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Abstract

The aim of this thesis was to identify and discuss telework-related factors im-
portant for employee well-being, performance, and the work environment dur-
ing and after the COVID-19 pandemic. Four studies were conducted in Swe-
den. Studies I and II included semi-structured interviews with 24 managers and
7 employees. Studies I1I and IV analyzed repeated cross-sectional survey data
from white-collar employees (n = 1439) during and after (n = 1109) the pan-
demic using general linear models and logistic regression.

Telework was experienced as beneficial for independent tasks and roles such
as, sales or global roles, where flexibility and fewer interruptions supported
well-being, and performance. For some, continued telework has become nec-
essary to maintain this balance. In contrast, onsite work remained important
for coordinating interdependent tasks, learning, team cohesion, and organiza-
tional culture, especially for new employees. Interviews indicated that tele-
work increased managerial emphasis on trust and delivery. Post-pandemic
quantitative findings showed a more complex role of support: moderate rather
than high colleague support was associated with better well-being, whereas
high manager support was associated with lower productivity. Therefore, how
support is experienced may vary depending on its purpose, timing, and how
well it corresponds to employees’ needs. Moreover, unequal access to telework
and additional demands for onsite employees could create tensions between
occupational groups, complementing the positive association between organi-
zational justice and well-being. Overall, well-being and productivity were as-
sociated with partly different psychosocial work environment factors, while
recognition was associated with better well-being and productivity.

The findings highlight the importance of transparent telework arrangements
that account for work tasks, team needs, organizational conditions, individual
circumstances, and relevant job demands and resources.

Keywords: Remote work, hybrid work, telecommute, flexible work, work-life
balance, productivity, job demands, job resources, distributed work.



Sammanfattning

Syftet med studien var att identifiera och diskutera faktorer relaterade till di-
stansarbete som &r viktiga for medarbetares vilmaende, prestation och arbets-
milj6 under och efter covid-19-pandemin. Fyra studier genomfordes i Sverige.
Studierna I och II omfattade semistrukturerade intervjuer med 24 chefer och
sju medarbetare. I studierna III och IV analyserades upprepade tvérsnittsdata
fran enkédtundersokningar fran 1439 tjinsteméan under pandemin och 1109 efter
pandemin med hjélp av linjdra modeller och logistisk regression.

Distansarbete upplevdes som fordelaktigt for sjalvstdndiga arbetsuppgifter och
i forséljningsroller eller globala roller dér flexibilitet och férre avbrott frimjade
vilméende och prestation. For vissa hade fortsatt distansarbete blivit nédvén-
digt for att upprétthalla denna balans. Arbete pa plats var daremot fortsatt vik-
tigt for omsesidigt beroende arbetsuppgifter, ldrande, sammanhéllning i arbets-
gruppen och organisationskultur, sirskilt for nyanstéllda. Distansarbete med-
forde att cheferna lade storre vikt vid tillit och arbetsresultat. De kvantitativa
resultaten efter pandemin visade att stod hade en mer komplex betydelse: matt-
ligt snarare &n hogt stod fran kollegor var associerat med béttre vilméende,
medan hogt stdd fran chefer var associerat med lagre produktivitet. Stodets
betydelse kan darfor bero péa dess syfte, tidpunkt och hur vil det motsvarar
medarbetarnas behov. Ojamlika mojligheter till distansarbete och ytterligare
krav p& medarbetare som arbetade pa plats kunde dessutom skapa spanningar
mellan yrkesgrupper. Detta kompletterar resultatet att organisatorisk réttvisa
var positivt associerad med vdlméaende. Sammantaget var vilmaende och pro-
duktivitet delvist associerade med olika psykosociala arbetsmilj6éfaktorer, me-
dan erkdnnande var associerat med bade bittre vilméaende och produktivitet.

Resultaten betonar betydelsen av transparenta distansarbetsarrangemang som
tar hansyn till arbetsuppgifter, arbetsgruppers behov, organisatoriska forutsétt-
ningar, individuella omstidndigheter samt relevanta arbetskrav och - resurser.

Nyckelord: distansarbete, flexibelt arbete, vilmaende, vélbefinnande, produk-
tivitet, balans mellan arbete och privatliv, krav, resurser.
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Preface

My academic learning journey

When I began my journey as a junior researcher, I already had some experience
of both qualitative and quantitative research. [ have written two bachelor’s the-
ses and two master’s theses using interviews, observations, and survey meth-
ods. However, writing four scientific articles and a doctoral thesis was a com-
pletely different task. My main challenge was not producing text but learning
how to organize it, create a logical flow, and decide what to include and what
to leave out. Learning to “kill my darlings” became an important part of my
development as an academic writer. Early in the process, my supervisors rec-
ognized that structure and logical flow were areas I needed to develop. Their
feedback helped me strengthen my ability to organize content, connect the dif-
ferent parts of the thesis, and develop a clear and coherent line of argument -
skills that I am continuing to refine. Through this process, I came to under-
stand that a doctoral thesis requires more than presenting the findings of in-
dividual studies. It also requires integration, critical reflection, and the ability
to explain how the studies contribute to a broader research problem.

During the COVID-19 pandemic, I experienced telework firsthand as a lecturer
at a Swedish university. The rapid transition to working from home disrupted
established routines and ways of working. Like many others, I had to learn how
to organize my work remotely without clear structures and instructions. My
experience of telework later became even more personal during a period of
injury and recovery from surgery. Telework allowed me to continue working
but maintaining a healthy work-life balance became particularly challenging
when [ was unable to exercise. With a background in professional sport, phys-
ical activity and goal-oriented training have long been important parts of my
life and recovery. At this stage, exercise was also connected to my ambition to
return to competitive sport at a high level. Being unable to train made it more
difficult to create boundaries between work and recovery - in other words, to
‘switch off from work’. This experience showed me that telework does not
automatically lead to a healthy work-life balance. Its effects depend on indi-
vidual circumstances, health, and opportunities for recovery. These experi-
ences strengthened my interest in telework and deepened my understanding of
both its opportunities and challenges.

Another important part of my academic journey concerned the use and evalu-
ation of sources. With thousands of peer-reviewed studies available, the chal-
lenge was to identify those that were most relevant, rigorous, and theoretically
useful. I learned to read research more critically, evaluate the quality of studies,
and distinguish between strong empirical contributions and findings that



required more cautious interpretation. I also learned to relate scientific research
to public and organizational debates. Telework is often presented in newspa-
pers and other media in ways that are not always grounded in scientific evi-
dence. Comparing these discussions with peer-reviewed research taught me the
importance of communicating findings carefully and avoiding simplified con-
clusions, while also recognizing the role of media coverage in bringing atten-
tion to new research.

My academic learning journey was also broadened by the opportunity to spend
the autumn semester of 2025 at George Mason University near Washington,
DC. This research stay allowed me to experience a different academic culture,
research environment, and way of working. The experience was rewarding,
challenging, and inspiring. It helped me understand that faculties and research
groups have their own norms and expectations regarding competitiveness, col-
laboration, feedback, and independence. It also encouraged me to reflect on
how academic environments shape researchers’ development and opportuni-
ties to collaborate.

Gaining insight into the participating organizations was another valuable part
of the research process. Across studies I-1V, it was important for me to under-
stand the organizational context behind the data. Visiting the largest organiza-
tion included in the research, meeting employees and managers, and learning
about their work tasks, routines, and organizational culture gave me a broader
perspective on the findings. These experiences helped me understand why tel-
ework was perceived differently across work roles, tasks, and organizational
settings. They also strengthened my ability to interpret the findings in relation
to actual working-life conditions.

Finally, the doctoral process taught me the importance of both receiving and
giving feedback. Constructive feedback is essential for academic development,
while encouragement and recognition are important for motivation and confi-
dence. Feedback that acknowledges strengths while identifying areas for im-
provement can support both learning and motivation. Open discussions with
my supervisors were important for developing ideas, finding solutions, and
maintaining motivation throughout the process. Overall, this academic journey
has shaped my development as a researcher, writer, and colleague. I am better
equipped than when I began, while recognizing that there is still much to learn.
Although I continue to feel most confident in qualitative research, working
with both qualitative and quantitative methods have broadened my methodo-
logical understanding. Most importantly, I have learned that doctoral research
is not only an individual process; it is shaped by supervisors, colleagues, par-
ticipants, and the broader research community. I am deeply grateful for all the
support I received throughout this journey. My supervisors and I developed
into a strong team, and their support was invaluable to my development as a
researcher.
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Introduction

Offices that were once full of everyday interactions, informal conversations,
and spontaneous support became partly empty during and after the COVID-19
pandemic. At the same time, work did not stop; it moved into homes, digital
meetings, and hybrid routines. This rapid shift accelerated the use of telework
and hybrid work and turned them into widely discussed work arrangements in
today’s working life. During the pandemic, telework transformed the way
work was organized, coordinated, and performed. New work routines emerged,
and communication and interaction between colleagues and managers
changed, affecting employees’ psychosocial work environment. In some work-
places, reduced office presence created new challenges for coordination, coop-
eration, support, and communication. These changes occurred in parallel with
increasing work-related stress, raising questions about how new forms of flex-
ible work affect employees’ well-being (Swedish Social Insurance Agency,
2023).

In Sweden, flexible work arrangements were already established before the
pandemic, but the pandemic accelerated the adoption of telework and contrib-
uted to the expansion of hybrid work. By 2023, almost half of employees in
Sweden teleworked to some extent (Statistikmyndigheten (Statistics Sweden,
2023). Although the idea of telework was introduced more than 50 years ago,
partly as a way to reduce commuting and oil consumption in the United States,
telework is now again discussed in relation to broader societal challenges, in-
cluding sustainability, mobility, and energy use (International Energy Agency,
2022). This shows that telework is not only an individual work arrangement
but also part of broader organizational and societal changes.

However, the longer-term consequences of telework are still emerging
(McPhail et al., 2024), and it remains unclear how telework affects employees’
well-being and productivity over time. This thesis therefore seeks to tackle this
knowledge gap by contributing more knowledge about how telework is expe-
rienced, organized, and related to the work environment, well-being, and per-
formance during and after the COVID-19 pandemic. By including both man-
agers’ and employees’ perspectives, as well as survey-based analyses, the the-
sis examines telework across individual, team, and organizational levels.
Therefore, a central question is to understand under which conditions tele-
work supports or challenges well-being and productivity, and how this is
shaped by work tasks, psychosocial work environment factors, and organi-
zational conditions.



Concepts and definitions

Telework

According to previous studies, there is no single definition of telework
(Becerra-Astudillo et al., 2022). However, the definitions used in the literature
share several common features. Telework is a multifaceted concept that chal-
lenges traditional notions of work by changing the conventional boundaries of
place (Eurofound, 2017).

Telework, hybrid work, and flexible work arrangements all involve tech-
nology-focused work across time and space, but they differ in emphasis. Flex-
ible work arrangements represent the broadest concept, including flexibility in
where, when, and how work is conducted, such as flexibility in schedules, lo-
cations, and work practices (Kossek & Michel, 2011). Hybrid work refers to
arrangements that combine telework and on-site work within more structured
organizational frameworks, often regulated through company policies to sup-
port coordination, collaboration, and social interaction (McPhail et al., 2024).
Telework primarily refers to work performed away from the employer’s cen-
tral worksite through digital communication and coordination (Lunde et al.,
2022). Aronsson and Lundberg (2022) describe telework as a subcategory of
broader concepts such as flexible work. They note that the common core across
definitions is that work is performed outside the employer’s central workplace,
separated from face-to-face contact with colleagues, and enabled by commu-
nication technology.

Telework and hybrid work are used in this thesis because they capture both
individual- and organizational-level dimensions of contemporary work ar-
rangements. Telework is the main concept, as it is commonly used in European
research and policy contexts and is suitable for examining individual flexibility
in where and when work is performed (Allen et al., 2015). Hybrid work is used
as a complementary concept when referring to organizationally regulated ar-
rangements that combine telework and on-site work (McPhail et al., 2024). In
this thesis, telework is primarily understood as a work arrangement in which
employees and managers perform their work away from the employer’s central
worksite, most commonly from home, through digital communication and co-
ordination (Allen et al., 2015; Aronsson & Lundberg, 2022; Lunde et al.,
2022).

Well-being

Well-being has several definitions and is generally understood as a broad and
multidimensional concept (Fisher, 2019; Perron et al., 2021). It includes



dimensions such as happiness, satisfaction, and overall quality of life (Simons
& Baldwin, 2021). In this sense, well-being may include both hedonic aspects,
such as positive affect and life satisfaction, and eudaimonic aspects, such as
thriving, growth, and fulfilment (Simons & Baldwin, 2021).

In occupational research, Warr (1990) shows that work-related well-being is
multidimensional and includes several affective dimensions, such as pleasure—
displeasure, anxiety-comfort, and depression-enthusiasm. This perspective
suggests that well-being at work is more complex than a simple positive-neg-
ative continuum and should also be distinguished from broader notions of psy-
chological functioning and life evaluation. Subjective well-being is commonly
understood as an indicator of positive mental health and has been linked to
improved physical health and increased longevity (Ruggeri et al., 2020).

In this thesis, well-being is approached differently across the studies. In study
11, well-being is explored through participants’ own perceptions of how tele-
work affects how they feel, their work-life balance, stress, and everyday work
situation when teleworking. In study III, well-being is operationalized using
the WHO-5 Well-Being Index, which assesses mental well-being through five
items referring to how respondents have felt during the previous two weeks
(Bech et al., 2003). The WHO-5 primarily captures a positive, affective, and
subjective dimension of mental well-being. Thus, although the theoretical dis-
cussion in this thesis acknowledges both hedonic and eudaimonic perspectives
on well-being, the quantitative analysis mainly addresses the affective and sub-
jective dimension of well-being.

In addition, psychosocial work environment factors are conceptually separated
from well-being. They are not treated as part of the well-being construct, but
as work-related demands and resources that may be associated with employ-
ees’ well-being within a Job Demands-Resources perspective.

Performance and productivity

Productivity refers to the relationship between outputs and the inputs required
to produce them (Tangen, 2005). While performance focuses more broadly on
contributions to desired goals, quality and outcomes, productivity focuses
more narrowly on how efficient work is carried out (Tangen, 2005). Perfor-
mance is therefore a broader concept than productivity and may include di-
mensions such as effectiveness, efficiency, quality, innovation, and profitabil-
ity (Tangen, 2005).

Individual work performance extends beyond completing prescribed tasks and
achieving formal work goals. It also includes contextual performance, which
refers to behaviors that support the organizational, social, and psychological
conditions in which work tasks are performed (Koopmans et al., 2011). Such
behaviours may include taking initiative, helping or coaching colleagues, com-
municating effectively, and contributing to the development of others



(Koopmans et al., 2011). What is considered good performance may differ de-
pending on the employee’s work role and specific tasks (Koopmans et al.,
2011). Contextual performance highlights that performance concerns what em-
ployees deliver and how they contribute to collaboration and the wider work
environment (Koopmans et al., 2011).

In this thesis, productivity is assessed as self-rated perceived productivity ra-
ther than as objective productivity or as a complete measure of performance.
This distinction is particularly important in study IV, where respondents an-
swered a single question about their level of productivity over the past month.
Although the item explicitly refers to productivity, respondents may not nec-
essarily distinguish productivity from broader notions of doing a good job. Ac-
cordingly, the findings from study IV are interpreted as reflecting perceived
productivity, whereas study I addresses organizational performance more
broadly and also includes quality, knowledge sharing, cooperation, and support
for colleagues among others.

The psychosocial work environment

In the Swedish work environment context, organizational and social work en-
vironment refers to the conditions of work related to leadership and manage-
ment, communication, participation, discretion, distribution of work tasks, and
demands, resources, and responsibilities (Swedish Work Environment Author-
ity, 2015). The social work environment concerns conditions related to social
interaction, collaboration, and social support from managers and colleagues
(Swedish Work Environment Authority, 2015). Internationally, this corre-
sponds closely to the concept of the psychosocial working environment, which
refers to how work is designed, organized, managed, and governed, including
workplace interactions and organizational practices that shape employees’ ex-
periences of work (The Psychosocial Working Environment (ILO), 2026).
Typical psychosocial work environment dimensions include demands, work
organization, social relations, and social support (Peter et al., 2022). These di-
mensions are also central in research using the Copenhagen Psychosocial
Questionnaire (COPSOQ), a questionnaire developed to assess psychosocial
work environment factors (Peter et al., 2022). Selected COPSOQ scales were
used in studies 11 and IV.



Background

The early development of telework

When the Swedish government recommended that employees work from home
during the COVID-19 pandemic in 2020, almost 50 years had passed since
telework was first introduced into public debate (Athanasiadou & Therious,
2021). The idea of teleworking emerged in the 1970s (Ellison, 2004). While
working at NASA, Jack Nilles introduced the term telecommuting, later asso-
ciated with teleworking, in 1973 (Ellison, 2004). He was inspired by the pos-
sibility that technology could be used to replace travel to work (Ellison, 2004).
According to Nilles, if one in seven urban commuters stopped commuting, the
United States would not need to import oil (Athanasiadou & Therious, 2021).
Due to the oil crisis, telework became a widely debated issue during the 1970s
and attracted interest among researchers, policymakers, and practitioners at a
time when digital networks and computers were increasingly introduced into
business and working life (Athanasiadou & Therious, 2021; Urien, 2023).
However, telework was also viewed skeptically in Europe. It was associated
with low-paid office work, and the typical teleworker was often described as a
housewife or as someone working in a freelance relationship with an employer
(Jackson. Paul J. & Van der Wielen. Jos M., 1998).

Since the 1970s, telework has remained a discussed work arrangement (Atha-
nasiadou & Therious, 2021), and was historically implemented mainly on a
temporary basis when considered necessary (Allen et al., 2015). One important
challenge was the limited technological capacity, which needed to develop fur-
ther before telework could support greater flexibility for the workforce
(McPhail et al., 2024).

Telework during the COVID-19 pandemic

Over time, telework has evolved and experienced fluctuating levels of adoption
(Allen et al., 2015). However, it was not until the COVID-19 pandemic (2020-
2022) that telework became widely implemented and established as a common
work practice (Barrero et al., 2023). The pandemic led to a dramatic transfor-
mation in telework practices, accelerating a shift toward a more home-based
work life (Vilhelmson et al., 2023). During this period, organizations world-
wide rapidly adopted telework solutions and integrated telework into everyday
operations (Wang et al., 2021). For many organizations, including several of
the 12 organizations included in this thesis, telework was implemented for the
first time during the pandemic.



Across Europe, the pandemic led to a large-scale shift to telework. According
to Eurofound, et al., (2020) approximately 37% of employees in the EU
worked from home at least some of the time during the pandemic, compared
to about 5-10% before the COVID-19. Overall, in many EU countries, more
than half of those who began working from home during the pandemic had no
previous experience of telework (Sostero et al., 2020).

In Sweden, the transition to telework was strongly influenced by governmental
recommendations rather than legally enforced lockdowns (Swedish Agency
for Work Environment Expertise, 2025). Employees whose work tasks allowed
telework were explicitly encouraged to work from home for extended periods
(Eurofound, 2022; Swedish Agency for Work Environment Expertise, 2025).
As a result, telework expanded rapidly across sectors. Statistics Sweden,
(2023) reports that during the pandemic, a large proportion of employees of
white-collar employees worked from home regularly, particularly in
knowledge-intensive and administrative occupations.

Telework had already begun to expand during the pandemic to include new
groups of workers, including employees with more routine and desk-based
tasks. This suggests that telework was no longer confined to highly educated
professionals with particularly autonomous work tasks (Thulin et al., 2019).
The pandemic accelerated this development and contributed to a broader shift
toward home-based work across a wider range of occupations (Brundin, 2025).
This expansion was facilitated by technological advances, the digitalization of
work tasks, and improved opportunities to coordinate work at a distance (Brun-
din, 2025; Thulin et al., 2019). Although some sectors, such as information
technology, already had experience with telework before the pandemic, many
other sectors adopted telework primarily as a crisis response rather than as part
of long-term organizational planning (Eurofound, 2022). As a result, telework
was often introduced and normalized under conditions of time pressure and
limited organizational preparation.

Telework after the COVID-19 pandemic

After the pandemic, telework remained a central feature of working life rather
than a temporary emergency solution (Eurofound, 2022). As restrictions were
lifted, many organizations in Europe transitioned from full-time telework to
hybrid arrangements combining telework and on-site work. A majority of Eu-
ropean employees who teleworked during the pandemic expected to continue
teleworking at least part-time (Eurofound, 2022).

In Sweden, telework levels declined after the pandemic but remained substan-
tially higher than before COVID-19. In 2022, approximately 15% of employ-
ees worked from home for at least half of their working time, with considerably
higher rates among highly educated white-collar workers (Statistikmyn-
digheten (Statistics Sweden, 2023). By 2024, nearly 40% of employees worked
from home to some extent (Statistikmyndigheten (Statistics Sweden, 2023).



Among these employees, almost half worked from home more than two days
per week (Statistikmyndigheten (Statistics Sweden, 2023). In addition, a sur-
vey of office employees at two Swedish public agencies found that 93%
wanted to continue teleworking (Vilhelmson et al., 2023). These figures sug-
gest that the pandemic-driven expansion of telework has developed into a
more common and partly institutionalized work arrangement.

Recent research suggests that post-pandemic telework is part of a broader shift
toward organizing everyday life more around the home, with consequences for
routines, mobility, and well-being (Brundin, 2025). In this sense, the normali-
zation of working from home reflects a more lasting change in how work is
organized across time and space. Compared with earlier forms of telework,
current telework differs not only in how widespread and frequent it is, but also
in the reasons behind it and in how it is experienced in everyday life (Brundin,
2025). Hybrid work has also become integrated into home-based daily rou-
tines, contributing to changed mobility patterns and a shift away from the tra-
ditional five-day commute (Thulin & Vilhelmson, 2026).

Telework is also closely linked to broader developments in work organization.
Such arrangements rely less on fixed schedules and physical presence, and
more on flexible task allocation, digital coordination, and negotiated patterns
of availability (Eurofound, 2022). In several countries, including Sweden, Fin-
land, Denmark, Austria, and the Netherlands, flexible working time arrange-
ments had already been institutionalized before the pandemic (Eurofound,
2022). These structural conditions may have facilitated the broader normaliza-
tion of telework in the post-pandemic period.

Overall, more than five decades after telework was first introduced in relation
to the oil crisis, the connection between telework, commuting, and energy use
has re-emerged in contemporary policy discussions. International Energy
Agency (2022), identifies working from home as a short-term measure for re-
ducing oil demand. The report estimates that working from home three days
per week could avoid around 500 thousand barrels of oil use per day in the
short term (International Energy Agency, 2022). This illustrates that telework
remains relevant as an organizational and work environment issue and as part
of wider discussions about mobility, energy consumption, and sustainable
work practices.

Although research on telework has expanded substantially since the pandemic,
there remains limited evidence on how telework affects well-being and perfor-
mance across different occupational roles and organizational contexts over
time (Lyzwinski, 2024). Telework and hybrid work arrangements are expected
to remain common in future European and Swedish workplaces (Beckel &
Fisher, 2022; Edvardsson & Gardarsdottir, 2023; Gifford, 2022; McPhail et al.,
2024).



Telework, hybrid work, and the changing role of physical
presence

Historically, work has often been organized around physical presence and vis-
ibility at the workplace, where managerial control has relied on the possibility
of observing employees and coordinating work within a shared organizational
site (Felstead et al., 2003). Telework challenges these assumptions by relocat-
ing work away from traditional workplaces, which may increase employee au-
tonomy while also creating new forms of control and coordination through
digital technologies (Sewell & Taskin, 2015). In many occupations, the pan-
demic demonstrated that work tasks could be performed away from the cen-
tral workplace and evaluated in terms of output, availability, and goal attain-
ment rather than physical presence (OECD, 2021). The changing role of
physical presence is also reflected in current discussions about which work
tasks are better suited to telework and which require on-site interaction.

However, this shift does not mean that presence- and time-based understand-
ings of work have disappeared. Some organizations have reintroduced pres-
ence as something to be measured and controlled through digital systems (Wil-
liamson et al., 2024). Telework therefore creates a tension between autonomy
and control, as digital technologies enable employees to work away from the
office while also allowing new forms of monitoring (Sewell & Taskin, 2015).
During and after the COVID-19 pandemic, organizations expanded the use of
digital monitoring tools to track employee communication, productivity, work
activity, location, and other forms of digital behaviour (Vitak & Zimmer,
2023). Recent return-to-office decisions further illustrate that the future of tel-
ework remains debated. For example, Scania, a major Swedish truck and bus
manufacturer, announced that employees in research and development would
be expected to work onsite five days a week from 10 August 2026 (SVT Ny-
heter, 2026 (Sweden’s national public television broadcaster)). Overall, post-
pandemic return-to-office policies have continued to generate debate about
how telework and onsite work should be organized and managed, including
questions concerning flexibility, autonomy, employee visibility, and perfor-
mance management (Williamson et al., 2024).

In the post-pandemic period, greater attention in research has been directed
toward whether different work tasks are better suited to telework or on-site
work (Miiller et al., 2022). Recent hybrid-work research suggests that home-
based work may support concentration and productivity for individual tasks,
partly because employees experience fewer interruptions from colleagues
(Apenbrink & Siif3, 2025). In contrast, tasks involving collaboration, coordina-
tion, and hands-on interaction, such as work in production or operational set-
tings, are generally better suited to on-site work (Apenbrink & Siif3, 2025).
Accordingly, the effects of telework on well-being and performance are likely
to vary depending on the nature of the work itself (Golden & Gajendran, 2019).



Telework from different perspectives

Work environment

At the individual level, telework reshapes the psychosocial work environment
by increasing flexibility and autonomy, while also placing greater responsibil-
ity on employees to organize their workdays, manage boundaries, and maintain
recovery. Flexibility may strengthen perceived control and support well-being,
but it can also contribute to extended working hours and difficulties disengag-
ing from work (Charalampous et al., 2019). Whether telework is experienced
as a resource or as an additional demand therefore depends partly on the psy-
chosocial conditions surrounding the work arrangement. Trust from managers
and perceived organizational support are important resources in this regard, as
they may reduce uncertainty and support employees’ ability to work effec-
tively outside the workplace (Vander Elst et al., 2017). When work tasks are
clearly structured and supported by adequate resources, such as managerial and
collegial support, employees tend to report higher satisfaction, better well-be-
ing, and stronger performance (Golden & Gajendran, 2019; Kroner & Miiller,
2023; Wang et al., 2021). Thus, at the individual level, the consequences of
telework depend on the balance between job demands and job resources, and
on whether telework is feasible and well aligned with the employee’s tasks
(Bakker et al., 2023).

At the team level, telework may alter patterns of interaction, collaboration, and
social support. Reduced informal interaction, such as spontaneous conversa-
tions, everyday social contact, and informal feedback, can weaken team cohe-
sion, reduce feelings of belonging, and complicate coordination (Allen et al.,
2015; Kowalski & Slebarska, 2022; Urrila et al., 2025). These aspects are im-
portant because collegial interaction is also a psychosocial resource that may
support problem-solving, learning, and shared understanding (Bakker et al.,
2023). When employees are geographically dispersed, opportunities for spon-
taneous collaboration and shared sense-making may decrease, especially in
tasks that require interdependence and coordination (Gajendran & Harrison,
2007; Golden & Gajendran, 2019). Overall, telework may support individual
concentration while creating challenges for team-based work, depending on
the nature of the task and the extent to which collaboration is needed.

At the organizational level, telework creates both opportunities and challenges
for how work is coordinated, managed, and sustained over time. Potential chal-
lenges include weakened organizational culture, coordination difficulties, re-
duced informal interaction, and uncertainty about expectations regarding avail-
ability, communication, and physical presence (Allen et al., 2015; Kniffin et
al., 2021; Morrison-Smith & Ruiz, 2020; Simeli et al., 2023). Reduced face-
to-face contact may also limit informal knowledge sharing, shared learning,
and opportunities for innovation, particularly when work depends on sponta-
neous interaction and collaboration (Allen et al., 2015). At the same time, tel-
ework may reduce operational costs (such as costs related to office space and
business travel), increase organizational flexibility, and support the attraction



and retention of employees with valuable competencies (Adamovic, 2022;
Grzegorczyk et al., 2021; Illegems & Verbeke, 2004; Simeli et al., 2023).

Previous research has also shown that perceived work environment problems
may be associated with substantial production loss. In a Swedish study, em-
ployees who reported work environment-related problems showed an average
reduction in work productivity of approximately 38% (Lohela-Karlsson et al.,
2015). This corresponds to approximately 15 hours per week in a full-time
working week (Lohela-Karlsson et al., 2015). These findings suggest that work
environment problems may have consequences for employee well-being and
for productivity.

Individual well-being

Telework may support employee well-being when it provides employees with
greater control over their work situation. When allowing greater influence over
where, when, and how work is performed, telework may strengthen autonomy
and make it easier to manage work and private life. In line with this, Gajendran
and Harrison, (2007) found that telework was associated with higher auton-
omy, lower work-family conflict, higher job satisfaction, and lower stress.
More recent Swedish evidence also indicates that autonomy in telework ar-
rangements may be related to better well-being. Januario et al., (2025) found
that higher telework allowance was associated with lower physiological stress,
measured through heart rate variability, among Swedish white-collar workers.
Similarly, previous research suggests that greater control over the workday
may help explain why employees report more positive emotions and fewer
negative emotions when working from home compared with working at the
office (Anderson et al., 2015). Studies of physiological stress responses have
also shown that home-based work may be associated with lower blood pressure
and indicators of increased relaxation compared with office-based work
(Scheibe & Hommelhoff, 2025).

At the individual level, telework may therefore offer several potential benefits.
Studies report improved well-being and health, better work-life balance, re-
duced commuting time, increased schedule flexibility, and reduced absentee-
ism (Adamovic, 2022; Mutiganda et al., 2022; Petcu et al., 2023). Telework
may also function as a coping strategy for time-pressed individuals, helping
them manage work and family demands more effectively (Thulin et al., 2019).
These benefits appear to be particularly related to qualitative aspects of the
work environment, such as autonomy, social support, and perceived fairness
(Crawford, 2022; Kroner & Miiller, 2023). Gender differences have also been
observed: among women, working from home has been associated with lower
stress and better health compared with office-based work, whereas findings for
men are generally non-significant or point in a less positive direction (Thulin
& Vilhelmson, 2026).
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However, the relationship between telework and well-being is not straightfor-
ward. Telework may also introduce new demands, particularly when it is ex-
tensive or poorly supported. Boundaries between work and private life can be-
come blurred, leading to extended working hours and fewer opportunities for
recovery (Golden, 2009; Kroner & Miiller, 2023; Petcu et al., 2023). A large
representative survey in Germany showed that teleworkers were more likely
than office-based workers to experience boundaryless working hours, includ-
ing expectations of constant availability, overtime work, and weekend work
(Scheibe & Hommelhoff, 2025). These patterns became more evident with in-
creasing telework intensity and were associated with lower levels of well-being
(Scheibe & Hommelhoff, 2025).

Telework may also affect well-being through reduced social interaction. Re-
duced face-to-face contact has been associated with workplace isolation and
psychosocial stress (Wang et al., 2023). Teleworkers may experience anxiety,
exhaustion, loneliness, and mental fatigue (Petcu et al., 2023; Sardeshmukh et
al., 2012). Although digital technologies facilitate remote communication, in-
person interaction remains important for cooperation, belonging, and social
cohesion (Behrens & Kret, 2019; Rockmann & Pratt, 2015). The expansion of
telework has also increased online meetings and constant digital communica-
tion, which may contribute to stress and burnout (McPhail et al., 2024). Over-
all, the longer-term mental health consequences of the COVID-19 pandemic
are still emerging, and current research remains inconclusive regarding its
overall impact on psychological well-being (McPhail et al., 2024). Taken to-
gether, these mixed findings highlight the need for a broader understanding of
the conditions under which telework supports or challenges employee well-
being and productivity. This thesis therefore examines telework in relation to
work tasks, psychosocial work environment factors, and organizational condi-
tions across individual, team, and organizational levels, and across pandemic
and post-pandemic contexts.

Performance

Telework can provide benefits to both managers and employees, including im-
proved performance. Many studies have shown that telework can be used as a
powerful tool to boost individual performance (Adamovic, 2022; Caraiani et
al., 2023; Mutiganda et al., 2022; Simeli et al., 2023). Working without dis-
tractions in a peaceful environment can improve managers’ and employees’
performance. A previous study shows that telework improved work efficiency
and greater work control (Ipsen et al., 2021). Nevertheless, different types of
work may result in varying outcomes, depending on the nature of the tasks
involved (individual work tasks compared with more collaborative tasks) (Al-
len et al., 2015; Kowalski & Slebarska, 2022). Evaluating whether specific
tasks are better suited to telework or on-site work has therefore become central
to understanding the performance effects of telework. Employees working
from home reported that this arrangement positively affected their perceived
productivity and creativity (George et al., 2022). However, this relationship
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remains complex and context-dependent, shaped by organizational structures,
team dynamics, and job characteristics (Kowalski & Slebarska, 2022).

Overall, supportive leaders who set clear goals, maintain regular communica-
tion, and show trust in employees, foster engagement and commitment, and
enhances productivity (Edvardsson & Gardarsdottir, 2023; Silva-C et al.,
2019). Conversely, a lack of trust can undermine motivation and lead to de-
creased performance (Shillingford, 2017). In a global survey, 70% of respond-
ents reported that they agreed or strongly agreed that their home environment
enabled them to work productively (Toivonen et al., 2025). Although, socio-
demographic and contextual characteristics appear to shape how employees
perceive their productivity when working from home. Younger employees,
employees who were dissatisfied with their home workspace, and those living
with others were less likely to report high productivity (Toivonen et al., 2025).
Additionally, women were more likely than men to perceive themselves as
productive when working from home (Toivonen et al., 2025).

Moreover, decentralized organizational structures supported by working from
home have been associated with higher employee motivation, greater opportu-
nities for self-development, and improved work-life balance (Raj et al., 2023).
These conditions may foster innovation by allowing organizations to benefit
from diverse employee perspectives and contributions, which in turn can sup-
port firm performance (Raj et al., 2023).

Overall, flexible work policies, including telework, may be valuable to organ-
izations and help them maintain their competitiveness (Antunes et al., 2023).
However, implementing telework changes how managers carry out key re-
sponsibilities, including coordinating tasks, providing feedback and support,
facilitating collaboration and learning, and identifying and addressing work
environment risks. When employees work across different locations, fewer op-
portunities for informal contact may make it more difficult for managers to
gain insight into employees’ workloads, well-being, and support needs. Coor-
dinating work from distance and onsite and maintaining communication and
inclusion may therefore require clearer structures and routines. These respon-
sibilities highlight the importance of examining telework from both managerial
and employee perspectives.

Managers’ perceptions of telework

The rapid expansion of telework during the pandemic meant that many man-
agers began leading employees remotely for the first time (Gifford, 2022).
Managing employees across different locations may affect how managers co-
ordinate work, communicate expectations, provide feedback and support, fa-
cilitate collaboration and learning, and recognize and respond to risks related
to workload and employee well-being (Gifford, 2022; Edvardsson & Gar-
darsdottir, 2023). Reduced opportunities for informal contact and in-person in-
teraction may make it more difficult for managers to gain insight into
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employees’ workloads and well-being and to identify their support needs. This
may partly explain why telework has raised managerial concerns about trust,
control, employee visibility, well-being, productivity, and performance (Ada-
movic, 2022; Edvardsson & Gardarsdottir, 2023).

If managers check their employees when they telework due to a lack of trust,
it can result in a negative impact on the manager-employee relationship and
the entire organization (Shillingford, 2017). Conversely, managers who trust
their employees and believe in their ability to perform their tasks are more
likely to regard telework as a valuable work arrangement (Silva-C et al., 2019).
Kaplan et al., (2018) further suggest that performance benefits associated with
telework may partly reflect managers’ tendency to permit more conscientious
and trustworthy employees to telework.

Moreover, recent research highlights the complex role of trust from managers
in telework settings. Employees may be able to sustain productivity even when
trust from managers is low, potentially by compensating through stronger col-
laboration with colleagues, a pattern described as a compensation effect (Avila
etal., 2025). Such a dynamic may strengthen team relationships and encourage
employees to manage emerging tensions more independently, with less reli-
ance on managers. At the same time, higher levels of managerial support - such
as help, guidance, and feedback - are associated with better employee perfor-
mance (Avila et al., 2025).

Managerial levels may also shape experiences of telework. Kowalski & Sle-
barska (2022) found that middle managers experienced greater work-related
challenges when teleworking than other employee groups. More generally, the
authors recommended combining telework and office-based work based on the
requirements of each job.
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Theoretical framework

This thesis draws upon two complementary theoretical perspectives: Neo-In-
stitutional Theory (study I), which frames telework at the organizational level,
and the Job Demands-Resources (JD-R) model (studies I1I-1V), which is used
to discuss how telework relates to job demands, resources, and employee out-
comes, such as well-being and productivity.

Institutional theory

Organizations operate within institutional environments shaped by shared
norms, rules, ideologies, and knowledge structures (Furusten, 2023). These
broader societal forces influence how organizations define appropriate ways of
organizing work and responding to emerging work arrangements. From a
Scandinavian institutional perspective, organizational ideas are translated into
local practices, meaning that the same broader pressures may result in different
arrangements depending on organizational culture, work tasks, managerial as-
sumptions, and existing routines (Boxenbaum & Pedersen, 2009; Czarniawska
& Joerges, 1996).

In the context of telework, the COVID-19 pandemic acted as a strong in-stitu-
tional driver that accelerated the adoption and legitimization of telework. Na-
tional recommendations, public health guidance, and shifting societal expecta-
tions accelerated the use of telework across sectors (Eurofound, 2022). In Swe-
den, the recommendation to work from home - without a formal lockdown -
contributed to the rapid legitimization and normalization of telework practices
(Eurofound, 2022). From a neo-institutional perspective, this can be under-
stood as organizations’ efforts to align with prevailing norms and maintain le-
gitimacy within their field (DiMaggio & Powell, 1983). At the same time, a
Scandinavian institutional perspective suggests that telework was translated
into local arrangements through organizational interpretations of what tele-
work means in practice (Boxenbaum & Pedersen, 2009; Czarniawska &
Joerges, 1996).

The distinction between the pandemic and post-pandemic phases is therefore
central. During the crisis, telework was largely driven by external pressures,
whereas after the pandemic it became a more voluntary and preferred work
arrangement among employees and managers (Vilhelmson et al., 2023). This
points to a shift from crisis-driven adoption to a more normalized and individ-
ually desired form of work. Still, rapid adoption did not necessarily mean that
telework became fully embedded in everyday organizational practice (Furus-
ten, 2023). Tensions could remain between external pressures, internal norms,
and established work routines. Thus, telework may also reshape organizational
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norms and expectations, including what level of telework is considered legiti-
mate and appropriate (Ivasciuc et al., 2022). Over time, telework became as-
sociated with new expectations regarding flexibility, availability, autonomy,
and performance. At the same time, traditional expectations related to visibil-
ity, managerial oversight, and physical presence did not disappear completely
(Sewell & Taskin, 2015; Vitak & Zimmer, 2023). These developments are rele-
vant to discuss from an institutional perspective, as they suggest that new work
arrangements are gradually stabilized through ongoing organizational processes.
Accordingly, study I is interpreted from a neo-institutional perspective as illus-
trated in the conceptual framework of the dissertation (see figure 1, page 18).

Although neo-institutional theory provides a useful lens for discussing study |
and the organizational-level findings of the thesis, there is a need for a com-
plementary perspective. Neo-institutional theory helps explain how telework
became legitimized and shaped within organizations. However, it cannot fully
explain how these organizationally shaped telework arrangements relate to em-
ployee well-being and productivity at the individual level. For this purpose, the
Job Demands-Resources (JD-R) model provides a complementary perspective.

Job Demands-Resources (JD-R) perspective

The Job Demands-Resources (JD-R) model provides a useful theoretical lens
for understanding how telework may shape the psychosocial work environ-
ment and, in turn, relate to employee well-being and productivity (Bakker et
al., 2023; Bakker & Demerouti, 2007, 2017). The model distinguishes between
job demands and job resources. Job demands refer to work characteristics that
require sustained physical, cognitive, or emotional effort and may lead to
stress. Job resources refer to work characteristics that support goal attainment,
reduce demands, foster motivation, engagement, and development potentially
improving well-being and productivity (Bakker et al., 2023; Bakker &
Demerouti, 2007, 2017).

In telework contexts, the balance between job demands and job resources may
change (Bakker et al., 2023; Bakker & Demerouti, 2007). Telework may en-
hance flexibility, autonomy and opportunities to adjust the work environment
to individual needs (Allen et al., 2015). It may support work-life balance, re-
duce stress, and improve well-being and productivity when employees are able
to structure their workday effectively. However, telework may also introduce
additional demands, including blurred boundaries between work and private
life, extended working hours, and increased self-management requirements
(Demerouti et al., 2022; Gajendran & Harrison, 2007; Peiro et al., 2024). Thus,
consequences of telework depend on the psychosocial and organizational con-
ditions under which telework is practiced.

The shift between the pandemic and post-pandemic periods is relevant because
the demands and resources connected to telework may differ when telework
moves from a crisis-driven arrangement to a more normalized and voluntary
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work practice. Studying telework both during and after the pandemic therefore
makes it possible to examine whether psychosocial work environment factors
relate to well-being and productivity in similar or different ways across these
two periods.

Within the JD-R model, quantitative workload and time pressure represent cen-
tral job demands that have been associated with reduced well-being and in-
creased burnout risk (Bakker et al., 2023; Demerouti & Bakker, 2023; Kroner
& Miiller, 2023). In telework settings, high quantitative demands may be par-
ticularly challenging because employees may have fewer opportunities for in-
formal support, immediate feedback, and recovery (Allen et al., 2015;
Edvinsson, 2025; Kréner & Miiller, 2023). In addition, reduced informal inter-
action may challenge team cohesion, belonging, and access to everyday colle-
gial support (Kowalski & Slebarska, 2022; Urrila et al., 2025). At the same
time, several psychosocial work environment factors may function as job re-
sources in telework settings. Influence at work, recognition, organizational jus-
tice, and support from managers and colleagues may help employees manage
demands and sustain well-being and productivity (Bakker et al., 2005;
Gynning et al., 2025; Urrila et al., 2025; Yang et al., 2022). Overall, telework
may affect the balance between job demands and job resources in ways that
vary according to task characteristics, occupational roles, work-family condi-
tions, and organizational support structures (Allen et al., 2015; Golden &
Gajendran, 2019; Lyzwinski, 2024).

A central assumption of the JD-R model is that job resources may have both
direct and buffering roles (Bakker et al., 2005; Gynning et al., 2025). Direct
associations refer to relationships between specific job demands or resources
and employee outcomes, such as well-being or productivity. For example, job
demands may be associated with poorer outcomes, whereas job resources may
be associated with better outcomes (Bakker et al., 2023). Moreover, job re-
sources may buffer the negative effects of job demands. In other words, high
work demands may have less harmful consequences for well-being or produc-
tivity when employees have sufficient resources available (Bakker et al., 2005;
Bakker & Demerouti, 2017; Gynning et al., 2025).

In this thesis, influence at work is understood as an autonomy-related job re-
source. It captures employees’ perceived ability to influence aspects of their
work, such as workload, task organization, and how work is carried out (Bak-
ker et al., 2023; Berthelsen et al., 2020; Demerouti & Bakker, 2023; Wells et
al., 2023). This is relevant in telework settings, where employees often have
greater responsibility for organizing their work, managing demands, and cre-
ating opportunities for recovery with less immediate guidance from managers
and colleagues. Autonomy may also support well-being because greater con-
trol over work can help employees feel that they have choice in how they work
and are able to perform their tasks effectively, thereby satisfying basic psycho-
logical needs such as autonomy and competence (Scheibe & Hommelhoff,
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2025). This is supported by a previous systematic review showing that work
time control is positively associated with several indicators of employee well-
being, including physical and mental health, work-life balance, and overall
well-being (Nijp et al., 2012).

In studies II, 111, and IV, the JD-R model is used as a guiding theoretical per-
spective to conceptualize telework as a work arrangement that may alter the
balance between job demands and job resources (see figure 1: the conceptual
framework of the dissertation, page 18). In study II, which is qualitative, the
model supports the interpretation of how telework alters resources and de-
mands depending on work tasks, job roles, team settings, and organizational
context (see figure 1). Studies I1I and IV examine direct associations between
psychosocial work environment factors and employee outcomes, as well as
whether influence at work buffers the relationship between quantitative de-
mands and well-being/productivity. Study III focuses on well-being, whereas
study IV focuses on productivity. In these studies, quantitative demands are
understood as job demands, while influence at work, recognition, organiza-
tional justice, and support from managers and colleagues are understood as
potential job resources. Applying the JD-R model across these two studies
therefore helps clarify whether similar or different demands and resources are
relevant for understanding telework-related well-being and productivity. Over-
all, the model contributes to a more nuanced understanding of telework as a
work arrangement whose consequences depend on the balance between job
demands, job resources, and the organizational context in which telework is
practiced.
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Telework

Study 1: managers
perceptions of telework
organizational perspective

Psychosocicial
work Environment

Study 2: individual, team
and organizational levels

Job-Demands and
Resources Theory

Study 3: Well-being Study 4: Productivity

Figure 1. The conceptual framework of the thesis.

Figure 1 illustrates the overall structure of the thesis and shows how the four
studies relate to the theoretical perspectives used. Studies I and II are qualita-
tive studies. Study I focuses on telework from an organizational-level perspec-
tive and is discussed through a neo-institutional lens. Study II focuses primar-
ily on individual, task, and team-related experiences of telework and is

18



discussed through the Job Demands-Resources (JD-R) model. Studies III and
IV are quantitative studies that examine psychosocial work environment fac-
tors in relation to well-being and productivity, respectively, using the JD-R
model as the theoretical lens.
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Rationale of the thesis

Research on telework has expanded substantially in recent years. However,
there is a need for research that captures variation across industries, employee
roles, and organizational contexts in order to better understand how telework
functions under different structural conditions (Ameen et al., 2023).

This thesis addresses these gaps by examining telework across individual,
team, and organizational levels, and across different occupational groups and
sectors. By combining qualitative and quantitative data from employees and
managers, the thesis examines how telework is experienced in everyday work-
ing life, how work tasks and organizational conditions shape these experiences,
and how psychosocial work environment factors are associated with well-be-
ing and productivity during and after the pandemic.

A key strength of the thesis is its repeated cross-sectional design, which ena-
bles us to see similarities and differences between pandemic and post-pan-
demic telework. This temporal perspective contributes to understanding how
telework evolved from a crisis-driven arrangement into a more established,
voluntary, and hybrid work form. The Swedish context is also relevant, as tel-
ework during the pandemic was strongly recommended. There were no lock-
downs in Sweden. From a neo-institutional perspective, this reflects primarily
external pressures, where organizations adapted to governmental recommen-
dations and emerging expectations about appropriate work practices.

By combining organizational and individual perspectives during and after the
pandemic, the thesis extends existing knowledge on the longer-term conse-
quences of telework, particularly as the effects of the pandemic are still emerg-
ing (Lyzwinski, 2024; McPhail et al., 2024). In studies III and IV, the Job De-
mands-Resources perspective is used to examine how selected psychosocial
work environment factors are associated with two central employee outcomes:
well-being and productivity. More specifically, these studies examine both the
direct associations between job demands and job resources and the outcomes,
and the potential buffering role of influence at work in the relationship between
quantitative demands and well-being or productivity. This focus is important
because telework may increase employees’ need to manage their own work,
prioritize tasks, and handle demands with less immediate support from man-
agers and colleagues. Influence at work is therefore examined as an autonomy-
related job resource that may help employees cope with high quantitative de-
mands. By studying this potential buffering effect during and after the pan-
demic, the thesis contributes to a more nuanced understanding of whether the
same psychosocial conditions matter in crisis-driven telework and in more
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established hybrid work arrangements. Overall, the thesis aims to clarify under
which conditions telework is associated with better well-being and productiv-
ity, and when it may instead be linked to stress or lower productivity.
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Overall aim and specific aims

The overall aim was to identify and discuss telework-related factors important
for employee well-being, performance, and the work environment during and
after the COVID-19 pandemic.

Study 1
This study aimed to investigate how managers perceived telework arrange-
ments in relation to the work environment and the performance of their organ-
ization.

Study 11
This study aimed to investigate how telework is perceived among occupational
groups with different work tasks within the same company.

Study 111

This study aimed to examine how selected psychosocial work environment
factors were directly associated with well-being among white-collar telework-
ers during and after the COVID-19 pandemic, and whether influence at work
buffered the relationship between quantitative demands and well-being.

Study IV

This study aimed to examine how selected psychosocial work environment
factors were directly associated with productivity among white-collar tele-
workers during and after the COVID-19 pandemic, and whether influence at
work buffered the relationship between quantitative demands and productivity.
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Methodology

Context

The study is situated in the Swedish context, where telework expanded rapidly
during the COVID-19 pandemic. Prior to the pandemic, regular working from
home was relatively uncommon, and many organizations had limited experi-
ence with managing telework at scale (OECD, 2021). During 2020-2022, em-
ployees whose tasks allowed telework were recommended to work from home
for prolonged periods, requiring organizations to rapidly adapt their work pro-
cesses, coordination practices, and managerial routines (Ludvigsson, 2023).

In the post-pandemic phase, many organizations formalized telework by intro-
ducing policies for hybrid work arrangements (Eurofound, 2022). This transi-
tion towards hybrid work has reshaped organizational structures, leadership
practices, and expectations regarding availability and autonomy, making Swe-
den a relevant context for examining organizational work environment factors,
well-being and performance in telework settings.

More recently, telework and hybrid work have remained established features
of Swedish working life, although their extent and organizational regulation
continue to evolve. In 2024, approximately 46% of employees reported work-
ing from home to some extent (Statistikmyndigheten (Statistics Sweden,
2023). This suggests that hybrid work has become established, while organi-
zations continue to adjust the balance between telework and on-site work.
Overall, the studies included in this thesis capture two telework contexts: ex-
ternally recommended telework during the pandemic and more voluntary and
formalized hybrid work in the early post-pandemic period.

Research project

All studies I-IV were conducted within the six-year Forte research program
Flexible Work: Opportunity and Challenge (Svensson et al., 2022). The pro-
gram included twelve private and public organizations from different sectors
in Sweden.

As part of the project, a comprehensive survey was administered to a cohort of
approximately 8000 employees aged 18-65 years, including both blue- and
white-collar workers across a wide range of sectors in Sweden, at three meas-
urement points between 2020 and 2024 (TO, T1 and T2).

During the pandemic, many participators had no prior experience of telework.
Following the pandemic, several participating organizations introduced a
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formal telework policy stipulating an annual distribution of approximately
51% onsite work and 49% telework, established by their respective top man-
agement teams.

Overview of the included papers

Studies I and II are qualitative studies using a phenomenographic research ap-
proach. Data were collected through semi-structured interviews, which al-
lowed participants to reflect on their perceptions and experiences of telework.
Two complementary interview guides were developed. The interview guides
were inspired by previous studies and adapted to the specific aims of each
study. Study I focused on how managers perceived telework arrangements in
relation to the work environment and the performance of their organizations.
Study II addressed individual-level experiences, exploring how managers and
employees experience telework in relation to well-being, individual perfor-
mance, and the work environment.

Studies I1I and IV used repeated cross-sectional survey data from white-collar
employees who teleworked at least one day per week. TO and T2 were selected
to represent two distinct telework contexts: the pandemic phase and the early
post-pandemic phase, when telework had become more established within vol-
untary and hybrid arrangements. T1 represented a transitional period and was
therefore excluded to provide a clearer distinction between these contexts.
Guided by the Job Demands-Resources (JD-R) model, the analyses examined
associations between selected job demands and resources and well-being
(study III) and productivity (study IV). They also examined whether influence
at work, as an autonomy-related job resource, buffered the associations be-
tween quantitative demands and the respective outcomes, both of which were
measured subjectively.
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Sample Focus Data collec- Analysis
tion
Study I 17 Managers | How manag- | Semi-struc- Phenome-
from private | ers per- tured inter- nographic
and public ceived tele- | views con- research
organizations | work in rela- | ducted 2022- approach
(53% men tion to the 2023. to investi-
and 47% work envi- gate varia-
women). ronment and tions.
Age between | organiza-
37 and 64 tional per-
years. formance.
Study 11 14 interview- | How tele-
ees (seven work is per-
employees ceived
and seven among occu-
managers pational
from an in- groups with
dustrial or- different
ganization). | work tasks
Age between | within the
27 and 60 same com-
years; 29% pany.
women, and
71% men.
Study I11 Survey of Telework Survey data General
employees and well-be- | collected from | linear
and manag- ing: the role | May 2020 to models
ers working | of work en- | June 2021 (TO; | were con-
in private vironment n=1439)and | ducted to
and public factors dur- | from February | examine
organizations | ing and after | 2023 to July direct as-
in Sweden, the pan- 2024 (T2; n= | sociations
aged 18-65 demic. 1109) across and
years who seven organi- | whether
teleworked at zations in influence
least one Sweden. buffered
day/week. the associ-
ation be-
tween
quantita-
tive de-
mands and
well-being.
Study IV Telework Binary lo-
and gistic
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productivity:
the role of
work envi-
ronment fac-
tors during
and after the
pandemic.

regression
analyses
were con-
ducted to
examine
direct asso-
ciations
and
whether in-
fluence
buffered
the associ-
ation be-
tween
quantita-
tive de-
mands and
productiv-

ity.

Table 1. Overview of the different studies in the thesis.

and Performance

* Managers’ Perceptions of Telework in Relation to Work Environment )

* February 2022 - August 2022

* Telework Uncovered: Employees’ Perceptions Across Various
Occupations in an Industrial Company
* February 2022 - September 2023

* Telework and Well-Being: The Role of Work Environment Factors
During and After the Pandemic
* May 2020 - June 2021 (T0) and February 2023 - July 2024 (T2)

* Telework and Productivity: The Role of Work Environment Factors
During and After the Pandemic
*May 2020 - June 2021 (T0) and February 2023 - July 2024 (T2)

Figure 2. Timeline for data collection in studies I-IV.

Research process
Studies I and I1

The empirical work for the included studies was conducted in parallel; how-
ever, the planning of the interview studies started earlier and involved identi-
fying interviewees and developing the interview guides. An initial challenge
was the recruitment of participants who teleworked regularly and had the time
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to participate from the participating organizations. In total, 31 interviews were
conducted with employees and managers who met the inclusion criteria and
were able and willing to participate.

Separate interview guides were developed for studies I and II. The interview
guide for study I was used only in interviews with managers and focused on
organizational-level perspectives. The interview guide for study II was used
with both managers and employees and focused on individual perspectives on
telework with different work tasks and occupational roles. Managers and em-
ployees were asked about the same themes, although follow-up questions var-
ied between interviews. The data collection periods for the two studies partly
overlapped.

Studies III and IV

In parallel with the qualitative data collection, I familiarized myself with the
survey data and the broader organizational context of the participating organi-
zations. This included a site visit to the largest participating organization,
where I took part in the distribution and explanation of the survey. During this
visit, I observed the production department and engaged in informal conversa-
tions with employees. These interactions provided contextual insight into eve-
ryday work practices and organizational culture, strengthening my understand-
ing of the organizational setting.

The quantitative analyses for studies III and IV were conducted after the qual-
itative analyses had been completed. Although the studies were analytically
independent, conducting the qualitative phase first made it possible to observe
similarities and recurring similarities across the findings.

Design

Studies I and II

Study I was an interview study using a phenomenographic approach. This
study identified qualitatively different ways in which telework is perceived and
experienced among managers, focusing on the organizational perspective. It
focused on managers’ perceptions of telework in relation to the work environ-
ment and organizational performance. It was based on semi-structured inter-
views with managers.

Study II was also an interview study using a phenomenographic approach.
Study II included seven employees and seven managers within the same or-
ganization. It deepened the phenomenographic analysis by taking into account
different occupational roles and tasks, showing how employees and managers
experience telework differently within the same organization from an individ-
ual-level perspective.
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Studies III and IV

Studies III and IV were quantitative studies based on survey data from tele-
workers collected during two phases: the pandemic phase in 2020-2021 (T0)
and the post-pandemic phase in 2022-2024 (T2). This design enabled exami-
nation of differences between two telework contexts: one in which telework
was more crisis-driven, encouraged to telework to a greater extent, and one in
which telework had become more established, voluntary, and hybrid.

The cohort comprises approximately 8,000 blue- and white-collar employees
aged 18-65 years, representing a wide range of occupational groups and sectors
in Sweden. Among white-collar employees, 2155 participants responded at TO
(response rate 33%) and 1172 at T2 (response rate 22%). Data were collected
using Qualtrics XM© survey software (Qualtrics, Provo, UT).

Data collection and measurements

Study I

The study was based on semi-structured interviews designed to explore man-
agers’ perceptions of telework and related work environment factors and the
performance of their organizations. An interview guide was used to ensure
consistency across interviews while allowing flexibility to follow participants’
storytelling. The guide covered key thematic areas including background, work
organization, performance, well-being, leadership, support, and collaboration.

The qualitative interviews were conducted between February and August 2022
In total, 17 managers (53% men, 47% women) from 12 public and private or-
ganizations in Sweden were included. Participants were aged 37-64 years and
were primarily middle managers, and three CEOs. All interviews were con-
ducted individually, audio-recorded with participants’ consent, and tran-
scribed. The interviews lasted from 35 minutes to 70 minutes.

Study II

The study was based on semi-structured interviews designed to explore man-
agers’ and employees’ experiences and perceptions of telework among occu-
pational groups with different work tasks within the same company. An inter-
view guide was used to ensure consistency across interviews while allowing
flexibility to follow participants’ storytelling. The guide covered key thematic
areas including background, role, work tasks, work organization, well-being,
work environment, sustainability, and productivity.

The study included 14 interviewees (seven employees and seven managers)
from a large industrial company in Sweden. Organizational representatives
from one of the participating organizations were asked to provide contact de-
tails for managers and employees with experience of telework. The selection
was intended to include individuals of varying ages and tenures who had the
opportunity to engage in telework. Participants were aged 27-60 years; 29%
were women and 71% men, and they represented several departments,
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including sales, IT, production, security, project management, design, and HR.
Some participants worked in global roles with international colleagues and
customers, while others worked primarily within Sweden. All were based in
Sweden and had worked in the organization for between two and thirty years.
The interviews lasted from 40 minutes to 60 minutes. Most managers were
middle managers.

Studies III and IV

Studies III and IV were based on survey data from 1439 respondents at TO
(during the pandemic) and 1109 respondents at T2 (after the pandemic). Data
were collected from May 2020 to June 2021 (T0) and from February 2023 to
July 2024 (T2).

The selection of independent variables in studies III and IV was guided by
theoretical and empirical considerations within occupational health research
and the Job Demands-Resources perspective. The included variables were se-
lected because previous research has linked them to employee well-being,
productivity, or both. Psychosocial work environment factors were primarily
measured using selected scales from the Swedish version of the Copenhagen
Psychosocial Questionnaire I1I (COPSOQ I1I), a validated instrument for as-
sessing psychosocial working conditions (Berthelsen et al., 2020). These vari-
ables included quantitative demands, influence at work, recognition, organiza-
tional justice, and support from managers and colleagues. In both studies, de-
mographic and control variables were included to account for factors that may
influence employee outcomes in telework contexts. This included gender, age,
the presence of young children at home, and physical activity. Extent of tele-
work was reported descriptively but was not included as a predictor, because
the aim was to examine whether associations between psychosocial work en-
vironment factors and well-being or productivity differed between the pan-
demic and post-pandemic telework contexts.

In study I11, well-being was assessed using the WHO-5 well-being index (Bech
et al., 2003), which consists of five items reflecting respondents’ well-being
over the past two weeks. Items were rated on a six-point scale and transformed
to a score ranging from 0 to 100, with higher values indicating better well-
being.

In study IV, productivity was assessed using a self-rated item by asking re-
spondents to evaluate their productivity over the past month. The original 10-
point response scale in which higher scores indicated higher perceived produc-
tivity, was dichotomized into two groups: lower productivity (0-7) and high
productivity (8-10), according to de Vries et al., (2013) and Kessler et al.,
(2003).
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Analyses

Studies I and II

ATLAS.ti Win (version 9.1.6.0) was used to analyze the qualitative data in
studies I and IT (ATLAS.ti Scientific Software Development GmbH [ATLAS.ti
22 Windows], 2022). All interviews were audio-recorded, transcribed, and im-
ported into ATLAS.ti for analysis. Within the software, quotations, codes, sub-
categories, and categories were developed.

Data analysis followed a stepwise procedure. First, the transcripts were read to
achieve familiarity with the material. Second, representative statements and
quotations were identified. These statements were then grouped based on sim-
ilarities, resulting in the development of initial codes. In the next step, state-
ments were compared to identify sources of variation across interviews. Fi-
nally, categories and subcategories were constructed. Categories and subcate-
gories were refined through consensus discussions among the authors and su-
pervisors. The analytical process also enabled the identification of variations
across interviews, ensuring that no relevant information was overlooked.
Memos in ATLAS.ti were used to document analytical reflections, interpreta-
tions, and observations throughout the analysis. In study I, the analysis focused
on the organizational perspective, whereas study II focused on the individual
perspective.

Study III

In Study III, General Linear Models (GLM) were performed in SPSS version
30. A hierarchical modelling strategy was used to examine associations be-
tween selected psychosocial work environment factors and well-being during
and after the pandemic, as well as whether influence at work buffered the as-
sociation between quantitative demands and well-being. Analysis 1 included
quantitative demands, influence at work, and their interaction term. Analysis 2
added recognition, organizational justice, and support from managers and col-
leagues. Analysis 3 further adjusted for age, gender, children aged 0-12 years
at home, and physical activity. Manager and colleague support were entered as
dummy variables, with high support as the reference category. To examine
whether influence at work buffered the association between quantitative de-
mands and well-being, an interaction term was created between quantitative
demands and influence at work. The continuous variables quantitative de-
mands and influence at work were mean-centred so that 0 represented the sam-
ple mean. The interaction term was then created by multiplying the centred
quantitative demands variable by the centred influence at work variable (Aiken
& West, 1991).

Unstandardized coefficients (B) and p values were reported, with p < .05 con-
sidered statistically significant. Normality and homoscedasticity were assessed
using histograms and scatterplots. Multicollinearity was assessed using vari-
ance inflation factor (VIF) statistics. All VIF values were below 3, indicating
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no problematic multicollinearity. Participants with missing data on any varia-
ble included in the analysis were excluded using listwise deletion.

Study IV

In Study 1V, binary logistic regression analyses were conducted using SPSS
version 30 to examine associations between selected psychosocial work envi-
ronment factors and the odds of reporting higher perceived productivity among
white-collar employees who teleworked at least one day per week. Separate
analyses were performed for TO and T2. Predictors were entered in three
blocks. The first analysis included quantitative demands, influence at work,
and their interaction. Before calculating the interaction term, both continuous
variables were mean-centred and then multiplied (Aiken & West, 1991).
Recognition, organizational justice, and manager and colleague support were
added in the second analysis. The third analysis additionally adjusted for age,
gender, children aged 0-12 years at home, and physical activity. Manager
and colleague support were dummy-coded, with high support as the reference
category.

Results were reported as unstandardized log-odds coefficients (B), odds ratios
(ORs), 95% confidence intervals (Cls), and p values. Statistical significance
was set at p <.05. Multicollinearity was assessed using variance inflation fac-
tor (VIF) statistics. All VIF values were below 3, indicating no problematic
multicollinearity. Cases with missing data for any variable included in a anal-
yses were excluded using listwise deletion.
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Findings

Study I

Figure 3 presents a summary of the findings and illustrates how managers per-
ceive telework. Their perspectives can be organized into three interrelated di-
mensions: relationship-based aspects, task-based aspects, and organizational-
level consequences. These dimensions coexist and interact, but they are not
hierarchical and should not be viewed as dependent on one another.

business travel

Task based: quick decsisions,
better performance, delivery
focus

Figure 3: Managers’ perceptions of telework.

Relationship-based aspects

Taken together, the findings indicate that relational dynamics are central to
how managers perceive telework. Trust between the manager and the em-
ployee is important making telework functional. At the same time, issues of
perceived fairness (regarding who are allowed to telework) emerged as a po-
tential source of relational tension within work groups, particularly when tele-
work opportunities varied across roles. Managers noted that such differences
could create a “we and them” dynamic between workgroups. Social interaction
was also considered important for mitigating isolation. These findings suggest
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that telework is changing how workplace relationship’s function, particularly
in relation to physical presence, interaction, and perceptions of fairness.

In addition, online meetings were described as effective in strengthening close
working teams and sometimes creating more focused and intense interactions.
However, telework also risked reducing contact with other departments, po-
tentially weakening cross-organizational relationships.

Task-based aspects

At the task level, managers generally perceived telework as improving effi-
ciency and performance. Some described time savings and increased task com-
pletion, particularly for focused or independent work. Moreover, telework also
prompted employees to question the necessity of being physically present in
the office if productivity was perceived to be higher when teleworking.

Managers observed that if greater office presence was desired, it required a
clear purpose - such as brainstorming, strategic planning, or collaborative idea
development. Decision-making practices were also affected: some managers
reported making quicker decisions when teleworking, sometimes at the expense
of broader collegial discussion. This reflected a shift away from extended colle-
gial discussion toward a stronger emphasis on outcomes and delivery.

Added value

From the organizational perspective, telework was perceived as contributing
to improved organizational attractiveness, enhanced recruitment potential, and
reduced travel. The results show that managers’ perceptions of telework were
influenced by organizational structures, norms, and expectations, as well as by
their own experiences of teleworking.

Study II

Study II investigated how telework is perceived among occupational groups
with different work tasks within the same company. Figure 4 presents a sum-
mary of the findings and illustrates how telework was experienced at three lev-
els: individual, team, and organizational. These levels operate in parallel and
influence how telework is practiced and experienced within the organization.
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Individual:
well-being,
work-life
balance

Organizational: Team:
expectations, collaboration,
policies workload

Figure 4: How telework is experienced differently at different levels of the organization.

Individual level

At the individual level, telework was associated with several perceived bene-
fits, including improved well-being, enhanced work-life balance, and im-
proved individual performance. These benefits were particularly evident
among employees and managers engaged in independent tasks, such as read-
ing, drafting contracts, and preparing reports, as well as among those involved
in global collaborations and sales.

Face-to-face work was experienced differently among participants. Some de-
scribed onsite work as time-consuming and stressful due to interruptions and
social demands, whereas others experienced it as efficient and timesaving, par-
ticularly for problem-solving tasks requiring less explanation.

Team level

At the team level, perceptions of telework were closely linked to task interde-
pendence. In roles characterized by high levels of collaboration, telework was
described as creating additional coordination demands. In production settings,
employees and managers who remained onsite, while other colleagues tele-
worked, sometimes experienced increased workloads, as colleagues and clients
tended to turn to physically present staff for assistance.

Participants also described that starting with an office-based period as a newly
employed before transitioning to telework is important. This initial onsite
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phase was perceived as facilitating team cohesion, supporting learning, and
fostering a deeper understanding of organizational culture.

Organizational level

At the organizational level, telework was formally supported through policy.
However, interviews revealed gaps between policy intentions and everyday
practice. Telework policies, primarily developed by top management, were not
always perceived as adaptable to all job roles and task types. Participants de-
scribed situations in which expectations regarding office presence varied, lead-
ing to misunderstandings and, in some cases, increased stress. Differences also
emerged between employees’ and managers’ perceptions of when physical
presence was required. Although telework was formally permitted, some man-
agers continued to monitor office attendance daily, which was described as
inconsistent with the principles of flexibility and autonomy.

Sustaining engagement and team cohesion was also described as challenging,
particularly when telework was frequent. Some managers emphasized the im-
portance of actively including teleworkers in meetings and collaborative activ-
ities to maintain effective teamwork.

Study III

Among the white-collar employees, 2155 responded at TO (during the COVID-
19 pandemic), corresponding to a response rate of 33%, and 1172 responded
at T2 (after the COVID-19 pandemic), corresponding to a response rate of
22%. After applying the inclusion criterion of teleworking at least one day per
week, 1439 respondents were included in the selected sample at TO and 1109
respondents at T2.

Hierarchical models were conducted separately for TO and T2. Analysis 1 (see
table 2) included quantitative demands, influence at work, and their interaction
term. Analysis 2 added resources: recognition, organizational justice, and sup-
port from managers and colleagues. Analysis 3 - fully adjusted model (see table
3) further adjusted for age, gender, children aged 0-12 years at home, and phys-
ical activity. The final model explained 25% of the variance in well-being dur-
ing the pandemic (R? = .247, adjusted R? = .239) and 27% of the variance in
well-being after the pandemic (R? = .267, adjusted R? = .257).
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Predictor TOB

Quantitati  -0.43
ve
demands

Influence 0.15
at work

Quantitativ. ~ 0.002
¢ demands

x influence

at work

TO SE

0.07

0.07

0.001

T0p

<.001

.028

.069

TO0 95% T2B
CI

-0.56, - -0.39
0.29

0.02, 0.28 0.23

0.000, 0.002
0.005

T2 SE

0.09

0.09

0.002

T2p

<.001

010

.358

B = unstandardized coefficient; SE = standard error; Cl = confidence interval.
Table 2. Analysis 1 included quantitative demands, influence at work, and their interaction
term. Significant associations are shown in bold.

Predictor

Quantita-
tive de-
mands
Recognit-
ion
Organizat-
ional
justice
Support
from colle-
agues, mo-
derate
Support
from colle-
agues, low
Influence at
work
Quantita-
tive de-
mands x
Support
from mana-
gers, low
Support
from mana-
gers, mode-
rate
Children at
home
Gender,
male

Low physi-
cal activity
Age
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TO
B

-0.29

0.13

0.17

1.41

0.09

0.00

0.95

-0.93

-1.14

2.03

-4.69

0.19

SE

0.07

0.03

0.04

1.44

1.04

0.95

0.94

0.05

<.001

<.001

<.001

.266

372

158

.642

545

480

274

.033

<.001

<.001

95% CI

-0.42,-0.16

0.07, 0.20

0.09, 0.24

-1.22,4.41

-1.69, 4.50

-0.04, 0.22

-0.002,
0.003

-2.13,4.03

-3.51, 1.65

-3.19, 0.90

0.16, 3.90

-6.53, -2.85

0.09, 0.28

T2

-0.24

0.10

0.22

4.30

4.11

0.11

0.00

2.18

0.35

0.84

2.97

-6.75

0.09

SE

0.09

0.04

0.05

2.05

2.23

1.79

1.64

p

.009

.026

.001

.036

.065

.206

979

313

.844

.608

.026

.001
237

T2 95%
CI

-0.57, -
0.21

0.06, 0.40

-0.002,
0.005

95%
CI
-0.42, -
0.06

0.01,
0.19
0.12,
0.32

0.28,
8.31

-0.26,
8.48

-0.06,
0.29
-0.003,
0.003

-2.07,
6.43

-3.17,
3.88

-2.38,
4.07
0.36,
5.59

-9.35, -
4.14
-0.06,
0.25



B = unstandardized coefficient; SE = standard error; Cl = confidence interval.

Table 3. Analysis 3: Fully adjusted model examining the associations of job resources and
job demands with well-being, adjusted for control variables. Significant associations are
shown in bold.

Buffering role of influence at work

Study III examined whether influence at work buffered the association be-
tween quantitative demands and well-being. The interaction between influence
at work and quantitative demands was not statistically significant during or
after the pandemic (see tables 2 and 3). Although influence at work was posi-
tively associated with well-being in the analysis 1 at both time points, this as-
sociation was no longer statistically significant in the fully adjusted analysis
(see table 3). Thus, the results do not provide evidence that influence at work
functioned either as an independent resource or as a buffering resource in the
fully adjusted analysis.

Job-Resources and well-being

Several psychosocial work environment factors were significantly associated
with employee well-being in the fully adjusted analysis. Higher levels of
recognition (B =0.13, p <.001), and organizational justice (B=0.17, p<.001)
were associated with better well-being (see table 3).

After the pandemic (T2), higher levels of recognition (B = 0.10, p = .036) and
organizational justice (B = 0.22, p < .001) remained associated with higher
well-being in the fully adjusted analysis. Colleague support emerged as signif-
icantly positively associated with well-being (B = 4.30, p = .036). Manager
support was not significantly associated with well-being at either time point
(see table 3).

Job-Demands and well-being

At both time points, quantitative demands during the pandemic (B =-0.29, p <
.001) and after the pandemic (B = -0.24, p < .009) were negatively associated
with well-being. Employees who reported high quantitative demands reported
lower levels of well-being during and after the pandemic.

Sociodemographic factors

Gender was consistently associated with well-being at both time points, with
women reporting lower well-being than men. During the pandemic, male gen-
der (B = 2.03, p = .033) and older age (B = 0.19, p < .001) were positively
associated with well-being, whereas low physical activity (B =-4.69, p <.001,
(see table 3), was significantly associated with lower well-being.

After the pandemic (T2), age, and having young children at home were not
statistically significant, whereas low physical activity remained significantly
associated with lower well-being (B = -6.74, p < .001) and male gender re-
mained positively associated with well-being (B =2.97, p =.026) (see table 3).
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Study IV

Among the white-collar employees, 2155 responded at TO (during the COVID-
19 pandemic), corresponding to a response rate of 33%, and 1172 responded
at T2 (after the COVID-19 pandemic), corresponding to a response rate of
22%. After applying the inclusion criterion of teleworking at least one day per
week, the selected sample included 1439 respondents at TO and 1109 respond-
ents at T2.

Binary logistic regression analyses were conducted separately for TO and T2.
Analysis 1 included quantitative demands, influence at work, and their inter-
action term (see table 4). Analysis 2 added resources: recognition, organiza-
tional justice, and support from managers and colleagues. Analysis 3 further
adjusted for age, gender, children aged 0-12 years at home, and physical activ-
ity (see table 5: the fully adjusted analysis). The full binary logistic regression
analyses were statistically significant at both time points: T0, % (13) =49.384,
p <.001, and T2, 4 (13) = 57.455, p < .001. In the full logistic regression
analysis, the explained variance in productivity was modest, 4.8% of the vari-
ance in productivity at TO and 8.1% at T2, based on Nagelkerke R

B = unstandardized log-odds coefficient; SE = standard error; OR= Odds Ratio; Cl = confi-
dence interval.

Table 4. Analysis 1 included quantitative demands, influence at work, and their interaction
term. Significant associations are shown in bold.

Variable TO T2

B SE P OR 95% CI B SE 4 OR 95%

CI

Quanti- -0.007 0.003 015 993 0.987, 0.002 0.004 567 1.002 0.995,
tative de- 0.999 1.009
mands
Recogni- 0.008 0.004 .052 1.008 1.000, 0.010 0.005 043 1.010 0.100,
tion 1.016 1.020
Manager -0.155 0.150 .301 .856 0.638, -0.480 0.195 014 619 0.423,
support 1.149 0.906
(high)
Influence -0.002 0.004 546 .998 0.991, -0.005 0.005 292 995 0.986,
at work 1.005 1.004
Quantita- 0.000 0.000 748 1.000 1.000, 0.000 0.000 .839 1.000 1.000,
tive  de- 1.000 1.001
mands X
Influence
Organiza- 0.005 0.004 227 1.005 0.997, 0.006 0.005 252 1.006 0.996,
tional jus- 1.014 1.017
tice
Manager 0.064 0.188 733 1.066 0.737, -0.376 0.239 117 .687 0.430,
support 1.542 1.098
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(moder-
ate)

Colleague -0.099 0.139 475 .906 0.690, -0.111 0.187 553 .895 0.621,

support 1.189 1.290

(high)

Colleague -0.071 0.188 705 931 0.644, 0.154 0.245 529 1.167 0.721,

support 1.347 1.888

(moder-

ate)

Children 0.000 0.125 998 1.091 0.783, -0.029 0.170 .866 972 0.697,

at home 1.276 1.355

Physical 0.087 0.113 438 1.000 0.875, 0.056 0.142 693 1.058 0.800,

activity 1.361 1.398

Age 0.015 0.006 010 1.015 1.004, 0.017 0.08 .038 1.017 1.001,
1.026 1.033

Gender 0.399 0.114 < 1.490 1.191, 0.664 0.149 < 1.943 1.450,

women (0 001 1.865 .001 2.603

= man, 1

woman)

B = unstandardized log-odds coefficient; SE = standard error; OR= Odds Ratio; Cl = confi-
dence interval.
Table 5. Analysis 3: Fully adjusted model examining the associations of job resources and
job demands with productivity, adjusted for control variables. Significant associations are
shown in bold.

Buffering role of influence at work

Study IV examined whether influence at work buffered the association be-
tween quantitative demands and productivity. The interaction between quanti-
tative demands and influence at work was not statistically significant at either
time point (see tables 4 and 5). Therefore, the results did not provide evidence
that influence at work buffered the association between quantitative demands
and productivity.

Job-Resources and productivity
During the pandemic (T0), influence at work was not significantly associated
with productivity.

After the pandemic (T2), recognition emerged positively associated with
productivity (B = 0.010, p = .043) in the fully adjusted analysis (analysis 3)
(see table 5). This indicates that employees who reported higher recognition
had higher odds of belonging to the higher-productivity group.

Job-Demands and productivity

During the pandemic (T0), quantitative demands were significantly associated
with productivity in the fully adjusted analysis (see table 5). More specifically,
higher quantitative demands were associated with lower odds of belonging to
the higher-productivity group.

After the pandemic (T2), quantitative demands were not significantly associ-
ated with productivity, in the analysis 1 nor in the fully adjusted analyses.
However, high manager support emerged as negatively associated with
productivity (B =-0.47, p = .014, see table 5).
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Sociodemographic factors

During the pandemic (T0), female gender (B = 0.34, p < .001) and older age
(B=0.015, p=.010) were significantly associated with higher odds of belong-
ing to the higher-productivity group. After the pandemic (T2), female gender
(B =0.66, p <.001) and older age (B = 0.017, p = .038) remained positively
associated with higher odds of belonging to the higher-productivity group (see
table 5).
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Ethical considerations

The study was approved by the Swedish Ethical Review Authority (Ref. no.
2019-06220), and all participants gave informed consent. For the qualitative
studies (studies I and II), participants received written study information be-
forehand, and informed consent was obtained before the interviews. For the
quantitative studies (studies III and IV), information about the research was
distributed together with a link to a web-based questionnaire. In these studies,
informed consent was provided by participants. Confidentiality was ensured
by guaranteeing anonymity and secure handling of all data.

Given that telework policies and managerial practices were discussed during
the interviews, special care was taken to anonymize descriptions that could
indirectly identify participants, particularly in smaller departments or specific
job roles. For this reason, certain background characteristics, such as age, were
not reported in study II, given that all participants were employed within the
same organization, increasing the risk of identification. In presenting the find-
ings, quotations were carefully selected, and fictitious names were assigned to
protect participants’ identities while preserving the meaning of their statements.

For studies III and IV, the survey data were pseudonymized, with each partic-
ipant represented by a unique code in the analytical datasets. Directly identify-
ing information was not included in the analyses, and findings were reported
at the group level to protect participants’ confidentiality.
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Discussion

The overall aim was to identify and discuss telework-related factors important
for employee well-being, performance, and the work environment during and
after the COVID-19 pandemic. The thesis addresses this aim by examining
telework at different time points, across occupations, and from the perspectives
of both employees and managers. Across the four studies, the findings indicate
that telework should not be understood as a uniformly beneficial or challenging
work arrangement. Instead, its consequences depend on the interaction be-
tween work tasks, individual needs, team dynamics, psychosocial work envi-
ronment factors, and the broader organizational context.

A contextual contribution of this thesis is its focus on both pandemic and post-
pandemic telework. During the pandemic, telework was largely introduced as
a crisis-driven arrangement shaped by external recommendations. In the post-
pandemic phase, telework became more voluntary and embedded in hybrid
work arrangements. Following this transition made it possible to examine
which patterns were more stable and which appeared to vary between pan-
demic and post-pandemic conditions.

Methodologically, the thesis builds from qualitative to quantitative ap-
proaches. The interview studies provided in-depth insights into how managers
and employees experienced telework in relation to the work environment, well-
being, and performance. The survey studies then examined associations be-
tween psychosocial work environment factors and well-being and productivity
in larger samples of white-collar teleworkers. In this way, the qualitative and
quantitative studies complemented each other: the interview studies provided
contextually rich insights, while the survey studies enabled broader analyses
of related psychosocial factors and outcomes. Together, the qualitative and
quantitative studies provided a more comprehensive understanding of telework
in relation to well-being, performance and the work environment.

Taken together, the findings show that telework shapes how work is organized,
coordinated, and experienced in everyday practice. In study I, managers per-
ceived telework as affecting relationship-based aspects, task-based aspects,
and organizational outcomes, including trust, social interaction, work routines,
decision-making, focus on delivery, organizational attractiveness, and reduced
travel. Study II further showed that the consequences of telework varied de-
pending on work tasks, occupational roles, team interdependence, and organi-
zational expectations, e.g. work-related contexts. Telework was experienced
as beneficial for individual tasks and global collaboration, but more
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challenging for tasks requiring close coordination, spontaneous problem-solv-
ing, and support from colleagues onsite.

The survey studies did not provide evidence that influence at work buffered
the negative association between quantitative demands and the outcomes.
Quantitative demands were negatively associated with well-being during and
after the pandemic and with productivity during the pandemic. Recognition
was associated with well-being during and after the pandemic and with produc-
tivity after the pandemic, while organizational justice and colleague support
were associated with well-being at both time points. Managerial support was
associated with lower productivity after the pandemic. Overall, the findings
show that partly different psychosocial work environment factors were associ-
ated with well-being and productivity, and that these associations varied be-
tween the pandemic and post-pandemic periods.

From crisis-driven telework to a more voluntary work
arrangement

During the pandemic, telework was introduced as an institutionally driven and
recommended work arrangement, shaped by public health recommendations
and organizational requirements rather than individual choice (OECD, 2021;
OECD, 2023). After the pandemic, it developed into a more voluntary and hy-
brid work arrangement shaped by employee preferences, organizational poli-
cies, occupational roles, and work tasks (Brundin, 2025). However, the transi-
tion varied across occupational roles and work settings. Telework became
more established in some roles, while its use remained more limited in work
requiring on-site production, technical problem-solving, or direct interaction
with colleagues or clients (Eurofound, 2022; Korkeakunnas et al., 2025). This
change in context is important for understanding the findings of the thesis.
During the pandemic, extensive and less voluntary telework altered the condi-
tions under which employees managed their workloads, work—family bounda-
ries, social relationships, and opportunities for support. After the pandemic,
reduced telework and more hybrid arrangements created different conditions
for collaboration, collegial interaction, autonomy, and organizational support.

Telework, managerial control, and performance
assessment

Historically, managerial control has often been closely linked to the supervi-
sion and monitoring of employees’ work (Thompson & McHugh, 2009). Tel-
ework may make direct supervision more difficult, especially in white-collar
occupations where performance is not easily captured through clear daily or
quantitative measures. Telework may therefore highlight the difficulty of ob-
serving and measuring performance in knowledge-based work. An outcome-
oriented approach may not fully capture performance if it is reduced to the
number of tasks completed. In knowledge-based work, time spent supporting
and advising colleagues, sharing knowledge, and discussing decisions may
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contribute to the quality of outcomes and may therefore be regarded as part of
performance. Moreover, high self-rated productivity does not necessarily indi-
cate sustainable performance, as it may be achieved through working longer or
more intensively and allowing work to intrude into private life. Consequently,
performance in telework settings may be more appropriately evaluated in rela-
tion to quality, collaboration, and sustainable working conditions, rather than
output alone. A recent systematic review suggests that managing telework in-
volves addressing both operational and relational distance (Bravo-Duarte et al.,
2025a, 2025b). Operational distance concerns practical challenges related to
communication, coordination, goal setting, and following up work progress,
whereas relational distance concerns maintaining trust, support, and participa-
tion when managers and employees do not share the same workplace. These
aspects primarily concern how work is organized and managed, although they
may also have implications for employees’ work environment and perfor-
mance (Bravo-Duarte et al., 2025a, 2025b). The qualitative findings support
the distinction between operational and relational distance, as interviewees em-
phasized the importance of communication, coordination, trust, and support in
making telework functional.

The findings also suggest that telework may create new managerial challenges.
Managers may need to ensure that teleworkers remain visible, included, and
informed while also supporting employees who work primarily on-site and
maintaining effective collaboration, coordination, and operational activities.
This includes managing perceptions of fairness when access to telework differs
across occupational groups and work tasks. In studies I and I, such differences
were described as creating tensions, particularly in production-related settings
where physical presence was more necessary and on-site employees sometimes
experienced additional workload, while others were teleworking. This is con-
sistent with previous research showing that highly interdependent work tasks
may create particular challenges for collaboration and coordination in telework
settings (van der Lippe & Lippényi, 2020). Fairness may therefore depend less
on providing identical telework arrangements for all employees and more on
ensuring that differences are transparent, clearly justified, and based on task
and operational requirements. The importance of fairness is also supported by
study III, in which organizational justice was positively associated with well-
being.

The findings further show that when work tasks are suitable for telework, per-
formance assessment may need to rely less on physical presence and more on
responsibility, outcomes, and task completion. Similarly, Mabaso and Manuel
(2024) suggest that performance assessment in telework and hybrid work is
shifting from traditional monitoring and control toward more continuous feed-
back and dialogue.
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Trust and visibility in telework

The findings suggest that employee performance may be supported by trust-
based relationships and psychosocial work environment conditions such as
clear expectations, recognition, support, and inclusion. When employees work
away from the physical workplace, they may have fewer informal opportuni-
ties to be visible, receive feedback, and feel included in everyday organiza-
tional life (Charalampous et al., 2019; Urrila et al., 2025). Therefore, managing
telework requires more than trust in employees’ ability to deliver. It also re-
quires communication, appreciation, regular feedback, and opportunities to
discuss current tasks, priorities, workload, progress, and support needs. On the
one hand, positive manager-employee relationships can strengthen trust, social
exchange, and the perceived effectiveness of telework arrangements (Beckel
& Fisher, 2022; Kaplan et al., 2018; Silva-C et al., 2019). On the other hand,
monitoring based on distrust may weaken the manager-employee relationship
and create tensions at the organizational level (Shillingford, 2017).

The quantitative findings further support the importance of psychosocial re-
sources in telework settings, although their relevance differed between well-
being and productivity and between the pandemic and post-pandemic periods.
The findings show that employees’ contributions need to be visible and
acknowledged even when teleworking to support employees’ well-being,
which is in line with previous research showing that appreciation of employ-
ees’ contributions is linked to motivation and task performance (Yang et al.,
2022). This is also consistent with studies I and II, in which managers and
employees perceived telework as functional under conditions of task suitabil-
ity, trust-based relationships, and clear expectations. These conditions may in-
dicate that, as telework became more common after the pandemic, organiza-
tions needed clearer communication channels and more structured ways of fol-
lowing up workload, task priorities, and support needs (Korkeakunnas et al.,
2023; OECD, 2023).

Social connection, inclusion, and fairness in telework

While the previous section focused on trust and outcome-oriented assessment
of work, the findings also showed that telework has important effects on work-
place relationships.

Face-to-face interaction as a relational resource

Although telework may increase employees’ autonomy and flexibility and con-
tribute to higher individual productivity, the findings also suggest that face-to-
face interaction remains important. Both employees and managers emphasized
that physical meetings were needed for enabling informal exchanges, support-
ing learning, and maintaining social cohesion within work groups. This is in
line with previous research suggesting that reduced informal interaction may
weaken team cohesion, spontaneous knowledge sharing, cooperation, and so-
cial connection (Kowalski & Slebarska, 2022; Rockmann & Pratt, 2015; Urrila
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et al., 2025). Previous research has also emphasized that in-person interaction
remains important for cooperation and social connection in telework settings
(Rockmann & Pratt, 2015). The findings from study I further indicate that
physical presence remains important especially for certain types of communi-
cation. Serious or sensitive conversations, such as discussions about family
situations or other personal matters, were described as easier to handle face-to-
face than through digital platforms such as Zoom or Teams. Similarly, study 11
showed that an initial office-based period before transitioning to telework is
needed for relationship-building, learning, and a deeper understanding of the
organizational culture. Overall, onsite presence remains important in hybrid
work arrangements, although its relevance may vary according to work tasks,
team needs, and organizational conditions. It appears especially relevant for
production-related, problem-solving, relationship-building, learning, inclu-
sion, and complex or sensitive communication. Regular office attendance may
help address some of the relational challenges associated with telework by cre-
ating opportunities for social interaction, knowledge sharing, and the mainte-
nance of workplace relationships.

Collegial and managerial support in hybrid work

These relational resources, such as social interaction, and workplace relation-
ships are also reflected in the quantitative findings. The findings from study I11
suggest that collegial relationships may become especially relevant in telework
and hybrid work settings, where employees may rely more on peers for infor-
mal support, feedback, and everyday problem-solving. A recent study also
found that employees may maintain productivity even when managerial trust
or support is weaker by compensating through stronger peer collaboration
(Avila et al., 2025). This aligns with our study IV that showed that high man-
agerial support was negatively associated with productivity. This unexpected
finding suggests that the relationship between managerial support and produc-
tivity may be context-dependent rather than consistently positive.

The findings further indicate that social interaction in telework and hybrid
work can function both as a resource and as a source of interruption, depending
on the work situation. In study II, some managers described office days as in-
volving frequent informal conversations that could reduce their ability to con-
centrate and complete individual tasks efficiently. At the same time, collegial
interaction may facilitate informal learning, collaborative problem-solving,
and a sense of belonging. Telework arrangements may therefore benefit from
providing opportunities for social interaction alongside uninterrupted time for
tasks requiring concentration. Collegial support may help employees remain
connected and obtain informal assistance, whereas managers may play an im-
portant role in providing guidance, feedback, and recognition.

The findings also suggest that telework creates new managerial challenges.
Managers are expected to support employees who telework and ensure that
they remain visible, included, and informed, while also supporting employees
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who are primarily office-based and ensuring effective collaboration, coordina-
tion, and day-to-day work across the two groups. From this perspective, man-
aging telework can be understood as a work task in itself, involving the con-
tinuous balancing of competing demands and resources. Managers need to bal-
ance issues of fairness, access to telework, team cohesion, well-being, commu-
nication, and productivity, while recognizing that employees and work tasks
may require different forms of support. Consequently, the challenge is to bal-
ance the needs of different employee groups and work tasks within the same
organization. This aligns with previous research showing that hybrid work cre-
ates managerial challenges related to team cooperation, knowledge sharing,
trust between on-site and remote employees, and the effective coordination of
work across locations (Eurofound, 2022). It also reflects the need for managers
to develop skills for leading teleworkers and coordinating work in hybrid en-
vironments (OECD, 2021).

Telework needs, preferences, and attitudes among employees

The findings also show that employees differ in their preferences, relational
needs, and conditions for productive and sustainable telework. Some employ-
ees described the office as an important space for informal interaction, belong-
ing, and social connection and expressed a desire to return more frequently.
Others prioritized quiet and uninterrupted work environments and therefore
experienced telework as beneficial for concentration and efficiency. Regard-
less of work location, employees need to remain included in the work team.
Nevertheless, flexibility was widely valued. Employees’ preferences may re-
flect their work roles, life circumstances, relational needs, and available social
resources. For some, colleagues are an important source of daily social contact;
for others, social support is primarily found outside work, for example within
close family relationships, which may reduce the perceived need for frequent
office presence (Rockmann et al., forthcoming). This interpretation aligns with
previous research suggesting that preferences for telework and office presence
are shaped by work tasks, broader life circumstances, and social contexts (Toi-
vonen et al., 2025).

Differences in telework experiences may also relate to life situation, gender
and career stage (Toivonen et al., 2025). In the present thesis, being older and
male were associated with better well-being during and after the pandemic,
suggesting that telework may not be experienced in the same way across em-
ployee groups. One possible explanation is that women often faced greater
childcare and domestic responsibilities, which may have contributed to lower
well-being (European Institute for Gender Equality, 2026). However, female
teleworkers reported higher productivity than male teleworkers at both time
points, which is in line with previous research indicating gender differences in
perceived productivity in telework settings (Toivonen et al., 2025; Ar-
betsmiljoverket, (The Swedish Work Environment Authority), 2023). Moreo-
ver, telework may be experienced differently by employees with young chil-
dren, those living alone, newly hired employees, and employees adapting to
new cultural or organizational context (Adamovic, 2022; Giovanis &
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Ozdamar, 2021; Kangas et al., 2023; Korkeakunnas et al., 2025). Specific life
circumstances, such as pregnancy, may also influence employees’ telework
needs. In study II, one participant was permitted to telework more frequently
during pregnancy, which she described as beneficial for her well-being. The find-
ings further suggest that reducing telework opportunities may affect employees
differently, especially those who have adapted telework into their everyday lives.
For some employees, telework facilitated the management of childcare and
household responsibilities, reduced commuting, and supported recovery and
work-life balance. Reducing this flexibility may therefore make it more difficult
for these employees to maintain their well-being and performance.

Attitudes toward telework may change over time. In study I, several partici-
pants described telework as having become more accepted within the organi-
zation. Participants who teleworked more frequently generally expressed more
favorable attitudes and perceived greater benefits, whereas those who tele-
worked less frequently tended to be more skeptical and emphasized its poten-
tial disadvantage. This is consistent with Asgari et al. (2023) who found that
employees who teleworked frequently before the pandemic were more likely
to prefer continuing to do so afterward - approximately 77% of their respond-
ents preferred to telework more often than before the pandemic. Taken to-
gether, these findings suggest that attitudes toward telework may evolve in re-
sponse to employees’ and managers’ experiences, changing organizational
norms, and individual circumstances, as Asgari et al. (2023) also points out.
Difficulties related to coordination, concerns about productivity or employee
well-being may contribute to more cautious attitudes, whereas positive experi-
ences may reinforce favourable views. Employees’ preferences for telework
may also change following life transitions, such as relocation or changes in
family circumstances, including children leaving home.

Task suitability for telework

The findings show that task suitability is central to understanding when tele-
work supports well-being and productivity. Telework appeared most beneficial
when tasks could be carried out independently, required concentration, or in-
volved geographically dispersed collaboration. In such situations, telework
could reduce interruptions, increase flexibility, improve accessibility across
time zones, and support both well-being and productivity. For employees and
managers working in global roles, telework also reduced the need for interna-
tional travel, made daily work more manageable, and created more opportuni-
ties to combine work with recovery, family life, and physical activity. How-
ever, task suitability should not be determined only from the perspective of the
individual employee. A task may be efficient to perform when teleworking for
one person, while creating coordination demands or additional work for col-
leagues who remain onsite, as seen in study II.

The importance of task suitability was particularly apparent in production de-
partments, described in study II, where task interdependence and immediate
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problem-solving were more central. In these settings, physical presence and
direct interaction often facilitated the work. Demonstrating and explaining
work processes was perceived as easier and more efficient when employees
and managers were physically present, whereas handling such issues remotely
could require additional explanations and visual documentation, making prob-
lem-solving more time-consuming and less efficient. This is consistent with
previous research suggesting that telework is less suitable for tasks requiring
close collaboration, immediate feedback, and hands-on coordination, whereas
tasks requiring concentration and individual work may be more easily per-
formed remotely (Golden & Gajendran, 2019; Kowalski & Slebarska, 2022;
van der Lippe & Lippényi, 2020).

Differences in telework extent across work roles

The extent of telework may be relevant when considering collaboration, inclu-
sion, communication, and productivity. Descriptively, self-rated productivity
was slightly higher during the pandemic than after the pandemic. The pan-
demic period also included more frequent telework: participants teleworked an
average of 3.6 days per week during the pandemic, compared with 2.2 days per
week after the pandemic.

The findings from studies I and II suggest that the extent of telework may differ
across work roles and task requirements. Managers working in production-re-
lated roles generally teleworked less and described telework as more challeng-
ing. Their work required close coordination with onsite employees, and direct
observation of production processes and machinery. These roles were also
characterized by greater task interdependence, increasing the importance of
onsite collaboration. In these roles, managers teleworked approximately one
day per week. Some employees in production-related roles were nevertheless
able to telework more frequently than managers in the same departments, typ-
ically two to three days per week. Overall, the qualitative findings further sug-
gest that managers in production-related roles may need to work onsite more
frequently than employees, because their responsibilities involve greater op-
erational oversight and coordination.

By contrast, managers in cultural, sales, or globally oriented roles often expe-
rienced telework as beneficial. They described fewer interruptions, greater
concentration, and increased efficiency when working from home. For exam-
ple, one manager reported that work that could take approximately three hours
at the office could be completed in 45 minutes when working from home. This
example shows that uninterrupted work was perceived to improve efficiency,
but it should not be viewed as evidence of a general increase in productivity.
For participants in global roles, extensive telework also increased their availa-
bility to colleagues and clients across different time zones, including those in
India and the United States. It also reduced business travel and the associated
demands on time, energy, and recovery, while allowing participants to spend
more time with their families. Participants in these roles teleworked

49



approximately four days per week and considered this arrangement well suited
to their responsibilities. Managers and employees in these roles appeared to
telework to a similar extent.

Organizational and institutional dynamics

Overall, the findings suggest that telework is interpreted and implemented dif-
ferently across organizational contexts. Although all organizations were ex-
posed to similar societal pressures during and after the pandemic, their re-
sponses varied depending on existing norms, work practices, and organiza-
tional cultures. This was evident in study I, which included managers from 12
public and private organizations. Managers in several organizations described
telework as beneficial for both employee well-being and organizational perfor-
mance, and some reported few or no disadvantages. In contrast, managers in
production-oriented organizations and departments more often described tele-
work as challenging, highlighting concerns related to team cohesion and col-
laboration. These differences suggest that telework has become a more estab-
lished and accepted way of working in some organizational contexts than in
others. In organizations where work is already evaluated primarily through out-
comes and results, telework appeared to fit more easily with existing practices
and beliefs. Although production departments often rely more heavily on phys-
ical presence, coordination, and direct interaction, making telework more chal-
lenging to integrate into established ways of working. Therefore, telework may
be more accepted in organizations characterized by outcome-oriented manage-
ment and higher levels of autonomy, whereas organizations with stronger tra-
ditions of direct supervision and face-to-face coordination may experience
greater challenges in adapting to telework and hybrid work.

Alvesson (2026) emphasizes that organizational culture is shaped through eve-
ryday actions, repeated practices, and personal contact. This is relevant for tel-
ework and hybrid work, where everyday interaction is partly moved from the
physical workplace to digital settings. The findings of this thesis suggest that
this shift may influence how organizational expectations are maintained, for
example regarding visibility, availability, office presence, and what is consid-
ered appropriate and accepted work. In this sense, culture may also shape ex-
pectations about how employees should behave and where work should pref-
erably be performed. For example, recent debates in large production-oriented
companies, such as Scania, illustrate how return-to-office initiatives may re-
flect both a desire to strengthen collaboration, innovation, performance and
shared problem-solving, and a continuation of more traditional assumptions
about control, presence, and how work should be organized. Physical presence
may support spontaneous interaction and the development of new ideas, but it
may also create challenges if office attendance is introduced without consider-
ing employees’ work tasks, well-being, and productivity.
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Telework and the balance between job demands and
resources (JD-R)

Overall, the findings suggest that telework may shape the balance of job de-
mands and resources across individual, team, and organizational levels. At the
individual level, telework may reduce commuting and stress, saving time, sup-
porting resources, such as recovery, and providing employees and managers
with greater control over how they organize their work. The opportunity to
telework may therefore also be perceived as an employment benefit that sup-
ports well-being and work-life balance. However, for some employees, con-
tinued access to telework was not merely a benefit but a necessity for main-
taining their well-being. Although, at team and organizational levels, telework
may create additional demands, particularly when work requires close coordi-
nation, immediate support, or physical presence. It may therefore reduce de-
mands and support performance for some employees and occupational roles
while increasing workloads or complicating task completion for others. There-
fore, telework should not be viewed only in terms of its effects on individual
employees, but also as a contextual work arrangement whose consequences
depend on the alignment between work tasks, occupational roles, available re-
sources, and organizational conditions.

The quantitative findings from studies I1I and IV suggest that influence at work
did not support the idea of being a resource in the way that might be expected
from a JD-R perspective (Bakker et al., 2005, 2023; Bakker & Demerouti,
2017). Influence at work did not buffer the negative association between quan-
titative demands and well-being, nor did it buffer the association between
quantitative demands and productivity at either time point. One possible ex-
planation is that employees who telework may already have considerable con-
trol over how they plan and perform their work. Consequently, additional in-
fluence may not always be sufficient to reduce the negative effects of high
quantitative demands. As reflected in studies I and II, telework often relied on
trust, autonomy, and employees’ responsibility for organizing and completing
their work. When employees are trusted to plan and carry out their work, in-
fluence may become less visible as a separate resource among teleworkers.
Another possible explanation is that when workload exceeds what employees
can manage, greater control over their work may not be enough to reduce its
negative effects. This interpretation is consistent with the finding that quanti-
tative demands were negatively associated with well-being in both time points
and, with productivity during the pandemic. Other job resources, such as
recognition, organizational justice, and collegial support, may instead play
complementary roles in supporting well-being and productivity.

Overall, telework arrangements that support both well-being and productivity
appear to depend on how job demands and resources are balanced, how well
the arrangements fit different work tasks, and how individual flexibility is co-
ordinated with collective work needs. Telework may create conditions that
function as job resources or job demands, depending on how it is organized
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and on the psychosocial and organizational context. Telework may support
well-being and productivity when it provides flexibility and opportunities for
recovery, is accompanied by recognition and adequate support, and occurs un-
der manageable work demands. Conversely, it may add demands by increasing
the workload of onsite employees, limiting access to informal support, contrib-
uting to perceptions of unfairness, or complicating coordination.

From a post-pandemic perspective, recognition was the clearest resource
shared by the two outcomes, as it was positively associated with both well-
being and productivity. Recognition may therefore represent a relevant organ-
izational priority. At the same time, the associations of quantitative demands,
organizational justice, and colleague support with well-being suggest that these
factors should not be overlooked simply because they were not associated with
productivity after the pandemic. These partly different patterns indicate that
productivity alone provides an incomplete basis for evaluating telework ar-
rangements.

Job Resources (+)

:
Well-Being
Organizational Justice +
Moderate support from Colleagues +
Recognition +

Organizational Justice

3 Quantitative Demands -
support 'f(?'“ C Increased Workload for onsite workers -
Recognition Visibility preassure -
Office bonding

Job Demands (-) ’ ..
Productivity

Recognition +
Office bonding +

Quantitative Demands Quantitative Domands -

Increased Workload for onsite workers Increased Workload for onsite workers -
Visibility preassure

High support from Managers

High support from Managers «

Figure 5. Job resources and job demands in telework contexts in relation to well-being
and productivity (based on findings from studies II-V).

Figure 5 combines the findings from studies II-IV and presents psychosocial
and organizational conditions that may function as job resources or job de-
mands in telework contexts. The identified resources included organizational
justice, recognition, colleague support, and opportunities for social interaction
and bonding at the office. These resources may help employees feel valued,
included, and supported, thereby promoting well-being and/or perceived
productivity. The identified demands included quantitative demands, addi-
tional work for employees who remained primarily office-based, pressure to
remain visible, and expectations of physical presence. These demands may in-
crease stress and reduce opportunities for recovery. The high manager support
on the demand side reflects its unexpected association with lower odds of high
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perceived productivity. Overall, the figure provides an overview of the find-
ings; the factors shown were not necessarily related to both well-being and
productivity, and the relationships should not be interpreted as causal.

Methodological reflection

A methodological strength of the thesis is that it includes both qualitative in-
terview studies and quantitative survey studies. The qualitative studies pro-
vided in-depth insights into how telework was perceived and experienced
across roles, tasks, and organizational contexts, while the quantitative studies
examined associations between psychosocial work environment factors and
well-being and productivity in larger samples. Although the studies were not
integrated analytically, they are brought together in the overall discussion,
where they provide complementary perspectives on telework during and after
the pandemic. At the same time, some methodological limitations should be
acknowledged.

First, the repeated cross-sectional design provides valuable insight into tem-
poral patterns and differences between the pandemic and post-pandemic peri-
ods, but it does not allow causal conclusions at the individual level. While ap-
proximately 65% of the respondents participated at both measurement points,
the studies were designed to examine patterns of associations across two dis-
tinct telework contexts. Conducting separate analyses at TO and T2 made it
possible to include all eligible respondents at each measurement point, thereby
maximizing the use of available data and preserving statistical power. It also
allowed each sample to reflect the group of employees who teleworked during
the respective period, including respondents who contributed data at only one
measurement point.

Second, although self-rated productivity is commonly used in telework re-
search and captures employees’ perceptions of their effectiveness, it may be
influenced by individual expectations, response tendencies, and social desira-
bility. Self-ratings may therefore not correspond fully with objective indicators
of work performance, as respondents may overestimate or underestimate their
productivity. In the present studies, productivity scores were concentrated to-
ward the upper end of the scale, with most respondents reporting relatively
high levels of productivity. The skewed distribution required the original scale
to be recategorized into two levels for the regression analyses. This relatively
less differentiated categorization reduced the variation in the outcome and may
have limited the ability of the analyses to distinguish between different levels
of productivity. It may also have reduced the visibility of differences between
respondents within the same category among those whose scores were close to
the selected cut-off point. Consequently, the findings should be interpreted as
showing general differences in employees’ perceived productivity.

A third methodological reflection concerns my own experience of telework
and how this may have influenced the research process. This prior
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understanding may have been an advantage during the qualitative interviews,
as it helped me understand and empathize with the experiences described by
managers and employees. It may also have enabled me to ask more relevant
follow-up questions, since I had personal experience of some of the difficulties
involved in telework, such as changes in communication, collaboration,
boundaries, and daily routines. In this sense, my own experience contributed
to a deeper understanding of the studied phenomenon. At the same time, this
prior understanding may also have influenced how I approached the topic. |
did not enter the research process without previous assumptions or experi-
ences. My own experiences may have shaped what I found interesting, how |
interpreted participants’ responses, and which aspects of telework I considered
important. This is a potential limitation, particularly in qualitative studies,
where the researcher plays an active role in data collection and interpretation.
To reduce this risk, I discussed emerging interpretations, categories, and find-
ings with my supervisors throughout the research process. These discussions
helped me question my own assumptions, consider alternative interpretations,
and strengthen the credibility of the analyses. I also repeatedly returned to the
original transcripts to check that the categories accurately reflected the partic-
ipants’ statements. Key analytical decisions were documented in ATLAS.ti,
where mind maps and memos were used to explore and visualize relationships
between codes, subcategories, and categories. These procedures increased
transparency and made it possible to trace how the final findings developed
from the interview data. In addition, combining qualitative and quantitative
studies made it possible to examine telework from several perspectives. Over-
all, my personal experience of telework was both a resource and a limitation
that required reflexivity throughout the research process.

Another methodological issue concerns the reliability of the WHO-5 well-be-
ing measure. Internal consistency was substantially lower during the pandemic
than after the pandemic, mainly due to the item “I have felt cheerful and in
good spirits during the past two weeks.” One possible explanation is that well-
being was experienced in a more heterogeneous and context-dependent way
during the pandemic, reflecting differences in personal circumstances, work
arrangements, and pandemic-related challenges. Therefore, the pandemic-pe-
riod results should be interpreted with some caution, as lower reliability may
have weakened some observed associations.

Finally, the psychosocial work environment factors explained a substantially
larger proportion of variance in well-being than in productivity. This suggests
that these factors may be more directly related to teleworkers’ well-being,
whereas productivity is likely influenced by a broader range of task-related,
technological, occupational, and organizational factors. This interpretation is
supported by study II, which showed that perceptions of productivity varied
depending on work tasks and organizational context.
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Future research

Future research would benefit from examining the underlying mechanisms
through which telework contributes to well-being and productivity over time.
Future studies could investigate how telework changes psychosocial working
conditions and how these changes, in turn, influence employee outcomes. Po-
tential mediating processes may include recovery opportunities, autonomy,
and perceived belonging. Longitudinal designs would be valuable for clarify-
ing whether telework has direct effects on well-being and productivity, or
whether these associations are primarily explained by changes in demands and
resources in the work environment.

In addition, future research should examine differences across specific work
tasks, occupational groups, and work groups in larger populations. The find-
ings of this thesis indicate that telework is not experienced in the same way
across all roles or organizational settings. Its consequences appear to depend
on task characteristics, degree of interdependence, collaboration needs, mana-
gerial expectations, and group structures. Future studies could therefore benefit
from including broader occupational groups and following them over time to
better understand how these contextual conditions shape telework experiences
and outcomes. Such research would contribute to a more nuanced understand-
ing of when telework supports well-being and performance.

Additionally, future research could examine tensions that may arise when em-
ployees and managers telework to different extents. Such research could pro-
vide valuable knowledge about how differences in flexibility and work loca-
tion affect well-being and performance in both the short and long-term.
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Theoretical contributions and practical
implications

Theoretical contributions

This thesis contributes theoretically by using a neo-institutional perspective
with the Job Demands-Resources (JD-R) model to understand telework as both
an organizational phenomenon and a psychosocial work environment issue
from a more individual perspective. From a neo-institutional perspective, the
thesis contributes by showing that telework practices were shaped by work
tasks and individual preferences and also by institutional pressures at societal,
sectoral, and organizational levels. Government recommendations contributed
to the rapid expansion of telework and helped establish it as a legitimate way
of working during the pandemic. After the pandemic, changing employee ex-
pectations and organizations’ efforts to remain attractive and retain employees
supported its continued acceptance. However, organizations responded to
these pressures in different ways and therefore developed different telework
policies and practices. Overall, the neo-institutional perspective helps explain
how telework became legitimized and normalized during and after the
COVID-19 pandemic, and how organizational norms, policies, and expecta-
tions shaped why telework was practiced differently across organizations.

The JD-R model, in turn, provides a framework for understanding how tele-
work relates to job demands, job resources, well-being, and productivity at the
individual level. A central theoretical contribution is that telework should not
be understood as a job demand or resource in itself. Rather, it may create con-
ditions that function as demands or resources. Flexibility and opportunities for
focused work may serve as resources, whereas reduced opportunities for infor-
mal interaction, difficulties in collaboration, and unclear expectations may add
demands or restrict access to social resources. Which conditions emerge de-
pends on work tasks, organizational practices, and the context in which tele-
work is performed. This shows how the JD-R model can be applied in telework
research to explain how conditions created by telework may function as job
demands or job resources. and provides a more nuanced understanding of its
implications.

Together, these perspectives make it possible to understand telework as
broader changes in organizations and the psychosocial work environment.
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Practical implications and recommendations

Taken together, the findings suggest several practical implications and recom-
mendations for organizations seeking to support employee well-being and per-
formance in telework and hybrid work arrangements:

e A one-size-fits-all approach to telework may not adequately account
for differences in work tasks, roles, team needs, organizational con-
ditions, and individual circumstances. For example, production-re-
lated roles may require more frequent onsite presence because of op-
erational oversight and coordination, whereas roles involving inde-
pendent work or global collaboration may be better suited to telework.
Moreover, employees with specific life circumstances may require
different forms of flexibility.

e Start onboarding at the office. New employees may benefit from
working onsite, especially at the beginning of their employment, as
this can help them get to know their colleagues, become familiar with
the organizational culture, and facilitate their learning.

e Organizations may benefit from ensuring that office presence serves
a clear purpose. When employees are expected to spend more time in
the office, their onsite presence should serve a clear purpose, such as
coordinating interdependent tasks, brainstorming, supporting collab-
orative learning, or strengthening team relationships. Quiet spaces
may also be necessary for concentrated work. Organizations may also
benefit from making decisions about access to telework transparent
and grounding them in work-related and operational requirements.

e Managers face the challenge of balancing employees’ differing needs
with the requirements of different work tasks within the same team or
organization. Managers can contribute to telework arrangements that
support employee well-being and performance through clear commu-
nication, recognition, and adapted support. Trust is also important
when managers cannot directly observe work processes.

e Managers may benefit from shifting their focus from monitoring
when and where employees work to considering what employees ac-
complish and whether they meet agreed goals. Such an outcome-ori-
ented approach should consider not only task completion but also
work quality, collaboration, knowledge sharing, and contributions to
shared goals.

e  Clear organizational routines may facilitate coordination, team cohe-
sion, learning, and inclusion across telework and onsite settings. Such
routines could increase transparency around ongoing tasks, workload
distribution, and support needs while ensuring that employees who
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telework remain included without feeling excessively monitored or
mistrusted.

e Telework may provide a competitive advantage by helping organiza-
tions attract and retain employees with relevant competencies. Reduc-
ing telework opportunities without considering work tasks, organiza-
tional needs, and employees’ circumstances may make recruitment
and retention more difficult, especially when access to telework has
become more like a necessity for some employees’ well-being and
work-life balance.

The central practical question is therefore not simply where employees work,
but whether they have suitable conditions for performing their tasks effec-
tively, collaborating with colleagues, accessing support when needed, and
maintaining their well-being.
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Conclusion

The overall aim was to identify and discuss telework-related factors important
for employee well-being, performance, and the work environment during and
after the COVID-19 pandemic. The findings show that telework is neither uni-
versally beneficial nor challenging. Its implications vary depending on the
work tasks being performed, employees’ and managers’ work roles, team and
individual needs, psychosocial working conditions, and the organizational con-
text. More specifically, managers and employees whose work involved inde-
pendent tasks, or had roles involving global responsibilities or sales described
telework as beneficial and well suited to their work. They reported that the
greater flexibility and fewer interruptions provided by telework improved their
well-being and performance. In contrast, onsite work remained important for
coordinating interdependent tasks, learning, team cohesion, and organizational
culture, especially for new employees. The findings also show that the rele-
vance of these factors may differ between the pandemic and post-pandemic
contexts.

The interview findings highlighted the importance of trust and employee de-
livery when teleworking, while communication and coordination remained im-
portant. At the same time, concerns about visibility, monitoring, and physical
presence persisted, indicating that telework affected how employees’ work was
monitored and evaluated. Managers described greater emphasis on deliveries
rather than when or where they worked, although expectations of office visi-
bility remained in some contexts. An outcome-oriented approach may there-
fore need to consider task completion, work quality, collaboration, knowledge
sharing, and contributions to colleagues. Although recognition did not emerge
explicitly in the interviews, the qualitative and quantitative findings comple-
ment one another. The interviews indicated that telework affected how em-
ployees’ work was evaluated, whereas the post-pandemic quantitative findings
showed that recognition was associated with better well-being and a greater
likelihood of reporting high productivity. Taken together, the findings suggest
that acknowledging employees’ contributions, regardless of whether they work
remotely or onsite, may be relevant to well-being and perceived productivity
in hybrid work arrangements.

Additionally, the role of support was more complex. In the post-pandemic
quantitative findings, employees who reported moderate support from col-
leagues had better well-being than those who reported high support, whereas
employees reporting high support from managers had a lower likelihood of
reporting high productivity. One possible interpretation is that teleworkers
whose tasks are largely independent may prefer greater control over how they
organize their work. Frequent or unrequested check-ins may therefore be
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experienced as interruptions or monitoring rather than support. In study I, how-
ever, managers viewed regular check-ins as a way to strengthen team integra-
tion and facilitate effective telework. This difference highlights a potential di-
lemma: managerial practices intended to provide support may not necessarily
be experienced as supportive by teleworkers. However, these findings may
also reflect that employees experiencing poorer well-being or reporting lower
productivity have greater support needs and may therefore receive more sup-
port from managers or colleagues. Taken together, these findings suggest that
how support is experienced may vary depending on its purpose, timing, and
how well it corresponds to employees’ needs.

Managers may also face the challenge of balancing different opportunities and
needs for telework across occupational groups. The interview findings indi-
cated that unequal access to telework and additional responsibilities for onsite
employees could create tensions between the working groups and within the
organization. This can be considered alongside study III, in which organiza-
tional justice was positively associated with well-being. Taken together, the
findings suggest that transparent decisions about access to telework and how
tasks requiring physical presence are shared and grounded in the actual require-
ments of employees’ work tasks, may help employees understand why arrange-
ments differ and reduce perceptions of unfairness.

Overall, the quantitative findings indicate that well-being and productivity
were associated with partly different psychosocial work environment factors.
During the pandemic, high quantitative demands were associated with lower
well-being and a lower likelihood of reporting high productivity. After the pan-
demic, the separate analyses showed more distinct patterns for well-being and
productivity. Organizations may therefore benefit from assessing both out-
comes, prioritizing recognition as a shared resource, keeping quantitative de-
mands manageable, promoting organizational justice, and ensuring that sup-
port responses to employees’ needs.

Finally, telework may create conditions that function as job resources by
providing greater flexibility and opportunities for uninterrupted work, increas-
ing availability to colleagues and clients across locations and time zones, and
reducing demands associated with commuting and business travel. These re-
sources may support well-being and performance. However, telework may also
create conditions that function as job demands when tasks are poorly suited to
telework, opportunities for informal interaction and collaboration are limited,
or employees are expected to work onsite even when the office does not pro-
vide suitable conditions for completing their tasks.

Taken together, the thesis shows that the relevance of telework-related factors
to employee well-being, performance, and the work environment varies ac-
cording to both how well the arrangement fits employees’ work tasks and in-
dividual circumstances, team needs, and the broader organizational context,

60



and whether it is supported by clear communication, trust, and access to rele-
vant job resources. This fit may change over time as employees gain experi-
ence and as organizational norms and life circumstances evolve.
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