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Abstract

Challenges and opportunities due to a reorganisation while working remotely are here
investigated by conducting a case study, based on the individual perspective of
employee commitment. Reorganisation is becoming common practice to maintain
competitiveness on the market and to adjust changes in the internal and external
environment. To succeed with a reorganisation, trust, qualitative communication and
leadership are needed to engage the employees to feel the need of change, otherwise
the risk of failure is great (Burnes 2009). The company, where the study was performed,
drastically moved its entire project management business from the office to the
employees' homes in March 2020 as the Covid-19 pandemic broke out and few months
later they began a reorganisation that had been planned for some time. This research
aims to fill the gap in the existing literature for remote implementation of a
reorganisation.

To answer the research question, qualitative research methods were employed,
including participant observations and in-depth interviews with a diverse group of
managers and employees. The data collected were analysed using thematic analysis
and a review of literature on change management, remote working and knowledge
worker productivity has been included in the analysis. While the work environment in the
office used to be social, with managers and colleagues within reach, the digital work
environment is characterised by a feeling of distance to colleagues and managers,
where most of the communication takes place synchronously. Various productivity
aspects that are important during a reorganisation are affected as knowledge is not
shared in the same way as before and a creative environment is difficult to achieve.

In conclusion, the main challenge found from a reorganisation carried out while working
remotely is to create a sustainable digital work environment with numerous
opportunities for social interactions and a dynamic environment where new ideas are
born and employees can discuss openly. On the other hand, balance between work and
private life are improved, as well as the chances of employee retention.

Key-words: Reorganisation, change management, remote working, employee
commitment, work environment
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Sammanfattning

Den har undersokningen ar en fallstudie dar utmaningar och majligheter att genomfora
en omorganisation medan man anstéllda arbetar pa distans undersdks. Den baseras pa
det individuella perspektivet medarbetarengagemang. Att omorganisera en verksamhet
blir vanligare for att halla sig konkurrenskraftig pa marknaden men ocksa for att
anpassa sig till forandringar i den interna och externa miljon. For att lyckas med en
omorganisation kravs fortroende, kvalitativ. kommunikation och ledarskap som
engagerar de anstallda till att kanna behovet av férandring, annars ar risken for
misslyckande stor (Burnes 2009). Foretaget for denna fallstudie gjorde en drastisk
overgang fran att arbeta pa kontoret till att arbeta hemifran for hela
projektledningsverksamheten i mars 2020 da Covid-19 pandemin brét ut, och nagra
manader senare inledde de en omorganisation vilken var planerad sedan tidigare. Den
har forskning syftar till att undersdéka nagot som gjorts innan vilket ar att omorganisera
en verksamhet medan anstallda arbetar hemifran.

Kvalitativa forskningsmetoder anvandes for att besvara forskningsfragan, och data
samlades in genom deltagarobservationer och fordjupade intervjuer med en varierad
grupp av chefer och anstallda. Darefter genomfordes en tematisk analys och forskning
inom omradena férandringsarbete, hemarbete och produktivitet granskades for att
anvandas i analysen av empirin. Resultatet visar att arbetsmiljon pa kontoret brukade
vara social, med chefer och kollegor inom rackhall medan den digitala arbetsmiljon
kannetecknas av en kansla av distansering till kollegor och chefer, dar den storsta delen
av kommunikationen sker synkront.

De slutsatser som kan dras angaende utmaningar och mdjligheter vad galler
genomforande av en omorganisation under distansarbete ar att de storsta
utmaningarna att ar att skapa en hallbar digital arbetsmiljo med manga mdjligheter till
social interaktion och dynamisk miljo dar nya idéer fods och anstédllda kan diskutera
Oppet. De mest framtradande mdjligheterna ar forbattrad balans mellan arbete och
privatliv och goda mojligheter till forbattring av lojalitet bland arbetstagare.

Nyckelord: Omorganisation, forandringsarbete, hemarbete,
medarbetarengagemang, arbetsmiljo
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1 Introduction

Companies are constantly changing to align with internal and external conditions of the
environment in which they are active (Burnes 2009; Rune 2007), and to successfully manage
change engaging leadership is needed (Eisenbach ef al. 1999) to create a new vision. The
organisations also need to share and discuss information about organisational goals and
reward employees that acquire new skills which change (Burnes 2009). In this case study,
which is conducted at a large corporation within the energy sector, active in five countries in
Northern Europe, the experience of employees, managers and top management is followed

as they are reorganising their business while working remotely.

As many other companies and functions in society, the case company made a rapid transition
from office work to teleworking when the Covid-19 pandemic broke out in early 2020 and
the employees have continued working from their homes ever since. Successful remote
working arrangement is facilitated by digital technologies, ICT infrastructure and by imple-
mentation of adequate organisational policies that take into account the needs of business
and preferences of employees (Manca 2020). Once a good remote working environment
is achieved, two of the main benefits that employees experience are higher productivity
(Bailey & Kurland 2002; Olson 1985; Bailey & Kurland 2002) and greater work-life balance
(Kelliher & Anderson 2008;Buzzanell et al. 2005; Byron 2005 as cited in Manca 2020).
On the contrary, if remote working fails to be implemented in the right way, it can lead
to lack of work-life balance (Milliken et al. 2020; Kylili et al. 2020) and increased stress
(Milliken et al. 2020) for employees. When reviewing the literature on remote working and
change management, a gap for organisations going through change while working remotely

is discovered, which motivates the investigation of such a phenomenon in the real setting.

1.1 Purpose and Research Question

The purpose of this research is to identify both positive and negative outcomes when carrying
out a reorganisation during an era of remote working, and it is done from a perspective where
the individual’s motivation towards both work tasks and the achievement of organisational
goals is in focus. This is investigated by assessing the organisational culture and work envi-
ronment, as well as important aspects of change management such as learning, innovation,
communication and leadership. The research question that is answered in the study is: With a
focus on employee commitment to their work and the organisation, what are the challenges

and opportunities of conducting a reorganisation remotely?

Employee commitment refers to the motivation and eagerness that employees feel for their

work tasks, and the desire to achieve the organisation’s goals and to live the vision.



2 Literature Review

The research areas highlighted in this report are change management, remote working and
knowledge workers’ productivity. To answer the research question, a good insight is needed
within the mentioned research areas as they affect the case study. Certain activities and
functions are important for organisations going through change and as various challenges
are faced, a strategy to succeed with the change is needed. Remote working, which in this
theory part is referred to as remote working, teleworking and flexible working arrangement
is included to understand to whom and why it is suitable or not. Finally, different approaches
to measure knowledge worker productivity and dimensions used are described to lay the

foundation for how productivity has been affected by teleworking.

2.1 Change Management

A reorganisation is a change that needs to be managed, to be successfully implemented
and for organisational goals to be fulfilled. In the following section, the term organisational
culture is discussed and different approaches to change management and various models are
presented. The importance of leadership when going through change is argued together with
the characteristics and effects of transformational leadership.

The term "organisational culture" can be explained as the behavior that should be adopted
by individuals inside the organisation under a certain set of circumstances. The culture
decides which actions are accepted within the organisation and which are not, and makes
sure that actions are judged by the norms of behavior (Burnes 2009). If the culture that an
organisation experiences does not match with the desired one, then undesired behaviors have
to be addressed. Dobson (1988) (as cited in Burnes 2009), suggests organisations that search
to change their culture to revise the recruitment process, selection and redundancy policies
to assure the desired values among individuals. Further, the organisation should put individu-
als with the desired traits on influential positions, communicate the new values and make
necessary changes to i.a. systems and personnel policies. In this study, the organisational
culture will be studied, partly what core values exist to relate to in the work environment
and how well they correspond to the behaviors of the individuals but also the values among
individuals with influential roles such as different types of managers.

Change in organisations is often unpredictable (Rune 2007), who argues that different theo-
ries on change management are contradictory and to a large extent without empirical evidence.
The high rate of failure (70 %) of organisational changes set up might be a consequence of
not having the skills of implementing and managing the change using a valid framework. Two
approaches to change are presented in this literature review, planned change and emergent
change, the first mentioned approach dominated practice of change management from late
1940s until early 1980s but afterwards the latter took over (Burnes 2009). The reason behind



it was that change started to be seen as a continuous, unpredictable, cumulative and open-
ended process to align the organisation to the internal and external changing environment
(Burnes 2009; Rune 2007).

Beginning with the planned approach to change management, it is based on the idea that
the environment is known so that change can be planned as a travel from state A to state
B. It was originally used to resolve conflicts in organisations or improve effectiveness of
individuals (Burnes 2009; Rune 2007). A three step change model based on the planned
approach was created by Lewin (1951). The first step of the process is to unfreeze the present
state (A) by questioning the ways of working and culture, the second step is to change/move
to the state B by adapting new behaviors and practices, and in the third step is to refreeze but
now in the new state (state B). According to Rune (2007), the framework provides a planned
approach to change in which behavior is changed before successful adaptation of the new
reality. The framework created by Lewin has been further developed by Bullock & Batten
(1985) among others.

It is argued by Rune (2007), that Lewin’s approach to change works for incremental change
but not for rapid and transformational change. Instead, when change is driven by adaptation
to changing environments for the organisation that happen continuously, literature on change
management provides an emergent approach (Rune 2007). Theories created by e.g. Kanter
and Kotter are based on such conditions, in which the change is emergent and cannot be

planned and implemented beforehand.

Kotter (2012) 8 step change model is a top-down model for change management. The steps
are presented below, steps 1-3 represent the stage of change in the environment, steps 4-5
enable and engagement in the organisation and steps 6-8 implementation and sustaining

change.

1. Create urgency for the change and motivate all individuals about why it is needed
leading to a sense of urgency to not stay in the status quo. According to Kotter (2021),
it is necessary that at least 75 % of the organisation is convinced that change is needed
and that indicates how important it is to create an urgency for change. Therefore it is
needed that individuals communicate why change is needed and motivate everyone to
join the transformation, a consequence if not enough support is created for change is
that next coming steps can fail.

2. Build a coalition with key individuals in the organisation and act as change leaders to
drive change. When creating coalitions, they include senior manager and employees,
it is successfully done if powerful individuals are included with the needed reputation,
relationships and expertise. Trust is needed to be created within the coalition and both
challenges and opportunities need to be discussed which can advantageously be done
in a setting outside of the office (Kotter 2021).



3. Create a clear vision that is easily understood by individuals. Everyone in the organi-
sation should be able to briefly explain the vision.

4. Communicate the vision through all communication channels to convince the people
about change. The intended changes need to be both communicated but also put into
practice to engage the colleagues.

5. Empower others by e.g. removing barriers and setting up a reward system

6. Make sure to create quick wins early on in the process to build momentum and
resilience

7. Build a core from the wins and momentum that has already been created

8. Embed the change in the culture and all processes

The change theory created by Kanter et al. (1992), assumes that the behavior and attitudes
of the individuals inside an organisation is based on the structure and support inside the
organisation. Organisational goals are reached when the individuals can access resources
and productivity improved by increased knowledge and abilities among the employees.
Therefore, it is important to communicate the information and spread knowledge/ideas from
top management down in the organisation, to make everyone aware of the goals and foster
innovation and collaboration. Networking and creation of alliances are other key ingredients

as they promote the ability to get things done within the organisation.

Similarities can be found between Kotter and Kanter’s models for change management and
leadership is seen as of paramount importance, but ownership of the responsibility for the
change is set aside (Burnes 2009). The emergent approach to change management applies
for managers’ responsibility for creating a shared vision and to foster an environment of
experimentation, learning and risk-taking in which individuals are inspired to contribute
outside of their responsibility to identify the need of and implement change. Organisational
activities such as information-gatherings about objectives and capabilities as well as the
broader environment, communication including discussion of information and learning new

skills are recognised as key for success change management (Burnes 2009).

Effective leaders in organisations going through a transformation express the vision, focus on
mutual goals and give individual support to employees (Eisenbach er al. 1999; B. M. Bass &
Riggio 2006). By charisma and vision, they give an example with their behavior (Eisenbach
et al. 1999) and they become role models for the followers (B. M. Bass & Riggio 2006). The
values, attitudes and beliefs of the coworkers change and their performance is enhanced to an
extent beyond the minimum (Eisenbach et al. 1999). B. M. Bass & Riggio (2006) argues that
transformational leadership is characterised by both intellectual stimulation as creativity is

encouraged through e.g. situations being addressed in a new way and inspirational motivation.

Leaders play an important role in change or transformation (Eisenbach et al. 1999). In the

case of continuously changing organisations, successful managers show qualities of broad



synchronous communication with clear responsibility and prioritization. A small number of
specific norms should be implemented, but leaving space for improvisation. To learn about
the future, experiments can be done when possible at a low cost. The successful leaders focus
on timing and synchronisation of employees to enable the change (Brown & Eisenhardt 1997
as cited in Eisenbach er al. 1999). The effect of transformational leadership is that employees
identify themselves with the vision of the leader as they trust in the leader and thereby start
questioning the way they work. The leader opportunities learn by delegating assignments to
individuals (B. Bass 1985). According to Tichy & Devanna (1990) (as cited in Eisenbach
et al. 1999), leaders engage employees by leading them to see the need for change, create a

new vision and to systematize the change.

Change management models follow a planned or an emergent approach and the significance
of leaders is great. The literature reviewed does not take into account change managed
remotely, thus the characteristics and outcomes of remote working will be looked into next.
With regard to the purpose of this study, to investigate the challenges and opportunities
of carrying out a reorganisation remotely, communication between individuals and from
management and characteristics of leadership will be investigated with respect to the change
models using emergent approach. Related to leadership, it will be investigated if a shared
vision is created by managers and an environment characterised by learning and experiment-
ing. To investigate how employee commitment during a reorganisation is affected by remote
working arrangement, aspects such as communication, engagement and leadership that are
highlighted in change management literature are needed to be studied. By understanding
how colleagues communicate with each other and with managers, the change in progress
can be studied. The 8 step model created by Kotter (2012) is found to be a suitable model to
use as it is a top-down model with an emergent approach towards change and focuses on
employee engagement.

2.2 Remote Working

In this section, literature in the area of remote working is presented. First, what is stated
about the work environment of teleworking individuals is introduced, second, the benefits

and drawbacks highlighted in literature are presented and third, virtual leadership introduced.

In change management it is of importance to have good leadership in place and effective
communication, the culture at the company and how individuals behave has an impact on
change. When the office is virtual as employees work remotely, conditions for communication
and interactions change and so do leadership practices. It is needed to understand which and
how these conditions have changed and how that affects employee commitment during the

reorganisation.



2.2.1 Work Environment

A study including 3000 Swedish engineers across different sectors concludes that engineers
in the ages 30-49 years old experience the most positive effects on work-life balance due
to working remotely. 3000 engineers working across different sectors answered the survey
(The Swedish Association of Graduate Engineers 2020). The reasons behind the improved
work-life balance are less commuting time, less stress related to leaving/picking up kids
at school as well as more time with the family. While the work-life balance was seen to
have positive effects on the engineers, the working environment worsened as 25 % of the
respondents experienced a higher workload, more than 33 % felt more stress and 40 % that
the well-being at work was not as good as before. The two latter effects affected younger
respondents more than older ones. From the survey, it was concluded that the working envi-
ronment is negatively affected by working from home, a better ergonomic situation is needed

and discussions about how much employees can and should work from home should be raised.

In a second study conducted by The Swedish Association of Graduate Engineers (n.d.), the
interviewed stress researcher Goran Kecklund is speaking about the importance of taking
continuous breaks during the day and to vary the work tasks, to keep focused and alert. The
consequence of not following the suggestions is a constantly high physiologic activity. A
guide to help balance work and private life was created by Prevent (n.d.), it is made for both
employees and employers to reflect and raise constructive discussions about the working
environment to later be able to base decisions on. Another question that arises with flexible
working arrangements is the one about availability, to not add stress to employees when not

working, it can be good to delay emails that are sent outside of regular office hours.

2.2.2 Benefits and Drawbacks

The following literature presents benefits and drawbacks of remote working. Impacts con-
cluded in research from before the Covid-19 pandemic are included as well as from research

done during the pandemic.

According to an American review, teleworking suits best for knowledge workers, information
workers and sales and marketing employees as their level of autonomy is high and the need
for real life interaction is low. The average American teleworker is 42 years old and it is
as usual among both genders (Bailey & Kurland 2002). In contrast to the previous result, a
Finish study presents the largest group of teleworkers as male, independent professionals
with high education and high income (Luukinen 1996). The active choice to telework is
affected by personal discipline, distractions in the home, preference to work in a team, family
situation and work addiction (Bailey & Kurland 2002). A family situation with small children
makes it difficult to balance (Kinsman 1987 as cited in Bailey & Kurland 2002) while the

interest for telework is large among couples without children (Huws ef al. 1990 as cited
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in Bailey & Kurland 2002). A reason to not let employees work remotely is distrust that
managers feel (Bailey & Kurland 2002).

Research conducted Benefits Drawbacks

Improved productivity
Increased job satisfaction

Employee attraction and retention
o Overwork
Loyalty to organisation .
. . . Hindered career progress
Before the pandemic | Improved work-life balance and well-being Isolat

solation
Improved job quality .
. Worse work-life balance
Reduced job-related stress

Elimination of travel time
Flexible work schedule

Ineffective communication

Procrastination
. . Flexible work schedule Loneliness
During the pandemic L . .
Elimination of travel time Hindered career progress

Increased stress

Worse work-life balance

Table 1: Benefits and drawbacks of remote working according to research published by
Bailey & Kurland (2002), Olson (1985), Ten Brummelhuis et al. (2012), Almer & Kaplan
(2002), Buzzanell et al. (2005), Byron (2005), Kelliher & Anderson (2008), Haddock et al.
(2006), Peters & Van Der Lippe (2007), McNaughton et al. (2014), Kylili et al. (2020), Wang
et al. (2020), and Milliken et al. (2020).

Self-reporting teleworkers claim that their productivity (Bailey & Kurland 2002; Olson 1985;
Bailey & Kurland 2002) but nearly half of them say that they overwork (Olson 1985). Other
positive outcomes of teleworking are greater job satisfaction, attraction and retention of
employees (Bailey & Kurland 2002; Almer & Kaplan 2002) and loyalty to the organisation
(Bailey & Kurland 2002).

The term flexible working is based on the idea that an organisation gives freedom to where,
when and how long to work to their employees (Manca 2020). Flexible working is enabled
by formal policies and practices, ICT infrastructure and digital technologies that take into
account the needs of business and the preferences of employees. The employee benefits
recognised for knowledge workers are improvements on work-life balance and well-being
(Buzzanell et al. 2005; Byron 2005 as cited in Manca 2020). It also enables improved job
quality, reduced stress related to work and better time management for employees (Haddock
et al. 2006; Kelliher & Anderson 2008; Peters & Van Der Lippe 2007 cited in Manca (2020)).
Thus it can lead to improvements on job satisfaction and employee engagement (Ten Brum-

melhuis ef al. 2012 as cited in Manca (2020)). However, new working practices are needed

11



when working outside of the office (Koroma et al. 2014)

Almer & Kaplan (2002) published a study presenting that flexible work arrangements implies
lower levels of: role conflicts (including "vague directives, incompatible policies and neces-
sary manpower"), depersonalisation and emotional exhaustion which is the first step towards
burnout. Flexible working arrangements also resulted in feelings of being less drained due
to work, less exhausted at the end of the work-day and less work-related burn out. The
individuals investigated belonged to five different accounting firms in the US whereas the
vast majority (>75 %) were women, with an average of >7 years at the company and with a

spouse working outside of the home.

Among the benefits recognised by researchers, elimination of travel time and working hour
flexibility (McNaughton et al. 2014; Kylili et al. 2020) are found, as well as cost savings due
to not needing to commute to work (Kylili ez al. 2020). Environmental benefits have also
been recognised since emissions of CO, and air pollution have been reduced due to the new
situation with remote offices since workers do not commute to the workplace. It is argued
that development of smart cities can be promoted by remote working since air pollution,
congestion and accidents in the traffic can be reduced by the amount of fossil driven vehicles
driven regularly to the workplace. Instead that type of transportation can be replaced with

sustainable urban mobility models (ibid).

An investigation done pre-pandemic, in 2008, at a software company in UK that has offered
their employees flexible working arrangements for year state an improved work-life balance
(80 %), an increased control and autonomy as well as decreased levels of stress (59 %) as
benefits from flexible working (Kelliher & Anderson 2008). These benefits are a result of
e.g. to take a break after a stressful period at work even though it is during traditional office
hours and to the feeling of empowerment from being able to control and manage their own

work, organise the day as they wish and have a better control over their lives.

Negative effects have been seen for female teleworkers during the Covid-19 pandemic, and
they include hindered career progress, increased stress, worse work-life balance (worse life
satisfaction and lower well-being) but also several other potential negative outcomes due to
abrupt change to remote working and closing of schools (Milliken et al. 2020). Since top
management in organisations are often dominated by men, the networks of individuals that
are meaningful for career progression are mostly composed of men, and female employees
are frequently not integrated in these networks (Brass 1985 as cited in Milliken ef al. 2020).
Working remotely has made it even harder for women to get promoted and advance in the
career as these networks are hard to access as less informal and offline conversations take
place. Oftentimes, women need to network twice as much as men (Ibarra 1992 as cited in
Milliken et al. 2020). McNaughton et al. (2014) concludes drawbacks of remote working

12



to be feelings of isolation and difficulties to separate work and home environments. These
agree with the ones that Kylili ez al. (2020) identified in Cyprus when remote working was
rapidly adopted due to the Covid-19 pandemic, change in work-life balance, the psychosocial
situation and a lack of available office and working equipment. Further, less visibility for
senior management and thus difficulty to get promoted was found to be a disadvantage to
telework for the employees at a software company in the UK including 68 % men and 32
% women, with a vast majority living with a partner or in a marriage (Kelliher & Anderson
2008).

Wang et al. (2020) has identified four key challenges of remote working in a study done
during the occurring pandemic and they are work-home interference, ineffective commu-
nication, procrastination and loneliness. The outstanding virtual office characteristics that
affect the working performance are social support, monitoring as well as the level of job
autonomy and workload of the employee. The investigation, which is composed of two
different studies conducted and taken into account, concludes that managers should use a
motivational language when communicating with subordinates to build trust and promote
sharing of information. It is motivated by the importance of high quality virtual commu-
nication to not hinder employee performance and professional relationships, and to keep
work stress at a reduced level. Further, Wang et al. (2020), underlines the significance of

self-discipline to achieve work effectiveness and well-being.

Research suggests that effectiveness of virtual team communication is dependent on the
amount of experience the team have had together and if they anticipate working together in
the future. It is argued that teams with experience higher capacity of effective communication
as they have similar understanding about task achievement, technology, interaction and
about each other’s knowledge, abilities and skills (Mathieu et al. 2000 as cited in Alge et al.
(2003)). Further, the knowledge about each other’s abilities, personalities and behaviours
enable efficient resources allocation, role assignment and expected actions from one another
(Rempel et al. 1985; Wegner 1995 as cited in Alge et al. (2003)). Better coordination and
teamwork, accurate decisions and a shared vision of objectives and plan are characterising
the communication of an experienced team (Hollenbeck et al. 1998; Mathieu et al. 2000 as
cited in Alge ef al. (2003)). Idea generation is enhanced by teams that work together virtually
on the computer. The study by Alge ef al. (2003) indicates that teams with experience
together share information as effectively when communicating virtually as face-to-face and
that the collaboration is characterised with trust. In the case of teams without experience
together, trust and information sharing is not as effective when collaborating virtually (ibid).
Decision-making is more effective when a team has a trustful environment, high level of

information sharing and is doing a task with high interdependence.
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A study investigating communication in the context of online learning for undergraduate
students indicates that interactions are less personal in online environments (Vonderwell
2003). On the one hand, students feel anonymous in the synchronous online classroom with
the instructor, thus it has shown improvements in communication as they are more open
to asking questions than in the traditional classroom. On the other hand, students interact
less with each other as they do not feel obligated to actively participate. Similarly they do
not develop interpersonal relationships outside of the structured learning as it is found time
consuming. When it comes to asynchronous communication, the students find it helpful for
the learning process but interactions are limited, another challenge is that instant feedback is
not assured to inquiries sent to the instructor. Therefore, conscious planning and strategic
use of methods for communication is motivated to promote effective communication. Von-
derwell (2003) argues that a common community can motivate students and improve their

interpersonal and social interactions.

2.2.3 Virtual Leadership

Leaders in virtual teams have the same tasks as leaders of physically collocated teams,
but when leading digitally several challenges arise. This means that a virtual leader has to
motivate the team members, create norms of behavior, build trust, promote internal commu-
nication, prepare the team members for new challenges and recognise contributions. Some
examples of challenges are when the team gets stuck in their process, when they need to
re-connect through a social event, find the way forward or when they are in need of additional
resources. Leading virtual meetings imply a need to understand when the digital room is
a barrier for communication and when employees are getting distracted. Leaders need to
creatively come up with ideas about how to manage the challenges and Malhotra et al. (2007)
present practices to successfully lead virtual teams. In Figure 1, practices to be adapted by
virtual leaders are presented. Preparatory programs and training are not rated as an effective

way to train virtual leaders and teams.
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Practices of Effective Virtual Team Leaders

" Leadership Practices of Virtual Team

;  leades 1 ~ How do Virtual Team Leaders do it?

© Establish and Maintain Oiac;lsiﬁd the norms on how information is communicated

Trust Through the Use of @ Revisiting and adjusting the communication norms as the feam evolves (“virtual get-fogethers”)
Communication Technology © Making progress explicit through use of team virtual workspace
® Equal “suffering” in the geographically distributed world
@ Ensure Diversity in the Team is © Prominent team expertise directory and skills matrix in the virtual workspace
Understood, Appreciated, and Leveraged @ Virtual sub-teaming to pair diverse members and rotate sub-team members

@ Allowing diverse opinions to be expressed through use of asynchronous electronic means (e.g.
electronic discussion threads)

© Manage Virtual Work-Cycle and Meetings o Allidea divergence between meefings (asynchronous idea generation) and idea convergence
and conflict resolution during virtual meetings (synchronous idea convergence)

® Use the start of virtual meeting (each time) for social relationship building

@ During meeting— ensure through “check-ins” that everyone is engaged and heard from

@ End of meeting— ensure that the minutes and future work plan is posted o team repository

O Monitor Team Progress Through the Use @ (losely scrutinize asynchronous (electronic threaded discussion and document posfings in the
of Technology knowledge repository) and synchronous (virtual meeting parficipation and instant messaging)
communications patterns
® Make progress explicit through balanced scorecard measurements posted in the feam’s virtual
workspace
@ Enhance External Visibility of the Team @ Frequent report-outs to a virtual steering committee (comprised of local bosses of team
and its Members members)
@ Ensure Individuals Benefit from @ Virtual reward ceremonies
Participating in Virtual Teams @ Individual recognition at the start of each virtual meefing

® Making each team member’s “real location” boss aware of the member's contribution

Figure 1: Best practices of virtual team leaders (Malhotra et al. 2007).

A study including more than 11,000 employees of a large American company investigated
the effect of managing subordinates virtually and the result demonstrates less positive effects
on work experiences and outcomes for employees with virtual managers compared to on site
management. However, the results are minor in magnitude and differ based on the employee’s

own work mode (Golden & Fromen 2011).

According to Muriel Wilkins speaking about senior leadership when working from home
(HBR Idea Cast 2021), communication is a key competence of a new leader entering an
organisation as the employees need to understand where the newcomer is proceeding from
and the organisation needs to get to know the person. The communication has to be proactive
and adapted to the new situation as digital meetings replace walks and drive-bys in the
office as well as impromptu and spontaneous social events, and part of human dynamics
and relationships are getting lost (ibid). One way to do so is by taking time for interaction,
inviting the employees in small group meetings digitally, giving them the opportunity to ask
things but also to listen to and open up for them to share their opinions and get to know the
new leader. Let them get to know how you communicate, make decisions and take time to
understand what kind of possible fatigue the employees are facing and address it, it could be

one of the following;

* fatigue of change,

» fatigue of loneliness,
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* fatigue of endless video calls or

* fatigue of operation under uncertainty.

Another way is to be accessible for the employees, virtually that could be done by being
available for a video call at a fixed time every week. Fear of change and put the attention
on what others do instead of yourself are mentioned as two of the toughest barriers for
virtual leadership, Wilkins gives the recommendation to reflect on how the situation can be
improved by the leader, think about when to step back or a push forward, what is in the own
control and what decisions are made be oneself (ibid).

Many organisations have shifted their activities to telework, which has led to more studies in
the area of remote working being carried out. Research from before the Covid-19 pandemic
has shown positive effects such as better balance between work and private life, improved
productivity and increased job satisfaction and negative effects such as feelings of isolation.
Recent research conducted during the Covid-19 pandemic show that positive effects are
flexible working hours and elimination of commuting hours while the negative are worse
work-life balance and the psychosocial situation. On the same topic, research shows that
teams with experience together are able to communicate as effectively virtually as when they
are in the same room. Teleworking also places new demands on leadership, it is important to
adapt the i.a. communication to the digital room. With regard to the reorganisation carried
out at the case company while employees work remotely, leadership, the communication
and working environment will be investigated, as they are aspects that are important when

managing change and they seem to affect the success for working remotely.

2.3 Knowledge Worker Productivity

In this section, different models for measurement of knowledge worker productivity are
presented together with the dimensions commonly used in the assessment of individual
productivity. Creativity performance is discussed and how it is affected by the environment

that is surrounding the employee as well as the personality.

A knowledge worker is someone who performs their work tasks using analytical and theoret-
ical knowledge (Ramirez & Nembhard 2004). Knowledge workers with stressful office jobs
need variation in their daily work to be able to maintain the attention and focus during the
whole day. To keep stress levels low, the employees should take breaks regularly and vary
the work tasks. This is particularly important when working under pressure and with stress,
as long term focus is impossible for most individuals. Social interaction is another ingredient

that is needed (The Swedish Association of Graduate Engineers n.d.).

2.3.1 Measurement of Productivity

There is no universal way to measure productivity among knowledge workers (Drucker 1999;
Davis 1991; Ray & Sahu 1989; Schroeder et al. 1985 as cited in Ramirez & Nembhard
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(2004)) and Mundel (1975), Bumbarger (1984), Smith (1984), Gordon (1997), and Drucker
(1999) are creators of frameworks which present different focuses. I have chosen to use the
framework created by Drucker (1999) in my analysis since it presents six major factors that
affect the productivity of the individual, which relate to the factors presented in the literature
on change management and remote working. The six factors are presented in 2 and in the
previous theory section it was seen that communication and trust, employee motivation to
contribute outside their area of responsibility, learning and skills development are important
for successful change. At the same time, we saw among the research on telework, that the
balance between work and private life and productivity is affected by the design of homework.
In the analysis it will be assessed how learning and innovative or creative work is enabled in

the organisation and to which extent employees are perceived as assets.

Drucker (1999) Productivity can be determined by fulfillment of the following six major
factors:

* identification of the work task by the worker,
* autonomy,

* innovation as an integrated part of the work,
* continuous learning and teaching,

* quality (as well as quantity) and

* the worker is perceived as an asset.

Table 2: The six major factors to measure productivity among knowledge workers presented
by Drucker (1999).

The potential benefits of using an accurate measurement system are that performance can
be monitored and improved. Unusual patterns of productivity can be identified and thus the
causes can be investigated and adjustments can be implemented to improve the performance
of individuals and/or groups. Further, factors that affect productivity and characteristics of

productive workers can be discovered (Ramirez & Nembhard 2004).

The literature analysed on measurement of a knowledge worker’s productivity does not
include the psychosocial dimension, which is a dimension that affects the stress levels of the
workers. The psychosocial environment involves everything that is related to the psychologi-
cal health at the workplace, which includes how well the worker feels with the colleagues,
how meaningful the work is perceived, the influence the worker has on the work tasks as
well as the possibilities for personal development. Knowledge workers that perceive their job
as meaningful, have individual responsibilities, and are able to control and influence their

own situation at work find themselves in a good psychosocial environment. The contrary
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situation is closely related to stress (Arbetsgivarverket n.d.).

2.3.2 Creativity Performance

Wikberg-Nilsson et al. (2015) describe creativity as the ability to liberate from established
perspectives and reach innovation, it is enabled by knowledge about the topic and methods
to use as well as motivation. The term creativity is closely connected to inspiration as the
latter term is required to be creative. Creativity is, on the one hand, about generating a large
amount of ideas and on the other hand, about the ability to see long term problems from
a different angle of approach. It is key to have a social environment where ideas are not
criticized but instead nurtured, which can be hard as humans tend to think rationally. In
the previous section about change management, it is argued that a sense of urgency needs
to be created and that individuals need to be convinced that change is necessary for the
organisation (Kotter 2012), and that an ability to see old problems in a way is needed. To
understand how to acquire that ability and succeed with change, factors that affect creativity

are presented next.

An innovative environment is characterised by trust, openness, challenge, involvement, sup-
port, space for ideas, conflict and debate (Tidd & Bessant 2018). When coworkers share
common values and are seen as competent, an emotional safety exists in relationships, which
leads to trust and employees putting forward their ideas and opinions. Challenge and involve-
ment is the degree to which people are involved in daily operations and long-term goals.
High levels of challenge and involvement mean that people are intrinsically motivated and
committed to making contributions to the success of the organisation. If innovation factors
are fulfilled, the climate has a dynamic and the work is perceived as meaningful by the
individuals. If not, individuals are not engaged but rather apathetic and they lack interest to
work and interact (ibid). With that said, an innovative environment should be intended to

reach success in the reorganisation.

A few of the barriers that can commonly be identified to hinder a collaborative climate are

the following.

* dictation from top and down,
¢ limitations in resources and tools and

* deficient lateral communication.

The constellation of a project team that most effectively promotes creativity and innova-
tion is a diverse one, where persons with different experiences, age, gender, education and
competences (Wikberg-Nilsson et al. 2015). The creative process is created as different
perspectives are acknowledged, which make innovative outcomes more likely. When starting

up a project, roles, responsibilities as well as how to communicate, purposes and goals should
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be discussed within the project team. Even in a homogeneous project team, individuals can
have different expectations on the project and the coworkers and to avoid problems later on

in the project, expectations should be clarified from the beginning (ibid).

According to Dul et al. (2011), the creative performance of a knowledge worker depends
on three main factors which are personality, social-organisational work environment and
physical work environment. The first factor, personality, concerns the individual charac-
teristics such as personality traits, cognitive style and domain-relevant knowledge of the
worker since creativity has been identified to relate to self-confidence and broad interest as
those persons tend to search for new experiences that can lead to novel ideas. The second
factor focuses on the social-organisational work environment of the worker, and elements
that have been identified to possibly relate to a creativity and among them teamwork, job
autonomy, complexity of the job and incentives and recognition of creative ideas. Three of
the elements that the physical work environment is affected by are the furniture, colors inside
the room and the amount of daylight available. The personality of the knowledge worker
is the factor that affects creativity most while the social-organisational and physical work
environment are significantly related. To enhance creativity among the current employees,
Dul et al. (2011) suggest that leadership practices and job design should be done in such a
way that the elements in the social-organisational environment that promote creativity are
provided. Further, the interior and building design practices should support creativity by

providing a physical work environment.

To summarise the section about knowledge worker productivity, it can be said that the
literature presents different frameworks for measuring productivity that have been created
by researchers over the years and the most common dimensions used when measuring
productivity are quantity, cost and/or profitability and timeline. The psychosocial and physical
environment is not taken into account by the theories presented in the research on productivity.
When it comes to creativity performance, the employee’s personality plays a role, but also

the physical environment and the social-organisational work environment at the company.
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3 Methodology

In this section, the epistemological approach, methods and material used in the investigation

are presented.

3.1 Epistemological approach

An interpretivistic approach was adopted, which takes into account that reality is experienced
and understood differently by different individuals. The goal of the research is to understand
the phenomenon researched (Saunders et al. 2015). The preferred research method for
interpretivism is qualitative methods (Saunders et al. 2015) and in-depth investigation, which
in turn motivated a single exploratory case study to be done (Blomkvist & Halldin 2015).

3.2 Research Design

A case study was carried out to investigate challenges and opportunities when reorganising
a business remotely. The phenomenon studied could not easily be distinguished from the
context in which it was observed (Yin 2003), making the method of investigation suitable.
The case study was done at a case company which is presented in the following section, and
the characteristics of the employees were observed with the aim to thoroughly investigate and
analyse the complex problem (Blaxter et al. n.d.). The limitation in time for the investigation
was 4,5 months, from mid January 2021 to the end of May the same year. The research had
an abductive approach and testing of theory was iterated to the empirics, resulting in an

understanding about the phenomenon over time (Collis & Hussey 2013).

3.3 Research Setting

The case company is owned by the Swedish state that is active in the energy sector in
five countries in Northern Europe; Sweden, Denmark, Germany, Netherlands and the UK.
Altogether 20,000 employees work at the company with head quarters in Stockholm. The
main responsibility of the company is to provide electricity to the Swedish citizens by both
producing the energy and transporting it to the end consumer. In addition to the main respon-
sibility, the company sells electricity and energy solutions to B2B and B2C customers. The

number of business areas is Six.

The department of the case company where the case study was done belongs to the business
area of power generation and is active in three different units; A, B and C. Unit A is active in
project management, B in technology and engineering and C in fuel to the power plants. The
investigation is focused on unit A and how they correspond to the problem formulated. As
seen in Figure 2, unit A is divided into nine different working groups with different tasks, six
of them are project management teams, two project excellence groups providing expertise

in different areas and one is a project management office that analyses the project portfolio
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and allocates resources and project teams. This has been the organisational structure of the
department since early autumn 2020, when a reorganisation was carried through, breaking
up the former group constellations to become more flexible and encourage collaboration.
An elevated number of consultants work at unit A and most employees have a background
in engineering either at the university or secondary school level. The gender distribution at
unit A is approximately 30 % women and 70 % men among employees and managers, and
seniority level is high with few junior coworkers. Since March 2020, the case company has

been working remotely.

Project Director

Senior Advisor

PMT PMT PMT PE
PMO

PMT PMT PMT PE

Figure 2: Organisational chart presenting the structure of the organisation after the reorgani-

sation.

Individuals working at the case company are based in three different locations; location 1
is in the Stockholm area which is also the headquarter of the company, location 2 is on the

west coast and location 3 on the east coast.

In parallel to the case study at the company, I worked remotely at another department of
the same company. As a graduate master student, I was happy to join an industrial com-
pany for the first time. While that department is active in another business, under different
conditions and with employees with distinct experience, the two departments still share the
same core values; active, open, positive and secure. This gave me a different starting-point in
the investigation as I was aware that both experience and knowledge sharing and the way
coworkers communicate differ from the way it is done at the department of the case study.
When exploring the common practice of how to coworkers communicate and interact with

each other as well as how knowledge is shared among the group, I was able to compare the
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different practices and identify their advantages and disadvantages.

3.4 Research Process

The research process is explained in the present section, first how data was collected and
second how data was analysed. The research followed an abductive approach, the focus of the
research was shaped by the process as the understanding about the phenomenon improved.
During the primary data collection that was done through interviews, which will be described
next, questions were asked about the work environment, group dynamics, productivity,
leadership and communication. The reason for this was that productivity had been perceived
as changing compared to before due to teleworking. I then studied the subjects digitalisation,
teleworking, communication, knowledge management and productivity to form an opinion
about research and knowledge in the areas. During the process, it became clearer that the
reorganisation carried out at the case company is facing challenges and to implement at
a time when all employees work from home proved to be difficult. My observations and
the realisation that there were clear links between reorganisation, work environment and
productivity meant that I thus read into new literature. This time in the areas of change

management (reorganisation), remote working and productivity.

3.4.1 Literature Review

The current literature on remote working, knowledge worker productivity and change man-
agement was reviewed to increase the knowledge and understanding about the topics related
to the research problem. A gap in the literature was possible to identify (Collis & Hussey
2013) for reorganisations under remote working arrangements, which enables a contribution
to the literature. The search tool KTH Primo was used to find the articles and the references
of relevant articles were used to find more articles. The articles were read and analysed to

later fit into the theoretical framework.

3.4.2 Primary Data Collection

Week 5 6 7 8 9 10 11 12 13 14 15 16
Pre Study

Interviews stage one

Case Study

Observations

Interviews stage two

Figure 3: The timeline of the primary data collection carried out during the case study.
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The collection of primary data was done through observations and interviews in two stages
as presented in Figure 3. All interviews conducted were of semi-structured nature and the
reason behind it was to be able to cover all themes necessary but still have some flexibility to
ask follow-up questions or jump a question. All interviewees were supplied with the themes
for the interview beforehand to be prepared for the interview, which may also affect the cred-
ibility of the data collected (Saunders et al. 2015). During the first minutes of each interview,
I briefly summarised my background, the purpose of the interview and how interview data
were to be used in the research as well as information about anonymity. If recorded, the

interviewee was asked whether he or she gave consent to record audio.

As seen in Figure 3, stage one interviews were conducted from week 5 to 7 and stage two
interviews from week 8 to 16. The purpose of the interviews in stage one was to understand
the company culture, perceived opportunities and challenges by working remotely and to
understand the structure of the business. It was an active choice to invite respondents working
at different units and in different positions to participate in the semi-structured interviews.
The aim of the mixed people was to get as many different perspectives of the phenomenon
as possible, however, the respondents were picked by contact person at the case company.
Moving on to the interviews conducted with non managers in stage two, the aim of them
was to get a clear picture of the work environment and productivity. Questions were grouped
into the following themes; productivity, group dynamics, virtual leadership and commu-
nication. The questions were asked in such a way that a comparison could be made with
the "normal", pre-pandemic, working environment. In appendix A, the interview guide can
be found. An exception was made for Project Manager G, who was interviewed with the
purpose previously presented but with the aim to get a deeper understanding about project
management at the department, with focus on the working environment and workshops. The
person was chosen because of the nearly 20 years experience in project management working
in different organisations. Managers interviewed during stage two of the data collected were
interviewed to give a management perspective to the work environment and leadership during
a reorganisation when working from home. The interview guide used for managers, with
exception for Manager D, can be found in Appendix B. Manager D was interviewed with the
same purpose as the other managers in stage two, but the interview was 0,5 hours instead of
1 hour, thus the same interview guide could not be followed. In a final interview, the CEO of
the department at the case company was interviewed with the purpose to give a perspective

to the reorganisation and answer questions about it.

Table 3 presents the different units and locations of the respondents. Respondents working
as project planner, project control or project administration are presented as project team
members in this report, to protect their anonymity. Among the 16 respondents in inter-
views during stage two, 14 of them (11 employees and three group managers) responded
to questions about age, years at the company, children, living situation and background.
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Among the 11 employees with an average age of 43 years ranging from 27 to 56 years, 6
were women and 5 men. With exception for one respondent, all interviewees live with a
partner or children and nine respondents have children in ages 3-20+. The background of the
respondent coworkers in stage two of interviews is engineering, high school, administration
and business and administration. The average number of years worked at the case company is
8 among coworkers and 19 among managers. When it comes to age and years of managerial
experience for the managers interviewed (except Manager D), the average age is 49 and the

experience varies from 0,5-21 years.
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Interviews during stage one
No | Respondent Duration Recorded | Unit | Location| Manager
(h]
1 Manager A 1 No A - Yes
2 Respondent A 1 No A - No
3 Respondent B 1 No B - No
4 Respondent D 1 No B - No
5 Respondent C 1 No A - No
6 Respondent E 1 No C - No
Interviews during stage two
No | Respondent Duration Recorded | Unit | Location| Manager
(h]

Business Support 1,5 No D 1 No
8 Project Manager A 1 No A 1 No

Project Manager B 1 Yes A 2 No
10 | Project Manager C 1 Yes A 2 No
11 | Project Team Member A | 1 Yes A 2 No
12 | Project Manager D 1,5 Yes A 1 No
13 | Project Team Member B | 1 Yes A 1 No
14 | Manager B 1 Yes A 2 Yes
15 | Manager C 1 Yes A 3 Yes
16 | Project Team Member C Yes A 3 No
17 | Manager D 0,5 Yes A 1 Yes
18 | Manager A 1 Yes A 1 Yes
19 | Project Manager E 1 Yes A 1 No
20 | Project Team Member D | 1 Yes A 3 No
21 | Project Manager F 1 Yes A 3 No
22 | Project Manager G 1 Yes A 1 No
23 | CEO 1 Yes - 1 Yes

Table 3: Description of the data collected through semi-structured interviews conducted at

the case company.

Through participant observations, primary data was collected about the working practices and
environment at the case company. The research setting and shared beliefs, culture, behaviors,
use of language etc was experienced directly by the role observer-as-participant. The purpose
for the observations was to get a grip of the company culture, digital maturity and ways of
working (Saunders et al. 2015). During the observations, notes were taken about the purpose
of the meeting, what happened during the meeting, how communication was done and how
digital tools were used. Participation in meetings included project meetings, reconciliation

meetings, working group meetings, one workshop and one course, and was done in February
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to March 2021.

3.4.3 Secondary Data Collection

Secondary data was collected via the responses to two surveys conducted at the case company
the previous year, both of them examining the work environment, one with focus on work
environment security and the other one about broad opinions of individuals. The first one
provided input about the characteristics of the organisational, social and physical environment
and second one input about areas of improvement in the work environment. The advantage
when using secondary data was that time was not spent on collecting the same data and
the data could be compared to the primary data collected, thus put in a general context for
the case (Saunders ef al. 2015). Using secondary data comes with the disadvantage that the
purpose of the data collection differed from the purpose of my own research, thus only part
of the data was usable (Saunders et al. 2015).

3.4.4 Data Analysis

The qualitative material collected was analysed using the methods sort, reduce and argument.
By sorting empirical material, structure and clarity was given to the analysis and by reducing,
the material was sifted down to represent what was important for the analysis. To pinpoint the
difference of the investigation in relation to existing literature in the analysis, the empirical

material argumentation was used (Ahrne 2011).

Interviews conducted in stage one of the data collection were neither recorded nor tran-
scribed, but notes were taken during their duration. The opportunities and challenges of
remote working that the respondents highlighted were analysed together with suggestions
for improvements. Interviews conducted in stage two included interviews with employees,
interviews with managers and an interview with the CEO of the department at the case
company. All interviews with managers were transcribed while half of the interviews with
employees were transcribed and the audio recordings of the other half were listened through.
The choice to transcribe interviews was based on the fact that it is important how an in-
terviewee says something and not only what is said (Saunders et al. 2015). However, the
reason to not transcribe all interviews was because of the time limitation of the case study,
but while listening to the audio-recordings interesting quotations were selected and included
in the results. The audio recording of the interview with the CEO was analysed after the

conversation to provide key messages to the findings.
A thematic analysis was done to join data from different transcripts and notes taken at

interviews, create key themes and draw conclusions about the findings with respect to the

literature. Transcripts and notes from interview stage two were coded in different colors
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depending on the theme which were work-life balance, productivity, group dynamics and
virtual leadership. The presentation of the findings and the analysis followed the themes from

the thematic analysis.

3.5 Research Quality

The present research is valid for externals that are experiencing the same phenomenon as
the case study company, which is to carry out a reorganisation while working remotely. It
should be taken into account that the remote working arrangement was due to the Covid-19
pandemic and that the virtual working practices were not planned.

The nature of the interpretive epistemology and ontology results in a research with strong
validity but weaker reliability. As the interviews in the qualitative research put forward the
reality of a number of different individuals, the validity was kept at a good level - providing
multiple perspectives of trustworthy information about the phenomenon. Reliability, however,
is affected by myself as a researcher as I have my own beliefs, values and understanding
(Business Research Methodology n.d.) as well as the persons interviewed. Reliability was
enhanced by transparency and respondent validation. Transparency can be identified in the
research paper as the methodology and research process were clearly described in this section
and by doing so, the reader is guided through the choices made by the researcher (Ahrne
2011) which can help to grasp the senses of them. To further build on the transparency, any

weaknesses of the research design were presented (ibid).

Triangulation was used to give a more objective description of the phenomenon studied,
various types of methods, data and theoretical perspectives (ibid) were used. While the
purpose of the triangulation is to increase reliability by having different sources providing
the same (or a similar) "picture" of the phenomenon, it is important to pinpoint the fact that
they all come from different contexts (ibid). Theoretical perspectives that were considered
were produced in various countries under different circumstances. An example of this is
that the investigation included about remote working during the Covid-19 pandemic was
conducted in various countries; Cyprus Kylili et al. (2020), China in Wang et al. (2020)
and USA in Milliken et al. (2020), studying different individuals that live different lives. A
further motivation for the triangulation was that interviews, participatory observations and
analysis of a survey conducted at the case company would most likely not paint the same
picture. The reason behind it is that the interviewees’ and the researcher’s perceptions of the
virtual leadership, group dynamics and knowledge sharing are not the same as the angles
of approach are different. Similarly, respondents in an anonymous survey are more likely
to give honest answers. To conclude, reliability was affected by the choices of literature

included, data collected and analysed but a high level was difficult to achieve when using
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qualitative research methods, as previously discussed.

3.6 Ethical Considerations

The guide for good research practice created by Swedish Research Council (2017) was
considered in this investigation. All interview respondents with exception from the CEO of
the business area, were anonymous, and responses were carefully managed in the section
"Results and Analysis" to not endanger the anonymity of the respondents. The CEO was

indeed aware that answers were not to be kept anonymous.
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4 Result and Analysis

The findings and results are arranged into categories in this section; the context, work
environment and productivity aspects and communication and leadership. It can be motivated
that remote working arrangement is suitable for employees at the case company as they are
knowledge workers with a high level of autonomy (Bailey & Kurland 2002). However, it is
important that the management puts an effort on adopting new practices for working that
matches with the new working arrangement (Koroma et al. 2014) and that formal policies
and practices, digital technologies and ICT infrastructure are in place. Thus benefits such as
increased work life balance and well-being can be reached (Buzzanell et al. 2005; Byron
2005 as cited in

4.1 The context

As presented in the previous section, the department studied at the case company is active in
the area of power generation and project management within the energy sector. Since the
beginning of autumn 2020, the department at the case company has been structured in a
new way, breaking up the old working groups and hiring new managers both internally and
externally. In an interview with the CEO, she tells that the reorganisation was created over a
night by herself in collaboration with a few managers in the old organisation. This is a strong
top-down approach, as explained in the literature (Burnes 2009), where individuals in the
organisation are not included in the design of change. The background to the reorganisation

carried through is mainly to

* transform from delivering resources to secured quality products in partnership with
the client,

* enable greater flexibility in the deliveries and

* decrease the number of interfaces with partners.

The project portfolio is changing due to emerging markets. Traditionally the department at
the case company has been working with projects at nuclear power plants in Sweden but
now new project management within areas of innovative power supply e.g. generation of
hydrogen are emerging. Competencies in the new areas are needed as well as flexibility to
take on a wider range of demanded projects. The new organisation should have more internal
interfaces but fewer external ones. It is also stated in the report about the reorganisation that
the new ways of working should lead to an improvement in the work environment and that
each coworker should be able to operate within a wider range in the organisation. Further,
the business unit should benefit from the overall competence, the delivery should be in focus
and all employees should feel closeness to their manager. The timeline for the reorganisation
to function fully is 1-3 years and the reorganisation went into effect while the whole business
unit was working remotely, and as of today, all employees continue working from home. The

organisational structure was changed when reorganising which implied that working groups
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and constellations changed. The literature highlights communication about the objectives
of the change as key to successful change (Burnes 2009), and throughout the case study it
is noted that information concerning the change is successfully shared with all employees.
Information is shared by the CEO who uploads videos on the intranet, the project director that
together with the working group manager presented the evolution of process and occasional
digital events with the whole department. What is lacking, based on change management
theory (Burnes 2009), is occasions to discuss the information shared. Managers ought to
inspire employees with their own behavior (Eisenbach et al. 1999; B. M. Bass & Riggio
20006) and take responsibility to create a mutual vision in which the employees identify the
need for change (Burnes 2009).

To reach the goals of the reorganisation, two main projects have been initiated, one to enable
greater flexibility in deliveries and one to live the intended organisational culture. I have
attended reconciliations meetings at the project aiming to provide flexibility in deliveries
which are assigned 30 minutes every second day. The project about organisational culture
has as goals to create a healthy work environment where focused on continuous learning,
openness and learning within the project management teams (PMT), also called working
groups in this research, and within all processes should be part of how things are done at the
company. By anchoring change in the culture, like the project intends, it is harder to fall back
into the old way of doing things. The working environment and organisational culture ought
to be characterised by the words active, open, positive and secure. The aim is to provide a
safe and healthy workplace and to encourage collaboration. Individuals are encouraged to be

themselves and share their happiness and get inspired.

During the period March 2020 to first of September the same year the whole organisation
worked from home as a norm, following the old structure of the organisation. When the
reorganisation was implemented September first, everyone kept on working from home
and has done so ever since but following the new structure and working towards the new
organisational goals. Judging from the background of the interviewees and the participation
in meetings, most employees are middle aged and have worked at the company for 8 years
in average for coworkers and 19 in among managers. Many employees work on different
projects simultaneously, varying from two to 20, and a typical day at the department includes
several virtual project meetings from 9-16 in different group constellations with individuals
from unit A, B and C. By experience from my observations, meetings are in groups of only 2
people up to 23. When starting a typical meeting, all participants join and usually greet the
rest, some with and others without the camera on, and after a few minutes of very limited
small talk the moderator usually jumps straight to the point. The conversation is started
and topics are discussed, but naturally not all participants speak as much which in rooms
with more than four people becomes. In meetings with up to four people, the word is often
distributed by the moderator but in larger meetings some colleagues tend to keep in silence.
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The virtual meeting can be described as well planned and effective but also exclusive and
disturbing as two usual problems are that not all colleagues get to speak since extroverted
coworkers dominate the conversation and many participants do not mute their microphone.
Some participants tend to interrupt their colleagues continuously and as cameras are not on.
Meetings start on the dot and some of them are up to two hours without a break.

When presenting myself and the purpose of the participation in project meetings and coffee
breaks, many coworkers say that they are satisfied working from home even if they miss
meeting the colleagues and have not fully gotten a grip of the new organisation and group
constellations yet. In one meeting, when discussing remote working with managers, I was
asking about how frequently chats were used in group projects and received negative thoughts
on how they can be helpful for the communication in the virtual office. Some managers were
open about the idea to use group chats to share knowledge and promote collaboration and
interaction while another did not even want to listen to how it could be useful. That meeting
left me with a feeling of resistance to change within the management team. Another day,
during a virtual coffee break with a small group of colleagues at unit A, the employees were
curious and welcoming about myself and the research carried out, but also critical to the
usefulness of it, after which I left the coffee break demotivated. I have participated in the
meetings with one of the project management teams, occurring each second week, during
the time of the research. More than 20 employees participate in the meetings that are held by
Manager A, and during their duration information is distributed. In the next coming sections,
detailed empirical material and analysis are done about work environment, productivity

aspects, communication and leadership.

During the case study, various challenges related to the reorganisation were identified, both
by my own observations and by information emerging from the data collected. First and most
importantly, common understanding about the purpose of the change is not reached, many
coworkers admit that they do not understand the new strategy or the new ways of working. In
one of the meetings I participated in I got facetiously asked to explain the reorganisation as
none of the participants had a clear understanding about it. A common understanding about
the change is motivated by Kotter’s 8 step change model (Kotter 2012) as individuals need to
see why it is needed to move from the current status of the organisation, whereas they create
a sense of urgency for change. Secondly, as working groups were reconstructed, many of the
employees have never met or worked together with their new colleagues and no or limited
team building has been carried through. The same theory describes that the driving force for
change is created by quick wins within the organisation, and that that force can be inhibited

if individuals do not see these gains.
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4.2 Work Environment and Productivity Aspects

Employee engagement is important to successfully fulfill the goals of the reorganisation,
and engagement is enabled in a dynamic environment where old ideas are challenged and
employees learn from each other. Further, literature states that the work-life balance and
productivity is affected by remote work. In this section, the work environment and key

productivity aspects affecting a reorganisation are analysed.

4.2.1 Work Environment

An organisation’s work environment can be assessed by examining its organisational, social
and physical conditions (Swedish Work Environment Authority 2021a). Management, com-
munication, responsibility and inclusion are a few of the aspects that affect the organisational
conditions in the workplace. The social conditions at the workplace include interactions
with colleagues, social cohesion, collaborations and social support from colleagues and
management. The physical conditions refer to the home office in this investigation (Swedish
Work Environment Authority 2021b). The above-mentioned aspects that affect the work
environment are discussed based on the empirical material that has been collected during
the case study. The findings that deal with communication are presented in the next chapter,

which concerns communication and leadership.

Beginning with the organisational and social aspects of the work environment, around 50
% of the respondents in the survey about the working environment conducted by the case
company during the past year (2020) describe these aspects as good or very good when

working from home. The comments left by respondents in this matter were

* lack of social cohesiveness,

* you do not know your new colleagues,

* loneliness,

* missing to meet colleagues and lack of social interaction
* difficulty to have time for all meetings and

* perception of fragmentation in the department management.

Around 50 % of the respondents say that their well-being is good or very good when working
remotely. Positive outcomes of working from home are flexibility to leave and pick up
children, less stress due to not spending time commuting and negative ones are that spending
the whole days in digital meetings drains energy, lack of social cohesiveness and support
from engaged colleagues. Seven software that are used in the daily business are assessed for
how well they support the employees in their daily work. In total, three different applications
are used for digital meetings but only one is found helpful for the employees, the other two
present restrictions and are limited in functions. It was seen from the result in the second

survey, that the digital technologies in use for the business are not satisfying the employees

32



and this is confirmed in the first survey about the work environment.

The interviews conducted give a similar picture of the situation. Empirics collected from
the stage one interviews indicate that remote working arrangement has led to a stressful
situation for employees as they spend a large amount of the day in video meetings. The
vast majority of the respondents employees in stage two of the data collection say that it is
difficult to take breaks during the days due to meetings. Many of them spend more time in
meetings when working from home and they can be back-to-back without breaks. Some days
it is possible to take breaks and one of the interviewees book a time slot in the calendar to
have time for a walk. Project Manager A argues that a walk is a good opportunity to reflect.
Project Manager B does not take breaks unless it is perhaps to put on a laundry machine.
The findings contradict the theory as one of the benefits of flexible working arrangement
recognised in the literature is to be able to organise the day as one wishes and to take
needed breaks during traditional office hours. According to Kelliher & Anderson (2008), it
leads to better control of one’s life, a better work-life balance and decreased levels of stress.
Flexible working hours is recognised to be a benefit for remote workers (McNaughton ef al.
2014; Kylili et al. 2020), but the employees at the case company are not able to make use
of flexibility in working hours as many of them are scheduled in digital meetings from 9 to 16.

Employees experience reduced physical activity and prolonged sitting time as meeting fol-
lows meeting and less natural movement is created. The World Health Organization (2020)
recommends 150 to 300 minutes of moderate-intensity physical activity or 75-150 minutes
vigorous-intensity physical activity per week for adults. In addition, muscle-strengthening ac-
tivity is recommended twice a week (ibid) and sedentary time should be replaced to increase
health benefits (World Health Organization 2020; Benatti & Ried-Larsen 2015). During
2020, an initiative was started at the case company to promote physical activity through a

competition in reaching the largest number of steps.

When it comes to responsibility for the work environment, managers are responsible for the
psychosocial and physical environment. Manager A says, in an interview, that one of the
main challenges with the responsibility is that it is too difficult to understand how people
are feeling when not meeting physically. Similarly, Manager C says in an interview that
"There is a risk that some employees feel bad without us knowing it" when speaking about
challenges connected to remote leadership. The same manager says that when asking how the
employees are, they always answer that they are well, but as they do not meet each other it is
hard to understand. Manager A, on the other hand, states that employees are very open about
how they are without putting on a "facade". The same manager says that most employees are
tired of working from home as it is something that consumes energy, in the projects most

people have an understanding for people’s life and work situation.
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One of the informal leaders of the organisation, Project Manager G, feels a responsibility
to make sure that the project members are well even if it is not a part of the formal respon-
sibilities. As the working group manager does not work together with the employees, the
insight in the work environment is less when working on a distance they do not even meet.
For possible problems and conflicts to be addressed and solved, a constant and fluent dialog
is needed between the working group manager and project manager. However, sometimes
it is not enough, Project Manager G gives an example of when a bad working environment
was ongoing without getting noticed because once you are used to an environment, a fresh

outsider perspective can be needed.

Inclusion and participation is affected by both the reorganisation and remote working. As
previously mentioned, the reorganisation came with new group constellations and given the
situation, getting to know each other better by letting employees present themselves is good
for inclusion. Two of the project managers say that it is hard to feel involved in the group

meetings with the manager as none of the employees work together.

"It is hard to feel involved in the group as we do not work with the same tasks in the
group, as we are all project managers. We might do similar tasks but we do not do them
together. We have very limited contact with each other, it is in the case that you call and ask

"How have you done this?", but it is hard to get a group community I think. It suffers. "

Several ideas are presented by employees to improve the situation. Project Team Member
A, Project Manager B and Project Manager E suggest that managers should make sure that
everyone is invited to speak to promote inclusion. "Let others be active in the group meetings
by setting aside time for other topics." comments Project Manager E. Meetings in groups of
maximum four participants is an idea by Project Manager B, and to have group exercises
where the group solves problems together says Project Team Member B. More and shorter
coffee breaks each morning and end of the day, with a special theme is an idea about how to

include everyone by Project Manager F.

Not asking for everyone’s input or opinion, or jumping straight to the agenda without putting
effort on asking how everyone is, are ways to inhibit inclusiveness. The communication of
the leader should also be adapted as not everyone wants to speak. When asking about how
inclusiveness can be inhibited by the manager, Project Team Member A says that due to the
Covid-19 pandemic, the employees and manager have only met a few times which affects
the relationship. To not see body language, having a monologue and follow a very structured
agenda during group meetings with the manager instead of working on group exercises and
open up for discussions are mentioned by two of the project managers and two project team

members.
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One of the employees interviewed had a strong feeling of exclusion in project and felt that

the virtual workplace enhanced the feeling as the respondent could not see the colleagues.

"I think I felt it extra strong since it was only virtually, you get a feeling that everyone
else is together and that you are alone - it is a strange feeling in the head and since we never
met it was very hard to build trust. [...] If you are at the office working on your tasks, you get
a feeling that you know what is happening around you and what others do, but now you do
not get that anymore . Instead you have a feeling that you do not know what is happening,
you sit in your own bubble and then you feel a larger need of being available and not miss
anything, the feeling that you need to be up to date about what is happening. But in reality,
maybe everyone else is also sitting at home in their bubble."

Moving on to the social analysing the social conditions, respondent A, B, C, D and E is that
social interaction suffers when working remotely and Respondent E argues that more effort
is needed to interact with colleagues. A vast majority of the employees participating in an
interview during stage two of the data collection say that they interact less with colleagues
when working remotely. It is a consequence of not knowing each other or not working on a
project together, one has to make more effort to keep up the contact and in general colleagues
do not call or write to each other unless they have a question. As two of the project team
members state, they do not interact with colleagues that they would usually only meet in
the lunchroom. Project Manager C has a weekly walk and talks with a few project manager
colleagues when they speak about anything. One respondent speaks frequently to a few
people regardless of having questions. However, Respondent D has a feeling of getting closer
to each other, he argues that you get into the private sphere when the camera is on in video
calls. The same person mentions that all the spontaneous interaction between colleagues is
gone as they meet digitally.

The initiative virtual coffee is widespread within the organisation but many of the intervie-
wees do not appreciate the breaks or do not attend for different reasons. It works fine but is
not a relaxed event. One respondent says that they do not work as only two persons speak
at the break and wishes for smaller and better group arrangements for digital social events.
Another respondent thinks that it feels like a forced event and suggests that a person prepares
a short presentation about one of their projects for the break instead, which creates more
value, starts a conversation and improves the insight in what colleagues do. Project Manager
D suggests working on the group dynamics by implementing virtual coffee breaks in the
group, and Project Manager E thinks that the colleagues in the new group constellation have
gotten to know more about each other by doing a presentation. Another initiative, called Staff
in Motion, has the purpose to activate the employees physically by registering the number

of steps and it was something that was started to be discussed during the virtual coffee breaks.
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On the question "what do you miss most from the office?", that was asked to employees in
stage two, the mutual answer from all employees interviewed are social interactions and the
colleagues. According to The Swedish Association of Graduate Engineers (n.d.), social inter-
action is needed to keep stress levels at a reduced level and for a healthy working environment.
Three of the colleagues say they miss the opportunity to solve problems and be creative using
a white board. According to the interviewees, it affects the insight on what is happening in the
organisation but also the ability to conduct the work as a project manager. Project Manager

D says that both the dynamics among coworkers and the problem solving is different digitally.

"[...] It is a completely different dynamic [in the office], you can discuss problems - I miss
that and I think I would work much better than sitting working with grey Skype windows. You
get feedback from nodding, and problems and conflicts that arise can be solved easier on site."

The common picture that employees give about collaboration is that it is harder to collaborate
virtually. To include a management perspective, Manager B states that group dynamics and
discussions function well in small groups. According to Project Manager A and Business
Support, the reorganisation has affected the social cohesion among colleagues as the working
groups have new constellations and the new coworkers do not know each other well as
an effort to get to know each other was not done at the beginning of the project. Working
remotely does not help the situation, it rather has a negative effect on the group dynamics
according to Project Team Member D. One respondent only knew one person in the new
constellation and a project manager says that when starting up a new project where the
members do not know each other beforehand, it is good to get to know each other and build
respect by asking questions like "what have you done before?". Project Manager B has
another perception and feels a good social cohesiveness in the group since we knew each for
a long time. It is hard to build a team remotely, but Project Manager C thinks that it is rather

successful since continuous meetings are held.

The project manager says that "the feeling of support and closeness that existed before is
gone". Not all working groups were affected by the reorganisation in the same way, Project
Manager B says that they keep the same team and that the social cohesion is good. Two other
respondents, Project Team Member D and Project Manager F, argue (respectively) that the
social cohesion has been affected negatively and that in a project group it depends on which
stage in the project they are in. If the project is in a stage of implementation or execution, the

project members have more contact with each other.

Social support is motivated by Wang et al. (2020) to be prominent for employee working per-
formance, together with factors like job autonomy, workload and monitoring. The amount of
social support from colleagues has changed according to one of the employees, who does not
feel the same support from the working group that she belongs to and that is a consequence
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of not knowing each other well. Colleagues in the same working group do not work together,
but instead they work distributed in different projects and they do not get to meet due to
the current situation with remote working. However, one of the six working groups has an
ongoing initiative where a small group of employees meet (virtually) to discuss a problem
or work on a case together as a group e.g. a problem that one of the participants have had
in a previous project. In this meeting, the group manager is not present and will not know
about what has been discussed. Only a few of the interviewees have worked together in this
way, but the ones that have, have positive feedback to give about it. One of the project team
members says that employees working with project planning used to meet every second or
third week to work with a challenging question. The initiative is personally more appreciated
by Project Manager E nowadays as the business is remote, "[...] it is the only channel through
which you take time to sit down and speak with the colleagues about other things than work
tasks. It is more reflective, even if it is related to work it is not now we have to do this task

but instead I have this problem how would you solve it."

Remarkable results were obtained in the area of harassment as the results from the survey
about the work environment conducted by the case company show that 11 % have seen some-
one else get harassed and 8 % have been harassed themselves last year. Harassment includes
both discrimination and bullying but also other types of offensive behaviour. The survey
concludes that the department needs to improve the conditions of work, responsibilities and
positions. According to one of the project managers, the role can be rather lonely as they do
not work together in a group with other project managers. The expected availability is not
well communicated by the management of the case company, the previous working hours

were 9 to 15 but that is not followed right now. Meetings are booked after 15.

With the literature by Wang et al. (2020) in mind, it is reasonable to assume that employee
performance has been affected by employees not having the same social support from their
work group as many have not yet created the trust needed to feel community and support
from the group. The experience that an employee shared with me in an interview, previously
presented, about a feeling of being excluded in a project and how it felt extra strong due to
the digital environment and the knowledge about harassment further indicate that there is

potential for improvement when it comes to social support.

From the interviews with employees in stage two, it was observed whether or not an em-
ployee has a dedicated work space at home that is not the kitchen table or on the sofa. Three
out of four of the men do have a dedicated work space while two out of four women have it.
The five employees that do not have a dedicated work space, work from the kitchen table.
Based on the position of the coworkers, four out of six project managers have a dedicated
workplace white two out of five employees with other positions have it. This data confirm
what was being said in the survey conducted by the organisation about the work environment,
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which revealed that 70 % of the respondents claim that their home office follows a very low
or quite low standard from an ergonomic perspective. The respondents to the survey miss a
height adjustable desk, a good chair, space and good illumination. In contrast, the majority of
the respondents are satisfied with the computer hardware including computer, mobile, mouse
and keyboard (>50 %) and the functionality of it (>70%). In addition, one of the employees’
experience a poor air circulation in the home office, so making breaks out in the fresh air is

important.

Kanter et al. (1992) change management theory argues that to get things done in the organi-
sation, alliances should be created and networking promoted. In this section we found out
that interactions between colleagues are limited since remote working was adopted and that
collaborations and social cohesion have been affected by reorganising business in terms of
goals and structure. A central function at the case company is currently working on devel-
oping a new working arrangement that is compatible with the increased use of digital tools
and online meetings. The initiative was started with the aim to stay attractive to both current
employees and future candidates, and the offices will be used by various types of people

that work on different tasks. By doing so innovation, diversity and inclusiveness are promoted.

Continuing to the outcomes of remote working that stage one interviewees share, and be-
ginning with presenting the benefits, flexibility is raised by Respondents B and D, and
Manager A. Another benefit is that according to the Manager A, a higher productivity is
perceived. Further, the same respondent has the perception that employees that have had a
tough private situation, for various reasons, have been feeling better. Most of the employees
have a social life and families, even though they do not meet a lot of people in general due
to the restrictions of the pandemic, according to Manager C. The drawbacks argued are
overwork and difficulties to set boundaries. Respondent A has identified several problems
related to working from home. He says that coworkers that are not used to working this way
have extended their working hours in an unhealthy manner and that many do not have a
proper office to sit in. Another employee feels more stressed as it is harder to set boundaries
between private and working life and works more hours, but comments that it can also be
due to having a new position in the reorganised company. The finding about an improved
flexibility is contradictory as many employees spend most of the day in digital meetings,
making them stuck to the computer. The literature, conducted both before and during the
Covid-19 pandemic, on remote working also presents flexibility as a benefit (McNaughton
et al. 2014; Kylili et al. 2020). Work-life balance is another aspect that is affected by remote
working, and the literature shows that the balance can be affected both positively (Buzzanell
et al. 2005; Byron 2005; Kelliher & Anderson 2008; Kylili ef al. 2020) and negatively
(Milliken et al. 2020; Kylili et al. 2020) by working from home. Research from both before
and during the pandemic presents both effects. However, these findings come from a limited
number of individuals participating in the case study, thus general conclusions about it cannot
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be drawn.

4.2.2 Productivity Aspects

Successful change management is characterised by a work environment where old ways
of working are challenged and employees are motivated to contribute outside the area of
responsibility. Trust, learning and development of new skills are important elements in the
progress of change. Therefore, I present aspects about trust within the organisation, and three
of the six main factors that Drucker (1999) motivates for measuring productivity among
knowledge workers; continuous learning and teaching, continuous innovation work and how

much employees are seen as assets for the organisation.

Beginning with aspects of trust, Project Manager G argues that trust is easier to create when
meeting physically and that gives more understanding about who we are and where we come
from. It is "much harder to get to know each other virtually" and in one of the projects
that started during the era of remote working, disagreements were created as the people did
not meet in real life. They did not do team building in the beginning of the project. When
working in workshop form, Project Manager G does it either by following a methodology or
in a less structured manner based on a purpose. In some cases e.g. when analysing risk, a
risk methodology is followed. Often the less structured way of performing workshops for
creative work and problem solving is used and a drawback of it is that it is easier to drift
away from the topic. The main norm of the workshop is to be able to discuss without bias
and interruptions and that is done by creating a trust within the group so that everyone feels
confident to share their thoughts.

Project Manager E thinks that a "we feeling" is created as the manager sends out weekly
emails with information, sharing things about the personal life. According to the respondent,
trust has been created. Project Manager F says in an interview that it is hard to keep a group
together and that it is even tougher when everyone in the group has met, the non work related

conversations and team building disappear.

" When you meet in person, it is closer to laughter, to small talk and it makes people
relax, group members open up more and they feel that the atmosphere is better. [...] Ask

questions before or after the meeting. "

Moving on to continuous learning, what characterises transformational leadership and lead-
ership during change is the creation of an environment that promotes learning and new
skills through experimentation and a common vision (Burnes 2009; B. M. Bass & Riggio
2006). Learning has been shelved due to the pandemic, according to the managers, who in

the interviews tell about their experiences with a high workload. Learning is also a factor
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that affects productivity according to the Drucker (1999) framework for knowledge worker

productivity, so a lack of learning between colleagues can affect it negatively.

Learning and exchange of knowledge among colleagues is affected by the work arrangement
as experiences and knowledge are not shared in the same way. Project Manager A says that
insight about what colleagues do is different now and that it is not possible to learn from each
other in the same way as you do not overhear a conversation and cannot go and ask for help
with an element in the same way. Project Manager B thinks that learning is unchanged but that
it is tedious to ask questions to colleagues. An informal forum for project managers to meet is
by the lunch table and that is gone now according to Project Manager C. Similarly, one of the
project team members says that the exchange and spontaneous "I thought about something"
is gone when not having lunch or taking a break together. An initiative that is appreciated by
many employees is "Master Mind" which Project Team Member B says is a way to exchange

experience and solve problems together, it is a substitute for not having good group dynamics.

"Virtual coffee breaks [within the group with the same manager] sometimes clash with
other virtual coffee breaks that are booked - and the group dynamics for the "home unit" suf-

fers from it. We do not solve anything together but solve things with others outside the group."

Successful change management recognises acquiring new skills as important, and from the
result we see that exchange of knowledge and learning between colleagues is weak due to
the changes coming from reorganisation and consequences of transiting to working remotely
without planning the design of the way of working so well.

Innovation is a part of the responsibility of project managers as they need it in some of
the stages of projects, accordingly it becomes a part of the task assigned to the project
group. From observations I noticed that several projects deal with innovation in power supply
technology and in an interview with Project Manager G, the informal leader speaks about
how creativity and idea generation is needed from time to time. However, many employees
like to gather around a white board and find the dynamics that way, and that part is gone.
Some of the work groups have arranged monthly gatherings in small groups to discuss a
work-related problem together and that is an initiative that has been appreciated and will
be started shortly in Manger C’s group to get the colleagues to reconnect with each other.
For those occasions, workshops are arranged and the intended environment to create is one
in which participants are able to discuss without bias and interruptions and that is done by
creating a trust within the group so that everyone feels confident to share their thoughts. In
the literature on creativity performance it was seen that it is affected by personality and the
work environment including social, organisational and physical factors (Dul ez al. 2011). An
innovative environment is characterised by trust, openness, involvement, challenge, conflict
and debate and when colleagues share mutual values and see each other as competent, then
new ideas emerge. In addition, an innovative landscape engages individuals to feel that what
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they do is meaningful (Tidd & Bessant 2018).

When it comes to if the workers are seen as assets rather than costs for the organisation, and
thus prefers to work there rather than in another place, the empirical material provides limited
opportunities to analyse the matter since interviews did not focus on it. In any case, the aspect
can be interpreted from the survey that case company conducted last year (2020) about the
work environment. The results from the survey show that among areas of improvements
that were identified the following were found (with a negative trend respect to the previous

years):

» Utilisation of employee skills and competencies.
* Suggestions for improvements are well received.

* Motivation to contribute beyond the area of responsibility.

Individual productivity when working from home is better according to one third of the
interviewed employees, it is a consequence of not being distracted and a better focus on
the work conducted rather than the hours spent in the office. Two employees, both working
at site 3 but with different positions, argue that productivity is lower since more time is
spent on waiting for answers and worse group dynamics. It is also stated by one person
that productivity is better in some periods and worse in others. Project Team Members B
and D, and Project Manager F miss the fast response and discussions they usually get from
colleagues when working on site. Project Manager E says that a new need of speaking to
coworkers has been created as the natural dialog is lost. The highest productivity can be
reached by integrating digital tools according to Project Manager A and B as the tools used
today do not enable digital contacts so well. The second survey examines the psychosocial
and physical environment in the home office as well as the digital capabilities. Barely half
of the employees at the department responded to the survey. The result of the survey shows
that employees are frustrated about the many software that are used to communicate and
for digital meetings as well as video conferences, due to safety restrictions not everyone
has access to and can use the same ICT platform. One platform is mainly used but three
platforms are available in total. In the survey, many employees argue that the platform that is
more suitable for working when teams are distributed at different locations is not allowed
to be used for all business and that affects the ability of successful digital meetings, thus a
transition to using that specific platform is demanded. In order to implement flexible work
in a beneficial way, the organisation should take into account the wishes of the employees
and business needs, and based on that design the ICT infrastructure and decide which digital
tools and technology to use (Manca 2020).
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4.3 Communication and (Virtual) Leadership

When presenting the empirics and results about communication and virtual leadership at
the case company, informal leaders like Project Managers and Functional Responsibles
are not considered as leaders. The individuals considered leaders are called Managers in

continuation.

4.3.1 Communication

Change management theory by Kanter et al. (1992) concludes that communicating informa-
tion and sharing knowledge from management down into the organisation is important to
make all employees aware of the goals, which agrees with the general emergent approach
that highlights informative meetings about change objectives as key activities (Burnes 2009).
From observations it is seen that information about the goals of the new organisation is
communicated through videos published by the CEO, an information forum on the web,
digital conferences with the whole department including unit A, B and C and information is
also distributed during working group meetings every second week. Another activity that is
key to engage employees in the organisation and create a sense of urgency to fulfill change
is discussion about the information that is shared (ibid). As of today, discussions are rarely
created about the matter, which influences the understanding that employees have about
the reorganisation. Information-gatherings are usually arranged in meetings or conferences
with a large number of participants, without the possibility to talk interactively about the

information.

The channels of communication used by employees and managers are both synchronous and
asynchronous, mostly via video call, email and phone call but seldom using individual or
group chats and discussion threads or forums. A finding from interviews with employees
during stage two is that all interviewees with the role project manager answered yes to the
question "Do you take certain meetings on the phone and go out to walk at the same time?",
differently from the rest of the interviewees with other roles. By doing so the prolonged
sitting time is affected in a positive manner, as continuous breaks are needed to keep alert
(The Swedish Association of Graduate Engineers n.d.).

Manager D used to communicate discontinuously with her subordinates via chat messages,
video calls, phone calls, SMS and email while getting to know them but has now started
having more regular meetings. Both Manager B and C say that group chats are not used
to communicate, colleagues contact each other through email, book a meeting or a digital
call. According to the managers interviewed, the only time that employees interact with
the whole project management team is during digital meetings every other week. The usual
occasions to meet their employees do not exist any more, they are instead replaced with

virtual coffee breaks. Virtual coffee break have been added to the calendar to promote social
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interaction among colleagues, Manager A and C say that 5-7 people usually show up for
the 30 minutes break. Manager B says that it is more natural to walk down the corridors
at the office and meet at the coffee machine to keep updated about the colleagues and to

reconnect to each other as project team members. Typical questions for these moments can be

"What are you going to do this week?", "How far have you gotten [with a task]?"

Seven of the eleven employees interviewed during stage two of the data collection, say that
they speak one-to-one with their manager every second week, but some have it every third
week or once a month as well with phone calls every second week. One of the employees
interviewed is a consultant and has reconciliation meetings each second month since the
manager is not responsibility for consultants’ work environment. For the same reason, the
employee does not participate in the group meetings with the manager, but still feels included
as the manager sends out information. Project Manager B says that the manager sometimes
calls spontaneously in between the planned meetings and Project Manager F thinks that
it is good to have a video call to see the person one is speaking to as it gives a feeling
of caring. Project Managers A and D usually have a "walk-and-talk" with the manager
when they speak one-to-one, and think it works very well. More frequent communication is
demanded by one of the project managers. In project management team one, a weekly email

is sent out each Friday with information concerning things happening within the organisation.

Ineffective communication is one of the biggest challenges when working remotely, accord-
ing to Wang et al. (2020) and some of the challenges with communication that the employees
and managers perceive at the case company are not seeing/misunderstanding body language,
not feeling pressure to speak and difficulties to collaborate. Interpersonal relationships and
stress levels are affected by the quality of virtual communication, thus the authors suggest
managers use motivational language when communicating with employees so that trust is
built and information shared (ibid). In digital meetings, not everyone has the camera on
which leads to lost feedback from body language and misunderstandings according to the
stage two interview respondents. The problem, according to them, is that one does not see
the reaction of a person, that a rather harsh tone cannot be complemented with a smile, and
it is difficult to understand if the person you speak to agrees with you or not. Dominant
or extrovert persons take more place digitally and the word is not distributed well among
the participants in meetings, not everyone gets to speak. Project Team Member A argues
that in general people think more before they speak in digital meetings thus speak less, but
they still have a need to speak. To go the team around during group meetings is good since
you get more insight in what others do, according to Project Team Member C. Another
respondent says that enhanced clarity is needed when you do not see each other’s and that it
is a difficulty in all meetings, one has to be careful which words are used and to whom the
word is directed. The findings also demonstrate that employees find it difficult to collaborate
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virtually, to be creative and to have discussions. Many project groups are working in new
constellations without experience together and, as theory suggests, that affects the capacity
of effective communication since colleagues understand each other’s knowledge, skills and
abilities (Mathieu et al. 2000 as cited in Alge et al. (2003)). Teams with experience together
are able to communicate as effectively virtually as in real life thus trust is created but those
without experience together perform worse when collaborating digitally. According to Alge
et al. (2003), the generation of ideas is boosted by working virtually on the computer, which
potentially affects the virtual teams at the case company positively. Trust and openness are
factors that positively correlate to how innovative an environment is, and when feeling emo-
tional safety in the team, as a result of sharing common values and being seen as competent,

individuals tend to share their ideas and opinions (Tidd & Bessant 2018).

4.3.2 (Virtual) Leadership

The managers that were interviewed, Manager A, B, and D are responsible for the work
environment for employees in the project management teams and project excellence teams
that they lead. All managers report to the Project Director, who is ultimately responsible for

the business and delivery of projects. Their responsibilities are the following:

1. Psychosocial and physical environment of the employees.
2. Facilitate effective working to deliver a good end product.

3. Develop employee competencies.

In addition, project management team managers are responsible for optimisation of project

teams.

As the structure of the organisation changed, some individuals that had previously worked in
other roles became managers for the first time, and one of them tells me about the experi-
ence in an interview. There was no onboarding for the new role and it was difficult to get
used to the new administrative tasks (e.i. time reporting) as expectations on the manager
had not been communicated. The interviewed manager argues that new managers encoun-
tered difficulties as the company’s guiding to the new role could be explained like "open
the laptop and start working". One of the managers used to work remotely even before
the pandemic and believes that it may be a more effective way, however, the challenges

identified by the manager are the IT tools and that the calendar is filled up with long meetings.

"... meetings are non-stop from morning to evening and then you should have time to

work as well and have time for the tasks that you mentioned about the working environment..."

Manager D says that the group has several important informal leaders. These leaders are

responsible for different functional areas and that they drive business development. One
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of the main tasks of the manager is to assure a healthy psychosocial and physical working
environment for the 14 subordinates and she says that the task has been quite difficult. She
says that she has put in a lot of time and effort to manage and believes that the remote
situation has made it even more difficult and mentions the re-organisation of the company
as well as the Covid-19 pandemic as contributing factors for the difficulty. Frustration has
grown among employees. Due to the reorganisation at the department of the case company,
Project Manager F says that the leadership is tentative and that the new group constellation

makes the group dynamics fumble.

When it comes to the employees, one of the managers knows all of them from many years

back and feels that they come to her asking for support for their problems or to get input.

All four managers (A, B, C and D) state that they have a one hour digital working group
meeting with all employees that they are responsible for every second week, and the group
size varies from 9 to close to 30 employees. During the meetings, the time is mostly spent
on sharing information and interactions are very limited. In digital meetings with many
participants, it is difficult to get people to interact, and research shows that it can be due to
a feeling of being anonymous in such contexts and not feeling the pressure to contribute
(Vonderwell 2003). Manager A says that it is hard to capture the mood in the group and
Manager C says that it is hard to read reactions from the people as you do not see them all.
Manager B says that the large number of consultants working at the department of the case
company affects the agenda of the group meeting as subjects that they also need information

about cannot be discussed.

"Group meetings do not focus on development and ways of working since the consultants

are not present."

In the group they have been working on the group dynamics through group exercises in
various constellations as manager D mentions in an interview, it has been important since
she did not know all employees beforehand the reorganisation. According to her it has been
working very well and it is a way to start a dialog and collaboration as well as to get new
angles of approach. During monthly meetings with the whole group of subordinates, she asks
one-by-one each person how the working environment is and as experienced a good response
form it as discussions are started in a natural way according to Manager D, another thing
that has been implemented is to start the meeting with a "check-in" question which actives
everyone to speak. A third example given in the interview, is that the digital tool Menti has
been used unexpectedly during the meeting to force employees to be active. The manager
that was interviewed has adopted some of the practices of effective virtual team leaders
presented by Malhotra et al. (2007) and the manager’s perception of the outcome is positive.
However, the experience of the employees that the manager reports is not included in this
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investigation thus only one side of the coin is presented. "Check-ins" are used during virtual
meetings to engage participants and distribute the word and to make participants benefit
from being a part of the virtual teams each employee is invited to speak at the beginning of
the (ibid). When working together virtually, the amount of experience together as a team
affects how effective the communication is and teamwork of experienced teams in a digital
meeting is characterised with trust and information sharing while the same does not apply
for teams without experience together. If team members are aware that they will collaborate
in the future, they are more likely to have a positive attitude towards each other’s ideas (Alge
et al. 2003). In the case study, the manager makes an effort to get to know the individuals in
the working group and to let them get to know each other, it is done through group exercises

in varying constellations and that affects the capacity for effective communication.

The reconciliation meetings are on site or on Skype for Project Team Member C, and the
respondent has a perception experience that the manager goes through a list, ticking off points
without getting a good insight into the situation of the employee. Project Team Member D
says that the topics during the 30 minutes meeting every second week are workload and
personal well-being, and adds that the manager does not have an insight in the working

situation and the tasks. The respondent, however, does not feel a need to speak more.

According to the Business Support interviewed, a manager should put extra importance on
making sure that the employees have an ergonomic workplace at home and social interaction
with colleagues. It is also important that they are observant since it is not possible to see body
language or tiredness if the cameras are off. To be available to the employees and to create
social interaction is valuable to Project Manager D. One employee that does not feel the need
of having a manager checking in on himself is Project Team Member A. The respondent

comments that

" [the manager] probably does not know how you feel and what you need since we do

not speak so often. She expects that the work is done [...]. She has a lot to do by herself."

Yet the same person says that it can be good that the manager puts in contact with himself
sometimes and that there is an understanding about changing work schedules. Project Man-
ager E and Project Team Member C lifts the importance of clarity when working remotely; it
should be clear when employees are expected to answer emails, at what time not to book
meetings since the boundaries between work and private life are vague and clear that the
message has been understood by the receiver(s). According to Project Team Member C, it
is difficult to understand if the message is well received from a distance and answers to the
question "What is important that a leader thinks about when the workplace is virtual?" as

follows
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"Clarity. To make sure that the message has been understood, sometimes he [the manager]
says "keeping quiet is the same as agreement" if nobody says anything, so if one does not

agree I guess one has to raise the hand and say something "

The same person adds that in meetings with a large number of participants, it is easier to
become anonymous and that it is easier to direct a question to someone in a real life meeting
as well as to get a grip on the atmosphere in the room. An example is give from a meeting in
which the moderator asked the participants if the meeting had been "time well spent" and
"if there was something that they did not understand" to which they got no answers. Having
a person responsible for the chat in a large meeting is a way to enable asking questions
during the meetings, while someone is presenting. Further, Project Manager F says that it
is important that the manager takes time to listen to the employees and Project Manager
C that they are available for the employees, the same respondent states to set aside some
time at the beginning of each meeting for the social interaction by asking questions such as
"how is it going?" or "what have you done today?". Project Manager A says that the manager
has to be better at following up on employees e.g. when someone have said that they feel
stressed. Project Team Member D says that the manager sometimes forgets about including

and informing the consultants.

Managers leading virtual teams can benefit from the digital workplace if managing it in a
way that communication is effective and collaboration enabled. To establish and maintain
trust in a digital environment, the use of communication technology should be evaluated,
forming norms about how to communicate and adapt the communication as the team evolves
(Malhotra et al. 2007). For new leaders entering an organisation working remotely, proactive
communication that is adapted to the virtual office and to set off time for interactions, the
leader learns about which kind of fatigue employees are facing and the employees learn
about the leader’s preferences when it comes to communication (HBR Idea Cast 2021).
On a managerial level it is needed to evaluate the needs and preferences of employees
and business to design formal policies, digital technologies and ICT infrastructure in an
appropriate way for flexible working arrangement. In that way, benefits of remote working
seen in the literature, such as improved work-life balance (Buzzanell et al. 2005; Byron
2005; Kelliher & Anderson 2008), decreased levels of stress (Haddock et al. 2006; Kelliher
& Anderson 2008; Peters & Van Der Lippe 2007; Kelliher & Anderson 2008) and higher
productivity (Bailey & Kurland 2002; Olson 1985) can be reached for the organisation.
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5 Discussion

When implementing a major change within an organisation, such as the reorganisation in
the case of the fall company, you need a strong management that can lead the change by
inspiring all individuals. A prerequisite for engaging all employees is that there is trust and
openness within the organisation, you also need good communication, a learning culture
and create opportunities where information about goals can be discussed. The employees’
commitment, the organisation’s conditions and ways of working are affected by remote work,
thus important functions of remote work were studied. Employees’ commitment to their
tasks and the organisation is also affected by how the work environment is to move from the
status quo to the goals of the new organisation, so the productivity factors learning innovation

and employee appreciation from management should be good.

With the following findings in mind; harassment, resistance against change of channel of
communications, not adapting new work practices suitable for the digital environment and the
management not welcoming new ideas from employees, both employees and management
present signs of not aligning with the core values of the organisation and the reorganisation.
These are active, open, positive and secure. That can present challenges for management to
take the lead to engage employees about the need of the change, if their own behaviors do
not align with expectations as employees will not have an example to follow.

The case company made a rapid transition from traditional office work to remote work
overnight, due to the Covid-19 pandemic, like many other companies. Now it has been
more than a year since the transition and even though the organisation still struggles with
the digital work environment, communication and virtual leadership, employees wish to
continue having the possibility to work from home. This implies for the organisation that the
mentioned struggles should be handled and change management could be a suitable way to
handle it. Similarly to the reorganisation, external conditions pushed the change forward, in
this case the pandemic. The findings from the qualitative research show that communication
is ineffective since days are filled with digital meetings and that continuous learning, and
that teaching and innovation work is a challenge. The work environment responsibilities of
managers are hard to cope with because of their heavy workload and since managers do
not work together with employees in projects, however it is needed for them to enable a
good digital work environment in order to engage employees. Both project managers and
managers should also make an effort to be more inclusive during their meetings, it can be
done by "activating" all participants in the beginning of the meeting so that they are more
likely to keep active during the whole meeting and by distributing the word. Further, if
cohesion is created in the different group constellations, employees are likely to feel better
and contribute for the well of the organisation. The productivity aspect learning and teaching

is affected by remote working arrangement as colleagues do not exchange knowledge in the
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same why due to limited and non spontaneous interactions.

The results’ and analysis’ chapter presents both challenges and opportunities connected to
employee commitment when the management of reorganisation is done remotely. Beginning
with the challenges, employees are lacking social interactions, cohesion, collaboration and
social support from colleagues and management. Well-being of the employees is negatively
affected and most of everyone misses the moments of socialisation at the office. Opportuni-
ties that remote working presents in general and in this case are improved balance between
work and private life, increased productivity and loyalty to the company which affects the
employee retention rate. As of today, the case company has a good employee retention rate,
but the survey examining the work environment reveals that many employees think about
changing employers.

Common understanding about the purpose of the change is not reached, many coworkers
admit that they do not understand the new strategy or the new ways of working. In one of the
meetings I participated in I got facetiously asked to explain the reorganisation as none of the
participants had a clear understanding about it. A common understanding about the change
is motivated by Kotter’s 8 step change model (Kotter 2012) as individuals need to see why it
is needed to move from the current status of the organisation, whereas they create a sense of
urgency for change. Secondly, as working groups were reconstructed, many of the employees
have never met or worked together with their new colleagues and no or limited team building
has been carried through. What is lacking, based on change management theory (Burnes
2009), is occasions to discuss the information shared. Managers and informal leaders ought
to inspire employees with their own behavior (Eisenbach et al. 1999; B. M. Bass & Riggio
2006) and take responsibility to create a mutual vision in which the employees identify the
need for change (Burnes 2009).

Considering how important discussions about the change objectives, learning and acquire-
ment of new skills are according to the literature (Burnes 2009), the organisation has work
to do in the design of remote working and management practices. First, by focusing on
transmitting the information about change objectives and new practices but not open up
for interactive discussions, employees do not involve themselves as much and do not feel
an urgency to act. As of today the risk, when colleagues do not interact with each other
frequently and information is not discussed, is that individuals do not understand why change
is needed in the way it is done and therefore do not create a vision for it. Employees were
not included in the design of a new organisation, but have only been informed about the
changes, which can affect their motivation as they do not feel included in decision-making
from the beginning. The reorganisation was created due to external circumstances, as project
portfolios change and new actors enter on the power supply market. Research indicates
that those who have chosen to work from home because they prefer it experience a higher
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productivity. A large proportion of the interviewed do not think that their productivity has
improved, this could be due to the lack of balance between work and private life due to
the working days being filled with video meetings and the lack of social cohesion from the
office. At the same time, it must be taken into account that few of the employees interviewed
experience poorer productivity, which indicates an experience of unchanged productivity.

By analysing whether innovation and creative work are an integral part of the tasks and re-
sponsibilities of employees, the conditions need to be improved to successfully reach creative
solutions. Trust is sometimes a scarce commodity, which is a consequence of colleagues not
knowing each other well since few group exercises have been carried out to get to know each
other. Management at the case company shows a tendency not to make full use of employees’
competencies and also needs to become better at listening to suggestions that come from
workers. Achieving a good innovative environment is of interest to the organisation because
such an environment is needed to engage employees in the work towards the new goals that

the reorganisation entails.

When it comes to opportunities, the virtual reorganisation of business provides an opportunity
to improve work-life balance and productivity for individuals. Loyalty to the organisation
and employee retention can also be improved, even though as of today employees tend to
stay many years at the company. In the case of other organisations going through the same
journey, the two latter opportunities can have a real impact in case employee retention rates
are usually low. However, only a few of the interviewees claim that general benefits of remote
working such as flexible working schedule and improved productivity are reached, and it was
also found rather contradictory as digital meetings occupy most of the working hours. For the
case company to benefit from work-life balance, a good remote work environment is needed
that addresses organisational, social and physical challenges when working remotely. Part of
the synchronous communication can be replaced with asynchronous one, turning out in pos-
sibilities for employees to control their time and meetings can be 55 minutes instead of 60 by
default so that 5 minutes are always left for a short break. When to use which channel of com-

munication can be decided in dialog with the employees so that the result satisfies their needs.

There is an opportunity to improve the creative process through virtual communication, but it
presupposes that the participants in such meetings have trust in each other so they feel com-
fortable contributing. Trust is created by getting to know each other and goes hand in hand
with a good digital work environment. The idea generation can take place asynchronously
before everyone meets synchronously to go through and discuss the ideas that have come up
(Alge et al. 2003), which engages employees in their execution of tasks. Discussions and an
environment where old problems are addressed in a new way are important for the progress

of the reorganisation (Burnes 2009) so this opportunity is something to take advantage of.
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This research study aims to fill a gap in the literature, which concerns the implementation of
a reorganisation while working remotely. By observations, in-depth interviews and analysis
of the company situation, it was concluded that the employees’ commitment to the organ-
isation and their own tasks, during a reorganisation, is affected by the work environment,
communication and leadership to name a few factors. It can also be seen from the literature
on teleworking that research done during the Covid-19 pandemic in the field shows different
consequences of remote working than the research done before the pandemic, which may
be due to the fact that the workplaces were not prepared to switch to the new working
arrangement. In this study, it is not possible to distinguish the challenges and opportunities
that arise due to reorganisation taking place remotely from the ones that are due to the
same phenomenon but with respect to the rapid transition to remote working. Neither the
organisation nor its employees were prepared for the quick transition and therefore the virtual
working practices had not been designed after a well-thought-out planning. In addition,
employees could not choose to work from home or from the office, which we have seen
affects the outcomes of remote working. For this reason, other researchers are suggested to,
in their studies on reorganisation and remote working, study the same phenomenon as this

study has done, but in a setting where the conditions for remote working are good.
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6 Conclusion

The case study carried out to investigate how a reorganisation is affected by remote working
arrangement has led to new insights. In this section, the research question is answered and

suggestions are given for further studies.

To summarise the study, it can be said that the progress of the reorganisation has been affected
by remote working in various ways. The digital work environment does not give the same
opportunities to interact with colleagues and inclusion is challenging when meeting virtually.
Employee engagement and the reorganisation progress are affected by productivity aspects
as knowledge and experience is not shared in the same way as before and an innovative envi-
ronment is difficult to create. Due to working remotely during the reorganisation, employees
have not gotten the same opportunity to connect with their new colleagues as they would

have gotten at the office, and thus trust has not been created to a large extent.

Communication in project teams, project management teams and project excellence teams
is continuous and updates about what is happening in the organisation are given from man-
agement to employees. Synchronous media are most commonly used when communicating
in the digital workplace and managers find it difficult to understand the well-being of their
employees and how their work environment is when working remotely. They also have few
events to interact which has affected the trust created in the groups. Leaders need to be
visible during a reorganisation to lead employees to change (Eisenbach et al. 1999; B. M.
Bass & Riggio 2006). Both managers and employees are awaiting the moment when they
can go back to the office to create a good group dynamic and focus on the progress of the
reorganisation. At the moment, continuous learning has been set aside instead of adapting to

the new situation that is likely to be here to stay.

Employee engagement is important when reorganising a company, therefore it is key to create
a digital work environment that is sustainable for both the organisation and the individuals
inside the organisation. Remote working arrangement has a potential to improve employee
satisfaction (Ten Brummelhuis et al. 2012; Bailey & Kurland 2002; Almer & Kaplan 2002)
and loyalty to the organisation (Bailey & Kurland 2002) but it has to be implemented using
the right digital tools and ICT infrastructure. The needs of business and preferences of
employees should be taken into account when digitising the office (Manca 2020).
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6.1 Answer to Research Question

Research Question: With a focus on employee commitment to their work and the organisa-

tion, what are the challenges and opportunities of conducting a reorganisation remotely?

Findings in the case study indicate that challenges related to engagement of employees to
work to achieve the goals of the new organisation and live the new vision have to do with
the digital work environment. It is difficult to achieve social cohesion and ensure social
interaction for employees in the virtual office, which affects the well-being and engagement
of the employees and thus also the success of the reorganisation. Managers are responsible
for the psychosocial and physical working environment of the employees, but is it hard for
them to assure a sustainable work environment since they do not meet the employees on a
daily basis and they communicate via digital tools or phone calls. Employee engagement can
be inhibited by ineffective virtual communication as employees get drained by many hours

in digital meetings and it damages their productivity and well-being.

The rapid transition from traditional working arrangement to remote working has inhibited
the progress of the reorganisation. Even though business continued as usual, there has always
been an idea and desire that things would soon get back to normal, thus working methods
have not been adapted to the new situation. In the same way, time and effort has not been
allocated to get to know each other, and this has had consequences for the progress of the
reorganisation. One of the aspects that has worked well during the reorganisation done
remotely is the information that has been shared from the management due to Covid-19
and about the objectives about reorganisation, a lot of information has been distributed
from the management and down in the organisation but not opportunities for discussion.
During a reorganisation, leadership is important, but the empirical material has seen a gap
between manager and employee due to telework. If the reorganisation had taken place on
site, employees would have had more opportunities to discuss the subject during informal
meetings such as the coffee break, during lunch and on the way away from meetings. It can
be considered that the reorganisation has been inhibited by teleworking because there have
been no opportunities to discuss important issues, get to know the new colleagues and create

a common vision for the new business.

The opportunities connected to the reorganisation of business done while working remotely
are improvement of work-life balance and productivity and enhanced employee retention.
However, it is important to emphasise that these opportunities assume that the digital work
environment is designed after the needs and preferences of the employees, which it is not
today. Remote work practices should be well planned with appropriate use of ICT software,
digital tools and norms should be created about how to communicate. The organisational,
social and physical aspects of the work environment need to be satisfactory for employees,
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so that they feel motivated to do their tasks and engaged to actively work towards the goals

of the new organisation.

6.2 Suggestions for Further Research

The findings from this case study indicate that challenges related to reorganisation during
an era of remote working that were identified at the case company are effects of a deficient
digital work environment. Leaders are not engaging employees and they need to be visible in
the organisation even though the office is virtual. These effects are mostly due to the rapid
transition to remote working, and therefore researchers are suggested to further study how
effects or outcomes of a reorganisation carried out while working remotely by choice or
when working practices have been designed before adapting that way of working. Further, it
would be interesting to investigate the challenges and opportunities with the implementation
of a reorganisation on distance for organisations working with the same colleagues over time,
As many other companies and functions in society, the case company made a rapid transition
from on site work to teleworking when the Covid-19 pandemic broke out in early 2020 and
have continued working from their homes ever since, and for organisation where managers

work in a team together with the rest of the team members.
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Guide to Interview Questions: Manager

Gender Age Background | Unit
Years as a manager Years at the company Role Position
General

Tell us about what a normal working day looks like for you.

Tell us about your relationships with the team members.
e Do you know each other since before the reorganisation?

e Have you met in real life?

How would you describe your own leadership?
e Opportunities and challenges of leading at a distance?

e Has the task changed since remote work?

Employees' psychosocial and physical environment
Based on your observations, what would you like to say about your employees' psychosocial and
physical environment.
e If they thrive with colleagues, do not only interact with colleagues at work when their tasks
force them - do they express any need socially
e Have employees expressed a need for physical conditions or communicated
e How do you feel that trust is in you as a manager, about an employee
How do you experience the employees ability to deliver a qualitative result?
Do you feel that you understand how your employees feel?

Do you have a good insight into what your employees do during the day?



Inclusion
In the virtual room, difficulties are experienced with including all participants, intercepting the

atmosphere in the room and having conversations in the same way as in the physical room.

How do you see your ability to make your employees feel involved in the group?

e How can a leader encourage and inhibit inclusion?

Feedback
How do you view feedback in the home-based workplace?
e Feedback in the group at unit meetings
e Feedback to / from employees
e Difficulties about feedback: Give / Receive - impact
e Less feedback due to the fact that in a larger meeting you can not see nods, everyone is bribed
so you do not get feedback?

e Frequency of feedback

Communication
Tell us about how the communication and interaction with the employees takes place.
e How often do you talk to your employees? (Via Phone / Skype / Teams / Mail)
e How do you experience communication at a distance? (Ex misunderstandings, facial
expressions, etc.)
e Are there norms about how communication should take place? For example how often you
are expected to go in and check the email, what should be discussed via a meeting and what

should be via a discussion forum, within how long you are expected to respond.

Can you advise and coach your employees on digital tools that can be used for creative work and

knowledge exchange?

Competence development and knowledge and experience exchange: To ensure competence levels
and develop competence

Part of your task as a leader is to develop competence and ensure competence levels.

What are your thoughts on the continuous competence development within the team and its impact on
homework?
e How do you see that the exchange of knowledge and experience has been affected by
homework?

e Forum for discussion
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Guide for interview questions: Employee

Gender Age Role and position | Unit Previous
experience
remote working

Lives alone Children (age) Background Years at the
company

Individual level

Work-life balance and psychosocial environment
Tell us briefly about what a normal day looks like for you.
e Starts / Stops work on time:
e Takes breaks / Walk / Exercise / Goes and picks up children:
e C(Clear boundaries between work and private life (Ex that you turn off work mobile / computer
when you end the workday, that you do not sit on the couch and work):
e Distractions (Ex. Children / partners, need to clean / turn on the washing machine or
dishwasher):
e Influence on the number of working hours and distractions (Ex. with your private
commitments):
Do you feel that you work as many hours as before Covid-19?
e How much more / less?
Can you in good conscience turn off the computer and stop working after 8 hours?
Has your boss communicated during which times you are expected to be available?
Do you have a dedicated workplace at home?
e Do you have the tools you need? Ex office chair, enough space

e Ifnot, what are you missing?



Productivity
How do you experience your productivity when you work from home?
e Tasks allow independent work:
e Digital tools for planning and organizing your work (Ex Trello, Outlook (entering tasks,
structuring the calendar, post-it notes), limiting desktop notifications):
e Need and get support / feedback:
e Deliver the same quality :
How do you experience your team or your teams' productivity?
e Deliver the same quality:
e Deliver the same quantity (time required):
e Prerequisites / Tools:
What do you miss most about not being in the office? Ex material things, social, occasions, a
whiteboard

How has learning between colleagues been affected by teleworking?

Group dynamics
Tell us about your interactions with colleagues.
e Opportunities for interaction:
e Contact with colleagues outside weekly and project meetings:
e Talk to the same colleagues as before (For example because you do not meet them at the
coffee machine, on the way to / from the meeting room, at the workplace, at lunch ):
e® (Cohesion of teams ():
What opportunities have been created to socialize in daily activities? Ex virtual coffee / AW
What do you experience as problematic with the group dynamics and team spirit in the virtual space?

Ex misunderstandings, not everyone is allowed to speak, do not see body language

Virtual leadership

Tell about your boss's leadership, e.g. how the communication takes place, how often you get

feedback and what support you feel.

How do you see your boss' ability to make you feel involved in the work and in the group?

e How to encourage inclusion:

e How to inhibit inclusion:
What is important for a leader to think about when the workplace is virtual? Ex acts as moderator for
the digital meeting, has a good ability to use the digital tools to their full capacity, trusts the

employees, extra effort to make everyone feel seen



Functional level

The following questions concern communication channels, digital skills and meetings.

ICT

How have you personally replaced the natural meetings in the office? For example at the coffee
machine, at the workplace, at lunch etc
e By what means of communication? Mail, chat, phone calls, calls via Skype / Teams / Polycom
e What can a typical topic / knowledge that is raised on those occasions
Can you give examples of occasions when you feel that there is a lack of communication?
Have you worked in workshop form during the distance work with e.g. problem solving or idea
generation?

e How did you experience it?

Meetings
How do you think meeting bookings work (schedule conflicts are respected, difficulty finding gaps,
difficulty estimating meeting time)?
e s it for spontaneous meetings?
Do you take time for breaks between meetings for reflection?
Do you take certain meetings on your mobile and go out and walk at the same time?
e If so, which meetings?
e How do you think it works to do so?
What do you miss in the daily activities with today's layout? Ex time for own work when colleagues

can not book work, allocated time to connect if desired

Do you want to add something related to today's topic?

Thank you very much for your participation.



