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The objective of this study is to understand why temporary virtual knowledge 

workers conduct autonomous tasks and interdependent problem solving tasks on 

virtual platforms. The study is qualitative case study including three case 

organizations that tap the knowledge of expert networks, and utilize virtual 

platforms in the work processes. Research data includes 15 interviews, that is, five 

experts from each case company. 

According to the findings there are some differences in motivation between those 

who work on online platforms and those who work in traditional organizations. 

Virtual knowledge workers are motivated by autonomy, self-improvement, 

meaningful tasks, knowledge sharing, time management, variety of contacts, and 

variety of tasks and projects. The results also indicate that there were some 

differences in individuals’ motivation based on the tasks’ nature. Experts who 

worked on interdependent problem solving tasks were motivated by knowledge 

sharing and variety of contacts. Then again, experts who worked on autonomous 

micro-tasks were mostly motivated by autonomy and variety of tasks. Factors that 

contributed to better motivation and engagement were building trust, security of 

continuous task flow and income, giving feedback, availability of meaningful tasks 

and tasks that contribute to self-improvement, flexibility and effectiveness in time 

management, and using virtual tools that support social interaction.  
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Tämän tutkimuksen tarkoituksena on lisätä ymmärrystä siitä, mikä motivoi 

virtuaalityöntekijöitä suorittamaan autonomisia tai keskinäisriippuvaisia tehtäviä 

freelance-perusteisesti. Kvalitatiivisen tutkimuksen kohteena on kolme yritystä, 

jotka hyödyntävät työprosesseissa laajoja asiantuntijaverkostoja sekä 

virtuaalialustoja. Tutkimusta varten on haastateltu yhteensä 15 asiantuntijaa – viisi 

kustakin yrityksestä. 

 

Tutkimustulokset viittaavat siihen, että virtuaalityöntekijöiden motivaatiotekijät 

eroavat jonkin verran perinteisissä organisaatioissa työskentelevien 

motivaatiotekijöistä. Tulosten mukaan virtuaalityöntekijöitä motivoivat autonomia, 

itsensä kehittäminen, merkitykselliset työtehtävät, tiedon jakaminen, ajanhallinta, 

kontaktien monipuolisuus, projektien ja työtehtävien monipuolisuus sekä raha. 

Motivaatiotekijöissä on tehtäväkohtaisia eroja: itsenäisesti lyhyitä tehtäviä 

suorittavia asiantuntijoita motivoi etenkin autonomisuus, kun taas 

keskinäisriippuvaisia tehtäviä suorittavia asiantuntijoita motivoivat tiedon 

jakaminen sekä mahdollisuus luoda verkostoja. Tulosten mukaan 

virtuaalityöntekijöiden motivaatiota ja sitoutumista vahvistavat luottamuksen 

rakentaminen, jatkuvan työtehtävävirran ja tulojen turvaaminen, palautteen 

antaminen, mielekkäiden ja ammattitaitoa kehittävien työtehtävien tarjoaminen, 

ajanhallinnan joustavuus ja tehokkuus, sosiaalisen kanssakäymisen 

mahdollistaminen sekä viestintää tehostavien virtuaalityökalujen kehittäminen. 
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1 INTRODUCTION 

1.1 Background 
 

Globalization, continuously changing markets and labor demands as well as the 

development and implementation of ICT have created new opportunities for new 

ways of organizing, managing and engaging in work (Barnes et al., 2015). As a 

result, in recent years new business models are morphed into virtual platforms 

where work is organized of freelancers who are contracted on temporary basis 

(Hatch, 2013, 283). That is, increasing amount of online work has advanced the 

creation of virtual labor markets, where individuals use their knowledge and skills 

in order to complete small autonomous tasks under a piece-rate compensation 

system (Jiang et al., 2015) or submit more complex solutions to research and 

development problems through the web (Brabham, 2008a, 78).  

 

One phenomenon closely related to virtuality is temporary organizing. Namely, 

economic action is increasingly organized around temporary work systems, such 

as temporary teams or autonomous microtasks, and less in large permanent 

organizations (Bakker, 2010, 467). For example Miller (2012) states that the best 

executive and professional jobs may no longer be ”full-time gigs”. He writes about 

supertemps – experts, managers and executives who work on temporary basis as 

an independent contractor. Many authors (e.g. Silverstone et al., 2015; Deloitte, 

2014; Miller 2012) notice that freelancers are willing to pursue project-based 

careers instead of being full-time workers in firms because they value the 

autonomy and flexibility of temporary or project-based work, and are satisfied with 

the monetary compensation.  

 

ICT has had the potential to increase work flexibility, which in turn has created 

forms of work that may suit for workers with different needs, preferences and 

resources. This kind of work may benefit individuals in that they can self-select 

work, be creative or possibly be part of wider community while solving problems in 

interactive groups. However, individuals conducting these tasks may find it 
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uncertain way to earn money or they may feel that their skills are not utilized as 

effectively as in conventional work. (Barnes et al., 2015, 16, 18). 

 

Despite of the uncertainty, it seems that some of the workers favor temporary work 

instead of permanent employment. For example research conducted by consulting 

giant Deloitte (2014) reveals that Millennials, workers under 35, will make up 

approximately 75 percent of the global workforce by 2025. They are seeking for 

experience rather than concentrating on building a career, and they want to be 

creative and to run their own businesses. Even older workforce may want to 

expand their working lives and join extended workforce for financial reasons and 

reasons of professional satisfaction. (Deloitte, 2014.) In the survey conducted by 

another consulting company PwC (2014) it was found that even a quarter of UK 

workers believe traditional employment will not be around in the future. Rather, 

people believe they will have to create their own brands and sell their skills to 

those who need them. Hence, they will work for themselves where they choose.  

 

In addition, there is an ongoing progress in information technology, and new ways 

of connecting, sharing, collaborating, and doing business are generated 

continuously. Social technologies have changed how millions of people live and 

businesses behave. For example fast Internet, cloud-based technologies, and 

online payment systems and services as well as changes in work structures have 

enhanced the shift from traditional work patterns to crowdsourcing – the 

outsourcing of work to a large group of individuals with the help of technology 

(Barnes et al. 2015, 17; McKinsey Global Institute, 2012).  

 

Online ventures such as Transfluent and Solved represent new ways of organizing 

virtual labor as they utilize crowdsourcing technology in their business models. For 

example human-powered language translation services providing Transfluent 

utilizes its network of over 120 000 freelancers to do the translation via web 

application. Solved in turn taps the knowledge of the global network of 700 

cleantech professionals in order to create solutions to environmental challenges. 

In addition, there are some traditional organizations such as Nomovok that utilize 

the skills of remotely working freelancers with the help of virtual collaboration tools. 
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The experts of Solved and Transfluent, as well as Nomovok’s freelancers are 

contracted only on temporary basis or by piece-rate compensation scheme. 

 

Developing talent is business’s most important task in contemporary knowledge 

economy. This should be kept in mind despite of the fact that growing number of 

businesses have outsourced employee relations and now utilize temporary 

freelance workers. That is, the survival and success of an organization depend on 

the performance of its knowledge workforce. (Drucker, 2002, 70–71, 76.) As 

Drucker (2002, 76) writes: ”In a traditional workforce, the worker serves the 

system; in a knowledge workforce, the system must serve the worker.” Even 

though people are not employed on a traditional full-time basis, they still have an 

important role to play in contributing to success of organizations. Hence, one 

concern related to these people is how to keep them motivated and focused. 

There is an intrinsic contradiction between individuals and organization’s needs, 

motivators and values (Hale & Whitlam, 1997, 30–32). 

 

Individuals’ beliefs, values, and goals have given motivation studies much 

information about the reasons why individuals engage or disengage in different 

activities (Eccles & Wigfield, 2002, 127).  Employers have to develop appropriate 

competences of workers, and motivate them to share knowledge in order to exploit 

knowledge as effectively as possible (Newell et al. 2002, 70–72). Knowledge 

workers likely have more expectations towards their work than so called manual 

workers ever had. Hence, rather than focusing only on pay, knowledge workers 

are interested in the tangible and intangible rewards of their work, for example the 

challenges in their work. (Newell et al. (2002, 70).  

 

Another important aspect in addition to motivation is work engagement. Work 

engagement indicates wellbeing of employees and organizations (Bakker & 

Demerouti, 2008, 219). Work engagement is often seen as a driving force that 

leads to higher job performance, and hence have positive consequences for 

organizations and their outcomes (Bakker & Demerouti, 2008; Saks, 2006; 

Richman, 2006). If managers pay attention to the attributes of work engagement, 

they can create more efficient and productive workforce (Markos & Sridevi, 2010).  
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Individuals participate in knowledge work based on their ability, motivation, and 

opportunity to do so (Kelloway & Barlig, 2000, 294). Ability, motivation and 

opportunity are cultivated by variety of organizational characteristics such as 

transformational leadership, job design, social interaction and organizational 

culture. However, virtual organizations differ from traditional ones to some extent. 

Hence, it should be studied why knowledge workers conduct tasks via virtual 

knowledge brokers and on virtual platforms. Which characteristics of this kind of 

work and work environment may motivate workers, enhance their engagement, 

and increase their knowledge flow for the benefit of an organization? Next, I will 

present the aim of my study more precisely. 

 

1.2 Research objective, research questions and limitations 
 

There has been a growing interest in how people and businesses organize in 

contemporary environment (Academy of Management Discoveries, 2015). 

However, Academy of Management Discoveries (2015) notice that there is still 

lack of knowledge about what the individuals who work in those organizations 

actually do and how the type of work and work environment affect individuals’ 

attitudes to their work. Another question is, what kind of impact temporary work 

has on the quality of the work done. And again, how does virtual work environment 

and intercultural communication affect people’s lives and experience of work, and 

what kind of impact it has on organizations? 

 

The purpose of this study is to advance the understanding of the individual level 

motivation factors that explain the performance of the individuals who conduct 

autonomous microtasks or submit more complex ideas in temporary groups on 

internet-based platforms. To ensure the quality of work, managers should 

understand the determinants behind employees’ motivation to work and share 

knowledge. Indiviuals’ motivation can explain how, why and when certain ventures 

are successful. (Herve, 2011; Ardichvili et al., 2003; Brabham 2008b.) Also 

organizations such as Nomovok, Solved and Transfluent are dependent on their 
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network members’ willingness to share their knowledge and skills. It can be said 

that without their experts’ commitment these ventures would fail to survive.  

 

This study is part of a research project that started in the LUT School of Business 

and Management in the beginning of 2015. The research project explores how 

digitality transforms businesses and how it organizes knowledge work. In this 

study I concentrate only on individual freelancers’ motivation and engagement 

factors in three case organizations. Based on these views, my main research 

question is  

 

What motivates temporary knowledge workers on virtual platforms? Sub questions 

are: 

1. How do knowledge worker motivation differ in autonomous microtasking 

and interdependent problem solving tasks? 

2. How can virtual organizations motivate and engage knowledge workers? 

 

1.3 Key concepts  
 

The theoretical framework of the study is based on the literature of work motivation 

and engagement. Thus, key concepts in this study are knowledge work, work 

motivation and work engagement in virtual context. Knowledge work can be seen 

as an opposite of manual work. It is a concept with wide meaning, and it relates to 

work that is not strictly defined. The concept is rather flexible in nature. Many 

authors (e.g. Pyöriä, 2005; Kelloway & Barling, 2000) agree that almost all work 

can be seen as knowledge work although the extent and nature of knowledge 

used may vary substantially. That is, there are different levels and amount of skills, 

education and job related demands in knowledge work. Thus, knowledge work 

should be understood rather as a continuum rather than as an occupation. The 

three case organizations in my study give some good examples of present day’s 

knowledge work, where there is a strong focus on novel problems, creativity, 

problem solving and innovation mediated production (see Blackler, 1995). 
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All three key concepts, knowledge work, motivation and engagement, are 

somewhat overlapping (Figure 1). Concepts of motivation and work engagement 

are closely related, and it can be stated that work resources that motivate an 

individual, may lead to work engagement (Schaufeli & Bakker, 2010). In addition, 

knowledge work in turn has some characteristics that may enhance one’s 

motivation and work engagement. For example complicated and challenging work 

tasks may enhance one’s intrinsic motivation (Newell et al., 2002). Then again, 

work engagement is related to those resources that are available in an 

organization (Bakker et al., 2006), in this case, in virtual organization. 

 

Figure 1. A diagram of key concepts. 

 

1.4 Methodologies 
 

This study is qualitative case study. I study three organizations that operate in 

virtual context in order to find an answer to my research questions. Case study is a 

research strategy that tries to understand ”the dynamics present within single 

Knowledge work 

Work 

Motivation 

Work 

Engagement 

VIRTUAL WORK ENVIRONMENT 
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settings” as Eisenhardt (1989, 534) puts it. The selection of cases is an important 

step when building theory from case studies. (Eisenhardt, 1989, 536–537.) In 

addition, Eisenhardt (1989) suggests that random selection of cases is neither 

necessary nor even preferable. According to her it is usually rationale to choose 

cases that may provide examples of polar types and extreme situations, because it 

enhances the possible to either replicate or extend the emergent theory. In 

addition, it may enhance the generalizability of the results.  

 

In this study the selection of three rather different cases allowed me to explore 

how different kind of temporary tasks motivate and engage individuals in the virtual 

work context. Including distinct case organizations also gave me a possibility to 

study the phenomenon from a wider perspective. In this study, I adopt an 

abductive logic and methodology. Thus, I don’t take previous theories and 

literature as self-evident, but I don’t exclude them either (look for e.g. Gioia et al., 

2012; Dubois & Gadde, 2002). Dubois and Gadde (2002, 554) for example use the 

concept ”systematic combining” as an abductive process where ”theoretical 

framework, empirical fieldwork, and case analysis evolve simultaneously”. This is 

useful method in discovering new things and developing new theories in case 

research rather than confirming existing ones. However, Dubois and Gadde (2002, 

559) prefer to stress theory development rather than theory generation since the 

systematic combining builds more on refinement of existing theories.  

 

As said, the empirical part of the research was built on the grounds of Gioia 

methodology. The idea behind Gioia methodology is that the organizational world 

is socially constructed and the people constructing their realities know what they 

are trying to do and can explain their thoughts, intentions and actions. The aim of 

Gioia methodology is to give voice to the informants in the data gathering and in 

analysis as well as in the reporting of the research. This creates opportunities for 

discovery of new concepts rather than confirming the existing ones. (Gioia et al., 

2012, 3.) I collected the research data in semi-structured interviews. In addition, I 

employed other data sources like case organizations’ Internet pages and review 

papers of big consulting companies. Data was analyzed according to the 

guidelines of Gioia methodology. First, I read interviewees’ answers and collected 
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all the thoughts, so called 1st order concepts that gave an answer to the research 

questions. Next, I connected these 1st order concepts to 2nd order concepts that 

arose from the literature and theory. After this I formulated so called aggregate 

dimensions. All the dimensions are presented in tables in the appendixes.  

 

1.5 The structure of the research 
 

The flow of the study is as follows. The study started with an introduction in which I 

represented the aim of the study, key concepts, and the methodology. Next I will 

turn to literature review. First, I discuss about the concept of knowledge work and 

new ways of organizing knowledge in current work environment. I will represent 

my case organizations as well. This is followed by literature review of work 

motivation and work engagement. Literature review is followed by methodologies 

section and empirical part where I represent my findings. The last section of the 

study includes discussion and conclusions. This last section includes also 

managerial implications as well as direction for future study.   

 

 
Figure 2. The progress of the study. 
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2 KNOWLEDGE WORK 
 

The most valuable assets of a 20th -century company was its production 

equipment. The most valuable asset of a 21th -century institution (weather 

business or non-business) will be its knowledge workers and their productivity.  

– Peter F. Drucker (1999) 

 

In the present day’s knowledge economy the question is not so much about how to 

make manual work more productive but rather how to make knowledge work more 

productive. Knowledge workers’ performance determinates organizations’ survival. 

(Drucker, 1999, 83, 94.) As presented above, Drucker (1999, 79, 87) sees 

knowledge workers as a capital asset that “need to be made to grow” – not to be 

controlled or reduced like costs. That is, the specific feature of knowledge workers 

is that they own the means of production.  

 

In this chapter I first concentrate on defining the concept of knowledge work. Next, 

I will describe the role of technology in knowledge work. That is, technology is in 

key position in contemporary knowledge work. In the end of the second section I 

will represent a domain map of knowledge work that is based on Hines’s and 

Garborne’s idea of contemporary knowledge work. Third, I will describe the new 

ways of organizing knowledge work, and I start by brief definition of the concept 

virtual organization. Finally, I will give examples of new ways of organizing 

knowledge work as I represent the three case organizations involved in this study.  

 

2.1 Defining knowledge work 
 

As a result of the changes in society, work and organizations during the last 

decades, there has been a rising interest in conceptualizing the ideas of 

knowledge-intensive organization and knowledge work. However, regardless of 

the many efforts to build a clear definition of knowledge work, it has been hard to 

fully define the role of this term. As a result, there are various interpretations of this 

concept. (Pyöriä 2005; Alvesson, 2001; Blackler 1995; Alvesson, 1993.) Concept 
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of knowledge-intensity is somewhat challenging, because it is difficult to decide the 

boundaries of this term. Formalized and theoretical knowledge can be seen as one 

part of the concept, but it is also socially constructed as it includes cultural, 

interpersonal and other forms of tacit knowledge and creative skills. (Newell et al. 

2002, 26; Alvesson, 1993, 1001.) 

 

Alvesson (2001, 865) notices that even though knowledge is rather difficult to 

define, it is a valuable capacity that contributes to good results. Thus, knowledge-

intensive firm can produce good results with the help of strong expertise. 

According to Alvesson (2001, 869) knowledge-intensive firms differ from other 

firms in that 1) their core product or service is knowledge, 2) they work with 

knowledge, and 3) the work done has different kinds of results compared to other 

firms since the results are often almost impossible to evaluate. Also Drucker 

(1999, 84) sees the result, or the quality, as a special characteristic of knowledge 

work. He suggests that even though the quality is crucial part of the output of 

knowledge work, there is no minimum or explicit quality standard in knowledge 

work like there is in manual work. Thus, knowledge work should aim at obtaining 

optimum or maximum quality. (Drucker, 1999, 84.) 

 

Blackler (1995) suggests that knowledge should not be regarded as something 

that individuals have, but rather as something that individuals do. His approach to 

knowledge work, based on activity theory, emphasizes the need to research how 

knowledge and action mediating systems are changing and managed. In other 

words, rather than describing the type of knowledge that contemporary business 

environment demands, the focus should be on those systems through which 

knowing and doing are achieved. (Blackler, 1995, 1040.) Blackler (1995, 1042) 

also suggests that the study of knowledge work and organizations should be 

located within a wider analysis of knowing as a cultural phenomenon.  

 

Blackler (1995) has identified four knowledge types that emerge from previous 

literature. These are embodied, embedded, embrained, and encultured 

knowledge. Blackler (1995, 1029–1030) has further differentiated four kinds of 

organizations based on the type of knowledge they need. First, expert-dependent 
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organizations, where the performance of specialist experts is crucial, are 

dependent on embodied knowledge. Second, knowledge-routinized organizations 

are dependent on embedded knowledge. In these organizations there are low skill 

requirements and emphasis on knowledge embedded in technologies, rules and 

procedures. Third, symbolic-analyst organizations are dependent on embrained 

knowledge. Entrepreneurial problem solving, and status and power from creative 

achievements are characteristics of these kinds of organizations. Fourth, in 

communication-intensive organizations there is emphasis on encultured 

knowledge and collective understanding, communication and collaboration.  

 

According to Blackler (1995, 1038) there has been a shift away from dependence 

on the embodied and embedded knowledge towards embrained, encultured and 

encoded knowledge. According to him (1995, 1042) symbolic-analytical work and 

communication-intensive organizations have become ever more important. These 

organizations are knowledge-intensive firms, where knowledge creation and 

problem solving are of growing importance. Based on these transformations, there 

has been greater need for creative experts and flexible organizations. The three 

case organizations in my study are good examples of the present day’s 

communication-intensive businesses, where there is a strong focus on novel 

problems, creativity, problem solving and innovation mediated production.  

 

Based on their extensive literature review, Kelloway and Barling (2000, 287–291) 

notice that knowledge work has been defined as a profession, a characteristic of 

individuals, or as an individual activity. When knowledge work is considered as a 

profession, the concept has been related to characteristics such as education, 

training and occupation. Again, the idea of knowledge work as an individual 

characteristic has been related to individual traits like innovativeness or capability 

to create value. Then again, knowledge work as an individual activity has been 

related to things like working more with head than hands.  

 

However, Kelloway and Barling (2000) suggest that these definitions are too 

simplistic as they concentrate too much on individual’s experience and education, 

and focus too much on specific groups of workers. According to them, it can be 
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concluded that all employees may be knowledge workers although the extent and 

nature of knowledge used may vary substantially. That is how knowledge work 

could be understood as a dimension of work rather than as an occupation. 

Kelloway and Barling (2000, 291, 300) define knowledge work as “a discretionary 

behavior focused on the use of knowledge” – the kind of work that is somewhat 

different from physical work. Fincham & Rhodes (1999, 474) in turn argue, that the 

concept of knowledge work “reflects the distinction between data, information, and 

knowledge”. That is, data processing and information systems can be done by or 

via computers, but knowledge workers are needed to supply the inputs that 

organizations need in order to innovate at the highest level. 

 

Also Scarbrough (1999, 6) argues that the concept of knowledge work can be 

criticized for lack of theoretical rigor, and knowledge workers should not be lumped 

together as a discrete occupational group. He (1999, 7) suggests that knowledge 

workers should be rather defined as a result of four related developments: 1) the 

decline of the professional model, 2) the growing importance of knowledge work in 

different occupational groups, 3) the codification and commodification of 

knowledge through ICT’s, and 4) the growth of new sectors of knowledge 

production in the economy. According to the author, as a result of these trends 

there is a shift from the profession or discipline towards organizationally defined 

context of use. That is, professionals work from knowledge, but knowledge 

workers work with knowledge – their own knowledge as well as that of other 

knowledge workers, and the organizational and technical knowledge encoded in 

programs, routines and managerial discourse. 

 

Also Pyöriä (2005, 124) states that knowledge work is best understood as an 

ideal-type, not empirically detailed or theoretically profound descriptions. He 

(2005, 124) emphasizes that the characteristics of ideal-type traditional work and 

knowledge work should not be considered as exact opposites, but rather as a 

“continuum between different levels of skills, education and job related demands”.  

 

According to Pyöriä (2005), traditional work requires some formal education and 

learning on the job. Then again, knowledge work requires extensive formal 
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education and continuous learning on the job. In traditional work skills are 

precisely defined, but in knowledge work skills are rather transferable. In traditional 

work there is high level of standardization compared to low level of standardization 

in knowledge work. In traditional work organization may range from bureaucracy to 

teams, and there are fixed roles, and knowledge is a secondary production 

material. Then again, knowledge work organizations range from professional 

bureaucracies to self-managing teams. Jobs and tasks are more flexible, and 

knowledge is primary production factor. The medium of work in traditional work 

organizations are physical materials and people. In knowledge work organizations 

the medium of work are more abstract knowledge. (Pyöriä, 2005.) That is, workers 

generate symbolic representations of physical phenomena (Scarbrough, 1999, 7.) 

 

Simple'tasks'

KNOWLEDGE'WORK'MANUAL'WORK'

Complex'problem'solving'

Fixed' Flexibility'

 
Figure 3. Knowledge work as a continuum along which flexibility and complexity of 

work tasks may vary. 

 

Based on the thoughts of Kelloway and Barling (2000), Scarbrough (1999) as well 

as Pyöriä (2005), I have presented the idea of knowledge work in Figure 3. Here, I 

agree with the authors in that knowledge work is a continuum along which work 

may vary. That is, the concept of knowledge work may refer to simple tasks or 

more complex problem solving. Also, the amount of flexibility varies among tasks. I 

base my argument to the fact that for example the workers of Nomovok, Solved 

and Transfluent can’t be grouped together based on their education, skills, 

creativity, innovativeness or characteristics of their work. Also Pyöriä (2005, 122) 

notices, that even knowledge workers differ in their education, and high-level 

education is not an absolute precondition for employment in a job that requires 

complex problem solving. In addition, the amount of innovativeness and creativity 
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may vary among tasks. For example, Solved’s cleantech experts create innovative 

solutions for difficult cleantech-issues with the help of their previous knowledge 

and experience. Then again, Transfluent’s language translators conduct more 

precisely defined tasks.  

 

Scarbrough (1999, 7) has stated that while the professionals work from 

knowledge, the knowledge workers work with knowledge – they exploit their own 

knowledge, the knowledge of their coworkers as well as organizational and 

technical knowledge that resides in programs, routines and discourses. This idea 

of professional and knowledge work can be applied to cases of Transfluent, 

Solved and Nomovok as well. Their experts work from knowledge and with 

knowledge. In addition, their work is strongly related or even entirely mediated 

through information and communication technology. As the information and 

communication technology has a major role in contemporary knowledge work, I 

will now turn to describe it’s meaning in more detail. 

 

2.2 Knowledge work and technology 
 

During the last decades, the role of information technology has become ever more 

important in the study field of knowledge work (Pyöriä, 2005). In contemporary 

work environment, knowledge can no longer be seen only as the property of 

individual experts, but rather as “a joint product of human interactions with 

informational and intellectual assets delivered through ICTs”, as defined by 

Scarbrough (1999, 7). The information and communication technology has 

changed the ways in which people communicate and work is organized (Johns & 

Gratton 2013; Blackler, 1995, 1040). That is, information technology has helped in 

the automation of many routine tasks (Pyöriä, 2005, 122). 

 

Johns and Gratton (2013) have identified three waves of evolution of knowledge 

work that have had an impact on work environment. Among the first wave came 

virtual freelancers, as computers and the new connectivity allowed individuals to 

work via e-mail connections. The authors (2013, 4) notice that organizational 

managers were happy as this new pool of freelancers gave them the flexibility to 
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contract for more or less labor as business conditions demanded. In the second 

wave advanced mobile technology and global teamwork made it possible for full-

time workers to work anywhere and anytime. Office-based infrastructure became 

more irrelevant as it was replaced by smarter personal technology and cloud 

computing. The third wave created the pool of virtual coworkers. They need the 

feeling of being in a shared environment, which is enabled by technology and 

virtual platforms. (Johns & Gratton, 2013, 4–6.) 

 

Virtual became one of the buzzwords of the late 1990s. The concept of virtual 

organization relates to wide variety of phenomena, like virtual memory, virtual 

reality, virtual teams, and virtual offices (Mowshowitz, 1997, 30) Hale and Whitlam 

(1997, 3) define virtual organization as to be ”any organization which is continually 

evolving, redefining and reinventing itself for practical business purposes”. Some 

critical characteristics of virtual organizations, according to the authors (1997, 4), 

include creating new forms or shapes, developing effective communication, and 

creating cultures that ”support continual organizational adaptation”. These 

characteristics in turn enable individuals to optimize their potential to contribute. 

Virtual organizations pursue flexible planning, are fluid and business focused, 

exploit technology, and learn continuously. (Hale & Whitlam, 1997, 4, 83.) 

 

The business idea of new online ventures like Transfluent and Solved as well as 

virtual collaboration tools utilizing Nomovok is to tap the knowledge and know-how 

of the globally distributed network of experts via virtual platform. According to 

Hatch (2013, 281) virtual organizations can be seen as networks whose 

connections take place more or less via electronic media. In these networks 

assets are distributed among several partners and it is rather the whole network 

than an individual organization that produces or provides products or services. The 

benefits of virtual organizations are greater flexibility and responsiveness, and 

hence their capability to effectively utilize resources (Mowshowitz, 1997, 35). 
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Figure 4. Knowledge-work domain map based on Hines & Carbone (2013). 

 

Hines and Carbone (2013) have framed the concept of knowledge work based on 

the changes in work environment. According to them there are four areas of 

knowledge work that are changing. These are workers, work spaces, work tools 

and work models. This framework suits well into the context in which Nomovok, 

Solved and Transfluent operate as knowledge brokers. The main idea of Hines’ 

and Carbone’s model is presented in Figure 4 that is a modification from its 

original. Nomovok, Solved and Transfluent are examples of organizations that 

employ new work models such as distributed work, co-creation and open source. 

Also, these organizations utilize virtual work spaces. In addition, workers are 

arranged into wide networks of professionals that these organizations are able to 

utilize. Next, I will describe new ways of organizing knowledge work as well as 

case organizations in more detail.   
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2.3 New ways of organizing knowledge work 
 

For the last decades, companies have looked overseas for cheap labor. However, 

it doesn’t matter anymore where the workers are, as long as they are connected to 

the network. (Howe, 2006.) In recent years new business models are morphed into 

virtual platforms where work is organized of freelancers who are contracted and 

paid on a project-by-project basis (Hatch, 2013, 283; Mowshowitz, 1997, 37). Mary 

Jo Hatch (2013, 285) believes that even old economy organizations will most likely 

be temporarily populated by constantly changing groups of new economy 

freelancers. That is how the temporary nature of organizing will replace more static 

structures with rather liquid forms. 

 

As said, advanced Internet technologies have made it possible for businesses to 

exploit latent virtual workforces at a larger scale, for a greater number of products 

and services and at enhanced speed. Companies can reach large amount of 

potential workers and outsource tasks that were previously executed inside 

organizations, to an online crowd. (Saxton, Oh & Kishore, 2013, 4.) So called 

virtual knowledge brokers, applications like InnoCentive, can be used to gather 

distributed individual knowledge to support innovation (Verona et al. 2006.) and to 

accomplish distinct tasks. These tasks may vary from highly fragmented, simple 

and independent tasks to extremely complex and interdependent problem solving. 

 

At the moment, the amount of online job marketplaces as well as freelance jobs 

available is growing. Elance for example announces on its websites that there are 

over 25 000 jobs posted weekly. Guru, another freelance work 

marketplace announces that it has a network of over 1,5 million ”gurus” worldwide 

and 1 million jobs completed (Guru, 2015). These online ventures help businesses 

to get work done, on demand (e.g. oDesk, 2015).  
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2.3.1 Transfluent – autonomous expert tasks and crowdsourcing 
 

Transfluent is an example of an organization that utilizes the distributed work 

model presented in Figure 4. It has a network of over 120 000 language translator 

experts who work on autonomous translation tasks. Human-powered translation 

service Transfluent describes itself as one of the pioneers of professional 

crowdsourcing. Crowdsourcing techniques with professional resources enable the 

venture to implement human-powered translations within short time span. 

(Penttinen, 2012.)  

 

Crowdsourcing can be defined as a problem solving model that can be 

generalized and applied to a variety of industries to solve plain and more 

complicated tasks (Brabham 2008a, 79, 87). Brabham (2008a) emphasizes that 

crowdsourcing is a strategic model used to attract an interested and motivated 

crowd to provide solutions “superior in quality and quantity to those that even 

traditional forms of business can”, and at the same time crowdsourcing enables to 

reduce “the cost and time formerly needed to solve problems”. Brabham (2008a, 

83) suggests that crowdsourcing gives companies a possibility to tap the crowds’ 

intellectual capital for much lower price compared to a situation where the 

members of the crowd were their own full-time employees. 

 

Estellés-Arolas and González-Ladrón-de-Guevara (2012, 198) found eight 

characteristics that were common in the studies related to crowdsourcing. These 

were the crowd, the task at hand, the recompense obtained, the crowdsourcer or 

initiator of the crowdsourcing activity, what is obtained by them following the 

crowdsourcing process, the type of process, the call to participate and the 

medium. As stated by Kaufmann et al. (2011, 1), the term crowdsourcing is today 

used for various phenomena from user generated content to open innovation and 

knowledge aggregation. In this study I use the concept of crowdsourcing in its 

wider meaning to describe the phenomena of how organizations tap the 

knowledge of individual experts in the network. 
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Previous studies on motivation factors show that even though the payment in paid 

crowdsourcing markets is rather low, the participants are a very diverse group 

including highly skilled full time workers (Kaufmann et al., 2011). Hence it is 

interesting to examine, why the language translators of Transfluent conduct tasks 

on web-based platform for a piece-rate compensation. Is the possibility to work on 

such tasks an advantage or would the experts prefer to work full-time?  

 

2.3.2 Solved – problem solving in temporary groups 
 

Solved is an example of an organization that utilizes co-creation (Figure 4) as a 

work model in its business activity. Having the pool of over 700 cleantech experts 

Solved is able to quickly put together temporary groups of professionals to solve 

challenges across boundaries. Compared to traditional organizational forms, these 

kind of temporary organizational forms have some distinct characteristics. Based 

on his integrated overview of the current literature on temporary organizational 

forms, Bakker (2010) identified four broad themes: time, team, task and context. 

Time relates to the fact that in temporary organizational forms time has been 

proposed to be short, limited or at least different compared to other organizational 

forms. Another theme, team, relates to groups of interdependent people working 

together. Third theme, task, can be regarded as the reason for the existence for a 

temporary system. Fourth, the theme context emphasizes the link between the 

temporary organization and its permanent environment.  

 

Temporary groups can also be seen as globally distributed virtual teams since the 

individuals in these groups are gathered from the globally distributed network of 

experts. Mowsowitz (1997, 34) describes virtual team as an “instance of social 

organization” and a “group of individuals that collectively possesses certain skills”. 

Järvenpää and Leidner (1998) define a global virtual team as a “temporary, 

culturally diverse, geographically dispersed, electronically communicating work 

group”, which is dependent on computer-mediated communication technology. 

 

Temporary groups can also be seen as one form of collaborative network as they 

constitute professional virtual communities (see Camarinha-Matos & Afarmanesh, 
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2005, 439). According to Camarinha-Matos and Afsarmanesh (2005, 439) 

collaborative network can be constituted by people or organizations that are rather 

autonomous, geographically distributed, and distinct in terms of the environment 

they operate in, culture, social capital, and goals. In their paper Camanrinha-Matos 

and Afsarmanesh (2005, 441) represent characteristics of different types of 

collaborative networks. In these definitions they concentrate on structure, 

behavior, and evolving dynamics of networks of autonomous entities that 

collaborate to better achieve common or compatible goals. Their definition of 

Collaborative virtual laboratory (VL) could be applied also when describing 

temporary groups. According to them virtual laboratory: 

 

represents a heterogeneous and distributed problem solving environment that 

enables a group of researchers located in different geographically spread centers 

to work together, sharing resources (equipment, tools, data, and information 

related to experiments, etc.). 

 

Also, some characteristics of dynamic virtual organization (Camanrinha-Matos & 

Asarmanesh 2005, 440), such as short life cycle and short-term purpose could be 

applied when defining the concept of temporary group. With that said, one of the 

challenges of temporarily distributed teams is that they have less time to develop 

roles, norms and routines, and to build trust compared to ongoing distributed 

teams. In addition the technical systems alone cannot ensure the exchange of tacit 

knowledge. Hence, temporary distributed teams should try to build fast trust and 

clarify a common goal. (Lindner & Wald, 2011, 885; Saunders & Ahuja, 2006.) 

These specific characteristics of temporary groups give an interesting perspective 

on individuals’ motivations to participate in problem solving. What motivates them 

to solve problems in temporary groups and what kind of challenges they face? 

 

2.3.3 Nomovok – working with open source technology 
 

Nomovok is a company that employs approximately 50 full-time Open Source 

developers. Even though Nomovok can be considered as somewhat more 

traditional organization, it has also characteristics typical to virtual organizations. 
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For example, employees have the possibility to work remotely, and the work is 

organized mostly around projects. Nomovok gives also an example of an 

organization utilizes expert network. In addition to its full-time employees Nomovok 

tap the knowledge of freelancers as it outsources some of the tasks with the help 

of virtual collaboration tools. Also, communication with freelancers is arranged 

through virtual tools. Freelance experts usually work as members of temporary 

virtual teams that work on projects. Thus, there are some similarities between 

Solved and Nomovok in how work is organized around temporary groups. 

 

Table 1. Description of case organizations 
Case Description and work 

tasks 
Work processes Workers 

Nomovok 
Information 
technology 

- Founded in 2001  
- Develops and sells 
open source software 
products and services 
to customers who 
operate in traditional 
and energy industry 
sectors 
- Concentrated on 
products and solutions 
in car industry 
- Duration of a project 
may vary from three 
months to three years 
- Work tasks include 
developing open 
source software (e.g. 
coding) and products, 
as well as testing them 
- Work tasks vary from 
creative (creating new 
software) to routine 
tasks (testing software) 
- Individuals have a lot 
of tacit knowledge and 
they are encouraged to 
share it through virtual 
collaboration tools 

- Project management is based on 
Scrum project management method 
- Projects and tasks are managed 
with the help of enterprise resource 
planning program 
- Tasks include interdependent and 
independent problem solving 
- Projects are sliced into smaller 
tasks  
- Individuals work and conduct tasks 
mostly independently, however 
collaboration is necessary since 
tasks are interdependent as an 
entirety is built on work of all team 
members  
- Work tasks are coordinated at 
weekly meetings, but individuals in 
smaller teams are in connection 
daily, even hourly 
- Work and communication is 
organized around virtual data 
management and knowledge 
sharing/communication tools 
- Everyone can check others’ task 
responsibilities  
- Everyone is responsible for 
reporting how their work proceeds 
- Workers are able to organize and 
schedule their work individually – 
however, they must be available 
daily for two hours between 8-17 

- Workers from eight 
nationalities 
- Employs permanently less 
than 50 full-time workers 
- Buys services from 
subcontractors (utilizes an 
expert network) 
- Workers are hired based 
on their applications, 
interviews, and 
recommendations 
- Project managers choose 
team members based on 
their knowledge and skills 
- Sometimes experts are 
selected by their pure 
interest to participate in an 
interesting project 
- Unprompted, self-guided 
individuals who have the 
ability to work 
independently are preferred 
- Employees are paid on 
monthly basis, and 
subcontractors are paid on 
project basis 
- Remote work is popular 
and generally permitted, 
but experts have the 
possibility to work at the 
office 

Solved 
Cleantech 
solutions 

- Founded in 2012, and 
established as a 
separate company in 
2013 
- Interdependent 
problem solving tasks 
related environmental, 
energy and industrial 
challenges 
- Projects can be 
started by clients or by 
experts 

- Solutions to problems are co-
created in multidisciplinary project 
teams  
- Online co-creation platform is 
utilized in solving challenges 
- There is a great need for tacit 
knowledge and knowledge sharing 
between team members 
- Workers are able to organize and 
schedule their work mostly, and can 
work anywhere and anytime 
individually 

- Global network of over 
700 cleantech experts from 
250 organizations in 50 
countries 
- Experts are paid on 
project basis 
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- Clients include for 
example companies, 
municipalities, nations 
and investors 
- Projects last from one 
week to up to six 
months, sometimes 
even longer 

- Sometimes face-to-face meetings 
are arranged 

Transfluent 
Language 
translation 
services 

- Founded in 2011 
- Operates in 80 
countries 
- Work tasks include 
microtask language 
translations  
- Some of the 
translations require 
specialization (e.g. 
comics translations, 
legal translations etc.) 
- Some tasks require 
deep knowledge and 
experience about the 
translation’s theme  
- Duration of a 
translation project may 
vary from single 
translation to several 
years project 
- Creativity of tasks is 
somewhere between 
creative and routine: a 
translator has to be 
creative without losing 
the meaning of an 
original content 

- Work is automated and processed 
through virtual tools: a customer 
submits a task on online platform 
and specifies the theme of 
translation, then translators receive 
an announcement of a new task, a 
translator conducts the task and 
returns it to platform 
- Bigger projects (e.g. book 
translations) are not automated: 
project managers clarify customer’s 
needs and choose a translator  
- Most of the work is 
independent/autonomous 
microtasks and a translator can 
submit available tasks on when 
he/she wants 
- Translator receives text content to 
be translated, and instructions 
- Organization’s employees are able 
to monitor how translators’ work 
proceeds  
- Translators can communicate in 
their own Facebook group 
- Translators are not allowed to be 
in contact with customers, and they 
have to sign confidentiality 
agreement  

- 22 employees 
- Approximately 100 000 
freelancer translators in 
100 countries 
- Translator test is arranged 
before accepting a 
translator to the expert 
network 
- Aptitude tests, portfolios 
and other references may 
be required before a 
translator is accepted as a 
team member in bigger 
projects 
- By utilizing the expert can 
build a team of even 200 
translators based on the 
needs of a customer 
- Translators’ rewards 
depend on the amount of 
words translated per task 
- In bigger projects 
translators are paid for 
project/subcontractor 
agreement basis 
- Translators work remotely 

 

2.4 Understanding the role of occupational context 
 

One of my research objectives is to find out the motivational differences between 

individuals working on autonomous tasks and interdependent problem solving 

tasks. As said, three case organizations in this study represent distinct work 

contexts and work designs. Transfluent’s language translators conduct 

autonomous tasks, Solved’s cleantech experts work on interdependent tasks, and 

open source experts work both autonomously as well as interdependently in 

teams. All these ways of working may impact on individuals’ motivation to work in 

this specific organization. Thus, it is important to understand the role of these 

occupational contexts, since it may have an impact on the motivational differences 

these experts experience while working. As Kiggundu (1981, 506) has stated, 

workers respond to potentially motivating jobs in different ways. The relationships 
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between job characteristics and psychological states and outcomes are based on 

individual differences and organizational attributes. 

 

Generally, work can be designed to be highly interdependent so that it requires the 

input of several people to complete it. Task interdependence can be seen as a 

situation in which each member of the team must conduct tasks in order to enable 

other members to do their work. Hence, tasks interdependence describes the 

degree to which the task requires collective action. (Wageman, 1995, 146.)  

Outcome interdependence in turn refers to the degree of interdependence an 

outcome requires (Wageman, 1995, 147). Here, Solved’s work tasks can be seen 

as highly interdependent as virtual team members share knowledge and solve 

complex problems in collaboration. Thus, an outcome like a new cleantech 

solution, require high degree of interdependence.  

 

On the other hand, work can also be highly independent and can be performed by 

individuals. (Wageman, 1995, 145.) Transfluent’s work tasks give an example of 

such autonomous tasks. Wageman (1995, 152) uses the term autonomy 

preferences when she refers to the degree to which people dislike and avoid 

situations in which they must depend on others. Individuals who have strong 

autonomy preferences may, according to her, feel group work as constraining, 

frustrating and unsatisfying. When individuals prefer autonomy, it may result in low 

levels of learning from others (Wageman, 1995, 153.)  A hybrid work design 

combines elements of interdependent and independent work. Members of hybrid 

groups may work entirely independently and sometimes as a team. (Wageman, 

1995, 145.) Nomovok’s work tasks include both autonomous and interdependent 

tasks, and thus can be seen as an example of hybrid work design. 

 

The nature of the task and the job have an important impact on how people act 

and behave. That is, different types of tasks lead to distinct behavioral hypotheses. 

Hackman (1969) has stated that four kind of task impact may be useful in 

understanding and predicting the effects of tasks in different task performance 

situations. One way in which tasks affect individual’s behavior is based on the idea 

an individual think he or she should do in response to a task. How an individual 
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should behave in working on a specific task. According to Hackman, different 

types of tasks enhance different kinds of behavioral hypotheses. Similarly, some 

tasks and jobs also make workers feel that they should perform especially hard in 

their work. Especially jobs that are seen as very challenging lead workers to think 

that they should work really hard, and this in turn leads to better performance and 

outcomes. In addition, task may arise motives that can increase an individual’s 

effort on the job. According to Hackman (1969, 441) a worker has to feel that ”he 

has the opportunity to make meaningful responses relevant to the enhanced 

motive in order for significant behavioral effects to be realized”. 

 

Also, the task or job may have an impact on one’s general level of cognitive and 

physiological arousal or activation. That is, a worker’s arousal and activation is 

related to tasks’ complexity, uniqueness, and variety in task performance 

situations. Hence, if tasks are for example repetitive and familiar, workers will 

experience low levels of cognitive arousal. (Hackman, 1969, 441.) Finally, task or 

job related factors may influence behavior through so called process-outcome 

links. These determine what kind of behaviors lead to what outcomes. The idea is 

that in order to experience certain feelings, like autonomy or achievement, a 

worker has to conduct some specific tasks. In this case, the task itself defines both 

the behavior and outcomes. (Hackman, 1969, 442.) As a conclusion it can be said 

that employers should develop tasks that provide good or valued outcomes to a 

performer when he or she works especially hard on a job. This way process-

outcome links enhance a performer’s desire to put special effort into his or her 

work. (Hackman, 1969, 443.) Being aware of these kinds of task impact presented 

above may also be useful in understanding the effects of tasks in the contexts of 

three case organizations in this study.  

 

Morgeson et al. (2010, 351) suggest that work roles are influenced by a variety of 

contextual elements. According to them, context enables the emergence of 

different work design features. In addition, context has an impact on the 

relationships between work design features and various outcomes. That is, 

different contexts may reinforce or reward different individual needs. Morgeson et 

al. (2010, 351–352) notice that the relationship between context and work design 
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can appear in several forms. First, contexts can promote more positive work 

design features. Second, contexts may enhance positive effects of work design on 

individual outcomes. Third, contexts that strengthen the negative effects of poor 

work design. Fourth, work design that compensate unsupportive organizational 

contexts. Fifth, work designs that mediate ”relationships between context and 

individual outcomes”. 

 

2.5 Freelance economy 
 

Today, more than 53 million Americans are doing freelance work, which is 34 

percent of the U.S. workforce (Freelancers Union, 2014). The findings of the 

survey conducted by Freelancers Union (2014) revealed that freelancers are 

seeing more demand for their work as the majority of freelancers are expecting 

their work hours to increase. As the demand of the freelance work increases, so 

does the reputation, and freelancing as a career path is becoming more respected. 

The potential for earnings drives freelancing’s growth as people are willing to do 

additional work outside of their primary job. Millennials, workers under 35, are 

most likely to freelance and they are most optimistic about the future of the 

freelance job market.  

 

Deloitte (2013b) suggests that there are two trends that have an impact on 

businesses and the way knowledge work gets done in organizations in the future. 

First, there are new ways of reaching and engaging workers. Talent clouds are 

more commonly used to execute projects in different sectors, and the range of 

skills available through these platforms is expanding. Some of the firms are even 

experimenting with creating private talent clouds. Also the growing use of 

technology helps in automating tasks typically performed by knowledge workers. 

This means breaking jobs down into microtasks that can be distributed to even 

thousands of workers in talent clouds. (Deloitte, 2013b.) 
 

According to Deloitte (2013a) there are at least six megatrends that are driving the 

changes towards open talent economy around the world and in virtually every 

sector. These are globalization, technology, mobility, social business, education 
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and analytics. Changes in education mean that there are rapidly growing pools of 

talented workers who continue to reshape global talent networks. Changes in 

analytics mean that rather than looking only at historical data to make decisions, 

employers can now use data analytics in order to effectively mine large pools of 

employee and business data.   

 

According to the survey conducted by consulting services providing PwC (2014) 

only 14 percent of UK workers want to work in traditional office environment in the 

future. However, one in five people want to work in a virtual place where they can 

log on from any location or use collaborative work spaces. Even a quarter of UK 

workers believe that traditional employment will not be around in the future. 

Rather, people believe that they will have to create their own brands and sell their 

skills to those who need them. Hence, they will work for themselves, where they 

choose. PwC suggests that the consequence might be that organizations fragment 

into looser networks of autonomous, often specialized operations. Flexibility, 

autonomy and varied challenges in return for working on a short-term basis bring 

value to freelancers.  

 

In addition, there are changes in the workforce and people’s preferences. The 

global workforce is getting younger, but at the same time older and more 

urbanized. As the Millennials enter the workforce, they reshape the talent markets 

with new expectations. The estimate is that they will make up 75 percent of the 

global workforce by 2025. Research has revealed that Millennials want to be 

creative and they want to run their own businesses. Also, for financial reasons and 

reasons of professional satisfaction many individuals among the older workforce 

are extending their working lives. These two trends are creating multi-generational 

workforce not seen before. Companies should somehow be able to manage this 

highly diverse set of employees even though the needs of individuals may vary 

widely. (Deloitte, 2014.) 
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2.6 Managing contemporary knowledge work 
 

By utilizing extended workforce, organizations may gain access to a wider range of 

expertise and skills that are not readily available in their talent pools (Silverstone et 

al., 2015). Hence, HR professionals will need new talent practices to ensure that 

their organizations are performing at their best. Silverstone et al. (2014, 6) believe 

that businesses could radically boost their performance by sourcing talent for each 

task from anywhere inside or outside the organization based on only one criterion: 

who is the best person to conduct the task?  

 

The new challenge in companies is to design work for, and to access, workforces 

of all types. In addition, in rapidly changing business environment companies 

notice the value of moving from command-and-control approaches to new models 

built around projects and networks. As the workforce organizes in new ways, 

performance management needs to face the challenge of how to measure 

engagement, development, quality, interest, access, and output. Hence, there 

should be a shift from managing individuals’ performance to managing their 

engagement. Again, new ways of organizing workforce set pressure on how to 

plan compensation and rewards. (Deloitte, 2013a.) Deloitte (2013a) suggests that 

compensation and benefits should be changed in to experience and rewards. It 

means creating rewards, meaning, and careers for employees who work for the 

company only on temporary basis. 

 

Newell et al. (2002, 26–27) remind that sustaining an expert workforce is critical if 

knowledge-intensive firms are to achieve competitive advantage in the long term. 

Since knowledge work often requires certain amount of expertise and specific 

skills, management cannot directly control knowledge work processes. Hence, 

according to the authors, management is rather needed to provide circumstances 

that facilitate knowledge work. (2002, 24, 27–28). Also Kelloway and Barling 

(2000, 288) suggest that knowledge workers represent new crowd of workers with 

different needs, values and motivators from traditional workers.  
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Newell et al. (2002, 27–28) approach the concept of knowledge work from 

managerial perspective. According to them, there are three characteristics that 

describe knowledge workers, and their needs. First, knowledge workers are used 

to have significant autonomy in their work. Miller (2012, 6) is in line with this 

argument as he notices that temporary work positions offer new flexibility and 

freedom to highly skilled workers. Newell et al. (2002, 27–28) remind that also 

characteristics such as creativity and problem solving – typical to knowledge work 

– demand certain amount of autonomy.  

 

According to Newell et al. (2002, 27–28) the second characteristic of knowledge 

work is co-location. This term refers to the knowledge workers’ need to often work 

remote from their employing firm, usually located at the client firm. In addition, 

teamwork is another phenomenon related to knowledge work, and employer 

should facilitate conditions of teamwork. Third, knowledge workers should be 

managed carefully. They should be provided with excellent working conditions and 

generally afforded good terms and conditions of employment. The authors state 

that management should pay special attention to firm’s structural and cultural 

conditions.  

 

Alvesson (2001, 877–878, 883) notices that knowledge workers may have some 

advantages, such as education, status, high pay and interesting work tasks, in 

building a positive work identity. However, he notices that in contemporary 

business environment the ambiguity of knowledge work sets pressures on 

knowledge workers’ self-identity, and hence their self-esteem cannot be taken for 

granted. I too argue that it is not self-evident that these advantages can be applied 

to all knowledge workers because as a group they include so many different 

positions and occupations. For example, tasks and compensation schemes vary a 

lot between case organizations as well as their experts’ education level.  

 

The specific feature of case organizations is that their freelancers work mostly 

independently. They cannot be supervised, and thus it is difficult to monitor the 

quality of their work until work is done. How is it then possible to manage these 

temporary knowledge workers that work on freelance-basis? Kelloway and Barling 
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(2000) suggest that organizations will be successful in managing knowledge work 

if they increase employee’s ability, motivation and opportunities to engage in 

knowledge work. Thus, in the next two chapters I will examine different 

approaches to work motivation and work engagement. Finally, as a summary, I will 

present my own theoretical approach to work motivation and work engagement in 

the context of virtual organization.  

3 MOTIVATION  
 

In this section I first briefly describe the role of motivation in knowledge work. Next, 

I define the concepts of extrinsic and intrinsic motivation. Finally, I shortly describe 

how is it possible to manage and motivate knowledge workers.   

 

3.1 Importance of motivation in knowledge work 
 

Nomovok, Solved and Transfluent are all dependent on their experts’ willingness 

to work on tasks and solve problems that are announced on online applications. It 

can be said that the competitive advantage of all these organizations depends on 

the workers’ motivation to perform well in order to bring value to the business. 

Hence, even if organizations attract knowledge workers, they still have to be 

aware of how to motivate employees in their work. For example, organizations 

have to motivate individuals to share knowledge in order to exploit their knowledge 

as effectively as possible. (Newell et al. 2002, 70–72.)  

 

Newell et al. (2002) suggest that knowledge workers likely have more expectations 

in their work than other workers. Hence, rather than focusing only on pay, 

knowledge workers are attracted by interesting and challenging tasks. Thus, 

knowledge workers are interested in the tangible and intangible rewards of their 

work. (Newell et al., 2002, 70) However, due to new ways of organizing knowledge 

work, there may be changes in what motivate contemporary knowledge workers.  

 

Work motivation has far-reaching consequences. To find new solutions to 

problems (Solved and Nomovok), and to execute high-class translations 
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(Transfluent), individuals need to be creative to at least some extent. However, the 

creativity will be missed if individuals are not motivated (Amabile, 1998). That is, 

Amabile (1998) sees motivation as one of the building blocks of creativity in 

addition to creative thinking skills and expertise. According to him motivation is an 

essential factor contributing to creativity since without motivation, it is irrelevant 

how much know-how one has got. The idea presented in Figure 5 is based on the 

idea of Amabile. The figure describes a situation where expertise, motivation, and 

creative thinking skills lead to creativity, which in turn contribute to one’s 

performance and the ultimate outcome at individual and organization level.  

 

Outcome(

Expertise 

Motivation 

Creative- 
Thinking 

skills 
Creativity 

Performance(

 
Figure 5. The tree components of creativity adapted from Amabile (1998). 

 

3.2 Motivational theories  
 

Individuals’ beliefs, values, and goals have given motivation studies much 

information about the reasons why individuals engage or disengage in different 

activities (Eccles & Wigfield, 2002, 127). The word ”motivation” comes from Latin 

and refers to a concept ”to move” (Eccles & Wigfield, 2002, 110). Hence, an 

employee is motivated if he or she is moved to do something. Further, someone 

who is eager and energized to act is considered motivated. In the opposite, a 

person not willing to do something can be considered unmotivated. (Ryan & Deci, 

2000, 54.) Latham and Pinder (2005, 486) define work motivation as a 
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psychological process that results from the interaction between the worker and the 

environment. 

 

The field of motivation is widely studied, and many theories have emerged. Based 

on their extensive literature review Latham and Pinder (2005) suggest that three 

theories dominate the motivation studies. These are goal-setting theory, social 

cognitive theory, and theory of organizational justice. According to Latham and 

Pinder (2005) the literature today emphasizes the importance of affect and 

behavior. In addition, at the moment there is much research on particularly goals, 

emotions and behavior. Also the meaning of context to motivation has been 

recognized in later studies (Latham & Pinder, 2005; Eccles & Wigfield, 2002, 128). 

The role of context is important also in my research. That is, it would be impossible 

to understand virtual knowledge workers’ initial motivation without understanding 

the virtual context. 

 

Eccles and Wigfield (2002) in turn group motivational theories into four extensive 

categories. One of these focuses on beliefs about competence and expectancy for 

success. Another category focuses on the reasons for engagement, and why 

individuals engage in certain activities. Some of these theories concentrate on the 

question of why individuals engage in different activities. This category includes 

theories that make a distinction between intrinsic and extrinsic motivation. The 

third category of motivational theories includes expectancy and value constructs, 

and the fourth category integrates motivational and cognitive processes. 

 

Self-determination theory SDT is one of the theories that focus on the reasons for 

engagement (Eccles & Wigfield, 2002). It makes the distinction between 

autonomous motivation and controlled motivation, and between motivation and 

lack of motivation, namely amotivation. Autonomy refers to a sense of option and 

experience of choice (Gagné & Deci, 2005, 333). Concepts of autonomous 

motivation, controlled motivation and amotivation presented by this theory indicate 

an individual’s relation to an activity. Intrinsic motivation can be considered as an 

autonomous motivation, and as a prototype of self-determined behavior since 

intrinsically motivated behavior is the result of one’s inner psychological needs. 
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However, even extrinsic motivation can be more or less autonomous or controlled. 

(Gagné & Deci, 2005.)  

 

Gagné and Deci (2005, 340) state that the motivational variables of autonomous, 

controlled and amotivation can be predicted first of all from aspects of the social 

environment like the work climate, and second, individuals’ differences in their 

preference for the autonomous orientation or the controlled orientation. According 

to the research autonomous work motivation is cultivated in environments in which 

tasks are interesting, challenging, allow opportunity to choose, work climate 

supports autonomy, and individuals are highly oriented towards autonomous tasks 

(Gagné & Deci 2005, 354).  

 

Gagné and Deci (2005, 340–341) suggest that it is important to differentiate types 

of motivation. That is, research has shown that autonomous motivation facilitates 

good performance and well-being, but controlled motivation may detract those 

outcomes. As I wrote earlier, the theories of intrinsic motivation seek to answer the 

question why individuals engage in their work (e.g. Eccles & Wigfield, 2002). 

Because my research objective is to find out why individuals participate and 

engage in temporary work on freelance basis at virtual organizations, I will 

concentrate on the distinction between intrinsic and extrinsic motivation. Thus, I 

am not so interested about how the individual attributes or expectancies contribute 

to their outcomes. For this reason, I will next represent the concepts of intrinsic 

and extrinsic motivation in more detail.  

 

3.2.1 Extrinsic motivation 
 

As I wrote in the previous paragraph, several motivation theories make the 

distinction between different types of motivation. The driving forces behind these 

different types of motivation are different reasons or goals that contribute to an 

action. (Ryan & Deci, 2000, 55.) The basic distinction is between intrinsic and 

extrinsic motivation (Frey et al. 2011; Kaufmann et al. 2011; Frey & Osterloh, 

2000; Ryan & Deci, 2000; Amabile 1998). Ryan and Deci (2000) suggest that 

although intrinsic motivation is important, there are lots of situations where people 
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act rather as a result of extrinsic motivation. The concept of extrinsic motivation is 

often used to refer to rewards that do not come directly from the work itself 

(Thomas, 2000, 6). According to Ryan and Deci (2000, 60), extrinsic motivation is 

“a construct that pertains whenever an activity is done in order to attain some 

separable outcome”. Thus, extrinsic motivation can be considered as something 

that comes from outside a person. It relates to one’s desire for rewards like money 

or avoiding of something agonizing. (Ryan & Deci, 2000; Amabile 1998, 79.)  

 

Externally regulated behavior is the classic type of extrinsic motivation and 

prototype of controlled motivation (Gagné & Deci, 2005). Extrinsically motivated 

employees are able to satisfy their needs indirectly, for example through monetary 

rewards (Osterloh & Frey, 2000, 539). However, there are different kinds of 

extrinsic motivation. Some forms of extrinsic motivation are more active and 

volitional, and some are more passive and controlling (Ryan & Deci, 2000, 55). 

Even extrinsically motivated behaviors can represent self-determination to some 

extent as extrinsically motivated behaviors may become more self-determined 

through processes of internalization and integration. (Ryan & Deci, 2000.)  

 

Gagné and Deci (2005, 336) represent four types of extrinsic motivation of which 

external regulation represents the most controlled type of extrinsic motivation. 

Introjected regulation, like self-worth contingent on performance, and identified 

regulation such as importance of goals, values, and regulations, represent more 

self-determined and internalized forms of extrinsic motivation. Integrated 

regulation – coherence among goals, values, and regulations represents 

autonomous motivation, and is the most self-determined form of extrinsic 

motivation. Less interesting tasks may require extrinsic motivation (Gagné & Deci, 

2005, 334) although it would be difficult to think of an employment situation without 

any extrinsic incentives. According to Kreps (1997, 35) extrinsic incentives cannot 

lower effort levels. However, without extrinsic rewards, individual’s effort is at the 

lowest possible level.  

 

The meaning of money as an extrinsic incentive should be noticed in management 

research due to the fact that money is the most important factor in why people 
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work (Mitchell & Mickel, 1999, 569). However, there are differences in people’s 

attitudes towards money (Mitchell & Mickel, 1999; Tang, 1992). Mitchell and 

Mickel (1999, 574) state that money seems to be related to biographical, 

personality, and attitudinal variables. In his research Tang (1992, 201) found that 

income was significantly correlated with satisfaction of work. According to him, 

people who valued money as achievement were less satisfied with work and 

overall life satisfaction. Then again, people with high work satisfaction did not 

consider money as evil. However, as I wrote in previous chapters, today’s 

knowledge workers may be motivated by many other factors than money. Hence, I 

will next represent the concept of intrinsic motivation. 

 

3.2.2 Intrinsic motivation 
 

Ryan and Deci (2000, 55–56) define intrinsic motivation as “doing of an activity for 

its inherent satisfaction rather than for some separable consequence”. Thomas 

(2000, 7, 13) states that ”intrinsic rewards come to workers directly form the work 

they do” and ”are those things about the work that feel good – that generate 

positive emotions”. Hence, it can be said that intrinsic rewards are somewhat 

richer than extrinsic rewards. Intrinsic motivation relates to one’s internal desire 

and enjoyment of performing a task, and individual’s inner passion to solve 

problems. It exists within individuals and in the relations between individuals. It will 

occur only for those activities that have an intrinsic interest for a person. (Ryan & 

Deci, 2000; Amabile 1998, 78–79.)  

 

According to Amabile (1998) and Osterloh and Frey (2000, 540), intrinsic 

motivation may lead to more creative solutions than do external rewards. This 

aspect is somewhat in line with that of Hendriks’ (1999, 99). According to him, 

money may enhance the quantity of knowledge sharing, but it cannot enhance its 

quality. Also the study of Frey et al. (2011, 415) on open innovation platforms 

revealed that organizations that aim to benefit from innovation communities should 

attract individuals that are intrinsically motivated and have diverse knowledge 

bases. Osterloh and Frey (2000, 540) notice however, that even though intrinsic 

motivation has its advantages, intrinsically motivated workers do not always act to 
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the benefit of their employers. In addition, it is more difficult to change intrinsic 

motivation, and the outcome is more uncertain than that of extrinsic motivation. 

Intrinsic motivation is also somewhat more difficult to calculate compared to 

extrinsic motivation that is tradable. (Osterloh & Frey, 2000, 540, 546.) 

 

Based on their analysis Osterloh and Frey (2000, 546–547) state that intrinsic 

motivation is important in cases where there is a need to generate and transfer 

tacit knowledge. According to them, when there is a need for transferring tacit 

knowledge within or between teams, there is greater need for organizational forms 

that emphasize participation and personal relationship. Kreps (1997, 361) states 

that intrinsic motivation relates usually to wide task ambiguity. Also, according to 

him, creativity and the quality of work are typically important in intrinsic motivation. 

 

Even though motivation can be divided into intrinsic and extrinsic motivation, these 

types of motivation are not independent and additive (Gagne & Deci, 2005, 332; 

Osterloh & Frey, 2000) although they often support each other (Thomas, 2000, 8). 

If they were additive, they could be managed based on their relative advantages 

and disadvantages. Osterloh and Frey (2000, 541–542) represent the idea of 

crowding effect. Crowding-out occurs if one considers a task at the same time as 

extrinsically and intrinsically motivated. However, the less valued the attribution of 

a self-determined action is, the more strongly the one believes to be subject to 

outside control.  

 

3.3 Motivating knowledge workers 
 

Organizations in general are dependent on their workers willingness to generate 

new knowledge and transfer their tacit knowledge. It can be stated that knowledge 

generation and transfer is a source of organizations’ sustainable competitive 

advantage. However, knowledge transfer is closely related to motivation. (Osterloh 

& Frey, 2000.) Thus, an important question is, what motivates contemporary 

knowledge workers to transfer their valuable knowledge.  
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Whereas extrinsic rewards were an easy way to motivate individuals in the 

industrial era, in today’s work, motivational issues are more complicated and 

demanding (Thomas, 2000, 6–7). Thomas (2000, 7) argues that today’s workers 

need to be more self-managing, which contributes to ”deeper passions and 

satisfactions than extrinsic rewards can offer”. Thomas (2000, 8–9) notices that in 

the long run, individuals need intrinsic motivators to keep going and to perform at 

their best. Hence, managing for intrinsic rewards has become an important aspect 

in engaging good workers.  

 

Herzberg (1987) has written about factors leading to job satisfaction and 

motivation. He (1987, 112–113) argues that job satisfaction, and job dissatisfaction 

are not opposites of each other. Hence, factors leading to job satisfaction and 

motivation are separate from the factors that contribute to job dissatisfaction. In his 

theory, Herzberg makes a distinction between motivator factors and hygiene 

factors. Motivator factors are intrinsic to the job, and include achievement, 

recognition for achievement, the work itself, responsibility, and growth or 

advancement. Hygiene factors on the other hand are extrinsic to the job, and 

include company policy and administration, supervision, interpersonal 

relationships, working conditions, salary, status, and security. According to 

Herzberg and his research, motivators are the primary cause of satisfaction, and 

hygiene factors are the primary cause of dissatisfaction on the job.  

 

Due to the importance of motivation in enhancing knowledge workers’ 

performance, there are many studies that identify how to motivate individuals. For 

example, the research of Tampoe (1996) identified four key motivators. First, 

personal growth supports the idea that knowledge workers seek intellectual, 

personal and career growth. Second, operational autonomy, relates to work 

environment in which strategic direction and self-measurement indicators guide 

knowledge workers to achieve the tasks assigned to them. Third, task 

achievement, relates to a standard and quality of work of which the worker can be 

proud. Fourth, money, an income as a reward for the work done. If the financial 

incentives meet those prevailing in the industry the other three motivators should 

be used in order to motivate the individuals. (Tampoe, 1996, 184–185.) 
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According to Thomas (2000, 51–58, 110) there are four building blocks for the 

intrinsic motivation. First, meaningfulness refers to ensuring relevant task 

purposes and providing an exciting vision. It also includes characteristics such as 

building a non-cynical climate, clearly identifying passions, and providing whole 

tasks. Whole tasks mean that individuals are given whole projects where possible 

as it provides workers a potential source of pride. Second, it is important to build a 

sense of choice. This means that an individual has a sense of choice on a task. In 

addition, one has a strong sense of ownership of the task, and feel responsible for 

the outcomes of decisions. Choice includes characteristics such as delegated 

authority, trust in workers, security for honest mistakes, a clear purpose and 

information. (Thomas, 2000, 49, 63–71.) 

 

Third building block, according to Thomas (2000, 49, 77–84), is competence. This 

refers to sense of competence on a task when performing work activities well. A 

low sense of competence may lead to situation where one may not care about 

these work activities at all. Competence refers to characteristics such as 

knowledge, positive feedback, skill recognition, challenge, and high, non-

comparative standards. Fourth building block of intrinsic motivation is progress. A 

sense of progress on a task refers to idea that an individual feels encouraged 

about how well the task purpose is achieved. Characteristics of progress include a 

collaborative climate, milestones, celebrations, access to customers, and 

measurement of improvement.  (Thomas, 2000, 49, 91.) 

 

However, it should be kept in mind that motivation is not a unitary phenomenon. It 

is rather subjective experience since people have different levels and different 

orientations of motivation. (Ryan & Deci, 2000, 54.) Also Tampoe (1996, 182) 

states that it is wrong to assume that all workers are interested in the same 

motivators or that they have the same preferences. Thus, it is interesting to study 

similarities and differences among contemporary knowledge workers in virtual 

context. Are there some specific characteristics of online work that motivate 

freelancers to conduct tasks on temporary basis?  
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3.4 Motivation to work on tasks on virtual platforms 
 

There are many studies that have examined individuals’ motivation to engage in 

crowdsourcing platforms. These online ventures are somewhat similar to two of 

my case organizations, namely Solved and Transfluent. However, also Nomovok’s 

expert teams communicate with the help of virtual tools. All three case 

organizations are dependent on their acknowledged experts’ willingness to share 

knowledge whereas traditional crowdsourcing platforms usually tap the knowledge 

and skills of anonymous individuals. Although there are some differences between 

traditional crowdsourcing platforms and my case organizations, there may be 

some similarities in individuals’ motivation to work on tasks via online platform.  

 

Barnes et al. (2015) found in their study that some of the individuals submitting 

tasks on crowdsourcing platforms were freelancers, self-employed or 

entrepreneurs, and only part of the interviewees were also employees or retired 

willing to earn some extra income. In addition, the study (Ross et al., 2010) on 

Amazon’s Mechanical Turk revealed that the workers’ demographics are diverse 

as the range of ages, education levels and socio-economic strata was rather wide. 

With that said it can be assumed that demographics are not necessarily related to 

individual’s motivation to participate. 

 

Estellés-Arolas and González-Ladrón-de-Guevara (2012, 195) conclude based on 

their literature review that the user’s satisfaction in crowdsourcing can be 

economic, social recognition, self-esteem or the development of individual skills. 

Barnes et al. (2015) in turn found that individuals engaged in crowdsourcing used 

these platforms as a method to broaden their skills and expertise, or even as a 

way to change their career. Motivation to engage in this form of work was based 

on financial gain, work-life balance, interest, learning and skills development. In 

addition, the authors noticed that a successful crowdsourced worker have some 

specific attributes such as reliability, motivation and willingness to work, a positive 

attitude to work, responsibility as well self-discipline. Also, most of the individuals 

had a strong work ethic which may be due to pressure resulting from the lack of 

job security.  
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Non-monetary incentives matter to a significant degree in crowdsourcing labor 

markets, and it can be stated that intrinsically motivated individuals are more 

productive than those with extrinsic motivation (Chandler & Kapelner, 2013; Frey 

et al., 2011). In their study Chandler & Kapelner (2013) found that there is a 

connection between the work task’s meaningfulness and the individual’s likelihood 

to participate. Meaningfulness correlated with the amount of output, quality of 

output and compensation individuals required for their time. According to the 

research, high meaning increased quantity of output and low meaning decreased 

quality of output. The authors also found that individuals working on a meaningful 

task worked for smaller amount of money per hour than those whose task was not 

framed as meaningful.  

 

Nov (2007) in turn, found that Wikipedians – people who voluntarily contribute 

content to Wikipedia – are motivated because of fun and ideology. Other 

motivations were values, understanding and enhancement. Wikipedians ranked 

ideology as second out of eight motivators. However, the motivation level was not 

significantly correlated with the contribution level: even though people argued that 

ideology is high on their list of reasons to contribute, it did not increase their 

contribution. As a conclusion it can be said that motivation may be the most 

constitutive factor when formulating a successful group of problem solvers or 

crowdsourcing application. However, as Brabham (2010, 1139) has suggested 

and as previous studies above demonstrate, there is no ultimate set of motivators 

that work for all crowdsourcing cases. That is why further research on the crowds’ 

motivators in different contexts is important.  

4 WORK ENGAGEMENT 
 

The challenge of virtual organizations like Solved and Transfluent as well as its 

freelancer network utilizing Nomovok is that tasks and communication with globally 

distributed experts is organized around virtual platforms. However, in order to 

manage the quality of work and to motivate temporary workers, managers of these 

virtual organizations should know how to engage these experts. Employee 
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engagement is an important topic due to positive consequences it has for 

organizations and their business outcomes (Bakker & Demerouti, 2008; Saks, 

2006; Richman, 2006).  
 

Engaged workers are productive. Then again, workers who are disengaged are 

found to be less productive, less loyal to their companies, more stressed, absent 

more and less satisfied with their personal lives. (Richman, 2006.) Bakker and 

Demerouti (2008, 219) argue that “work engagement is an important indicator of 

occupational well-being for both employees and organizations”. By focusing on 

work engagement, managers are able to create more efficient and productive 

workforce, and organizations gain competitive advantage. (Markos & Sridevi, 

2010, 89, Bakker et al. 2008, 196.)  

 

4.1 Defining work engagement 
 

Research on employee and work engagement has received much attention during 

the last years. The concept of engagement became popular first in business and 

consultancy, and later in academia. (Schaufeli & Bakker, 2010, 10.) The concept 

of employee engagement is rather vast, and there is no generally accepted 

definition for this term. This concept however, can be separated from other 

concepts, such as employee commitment, organizational citizenship behavior and 

job satisfaction (Markos & Sridevi, 2010) as well as organizational commitment 

and job involvement (Maslach et al. 2001, 416.). For example the concept of 

organizational commitment refers to an employee’s loyalty to an organization, 

whereas work engagement refers to the work itself. Hence, engagement is more 

thorough concept that refers to the relationship an employee has with his or her 

work. (Maslach et al. 2001, 416.) Concepts such as employee engagement and 

work engagement are often used interchangeably, although Schaufeli and Bakker 

(2010, 10) argue that the latter is more specific. According to them work 

engagement refers ”to the relationship of the employee with his or her work” 

whereas employee engagement includes the relationship with the organization.  
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Halbesleben and Wheeler (2008, 242) describe engagement as a positive work-

focused psychological state. Engagement is also referred to “positive, fulfilling, 

work-related state of mind that is characterized by vigor, dedication, and 

absorption” (Schaufeli & Salanova, 2007, 189–190; Schaufeli et al., 2002, 86). 

Here, vigor refers to high levels of energy and mental resilience while working. 

Dedication in turn refers to “sense of significance, enthusiasm, inspiration, pride, 

and challenge”. Again, absorption means that one is fully concentrated and carried 

away by his or her work – time passes fast and it is difficult to detach from work. 

Bakker et al. (2006, 466) summarize engaged employees to those that ”feel 

vigorous and strong, are enthusiastic about their work, and they often get 

immersed in their work activities”. Bakker & Demerouti (2008, 209) in turn have 

defined work engagement as “a positive, fulfilling, work-related state of mind”. 

 

Richman (2006) argues that employee engagement is not just about having 

enthusiastic and happy workers. She refers employee engagement to thoroughly 

defined, research-based group of employee attitudes and behaviors that can be 

measured and have an impact on business outcomes. Richman (2006) has 

defined seven characteristics that are related to employee engagement. According 

to her engaged employees 1) are energized, committed and work hard to help the 

company succeed, 2) use their energy, skills, experience and creativity to deliver 

results, 3) say that they work for the firm because they want to, 4) make sure that 

problems they identify get solved, 5) are action-oriented and familiar with taking 

intelligent risks, 6) believe they have an important role in the company, and 7) put 

major effort in doing everything it takes to make and keep the company 

successful, while embracing the company’s culture. 

 

4.2 Engaging knowledge workers 
 

In order to build successful reward strategies, organizations have to know how to 

create and sustain employee engagement (Richman, 2006). The study of Lange et 

al. (2008, 209) revealed that low work engagement, few departmental resources 

and low job autonomy were important factors that predicted employees’ 

willingness to change to another company. Hence the findings suggest that job 
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characteristics and psychological states are important predictors of personnel 

turnover (Lange et al., 2008, 209).  

 

Maslach et al. (2001) have listed six work characteristics that lead to engagement. 

These are sustainable workload, feelings of choice and control, appropriate 

recognition and reward, a supportive work community, fairness and justice, and 

meaningful and valued work. According to Richman (2006) building a highly 

committed and engaged workforce means developing a broader engagement 

strategy that includes advancement opportunities, effective managers, job 

challenge, diversity, flexibility and work-life supports. 

 

Markos and Sridevi, (2010) in turn have listed strategies that employers should 

utilize in order to enhance employees’ engagement, and advance business 

performance. These strategies are to 1) launch an effective recruitment program 

and establish clear goals, 2) enhance leadership commitment through 

representing clear mission, vision and values, 3) promote two-way communication, 

4) enhance job autonomy so that employees have the possibility to choose how to 

do their job, 5) make sure that employees have all the resources they need in their 

job, 6) help employees to increase their knowledge and skills in trainings, 7) give 

proper feedback and conduct employee engagement surveys regularly, 8) develop 

both financial and nonfinancial incentives, 9) build strong corporate culture, and 

10) focus on engaging high-performing employees.  

 

However, some of these strategies described above can be applied only into 

traditional organizational contexts. For example enhancing leadership 

commitment, promoting two-way communication, making sure that employees 

have all the resources they need, and building strong corporate culture can be 

challenging to implement in virtual organizations. For example, there may not be 

two-way communication at all, since work is mostly automatized through virtual 

platform. Hence, it should be studied which of the strategies are applicable in 

virtual context. 
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Bakker et al. (2006) argue that work engagement is related to those resources that 

are available in organizations. Thus, organizations should find the right balance 

between job demands and job resources. With job resources the authors (2006, 

467) refer to physical, psychological, social, or organizational aspects that can be 

either 1) functional in achieving work goals or 2) reduce job demands, and 3) 

enhance personal growth and development. Hence, managers should find out 

what kind of resources benefit and excite employees, and enhance a sense of 

obligation that contributes to greater levels of engagement (Saks, 2006, 614).  

 

In their paper Bakker & Demerouti (2008, 218) present a job demands-resources 

(JD-R) model of work engagement. In this model an individual’s work engagement 

is the result of job and personal resources. Engaged employees tend to have 

different kinds of personal resources compared to other employees. They are 

more optimistic, have better self-efficacy, self-esteem and resilience. Job 

resources, such as social support from colleagues and supervisors, feedback, skill 

variety, autonomy and learning opportunities reduce job demands, help to achieve 

goals and stimulate personal growth. Job resources can play an intrinsic 

motivational role since they have an impact on employees’ growth, learning and 

development. In addition they have an extrinsic motivational role, because they 

are instrumental in achieving work goals. (Bakker & Demerouti, 2008, 211.) 

 

Since there is no synthetic definition of work engagement, Schaufeli & Bakker 

(2010, 20–21) have built a model that integrates several overlapping concepts 

related to work engagement. This model combines the ideas of work motivation 

and work engagement, and is somewhat similar to job demands-resources model 

presented by Bakker and Demerouti (2008). According to Schaufeli’s and Bakker’s 

model, resourceful and challenging work, and positive affectivity lead to 

psychological state that includes job satisfaction, work engagement and job 

involvement. Work engagement is the central psychological state in this model. 

This concept includes behavioral-energetic component that is related to vigor, an 

emotional component that is related to dedication, and a cognitive component that 

is related to absorption.  
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4.3 Summary and theoretical framework 
 
In previous chapter I presented the theory of Schaufeli and Bakker (2010), and 

their integrative model of work motivation and engagement as well as Bakker’s 

and Demerouti’s (2008) job demands resources theory. Based on these theories 

of work engagement, and motivational theories of intrinsic and extrinsic motivation, 

I have formulated a theoretical framework (Figure 6). This theoretical framework 

forms the basis for approaching my research problem.  

 

Based on this theoretical framework I assume that temporary freelance and 

project-based work in a virtual organization have some specific characteristics that 

can be considered as job resources – intrinsic and extrinsic motivators. As I 

described in previous chapter, it can be stated that work engagement is related to 

these resources that are available in an organization (Bakker et al., 2006). 

However, since my case organizations operate in virtual context, I assume, that 

these resources are more related to projects and tasks rather than to an 

organization. Thus, motivators may vary depending on the tasks’ nature. That is, 

tasks may be autonomous tasks or interdependent problem solving tasks.  

 

Here, intrinsic and extrinsic motivators determine the level of work motivation and 

engagement. Finally, work motivation and engagement will most likely contribute 

to creativity, better performance and better outcome. (see Gagné & Deci, 2005; 

Kelloway & Barling, 2000; Osterloch & Frey, 2000; Thomas, 2000; Amabile, 1998.) 

In the empirical part of this study I will try to find out the determinants of work 

motivation and work engagement in virtual context. Also, my aim is to find, if there 

are any differences in motivation between experts who work on autonomous tasks, 

and those who work on interdependent tasks. In addition, I am also curious on 

how work engagement can be managed and strengthened in virtual context. 
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Figure 6. Diagram of theoretical framework. 

 

5 RESEARCH METHODOLOGY 
 
In this section I first describe the empirical study upon which this thesis is based, 

and I justificate the need for qualitative study. Next, I discuss the research design, 

and how the data was collected as well as how I conducted the data analysis. 

After that I critically discuss the reliability and validity of the research. This study is 

part of the research project INNOSPRING CATCH that is carried out in LUT 

School of Business and Management. The objective of the research project is to 

better understand how digitality organizes contemporary work and work 

environment.  

 

The research process of the present study follows the research steps described by 

Bryman and Bell (2007, 405–407). According to them qualitative research starts by 
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developing general research questions. At the starting point of the study I 

designed the research problem based on preliminary literature review. After 

broader literature review, I formulated theoretical framework. In the next phase I 

designed preliminary interview questions and conducted a pilot interview together 

with another student who worked her thesis for the same project.  

 

The second step includes selecting relevant sites and subjects (Bryman and Bell, 

2007). Interviewees were suggested by key persons from case organizations. The 

third step suggested by Bryman and Bell (2007) includes collecting the relevant 

data, and the fourth step includes interpreting the data. Thus, after the pilot 

interview I modified the final interview questions and conducted the rest of the 

semi-structured interviews. Fifth step according to Bryman and Bell (2007) is to 

conduct conceptual and theoretical work. Thus, I started to structure the data, 

which included data codification and analysis on the grounds of Gioia method. In 

the final phase I was able to answer the research questions, and draw conclusions 

as well as give some directions for future study.  

 

5.1 Research approach 
 

My main research question was why knowledge workers participate in 

autonomous microtasking and interdependent problem solving tasks on online 

platforms. Since the purpose of this qualitative case study was to advance the 

understanding of the individual level motivation factors that explain one’s behavior, 

I considered qualitative research to be a suitable approach. Qualitative research 

differs from quantitative research in several ways. First of all, qualitative study is 

concerned with words rather than numbers. In qualitative research, one tries to 

understand the social world by examining the interpretation of that world by its 

participants. The benefit of qualitative research is that it answers the question 

”why?”. (Bryman & Bell, 2007, 402, 418). According to Bryman & Bell (2007, 418) 

qualitative studies have often detailed information about the social worlds. One of 

the reasons to provide descriptive detail is that researchers try to gain contextual 

understanding of social behavior.  
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Although qualitative research can be suitable in gaining insight from a specific 

phenomenon, there are some weaknesses to be noticed. Tuomi & Sarajärvi (2009, 

67–68) as well as Ryman and Bell (2007, 423) argue that some common critique 

qualitative research often confronts, is related to its subjectivity. Other challenges 

relate to the difficulties to replicate the study and generalize the findings. In 

addition, there is lack of transparency since sometimes it’s challenging to explain 

what a researcher in fact did, and on what basis did he or she make the 

conclusions. (Ryman & Bell, 2007, 423–424.) Thus, one should carefully explain 

and justify each phase of the research process (Tuomi & Sarajärvi, 2009, 67.) 

Even though Diefenbach (2009, 891) considers generalizability as one of the 

weaknesses of qualitative research, others (e.g. Tuomi & Sarajärvi, 2009, 74) 

argue that it is not the point of qualitative research to generalise the results. 

However, Gioia et al. (2012, 10) state that it is possible to generalize from a case 

study if the case creates concepts or principles that are somehow relevant also in 

other contexts.  

 

I chose to use an abductive approach that is Gioia methodology in this study since 

the phenomenon studied here is rather new and there are no previous theories 

about this precise phenomenon. Gioia et al. (2012, 12) describe their approach as 

a methodology rather than a method. According to them it as a ”flexible orientation 

toward qualitative, inductive research that is open to innovation”. Hence, this 

approach is open to new concept development and new theory development via 

qualitatively rigorous inductive study. Gioia methodology can be seen as one 

approach in grounded theory research. Grounded theory research in turn is used 

as a practical approach to help researchers understand complex social processes 

(Suddaby, 2006, 638). Suddaby (2006, 639) states that some fundamentalists 

describe quantitative approaches as deductive and grounded theory as inductive 

research approach. However, according to him, neither is true. Rather, new ideas 

can be created by combining these fundamental approaches into abduction. 

Abduction as an approach in grounded theory can be seen as a process by which 

a researcher moves between induction and deduction. (Suddaby, 2006, 683.) 
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In their paper, Gioia et al. (2012) have described a holistic approach to inductive 

concept development. The basic assumption in Gioia method is that the 

organizational world is socially constructed (Gioia et al. 2012, 3). Another 

assumption is that people constructing their organizational realities are 

knowledgeable agents. That is, people know what they are trying to do and can 

explain their thoughts, intentions, and actions. The role of the researcher is then to 

give voice to the informant, and to report their voices thoroughly in the reporting 

phase. Thus researchers are able to discover new concepts rather than utilize 

existing ones. In addition, researchers will less likely miss a key aspect of 

interviewees’ sense making by using prior understandings on their experience. 

(Gioia et al., 2012.) 

 

Also Gioia et al. (2012, 4) notice that qualitative research has long faced the 

criticism “that it does not adequately justify its assertions”. Hence, there is some 

scepticism about qualitative researchers engaging in creative theorizing even 

though their evidence is on rather thin basis. The authors (2012, 2) notice that 

even in organization study, constructs are usually formulated so they can be 

quantified and measured. However, even if this approach has served organization 

studies well, there is a danger that researchers will not gain deeper knowledge of 

organizational dynamics like the experiences and processes. For that reason Gioia 

et al. (2012, 2) argue that when studying social constructs we should concentrate 

“more on the means by which organization members go about constructing and 

understanding their experience and less on the number or frequency of 

measureable occurrences”.  

 

Dienbach (2009) has studied methodological problems related to qualitative 

research that are based on semi-structured interviews. According to him (2009, 

876, 891) some critical issues are first of all the influence of the researcher during 

the whole research process. For example, a researcher’s interests will affect the 

research question, methodological approach, and the interpretation of data. 

Diefenbach (2009, 891) reminds that a researcher has to make his or her own 

implicit assumptions, interests and objectives as clear as possible in order to cope 

with problems of subjectivity. Another weakness according to Diefenbach (2009, 
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877) is that there is no specific research question in the beginning. Rather, it will 

probably be redefined later since the problem at hand often becomes clearer 

during the research process. Third, there are many tools to choose from when 

investigating the research question. However, Diefenbach (2009, 890) comes to 

the conclusion that reformulation is not a problem, but rather a sign for progress 

and better understanding. 

 

In qualitative study, other problems may emerge during the data collection phase. 

It can be, that the selection of the unit of study or the selection of interviewees is 

not done systematically and objectively. In addition, interviewees that are 

influenced by the interview situation might want to mislead the interviewer, and 

hence aren’t reliable sources of information. (Diefenbach, 2009, 891.) Third, there 

are problems with internal validity of data and interpreting of data because 

interview as a method is more vulnerable to the impacts of subjectivity (Diefenbah, 

2009, 876–877) Fourth, Diefenbach (2009, 891) states due to the unique nature of 

findings they cannot be generalized, and one cannot formulate a theory. Fifth, 

Diefenbach (2009, 891–892) is concerned about the lack of critique towards 

qualitative empirical research, despite the problems described above. However, 

Diefenbach (2009) acknowledges that the advantages of this approach is its 

methodological freedom and possibilities for creativity.  

 

5.2 Data collection  
 

In order to gain deep understanding of the researched phenomenon I conducted 

altogether fifteen semi-structured interviews from May to August 2015. Five 

interviewees were selected from each case company. Platform and business 

owners gave a list of potential interviewees and after this the professor leading the 

research project asked them to participate in the research. I was in contact with 

those who agreed and conducted the interviews. Next, I interviewed language 

experts, cleantech experts and open source experts in order to gain deep insight 

into the motivation and engagement factors of these workers. 
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I personally conducted thirteen semi-structured interviews. Of these, two were 

face-to-face interviews and the rest were conducted via Skype. Two of the 

interviews were conducted by another student. Interviews lasted between 22 and 

100 minutes. The duration of the interviewees varied widely since Nomovok’s and 

Solved’s experts were interviewed for two different theses, and Transfluent’s 

experts were interviewed only for this thesis. Interviews were taped and later 

transcribed. In addition, I made some notes during the interviews. This helped me 

to start analyzing the data already after each interview. All the quotations 

presented in this paper are drawn from the interview transcripts. The aim in the 

interviews was to discuss experiences of freelance- or project-based work in 

virtual context, and how this work motivates and engages individuals. In addition, 

the interviews covered other topics including education, employment history, skills, 

and motivation for interdependent problem solving or working on autonomous 

tasks. The age profile of interviewees ranged from categories of 25–35 years to 

45–55 years. Some of the interviewees were employees, and some of them were 

self-employed, freelancers or entrepreneurs. 

 

According to Eriksson and Kovalainen (2008, 80–81) interviews are often used in 

business research because they form an efficient and practical way of collecting 

information that cannot be found in a published form. Another reason is that it is a 

way to gain information of people’s experiences as seen from their points of view. 

Also Tuomi and Sarajärvi (2009, 72) notice that the advantage of an interview as a 

research method is very clear – when we want to find out what an individual think 

or why one acts in a specific way, it is rational to ask him or herself. The benefit of 

an interview is its flexibility. Interviewer can replicate and specify the questions, as 

well as expand the interview if needed. In addition it is possible to ask the 

questions in such sequence as preferred. In any case, an interview is used in 

order to gain as much information as possible. (Tuomi & Sarajärvi, 2009, 73.) 

 

Even though structured and standardised interviews are accused of being 

unnatural and restrictive, semi-structured interviews are a common way to gather 

information in business research (Eriksson & Kovalainen, 2008). The advantage is 

that the data collected is somewhat systematic and comprehensive, but the 
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interview is conversational and informal. The challenge of this method is that even 

though it is somewhat systematic, it may be difficult to compare the empirical data 

because interviewees make their own subjective interpretations of the 

phenomenon and respond in their own ways. (Eriksson & Kovalainen, 81–82.) 

 

Gioia et al. (2012, 5) remind that there is a major risk of being too close to the 

informants’ experience. This might result in losing the higher-level perspective that 

is necessary for informed theorizing. Hence, it is important to keep some criticism 

in mind. In addition, according to the authors it is important to make sure that an 

interview protocol is focused on the research questions and that interview does not 

include “leading-the-witness questions”. I formulated my interview questions so 

that they were in line with research questions, and avoided any questions that 

might lead interviewees to some direction. In addition, I used literature review as a 

background when I drafted important topics for the interview. After the pilot 

interview, I went through the questions and made some small changes. The 

advantage of semi-structured interview was that I had the possibility to skip some 

questions, if the topic had already emerged in our discussion. In addition, I was 

able to ask the informant to specify some of his or her aspects if needed. 

 

Table 2.  Interviewed persons. 

Interviewee Status Age Sex Experience in 
case 
organization 

Country of 
residence 

Nomovok Entrepreneur, 
employed 

35–45 Male 1,5 years Finland 

Nomovok Entrepreneur, 
freelancer 

35–45 Male 4 months non-Finnish 

Nomovok Contract 
worker, 
freelancer 

35–45 Male 1 year 6 months non-Finnish 

Nomovok Entrepreneur, 
freelancer 

25–35 Male 1 year 1 month Finland 

Nomovok Entrepreneur, 
employed 

25–35 Male Over 5 years Finland 

Solved Freelancer 45–55 Male 5 months Finland 

Solved Entrepreneur, 
freelancer 

35–45 Male 3 years Finland 

Solved Entrepreneur, 
freelancer 

45–55 Male 3–4 months Finland 
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Solved Entrepreneur, 
freelancer 

45–55 Female 2 years Finland 

Solved Entrepreneur, 
employed 

35–45 Female 6 months Finland 

Transfluent Freelancer, 
employed 

35–45 Male 2 years Finland 

Transfluent Entrepreneur, 
freelancer 

45–55 Female 7 months Finland 

Transfluent Freelancer 35–45 Female 3 years Finland 

Transfluent Freelancer 35–45 Male 4 years non-Finnish 

Transfluent Freelancer, 
employed 

25–35 Female 3 months Finland 

 

5.3 Qualitative data analysis 
 

Data were analyzed in order to understand freelancers’ and project workers’ 

experiences of temporary work in virtual context. One of the research objectives 

was to compare case organizations and their freelancers’ motivation and 

engagement. Hence, my aim was to become extremely familiar with each of the 

cases ”as a stand-alone entity” (see Eisenhardt, 1989, 540). Thus, I analyzed the 

data of each case separately in order to find some unique patterns and to enable 

cross-case comparison. 

 

Data were classified according to emerging topics and then each topic was sub-

analyzed and developed. Hence, I employed Gioia et al (2012) method as one 

type of content analysis. Content analysis provides a flexible and pragmatic 

method for gaining knowledge of different kinds of phenomenon. (Hsieh & 

Shannon, 2005, 1277, 1286.) Hsieh and Shannon (2005, 1278) define qualitative 

content analysis as a “research method for the subjective interpretation of the 

content of text data through the systematic classification process of coding and 

identifying themes or patterns”. Content analysis can be further categorized into 

inductive or deductive analysis method (Hsieh & Shannon, 2005). Potter and 

Levine-Donnerstein (1999) in turn categorize content analysis into inductive, 

deductive, and no role. However, as I stated earlier, the analysis approach in this 

study is abductive, and thus, analysis is not neither theory nor data driven.  
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In the analysis phase I followed the steps described by Gioia et al. (2012). Thus, I 

first divided the data into 1st- and 2nd-order categories to facilitate their later 

assembly into a more structured form. 1st-order analysis includes an analysis 

using informant-centric terms and codes. 2nd-order analysis includes an analysis 

using theoretical level of themes, that is, researcher-centric concepts, themes, and 

dimensions. In the 1st-order analysis there could easily emerge a myriad of 

informant terms, codes and categories. However, as the research progresses, it is 

possible to start seeking similarities and differences among the many categories in 

order to reduce and combine categories to a more manageable number. It is also 

possible to seek emerging theoretical themes and concepts that might help a 

researcher to describe and explain the phenomena in question. However, 

particular attention should be paid on those concepts that do not seem to have 

special theoretical referents in the existing literature. (Gioia et al., 2012, 4, 6.) 

 

Once a researcher has found a workable set of themes and concepts the next step 

is to examine if it is possible to distil the emergent 2nd-order themes even further. 

When a researcher has the full set of 1st-order terms and 2nd-order themes, and so 

called aggregate dimensions, she has the basis for building a data structure. The 

data structure is a representation of how a researcher progressed from raw data to 

terms and themes during the analysis. (Gioia et al., 2012, 6–7.) After initial stages 

of analysis, it is possible to begin cycling between data, themes, concepts, and 

dimensions and the relevant literature or discover new concepts. At this stage and 

upon consulting the literature, the research process is transforming from inductive 

to a form of abductive research. (Gioia et al., 2012, 7–10.) 

 

The analysis of the data comprised four main stages. First, I started the analysis 

by reading the interview transcripts and organizing the data into different themes 

that included motivation, engagement and motivational and engagement 

challenges. In the second stage I coded the interview transcripts into 1st order 

concepts as I used those terms that emerged from the data, and gave voice to the 

interviewees. Third, I analyzed the data according to more abstract terms that had 

emerged from the prior literature. In the fourth stage the coding continued as I tried 

to identify relationships between and among first order codes and theoretical 
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categories, and trying to cluster them into a few key aggregate dimensions. Here, I 

moved among data, emerging patterns, and existing theory. I have represented 

the findings in tables where one can see the analysis path from illustrations to first 

order concepts and second order themes, and finally to aggregated dimensions.   

 

5.4 Reliability and validity of the research 
 

It can be said that quality in qualitative research means that a research is marked 

by a worthy topic, rich rigor, sincerity, credibility, resonance, significant 

contribution, ethics, and meaningful coherence (Tracy, 2010, 839). The concepts 

of reliability and validity are often used when assessing reliability of a research 

(Tuomi & Sarajärvi, 2009, 136). These concepts are based on the idea of reporting 

the objective reality and objective truth (Hirsjärvi & Hurme, 2001, 185). Bryman 

and Bell (2007, 410–411) notice that qualitative researchers often use the terms 

reliability and validity in similar ways to quantitative researchers as they strive for 

developing criteria for assessing a research. However, according to the authors, 

there are some specific criteria to assess when conducting qualitative research. 

These are authencity and trustworthiness that refer to credibility, transferability, 

dependability, and confirmability.  

 

In qualitative study a researcher should be aware of the fact that he has an impact 

on the information he gets while collecting data. In addition, a researcher should 

be aware of the fact that he makes his own subjective interpretations during the 

research (Hirsjärvi & Hurme, 2001, 189; Eskola & Suoranta, 1998, 211). Hence, a 

researcher should document in detail, on what basis all interpretations are made. It 

is important that research findings reflect the mind of the informants as well as 

possible. (Hirsjärvi & Hurme, 2001, 189.) Also Tracy (2010, 840–841) reminds that 

self-reflexivity and transparency are important in qualitative study. Thus, in order to 

justify my study, I have tried to explain its objective as well as research strategy 

and analysis as well as possible. In order to achieve transparency, I have tried to 

carefully explain all the phases and choices I have made throughout this study.  
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5.4.1 Reliability and validity of data collection 
 

In order to make a reliable and valid research one should precisely plan all study 

phases from data collection to data analysis. Also, different themes and interview 

questions should be planned thoroughly before the actual interviews. One can also 

write down some notes during the first interviews in order to make latter interviews 

more fluent. That is, there may be some research questions that interviewees find 

too difficult to answer and hence need to be replaced by new interview questions. 

(Hirsjärvi & Hurme, 2001, 184.) In order to ensure the reliability and validity of data 

collection, I tried to get familiar with relevant literature before formulating my 

theoretical framework and composing the list of interview questions. In addition, I 

conducted a pilot interview which made it possible to specify some of the interview 

questions afterwards. Also, I made some notes during the next interviews, and 

made some tiny changes to interview questions if I noticed that an interviewee had 

difficulties to answer to them. 

 

According to Pratt (2009, 858–859) all good studies should discuss why research 

is needed and which methods are appropriate. It is also critical to explain why one 

chose this context and this unit of analysis, as well as explain how one got from 

data to findings. Also Tuomi & Sarajärvi (2009, 140–141) suggest that in order to 

guarantee the reliability of data collection a researcher should accurately describe 

what kind of methods are used in data collection. One should also describe what 

kind of technology is used, how all the informants where chosen and when the 

research was conducted. I have carefully described all these circumstances in the 

data collection section of this research.  

 

Tracy (2010, 841) represents the concept rigor as she refers to the idea that there 

should be enough data to support significant claims. According to Pratt (2009, 

856) as well as Eskola & Suoranta (1998, 216), there is no specific number of 

interviews or observations that a qualitative research project requires in order to 

be credible and valuable. Hence, what is enough depends on the research 

question one seeks to answer. Also Diefenbach (2009, 892–893) states that even 
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though increasing the number of interviews may improve the quality of the data 

and reveal some patterns, it will not increase their validity.  

 

Suddaby (2006, 636) in turn reminds that a researcher should continue to collect 

data until no new evidence appears. Hence, too simplistic output may indicate that 

a researcher has stopped collecting data too early. Because there is no clear 

boundary between data collection and analysis in grounded theory, saturation of 

data collection is not always obvious (Suddaby, 2006, 639). Thus, one could 

question if I have collected enough data to support my claims. Also, is the sample 

appropriate given the goals of the study, and did I use appropriate interviewing 

practices? However, I noticed during the interviews that there were a lot of 

repetition in what individuals from each case organization expressed. Hence, I 

believe that saturation was achieved, and five interviewees from each case 

organization gave a sufficient picture of their motivations to work in virtual context.  

 

5.4.2 Reliability and validity of data analysis 
 

When valuing reliability and validity of data analysis, one should pay attention on 

how data was analyzed, and on what basis one made the conclusions (Tuomi & 

Sarajärvi, 2009, 141). Data analysis can be said to be reliable when there isn’t any 

contradictions (Eskola & Suoranta, 1998, 214). I have tried to describe all the data 

analysis phases thoroughly in the data analysis section. As I have mentioned 

earlier, I analyzed all the interview data with the help of Gioia-methodology. This 

systematic analysis method was helpful in eliminating any contradictions in the 

analysis phase. 

 

I employed an abductive research approach that doesn’t ignore previous literature 

but doesn’t take it for granted either. I tried to get familiar with related literature 

before collecting the research data and during the analysis phase even though 

there were not so many previous studies related to this topic. That is how I 

probably avoided one of the common misconceptions that Suddaby (2006) writes 

about. According to him (2006, 634) one common misconception is that a 

researcher who uses grounded theory approach should start a research without 
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any knowledge of prior research, or that a researcher should avoid reading 

existing theory until the data are collected and analyzed.  

 

5.4.3 Reliability and validity of the research findings 
 

A researcher should give readers enough information about how the study was 

conducted in order to give readers the possibility to evaluate results of a study. 

Also, the findings and the opinions of interviewees should be explained as well as 

possible. (Diefenbach, 2009, 892–893; Tuomi & Sarajärvi, 2009, 141; Hsieh & 

Shannon, 2005, 1286.) According to Pratt (2009, 857) there are two problems 

sometimes related to qualitative studies. Another one is telling about data and 

giving interpretation of the data, but not showing it. Another problem arises when a 

researcher shows too much data, but does not interpret it. If one for example 

organizes findings around research questions there might be some weaknesses in 

going beyond the answers and in discussing theoretical contributions.  

 

Pratt (2009, 860) also reminds that showing data is critical in assessing whether 

successful theorizing is credible. He further suggests that it may help to have data 

both in the body of the paper and in tables. To avoid these problems I have 

presented relevant amount of research data both in the findings section as well as 

in tables in the appendixes. These tables include some of the most descriptive 

quotes that informants expressed in their interviews. This is also a way to give an 

objective voice for the interviewees even though one could argue that I have made 

some subjective choices when choosing these specific quotes. Second, I have 

tried to interpret the data as well as possible in the findings and discussion 

sections. One way to organize one’s thinking is to show it in figures (Pratt 2009, 

860). In order to reliably and clearly present all study results, findings are 

represented in the text as well as in the tables and figures. 

 

Even though one could generalize the findings and formulate a theory based on 

them, the external validity of the study cannot be guaranteed. This is due to the 

fact that the findings of qualitative empirical study often emerge from a specific 

context, and hence theory building is somewhat challenging. (Diefenbach, 2009, 
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892–893.) I consider this as a challenge also in my case study. My research 

findings are based on the views of fifteen informants, and hence they represent 

only a small amount of all virtual knowledge workers. However, I believe that 

including three distinct organizations in the study enhances the possibility to get 

some variation among informants’ views. Thus it might be possible to generalize 

the findings to some extent. 

 

Significant contribution means that the study extends knowledge, perhaps 

improves practice and generates ongoing research. In addition, meaningful 

coherence refers to achieving a study’s stated purpose. That is, to credibly 

accomplish what the study was meant to be about. (Tracy, 2010.) The aim of my 

study was to understand what motivates contemporary knowledge workers to 

conduct tasks on freelance basis in virtual context. Interviewing fifteen experts 

from three organizations and comparing the results of these organizations may 

have improved the quality of the data and revealed some patterns. Hopefully the 

study also gave some important information and extended knowledge about this 

relatively new phenomenon.  

6 FINDINGS 
 

In this chapter I will explain each theme and dimension that emerged in analysis 

phase. I try to zoom in on the new concepts or themes and examine them as the 

core ideas of this paper. However, I also pay attention on how different ideas are 

related to previous literature and theories. Here, motivation and engagement 

factors of each case organization are presented separately, because the context 

and the nature of work in each case organization is somewhat different. 
 

It was interesting to notice that even though individuals’ tasks differed in each case 

organization, all the interviewees considered their work as complex knowledge 

work. Interviewees’ education level differed widely, and they generally considered 

work experience at least as important as education. Some of them had worked for 

years in globally operating companies. Majority of interviewees also reported that 
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their tasks require certain amount of creativity. Creativity was seen to add value to 

the business. As one of the cleantech experts put it:  

 
”Creativity brings more possibilities, of course – – you cannot find everything from 
Google. You have to use your own creativity to find a desirable solution for a 
problem”. 
 

6.1 Motivation 
 

My research objective was to explore what motivates temporary knowledge 

workers on virtual platforms. According to the findings, individuals had various 

reasons for starting as an entrepreneur or as a freelancer. For example, three 

cleantech experts had started as entrepreneurs after working several years in 

multinational organizations. They saw freelancing as an opportunity to continue 

working on interesting projects and tasks. One of them reported that he had 

already experienced all other ways of working, and now he was curious to 

experience how this new business concept worked. One of the cleantech experts 

had started as an entrepreneur already during his studies. One of the experts had 

a full-time job, but worked simultaneously on cleantech issues as an entrepreneur.  

 

One of the open source experts mentioned that due to virtuality, it was possible to 

participate globally in interesting projects. According to him there wasn’t too much 

work to choose from locally. Some experts preferred working at home since it was 

less stressful than working with colleagues in the office environment. One of the 

experts mentioned that it was an economic win-win situation for both, for him and 

the customer organizations: as a freelancer, he had the possibility to earn more 

money, and customer organizations were able to save money as he was 

contracted only when needed. One of the experts thought freelancing was a good 

way to earn some extra income in addition to full-time work, and one of the experts 

started as a freelancer as a result of recession and layoff. 

 

Two of the language translators started as freelancers because their previous 

employers had to let workers go due to economic reasons. One of the 

interviewees thought freelancing was a good way to employ herself and she 
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started freelancing soon after her studies at the university. Another interviewee, a 

second year language translator student, thought that if she wanted to work as a 

translator, she had no other possibility than to start as a freelancer in order to gain 

some work experience. One of the interviewees had previously worked in different 

industry sector and ended up working as a language translator partly by chance.  

 

Motivation factors are represented in figures that are modifications of well-known 

Maslow’s hierarchy of human needs. The sequence of motivators is determined by 

how much each motivator was emphasized in the interviews. At the bottom there 

are the most important motivators, and above, important but less emphasized 

motivators. Here, money is seen as the most important motivator. That is, although 

individuals named many intrinsic motivators, they reported about their dependence 

on income. There were different views related to money. For example, one of the 

open source experts stated that to him money indicated how his work was valued: 

 
”In a way, the numbers indicate how my work is valued. I'm not obsessed with 
getting the number higher, although sometimes I negotiate passionately about the 
numbers, but it is more about how my work is valued than anything else.” 
 
Then again, one of the cleantech experts stated that if the monetary compensation 

is on adequate level, then there is no need to think about it, and one is able to 

concentrate on other motivators. Then again, according to him, ”if monetary 

compensation is not ok at all, even non-monetary motivators aren’t enough to fix 

the situation”. One of the language translators crystallized, that non-monetary 

incentives had an important role because the language translators’ compensation 

level decreases all the time. However, ”compared to other motivators, monetary 

compensation is more important, but not the only motivator at all.” Thus, based on 

these views, one may suggest that without any kind of monetary reward 

freelancers wouldn’t have motivation to work on tasks and projects in the long run. 

 

6.1.1 Nomovok 
 

Case Nomovok’s analysis path on intrinsic and extrinsic motivation from 

illustrations to 1st order concepts through 2nd order concepts to aggregate 
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dimensions is represented in Table 1 in Appendix 1. Figure 7 below represents a 

hierarchy of open source experts’ motivation factors.  

 

 

 
Figure 7. Hierarchy of motivation factors according to open source experts.  

 

As the Figure 7 shows, open source experts named autonomy, self-improvement, 

meaningful tasks (fun, interesting and creative tasks), and variety of projects as 

their intrinsic motivators in doing freelance-based work in virtual context. In 

addition, they were motivated by time management and knowledge sharing. 

Autonomy was the most emphasized motivator. By autonomy interviewees 

referred to freedom to choose when and where to work. Also, some experts felt 

that working individually decreased their stress compared to work in traditional 

office environment with colleagues. One of the experts summarized the benefits of 

autonomy: 

 

”– – I am more free to work in the timing I prefer and, also I don't suffer too much 
stress in the office and things like that. – –  there are more, good points for me 
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then because also I have children I have two small daughters so, I can manage 
them, if there is some special need, I am here. – – I like technical tasks so, I can 
do them in an individual way here without issue.” 
 

By self-improving tasks interviewees referred to tasks that gave them a possibility 

to learn something new. Interviewees told that they avoided repetitive and routine 

tasks, and rather were motivated by tasks that included developing and testing 

new ideas, new technology and solving challenging problems. This way they were 

able to grow their experience and improve expertise. Also, self-improvement was 

possible since there were a lot of projects to choose from. By meaningful tasks 

interviewees referred to their excitement to solve problems. They reported that 

problems may sometimes be so fun and interesting, that time flies by and they 

work on tasks day and night. One of the interviewees also reported that he was 

not interested in any higher level position, but instead was satisfied with solving 

problems in interesting projects. 

 

Open source experts reported that they were also motivated by the variety of 

projects. Like one of the experts said, there are more possibilities to find exactly 

what one wants because in virtual context there are no geographical limits. Rather, 

markets and possibilities to participate in projects are global. In addition, the 

experts told that they were satisfied with the fact that they could work for different 

organizations and thus get more experience.  

 

By time management as a motivator experts referred to effective use of time. Also, 

they were able to schedule their work as they preferred. As one of the 

interviewees described, time was used effectively just for work: 

 

”There are lots of freedoms, such as being able to decide how to use your time. 
The benefit is also that as you work alone at home, there are no colleagues 
disturbing and asking this and that. If you work at an office, there are many 
disturbances that aren’t even related to your work.” 
 

In addition, knowledge sharing was mentioned as one motivator. Interviewees 

mentioned that knowledge sharing was a way to get support from colleagues. In 

addition team work was beneficial in learning from other team members. 
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6.1.2 Solved 
 

Case Solved’s analysis path on intrinsic and extrinsic motivation from illustrations 

to 1st order concepts through 2nd order concepts to aggregate dimensions is 

represented in Table 2 in Appendix 1. Figure 8 represents hierarchy of cleantech 

experts’ motivation. Among non-monetary benefits the most important motivators 

were self-improvement, meaningful (interesting, challenging and purposeful) tasks, 

knowledge sharing, autonomy, time management and variety of contacts and 

tasks.  

 

 

 
Figure 8. Cleantech experts’ hierarchy of motivation factors.  

 

By self-improvement cleantech experts referred to the possibility to study and 

learn new things in projects. They reported that those projects that gave them a 

chance to learn the most were also the most interesting. In addition, interviewees 

told that they avoided routine tasks. Also, problem solving in groups gave them a 



64 
  

possibility not only to learn from others but also to share their own expertise. In 

general, interviewees reported that they had the possibility to work on new tasks in 

such projects they had no previous experience of. Learning something new was 

experienced as inspiring and challenging. One of the experts described the feeling 

behind learning and self-improvement: 

 
”It feels great when you solve a problem, I mean the moment when you get the 
idea of something and figure out the solution – – the aha-moment is really 
valuable, when you have worked on an idea and you realize something.” 
 

In addition, cleantech experts were motivated by meaningful tasks. That is, 

working on tasks and projects was sometimes so fun that it didn’t even feel like 

work. Even though projects were challenging, it only increased one’s motivation to 

work. Also, experts reported that tasks and projects should somehow be 

meaningful and significant in order to motivate. For example, according to them, 

working on cleantech issues was meaningful. 

 

Third, experts mentioned knowledge sharing as one of their motivators. According 

to them, the positive side of problem solving in a team was that knowledge 

accumulates as they receive new knowledge from other experts who possibly had 

previous background in different industry sectors. As one of the experts said ”you 

receive more information and distinct perspectives” as there are experts from 

different industries.  Also, working together was more fruitful, as it was described: 

 
”One of the challenges is that working alone may be really mind-numbing. That is, 
you cannot brainstorm and share your thoughts with anyone. Thus, it is nice to 
work in a team. Being able to exchange your ideas with someone and including 
distinct expertise in the work contributes to better results.”” 
  

Also, experts were open to share their own knowledge. As problem solvers in a 

team they had a possibility to work on such ample projects they could never work 

on individually. Thus, being part of network gave them a possibility to take part in 

interesting projects and work on challenging tasks. According to the interviewees 

motivation was also dependent on how the team worked. That is, it was rewarding 

if all team members were highly motivated to work for the same goal. In that case, 

work was more creative and productive, as one of the experts described: 
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”Well, it depends on the whole team, and the objective of a team, as well as the 
atmosphere in a team. – – those experts who I collaborate with have a huge 
impact on my motivation. If we all are highly motivated, the work is more 
productive. There may be even ample challenges, but we solve them – –   
 

Fourth, cleantech experts mentioned autonomy as one of their motivators. They 

were satisfied with the fact that they could schedule their work as they wanted. 

Experts reported that they were used to have a certain amount of autonomy, and 

hence it would be somewhat difficult to work at traditional hierarchical 

organization. Also, autonomy gave them a possibility to flexibly balance between 

work and family life.  

 

Fifth, time management was one of the motivators. Time management was 

strongly referred to effective use of time. Interviewees reported for example that 

they could work on multiple projects at the same time, and hence they could use 

their time effectively. In addition, experts were satisfied with the fact that they 

could work intensively whenever they felt themselves efficient. Also, experts told 

that they were motivated by well scheduled projects with clear goals. Like one of 

the experts said ”finishing a certain stage, and having clear results motivate”. And 

then again, it was less motivating ”if the goals aren’t clear for everyone” and work 

is somehow undefined.  

 

Sixth, cleantech experts were motivated by the possibility to follow their intuition 

and participate in projects that were the most interesting as well as creating 

various contacts. This type of work gave experts a possibility to get to know other 

experts and build networks. As one of the experts stated:    

 
”Of course creating new contacts (motivates), that is, meeting and becoming 
familiar with new people.” 
 

Experts reported that working on projects as a freelancer or as an entrepreneur 

motivates since one can follow his or her intuition and actively seek those projects 

that interest the most. However, it was reported that it is rare that someone offers 

ready-prepared projects, and it is both a challenge as well as motivator to actively 

plan and promote projects to customers. 
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6.1.3 Transfluent 
 

Language translators were motivated by autonomy, meaningful (creative, 

purposeful, and challenging) tasks, time management, self-improvement, and 

variety of tasks. Case Transfluent’s analysis path on intrinsic and extrinsic 

motivation from illustrations to 1st order concepts through 2nd order concepts to 

aggregate dimensions is represented in Table 3 in Appendix 1.  

 

 

 
Figure 9. Language translators’ hierarchy of motivation factors.  

 

Figure 9 represents the hierarchy of language translators’ motivation factors. 

There were two benefits referred to autonomy. First, freelancers were motivated 

by the fact that they could decide where and when to work on tasks. One of the 

interviewees for example described the benefits: 
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”I am really satisfied with this possibility to make my own schedules. I am able to 
travel and work at the same time.”  
 
Second, some translators reported that they didn’t like working in traditional office 

environment, because working independently at home was less stressful. 

Independent working was also seen as more efficient way to work since there 

were no colleagues who might disturb one’s work.  

 

Also, language translators reported that they were especially interested in 

meaningful (creative, purposeful and challenging) tasks. For example, some of the 

interviewees were motivated by translating fictive or marketing contents since 

those texts gave them a possibility to be more creative. Also, according to the 

interviewees, tasks that had some kind of purpose were interesting. That is, one of 

the interviewees said that he was especially interested in translating contents for 

organizations that had some societal meaning, or were doing something ethical.  

 

By time management interviewees referred to efficient and flexible time 

management. Interviewees were motivated by the possibility to schedule their time 

as they preferred, which in turn resulted as efficient time management. One 

translator described efficiency: 

 
”You are able to work at your own phase. At the office you have to wait for other 
people to work on their part of the task first, you are kind of dependent on others. I 
think this is much more efficient way to work. When I work, I really concentrate on 
work, and when I don’t work, I just don’t work.” 
 

In addition, one of the benefits related to time management was flexibility, since it 

was possible to work on tasks at different times and different locations. For 

example, virtuality made it possible to work on tasks while travelling from one 

location to another, like one of the translators described:  

 
”There may be tasks available any time. If you happen to have some extra time to 
work on them, if you for example sit in a bus or in a train, or you just try to kill 
some time. This is a way to use your time in a creative and beneficial way.” 
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In addition, the benefit of working for this globally operating organization was that 

there were tasks available for freelancers day and night. Hence, freelancers are 

able to work even at night if they like. 

 

By self-improvement language translators referred to learning and building 

expertise. According to them tasks should be challenging and contribute to better 

skills. Also variety of tasks was reported as one motivator. Interviewees said that 

they were motivated by tasks from different industry sectors. They referred to 

possibility to choose and work on distinct tasks and projects, although some 

translators concentrate on certain contents like legal texts. Virtual context gave 

translators a wider variation of assignments compared to tasks given at traditional 

translation offices. As one translator described the benefits of virtuality: 

 
”Transfluent has an advantage and resources to market its services globally – – 
Thus, if you as a translator look for variety, you couldn’t ask for more – – there is 
enough variety of tasks, which guarantees that you won’t get bored.” 
 

6.2 Engagement 
 

Second sub question of the research was how can virtual organizations motivate 

and engage knowledge workers. So, in addition to motivation, I asked the 

interviewees to describe their work engagement. My aim was to find out what kind 

of factors engaged and activated freelancers to work on task, and to perform at 

their best. Next, I will describe the findings case by case. 

 

6.2.1 Nomovok 
 

Open source experts mentioned feedback, self-improvement, trust and time 

management as factors that engage them to work on tasks. Case Nomovok’s 

analysis path on engagement from illustrations to 1st order concepts through 2nd 

order concepts to aggregate dimensions is represented in Table 1 in Appendix 2.  

According to the interviewees, feedback, especially positive feedback, increases 

motivation and enhances engagement. One of the experts described how 

motivation leads to engagement: 
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”It sounds really simple, but praises (motivate). Those work always, if someone 
says you’re really good at this – – That always increases your motivation to put 
even more effort in working and showing how good you really can be.” 
 

Interviewees also reported that being able to help customers to achieve their 

goals, and being able to contribute to customer satisfaction enhanced their 

engagement. Next, interviewees emphasized self-improvement as another 

engagement factor. Experts reported that they were enjoying of challenging tasks, 

learning, and improving their expertise. 

 

Third, interviewees reported that they were engaged in building trust between 

customers. With this they referred to taking care of their own image as freelancers 

or entrepreneurs, and completing tasks or projects as they have promised. In 

addition, interviewees said that they were engaged in building trust between team 

members. According to them, it enhanced their engagement, if team members had 

a common goal and team spirit. Fourth, time management was mentioned as 

engaging factor. Interviewees said that they were engaged in projects’ schedules 

as well as in certain amount of work. In addition, clear goals and scheduling were 

mentioned as factors that enhanced engagement. 

 

6.2.2 Solved 
 

Cleantech experts named trust, self-improvement, social capital, time 

management, projects, feedback, and autonomy as engaging factors. Case 

Solved’s analysis path on engagement from illustrations to 1st order concepts 

through 2nd order concepts to aggregate dimensions is represented in Table 2 in 

Appendix 2.  

 

First, trust was mentioned as the most important engaging factor. With trust 

experts referred to their image as freelancers or entrepreneurs, trust between 

team members, and contributing to customer satisfaction. Experts said that they 

were responsible for their own image, and hence they wanted to be well prepared 

as they started working on projects. In addition, they wanted to contribute to 
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outcomes that satisfied customers. According to the experts it was important to 

complete all the tasks as promised. As one of the experts said: ”as an 

entrepreneur you have no change to conduct work that contributes to poor 

results”. Thus, it was important for experts to engage in building trust between 

them and customers. In addition, trust between team members was important, 

because certain chemistry between team members enhanced their engagement to 

work on projects. The level of trust had an impact on experts’ willingness to share 

knowledge: 

 
”Conversely one could say that I’m not willing to share my knowledge if I sense 
that someone is just absorbing others’ knowledge without sharing any of his own. 
– – You have to follow certain rules here. I’m easily offended if someone is not 
playing an ethically fair game. In such a case I won’t share anything.” 
 

Second, interviewees reported about their engagement in self-improvement. That 

is, they were eager to experience new things and learn from distinct projects, and 

in the end build their expertise. Hence, engagement was on a higher level if a 

project was somehow new and it was possible to learn from it. Also, new 

experience enhanced possibilities to participate in new projects. 

 

Third, social capital was one of the engagement factors. Interviewees said that 

they were engaged in the expert network and in the sense of community. For 

example: 

 
”If there is a new project, and you are able to help. You can say that you are willing 
to participate in that project. That is, you want to be part of that community and 
help people where ever your help is needed.” 
 

The benefit in building network and increasing the amount of contacts was that it 

increased an expert’s possibilities to receive new assignments and participate in 

new projects. As one of the interviewees mentioned, there may be a need for 

different kinds of knowledge and skills in different projects. Thus, one may receive 

new assignments through different contacts. That is, a project may be created 

inside an expert network or it may be provided by a customer. 

 



71 
  

Fourth, experts’ engagement was enhanced by time management. According to 

the interviewees it was motivating and engaging to work on projects that have 

clear goals and schedules. One of the interviewees stated that project-based work 

would energize employees even in traditional organizations. In addition, 

interviewees emphasized effective time management. For example, according to 

one expert the ideal situation was a combination of high customer value, minimum 

work time, and high monetary compensation.  

 

Fifth, experts reported that they were engaged in projects. One of the experts said 

that it was easy to engage in a project for example because as a freelancer one 

has only a project to engage in. That is, there is no traditional office environment to 

engage in. Sixth, it had a positive impact on experts’ engagement if they received 

positive feedback from customers or colleagues. Last, experts were engaged in 

autonomy since it gave them a possibility to influence on the content of their work. 

 

6.2.3 Transfluent 
 

Language translators named trust, continuance of task flow, self-improvement, 

feedback, autonomy and meaningful tasks as engaging factors. Case 

Transfluent’s analysis path on engagement from illustrations to 1st order concepts 

through 2nd order concepts to aggregate dimensions is represented in Table 3 in 

Appendix 2. Building trust between them and customer, and trusting the employer 

organization was emphasized the most. Interviewees felt responsibility for 

completing tasks as they had promised, as well as ensuring the quality of work. As 

one translator described: 

 
”As I commit to do something, the result has to be good. It’s very important – – I 
have to do what I have promised to do, and reply politely, and so on.” 
 
 
Another translator said that she preferred not to accept any work if there was any 

risk at making poor quality. Also, she said that it was important to guarantee the 

quality, and thus one has ”to commit to improve skills and knowledge in the long 

run”. Interviewees were willing to use more time for translations, if it only ensured 
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the quality of work. In addition, they noticed that their reputation and image was at 

risk if translations were not done correctly. Hence, it was important to work on 

tasks as well as possible. Also, translators were more engaged, if they trusted 

their customer. 

 

Second, interviewees were engaged by continuance of task flow. That is, as one 

translator crystallized: ”the bigger the task, the better”. In addition, they were more 

engaged if there was an ongoing flow of tasks, since it helped to balance the 

monthly income. One of the interviewees mentioned that she was forced to look 

for another job if there weren’t enough tasks available. 

 

Third, language translators were engaged by self-improvement. That is, the benefit 

of working in virtual context in globally operating organization was that there were 

various tasks to choose from. According to the interviewees, the benefit of 

Transfluent is that it has a wide variety of translation projects and tasks related to 

different industry sectors. Thus, language translators were engaged by tasks that 

were challenging and enhanced their learning and skills. 

 

Fourth, language translators’ engagement was strengthened if they got feedback. 

However, according to them, receiving feedback was rare, although they were 

eager to hear how they had succeeded in their work. As one of them said:  

 
” I haven’t once got any negative feedback during these years. Thus, I’ve assumed 
that my translators are ok, but no one is perfect, and I’m sure that even I have 
done some small mistakes. So, some kind of feedback channel would be good.” 
 

Fifth, translators said that they were engaged in working on tasks because of 

autonomy and possibility to work independently. The benefit was that they were 

able to choose when and where to work. Sixth, translators were engaged in 

meaningful tasks. That is, one of the interviewees said she preferred to work on 

translations that were somehow important and helpful to people.  
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6.3 Motivation and engagement challenges  
!

6.3.1 Nomovok 
 

There were four major motivational and engagement challenges mentioned by 

open source experts. These were lack of social interaction, time management, 

income and safety, and virtual communication. Also, some of the informants 

reported that their motivation and engagement was challenged if projects were 

less motivating. In addition, selling services and lack of respect were mentioned.  

Case Nomovok’s analysis path on motivational and engagement challenges from 

illustrations to 1st order concepts through 2nd order concepts to aggregate 

dimensions are represented in Table 1 in Appendix 3.  

 

First, interviewees reported that they missed social interaction. Challenges 

included lack of colleagues’ support, as well as lack of social network. Experts felt 

that it was difficult to get help from colleagues in virtual context. In addition, as one 

of the experts mentioned, working remotely made one feel sometimes lonely: 

 
”As I’m a social person, at some point I started craving some kind of team or 
community around me – – if you work alone, it is a bit challenging to create a 
sense of team spirit, and try to think that we are doing this together.” 
 

Also, one of the experts said that remote work was sometimes stressful because 

his colleagues didn’t see the progress of his work all the time. That is, if he wasn’t 

in contact with others for a few days, they sometimes got worried. 

 

Second, interviewees emphasized time management as one of the motivational 

and engagement challenges. With this they referred for example to balancing time 

between projects, since the amount of projects often varied during the months. 

According to the experts it was stressful to work on short projects since one had to 

continuously look for new projects. Here, also the lack of clear goals and well 

defined schedules in projects were mentioned as challenges related to time 

management. Sometimes time management challenges occurred if there were 

difficulties in communication between team members who worked in different time 
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zones. In addition, time management was challenging in situations where one’s 

work was dependent on others’ work, and if there occurred any delays. 

 

Third, interviewees were worried about their income and safety. They reported that 

it was somewhat difficult to balance between work and free time, since one’s 

income was dependent on the amount of tasks or projects. Freelancers felt that 

they were less safe than full-time workers since there was no guarantee of regular 

income. They reported that there was a big variation in earnings during the 

months. That is, one of the interviewees preferred longer projects since those 

helped to balance incomes. One of the interviewees said he should look for 

permanent job if he didn’t get more projects. Also, it was mentioned that it is a bit 

difficult to estimate how much one can charge for his or her work. 

 

Fourth, interviewees reported that there were challenges in virtual communication, 

and sometimes there were some misunderstandings. That is, in virtual context it is 

rather difficult to express feelings. As one of the interviewees expressed: 

 
“In this virtual there can be issues. You don't see the face, you don't see the 
person in the eyes so you don't see what he exactly thinks. – – So sometimes, it's 
possible that writing things, help to misunderstand, to understand in a wrong way, 
the emotion of the other person.” 
 

In addition, there had been challenges in communication, if team members 

included different nationalities, and if they had difficulties in speaking fluently some 

common language. 

 

6.3.2 Solved 
 

Cleantech experts named six motivational and engagement challenges. These 

were lack of social interaction, time management, trust, income and safety, selling 

services, and virtual communication. Case Solved’s analysis path on motivational 

and engagement challenges from illustrations to 1st order concepts through 2nd 

order concepts to aggregate dimensions are represented in Table 2 in Appendix 3. 

Lack of social interaction was emphasized the most. With this interviewees 
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referred to dependence on contacts, and lack of sharing ideas. It was reported that 

brainstorming was more fruitful and rewarding if ideas were developed in 

collaboration with someone else. In addition, according to some interviewees, 

complex problem solving is difficult without spoken communication or face-to-face 

interaction with other team members. As one of the interviewees pointed out: 

 
”In order to make some kind of breakthrough, feelings are very important. That is, 
people have to get excited, become interested and realize the new idea that has 
been created.” 
 

That is, according to the interviewees virtual tools are not yet efficient enough in 

communicating and solving problems with others, because experts should be able 

to express their feelings. 

 

Second, interviewees said that time management was sometimes challenging. 

Interdependent problem solving meant that individuals’ work and scheduling were 

partly determined by customers’ schedules, as well as other team members’ work. 

Thus, individuals’ scheduling was partly dependent on other facets. Also, 

interviewees reported about challenges in managing time effectively. Experts for 

example felt frustrated if virtual discussions with other experts led nowhere.  

 

Third, experts named trust as one of the challenges. Here, interviewees referred to 

fair distribution of rewards between team members as well as trust between 

experts. Interviewees were worried about fair distribution of rewards, because it 

wasn’t always clear how much each expert had contributed to a project. However, 

in order to support experts’ motivation, rewards should be divided fairly. In 

addition, experts rarely know the amount of reward at the beginning of a project. In 

order to enhance experts’ motivation, some kind of estimation of reward after the 

beginning of a project would be good. Interviewees also said that without trust 

between experts, it is difficult to collaborate effectively. It was mentioned that 

building trust was easier in face-to-face meetings than via virtual tools. 

 

Fourth, experts mentioned income and safety. They felt hat they would be more 

safe if they were full-time employees. One of the biggest issues was lack of 
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regular income, because as a freelancer one cannot know how much he or she is 

going to earn in the upcoming months. Interviewees were also worried about their 

health, because there was no guarantee of any income if they got sick.  

 

Fifth, experts reported that they had to use a lot of time in selling services. Experts 

had to actively build networks, and be in contact with customers. Hence, being an 

entrepreneur or a freelancer requires skills in selling expertise and services. As 

one of the experts said”the biggest workload is selling your own services and 

knowledge”.  Another expert was in line with this as she stated that 

 
”Balancing time between creating new ideas, selling your ideas and working on 
ongoing projects is sometimes challenging.”  
 

Sixth, experts mentioned virtual communication as one of the challenges. One of 

the interviewees reported that some experts were not yet familiar with 

contemporary collaboration tools and platforms, and preferred traditional 

communication by email. However, this interviewee had good experience of using 

collaboration tools, since that is how all the information was stored in one platform. 

In addition, according to another interviewee, communication via collaboration 

platforms was not that explicit and efficient. Based on the interviews it can be said 

that challenges in social interaction, virtual communication and trust bind together. 

The following illustration gives an example: 

 
”Before team work gets any further, some kind of social interaction should be 
arranged. That is a way to avoid potential misunderstandings and dissatisfactions.” 
 

6.3.3 Transfluent 
 

Three major motivational and engagement challenges were reported by language 

translators. Case Transfluent’s analysis path on motivational and engagement 

challenges from illustrations to 1st order concepts through 2nd order concepts to 

aggregate dimensions are represented in Table 3 in Appendix 3. First, they had 

challenges in time management. Interviewees described that during the years 

translators’ work had become more intense, and schedules for translations were 

tight. Sometimes it was also difficult to schedule and balance between work and 
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free time, since work had to be done whenever a translator received a task. One of 

the interviewees described this: 

 
”Scheduling is a challenge – – because you want to accept as much work as 
possible – – sometimes I have decided to take a few days off, but then I receive 
new tasks. Usually I choose to work even if I had planned to go on a holiday.” 
 

It was difficult to predict when there were tasks available on online platform. In 

addition, there were some situations in which a translator was asked to make 

some changes to the content and translate it again. This in turn increased the time 

used to complete a tasks. However, since a language translators’ reward is based 

on the amount of words translated, the reward remained the same although the 

time used for a translation task increased. 

 

Second, language translators reported that they were worried about their income 

and safety. Interviewees for example felt that their future as freelancers was 

uncertain. Interviewees mentioned that the amount of tasks they were able to work 

on in a day was limited. Also, it was uncertain how many tasks or projects they 

received in a month, and how much they could earn during that time period. 

According to the translators, their payment was on a rather low level, and some of 

them hoped they could have some kind of minimum wage. Freelancers were also 

scared to say no for a customer even if their schedules were tight. That is, they 

were scared that they would no longer receive new assignments from customers. 

One of the interviewees described: 

 
”As a freelancer you have no idea of from where you receive the next task or is it 
coming after one or two weeks. So, being afraid of this, there is a big temptation to 
accept any kind of tasks because one has no clue what’s available next.” 
 

Thus, there is a risk that if one is afraid of choosing the most interesting and 

challenging tasks, he or she will eventually lose an interest and motivation in the 

job. In addition, freelancers felt insecure since there is always a possibility that 

one’s computer breaks down for example, and the work can’t be done. 

 

Third, one of the motivational and engagement challenges was lack of social 

interaction. By this freelancers referred to loneliness and lack of social community 
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like colleagues. Also, some of the interviewees missed discussions with other 

language translators. According to them, discussions would be beneficial when 

translators face some challenges or otherwise have some questions concerning 

translations. 

 

6.4 Comparison between case organizations 
 

One of my research questions was how do knowledge worker motivation differ in 

autonomous microtasking and interdependent problem solving tasks? In this 

section I try to compare case organizations, and present similarities and 

differences between freelancers’ motivation and engagement. Figure 10 highlights 

the differences and similarities in freelancers’ motivation and engagement 

between case organizations. Next, I will describe them in more detail. 

 

 
Figure 10. Comparison between case organizations. 
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6.4.1 Motivational similarities and differences 
 

Autonomy. Open source experts, and language translators emphasized 

autonomy as one of the most important intrinsic motivators. They felt that freedom 

to decide where and when to work was motivating. Work in these two case 

organizations are typically sliced into smaller tasks that can be conducted where 

one wants to. Also, as freelancers they are able to choose when to accept new 

assignments, and at what time of the day they to work. Some of these experts 

preferred to work independently at home since work in office environment with 

colleagues was more stressful. Working at home was also preferred as these 

experts could work efficiently without any interruptions.   

 

Variety of tasks and contacts. Language translators were motivated by the 

possibility to choose and work on such tasks that interested them the most. That 

is, virtual context provides a wider task pool compared to those provided by 

traditional translation offices. Thus, wide variety of available tasks enabled 

language translators to concentrate on translations related to some specific area, 

for example comic translations. In addition, translators were able to work on 

different kinds of contents, which made work more fun and less boring. Also open 

source freelancers emphasized the variety of projects and ability to participate in 

those projects that interested them the most. Thanks to virtuality, experts were 

able to operate globally. That is, tasks weren’t geographically bound.  

 

Ability to participate in certain projects or ability to choose between different 

projects was less emphasized in cleantech experts’ answers. This may be 

because most of the experts worked as entrepreneurs, and they had to be active 

in selling their own services and expertise. Also, there may be less ready-made 

projects to choose from, and some of the projects are created inside expert 

networks by experts themselves. 

 

Self-improvement and knowledge sharing. All interviewees mentioned self-

improvement as one of their motivators. According to the interviewees it is 

possible to learn from changing projects and tasks. Hence, the benefit of being a 
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freelancer was the possibility to work on various tasks in different projects. 

Language translators emphasized self-improvement a bit less than open source 

and cleantech experts. This may be due to the fact that language translators 

conduct autonomous tasks and all of their work is related to translation tasks. 

Then again, cleantech and open source experts collaborate with their colleagues, 

and thus they have the possibility to learn from other experts. That is, open source 

experts, and especially cleantech experts emphasized knowledge sharing as one 

of the motivators. This may be because Solved’s experts collaborate strongly 

throughout projects. However, open source experts’ collaboration is often limited 

to virtual meetings, and work tasks are often conducted independently.  

 

Time management. According to the experts, they are able to work almost at any 

time and any place. That is, freelancers of all three organizations said that they 

were motivated by the possibility to independently balance between work time and 

freetime. Experts said that they were able to work in such pace that best fit into 

their schedules. In addition, freelancers were able to avoid such disturbances that 

might occur at an office environment, like interrupting colleagues. Thus, time used 

for work was used more efficiently. In addition, experts were able to work when 

they felt themselves most efficient. According to the interviewees, the benefit of 

working remotely was also that experts had the possibility to optimize their 

schedules and work on many projects at the same time period. 

 

6.4.2 Similarities and differences in engagement 
 

Based on the findings, Nomovok’s, Solved’s as well as Transfluent’s experts seem 

to engage in the same things. Because experts work on freelance-basis, they 

strongly engage in building trust between them and customers or other business 

partners. Experts from all case organizations emphasized trust as one of the 

factors they were engaged in. That is, experts have to take care of their image as 

freelancers or entrepreneurs, and thus give their best when they work on tasks 

and projects. Thus, also customer satisfaction was seen important. Language 

translators who worked on autonomous tasks aimed at building trust between 

them and employee organization. In comparison, cleantech and open source 
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experts who worked on interdependent tasks aimed at building trust between them 

and other team members as well as between them and customers.  

 

Language translators believed that as trust between them and the organization 

increases, they will more likely receive new tasks in the future. Language 

translators emphasized continuance of task flow as one of engaging factors. The 

reason behind this may be that language translators were worried about regular 

income. That is, they reported that their engagement was strengthened if they got 

bigger tasks and thus, bigger rewards. 

 

In addition to trust, experts from all case organizations named feedback and self-

improvement as factors that strengthened their engagement. Solved’s and 

Transfluent’s experts were also engaged by the possibility for autonomy. In 

addition, Transfluent’s freelancers said that their engagement was strengthened, if 

they had the possibility to translate contents that were somehow meaningful. 

 

Unlike other experts, cleantech experts reported that they were engaged in social 

capital. According to them it was important to work with other experts, to create 

new contacts, and to be part of wider expert community. Then again, unlike other 

experts, open source experts said that they were engaged in time management. 

That is, they were strongly engaged in conducting tasks in such a schedule as it 

was agreed with the employee organization. 

 

6.4.3 Motivational and engagement challenges 
 

Experts who worked on interdependent tasks emphasized social (face-to-face) 

interaction, challenges in building trust between team members, and virtual 

communication as motivational and engagement challenges. Experts who worked 

on autonomous tasks emphasized time management, that is tight schedules, and 

insecure of income and safety. 

 

Lack of social interaction and virtual communication. Especially cleantech 

experts emphasized lack of social interaction as one of the motivational and 
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engagement challenges. Those experts who worked on interdependent tasks 

expressed that there were also some challenges in virtual communication. First, 

according to them, the challenge of virtual communication is that there may occur 

misunderstandings between team members. Second, virtual communication was 

in some cases seen less efficient than face-to-face communication because it is 

more efficient to express thoughts and feelings in face-to-face meetings. Third, 

virtual communication is sometimes challenging if experts work in different time 

zones, and thus it is difficult to be in contact. Some of the interviewees reminded 

that although they work on interdependent tasks, part of the work is conducted 

individually. Thus, these experts should remember that their contribution has an 

impact on other experts’ schedules. 

 

Also, those experts who worked on autonomous tasks expressed that lack of 

social interaction was one of their motivational and engagement challenges. 

However, their emphasis was a bit different than that of cleantech and open 

source experts’. That is, language translators referred to lack of work community 

and loneliness. Then again, cleantech experts expressed that if they worked 

alone, there was a danger that they started to think in some specific way. 

According to them, discussions with other experts were more fruitful, and in 

collaboration there were more ideas created. In addition, cleantech experts 

referred to the fact that social interaction strengthened trust between team 

members, and thus it made collaboration more fluent. All these facts reflect the 

nature of experts’ work and tasks.  

 

Trust. Unlike other experts, Solved’s cleantech experts expressed trust between 

team members as one of the challenges they faced as freelancers in virtual 

context. According to the experts it was important to build trust with other experts 

in virtual context, because existing trust determines how collaboration works in the 

long run. In virtual context there may occur more misunderstandings compared to 

face-to-face communication. Related to trust, one of the challenges was also how 

to distribute rewards between team members. That is, it is not always clear, how 

much each team member has contributed to a project. For example, how an 

expert should be rewarded if he or she has created a concept that will be used for 
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the benefit of a project. Then again, experts often have no clue about the amount 

of reward in the beginning of a project. Thus, how to motivate experts to share 

their ideas and knowledge at the beginning of a project, if they don’t know how 

much they will get paid? 

 

Selling services. One of the challenges expressed especially by cleantech 

experts but also by open source experts, was selling their services. The nature of 

freelancing is that freelancers have to actively search for new projects and tasks, 

and thus sell their ideas, skills and expertise. In addition, sometimes they may sell 

projects that they have created by themselves. On the contrary, language 

translators, who conduct autonomous tasks, admit available assignments from 

task pool on virtual platform. 

 

Time management. Motivational and engagement challenges faced by language 

translators working on autonomous tasks were mostly related to time 

management. Challenges in time management were in turn related to work tasks. 

That is, language translators expressed that today they are able to use less time 

per task, as schedules are tighter than before. One of the reasons behind the 

feeling of having tight schedules may be that Transfluent’s personnel is able to 

keep track of how much an individual uses time per task. From language 

translators’ view, this may add some pressure in their work. However, translators 

also expressed, that sometimes customers have unrealistic expectations of how 

fast contents can be translated. 

 

Also experts who worked on interdependent tasks, mentioned time management 

as one of their motivational and engagement challenges. However, they referred 

to situations in which projects’ goals were somehow unclear or team members had 

unclear roles. These in turn had negative impact on projects as work became less 

efficient. In addition, one of the challenges here was the dependence on other 

experts’ schedules. For example, contacting other team members at certain times 

was sometimes difficult in virtual context. At worst this led to delays in work if other 

experts weren’t available. Time management as a challenge was referred also to 
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situations in which there were too many simultaneous projects going on, and 

experts had to work on them all at the same time. 

 

Income and safety. Experts from all case organizations mentioned income and 

safety as one of the challenges. However, language translators were a bit more 

worried about their income. This may be because language translators conduct 

mostly small, so called micro-tasks, and their reward is based on the amount of 

words translated. In comparison, cleantech and open source experts participate in 

bigger projects that may last several months. Thus, rewards from these long 

lasting projects are bigger compared to micro-tasks. As one of the language 

translators reminded, it is limited how many tasks a translator is able to conduct 

per day.  

 

Feedback. Many interviewees mentioned that they rarely got any feedback, but 

this was especially emphasized among language translators. This may be 

because they work independently through online platform. Thus they don’t get any 

feedback from colleagues. Cleantech and open source experts in turn may receive 

some feedback from colleagues as they share and monitor each other’s ideas in 

discussions on online platform or in face-to-face meetings. 
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7 DISCUSSION 
 
In this section I try to build some meaning with the findings. This can be done so 

that the findings are related to what we already know about existing ideas or 

theories (see Gioia et al., 2012, 10). In addition to theoretical contribution, I make 

some suggestions of how to implement the findings in practice. Finally, I try to 

develop some propositions to guide future research, and discuss about the 

limitations of the study. 

 

6.5 Theoretical contribution 
 

Case organizations Nomovok, Solved and Transfluent gave an example of how 

information and communication technology has changed the way work is 

organized (see e.g. Johns & Gratton 2013; Blackler, 1995, 1040). As I wrote in the 

beginning of this thesis, traditional employment will most likely not be here in the 

future (see e.g. PwC, 2014, Hatch, 2013). Also, all my informants believed that 

freelance-based work is going to increase in the future. However, there was a 

knowledge gap in the literature in what temporary knowledge workers in virtual 

organizations think or do. Thus, my study will extend theories of work motivation 

related to traditional knowledge workers as well as theories related to individuals’ 

motivation to conduct tasks on traditional crowdsourcing platforms. 

 

Based on my study I have, firstly, provided understanding of the factors that 

motivate individual freelancers to participate in interdependent problem solving 

and autonomous microtasking on virtual platforms. Firstly, I can agree with Ross et 

al. (2010) in that online workers’ demographics are diverse as they may differ in 

age and education level for example. As I described before, my interviewees 

differed in age as well as in education. In addition, they had distinct histories in 

work life as some of them started as freelancers or entrepreneurs right after 

studies. Then again, some of them had a long history in multinational 

organizations, and now they wanted to gain some experience of this new business 

concept. Thus, it can be said that demographics are not always related to workers 

motivation to work on temporary tasks on virtual platforms. 
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Previous studies on online work have mostly concentrated on crowdsourcing 

platforms where anonymous individuals work on small tasks and receive small 

rewards in return. In some of these cases non-monetary incentives mattered to a 

significant degree, and some individuals even worked without any monetary 

compensation (see e.g. Chandler & Kapelner, 2013; Nov, 2007). However, my 

informants differ from these previously studied online workers in that they are not 

anonymous individuals, but selected by case organizations instead. As 

freelancers, they have to earn certain amount of money in return for their work. 

Thus, it can be said that money is clearly one of their motivators, even though one 

cannot strictly agree with Mitchell & Mickel (1999) either in that money is the most 

important factor in why people work. My informants mentioned many intrinsic 

motivators, and hence, one can argue that knowledge workers have many other 

expectations towards their work in addition to money (Newell et al., 2002). 

 

Summary of the key findings is presented in Table 3. The key finding of my study 

is that virtual knowledge workers are motivated by autonomy, self-improvement, 

meaningful (fun, creative, challenging and purposeful) tasks, knowledge sharing, 

time management, variety of contacts and projects/tasks, and money. It seems 

that my informants were motivated partly by the same factors than employees at 

traditional organizations. For example, it is already known that knowledge workers 

prefer autonomy and flexibility in their work (Miller, 2012; Newell et al., 2002). In 

addition, they prefer tasks that are interesting, challenging, allow opportunity to 

choose, and work climate that supports autonomy (Gagné & Deci, 2005).  
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Table 3. Summary of research findings. 

Dimension( Findings(

Motivation( Autonomy,!self.improvement,!meaningful!(fun,!creative,!
challenging!and!purposeful)!tasks,!knowledge!sharing,!
effective!and!flexible!time!management,!variety!of!contacts!
and!projects/tasks,!money!

Engaging( Building!trust,!self.improvement,!social!capital!(building!
networks),!time!management,!projects,!feedback,!autonomy,!
continuance!of!task!flow,!meaningful!tasks!

Challenges( Lack!of!social!interaction,!time!management,!trust!(fair!
distribution!of!rewards),!income!and!safety,!selling!services,!
virtual!communication,!less!motivating!tasks/projects,!lack!of!
respect!

 

However, based on the findings, it can be said that there are some specific 

features related to temporary work in virtual context that may attract knowledge 

workers. In other words, some features in virtual work environment especially 

cultivate autonomous motivation (see Gagné & Deci 2005, 354) in addition to 

money as controlled motivation. First, there is greater amount of autonomy 

compared to work in traditional hierarchical organizations, as virtual knowledge 

workers can manage their own work. Second, there is greater amount of flexibility 

as individuals can work on tasks where and whenever they want to. Thus, 

autonomy and flexibility are cultivated to a greater extent compared to work in 

traditional organizations. Another special feature and benefit related to online work 

is time management. That is, virtual work enhances the possibility to work without 

disturbances, such as irrelevant discussions with colleagues. Also, time is saved 

and used effectively as one can work on tasks even while traveling or when there 

is nothing else to do. 

 

Other major benefits of online work are lack of geographical boundaries, and thus, 

the greater variety of tasks as well as the variety of contacts and possibility to 

extend expert network. Experts are able to work on various tasks and projects as 

virtual organizations can provide wider task pools compared to traditional 

organizations. As a result, experts can follow their intuition and choose to work on 
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those tasks and projects that they find the most fun, challenging, creative and 

purposeful. Thus, they won’t get bored, but rather maintain their interest in work. 

For example Thomas (2000, 88) writes that if things are running too smoothly at 

work, there is a danger that one loses his or her interest. It can be said that the 

benefit of the project-based work on virtual platforms is that projects won’t last 

forever. Rather, new projects and new challenges emerge all the time. Also, 

individuals learn from these projects and are able to continuously build their 

expertise. In addition, one of the benefits of virtuality is that experts are able to 

create new contacts. The more contacts they have, the more likely they will find or 

are able to create new projects to participate in. 

 

There are also some similarities between my study and studies that have 

concentrated on motivation to conduct tasks on traditional crowdsourcing 

platforms. For example, my findings are in line with some of the previous studies in 

that online workers are motivated by broadening their skills and expertise, work-life 

balance, interest, learning, and money (Barnes et al., 2015; Estelles-Arolas and 

González-Ladrón-de-Guevara, 2012). In addition, they are motivated because of 

fun (Nov, 2007) and by task’s meaningfulness (Chandler & Kapelner, 2013). Thus, 

my findings are also in line with those of Thomas (2000, 18, 51) as he states that 

considering the role of purpose in work is important in understanding the workers’ 

motivation. That is, if a task is meaningful to an individual, and he or she is excited 

about it, then it is easier to concentrate and put energy on the task.  

 

Based on the findings, I can also agree with Amabile (1998) in that motivation can 

be seen as one of the building blocks of creativity in addition to creative thinking 

skills and expertise. However, also trust is needed. According to the findings, 

those experts who worked on interdependent problem solving tasks were more 

motivated and engaged to share their knowledge and expertise if there was a 

certain amount of trust between team members. Then again, if motivation was at 

high level, experts’ collaboration was more creative and productive.  

 

The key findings or the study are applied in theoretical framework (Figure 11). The 

theoretical framework and theoretical contribution represent the motivation factors 
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of autonomous and interdependent tasks that can be seen as job resources. In 

addition, there is a description of factors that enhance virtual knowledge workers’ 

engagement. These motivation and engagement factors contribute to creativity, 

better performance, and finally, to better outcomes.  

 

 
Figure 11. Diagram of findings related to theoretical framework. 

 

Based on the findings, understanding the occupational context is important also in 

virtual context. Task interdependence as well as outcome interdependence 

(Wageman, 1995) vary between tasks provided by Nomovok, Solved and 
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Transfluent. My findings are in line with Kiggundu (1981, 506) in that workers 

respond to potentially motivating jobs in different ways. As I wrote in the findings 

section, and as the Figures 10 and 11 describe, there are some differences 

between freelancers’ motivation depending on whether they work on 

interdependent or autonomous tasks. That is, experts who conducted 

interdependent tasks were motivated by variety of contacts and building network 

as well as sharing knowledge. That is, they were motivated for example by 

collaboration with other experts, because in collaboration creation of new ideas 

was more fruitful.  

 

Then again, experts working on autonomous tasks were mostly motivated by the 

autonomy. They preferred to work independently and some of them even felt that 

working at an office with colleagues would be more stressful. In addition, 

individuals working on autonomous tasks were motivated by variety of tasks and 

projects. Hence, I agree with Kiggundu (1981, 506) in that the relationships 

between job characteristics and psychological states and outcomes are based on 

individual differences and organizational attributes. 

 

Some authors (e.g. Markos &Sriedevi, 2010; Bakker & Demerouti; Richman, 2006; 

Maslach et al., 2001) have previously listed suggestions of how to engage workers 

in traditional organizations. These engaging factors are for example promoting 

two-way communication, making sure employees have all the resources they need 

in their job, giving proper feedback, building strong and supporting corporate 

culture, work-life support, advancement opportunities, sustainable workload, and 

support from colleagues and supervisors. However, some of these engagement 

factors are not applicable in virtual context. For example, promoting two-way 

communication and making sure employees have all the resources they need and 

building strong corporate culture are challenging to fulfill in virtual context. Then 

again, sustainable workload is something that virtual workers are able to manage 

themselves. 

 

According to my informants, trust, self-improvement, social capital, time 

management, projects, feedback, autonomy, continuous task flow, and meaningful 
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tasks contributed to better motivation and engagement. Thus, there were some 

similarities with the factors that motivate individuals. Then again, challenges in 

motivation and engagement were lack of social interaction, time management, 

trust, income and safety, selling services, virtual communication, tasks/projects, 

and respect. Based on these engagement factors as well as challenges in 

motivation and engagement, Figure 11 makes some suggestions on how to 

motivate and engage virtual knowledge workers. 

 

It seems that compared to workers in traditional organizations, virtual workers are 

challenged by some specific issues like building trust, continuance of task flow and 

feedback for example. Also, according to the study findings, freelancers have to 

take special care of their own image. That is, they can’t afford to make any 

mistakes or poor work. They have to commit in compliting tasks as well as 

possible in order to make customers satisfied and to ensure continuous task flow. 

In addition, interviewees hoped that they would get more feedback so that they 

can improve their competence. Also Thomas (2000, 86) reminds that positive 

feedback enhances one’s commitment to the purpose, and negative feedback is 

important in understanding what is not working.  

 

6.6 Managerial implications 
 
 
The results of this study are likely beneficial for Nomovok, Solved, and Transfluent 

as well as other organizations that operate more or less in virtual context. As the 

amount of virtual organizations increases, it is important to find the best practices 

in managing virtual knowledge work. 

 

Based on the empirical findings, there were many motivators as well as engaging 

factors that contribute to knowledge workers’ performance. Some of the motivators 

are related to the nature of temporary virtual knowledge work, such as autonomy, 

time management, and variety of tasks. That is, these are inherent features related 

to temporary work in virtual context as individuals work remotely, are able to 

manage their time as they prefer, and have the possibility to choose between 
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various tasks and projects. In addition, in order to succeed in business, 

organizations need to have many customers and tasks. Then again, the more 

variety there is in projects and tasks available for freelancers, the more likely these 

experts are motivated. Hence, the more an organization has customers and thus 

available tasks, the more likely their experts will be motivated.  

 

According to the results, virtual organizations should pay special attention to trust. 

That is, trust building in virtual environment is somewhat more challenging 

compared to face-to-face situations. Thus, virtual communication tools should be 

developed and used in a way that supports in building trust. Based on the findings, 

trust needs to be built between experts and customers as well as between experts 

in virtual teams. 

 

One of the motivation and engagement challenges mentioned by virtual 

knowledge workers was that they rarely got any feedback. Feedback is important 

especially for those who work on autonomous tasks. Due to lack of continuous 

communication with other experts, individuals working on autonomous tasks find 

feedback very beneficial in learning and improving their skills. However, feedback 

from customer is also important for those working on interdependent tasks even 

though they may receive some feedback from colleagues. Thus, virtual 

organizations would benefit of developing tools that help in giving feedback.  

 

As virtual knowledge workers conduct tasks remotely and independently, there is a 

certain craving for social interaction. Thus, it would be useful for virtual 

organizations to develop platforms where individuals could contact other experts, 

share their ideas or have some discussions related to their work in general. That is 

how the need for social interaction would be supported and individuals would get a 

stronger feeling of being part of the expert community. In addition, virtual 

organizations could help experts in selling their skills and services. That is, they 

could for example create tools that support experts in creating new contacts in 

online context.  
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Freelancers and self-employed entrepreneurs are often paid on task or project 

basis. Then again, language translators’ are usually paid for the amount of words 

translated. Based on the findings, virtual knowledge workers were worried about 

the continuance of task flow as well as how much they will earn each month as the 

amount of tasks varies. Thus, virtual organizations should develop compensation 

schemes to better meet freelancers’ needs. For example, is it possible to reward 

the best and most active experts by a minimum wage?  

 

As a summary, it can be said that temporary virtual knowledge work has many 

features, such as autonomy, time management, self-improvement and variety of 

tasks that automatically motivate and engage individuals. As these features meet 

the expectations and needs of contemporary knowledge workers, this kind of work 

model will most probably succeed in the future. Also, in order to attract the best 

experts, these online organizations should focus their marketing, recruitment, and 

retention efforts on those motivations that are high in importance. In addition they 

must focus on motivations that are associated with increased contribution and 

engagement. Last, it would be worth considering how virtuality could be better 

utilized in traditional organizations. As virtual work increases, and as the workers’ 

preferences change, also these organizations have to meet the needs of future 

knowledge workers. 

 

6.7 Further studies 
 

The study at hand gave some ideas for further academic research. As I wrote in 

the introduction, temporary work in virtual context is still relatively new 

phenomenon, and there are only limited number of studies related to it. Thus, 

there are still many research themes left for future studies. First, there is room for 

quantitative research. That is, this study could be extended to include more 

organizations and more experts from different sectors. It would be interesting to 

find, how motivation factors are emphasized in quantitative study. 

 

Second, organizations involved in this study are relatively new. Thus, it would be 

interesting to study how virtual freelancers and contract workers are utilized in 
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traditional organizations. And what motivates these experts to work on online tasks 

for these organizations. On the other hand, how are organizations preparing 

themselves to meet the needs of virtual knowledge workers who prefer autonomy 

and variation of tasks in their work? 

 

Third, virtual knowledge workers mentioned selling their services as one of the 

challenges. Thus, it would be interesting to find best practices in how individuals 

sell their services. For example cleantech experts will more likely receive new 

assignments, if they are good at building networks. Thus, it would be important to 

study the best ways to create contacts and build networks. Also, it would be 

important to study, how virtual workers create and build their own brands.  

 

Also, it would be interesting to study what motivators correlate with contribution 

level. For example Nov (2007) found that the top motivators of Wikipedians to 

create content were fun and ideology although contribution level was not 

correlated significantly with the ideology motivation. That is, how does for example 

variation between tasks, tasks’ meaningfulness, autonomy or self-improvement 

contribute to results? 

 

Finally, also the aspect of monetary incentives should be studied further. Based on 

the findings, virtual freelancers are worried about their income and safety. In 

addition, individuals working on interdependent tasks in projects are not always 

aware about the monetary benefit in the beginning of a project. However, it may be 

challenging to motivate individuals without any clear picture of the compensation. 

Thus, it would be beneficial to study more precisely how individuals are motivated 

by money and what kind of compensation schemes be the most suitable. 

 

6.8 Limitations of the research 
 

There can be seen some limitations in this study. As said before, I employed semi-

structured interviews as a research method, and Gioia methodology in analyzing 

the data. Since the experts were allowed to freely answer the questions, some of 

the informants spoke more than others. The length of the interviews varied 
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approximately from 20 minutes to over one and half hour. Thus, the voice and 

opinions of some informants may be over emphasized in the analysis.  

 

In addition, some could question how honestly participants expressed their 

feelings and opinions. Informants were selected by key persons from case 

organizations, and regardless of the fact that interviews were conducted 

anonymously, this may have had some kind of impact on what informants said. 

Also, some topics were more difficult to discuss about, and thus, discussions 

about some themes were not as fruitful as other ones. For example, the questions 

related to work engagement were more challenging to understand than questions 

about motivation. This may be because the two concepts are somewhat similar 

and overlapping. In addition, compared to motivation, work engagement is 

somewhat abstract and less used concept in everyday life.  

 

I interviewed altogether 15 experts, five experts from each case organization. Due 

to relatively small amount of informants, there may be some challenges in 

generalizing the findings. In addition, the case organizations were similar in that 

they were relatively new organizations. Of course one could argue that since there 

were three distinct organizations operating in different service sectors, the 

generalizability of the findings is better. However, it would be interesting to study 

the phenomenon in a wider context. In addition, based on the interviews, it seems 

that all informants were relatively motivated freelancers and entrepreneurs. Thus, 

the results may be different from that if the interviewees were selected randomly, 

and there were also less motivated freelancers included. 

 

Finally, it must be kept in mind that this study was qualitative in nature. Thus, even 

though I have tried to analyze the data objectively, the analysis is based on my 

subjective understanding of what the informants said about the topics. 
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7 CONCLUSION 
 

This study gave an insight on what motivates freelancers to work on temporary 

tasks and solve complex problems on virtual platforms. As a case study, the 

research gave an answer to the research problem based on the views of fifteen 

interviewees from three case organizations. The findings revealed that in addition 

to money as extrinsic motivator, there are many intrinsic motivators that encourage 

virtual knowledge workers to work on tasks. As it was stated in the beginning of 

this thesis, these virtual knowledge workers value the autonomy and flexibility of 

this type of work. That is, they can better balance between work and free time. In 

addition, they can use their work time effectively. Also, they are able to self-select 

their tasks, and be part of wider community as they solve problems in teams and 

create new contacts.  

 

Despite of these motivators, virtual knowledge workers were worried about the 

continuance of task flow, and thus were uncertain about their monthly income. 

However, regardless of the uncertainty, these workers favored temporary work 

instead of permanent employment. Namely, the important benefit of this type of 

work compared to permanent job, is that there is more variation between tasks 

and projects as well as greater amount of autonomy. Thus, an expert won’t get 

bored, but instead enjoys of ongoing learning and self-improvement. In addition, 

due to autonomy virtual workers are able to manage their own time. 

 

Based on the research findings, I can argue that freelancers working on temporary 

tasks in virtual context are not a unitary group. That is, although there are many 

similarities in their motivation to conduct tasks, I also found some differences. 

These differences depend on the type of tasks they work on as well as individuals’ 

preferences. The emphasis in motivators is slightly different depending on whether 

an individual works on autonomous micro-tasks or interdependent problem solving 

tasks. According to the findings of the study, the special motivators related to 

interdependent problem solving include knowledge sharing and creating new 
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contacts. Then again, autonomy and variation of tasks were emphasized among 

those experts who worked on autonomous tasks.  

 

As this new type of work increases, both virtual knowledge workers as well as 

virtual organizations face some new challenges. For example, there are some 

challenges in communication and collaboration. In order to solve complex 

problems, there has to be certain amount of trust between experts. Unless virtual 

tools are not developed, face-to-face meetings are still necessary in order to 

create trust and to motivate individuals to share their knowledge. Also, as 

freelancers are paid on project or task basis, and as there is no guarantee of 

continuing task flow, virtual workers face uncertainty about regular income. Also, 

being a freelancer or self-employed means that an individual has to put more effort 

in selling expertise and taking care of his or her image. Thus, virtual knowledge 

workers have to build their own brands.  

 

The limitation of this study is that it is based on the context of three organizations 

that utilize virtual knowledge work in their businesses. Also, the findings are based 

on the subjective views of fifteen virtual knowledge workers. Thus, it can be 

argued that there are some limits in generalizability of the findings across all virtual 

organizations and virtual knowledge workers. However, there is room for more 

studies, for example quantitative research that extends the study to include more 

experts and virtual organizations. 
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APPENDIX 1. Analysis path on motivation 
 

Table 1. Case Nomovok’s analysis path on intrinsic and extrinsic motivation from illustrations to 1st order concepts through 2nd 

order concepts to aggregate dimensions. 

 

Illustrations+ 1st+order+concepts+ 2nd+order+concepts+ Aggregate+dimension+
The$benefit$of$being$an$entrepreneur$is$that$you$can$quit$

working$and$go$wandering$around$the$city$instead,$if$the$

weather$is$good$and$you$don't$have$any$particular$tasks$to$

work$on$at$the$moment.$You$don't$have$to$explain$to$any$

boss,$why$you$don't$work$today.$Thus,$the$possibility$to$be$

free$is$great$if$you$have$the$skill$to$use$it$correctly.$

Freedom$to$schedule$the$day$

as$one$prefers$

Autonomy,$independence$ Autonomy$

Working$remotely$from$home$gives$me$the$chance$to,$be$a$

bit$less,$nervous$or,$a$bit$less$stressed$with$colleagues$or$boss$

and$things$like$that.$So$it's$a$better$situation.$(DD)$there$are$no$

conflicts$with$colleagues$or,$whatever.$

Working$independently$

decreases$experienced$stress$

Autonomy,$independet$

working$

Interesting$projects,$challenges,$specialities$are$important.$

And$knowing$that$this$is$something$more$challenging,$and$

winning$yourself,$learning$new$things,$problem$solving$and…$

You$have$to$win$yourself$

while$participating$in$

challenging$projects$

SelfDimprovement,$

challenging$tasks$

SelfDimprovement$

For$me$it$is$important$that$I$don't$have$to$repeat$things$too$

much,$rather$I$can$do$new$things$and$improve$my$skills.$

Avoiding$routines$and$

concentrating$on$learning$

SelfDimprovement,$

learning$

I$guess$just,$the$actual$problem$motivates$me.$I$get$some$

idea$okay$maybe$this$will$work.$(DD)$do$that$and$then,$see$the$

result$and$then,$(I$get$a$new)$idea,$maybe.$Yeah$it's$kind$of$a$

cycle$like$that.$

Solving$problems$is$

interesting$and$fun$

Enjoyment$of$solving$

problems$

Meaningful$tasks$
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I$have$worked$with$it$architecture,$and$those$tasks$interest$

me$the$most.$I$like$to$conduct$tasks$that$are$something$

between$creative$and$interesting.$I'm$not$that$interested$in$

working$at$any$higher$position$at$a$organization.$

Possibility$to$work$on$

creative$and$interesting$tasks$

Creative$and$interesting$

tasks$

It's$something$international$so,$you$can$make$known$yourself$

in$a$wider$environment$so$it's$not$only$local$of$my$town.$(DD)$

It's$not$anymore$working$just$for$the$pay$here$in$my$town.$

It's$something$much$more,$much$greater$now,$and$exciting.$

Possibility$to$work$

internationally$in$various$

projects$

International$projects$ Variety$of$projects$

Here,$projects$change$more$often$compared$to$fullDtime$

work$where$you$repeat$the$same$things$from$week$to$week.$

It's$much$more$refreshing$to$work$with$various$projects.$You$

don't$get$bored$as$the$projects$don't$last$forever.$You$always$

have$a$good$motivation$to$start$developing$and$working$on$

new$projects.$

Possibility$to$participate$in$

various$projects$is$

invigorating$

Variety$of$projects$

You$focus$quite$strongly$on$the$work$compared$to$if$you$

work$at$an$office.$People$relax$more$in$between,$you$know,$

so$I$work,$if$I$work$(at$home).$I'm$more$concentrated$on$the$

work$and,$when$I$talk$to$people$I$talk$about$the$work.$(DD)$I$

would$like$to$interact$socially$also$but,$it's$good$for$the$work,$

for$the$project,$to$concentrate$on$the$work$and$get$things$

done.$$

Time$is$used$effectively$for$

working$

Effective$use$of$time$ Time$management$

You$have$a$lot$of$freedom,$and$you$are$able$to$make$your$

own$schedule.$One$of$the$benefits$is$that$if$you$work$alone$at$

home,$there$is$no$one$disturbing$your$work,$asking$you$for$a$

coffeebreak$or$some$irrelevant$questions.$

Freedom$to$schedule$the$

time$used$for$working$

Effective$use$of$time$

The$benefit$of$working$in$a$team$is$that$if$you$are$working$on$

the$same$project,$you$and$your$collegues$can$help$each$other$

in$solving$problems,$or$give$an$advise$for$each$other.$

Sharing$knowledge$enables$

to$get$support$for$solving$

problems$

Support$from$knowledge$

sharing$

Knowledge$sharing$



107 
  

I$think$the$thing$is$that$you$wanna$share$what$you're$doing.$

Get$the$other$people's$ideas$about$things.$A$lot$of$things$(DD)$

(very$nice$if$you$can$just$tell$them)$what$you$do,$(without$

having$to),$contacting$someone$or$directly$emailing$them$or$

something.$$

Learning$from$other$team$

members$

Learning$by$sharing$

knowledge$

As$an$entrepreneur$you$have$to$earn$some$money,$and$you$

consider$money$as$one$kind$of$indicator.$In$the$long$run$it$

doesn't$work$if$you$run$out$of$money.$So$it$has$to$be$one$of$

the$motivators.$

As$an$entrepreneur$one$has$

to$earn$at$least$certain$

amount$of$money$

Dependence$on$income$ Monetary$benefit$

In$a$way,$to$me,$the$numbers$indicate$how$my$work$is$

valued.$I'm$not$obsessed$with$getting$the$number$higher.$

However,$sometimes$I$negotiate$passionately$about$the$

numbers,$but$it$is$more$about$how$my$work$is$valued$than$

anything$else.$

Money$indicates$how$one's$

work$is$valued$

Money$as$indicator$

As$an$entrepreneur$you$have$a$possibility$to$earn$more$

compared$to$that$if$you$were$an$employee.$In$theory,$you$

can$get$better$paid$compared$to$if$you$had$a$fullDtime$job.$

Because$as$an$employee$you$have$a$fixed$salary.$

Possibility$to$earn$more$as$an$

employee$

Possibility$to$earn$

First,$it$was$an$extra$income$in$addition$to$my$fullDtime$job.$I$

was$familiar$with$the$project$that$I$left$over$two$years$ago,$so$

it$was$easy$to$return$to$work$on$it.$To$come$back$and$do$

some$fixing$and$create$new$features.$

Freelancing$gives$possibility$

to$earn$some$more$in$

addition$to$your$monthly$

salary$
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Table 2. Case Solved’s analysis path on intrinsic and extrinsic motivation from illustrations to 1st order concepts through 2nd 

order concepts to aggregate dimensions. 

 

Illustrations+ 1st+order+concepts+ 2nd+order+concepts+ Aggregate+dimension+
I$like$to$work$on$new$things,$to$develop$things$and$so$on.$

Work$should$be$something$inspiring$or$include$developing$

something$or…$Or$something$new$and$inspiring,$and$you$kind$

of$get$to$develop$your$own$thinking.$(DD)$So$called$everlasting$

learning$(DD)$

Prefer$to$work$on$tasks$that$

are$new$and$challenging$and$

enhance$learning$

Learning$ SelfDimprovement$

I$think$that$newness$motivates$as$well.$To$me$routines$are$

something$I$have$left$behind.$I$wouldn't$enjoy$of$doing$any$

routine$work$anymore.$

Avoiding$routines$and$

concentrating$on$new$things$

Avoiding$routines$

Maybe$I$had$already$experienced$everything$else$(DD)$at$some$

point$when$I$was$thinking$my$new$life$and$did$something,$I$

had$the$guts$to$think$that$I$could$do$something$totally$

different$than$before.$(DD)$I$have$work$experience$but$on$the$

other$hand$I$have$no$experience$of$working$like$this$more$

than$from$the$beginning$of$the$year.$For$me$this$is$totally$

new$business$concept,$this$kind$of$business$is$totally$

different$(DD)$

Seeking$for$new$challenges$ Challenges$

My$motivation$to$work$is$approxemately$on$hihgher$level$

because$this$is$so$much$fun.$This$doesn't$even$feel$like$work.$

This$is$just$fun.$And$being$this$passionate$about$your$work$

contributes$to$results.$

Working$on$tasks$and$

projects$is$fun$

Fun$tasks$ Meaningful$tasks$

Although$there$may$be$some$challenges$related$to$your$

work,$it$doesn't$decrease$your$motivation.$It's$rather$the$

opposite.$

Enjoying$challenges$and$

solving$complex$problems$

Interesting$and$challenging$

tasks$
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I$think$the$idea$is$that$whatever$I'm$involved$in,$it's$somehow$

meaningful.$It's$the$word$significance$that's$important.$I$like$

to$work$on$tasks$that$are$meaningful,$only$then$it$motivates.$

(DD)$If$someone$asked$me$to$clean$these$chairs,$I$would$do$it$if$

it$was$fun$(DD)$work$should$be$something$that$motivates$me$(D

D)$the$reason$I$started$as$an$entrepreneur$is$that$I$want$to$do$

things$that$are$significant$and$motivate$me.$

Working$on$projects$that$are$

significant$to$oneself$

Purposeful$tasks$

Working$in$a$team$makes$it$possible$to$learn$from$others,$

and$why$not$also$to$teach$others,$you$can$share$your$

expertise.$In$team$work,$it$is$the$social$aspect$that$motivates.$

Sharing$knowledge$between$

team$members$enhances$

learning$

Learning$by$sharing$

knowledge$

Knowledge$sharing$

If$I$worked$alone,$there$would$be$no$chance$I$could$have$

ever$worked$on$Levi's$strategy.$It$was$only$possible$when$I$

worked$as$a$member$of$a$bigger$team.$You$have$a$chance$to$

participate$in$really$interesting$projects$if$you$have$a$network$

of$skilled$people.$

Participating$in$coDcreation$

and$working$on$interesting$

tasks$

CoDcreation$

One$of$the$most$important$motivators$is$that$you$can$decide$

when$to$work,$because$you$can$fit$your$work$and$familiy$life,$

you$can$participate$in$your$family's$activities$since$your$work$

doesn't$have$any$fixed$schedule.$

One$can$schedule$work$as$he$

prefer$

Scheduling$ Autonomy$

As$I$mentioned$before,$I$wouldn't$ever$consider$start$working$

as$an$employee$if$there$wasn't$certain$possibilities$for$selfD

management$and$autonomy$in$an$organization.$

Enjoying$autonomy$and$lack$

of$hierarchy$

And$if$you$are$an$actor$in$the$network$you$are$able$to$share$

your$expertise$in$short$periods,$you$can$even$participate$in$

many$projects$at$the$same$time$period.$

You$can$share$your$expertise$

in$multiple$projects$at$the$

same$time$

Effective$time$

management$

Time$management$

(DD)$maybe$it's$the$speed,$the$easiness$in$a$certain$way.$And$

by$speed$I$mean$effectiveness$in$time$management.$It$is$

something$I$value.$

Working$is$easy,$fast$and$

effective$

Effective$time$

management$
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You$can$follow$your$intuition,$and$go$and$change$the$

direction$whenever$you$want,$and$participate$in$interesting$

projects.$

Possibility$to$choose$projects$

that$interest$the$most$

Choice,$various$projects$ Variety$of$contacts$and$

projects$

Of$course$incentives$that$may$be$in$different$forms,$some$

kind$of$rewards.$Of$cource$monetary$incentives$in$different$

forms,$may$it$be$nonrecurring$or$wage$overall.$

Different$kind$of$incentives$

motivate$

Monetary$compensation$ Monetary$benefits$

But$when$it$happens,$and$when$you$feel$you$generate$

satisfaction$to$yourself$and$to$others,$then$the$monetary$

reward$should$somehow$be$in$balance$with$it.$

The$amount$of$reward$

indicates$the$quality$of$work$

Money$as$indicator$

To$me$it$(money)$is$not$any$kind$of$motivator,$you$just$have$

to$earn$something$in$order$to$survive.$

Need$for$minimum$income$ Dependence$on$income$
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Table 3. Case Transfluent’s analysis path on intrinsic and extrinsic motivation from illustrations to 1st order concepts through 2nd 

order concepts to aggregate dimensions. 

 
Illustrations+ 1st+order+concepts+ 2nd+order+concepts+ Aggregate+dimension+
The$whole$project$is$a$big$responsibility,$but$it's$also$kind$of$

liberating,$there$is$no$one$behind$you$watching$and$lurking,$$

and$worrying$how$your$work$gets$done.$You$have$also$

certain$freedom$to$decide$how$you$schedule$your$projects,$if$

you$prefer$to$work$day$or$night.$

You$can$choose$to$work$

where$and$when$ever$you$

want$

Autonomy,$independence$ Autonomy$

My$personality$fits$to$the$nature$of$this$work$rather$well$

since$I'm$kind$of$a$loner,$so$I$don't$particularly$miss$any$office$

environment.$

Working$independently$

decreases$experienced$stress$

Autonomy,$independet$

working$

The$creativity,$that$I'm$able$to$write$these$texts,$to$be$

creative,$It$gives$me$a$huge$kick$of$motivation,$that$I'm$the$

one$who$decides$what$the$text$looks$like,$and$what$people$

will$read.$

Being$creative$makes$

working$challenging$and$fun$

Creative$tasks$ Meaningful$tasks$

It$motivates$if$you$are$doing$something$interesting.$Of$course$

it$motivates$too$if$you$are$working$on$something$ethical$(DD)$

because$great$amount$of$work$is$related$to$products$and$

services.$That$product$or$service$should$be$useful$and$

beneficial,$and$not$only$something$to$collect$money.$

Workin$on$purposeful$tasks$

motivates$

Purposeful$tasks$

To$be$able$to$work$at$your$own$pace.$At$the$office$you$have$

to$wait$other$people$and$other$things,$so$you$are$dependent$

also$on$what$other$people$do.$I$think$this$is$much$more$

effective.$

Time$can$be$scheduled$as$

wanted$and$time$used$

effectively$

Effective$time$

management$

Time$management$

There$are$customers$around$the$globe$so$you$can$accept$

assignments$even$in$the$middle$of$a$night.$And$if$you$are$

awake$and$feel$like$working,$you$can$start$translating.$

Possibility$to$work$in$

different$locations$and$at$

different$times$

Flexible$time$management$



112 
  

Yes,$of$course$improving$oneself$as$a$translator$and$language$

scholar,$and$becoming$familiar$with$other$industries$when$$

translating,$and$learning$new$vocabulary,$concetpts$and$

realities$of$those$industries.$

Learning$new$things$and$

building$expertise$

Building$expertise$ SelfDimprovement$

If$you$imagine$a$situation$where$I$continued$as$a$sole$trador$

in$this$town.$I$could$never$work$on$such$versatile$projects$

becaus$this$organization$has$the$(DD)$as$a$translator,$if$you$are$

looking$for$versatility$(DD)$you$have$the$versatility$and$variety$

of$tasks,$and$because$of$that$you$will$not$get$bored.$

Possibility$to$work$on$

different$kinds$of$tasks$and$

projects$

Various$projects$ Variety$of$tasks$

Money,$of$course$it$motivates$to$get$paid.$ Money$motivates$to$work$ Monetary$compensation$ Monetary$benefit$

I$won't$get$any$money$if$I$don't$do$translations,$so$that's$how$

it$motivates.$(DD)$I$have$to$work$if$I$want$to$earn$something.$

In$a$traditional$translation$office$you$get$paid$even$if$there$

wasn't$so$many$assignments.$Unless$there$were$some$layoffs$

or$something.$

Income$depend$on$

motivation$to$work$on$tasks$

Dependence$on$income$

This$is$kind$of$job$that$I'm$good$at.$So$I$don't$have$many$

options$to$earn$money$in$some$other$way.$At$this$point$at$

least.$

This is the only way to earn 
something at the moment 

$$
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APPENDIX 2. Analysis path on engagement 
 

Table 1. Case Nomovok’s analysis path on engaging factors from illustrations to 1st order concepts through 2nd order concepts 

to aggregate dimensions. 

 

Illustrations 1st order concepts 2nd order concepts Aggregate dimension 
Yes, it is important how other people see your effort. 
And how it is valued, of course it is important that you 
get appreciated for your work. And yes it motivates you 
to work on tasks that are somehow significant. 

Feedback and respect 
encourage 

Feedback and respect Feedback 

If you have succeeded in creating something extra value 
in your work, in a way, helping customers to achieve 
certain performance level or whatever the goal has 
been. Being able to achieve that goal better than 
expected. It feels good. 

Helping customers to 
achieve their goals 

Customer satisfaction 

To me, all challenges are engaging, you kind of find new 
things that you can do, and then improve yourself and 
learn. 

Challenges and learning 
new things increase 
commitment 

Challenges and learning Self-improvement 

I engage myself to a project, and developing my 
expertise.  

Engaging in building 
expertise 

Improving expertise 

You have to stick to what is agreed, and what is agreed 
depends on the situation, but you should hold on to 
what is agreed. And it is quite important that you stick to 
that and work according to what is agreed. 

Building trust between 
customer by working as 
agreed 

Trust and image Trust 
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Of course, if they all are experts in some specific field, 
and you can trust them. Trustworthiness is one big issue 
that always comes up.  

Existing trust between 
team members 

Trust in a team 

So it's also everything is monitored tracked so 
everything is possible to see if you are late, if you have 
issues, and so. Then we have a very interesting meeting 
each day, that is always inside this methodology of work 
so there is a brief meeting each morning (--) This 
motivate very much to, give the maximum so the 
maximum result 

Clearly defined tasks and 
schedules in the virtual 
environment motivate 

Clear tasks, goals and 
scheduling  

Time management 

 

 

Table 2. Case Solved’s analysis path on engaging factors from illustrations to 1st order concepts through 2nd order concepts to 

aggregate dimensions. 

 

Illustrations 1st order concepts 2nd order concepts Aggregate dimension 
Quite often you work under your own name, so you 
cannot go and hide behind any business brand. 

Freelancer is responsible 
for his/her own image 

Freelancer's image Trust 

Of course you ask yourself, is this kind of person and 
community you want to work with. I have made that kind 
of choices. If there is no chemistry at all between us, it is 
no use to participate in that project. You rather spend 
time with people you get along with. 

Trust between team 
members is important 
before starting to work on 
project 

Trust between team 
members 

To me engagement means a decision to participate in a 
project. If I have promised to work on a task, even 
though it wouldn't be that motivating one, I will do it as 
promised. 

Working on promised 
tasks in order to build trust 
towards customer 

Trust between customer 

To me engagement means improving my skills. That is, 
what you are able to offer to your business partners in 
the future. 

Engaging in self-
improvement 

Self-improvement Self-improvement 
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Building networks and connecting between experts, and 
receiving new projects through different channels. 
Because sometimes someone may need an expert from 
different sector. So the projects may be created inside 
these networks, not always by customers. 

Engaging in expert 
network may enhance the 
creation of new projects 

Expert network Social capital 

Schedules as well as clear goals are good in speeding 
up one's work as well clear goals. I like schedules and 
well defined objectives. 

Clear schedules makes 
working effective 

Clear schedules Time management 

Of course your goal is a situation where your 
contribution to customer value is as high as possible, 
time use is minimized, but your rewards are as high as 
possible. 

Doing things effectively Effective time 
management 

I guess your engagement in projects and assignments is 
rather strong since there are no office walls or coffee 
machine or anything like that. 

Engaging in projects Projects Projects 

Also other rewards, acknowledgements or credits from 
your friends, colleagues or customers or from anyone. 

Feedback enhances one's 
engagement 

Feedback Feedback 

I guess it's that you can decide and have an influence 
on a task or content of a task, and you may have a 
possibility to use power or utilize your own expertise. 

Freedom to make own 
decisions enhance 
engagement 

Freedom, autonomy Autonomy 
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Table 3. Case Transfluent’s analysis path on engaging factors from illustrations to 1st order concepts through 2nd order concepts 

to aggregate dimensions. 

 
Illustrations 1st order concepts 2nd order concepts Aggregate dimension 
My goal has been to build trust, to be trusted as a 
translator. And now I feel like I've succeeded in that 
since I continuously receive new tasks. 

Building trust is important 
in order to receive new 
tasks 

Building trust Trust 

Generally I aim at being elaborate to make a customer 
satisfied (--) and I try to follow agreed schedule, or even 
return my assignments beforehand. 

You have to guarantee the 
quality of your work in 
order to build trust 

To me it feels fair that the one who sees the task first 
gets the task. I had an internship position in a traditional 
translation office last fall, and there they used to offer 
work by e-mail for one specific translator. 

Fair distribution of tasks 
on virtual platform 

Trust in customer 

Whatever you work on, your reputation is at stake. And 
in theory your image is at risk. Because quite often you 
don't have any kind of personal relationship with your 
employee. 

One is responsible for his 
own image 

Freelancer's image 

It enhances your commitment if you have a possibility to 
participate in a long-term project (--) some long-term 
projects related to software for example. Of course 
those motivate you more than small tasks. 

Getting bigger 
projects/assignments 
enhance commitment 

Long projects Continuance 

Variation of texts, like texts that challenge oneself, and 
of course it motivates if you get more tasks, like getting 
more than one task in a month. To get tasks constantly. 
Then it makes sense to be on their network.  

Constant flow of tasks is 
important 

Continuing flow of tasks 
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The nature of Transfluent as an organization is that it 
guarantees that you are able to improve your expertise, 
because this organization can offer different kinds of 
projects, and I consider it as a good thing. 

The diversity of tasks and 
possibility to improve 
one's expertise lead to 
work engagement 

Improving expertise Self-improvement 

I've supposed that my translations have been ok, but 
nobody is perfect and I'm sure that I too make some 
small mistakes, so it would be good to get some 
feedback. 

Feedback would be 
important in order to build 
expertise 

Feedback Feedback 

One big reason actually, one big motivation to stay in 
virtual context is to compare it to work that is not 
conducted in virtual context.  

One is engaged to 
benefits from working 
remotely 

Independent working  Autonomy 

It would be nice to translate important texts, contents 
that may help people, texts that are rather beneficial 
than entertaining. So I would like to translate contents 
that have some kind of impact on people. 

Doing things that are 
somehow meaningful to 
oneself 

Meaningful tasks Meaningful tasks 
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APPENDIX 3. Analysis path on motivation and engagement challenges 
 

Table 1. Case Nomovok’s analysis path on motivation and engagement challenges from illustrations to 1st order concepts 

through 2nd order concepts to aggregate dimensions. 

 

Illustrations 1st order concepts 2nd order concepts Aggregate dimension 
People aren’t aware of, all your personal struggles with 
some things maybe. But in an office people would be 
more aware, seeing you sitting there working. That is a 
requirement that you kind of, have to keep moving 
forward and, in some way produce something even if it's 
not, you have to kind of... If you're for a few days if you 
don't, talk to them or you don't show something, they 
kind of (get worried). I think that could be (very 
stressful).  

All the work you do 
remotely is not visible 

Lack of interaction Lack of social 
interaction 

The negative thing is that sometimes when the tasks are 
really difficult, you are alone, and there's no one who 
could help you... You can try to get some help over the 
internet but it's not, that easy… 

Lack of support from 
colleagues 

Lack of support 

The challenge related to remote work is that you don't 
have your work community physically around you. For 
me it was a rather big issue when I started to work 
remotely, as working hours increased and study hours 
at school decreased. I had no longer the student 
community around me, and nothing to replace it. 

Lack of social interaction is 
challenging 

Lack of social network 
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The biggest challenge is that you can't control the 
amount of work, so if there are two customers calling 
about two big projects in a week it may be that I have to 
reject the other one, if it's not possible to transfer it 
further. So scheduling is maybe one of the biggest 
challenges. 

Balancing between 
different projects 

Managing time between 
projects 

Time management 

Unfinished projects that aren't well planned or there are 
ongoing changes. Projects that won't proceed. Those 
decrease your motivation.  

Lack of clear goals 
decreases motivation and 
makes time management 
difficult 

Lack of goals and 
schedules 

Before you can continue, there may be some delays (in 
working on tasks) because team members are not 
present, not always even virtually. 

Dependence on other 
members of virtual team 

Time management in 
virtual team 

In the past years it has been a concrete issue that if you 
don't have any work, you don't have any money. But if 
you have work to do, you cannot go on a holiday.  

Balancing between income 
and free time 

Work and free time Income and safety 

Of course I am less safe than to be an employed. As an entrepreneur there 
is no guarantee of income 

Lack of regular income 

Sometimes you may spend a day less efficiently if you 
look at the results. But anyway, you do some kind of 
brainwork, and it is a bit difficult to measure… I usually 
charge per hour. I usually charge for those hours that I 
spend on my computer, or if I really concentrate on 
planning on something or something like that. 

How to charge right 
amount compared to the 
amount of work done 

Income and time 
management 

There can be several issues also in this virtuality job 
because, you communicate with the other but you don't 
understand exactly, the emotion of the other. You just 
see a chat window, you see some sentences, but a 
certain sentence that is not, meant can be understood, 
(--) In any difficult situation it's always better to take the 
phone and call so to understand what the other guy 
think if he's hungry or if he's, worried or whatever.  

Virtual communication 
may lead to 
misunderstandings 

Misunderstandings Virtual communication 
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The challenge is that there isn't any face-to-face 
contact, and thus solving some small issue might 
become something bigger. 

It is too big effort to ask 
small things from others in 
virtual team 

Ineffective 
communication 

Motivating oneself is sometimes difficult and 
challenging, and sometimes I've got some big issues 
with that, so if I don't have anything really interesting 
going on, I'm not that eager to open my computer. 

How to motivate oneself to 
conduct less interesting 
tasks 

Less motivating projects Tasks/projects 

Last spring was really silent and I thought I should start 
selling myself, for real, and promote myself, or 
otherwise I should call it a day because it simply doesn't 
work. 

Getting projects requires 
selling your services 

Selling services  Selling services  

If I kind of feel that I'm not respected for what I do, if I'm 
whosoever, only doing my part of the job, then I get the 
feeling this project is not for me at all. 

Motivation decreases if 
you don't feel respected 

Lack of respect Respect 

 

 

Table 2. Case Solved’s analysis path on motivation and engagement challenges from illustrations to 1st order concepts through 

2nd order concepts to aggregate dimensions. 

 

Illustrations 1st order concepts 2nd order concepts Aggregate dimension 
Perhaps working alone was the biggest challenge. If you 
don't have any social networks, you are quite lonely. 
You may have a good idea, but you should have 
someone to generate this idea with. 

Working is monotonous 
without networks 

Dependence on network Lack of social 
interaction 

If you work independently, there is a risk that you 
always use the same solutions or solutions that first 
come to your mind. 

Independent working may 
lead to lack of versatile 
solutions 

Lack of sharing ideas 
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Challenges relate to human and social interaction, 
because, those are necessary in getting good results. (--
) But these digital platforms should be developed to 
enhance and support spoken communication. 

Need for spoken 
communication in addition 
to written communication 

Communication 

In self organizing team there is no hierarchy or anything 
like that, so the question is, is your work dependent on 
other team member’s work. 

Dependence on other 
team members' schedules 

Dependence on others Time management 

I have couple of partners who I just discuss with, and we 
don't get any results. To me it's actually really 
frustrating, if we don't get any further. To me it's 
important to get fast results. 

Need for effective time 
management and clear 
goals  

Effectiveness 

I could give my own concept for the use of the network. 
If that was the case, then who owns it? In what way are 
other experts allowed to utilize it? The distribution of 
income is one of the biggest issues, that is, what kind of 
rewards each team member gets. You may have used a 
lot of time in developing your own brand, you may have 
a lot of contacts with customers, and you have 
expertise. But is the reward you get for all this, fair? 

Fair distribution of rewards 
between team members 

Distribution of rewards Trust, ownership 

There should be some discussion about the reward right 
in the beginning, even though it is clear that nothing is 
sure, or you cannot know. But it would be nice to know 
the actual time when you know the reward. Of course 
you always work for your own risk. In the beginning the 
project may be abstract, but after that you should know 
how much you get paid. Even if you didn't know it right 
away, you should be aware of how much potential there 
is to earn something. 

Discussion about the 
rewards 
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Of course trust is the most important thing. I have no 
patience to negotiate about the agreement beforehand, 
before you know in what direction this project is 
progressing. You should be able to trust that when a 
project comes to an end, we the reward will be fairly 
split. At some point we will probably have a discussion 
about distribution of income. Is it fair if you compare it to 
who has done what. 

Building trust between 
team members before 
starting a project 

Trust in team 

The uncertainty is overall uncertainty. You are uncertain 
economically. You question if you have any customers 
willing to pay you anything in three months. 

Insecure of regular income Income and safety Income and safety 

As an expert it takes lot of effort to sell your contribution. 
Selling services is one of the biggest things that make 
you busy. 

Selling your services is 
time consuming 

Selling services Selling services 

Problem solving platforms are quite important. That is, 
you have all the ides in one place. However, it is 
sometimes difficult to get people to utilize these tools. It 
is also one big issue in this organization also, that 
people prefer to use traditional email and send it there (-
-) And the communication is lifetime challenge. But I 
think these digital platforms help in getting all the 
information into one place. 

Using virtual 
communication tools is 
challenging 

Virtual communication 
tools 

Virtual communication 
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Table 3. Case Transfluent’s analysis path on motivation and engagement challenges from illustrations to 1st order concepts 

through 2nd order concepts to aggregate dimensions. 

 
Illustrations 1st order concepts 2nd order concepts Aggregate dimension 
Another thing is that the world of freelancing has 
progressed into direction where schedules and (--) it 
feels much more intensive. At the moment it feels like 
everything should be translated in a second. 

Working is intensive and 
schedules are sometimes 
too tight 

Intensive working Time management 

It's not always like this, but there has been a couple of 
bigger projects, and during those projects I haven't had 
any free time. I must have concentrated solely on 
working. 

Balancing between 
working and free time 

Scheduling 

If someone contacts me by e-mail, and sends me 
questions and new text versions all the time, and asks 
me to translate them again. This additional work doesn't 
increase my salary. Rather, its extra work that I'm not 
paid for. It would be different if I worked for hourly wage. 
But I don't, and perhaps never will. Or at least it is very 
unlikely. 

One does not work for 
hour payment 

  

I hope that I'm able to develop my cooperation with 
Transfluent. I would feel myself more secured if I had 
some kind of minimum wage, and then some kind of 
bonus on top of it. 

Freelancing does not 
guarantee minimum 
income 

Income Income and safety 

Because your salary doesn't simply increase to keep 
pace with inflation. (--) the wage level is rather stable or 
might even decrease. So you have to continuously 
eliminate those employers who will not raise your wage 
or then you have to refuse to take new assignments, the 
amount of those assignments with unrealistic low 
compensation increases from year to year. 

Decreasing incomes lead 
to lack of engagement 

Decreasing income 
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It's like one day you get four translations and then you 
have nothing for two weeks. So do you have time to 
work on them right away when you receive them. It's like 
you cannot plan when to work. You can't make any 
schedule, and you have no idea of how much you get 
paid this month. 

Lack of social security and 
income 

Guarantee of work 

Freedom is nice, but this way of working is also kind of 
lonely, and maybe that's why I would rather work at an 
office environment. 

Working is lonely due to 
lack of working community 

Lack of social 
community 

Lack of social 
interaction 

If you think of working only as a freelancer, the social 
support would be nice, because it's lonely. (--) Well at 
least if you stuck on something while working on 
translations, so if you had some colleagues you could 
lean on and discuss with about this problem. 

Social support would be 
important 

Lack of social support 

 

 

 

 

 

 

 

 

 

 

 

 


