know they are content with what 
you’re doing, they don’t need to say anything. My father-in-law, he’s quite this dour, older man. 
Older men, they don’t come and hug you and pat you on the cheek, they let you understand that 
you’re doing what they expect and that they’re content with what you do. He doesn’t say anything, 
but you can see from all of his gestures that he is satisfied with the result we are making.“ 
[Respondent 5] 

“I think it [good working atmosphere and low hierarchy] has a lot to do with the personalities of 
the bosses. That they are mothers of small children and quite uncomplicated and direct people 
anyway.” [Respondent 2] 

“He [the entrepreneur] is this dominant, kind of this alpha-male” [Respondent 3] 

“In a way, that is cool about him, he is as straight as anyone can be, he says exactly what he is 
thinking without hesitation. It’s just a little problematic in a certain position, in which you should 
try to avoid unnecessary conflicts instead of getting provoked or provoke them yourself.” 
[Respondent 3] 

Apparently, many intricate factors play a role in determining how the working 

environment is and how it is experienced. Therefore, the following section does not only 

present general background information of the companies, but also explains how the 

management is organized and how the employees were recruited and if they had a 

personal relationship with the manager from before. 

4.1 Background 

The first theme gives background information of the companies and work-environment. 

Table 2 presents background information on the companies and the corresponding 

respondents as well as the length of their employment. Following are brief presentations 

of each of the companies which help to understand environmental and historical factors 

for how the work and the management are organized. 
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Table 2 Background information on the companies 

Company A is a small architecture firm. The personnel consist of two entrepreneurs, who 

founded the company and manage it together, and of six employees. Particular for this 

job is a relatively high independency regarding the work-tasks and at times requiring 

creativity or collaborating with several different entities. Both of the respondents 

working for this company only worked part-time 2-3 days a week, and the rest of the time 

they worked on their own projects self-employed. Before applying, they had both heard 

of job-openings from acquaintances working at the company, which apparently is a 

typical praxis in the field. 

Company B operates with different kinds of maintenance work. The company is founded 

and owned by one entrepreneur, who himself executes a large part of the manual labor 

together with a few hired workers. The work-tasks included for example cleaning of 

windows or building facades. The work is characterized by physical work and often long 

working hours. Both respondents were employed for about a year. Respondent 4 worked 

full-time while Respondent 3 worked part-time aside from studying. Respondent 4 is a 

long-time friend of the entrepreneur and Respondent 3 his brother. 

Company C is a furniture sales company. The family-enterprise was founded by the now-

retired father of his four children, who since own and manage the company together. 

However, their mother works at the company and father is still somewhat involved; 

helping if needed and having a say during the family’s regular Sunday dinner/meetings. 

In addition to selling the products at two stores, they design the fully wooden furniture, 

which is then handcrafted at an Estonian affiliate and finalized (painted and fitted 

Company Branch Number of 

entrepreneurs 

Employees Respondent Length of 

employment 

Company 

A 

Architecture 

 

2 6 Respondent 1 2 months 

Respondent 2 1,5 years 

Company 

B 

Maintenance 

 

1 2 Respondent 3 1 year 

Respondent 4 1 year 

Company 

C 

Furniture 4 12 Respondent 5 11 years 

Respondent 6 10 years 
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according to the customer’s choice) in the shop in Finland. The company employs 12 

persons, of which most have been employed for a long time including the respondents, 

who have both worked at the company for more than 10 years. Respondent 5 is the 

spouse of one of the four current managers, although he was hired already by the founder 

before his retirement. Respondent 5 on the other hand referred his friend Respondent 6, 

who began working a while later. 

4.2 Competence 

All respondents seemed to value the possibility to develop their competences at work, to 

varying degrees.  

Maybe surprisingly, none of the companies had any sort of more formal development-

discussions. Some of the respondents did not think that they would be useful, though 

others would like to have a scheduled and structured discussion for receiving feedback 

concerning their performance more generally and over a longer time. 

The respondents employed at the architecture firm had the highest need to develop their 

competencies, and even talked about fulfilling themselves through work or satisfying 

needs to express creativity. Interestingly, a maximum amount of engaging or 

competency-developing work-tasks was not wished for. On the contrary, both 

respondents reported enjoying simpler work-tasks as a change to more demanding or 

more independent tasks. They had to tackle challenges more frequently when working 

outside of the company for themselves, so more straightforward tasks were a welcome 

change. Moreover, Respondent 2 reported that she enjoyed seeing how others had 

created a design to “get into someone else’s head”. She also told, that it was especially 

nice to continue working on the details of others’ designs if she herself found the design 

to be exceptionally good. 

Among the maintenance-workers at Company B, developing their competences was 

maybe the least valued aspect of the work and they did not really expect to learn much, 

that could be useful in life or later in their carriers. In addition, the entrepreneur at the 

maintenance-company had himself been doing the same or similar tasks for around ten 

years, so he usually had an opinion of what the best way to perform a certain task is and 

then showed it to the employees and expected them to follow. This eliminated the 

possibility for the employees to themselves try and invent new work-methods, which 

could have boosted their feelings of competence. At times there were conflicting opinions 

on best practices, which are discussed under the autonomy-topic. 
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At Company C the development of competencies was important for both respondents. 

Their attitude was that the competencies developed over a long period of time, through 

working and at times taking on new responsibilities. More than that, at Company C they 

extensively circled the work-tasks, with persons having their designated personal 

responsibilities, but simultaneously having the chance to help out with a broad range of 

other work-duties. This variation made the work more interesting and probably also 

served to strengthen their competences, as explained by Respondent 6: 

“Well that is maybe the biggest reason why this work stays meaningful. There are never to days 
that are exactly the same. Personally, I like customer service and sometimes to deliver orders. 
That’s also fun, to drive out there and that’s just the variation: today I drove deliveries and then in 
the evening I get to sit in front of the computer. So, there is a quite large scale on what I do in a 
day. And at times there might be some small handy craft, those are quite nice to work on as well. 
Sometimes there could be painting, but nowadays more rarely for me.” [Respondent 6] 

In addition to learning different skills, it could be interpreted that rotating work-tasks 

has the chance to strengthen social ties at work through a better understanding of others’ 

work-responsibilities and through simply working together with different people. Thus, 

rotating work-tasks could facilitate the employees’ working more efficiently together and 

so aid the company to operate more fluently. 

4.3 Autonomy 

Between the different companies the level of autonomy varied significantly. Also, the 

need for autonomy seemed to vary somewhat between the respondents. 

Company B provided the least amount of autonomy, which sometimes even caused 

conflicts: 

“For example, if I questioned some work-process, and started thinking: “Hey, why don’t you do 
this and this way?” the response was quite often something in the line of: “Hey fu*k, just do what 
you are told. Don’t start overthinking these things”. Maybe there is a point to it, but a part of the 
learning-process for an employee can be that you have to think about it for a while.” [Respondent 
3] 

Company A, the architecture firm, on the other hand expected the employees to be able 

to independently work on demanding tasks such as designing a leisure house. This was 

partly attributed to the company being smaller with smaller designing projects, as 

opposed to making the drawings for a block of flats, which might take a year. 

“Somehow there [in a larger architecture-company] the designing questions are more day-to-day 
and smaller, for example a shelter over the entrance and you can design whatever you want, 
whooh. So, you can design it, but in the end, there is relatively little you can do. In the smaller 
office, and in general in smaller offices, you might suddenly be handed designing-responsibility 
almost by accident: Sketch some drafts for this leisure house for a couple of days, the customer 
comes on Friday. And then you are suddenly planning the whole idea of the house and how it fits 
the property… “[Respondent 2] 
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Company C provided autonomy, but sometimes caused contradicting demands as 

employees had their personal areas of responsibility but were also expected to help out 

with other tasks such as customer service or logistics whenever needed. However, usually 

they had enough time for both. 

For some of the employees, the employment was not their only job, so instead of 

autonomy being experienced during the work itself, the ability to flexibility to work on 

other projects was the cause for feeling autonomous. Respondent 3 said that the best 

thing with the job was the freedom to decide when to work, for example working this 

long and then continuing with studies. Respondent 1 and 2 also reported that flexible 

working arrangements allowed them to focus more or less on their self-employed jobs, 

according to their demands. Furthermore, Respondent 1 said that in addition to having 

some flexibility regarding working-schedules, he receives mentoring support from the 

managers for starting up a company, as they themselves also have experience of being 

beginning entrepreneurs and that they are understanding of it not always being easy. The 

positive attitude to employees simultaneously working for their own companies in the 

same business area came to me as a bit of a surprise, but illustrates how broad the 

support of a manager can be; extending beyond the job itself. 

4.4 Social relatedness 

Under the theme of Social relatedness, two topics were talked about extensively. The 

other is the relations between the workers or the ambience at work in general. The other 

topic is the relationship between the employee and the manager. 

High emphasis was given to social aspects and a positive working atmosphere. 

Respondent 1 said that rarely an hour goes by without someone just talking about 

something unrelated to work and he was very content with atmosphere at his work. 

Especially Respondent 5 of the Furniture-company described a very strong sense of 

community and an even deeper feeling of responsibility for the co-workers, not just at 

work, but of the persons holistically: 

If for example in one’s family there are some health-related issues or something else, these things 
are told, and we hug and cry together. It might seem totally crazy, but if for example someone tells 
that my mom has this illness or something else, it affects the work-community quite a lot. Everyone 
feels it quite strongly, because we know the mother. Or if someone has a child, everyone will be at 
the hospital hugging and rejoicing it. [Respondent 5] 

I know that when they smile and laugh and they have everything well at home, then I know that 
I’ve done my work well. [Respondent 5] 
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Also, when asked about what the best thing at work is for him Respondent 5 said that it’s 

the people, the people he gets to do it with. Respondent 6 from the same company 

continued in the same sense when asked if he is content at work replied: 

“Yes. Certainly. There’s no need to switch, this has been so far just the kind of place where I like to 
be. One of the best things is just that, that there is a good crew and so on.” [Respondent 6] 

Typical for these small companies is that the entrepreneurs were responsible for 

recruiting and that they often hired friends and acquaintances or persons that were 

recommended by existing employees. This process obviously has a significant impact on 

who will be employed and consequently, on the group dynamics of the workforce in the 

long run. Many viewed this as a positive thing and find that it is easy and nice to work 

together with people that they know from before and like to spend time with.  

Respondent 2 questioned the reason behind basing recruitment decisions on someone 

saying: “I think this person is a good guy” when there could be plenty of proper 

applications waiting. Her assessment was that it was mostly done for saving time, in spite 

of it not necessarily being the best option. 

Respondent 5 also thought it to be important to hire people that you know you get along 

with and can trust. At the same time, he was a bit wary that on the flipside of the coin 

there is a risk that if problems arise at work it could affect the personal relationship or 

the other way around: 

“Of course, I took a big risk regarding my friendships, when I wanted working people that are 
important to me. But we have clear rules at work and for our spare-time: outside of work there is 
no hierarchy and at work there is.” [Respondent 5] 

The personal relationship with the manager proved to be an important topic. Respondent 

4 reported that at times, the personal relationship helped avoid conflicts. He stated that 

by knowing the person well, he knew how to have this “filter”, making it possible to ignore 

comments that otherwise could be irritating or offensive. 

When asked what is especially important, Respondent 5 highlighted the employee-

manager relationship: 

“When you are dealing with people, be interested in who they are, what they are like and what is 
going on in their lives. Be present, wherever you are. It doesn’t have to be like we have it: that the 
CEO sits with you in the sauna. But it could be that the CEO sometimes has coffee with you. Don’t 
get stuck in the ivory tower, because it is possible, for real, even for me. I wouldn’t necessarily have 
to speak with anyone, or I’m not obliged to be interested in what others do. Of course, someone 
could say that they’re your friends, but still. In work-life, that you have the will to be interested 
and that you want to be present. [Respondent 5] 
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Many found that it was important that it is easy to approach and to talk to their superiors. 

4.5 Authority 

Authority was a theme that was not initially identified as a factor during the literature 

review or when designing the interview guide. However, the question of authority came 

up many times in the responses and seemed to influence the other themes. That is why 

it seemed important to present issues related to authority separately in addition to the 

bearing themes based on the psychological needs, which are discussed throughout this 

thesis.  

The initial analysis showed that authority was a major theme, and it seemed to overlap 

with the themes of competence, autonomy and social relatedness. Authority in this case 

refers to how the respondent perceives or experiences his or her superior. It is defined 

by how the formal employee-manager relation is structured and the respective 

responsibilities. On the other hand, authority is also about how the informal relation is 

built and taken care of on an interpersonal level. It appears that the way hierarchy is 

organized and the social relationship with the manager influences many situations in 

which competence, autonomy or social relatedness are experienced positively or 

negatively. In some responses this could be directly linked to motivational or well-being 

outcomes: 

“Yes, maybe the mental aspect, he was giving instructions a lot and even very critical to everything 
that people did. In a way I understand it, but of course if you always have to shout what you have 
to say to make sure it gets through, at some point you get fed up with the yelling. [Respondent 4] 

“Maybe it’s easier when you know a person, to approach and talk if you have something on your 
mind” [Respondent 6] 

“It’s quite nice to have a lot in common with the bosses, for example some common acquaintances. 
Then again, they’re that much more experienced so I don’t have any problem with their authority 
or anything like that. In that sense, it doesn’t feel at all contradictory. [Respondent 1] 

“It’s good that it [feedback] comes from someone you appreciate the most, because when she says 
it, I might not feel agitated at all. But when it comes from outside, from someone other than my 
wife, then I feel like: “Why? I want an explanation, and I want it now. I want to know why you are 
saying this or why you intend something. I’ve done my best, why is it like this.” But if my wife says: 
“this is just the way it is, this is something that has to change”, then I am just: “Okay fine, I’ll do 
that”. It is easier to when it comes from her, because she knows me and maybe knows that I can 
do it better or focus on it better or something else and might know to demand it.” [Respondent 5] 

The respondents also talked about how much the management style of the entrepreneurs 

relied on a strong authority and how easy it was for the employees to accept it. Factors 

such as the higher age, longer education and more work-experience of the managers 

made it more natural for the employees to accept more distinct manager/employee roles. 

On the other hand, being equal on a personal level as friends (or as husband and wife for 
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Respondent 5), made it harder to accept more hierarchical or authoritative behavior. 

However, a close personal relationship was not a problem if the behavior at work was 

more familiar and less authoritative. In all cases, clear roles and responsibilities seemed 

to make working together easier and more predictable. 

4.6 Analysis 

As mentioned in the methodology section, the interview transcriptions were analyzed by 

first assigning labels or codes to interesting or relevant responses. This allowed for 

organizing the responses according to the topic that was discussed. Organizing the 

information was highly necessary because of the large volume of data and because the 

semi-structured interviews allowed the respondents to freely speak of events and 

relations at their jobs. A question which in the interview guide was planned to target a 

certain topic, could yield a response with relevant information to another issue, or 

regarding the targeted topic and simultaneously one or more other topics of interest. 

Organizing the responses according to topics enabled for presenting the results together 

for the different companies and also made comparison easier. Below (Table 3) are some 

examples of how responses were labeled. 

Question (if relevant 

to the response) 

Response Label 

Do you work together 

with others at the 

office? 

Yes, but quite little. A lot is drawing 

something and then there is some 

problem, a door hits something, or 

something doesn’t fit. Often you can 

solve it pretty well yourself. 

Co-working, 

independence 

Do you experience the 

feedback to be most of 

the time positive and 

constructive? 

Yes. I would say that. There could be a 

little more of it. I think it is quite 

important to receive clear feedback. 

Feedback 

Do you get more 

precise directions for 

some tasks? 

I rarely have to ask. Of course, there are 

some cases and we have to work in co-

operation. That is one thing where you 

can see it, that when it’s a small family 

business everyone is kind of friends 

Physical presence, 

employee-manager 

relation, 

atmosphere, co-
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with each other. For example, there sits 

the CEO right next, and still everyone 

gets along and are friends. That’s an 

especially good thing here. 

working, being 

content. 

 … But maybe that is why the work 

didn’t suit me, because… For a while it 

is fun when you learn something new, 

a new way… as silly as it might sound 

cleaning windows is also a certain 

technique, which is fun to learn. But 

once you know how to clean windows 

you know how to clean all windows and 

there won’t be anything more to it. 

Learning new 

things 

Table 3 Examples of how responses were labeled 

Of the transcribed responses, a total of 170 segments were coded. The number of 

different labels were 57. 

The next step was to work the labels into broader categories or themes. The purpose was 

to find larger groups of related topics and possible even some connections between these. 

The figure below (Figure 5) present the different labels and how they were worked into 

broader categories and how these categories link to the greater themes. 
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Figure 5 Organizing labels into categories  
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Many of the labels could belong to several categories and some of the broader themes are 

overlapping and interconnected to each other. For example, the degree of how 

independently the work was performed was mainly a property of the type of work 

executed, but it could also be a result of how the manager has organized the work, 

therefore being related to management style. However, for most of the labels it was 

possible to group them into relatively distinct categories. The figures also reveal that 

interpersonal relationship was a topic that was extensively brought up, with many 

different viewpoints. Another large part were topics related to management, in particular 

management styles and practices. 

Authority emerged as a major theme during the analysis of the data. How authority is 

experienced and how it is exercised by the superior has a strong influence on how the 

psychological need of competence, autonomy and social relatedness of the employee are 

met. Of the responses, a large number were directly related to the relationship with the 

manager (44 responses) or to his/her behavior. It appears that hierarchies or strong 

authorities would not be problematic in themselves. Rather, the problem arises if there 

is a reason why the authority is hard to accept by the employee, if the employee 

experiences that power is exerted in an unwarranted or unjust manner or if there is a 

conflict between roles. 

Interlaced with the concept of authority, was that the interpersonal relationship between 

the employee and the entrepreneur seemed to influence how the entrepreneur’s behavior 

was experienced as being supportive or detrimental to the psychological needs of the 

employee. For example, in company B both respondents were somewhat understanding 

of unreasonable behavior of the entrepreneur. But when a person unfamiliar with the 

entrepreneur from before was scolded in front of the others, it made him quit the job. 

This leads to my theorization that the stronger personal relationship between the 

respondents and the entrepreneur influenced how they experienced receiving overly 

critical feedback, so that it was less harmful for feeling competent, autonomous and 

socially related. 
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Figure 6 Proposition on how Authority influences how the manager’s behavior is 
experienced to be supportive of the psychological need for competence, autonomy and 
social relatedness 

My proposition is that the way authority is enforced by the manager and the 

interpersonal relationship between the manager and the employee influences how the 

behavior of the manager is experiences by the employee to be supporting or harming 

feeling competent, autonomous and socially related. Thus, having an impact on 

motivation and well-being, which are regarded as desired outcomes in this thesis. Figure 

6 demonstrates the relationship explained above, with authority functioning as a 

moderating factor. In the next chapter, these topics are discussed through a theoretical 

lens, attempting to explain the findings with the help of existing theories. 
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5 DISCUSSION 

This section will examine the findings from a theoretical perspective. First, taking a 

perspective based on the main theory, the results are fitted into a bigger picture. Second, 

alternative explanations are sought to contrast and challenge the initial theories. Finally, 

the theory is expanded by a proposition based on the findings. 

For the most part, the findings seem to correspond well with what could be predicted 

based on Self-determination theory (Ryan & Deci, 2000). The exceptions, which could 

be interpreted to be contradictory are presented later in this chapter. Whether or not 

feeling competent, autonomous and socially related would actually lead to improved 

motivation and well-being was not the focus of this thesis, as this has been fairly accepted 

according to existing literature. Still, the matter has importance, because from a 

managerial perspective it would be of little use to know how the employees’ needs for 

competence, autonomy and social relatedness can be supported if this in turn, would not 

result in motivation and well-being. Overall, this relation was confirmed on multiple 

occasions and the results did not bring anything that would warrant questioning this part 

of the theory. 

More interesting is what actually supports the employees’ psychological needs and 

especially the things the manager can influence. Here the findings were more nuanced, 

as they have been in previous studies (e.g. Baard et al., 2004; Deci et al., 1989; Deckop 

& Cirka, 2000; Shirom et al., 1999; Vakkayil et al, 2017). However, there was a consensus 

on the significance of the managers actions and behavior. Based on the findings, I see the 

managers behavior as stemming mainly from three factors: 1) the managers personality, 

2) the adapted management style and 3) the interpersonal relationship between the 

manager and the employee. It appears that the interpersonal relationship is critical to 

how the behavior is experienced by the employee. As explained earlier, the persons own 

experience is what predicts the outcomes on motivation and well-being, which could be 

a reason why previous studies have come up with such mixed results regarding 

management and motivation. What was surprising and unforeseen based on the theory, 

was the extent to which a strong personal relationship with the manager boosted the 

individuals experience of positive behavior and mitigated the effects of negative actions 

by the manager. The notion of how the authority of the manager was expressed and 

enforced was closely linked to this relationship, which led my proposition of authority 

operating as a moderator between the manager’s behavior and satisfaction of the 
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employee’s psychological needs. This is examined in more detail at the end of this 

chapter. 

Continuing on the interpersonal relationship between the manager and the employee, 

one aspect is that the entrepreneurs can usually decide whom to hire and often have 

friends or acquaintances working for them. Many times, this background influences how 

the manager-employee relationship is formed and makes the relationship more complex, 

as the individuals have different social roles with each other, depending on the situation. 

All of the respondents had been recruited through personal contacts; half through direct 

personal relation with the entrepreneur and half by contact to an employee of the 

company. Some view entrepreneurs as all-mighty bosses or lone wolves, separating them 

from their employees emotionally, but on the other hand, being able to choose employees 

could strengthen their personal relations and prevent feelings of loneliness (Shepherd & 

Patzelt, 2017, p. 217). According to entrepreneurial team literature, how entrepreneurs 

add new members to their companies has two general explanations: the first is that it is 

a rational process, while the second postulates that the process is driven by interpersonal 

attraction and social networks (Forbes, Borchert, Zellmer-Bruhn & Sapienza, 2006). The 

findings in this study clearly supports the latter explanation. 

While autonomy was expected to be important to everyone, respondents seemed to value 

autonomy to different degrees. Shepherd and Patzelt (2017, p. 214) stated that 

individuals’ desire for autonomy is likely to vary depending on personal characteristics. 

This contradicts with self-determination theory, which views autonomy as an innate 

psychological need that must in all cases be satisfied in order for improved motivation 

and well-being to occur (Gagne & Deci, 2005; Ryan & Deci, 2000). 

Employees working part-time were not particularly concerned with their autonomy at 

their jobs. Instead, these employments provided a stable income, which made working 

on their independent projects (studies and self-employment) less stressful. This could be 

explained by Maslow’s (1954) need hierarchy, if the security (a lower-level need) of the 

stable income is perceived to allow the self-actualization (a higher-level need) involved 

in the personal projects. On the other hand, would the self-actualization of the 

studies/self-employment be completely unmotivating without the more stable 

employments? Taking a different approach, the jobs could be considered autonomy-

supportive even if they did not provide much autonomy on the jobs, because it made it 

possible for the employees to work independently on other things for two to three days a 
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week. This interpretation would correspond relatively well with self-determination 

theory. 

A more common topic was the autonomy at the job. One method of providing autonomy 

in particular was identified and widely perceived to be beneficial: enlarging job 

responsibilities. It was referred to in all but one of the interviews and it was judged to be 

one of the most important aspects keeping the job interesting over time. This finding 

corresponds with an earlier study (Gagne & Deci, 2005) in which enlarged 

responsibilities was postulated to increase intrinsic motivation. Two respondents 

reported wanting to stay for a long time at their jobs partly because of varying work, while 

half of the respondents reported changing jobs specifically because of seeking broader 

job responsibilities. In one of the companies enlarging job responsibilities seemed to 

come naturally, sometimes almost by accident. Delegating responsibility was estimated 

by the respondent to be a result of the firm being smaller, although it must be noted that 

this company had a very low hierarchy, which might also explain sharing responsibility 

more easily. In contrast, at a company which could not provide opportunities for new 

responsibilities, the employees were clearly unhappy with that. At a third company they 

had purposefully integrated varying work-responsibilities into their daily routines and 

also a chance to specify in a certain area. These employees seemed content with the 

praxis. My interpretation is that varying job tasks at this company also made the 

employees work more together and increased co-operation, thus strengthening the 

relationships between the employees. Making employees work more together might not 

always directly improve their relationships, but it might help them understand the jobs 

of others and at least gives them a chance to interact. If enlarging job responsibilities has 

some benefits for social relatedness remains less clear but enlarging job responsibilities 

is more obviously a factor improving the competence and autonomy of employees. 

Enlarging job responsibilities is probably especially interesting for organizations wishing 

to retain their employees for a longer time, simultaneously broadening the knowledge 

and skills of the personnel.   

Being paid is obviously a basic element of most work. However, in contrast to much-

discussed motivational schemes based on monetary incentives, none of the respondents 

prioritized their salaries or pay-structures when discussing their motivation, satisfaction 

or what was important to them at work. In several of the interviews, monetary rewards 

were not even mentioned. The sole response in which a strong connection between pay 

and motivation was reported was in one of the respondent’s story of how he was 
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recruited. Respondent 5 told that his father-in-law offered a summer-job promised to 

pay more than the others and he replied, “Well, why not? That sounds quite good” and 

he has been working there ever since. This would correspond to the suggested theory that 

companies should use monetary incentives to attract employees and to later use non-

monetary incentives in order to retain employees and to enhance intrinsic motivation 

(Wiersma, 1992). Respondent 4 on the other hand implied the salary was not sufficient: 

“It was not very rewarding money-wise, but we had a pretty good team-spirit”. It 

contradicts Maslow’s (1954) need hierarchy, which proclaims that a lower level need (in 

this case the salary) has to be satisfied before a higher-level need (in this case respect and 

liking from boss and colleagues), would have any appeal or motivational effect. 

The respondents’ own interpretations of which factors were the causes of their 

motivation and well-being were sometimes completely different than the ones theorized, 

even in cases in which the respondent had reported events supporting the theory. For 

example: when asked what is especially important, Respondent 6 replied that it is the 

close relationships of the workers that makes it nice and meaningful to come to work 

every day. He continues, reflecting on friends that say they don’t feel like going to work, 

that it is probably more due to conditions at their working places, like a shouting boss 

for instance, than because of their unwillingness to work. The respondent’s own 

interpretation is that maybe it’s just his attitude towards work in general; that all work 

is to be done properly and that he values all work equally from cleaner to CEO. Anyhow 

he concludes that he especially values the good working crew. Nevertheless, the 

employee’s underlying attitudes could also be important when trying to understand the 

individual’s motivation. Gagne & Deci (2005) see the relationship being causal in the 

opposite direction: instead of attitudes determining how easily the needs for 

competence, autonomy and social relatedness are satisfied, they predict that work-

environments supporting these needs lead to positive work-related attitudes. Still a 

different opinion is expressed by Respondent 4, who said that for him the best thing at 

work was the chance to work outdoors, something totally unrelated to the previously 

discussed concepts.  

Findings in the architecture firm implied that the authority of the managers was harder 

to accept as a result of same educational background (typically everyone are architects 

by schooling) and all view themselves as creative designers, at least to some extent. In a 

similar way, Empson (2019) found that in professional firms the workforce consists of 

experts who value their autonomy and that they feel they have the power to either accept 
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or reject the authority of their leaders. In other words, these leaders have to constantly 

earn the authority from their employees. 

Another study (Kanat-Maymon, Yaakobi & Roth, 2018) presented a similar model to the 

one proposed earlier, including authority as a factor connected to management and 

motivation. Their model is based on combining self-determination theory to the 

relational model of authority. A key concept of the relational model of authority is 

perceived legitimacy of authority, which would equal acceptance of authority as I 

formulated it earlier in the text. Additional to my model, the study found that a 

supportive management style was positively associated with perceived legitimacy of 

authority and that legitimacy in turn functioned as a mediator, having a direct influence 

on workplace outcomes such as work satisfaction, commitment and burnout. Also, and 

more importantly for this thesis, they found that acceptance of authority was linked to 

improved motivation, which in turn led to positive workplace outcomes. This strongly 

supports the findings of this thesis and my proposed model.  
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6 CONCLUSIONS 

Managerial Implications. 

A strong connection was found between the employees’ perceptions of their manager’s 

behavior and the employees’ feeling competent, autonomous and socially related, which 

in turn predicted improved motivation and well-being. At times, the behavior and the 

reported experience was detrimental to the employee. Even so, from the perspective of a 

manager the significance of his or her behavior (good or bad) could be viewed as a 

potentially great opportunity to influence the employees, because changing the 

conditions of the work are often limited, while changing our behavior is usually possible, 

albeit not necessarily easy. For example, it might not be feasible to increase salaries, 

make all working tasks interesting or only work outdoors on sunny days. In contrast, it 

is more often possible to make some time for listening to the employee, to thank for a 

well-done job or to encourage informal social interactions amongst the employees. 

Concrete behaviors identified include enlarging job responsibilities, giving positive and 

relevant feedback often, being present for the employees physically and mentally: having 

time for them and treating them so they feel valued and respected. Detrimental 

behaviors, which are to be avoided include: ignoring employees’ opinions and 

suggestions, not providing meaningful explanations and enforcing excessive control. 

Limitations 

The research was done with a very small sample, so it remains uncertain how the findings 

transfer to other contexts or to companies in other cultures.  

All of the companies in this study were from different branches, so it could be argued 

that the findings could be attributed to the type of work instead of to the entrepreneur’s 

behavior.  

The relationship between management and motivation is complex, so other factors than 

the ones found, could potentially influence the results. 

Continued research 

The theoretical implication of this thesis is that self-determination theory could be 

extended with the concept of acceptance of authority, which could help explain some 

aspects of how a manager’s behavior influences motivation. Also, the interpersonal 
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relationships seem to play an important role in building support for the manager’s 

authority. 

This presents many opportunities for future research. The proposed model could be 

tested and refined to validate the model and to assess how strongly acceptance of 

authority moderates the influence of the management style.  

While this thesis identified several concrete managerial behaviors that could improve 

motivation and well-being, experimental studies could do an intervention in a company 

(for instance, train the manager to acknowledge the opinions and feelings of employees) 

and study the effects before and after. This type of longitudinal study could help establish 

the causality of linked phenomenon.  

Future research could take a similar approach to this thesis in larger organizations. Do 

the practices and standards in large companies limit the influence of the managers 

behavior in terms of supporting their employees’ psychological needs for competence, 

autonomy and social relatedness. What other methods can be found to boost motivation 

and well-being? Are there situations in which supporting the employees’ basic needs will 

not yield hoped results or is unnecessary for some other reason? 
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7 SVENSK SAMMANFATTNING 

INTRODUKTION 

Motiverade, engagerade och välmående anställda kan vara en avgörande styrka för 

många företag. Genom ledarskap och beteende påverkar alla chefer och särskilt 

entreprenörer medvetet eller omedvetet sina anställdas motivation och välbefinnande, 

till det bättre eller sämre. Hur kan chefer påverka medarbetarnas motivation och 

välbefinnande positivt? Vilka metoder kan användas och genom vilka mekanismer 

fungerar de? 

Med grunder i tidigare motivationsteorier så som: Maslows (1954) behovshierarki, 

Vroom’s (1964) förväntningsteori och Porter och Lawlers (1968) teori om inre och yttre 

motivation, så har Ryan och Deci (2000) gett en annan förklaring i deras själv-

bestämningsteori. Teorin utgår från att människor har medfödda psykologiska behov för 

kompetens, autonomi och social samhörighet, och att då dessa är tillfredsställda så 

förbättras individernas motivation och välbefinnande. Självbestämningsteorin har 

kunnat bevisas empiriskt och har utnyttjats inom sport, utbildning och hälsovård, men 

färre empiriska studier har gjorts inom företag. 

Genom att intervjua anställda inom företag identifierar denna avhandling konkreta 

ledarskapsmetoder som hjälper till att uppfylla de anställdas grundläggande 

psykologiska behov, vilket i sin tur leder till förbättrad motivation och välbefinnande. 

Med hjälp av forskningsresultat inom psykologin bidrar det här arbetet till en förståelse 

för hur en mer komplett syn på motivation och välmående kan tillämpas för att förbättra 

ledarskapspraxis. Detta är nyttigt för alla som vill motivera andra och öka engagemang, 

ansträngning och prestation av hög kvalitet (Ryan & Deci, 2000), vilket är önskvärt, 

särskilt i dagens kunskapsintensiva arbete (Benabou & Tirole, 2003). 

TEORI 

En stor mängd forskning inom områdena ledning och organisation har varit engagerade 

med motivation som ett önskat slutresultat. Motivation kan förstås som en intern 

process som leder till handling. Däremot har välbefinnande först på senare tid blivit 

uppskattad som en viktig faktor för organisationers prestationsförmåga. Styrkan med 

dessa traditionella motivations-teorier är att de ofta tar hänsyn till chefens ställning, 

medan forskning för välbefinnande har fokuserat på ett antal andra faktorer. Samtidigt 

så har psykologer har hittat mekanismer genom vilka både välbefinnande och motivation 
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kan uppnås. Nedan är en redogörelse för hur forskningen inom motivation har utvecklats 

och de viktigast motivationsteorierna samt en grundligare beskrivning av Self-

Determination Theory av Ryan och Deci (2000), eftersom den fungerar som en teoretisk 

bas för avhandlingen. 

Motivation har fascinerat forskare och chefer i mer än ett sekel, främst för att motivation 

ger resultat. Sedan den industriella revolutionen utvecklades ledningspraxis (Wren & 

Bedeian, 1994) och företag började motivera sina anställda för att förbättra 

produktiviteten. I Scientific management, publicerad 1911, introducerade Taylor tanken 

om att belöna individer baserat på deras prestation. Han såg de anställda som en del av 

en maskin och målet var att maximera effektiviteten hos företag (Koumparoulis & 

Solomos, 2012). Principerna kallas allmänt för Taylorism. Senare teorier granskade 

motivation genom att försöka förstå individens perspektiv. 

Maslow's (1954) Hierarchy of Needs är en av de mest kända teorierna för motivation och 

används för att förstå människors behov för att effektivt motivera anställda. Enligt 

Maslow drivs motivation av behov och dessa behov är hierarkiskt ordnade. En person 

måste t.ex. ha mat och vatten innan han blir intresserad av självkänsla eller sociala 

relationer. Behoven delas in i fem nivåer, börjandes från den mest grundläggande är 

dessa nivåer behoven för: 1) fysiologiska krav, 2) säkerhet, 3) kärlek och tillhörighet, 4) 

självkänsla och 5) självaktualisering. Organisationer har försökt tillfredsställa dessa 

behov genom att förse de anställda med ekonomisk kompensation, en säker arbetsmiljö, 

uppskattning och respekt, erkännande och utmanande arbetsuppgifter (Berl et al., 

1984). Även om teorin har ifrågasatts så är Maslows behovshierarki fortfarande populär 

(t.ex. Sadri & Bowen, 2011) och är lätt att förstå. Teorin har fungerat som en 

referenspunkt för senare försök att förklara människans behov och motivation. 

Vrooms (1968) teori om förväntning betraktar motivation som en enhet som varierar i 

sin styrka. Vroom betonar att motivation handlar om att uppnå ett mål, som är den 

förväntade belöningen. Enligt teorin bestäms styrkan av motivationen av hur en individ 

uppfattar att 1) ansträngning leder till prestation (förväntan), 2) prestationen leder till 

en belöning (instrumentalitet) och 3) belöningen har värde (valens). Många aspekter av 

teorin är relevanta än idag, vilket kan bekräftas med ett exempel på instrumentalitet: en 

ny studie (Abbatiello et al., 2018) fann att anställda som inte förstod löneprocessen var 

60 procent mer benägna att lämna organisationen. För dem var det oklart om och hur 

prestationen leder till belöningen. Trots att teorin kan anses vara förenklad så beskriver 

Vrooms förväntningsteori viktiga faktorer för arbetsmotivation (Lloyd & Mertens, 2018). 
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Porter och Lawler (1968) skapade en modell för motivation som skiljer mellan inre och 

yttre motivation (även kallade för intern och extern eller intrisisk och extrinsisk 

motivation). De rekommenderar att man uppmuntrar båda formerna av motivation för 

att öka den totala mängden motivation. För att motivera de anställda bör chefer skapa 

tydliga, prestationsbaserade belöningsscheman (för att främja yttre motivation) och ge 

mer ansvar för att göra arbetet intressantare (främja inre motivation). Överraskande och 

i motsats till vad som förutsågs på basis av teorin, fann experimentella studier att 

främjandet av yttre motivation hade en negativ effekt på den inre motivation (Eden, 

1975; Shirom et al., 1999; Deckop & Cirka, 2000). 

Självbestämningsteori (Ryan & Deci, 2000) skiljer mellan ingen motivation, yttre 

motivation (gör saker för resultatet) och inre motivation (gör saker för intresse eller 

njutning av själva aktiviteten). Teorin delar vidare yttre motivation i fyra typer som 

varierar i den grad motivationen härstammar från en själv. Börjande från den mest 

kontrollerade formen och vidare till mer autonoma former kan de fyra typerna av yttre 

motivation förklaras på följande sätt: 

1) Den mest kontrollerade typen av motivation innebär att göra något för att få 

belöningar eller för att undvika straff, vilket här kallas extern reglering. 

2) En mindre kontrollerad typ av motivation innebär att man gör något för att accepteras 

av andra eller för att känna sig värdig. Detta kallas inledd reglering. 

3) En mer autonom form av motivation är att göra något för att det känns viktigt och 

meningsfullt, det här kallas identifierad reglering. 

4) En helt autonom, men fortfarande yttre form av motivation kan ses i handlingar som 

inte är njutbara i sig själva, men känns viktiga och meningsfulla och dessutom är en del 

av ens identitet. Detta kallas integrerad reglering. 

Enligt en senare studie (Gagne & Deci, 2005) leder de mer autonoma formerna av 

motivation (som alltså härstammar från en själv och inte är påträngda utifrån) till de 

bästa slutresultaten, såsom engagemang och hög prestation. Det är med andra ord inte 

bara mängden av motivation som spelar roll utan typen av motivation är till och med 

viktigare. 

Enligt Ryan och Deci (2000) har människor medfödda psykologiska behov. Tre av dessa 

påverkar starkt motivation och välbefinnande. Dessa är behovet av 1) kompetens, 2) 
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autonomi och 3) social samhörighet. Behovet av kompetens kan tillfredsställas genom 

att utveckla sina förmågor och kunskaper, men lika viktigt är att känna sig kompetent 

och kapabel. Avgörande för att stöda en persons behov för kompetens är positiv feedback 

och utmaningar som är passligt svåra. Autonomi handlar om att känna att det man utför, 

görs av ens egen vilja och på ett sätt man själv väljer. På jobbet stöds autonomi genom 

att minimera överdriven kontroll och genom att ge de anställda personlig kontroll över 

hur de sköter sina arbetsuppgifter. Social samhörighet innebär att känna trygghet i ens 

sociala förhållanden. Vänner och familj är uppenbarligen viktiga, medan man i 

organisationer och företag kan bygga social samhörighet genom en stöttande 

arbetsmiljö, som omfattar respekt och förtroende. Dessa psykologiska behov är 

medfödda och gemensamma för alla människor. (Ryan & Deci, 2000.) 

Då dessa dessa tre psykologiska behov tillfredsställs, ökar den interna motivationen,  

välbefinnandet och självregleringen. Det leder till personlig tillväxt, social utveckling och 

välbefinnande. Genom att bedöma i vilken mån en åtgärd tillfredställer en persons behov 

av kompetens, autonomi och social samhörighet, kan man bedöma hurdant 

ledarskapsbeteende förbättrar de anställdas motivation och välbefinnande. Om man  

t.ex. hjälper en anställd med ett problem kan det i vissa fall oavsiktligt minska hens 

känsla av att vara kompetent och/eller självständig. Ur det här perspektivet kan det 

istället löna sig att uppmuntra den anställda att komma på en egen lösning till problemet, 

vilket ökar den anställdas självförtroende. (Ryan & Deci, 2000.) 

Traditionellt har organisationsforskning fokuserat på ledarstilar och de anställdas 

motivation. Däremot, baserat på teorierna som diskuterats i litteraturgenomgången, ser 

den här avhandling att gott ledarskapsbeteende kan tillfredställa de anställdas 

psykologiska behov, vilket i sin tur leder till förbättrad motivation och välmående. 

Förhållandet mellan chefens beteende och de anställdas motivation illustreras i figur 7. 
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Figure 7 Relation mellan ledning och motivation från en traditionell syn (till vänster) 
och baserat på självbestämningsteorin (till höger). 

Denna studie granskar alltså motivering och välbefinnande som ett resultat av sådant 

ledarskapsbeteende, som uppfyller de anställdas psykologiska behov för kompetens, 

autonomi och social samhörighet. Vise versa antas det att om chefen hindrar eller skadar 

de anställdas grundläggande behov (genom till exempel överdriven kontroll, negativ 

feedback eller opersonliga sociala relationer) leder det till minskad motivation och sämre 

välbefinnande. 

Ledarskapsbeteende som har visat sig uppfylla de anställdas behov är bland annat: att ta 

i beaktande de anställdas perspektiv, ge positiv feedback på ett icke-kontrollerande sätt 

och öka ansvar över arbetsuppgifterna (Deci et al., 1989). Studier har funnit empiriska 

bevis gällande arbetsmotivation, som passar bra ihop med självbestämningsteorin (se 

Bono & Judge, 2003; Baard et al., 2004). Det finns dock fortfarande ett behov av att 

identifiera mer konkreta ledarskapsbeteenden, som uppfyller de anställdas behov av att 

känna sig kompetenta, autonoma och socialt samhöriga (Gagne & Deci, 2005). 

Forskning inom välbefinnande har utgått ifrån människors hälsa och utvidgat det till ett 

bredare fenomen. Välbefinnande kan definieras som tillståndet för fysisk, mental och 

social hälsa, tillfredsställelse och lycka. Psykologer har studerat vad som leder till lycka 

och välbefinnande (Sheldon & Lyubomirsky, 2007) medan organisationsforskare har 

närmat sig välbefinnande genom fokus på arbetssäkerhet och hälsa (Schulte & Vainio, 

2010). I entreprenörskapsforskning har å andra sidan huvudfokus varit entreprenörens 

välbefinnande (Shepherd & Patzelt, 2017), inte på hur entreprenören påverkar de 

anställdas eller de övrigas välbefinnande. 
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Avslutningsvis, så har en omfattande mängd forskning gett oss en förståelse för vad 

motivationen är, vad som leder till motivation och också vilka resultat motivation i sin 

tur leder till. Emellertid så har största delen av motivationsforskning inom 

organisationer inte skilt på olika typer av motivation även om mer autonom motivation 

har kopplats till de anställdas engagemang, kreativitet och hög prestation (Gagne & Deci, 

2005). Välbefinnande å andra sidan är en mer nyligen växande trend inom företag 

(Abbatiello et al., 2018), men det finns ännu inte många konkreta ledarskapsförslag på 

hur de anställdas välmående kan förbättras. Ryan och Deci (2000) hävdar att människor 

har medfödda psykologiska behov och när dessa är tillfredsställda så förbättras 

individens inre motivation och välbefinnande. I stället för att granska motivation direkt 

som ett resultat av en chefs beteende bör en chef stöda de anställdas grundläggande 

psykologiska behov för att känna sig kompetenta, autonoma och socialt samhöriga, vilket 

sedan leder till bättre motivation och välbefinnande. 

METODER 

Forskningen utfördes som en kvalitativ studie. Datan insamlades genom sex semi-

strukturerade intervjuer. Utgångspunkten var inte att testa vissa metoder eller 

beteenden. Målet var att identifiera metoder eller beteenden som har en positiv inverkan 

på de anställdas motivation och välmående. Detta kräver att intervjuaren är öppen för 

de intervjuades åsikter och skildringar. En praktisk fördel är att man samtidig, som man 

letar efter metoder där de anställdas psykologiska behov framgångsrikt uppfylls får 

information om motsatt beteende.  

Urvalskriterierna baserade sig på teoretiskt urval, med andra ord var målet att välja 

sådana företag där det var sannolikt att hitta fenomen med relevans till teorin. 

Kriterierna var: företag där entreprenören personligen leder 2–20 anställda och där man 

sannolikt kan hitta beteenden som positivt påverkar de anställdas behov av kompetens, 

autonomi och social samhörighet. Sex intervjuer genomfördes och det bedömdes vara 

tillräckligt många med tanke på att informationen som jag lyckades samla in var 

mångsidig och relevant. Att göra två intervjuerna inom samma företag gav två olika 

perspektiv. Inom samma företag korrelerade svaren i hög grad, så en tredje intervju 

skulle förmodligen inte ha gett mycket ny information. 

Frågorna utformades så att den intervjuade fick fritt prata om ämnet i fråga och uttrycka 

sina synpunkter och tolkningar. När jag genomförde intervjuerna var jag intresserad av 

att höra deras berättelser och uppmuntrade dem att gå djupare och berätta mer om 
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intressanta ämnen genom att ställa ytterligare frågor. Intervjuguiden (bilaga 1 och bilaga 

2) var strukturerad kring fyra huvudteman: 1. Arbetet i allmänhet, 2. Kompetens, 3. 

Autonomi och 4. Social omgivning. 

Alla intervjuer transkriberades. Uppgifterna analyserades genom kodning av relevanta 

svar och organiserades sedan för att forma större kategorier och teman. Dessa teman 

presentas noggrannare i följande avsnitt. 

RESULTAT 

Resultaten presenteras enligt de fyra huvudtema som intervjuguiden strukturerades 

kring: bakgrundsinformation om företaget, kompetens, autonomi och social 

samhörighet. Under analysen kom ett femte tema upp: auktoritet, vilket också 

behandlas. 

Företag A är an liten arkitektbyrå. På företaget arbetar två entreprenörer, som grundade 

företaget och förvaltar det tillsammans, samt sex anställda. Båda intervjuade arbetade 

endast deltid 2–3 dagar i veckan och resten av arbetsveckan jobbade de på sina egna 

projekt som egenföretagare. Speciellt för arkitektarbetet var relativt hög självständighet 

gällande arbetsuppgifterna och ibland kreativitet eller samarbete med flera olika aktörer.  

Företag B jobbar med olika typer av underhållsarbete. Företaget grundades och ägs av 

en entreprenör, som själv gör en stor del av det manuella arbetet tillsammans med några 

anställda. Till arbetsuppgifterna hör till exempel att tvätta fönster och byggnadsfasader. 

Typiskt för jobbet är att det är fysiskt med ibland långa arbetsdagar. Företag C är ett 

möbelförsäljningsföretag, som delvis också planerar och tillverkar möblerna. 

Familjeföretaget har grundats av en numera pensionerad man, vars fyra barn äger 

företaget och sköter det tillsammans. Företaget sysselsätter 12 personer. De flesta har 

varit anställda länge, också de intervjuade, som båda har arbetat på företaget i över 10 

år. 

Alla intervjuade uppskattade möjligheten att utveckla sina kunskaper i arbetet, 

emellertid i varierande grad. De anställda på arkitektföretaget hade det största behovet 

av att utveckla sin kompetens och talade bland annat om att förverkliga sig själva genom 

arbetet och om behov för att uttrycka kreativitet. Intressant nog önskade de inte en 

maximal mängd intressanta och utmanande arbetsuppgifter. Tvärtom rapporterade 

båda, som intervjuades, att de njuter av enklare arbetsuppgifter som omväxling till mer 

krävande eller självständiga uppgifter. Bland underhållsarbetarna på företag B var 
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utvecklingen av kompetenser kanske den minst uppskattade delen av arbetet. De 

förvände sig egentligen inte att lära sig uppgifter, som skulle vara nyttiga i livet eller 

senare i deras karriärer. Inom företag C varierade de anställdas arbetsuppgifter mycket. 

Var och en hade egna ansvarsuppgifter och därtill förväntades de anställda hjälpa till 

med mycket annat. Enligt de intervjuade bidrog de omväxlande arbetsuppgifterna till att 

jobbet kändes intressant. 

Mellan de olika företagen varierade graden av autonomi betydligt. På företag A 

förväntades de anställda självständigt kunna arbeta med krävande uppgifter: t.ex.  

planera en sommarvilla. Det berodde delvis på att företaget var rätt litet med små 

planeringsprojekt jämfört med större byråer, där till exempel planeringen av ett höghus 

kan ta över ett år. Företag B gav den minsta mängden autonomi gällande 

arbetsuppgifterna och ibland ledde det till och med till konflikter. Företag C stödde 

självbestämmande, men ibland uppstod motstridiga krav eftersom anställda hade sina 

personliga ansvarsområden men förväntades också hjälpa till med andra uppgifter enligt 

behov, så som med kundservice eller logistik. Vanligtvis räckte ändå tiden till för alla 

arbetsuppgifter. 

Gällande social samhörighet, var det två punkter som ofta togs upp. Den ena var den 

allmänna stämningen på jobbet inklusive gruppandan mellan de anställda. Det andra 

punkten var förhållandet mellan den anställda och chefen. Sociala aspekter och en 

positiv arbetsmiljö uppskattades mycket. Den ena intervjuade på arkitektföretaget var 

mycket nöjd med atmosfären på sitt arbete och sade att någon oftast pratade minst en 

gång i timmen om något, som inte var relaterade till arbetet. Den ena intervjuade från 

möbelföretaget beskrev en stark känsla av samhörighet och ett ansvar för medarbetarna, 

inte bara på jobbet, utan för mänskorna som helhet. Många tyckte att det var viktigt att 

det är lätt att tala med sina chefer. 

Frågan om auktoritet kom upp många gånger under intervjuerna och tycktes överlappa 

de andra teman gällande kompetens, autonomi och social samhörighet. Auktoritet 

definieras av hur den formella relationen mellan anställd och chef är strukturerad med 

respektive ansvar. Samtidigt handlar auktoritet också om hur den informella relationen 

är uppbyggd och hurdant umgänget är. Faktorer som högre ålder, längre utbildning och 

mer arbetserfarenhet bland cheferna gjorde det mer naturligt för de anställda att 

acceptera starkare hierarkier. Ifall man var jämställd på en personlig nivå var det svårare 

att godkänna mer hierarkiskt eller auktoritärt beteende. En nära personlig relation var 

ändå inte ett problem ifall umgänget på jobbet var vänskapligt och mindre auktoritärt. I 
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samtliga fall tycktes tydliga roller och arbetsplikter göra samarbetet lättare och mer 

förutsägbart. 

ANALYS 

I enlighet med metodvalen analyserades de transkriberade intervjuerna genom att först 

koda intressanta eller relevanta svar, det vill säga gruppera svaren i vissa kategorier 

enligt tema. En fråga som i intervjuguiden var inriktad på ett visst ämne, kunde ge ett 

svar med relevant information gällande nåt annat ämne. Till exempel frågan “Får du 

noggranna instruktioner för en del arbetsuppgifter?” gav svaret: ”Det är sällan jag 

behöver fråga. I vissa fall måste vi samarbete. Eftersom företaget är ett litet 

familjeföretag är alla närapå vänner sinsemellan. VD:n sitter t.ex. helt bredvid, vilket inte 

stör stämningen. Det är speciellt bra att jobba här”. Svaret tilldelades följande koder: 

fysisk närvaro, relation mellan anställd och chef, arbetsanda, samarbete och 

tillfredsställelse med jobbet. 

 Efter kodningen och en preliminär genomgång av data, organiserades de här koderna 

till större grupper eller kategorier, som sedan bildade helhetsteman. Många av koderna 

skulle kunna höra till fler än en kategori, men för de flesta fall var det möjligt att forma 

rätt tydliga grupper. Kategoriseringen visade att personliga förhållanden var ett 

omfattande ämne med många olika synpunkter. Ett annat mycket diskuterat ämne var 

företagsledning, i synnerhet ledningsstilar och praxis. I nästa kapitel diskuteras de här 

ämnen och hur de kan tolkas med hjälp av existerande eller nya teorier. 

DISKUSSION 

Till största delen tycks resultaten stämma överens med antaganden baserade på 

självbestämningsteorin (Ryan & Deci, 2000). Det tydligaste undantaget gällde behovet 

av autonomi. Autonomi förväntades vara viktigt för alla, men de intervjuade tycktes 

uppskatta autonomi i högre eller lägre grad. Shepherd och Patzelt (2017) uttryckte att 

individers önskan om autonomi troligen varierar beroende på personliga egenskaper. 

Detta strider mot självbestämningsteorin, som ser autonomi som ett medfött 

psykologiskt behov, som i samtliga fall måst tillfredsställas för att förbättrad motivation 

och välbefinnande ska ske (Gagne & Deci, 2005; Ryan & Deci, 2000). 

Ifall det att man känner sig kompetent, autonom och socialt samhörig faktiskt skulle leda 

till förbättrad motivation och välmående var inte fokus för avhandlingen, eftersom det 

redan har accepterats rätt så entydigt i vetenskaplig litteratur. Ändå är frågan viktig, 
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eftersom ur ett ledningsperspektiv är just motivation och välbefinnande väsentligt. 

Förhållandet bekräftades vid flera tillfällen och resultaten gav inte heller någon 

anledning att ifrågasätta den här delen av teorin. 

Av större intresse är frågan om vad som faktiskt stöder de anställdas psykologiska behov 

och särskilt det som chefen kan påverka. Här var resultaten mer nyanserade, så som de 

också har varit i tidigare studier (t.ex. Baard et al., 2004; Deci et al., 1989; Deckop & 

Cirka, 2000; Shirom et al., 1999; Vakkayil et al, 2017). De intervjuade var alla av den 

åsikten att chefernas handlingar och beteende har stor betydelse. Resultaten visar att 

chefernas beteende är beroende av huvudsakligen tre faktorer: 1) chefens personlighet, 

2) den tillämpade ledningsstilen och 3) det personliga förhållandet mellan chefen och 

den anställda. Det verkar som om det personliga förhållandet påverkar hur beteendet 

upplevs av den anställda. Som tidigare förklarats, är det personens egen erfarenhet som 

är avgörande för hans eller hennes motivation och välbefinnande, vilket kan vara en 

anledning till att tidigare studier gett såpass blandade resultat angående ledning och 

motivation. Det som var överraskande och oförutsett baserat på teorin, var i vilken 

utsträckning en stark personlig relation med chefen förstärkte individernas upplevelse 

av positivt beteende och minskade effekterna av chefens negativa handlingar. Hur 

chefens auktoritet upplevdes var nära kopplad till detta förhållande, vilket ledde till mitt 

förslag, med auktoritet fungerande som en moderator mellan chefens beteende och 

tillfredsställelse av den anställdas psykologiska behov. Det verkar som att hierarkier eller 

starka auktoriteter i sig själva inte skulle vara problematiska. Snarare uppstår problem 

om auktoriteten är svår att acceptera av den anställda, till exempel om den anställda 

upplever att makt utövas på ett orättvist sätt eller om det finns en konflikt mellan 

rollerna. 
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Figure 8 Förslag till sambandet mellan ledning, auktoritet, individens psykologiska 
behov samt motivation och välmående 

Mitt förslag är att det personliga förhållandet och den anställdas godkännande av 

chefens auktoritet påverkar hur chefens beteende upplevs av den anställda och på så sätt 

stöder eller skadar känslan av kompetens, autonomi och social samhörighet. Det i sin tur 

påverkar motivationen och välbefinnandet, vilka betraktas som önskade resultat i den 

här avhandlingen. Figur 8 visar förhållandet som förklarats ovan, med auktoritet som en 

modererande faktor. 

Resultat från arkitektföretaget antydde att det var svårare att acceptera chefernas 

auktoritet om de anställda on cheferna har samma utbildningsnivå (vanligtvis är alla 

arkitekter). På liknande sätt fann Empson (2019) att experter i ett företag känner att de 

har makt att antingen godkänna eller neka deras ledares auktoritet. Sålunda måste dessa 

ledare ständigt göra sig förtjänta av sin ställning i de anställdas ögon. 

En annan studie (Kanat-Maymon, Yaakobi & Roth, 2018) presenterade en liknande 

modell till den som föreslogs ovan, vilken också lyfter fram auktoritet som en faktor 

kopplad till ledning och motivation. Deras modell bygger på att kombinera 

självbestämningsteori med den relationella modellen för auktoritet. Ett viktigt koncept 

för teorin är uppfattad legitimitet av auktoritet, vilket motsvarar godkännande av 

auktoritet såsom jag formulerade det tidigare i texten. Utöver min modell fann studien 

att en stödjande ledningsstil var positivt förknippad med godkänd legitimitet av 
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auktoritet och att legitimitet i sin tur fungerade som en medlare med direkt samband till 

bland annat: arbetsglädje, engagemang och utbrändhet. Dessutom, och ännu viktigare 

för denna avhandling, fann de att godkännandet av auktoritet var kopplat till förbättrad 

motivation, vilket i sin tur ledde till positiva resultat på arbetsplatsen. Det stöder 

resultaten från denna avhandling och min föreslagna modell. 

SLUTSATSER 

I undersökningen fann man en stark koppling mellan chefens beteende och de anställdas 

känsla av kompetens, autonomi och social samhörighet, vilket i sin tur förväntas leda till 

förbättrad motivation och välbefinnande. Chefens beteende kan ses som en potentiellt 

utmärkt möjlighet att påverka de anställda, eftersom det ofta är värre att ändra de övriga 

arbetsförhållandena. I praktiken kan det vara omöjligt att höja lönerna, göra alla 

arbetsuppgifter intressanta eller arbeta utomhus endast i bra väder. Däremot är det 

oftare möjligt att lägga lite mer tid på att lyssna på den anställda, tacka för ett välgjort 

jobb eller uppmuntra informellt socialt umgänge mellan de anställda. Konkreta metoder 

som identifierats är utökandet av jobbansvar, positiv och relevant feedback ofta, chefens 

närvaro fysiskt och mentalt. Chefen bör visa att han eller hon respekterar och uppskattar 

de anställda. Skadligt beteende som bör undvikas är: att ignorera de anställdas åsikter 

och förslag, inte ge vettiga förklaringar och användning av överdriven kontroll. 

Avhandlingen har vissa viktiga begränsningar. Studien har gjorts med endast ett litet 

urval, så mönstren är inte helt klara. Alla företag var från olika branscher, så man kunde 

argumentera att en del av resultaten har att göra med typen av arbete, istället för att vara 

relaterat till chefens beteende. Eftersom förhållandet mellan ledning och motivation är 

mångfasetterat, kan det också finnas andra påverkande faktorer än de som diskuterats. 

Den teoretiska slutsatsen av denna avhandling är att självbestämningsteorin kan 

utvidgas med godkännande av auktoritet, vilket kan ge nya aspekter på hur en chefs 

beteende påverkar den anställdas motivation. De personliga förhållandena mellan 

chefen och den anställda verkar också spela en viktig roll för accepterandet av auktoritet. 

Det här skapar många möjligheter för framtida forskning. Den föreslagna modellen kan 

testas och förfinas för att fastställas. Medan denna avhandling identifierar flera konkreta 

ledarbeteenden, som kan förbättra motivation och välbefinnande, kunde man 

experimentellt göra konkreta förändringar i ett företag (till exempel, utbilda chefen att 

godkänna medarbetarnas åsikter och känslor) och studera effekterna före och efter. 

Denna typ av longitudinell studie kan hjälpa till att fastställa orsakssambandet till de 
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kopplade fenomenen. Framtida forskning kan använda sig av ett liknande 

tillvägagångssätt i stora organisationer. Nyttiga frågeställningar är t.ex. Begränsar praxis 

och standarder i stora företag inflytandet av chefernas beteende för de anställdas 

psykologiska behov för kompetens, autonomi och social samhörighet? Vilka andra 

metoder finns det för att öka motivation och välbefinnande? 
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APPENDIX 1 INTERVIEW GUIDE SWEDISH 

Intervjufrågor 

 

 Allmänt 

1. Kan du berätta om företaget? Hur många entreprenörer/ledare, heltids- 

/deltidsanställda chef-anställd-förhållande? Jobbar alla på samma ställe? 

(kontor/rörligt arbete) 

2. Hur länge har du jobbat på företaget? Hur började du jobba just där? (hörde du 

av en bekant?) 

3. Kan du berätta lite om ditt arbete? Hur ser din jobbdag ut? 

 

Autonomi 10min -> 

4. Hur självständigt jobbar du med dina arbetsuppgifter? Får du noggranna 

instruktioner? Har du möjlighet att vara med o planera hur arbetet ska göras? 

Följer chefen med arbetets framskridande?  

5. Jobbar du tillsammans med andra?  

6. Om du har frågor eller problem med arbetsuppgifter, hur gör du då? (Får du 

noggranna anvisningar, skall du fråga hur kollegorna brukar göra eller 

uppmuntras du till att själv hitta en lösning?) 

 

Kompetens 20min -> 

7. Lär du dig nya saker på arbetet? 

8. Känns arbetsuppgifterna passligt utmanande? (Känns arbetet ofta tråkigt och 

ensidigt? Känns arbetsuppgifterna för svåra och/eller arbetsbördan för stor och 

stressande?) 

9. Hur får du feedback för arbetsuppgifterna? I hurdan anda är feedbacken och 

hur brukar den få dej att känna dej? 

10. Har ni formella feedback-diskussioner? Vad behandlas på dem och hur känns 

diskussionerna? 
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Sammanhörighet 30min -> 

11. Hurdan anda har ni på jobbet? 

12. Hurdan stil har den närmaste chefen? (glad, öppen / tillbakahållen, auktoritär / 

jämlik) Hurdant förhållande har ni? 

13. Håller ni lunch- eller kaffepauser tillsammans? Hurdana sociala utrymmen finns 

det? Andra gemensamma aktiviteter? 

14. Diskuterar ni arbetsrelaterade saker också informellt? 

 

Egen upplevelse av arbetet 40min -> 

15. Trivs du på arbetet? 

16. Hur får jobbet dig att må? Är arbete fysiskt eller psykiskt ansträngande? Vad 

orsakar ansträngning/stress? Vad hjälper till att lätta ansträngningen? 

17. Upplever du att någonting av det som vi diskuterade tidigare är speciellt viktigt 

med tanke på hur du mår?  

18. Känner du dig motiverad? 

19. Vilka är viktigaste orsakerna att gå till jobbet? Vad finns det för andra orsaker? 

20. Vad är bäst med jobbet? När blir du inspirerad?  

21. Upplever du att någonting av det som vi diskuterade tidigare speciellt viktigt 

med tanke på hur motiverad du är? 

 

Special 50min -> 

22. Du jobbar deltid på byrån, känns det viktigt att du har tid för dina egna projekt? 

23. Hur förhåller sig dina kolleger och chefer till dina projekt/intressen som du har 

utanför det företaget? 

 

Slut 

24. Okej, nu har vi gått igenom viktigaste sakerna som jag var intresserad av. Jag 

kollar ännu min lista att jag inte glömt något. Har du någonting som du ännu 

skulle villa berätta? Eller något ämne som du vill gå tillbaka till? 
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APPENDIX 2 INTERVIEW GUIDE FINNISH 

Haastattelukysymykset 

 

  

1. Voisitko kertoa yleisesti yrityksestä? Kuinka monta yrittäjää/johtajaa, 

työntekijää, osa/kokoaikaisia? Työskentelevätkö kaikki samassa paikassa? 

(konttori/etätyö/liikkuva työ) 

2. Kuinka kauan olet työskennellyt yrityksessä? Kuinka aloit työskennellä juuri 

siellä? Kuulitko tutulta? 

3. Voisitko kertoa työstäsi? Miltä työpäiväsi näyttää? 

 

4. Kuinka itsenäisesti työskentelet työtehtävien kanssa? Saatko tarkkoja ohjeita? 

Onko sinulla mahdollisuus olla mukana suunnittelemassa työn toteutusta? 

Miten esimies seuraa työn edistymistä? 

5. Työskentelettekö yhdessä? 

6. Jos työtehtävään liittyen tulee vastaan kysyttävää tai jokin ongelma, miten 

toimit? (Saatko täsmällisen toimintaohjeen, neuvotaanko ottamaan kollegoilta 

mallia vai saatko itse keksiä ratkaisun?) 

 

7. Opitko työssäsi uusia asioita? Kehittääkö työ ammattitaitoasi? 

8. Tuntuvatko työtehtävät sopivan haastavilta? (Tuntuuko työ usein 

yksipuoleiselta tai tylsältä? Tuntuvatko työtehtävät liian vaikeilta tai tuntuuko 

työtaakka kuormittavalta ja stressaavalta?) 

9. Miten saat palautetta työtehtävistäsi? Minkälaisessa hengessä palaute on ja 

miltä se tuntuu? 

10. Onko teillä muodollisia kehityskeskusteluita? Mitä niissä käsitellään ja miltä ne 

tuntuvat? 

11. Minkälainen tyyli esimiehellä on? (Onko auktoritaarinen, etäinen/läsnä, onko 

helppo lähestyä, minkälainen suhde teillä on?) 
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12. Minkälainen työilmapiiri teillä on? 

13. Pidättekö yhdessä kahvi- tai lounastaukoja? (Minkälaiset sosiaaliset tilat teillä 

on? Onko muita yhteisiä aktiviteetteja?) 

14. Keskusteletteko työasioista myös epävirallisesti? 

 

15. Viihdytkö työpaikallasi? 

16. Miten työ vaikuttaa oloosi? Koetko työn fyysisesti tai henkisesti 

kuormittavaksi? Mikä aiheuttaa rasitusta/stressiä? Mikä helpottaa rasitusta tai 

stressiä? 

17. Koetko, että olet motivoitunut työstäsi? Milloin innostut työstä? 

18. Mikä on parasta työssä? 

 

 

19. Ok, ollaan käyty läpi kaikkia aiheita, joista halusin kuulla. Lopuksi kysyin, että 

onko joku asia, joka on sinulle erityisen tärkeätä? Onko joku asia, joka ei 

toiminut siellä? Mikä on parasta työpaikaissa? 

 


