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H
ybridit, eli kasvokkain 
ja verkossa oppimisen 
ja työskentelyn tavat 
ovat nopeasti muo-
dostumassa uudek-
si normaaliksi pande-
mian jälkeisessä yh-
teiskunnassa. Mitta-

vat koronarajoitukset ja sosiaalinen eris-
täytyminen pakottivat myös koulutuksen 
siirtymään digitaalisiin ympäristöihin, lä-
hes yhdessä yössä. Luentotyyppisen ope-
tuksen verkkoon siirtymisen lisäksi tilan-
ne synnytti nopeasti uusia toimintamal-
leja myös moniin erilaisiin lähtökohtai-
sesti yhteisöllisiin toimintoihin, kuten tii-
mityöhön ja -oppimiseen, palavereihin ja 
konferensseihin.

Hybridityö ja 
-oppiminen 
pandemian 
jälkeen

COVID-19 -pandemian jälkeen 
hybridi- ja etätyöhön liittyvän tutkimuk-
sen määrä on kasvanut räjähdysmäisesti. 
Tutkimus on ammattikasvatuksen näkö-
kulmasta kuitenkin ollut varsin hajanais-
ta ja uudenlaisia työn tekemisen tapoja 
(new ways of working, NWW, 545 uutta 
viitettä vertaisarvioituun tutkimuskirjal-
lisuuteen Elsevierin bibliografisessa Sco-
pus-viitetietokannassa vuosilta 2020-23, 
tarkistettu 29.5.2023) kuvataan eri tut-
kimuskentillä monilla eri rinnakkaisil-
la ja osin päällekkäisilläkin termeillä, ku-
ten hybridityö (hybrid work, 213 viitet-
tä), virtuaalityö (virtual work, 1268 vii-
tettä), joustava työ (flexible work, flexi-
time, 573 viitettä), etätyö (remote work, 
1706 viitettä; teleworking, 1095 viitettä), 

Timo Nevalainen
FM, lehtori (Amk)

Tampereen ammattikorkeakoulu

timo.nevalainen@tuni.fi

Hanna Teräs
FT, Yliopettaja

Tampereen ammattikorkeakoulu
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kotoa käsin tehtävä työ (working from ho-
me, WFH, 1832 viitettä). Kokonaan oma 
lukunsa on koulutukseen hybridiyhteisöis-
sä liittyvä terminologia, josta esimerkkeinä 
ainakin joiltain osin rinnakkaiset ja pääl-
lekkäiset termit etäopetus (distance edu-
cation, 5051 viitettä), verkko-oppiminen 
(online learning, 18194 viitettä), sulau-
tettu oppiminen (blended learning, 4690 
viitettä), hajautettu oppiminen (distribut-
ed learning, 1398 viitettä) ja joustava op-
piminen (flexible learning, 493 viitettä). 
Uudenlaista työtä ja oppimista kuvaavien 
termien moninaisuus kertoo toisaalta laa-
jasta kiinnostuksesta näihin teemoihin liit-
tyviin ilmiöihin eri aloilla ja toisaalta nä-
kökulmien moninaisuudesta myös näiden 
alojen sisällä.

Uudenlaisten työn tekemisen ja oppi-
misen muotojen taustalla vaikuttaa CO-
VID-19 pandemian lisäksi erilaisten tek-
nis-taloudellisten intressien verkosto, joka 
on puskenut niin työtä kuin koulutustakin 
kohti kiihtyvää digitalisaatiota. Petersin 
ja Bulutin (2011) mukaan “kognitiivises-
sa kapitalismissa” tiedosta ja erityisesti ky-
vystä käsitellä informaatiota on tullut tär-
kein taloudellisen tuotannon väline ja työn 
ja koulutuksen kiihtyvä digitalisaatiokehi-
tys nähdään välttämättömänä niin yritysten 
kuin valtioidenkin taloudellisen kilpailuky-
vyn ylläpitämiseksi. COVID-19 pandemia 
kiihdytti tätä jo pitkään jatkunutta kehi-
tystä ennennäkemättömällä tavalla ja pois-
ti käytännössä yhdessä yössä kaikki aiem-
min tällaista kehitystä hidastaneet esteet, 
kuten opettajien vastarinnan sellaisia työ-
tapoja kohtaan, jotka eivät suoraan palvel-
leet heidän työnsä pedagogista tarkoitusta. 
Etätyöstä ja erilaisten digitaalisten työväli-
neiden käytöstä tuli yhdessä yössä ainoa ta-
pa, jolla koulutusta voitiin pitää yllä ja kah-
den eristysvuoden aikana niiden käytöstä 
tuli totunnainen ja normaali tapa suorittaa 
opetustyötä ja opiskelua.

Pandemiatilanteen tasaannuttua vai-
kuttaa siltä, että hybridityö ja -oppiminen 
ovat tulleet jäädäkseen. Sosiaalisen eristäy-
tymisen aika osoitti, että monissa tapauk-
sissa työskentely ja opiskelu eivät välttä-
mättä vaadi läsnäoloa tietyssä paikassa 
tiettyyn aikaan. Työyhteisöihin ja kou-
lutusorganisaatioihin kohdistuukin nyt 
painetta mahdollistaa hybridi työskente-
ly ja opiskelu voidakseen paremmin kil-
pailla työntekijöistä ja opiskelijoista, jotka 
osaavat nyt vaatia näitä mahdollisuuksia 
(Trevor & Holweg, 2023). Hybridityös-
kentelyyn ja -opiskeluun liittyy kuitenkin 
ilmiöitä, jotka on syytä huomioida ja joi-
ta on tarpeen tarkastella eri näkökulmis-
ta. Hybridien toimintamallien vaikutus-
ta ammatilliseen kasvuun, oppimiseen ja 
yhteisöllisyyden rakentumiseen ei ole vie-
lä tutkittu riittävästi. Erityisen kiinnostava 
tutkimuksen alue olisikin sellainen hybri-
dityön tutkimus, joka tunnistaa kasvua ja 
oppimista edistävän yhteistyön kulttuurin 
merkityksen ammatillisen kasvun ja oppi-
misen mahdollisuuksille.

Hybridityön vaikutus 
hyvinvointiin

Uudenlaisten työn tekemisen muo-
tojen vaikutuksia työntekijöiden 
psykologiseen hyvinvointiin on 

tutkittu laajalti yksilöiden näkökulmasta. 
Tästä hyvä esimerkki on American Psy-
chologist -lehdessä julkaistu laaja koon-
tiartikkeli etätyön psykologisista vaiku-
tuksista (Kniffin ja muut, 2021). Artik-
kelissa 16 psykologian tutkijaa käsitteli 
aiemmin julkaistua kirjallisuutta sen nä-
kökulmasta, miten työn tekemisen tavat 
muuttuvat eri aloilla erilaisissa tehtävissä 
ja miten tuo muutos vaikuttaa työnteki-
jöihin. Artikkeli nosti esille mm. sellai-
sia tekijöitä, kuin työntekijöiden lisään-
tynyt tarve ‘navigoida’ työaikana tiloissa, 
jotka he mahdollisesti jakavat kotonaan 
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toisten kanssa. Myös työn, vapaa-ajan ja 
perhe-elämän välisten rajojen asettami-
nen on tullut hankalammaksi selkeiden 
siirtymien puuttuessa näiden väliltä. Siinä 
missä johtajat työyhteisöissä ja opettajat 
koulutusorganisaatioissa ovat olleet huo-
lissaan hallinnan tunteen menettämisestä, 
työntekijät ja opiskelijat kokevat digitaa-
lisen valvonnan ja esim. videoneuvottelut 
erityisen kuormittavina (Kniffin ja muut, 
2021). Videokonferenssien aiheuttaman 
väsymyksen on myös todettu olevan yh-
teydessä yhteisöön kuulumisen kokemuk-
sen kanssa (Bennett ja muut, 2021).

Toisaalta hybridityöskentelyyn yhdis-
tetään myös monia hyviä puolia, ja sen 
vaikutus hyvinvointiin on monin tavoin 
myös positiivinen. Joustavuus, työmat-
koissa säästetty aika ja viihtyvyys lisää-
vät työn ja muun elämän tasapainon ko-
kemusta, ja nämä elementit ovat saaneet 
monet arvostamaan hybridityön mahdol-
lisuutta seikkana, jolla on paljonkin pai-
noarvoa työ- tai opiskelupaikkaa valit-
taessa (Gratton, 2021; Trevor & Holweg, 
2023).

Koulutusorganisaatioissa hybridi- ja etä-
työskentelyn psykologisen hyvinvoinnin 
kysymykset ulottuvat sekä opetushenki-
löstöön että opiskelijoihin. Hybridiopetus 
tuo mukanaan teknologisia, pedagogisia ja 
yhteisöllisiä haasteita. Hybridit oppimisen 
ja opetuksen mallit edellyttävät itsestään 
selvästi digitaalisia taitoja niin opettajil-
ta kuin opiskelijoiltakin. Opettajien di-
gitaalisista valmiuksista on puhuttu pal-
jon, mutta vaikka tämä keskustelu onkin 
aiheellinen, hybridiopetuksen suurimmat 
haasteet eivät välttämättä liity teknologian 
käyttöön. Esimerkiksi Li ja muut (2023) 
toteavat, että hybridiopetuksen pedago-
ginen suunnittelu, valmistelu ja opetusti-
lanteiden toteutus kuormittavat opettajia 
enemmän kuin pelkkä verkko- tai lähiope-

tus, vaikka opettajien teknologiataidot oli-
sivat hyvät. Samassa yhteydessä havaittiin, 
että hybridiopetukseen osallistuvien opis-
kelijoiden motivaatio, kiinnittyminen ja 
osallistuminen jäivät muunlaista opetusta 
matalammalle tasolle (Li ja muut, 2023). 

Hybridityön vaikutus ammatilli-
seen kasvuun ja oppimiseen

Ammatillisen kasvun ja oppimisen 
näkökulmasta hybridityö aset-
taa työyhteisöille ja oppilaitoksil-

le monenlaisia haasteita. Työntekijöillä ja 
opiskelijoilla on oltava käytössään tehok-
kaan etätyön- tai opiskelun edellyttämät 
työvälineet ja verkkopalvelut, sekä riittä-
vä taito näiden välineiden tehokkaaseen 
käyttöön. Teknologiavälitteisyys saattaa 
rajoittaa erityisesti fyysisen vuorovaiku-
tuksen rikkautta ja kokemus yhteistyös-
tä tai yhdessä oppimisesta saattaa jäädä 
irralliseksi. Tämä on keskeinen huomio 
ammatillisessa oppimisessa ja kasvussa, sil-
lä vuorovaikutus ja kommunikaatio ovat 
tärkeitä tekijöitä tiedon ja taitojen jakami-
sessa, sekä työntekijöiden välisten suhtei-
den luomisessa ja ylläpitämisessä. Amma-
tillisen kasvun näkökulmasta merkityksel-
listä on myös ryhmädynamiikka sekä sel-
lainen läsnäolo, jossa työntekijät oppivat 
toisiltaan ja jakavat tietoa ja kokemuksia. 
Sama pätee myös opiskeluun liittyviin ti-
lanteisiin. Myös informaali oppiminen, 
kuten satunnaiset keskustelut lounastau-
olla tai spontaanit ideointisessiot siirryt-

Teknologiavälitteisyys 
saattaa rajoittaa 
erityisesti fyysisen vuoro-
vaikutuksen rikkautta.
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täessä tilanteesta toiseen ovat tärkeässä 
roolissa ammatillisessa oppimisessa ja kas-
vussa. Digitaalisessa ympäristössä tällai-
sen oppimisen todennäköisyys heikkenee 
(esim. Levin & Kurtzberg, 2020). Lisäk-
si tietosuojaan ja –turvallisuuteen liittyvät 
haasteet saattavat aiheuttaa ahdistusta ja 
rajoittaa osallistumista digitaalisilla vies-
tintävälineillä, jotka ovat välttämättömiä 
yhteistyön tai oppimisen kannalta. Mo-
nessa työ- ja opiskeluyhteisössä on myös 
huomattu, että erityisesti uusien jäsenten 
ottaminen mukaan yhteisöön tai tiimiin 
vaatii etätyön lisääntyessä erityistä huo-
miota.

Hybridityön vaikutus 
yhteisöllisyyteen 

Vaikutukset yksittäisten työnte-
kijöiden työhön ovat olleet var-
sin ilmeisiä. Lisääntyneen jous-

tavuuden ja vapauden tuomien hyötyjen 
lisäksi työn jatkuva teknologiavälitteisyys 
haastaa yksilöiden fyysistä ja psyykkistä 
hyvinvointia monin tavoin. Vähäisemmäl-
le huomiolle on kuitenkin jäänyt uuden-
laisten työn tekemisen muotojen vaiku-
tus yhteisöille ja organisaatiokulttuureil-
le. Erityisen kiinnostava kysymys olisikin 
millaisia vaikutuksia etä- ja hybridityön 
yleistymisellä on yhteisöllisyydelle sikä-
li, kun se käsitetään ihmisten välisenä yh-
teytenä, kiinnittymisenä yhteisöön ja yh-
teisöön kuuluvien keskinäisenä vastuul-
lisuutena yhteistyöstä ja toinen toistensa 
hyvinvoinnista? Tähän laajempaan kysy-
mykseen kytkeytyvät myös kysymykset li-
sääntyvän teknologiavälitteisyyden ja toi-
saalta vähenevän fyysisen vuorovaikutuk-
sen vaikutuksesta kokemukseen suhteesta 
jaettuun tilaan ja ympäristöön, jaettuun 
kulttuuriin, jaettuun historiaan, toisten 
kanssa jaettuun aikaan, sekä ehkä ilmei-
simpänä kehollisuuteen. Aiemmin yhtei-
söjen olemassaolon tarkoitus ja yhteisöl-

lisyyden arvo ilmenivät yhteisön jäsenil-
le pitkälti tällaisten ainakin jossain mää-
rin jaettujen kokemuksellisten “eksisten-
tiaalien” (van Manen, 2014) kautta ja ne 
mahdollistivat yhteisöihin kiinnittymisen 
ja niiden pysymisen elinvoimaisina ja ky-
vykkäinä toteuttamaan tarkoitustaan.

Suurelta osin virtuaalisesti tehtävä työ 
tiimeissä voi myös olla monella tavoin 
haastavaa. Luottamuksen rakentaminen 
tiimin jäsenten kesken on varsinkin yh-
teistyön alkuvaiheessa hankalaa ilman ri-
kasta vuorovaikutusta ja kokemuksen ja-
kamista (Levin & Kurtzberg, 2020). Rik-
kaan vuorovaikutuksen puuttuessa kon-
fliktitilanteet voivat myös eskaloitua il-
man että niihin voidaan nopeasti vaikut-
taa (Kniffin ja muut, 2021). Etä- ja hybri-
ditiimit tarvitsevat toimiakseen enemmän 
rakenteita turvallisen tilan aikaansaami-
seksi ja ylläpitämiseksi, jotta tiimin on 
mahdollista keskustella yhteisistä tavoit-
teista (Kniffin ja muut, 2021). Fyysinen 
etäisyys työtovereista vaikuttaa myös aut-
tamiskäyttäytymiseen tiimeissä: toisaalta 
se saattaa vähentää spontaania auttamis-
ta ja avun kysymistä epäsuorasti erityises-
ti informaaleissa tilanteissa, toisaalta avun 
kysyminen voi joissain tilanteissa olla jopa 
helpompaa.

Uudenlaisiin hybrideihin työn tekemi-
sen ja oppimisen muotoihin siirtyminen 
vaikuttaisi olleen luontevinta aloilla, joilla 
ihmisten välinen “rikas” fyysinen kanssa-
käyminen on toissijaista informaation kä-
sittelyyn nähden. Monilla tällaisilla aloilla, 
kuten esim. ohjelmistojen ja ICT-palve-
luiden tuotannossa etä- ja hybridityö oli-
kin useissa organisaatioissa normaali käy-
täntö jo ennen vuosien 2020–2022 pan-
demiaa. Lisäksi näillä aloilla ammatillisen 
kasvun ja oppimisen tukemiseen verkon 
yli ajasta ja paikasta riippumatta oli pa-
nostettu merkittävästi jo aiemmin ja saa-
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tavilla on ollut runsaasti avoimia ja mak-
sullisia oppimateriaaleja.

Kohti toimivia hybridityön 
malleja

Sellaisten alojen kohdalla, joilla rikas 
kasvokkain tapahtuva vuorovaikutus 
ja dialogi ovat ainakin aikaisemmin 

tuottaneet merkittävän osan työn arvos-
ta, siirtyminen hybrideihin työn tekemi-
sen muotoihin on aiheuttanut isomman 
muutoksen. Ehkä paras esimerkki tällai-
sesta alasta on koulutus. COVID-19 pan-
demian aikana etäopetuksesta ja -työsken-
telystä tuli yhdessä yössä tavallista arkea 
kaikissa koulutusorganisaatioissa ja sekä 
opettajat että opiskelijat oppivat suoritta-
maan työnsä ja opintonsa kokonaan ver-
kon yli. Uutta opetushenkilöstöä myös 
rekrytoitiin ajatuksella, että he voivat teh-
dä työnsä täysin paikkariippumattomasti. 
Hybridityön ja –opiskelun tulemisen uu-
deksi normaaliksi voikin sanoa muutta-
neen esim. korkeakoulujen työtapoja Suo-
messa radikaalisti ja todennäköisesti sel-
laisilla peruuttamattomilla tavoilla, joiden 
kaikkia vaikutuksia emme vielä pysty nä-
kemään. 

Toimivia hybridityöskentelyn ja -oppi-
misen malleja kehitettäessä olisikin syytä 
päästä mekanistisia, lähi- ja etätyön mää-
rään perustuvia malleja syvemmälle. Etä-
työn prosenttimäärät tai toisaalta kaiken 
opetuksen tarjoaminen samanaikaisesti se-
kä etä- että lähimalleina eivät ole välttä-
mättä ratkaisuina toimivimpia. Trevor ja 
Holweg (2023) esittävät, että asiaa tuli-
si lähestyä työtehtävien luonteesta käsin. 
Itsenäisesti suoritettavat proseduraaliset 
tehtävät, tai keskittymistä vaativat luovat 
yksilötehtävät sopivat hyvin suoritettavik-
si etänä, kun taas yhteisölliset, innovatii-
vista ajattelua vaativat tehtävät kärsivät 
läsnäolon puutteesta. Sama ajattelu toimii 

myös oppimistehtävien kohdalla (Schnei-
kart & Mayrhofer, 2023). Yhteisöllisyy-
den rakentumisen ja avoimen, rakentavan 
kommunikaatiokulttuurin ylläpitämiseen 
on myös kiinnitettävä erityistä huomiota 
(Levin & Kurtzberg, 2020). 

Teemanumeron sisältö

Tässä Ammattikasvatuksen aika-
kauskirjan teemanumerossa tar-
kastellaan hybridityöhön ja opis-

keluun liittyviä teemoja pääkirjoituksen 
lisäksi yhden artikkelin voimin. Näiden 
lisäksi numeron toinen referee artikkeli 
kohdentuu pohtimaan rakennustyömaalla 
esimiestehtäviin päätyneiden urakehitystä.

Mervi Varhelahti, Markku Lindell ja 
Marjatta Rännäli (2023) selvittivät artik-
kelissaan Multidisciplinarity and teamwork 
in virtual real-life projects - reflection as a 
tool for development miten virtuaalitiimin 
jäsenet kokevat monialaisen projektityön 
ja tiimin kehittymisen aitojen projektitoi-
meksiantojen yhteydessä korkeakouluis-
sa. Kirjoittajat toteavat, että tiimin jäsenet 
voivat kokea monimuotoisuuden ja tiimin 
kehittymisen eri tavoin. Vaikka monialai-
suus koettiin pääosin positiivisena tekijä-
nä tiimityössä, se voi johtaa muun muas-
sa myös sosiaaliseen eristäytymiseen. Kir-
joittajat korostavat tiimitason ja yksilöta-
son reflektioiden merkitystä virtuaalisten 
ja monimuotoisten opiskelijaprojektitii-
mien ohjaamisessa.

Krista Rautio, Satu Uusiautti ja Sanna 
Hyvärinen (2023) keskittyvät tutkimuk-
sessaan Career development to construction 
site managerial positions in the construc-
tion field tarkastelemaan rakennustyö-
maiden johtajien urakertomuksia ja sel-
vittämään, mitkä tekijät ovat merkittä-
viä urakehitykseen vaikuttavia tekijöitä. 
Tutkimukseen osallistuneet haastateltavat 
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toivat esiin yhteiskunnallisia ja taloudel-
lisia muutoksia, jotka haastoivat tai edis-
tivät heidän uraansa tai jopa saivat heidät 
muuttamaan uransa suuntaa. Nämä urata-
voitteet eivät kuitenkaan olisi välttämättä 
toteutuneet sellaisenaan, elleivät ulkoiset 
tekijät, kuten organisaatioon, talouteen, 
yhteiskuntaan tai sijaintiin liittyvät seikat 
olisi mahdollistaneet niitä.
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Abstract

Project teams will increasingly work virtually 

in multidisciplinary teams. The degree of vir-

tuality varies from fully virtual to hybrid. The 

purpose of this study is to identify how the vir-

tual team (VT) members experience multidis-

ciplinary project work and team development 

in the context of international real-life projects 

in Higher Education Institutions (HEI). The da-

ta were gathered from student project teams´ 

final reports (n=7) and students´ individual re-

flection diaries (n= 37). Thematic content and 

sentiment analysis were used. 

The results showed that team members can 

experience professional diversity and team 

development in different ways. This can lead, 

among other things, to social isolation. How-

ever, multidisciplinarity was largely perceived 

as a positive factor in teamwork. The impor-

tance of team-level and individual-level reflec-

tions are also emphasized. The results of this 

study will be taken into further discussion at 

HEIs to ensure that the students acquire the 

competences needed in virtual project teams.

Keywords: virtual project; hybrid team; 
multidisciplinary; project team develop-
ment

Tiivistelmä

Projektitiimit työskentelevät yhä useammin 

virtuaalisesti monialaisissa tiimeissä. Virtu-

aalisuuden aste vaihtelee täysin virtuaalises-

ta hybridiin. Tarve tutkia tarkemmin monialais-

ta virtuaalista tiimityötä on korostunut pan-

demian aiheuttamien toimintaympäristöjen 

muutoksien vuoksi. Tämän tutkimuksen tar-

koituksena on selvittää, miten virtuaalitiimin 

jäsenet kokevat monialaisen projektityön ja tii-

min kehittymisen aitojen projektitoimeksian-

tojen yhteydessä korkeakouluissa. Kyseessä 

on laadullinen tapaustutkimus, minkä aineis-

to kerättiin virtuaalisesti työskenteleviltä opis-

kelijaprojektitiimeiltä. Projektitiimien loppura-

portit (n=7) ja opiskelijoiden henkilökohtaiset 

reflektiopäiväkirjat (n=37) analysoitiin käyttä-

mällä temaattista sisällönanalyysiä sekä tun-

neanalyysia. 

Tuloksissa ilmeni, että tiimin jäsenet voivat 

kokea monimuotoisuuden ja tiimin kehittymi-

sen eri tavoin. Tämä voi johtaa muun muassa 

sosiaaliseen eristäytymiseen. Kuitenkin mo-

nialaisuus koettiin pääosin positiivisena teki-

jänä tiimityössä. Tutkimus korostaa myös tii-

mitason ja yksilötason reflektioiden merkitystä 

virtuaalisten ja monimuotoisten opiskelijapro-

jektitiimien ohjaamisessa. Tutkimuksen tulok-

set otetaan huomioon korkeakoulujen opetus-

suunnitelmatasolla käytävässä jatkokeskuste-

lussa, jotta varmistetaan, että opiskelijat voi-

vat kehittää virtuaalisissa projektitiimeissä 

tarvitsemiaan osaamisia.

Avainsanat: virtuaalitiimi; hybridi tiimi; 
monialaisuus; projektitiimin kehittyminen



12

Introduction

M
embers of various 
project teams will 
increasingly inno-
vate in multidisci-
plinary and mul-
ticultural virtual 
teams (VTs) (Zuo-
fa & Ochieng, 

2017) where the degree of virtuality is var-
ying from fully virtual to hybrid (Cham-
akiotis et al., 2021). The need to further 
examine teamwork has emerged due to 
the increased work in virtual and hybrid 
project teams caused by the Covid-19.  
Even those professionals who could work 
face to face are used to the flexibility of 
working and want to continue work-
ing from home all or part of the time (de 
Souza Santos & Ralph, 2022), the same 
applies to students. The increase in virtu-
al project work has highlighted new de-
mands for better understanding of how to 
organize multidisciplinary collaboration 
in various learning environments at HEIs. 

The purpose of this study is to identify 
how the team members experience multi-
disciplinary project work and team devel-
opment in VTs in the context of interna-
tional real-life projects at HEIs. This study 
will use Wheelan´s (2005) group devel-
opment stages for analysing teams’ devel-
opment considering both team and indi-
vidual level experiences (Liao, 2017). The 
study results will be taken into further dis-
cussion on the curriculum level at HEIs to 
ensure that the students acquire the com-
petences needed in virtual project teams.

Multidisciplinarity and team 
development in virtual project 
teams

Virtual project teams can be de-
scribed “As a group of people 
who work interdependently with 

a shared purpose, across space, time, and 
organizational boundaries, using ICT 
tools to communicate and collaborate” 
(Maduka et al., 2018, p. 699). Chamaki-
otis, Panteli and Davison (2021) suggest 
that VTs vary in terms of their degree of 
virtuality from purely virtual to hybrid. 

We understand team success as team 
performance leading to project task re-
sults and team development. The success 
of VTs depends among other things on 
team members´ professional diversity. It 
is argued that diverse professional knowl-
edge of the members add value to innova-
tion outcomes (Batarseh et al., 2018) and 
has a positive influence on team perfor-
mance (Liang et al., 2007). However, dif-
ferent disciplinary backgrounds may lead 
to situations where applying knowledge 
in work and communication can be prob-
lematic (Hannah & Simeone, 2018). 

Wheelan (2005) has presented an In-
tegrated Model of Group Development 
(IMGD). It is a mix of Tuckman´s tradi-
tional model and diverse leadership styles 
(Vaida & Serban, 2021). According to 
IMGD, groups achieve maturity through 
the process of working together through 
four stages of development:

• Stage 1: Dependency and Inclusion. 
Members are focusing on the leader 
and spending a significant amount of 
energy to achieve a feeling of safety and 
inclusion in their group. They are po-
lite and follow rules.
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• Stage 2: Counterdependency and 
Fight. The team members feel secure 
enough to state their opinions and dis-
agree with each other and the lead-
er. Conflicts will arise and provide an 
opportunity for setting psychological 
boundaries to facilitate shared under-
standing of direction and goals.  

• Stage 3: Trust and Structure. Com-
munication becomes more open. The 
group can carry out more mature ne-
gotiations about their goals and proce-
dures due to the positive relationships 
between members. 

• Stage 4: Work and Productivi-
ty. Communication is even more di-
rect and open. The leader´s role has 
changed, and he or she can step back, 
and support the group to self-organize 
and work autonomously.  (Wheelan, 
2005.)

IMGD is proposed as a group develop-
ment model if the team wants to change 
the emphasis from individuality to group 
thinking (Vaida & Serban, 2021). 

Real-life projects and reflection

Learning in real-life projects at HEIs 
leads to improvements in profes-
sional and teamwork skills. How-

ever, some challenges exist, for example 
in virtual environments activities aim-
ing to improve teamwork skills are not 
always fully integrated into the real pro-
jects (Varhelahti, 2017) and projects lack 
the authenticity necessary to demonstrate 
to students the benefits of virtual team-
work skills (Brewer et al., 2015). In addi-
tion, teachers are concerned with learning 
outcomes and learning, while companies 
are more interested in final outputs of the 
project work (Jaime et al., 2019).  

The quality of the final outputs may 
inform about the team development but 
also reflections on teamwork are needed 
(Raymundo, 2020). Both team level and 
individual level reflections should be in-
cluded because virtual collaboration is 
considered as a team construct formed out 
of the opinions and experiences of the in-
dividual team members (Liao, 2017). 

Research approach

This study reports learnings of 
MuPIC (Multidisciplinary Pro-
jects in an International Context) 

online course focused on developing engi-
neering and project management skills in 
virtual and multidisciplinary teams.

In this 5 ects course postgraduate stu-
dents from four European universities 
formed virtual project teams and worked 
eight months on a product development 
assignment from industrial companies. 
The teams were hybrid; the project teams 
worked mainly virtually, but the team 
members met their local study mates and 
sometimes their coach face to face. 

Methods and data collection

This is a qualitative case study and the da-
ta were gathered during two MuPIC pilot 
courses from every team´s final project re-
port (n=7) and from the students´ indi-
vidual reflection diaries (n=37). This study 
addresses the following research questions.

• How team members in multidisci-
plinary project teams have experienced 
team development? 

• How is multidisciplinarity experi-
enced by the members of the project 
teams?
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Figure 1. MuPIC-course structure

There were four student teams consist-
ing of 4-5 students in both pilot courses. 
The study fields (professional roles) of the 
students - Engineering, Marketing, Man-
agement and Art & Design - were includ-
ed in all teams. There were representa-
tives from Czech, Belgian, Finnish, Span-
ish universities in every team. The English 
language level varied between and inside 
the teams, ranging from A1 to C2 (Com-
mon European Framework for Languag-
es). 

The students had become familiar with 
the Wheelan´s (2005) IMGD mod-
el during the MuPIC course and they 
were asked to reflect their team develop-
ment according to it. In both pilots, the 
teams had to provide final reflection at the 
end of the project. In addition, the team 
members made diary reflections for each 
three check points (CPs) during the pro-
ject. The data were analysed using the-
matic content analysis of the reflections 
to identify common themes and under-
lying meanings embedded within the re-

flections (Wankhade et al., 2022). Also, 
sentence-level sentiment analysis was con-
ducted.

Results

Project teams´ final reports

Reflections on the virtual team de-
velopment were included in every 
project team’s final report. The 

teams were asked to discuss what went 
well and what could be improved. The re-
sults of the analysis are shown in the Ta-
ble 1.

The most discussed theme was time 
management that caused challenges in the 
project teamwork. Companies were some-
times hard to reach, the timeframe for the 
project work was tight and teachers did 
not share the timetables for the meetings 
early enough.

The second theme was communication 
that was at a good level within the teams, 
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Table 1. Themes in project final reports

Pilot Theme Positive tone Negative tone

Pilot 1

Team a Learning This type of project provides learners 
basic understanding and skills to bet-
ter cooperate in such environments.

Team b Time 
management

  Some group members failed to 
deliver their work in time 

Team d Time 
management 
 

Communication 

Diversity

Team followed up the communication 
plan and it worked well

Teams do not have any information about 
schedule or content of the final week; 
because xx did not submit his part of work

One of the main reasons for this was language 
problems 
 
There were two engineering designers from 
different countries and different approach to 
solving this problematic

Pilot 2

Team a Time 
management  

Diversity 
 

Communication

Communication is running smoothly; 
The project team thinks that the 
communicative style is very similar
 
Within the team and that has reduced 
the possibilities for conflicts during the 
project

The team members have different reaction 
time to WhatsApp messages 

It is natural that the engineering and business 
points of view are different. 

When the project report needs a table or 
figure and outputs from everyone, there have 
been cases when the two sides see things 
differently 

Problems with information flow from the 
customer company 

Team b Time management  

Diversity 

Learning 
Communication

Our culture’s doesn’t have so much 
differences 

We learned to listen each other and to 
speak more clearer so that other could 
understand us.

Keeping the schedule was very difficult

Each project is different and each field of 
study has their own way to present and 
produce text

Team c Time management  

Communication

Open and stress-free communication 
was seen as important element of this 
learning project 

A team do not have the needed the additional 
information from the company in time

The team has suffered of the email issues and 
the reliability of this communication method 
is questioned.

Team d Time management  

Diversity & 
Isolation 

Communication

Every team member respected 
deadlines 

Communication within the team was 
in high level

The client had postponed or cancelled many 
scheduled meetings with short warning 

Two working streams which acted very 
independently during the project

The project team has felt the lack of 
instructions 
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but some challenges due to the di-
verse professional backgrounds exist 
e.g., terminology, and reporting style. 
Moreover, communication with the 
companies has been sometimes dif-
ficult.

Thirdly, reflections on the multidis-
ciplinarity of the team members are 
mainly positive and negative reflec-
tions are related to the professional 
diversity causing misunderstandings 
in ways of working. Some members 
worked quite independently, and 
some level of social isolation has been 
identified. 

In the project final reports, it was also 
explained how challenges caused by diver-
sity were faded through adjustment (e.g., 
language adjustment to improve commu-
nication mentioned by 3 teams), open 
communication and creating professional 
sub teams to avoid social isolation. Pro-
fessional sub teams situated in the same 
HEI and had the possibility to meet face 
to face.

Individual reflection 
diaries

For deeper analysis of the individual re-
flections the study fields (see Table 1) were 
recoded into two professional roles. Busi-
ness role (marketing and management, 
N=19) and Engineering role (art and en-
gineering, N=20).

First, in individual reflections all team 
members and leaders evaluated the team 
stage they reached by the end of their pro-
ject work. Applying IMGD by Whee-
lan (2005) the stages are numbered 1-4, 
where the stage 4 is the highest and most 
mature stage of team development (Table 
2).

Pilot Stages within the teams

Pilot 1  business role  engineer role 

Team a 1  2 

Team b  2  3 

Team c  - 4 

Team d  - 3 

Pilot 2     

Team a 4 -

Team b 2  3, 3, 2

Team c 4  3, 3, 4

Team d 4  4, 3

Table 2. Evaluation of team development stages 
by professional roles

Secondly, discussions on multidiscipli-
narity in reflection diaries were identified 
and third, the sentiment of the tone in 
discussions was analyzed and quantified 
by the team member’s professional role 
(Table 3).

Both professional roles have experi-
enced learning and possibility to develop 
their own competences in real-life projects 
positive. Negative statements refer to so-
cial isolation and challenges in commu-
nication. Most of the negative statements 
were found in the reflections for the sec-
ond check point (CP). Overall, both roles 
have had more positive than negative ex-
periences. The team members with an en-
gineer role had more negative experiences 
than those with a business role.

Discussion

Wheelan (2005) has stated 
that groups achieve maturity 
through the process of working 

together. VTs in these two MuPIC-cours-
es worked eight months together and at 
the end of the project, within some teams 
the members had diverse opinions on 
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Table 3. Team members´ individual experiences on multidisciplinary teamwork

Business role Engineer role

Positive (n=17) Positive (n=19) 

Learning 
from other disciplines 

Learning 
from other disciplines 

While following the work of engineers 
it was great to see how fast they reacted to 
the feedback from the client and changed 

the solution. At the same time we learned more 
about understanding dependencies of different 

materials and robots within the solution.

I also learnt a few marketing and 
economic concepts related to this project 

that I never heard about before. 

Team members individual autonomy 
in field specific decisions

Learning
how to communicate 

Opportunity to lead their own work 
in their special field of business and 

make lots of decisions by themselves

Some specific tasks were easy to understand 
for the concerned students and had to be 

clarified for the others. This shows again why 
communications skills are very important, 

specifically in english.

Authentic project to practice 
team leading skills

Managers skill to 
lead the team 

Creating my own leadership philosophy and 
really thinking how and which kind of leadership 

I want to practise in the future 
was a perfect set up for this course. 

In this course, I was able take those learnings 
into practise and test them in a real situation.

Takes care of the homogeneization of 
the different parts and shares impressions and 

questionings with all of us. 

Negative (n=15)  Negative (n=19)

Professional segments and 
social isolation

Professional segments and 
social isolation

Designer thinks 
that this is not in his field

We are making every task quite independently 
and there is not so much collaboration or 

brainstorming together” / ”I had real 
difficulties to get member team interested 

in what I have done. 

Poor communication Poor communication

We now know that the final product 
should be an excel file including 

information and calculations, but I am not sure 
what kind of calculations.

I wanted to discuss about that 
in team only few members 

interacted with me.

the stage they had reached. This may in-
dicate that building relationships at IM-
GD stage 1 had not succeeded in all teams 
and relates to the feeling of isolation of 
some team members. Especially in virtu-

al multidisciplinary teams, the most im-
portant factor affecting success is building 
relationships and trust at the first stage 
of the project (Varhelahti & Turnquist, 
2021).  
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Secondly, this study showed that most 
of the challenges were discussed in the in-
dividual reflections for the second check 
point. This indicates that most of the 
teams had reached the IMGD stage 2. At 
this stage conflicts arise when it is time to 
share an understanding of direction and 
goals (Wheelan, 2005). However, there 
might have been some lack of handling 
challenging situations because some of 
the teams did not develop further. Thirdly, 
creating a learning environment includ-
ing a real-life project resulting to strong 
task-orientation may turn the focus of the 
learning process to the final output (see 
Jaime et al., 2019) and lower the impor-
tance of developing team working skills. 
As Kauffmann and Golan (2014) suggest 
teams may be successful in providing the 
task results without building relationships 
at the IMGD stages 1 and 2. For example, 
in Pilot 1, a team was at the lowest levels 
of team development but was graded best 
for the final grading of the course. It can 
be assumed that with such a low level of 
team development, the role of the leader 
has been strong throughout the project.

It was in the interest of this study al-
so to analyse how multidisciplinari-
ty within the VTs is experienced. Expe-
riences were mainly positive and related 
to learning from other disciplines both 
substance and terminology as well as im-
proved communication skills. However, 
also challenges existed and they related to 
the IMGD stage 2 where applying knowl-
edge into teamwork requires reaching the 
shared understanding of the goals. The re-
sults showed that some teams were able 
to adapt in the challenging situation by 
creating professional subgroups. Howev-
er, as an individual experience some team 
members, especially with an engineering 
role, expressed social isolation due to the 
lack of shared understanding. In addition, 

the autonomy of the team members some-
times led to social isolation and feelings 
that the team members were interested 
only in their own respective fields. This 
may be linked to the teams that did not 
focus on the relationships at IMGD stage 
1 and 2 but jumped to the higher stages 
to work autonomously. 

Without a doubt, teamwork in virtual 
multidisciplinary teams is a multifaceted 
process and the success of these teams is 
also influenced by team development. The 
results showed that especially IMGD stage 
2, with all its challenges, is a cornerstone 
for team development. The skills for com-
munication and handling challenging sit-
uations are highlighted. 

Enhancing multidisciplinary virtual 
project work at HEIs

Multidisciplinarity in students´ virtual 
project teams was not a straightforward 
factor. First, this had a particular impact 
on communicating task-related knowl-
edge. Second, professional diversity led 
sometimes to social isolation, especially 
experienced by the team members having 
an engineering role. 

These challenges were not clearly ob-
served during the project at the team lev-
el or by the teachers. Team development 
is undoubtedly an individual experience. 
These findings underline the value of both 
team level and individual level reflections 
on teamwork (e.g. Liao, 2017). To be able 
to support students and student teams, 
both team level and individual reflections 
are an important tool for the teachers to 
be able to follow the student teams´ devel-
opment and intervene and give support in 
a timely manner.
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Abstract     

This research explores career development in 

the construction industry. By showcasing the 

career narratives of managers of construc-

tion sites (N=21), the research unfolds which 

elements are significant in influencing career 

development and aims to increase the possi-

bilities for construction workers to flourish in 

their careers and help make such careers mo-

re attractive. The career narratives were ana-

lyzed in two phases. First, the analysis of nar-

ratives showed that except for the various ca-

reer experiences, the proximity of construction 

sites in the interviewees’ managerial career 

goals differentiated the narratives. Second, as 

a result of narrative analysis, three construc-

tion managerial career paths were identified: 

I) devotion to construction site management, 

II) interest in versatile construction projects, 

and III) passion for leadership. Career develop-

ment could be viewed from the perspective of 

various capitals which emerge in the narrati-

ves. The interviewees brought up societal and 

economic changes that challenged or boost-

ed their careers or even caused them to chan-

ge direction. Career goals might not have been 

achieved as such if they were not enabled by 

external factors, such as organizational, eco-

nomic, societal, or location-related issues or 

favorable coincidences. The participants found 

favorable options and solutions for career de-

velopment by drawing on their social and psy-

chological resources. Social capital supported 

career choice and career development, whe-

reas psychological capital appeared as, for 

example, optimism, perseverance, and an abi-

lity to follow one’s calling. 

Keywords: career path, construction 
management, narrative research, positive 
psychology, psychological capital, social 
capital

Introduction

T
he construction sector 
forms a multidimen-
sional context of career 
research as it provides 
its workers with a very 
people-intensive and 
complex work envi-
ronment characterized 

by structural fragmentation, diversity of 
work practices, and rapidly changing pro-
jects (Dainty et al., 2007). The “construc-
tion industry” is, in itself, subject to sever-
al different boundary definitions (Dainty 
et al., 2007), but the uniqueness of the in-
dustry, in terms of its multidimensionali-
ty, is commonly acknowledged in academ-
ic books and journals (Hillebrandt, 2000; 
Dainty et al., 2007; Opoku & Fortune, 
2011; Toor & Ofori, 2008).

This research showcases career narratives 
of managers of construction sites with dif-
ferent kinds of professional backgrounds, 
unfolding the significant elements which 
have influenced their career develop-
ment. From a historical perspective, con-
struction work appears to be a physical-
ly demanding job that has favored men. 
Social stereotypes and norms still play a 
large role in reinforcing a gendered work-
force (Naoum et al., 2020; Styhre, 2011), 
and gendered management strategies are 
still experienced in the field (Naoum et 
al., 2020; Raiden, 2016; Rautio, 2022). 
One purpose of this research is to discov-
er which elements make a construction 
career attractive and how to enhance en-
gagement in the field from the perspec-
tive of personal career experiences. First, 
this is a topical concern because there is 
currently a serious lack of construction 
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site managers (Ministry of Economic Af-
fairs and Employment, 2022). Second, 
by making these career stories visible, we 
hope to improve the development of edu-
cation and leadership in the construction 
industry (see Borg & Scott-Young, 2022). 
Drawing on the aforementioned two ob-
jectives, we also wish to increase possibili-
ties for construction workers to flourish in 
their careers and help make these careers 
more attractive.

Career Development in 
the Construction Field

In this research, career narratives are 
understood as individual experienc-
es intertwined with contexts and en-

vironments (Baruch & Bozionelos, 2011; 
Cohen et al., 2004). Today’s psychological 
approaches to careers show that work that 
provides a sense of purpose, challenge, and 
self-fulfillment, along with rewarding in-
come, becomes a positive source of iden-
tity, creativity, and life challenge as well as 
status and access to social networking (Ba-
ruch, 2004; Uusiautti & Määttä, 2015). 
This study leans on the positive psycho-
logical idea of increasing flourishing by 
understanding human behavior through 
strengths and positive development (Pe-
terson, 2006; Seligman, 2011; Uusiautti 
et al., 2020). In order to experience pos-
itive experiences, such as joy and accom-
plishments along one’s career, it is essen-
tial to have a job and follow a career path 
makes self-fulfillment possible. These op-
portunities for flourishing and favorable 
career development can form the basis of a 
successful career path (Uusiautti & Määt-
tä, 2015). This research aims to contribute 
to the understanding about flourishing at 
work in the field of construction industry.

A satisfying and meaningful career can 
be built not only by moving “upwards,” 

but also without a change of jobs or ti-
tles (Redecopp & Huston, 2019; Wu et 
al., 2019). In addition, career progress is 
greatly affected by the environment (Ba-
ruch & Bozionelos, 2011; Cohen et al., 
2004). The construction industry offers a 
plethora of satisfying and well-paid career 
paths to managerial positions (Gajjar et 
al., 2019). Since managerial positions at 
construction sites are not entry-level jobs 
(Byers, 2016), these managers are usually 
required to have both a university degree 
and construction work experience (see al-
so Wilkes et al., 2015).

In the construction field, career progress 
is also greatly affected by social environ-
ment (Baruch & Bozionelos, 2011; Co-
hen et al., 2004) and social relationships 
and networks seemingly play an important 
role in successful career paths (e.g. Mäki, 
2021; Rautio, 2022). In adolescence, par-
ents have the highest level of influence on 
students (Bryan et al., 2011). Addition-
ally, career guidance plays a pivotal role 
in young people’s career choices (Francis 
& Prosser, 2013). During employment, 
positive social relationships at home and 
at work promote career success (Uusiautti 
& Määttä, 2015) and these relationships 
are commonly approached together with 
the individual’s social skills such as em-
pathy, cooperation and assertiveness (see 
Seligman, 2011). For those who aspire to 
succeed in the field, it appears that high 
social capital pays off (Ganiron & Tomas, 
2013).  

Work readiness studies have explored 
the early career stages of construction 
professionals (see, for example, Borg & 
Scott-Young, 2022; Torres-Machí et al., 
2013) but very few actual career paths or 
the significant factors which affect them. 
It is known that career calling (Hall & 
Chandler, 2005) is strong among the ac-
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tors in the field (Wu et al., 2019). In the 
construction field, career calling is a sig-
nificant buffer against burnout and stress 
caused, for example, by role ambiguity 
in the variety of tasks that are related in 
the field (Wu et al., 2019). Career calling 
manifests itself as (1) action orientation, 
(2) clarity of purpose and (3) mission and 
pro-social intention, and thus, also makes 
people commit to their work (Wu et al., 
2019). 

From the point of view of our research, 
learning about early stage career calling 
and commitment can help the construc-
tion field for pointing out the attractive-
ness and career opportunities in a better 
and modern way. Successful career guid-
ance itself can be regarded as social capital 
of students (Bryan et al., 2011), while it 
also increases the student’s psychological 
capital to make self-appreciative and well-
being-promoting career decisions that il-
lustrate hope, optimism, self-confidence, 
and resilience (Luthans et al., 2004; Kata-
jisto et al., 2021). Previous research pro-
claims the need both to raise awareness of 
career possibilities related to construction 
management (Wilkes et al., 2015) and to 
consider gender diversity when directing 
students to construction (Francis & Pross-
er, 2013). Such guidance helps students 
find meaningful careers and understand 
their abilities and strengths in different 
positions (see also Hyvärinen et al., 2022). 
If career guidance in the construction field 
is to be developed in such a way that it in-
spires new students and future employees, 
it is essential to reveal the aspects individ-
uals see as important in their career devel-
opment (MacDonald & Durdyev, 2021; 
Francis & Prosser, 2013).

Method

Two research questions were set for 
this research:

1. How do managers of construction 
sites with different kinds of profession-
al backgrounds describe their careers?

2. What kinds of similarities and 
differences appear in their career 
narratives?

To answer these questions, we used the 
narrative approach. A narrative is here de-
fined as a story of a career, which unfolds 
over time and with consequence within a 
specific social cultural milieu (see Wells, 
2011). A semi-structured interview meth-
od was used to conduct the research inter-
views (see Brinkmann, 2018), and we al-
so applied a narrative futuring technique 
(Horst, 2021) by asking the interviewees 
to imagine and talk about their career sit-
uations in the future. The interviews in-
cluded questions about choice of field, 
significant career events, goals and pros-
pects, personal qualities, and the impor-
tance of work. For the pursuit of inter-
viewees, an invitation letter was dedicat-
ed to ones working in managerial posi-
tions of construction sites with a snowball 
method by contacting construction asso-
ciations and companies, publishing the 
invitation in Rakennuslehti [Construc-
tion Magazine] in November 2020 and 
by directly contacting. 

The data consisted of 21 oral (N=20) 
and written (N=1) interviews (19 men, 
two women, aged 25–74), conducted 
in Finnish. The participants had the fol-
lowing educational backgrounds: under-
graduate degree in construction (N=1); 
master builder from a university of ap-
plied sciences (UAS) (N=10); UAS mas-



24

ter builder and UAS engineer (N=1); UAS 
engineer (N=5); UAS engineer and UAS 
master’s degree in construction (N=1); 
and engineer (N=3). The job titles were 
foremen (N=5), site managers and respon-
sible site managers (N=8), construction 
managers (N=3), construction engineer 
(N=1), chief executive manager (N=1), 
technical manager (N=1), business direc-
tor (N=1), and retired from responsible 
site manager’s position (N=1). Work ex-
perience in the field (including pre-man-
agerial and pre-study tasks) varied among 
veterans, with between 30 and 42+ years 
(N=11), professionals, with between 10 
and 20+ years (N=7), and novices, with 
between three and eight years (N=3). The 
interviews lasted from 20 minutes to al-
most two hours. 

The analysis was conducted in two 
stages, namely analysis of narratives and 
narrative analysis (Polkinghorne, 1995; 
Squire et al., 2014). First, we implement-
ed the analysis of narratives by categoriz-
ing the career stages through which the in-
terviewees told their stories. The repetitive 
and exceptional elements of the careers are 
reported by referring to the group with 
which the interviewees identified them-
selves: novices, professionals, or veterans. 
Next, we implemented the narrative anal-
ysis in order to organize the stories into 
“meta-narratives” (Polkinghorne, 1995) 
describing the specificity of the interview-
ees’ career paths. We noticed that career 
choice could have been decided by drift, 
vocation, or determination, but the choice 
of a career in construction did not neces-
sarily determine the direction that career 
would take. Similarly, educational back-
grounds and orientations varied, but the 
data showed that the interviewees did not 
necessarily consider the orientations rel-
evant to their career advancement, while 
the orientation might have been chosen 

due to the possibilities available. Individ-
ual and external factors affecting careers 
were also described both universally and 
in a unique way and may have featured in 
many types of career paths. Instead, when 
the interviewees described their future 
goals and the importance of the work, we 
noted that the strongest differentiating 
factor was the degree to which their ca-
reer was related to actual construction and 
proximity to construction sites. Thus, the 
meta-narratives were formed based on the 
proximity of construction sites in regard 
to both career goals and career accom-
plishments. The narratives were tagged 
“CS” (construction site), “CS&H” (con-
struction site or higher), and “H” (high-
er), where CS refers to career goals and 
achievements in the construction site, and 
H refers to career aspirations toward high-
er leadership positions off-site. All narra-
tives could be placed into the following 
three categories:

• veterans (N=11), CS=9, and 
   CS&H=2
• professionals (N=7), H=7
• novices (N=3) H=2, and CS=1.

In the report on results, the 21 inter-
viewees are referred to with capital letters, 
A–U, and marked with the codes v, p, or 
n (veteran, professional, or novice).  

The meta-narratives were 
formed based on the 
proximity of construction 
sites in regard to both 
career goals and career 
accomplishments.
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Results

Career Advancement

Career choice and early career path

A majority of the interviewees had 
entered the industry either be-
cause close male relatives had pro-

vided role models or because they had 
participated in construction at an early 
age. In the veterans’ stories, own interest 

in construction and diverse financial rea-
sons played pivotal role, while education-
al possibilities were not always accessed 
easily. Most of the professionals had been 
very certain about their choice of field, al-
though two had drifted to the field. Nov-
ices also mentioned the effect of their fa-
thers but they had either been guided to 
or had drifted to the field. They had had 
multiple educational opportunities from 
which to choose. 

I started with my father, 

grandfather, and uncle. 

Then vocational school, 

technical school, and working 

life. – – I had no other option 

in mind. 

(vL)

It’s a matter of 

blood inheritance. 

Grandpa is a master 

builder... 

(pF)

…through my father, I got a 

summer job – –. I felt I was not 

interested in construction work. 

– – The following summer, 

however, I went to a site – – and 

became interested in 

studying the industry. 

(nH)

Work experience was followed by tech-
nical or high school, then commonly mil-
itary service (mandatory for men in Fin-
land) and higher education studies of site 
management or engineering. The actual 
site managerial work often began in the 

role of foreman or site manager. As expe-
rience and know-how accumulated, they 
generally gained increasingly challenging 
sites or advanced to being responsible site 
managers.

I’ve held diverse positions from 

– – responsible site manager, 

construction manager, 

production manager, 

to CEO... 

(vB)

After [graduation] 

I immediately got 

to manage my own 

project as 

site manager... 

(pA)

I got to be a supervisor of – – 

construction workers, 

which was very strange because 

I was very young. 

(nH)

Careers in these positions consisted of 
diverse and unique projects in several lo-
cations. Interviewees gave detailed de-
scriptions about site progress, adversities 
faced, and solutions found. Several veter-
ans and professionals had worked abroad, 

some had also been entrepreneurs during 
their careers. Careers developed in the di-
rection of interviewees’ own interest rath-
er than, for example, an educational ori-
entation. 
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Career Goals and Future Prospects 

The veterans had either remained in or 
returned to managerial positions at or 
close to actual construction sites. All the 
veterans (N=11) aimed to stay in similar 
positions in the future. The professionals 
(N=7) and two of the novices (N=3), in 

turn, were pursuing career advancement 
towards higher management positions 
performed further away from the immedi-
ate context of construction sites. One nov-
ice’s story epitomizes how career develop-
ment can also be pursued as an interest in 
developing in the site manager’s task itself.

Similar challenging tasks, 

challenging sites. 

(vM)

…unit manager, 

regional manager. 

(pF)

Supervisors often ask me 

[about my career goals]. 

I really can’t say because I think 

it’s nice now, here. 

Of course, I want to learn more. 

(nT)

Interviewees divided the management 
positions into construction site and office 
work. Those aiming to stay close to actual 
construction described themselves as “do-
ers, with boots in clay.” Those pursuing 
higher management roles described their 
goals as being either to take on more re-
sponsibility or to emphasize developmen-
tal aspects of their work. The supervisor’s 
role was described as more of a leadership 
role than one of leading work. Factors 
characteristic of construction work, such 
as the demand to be physically present at 
sites or engage in complex work tasks were 
also included in future prospects.

Significant Factors for 
Career Advancement 

The range of personal factors affecting ca-
reer paths were quite consistent: own am-
bition, interest in construction (some 
used the terms “passion” and “love”), and 
desire for continuous learning were of-
ten brought out. Interviewees valued so-
cial skills. Flexibility, self-confidence, re-
silience, determination, and goal orienta-
tion were commonly mentioned, as was 
the courage to take on the new challenges. 
Additionally, a veteran highlighted a per-
sonality that enjoys and fits project-type 
work.

Contracts and 

project-type work, 

my personality fits those. 

(vB)

Social skills, I have a 

lot of acquaintances 

and friends with 

whom I talk and 

get first-hand 

information about 

big projects. 

(pD)

I took on more responsibility 

and was really left alone. 

– – A foreman’s work is 

sometimes very rough, 

and you have to know how to 

deal with it. 

(nH)



27

External factors impacting careers ap-
peared to be diverse: work-related con-
tacts such as good colleagues and supervi-
sors, cross-organizational networks, unof-
ficial mentors and close friends supported 
and enabled career advancement. Further-
more, economic fluctuations quickly af-

In -94 it was very quiet 

in Finland so – – 

a good friend lured me 

to a Russian project... 

(vL)

…I became 

unemployed and 

went to [a] construc-

tion site as a welder. 

– – I applied for a 

company ID and 

[started] my career 

as an entrepreneur. 

(pJ)

…an organizational change 

began. Everyone got fired. – –. 

It was a good opportunity to 

begin the master builder 

studies. 

(nT)

fect the construction business and cause 
a limited work supply, which appeared in 
several narratives, yet the interviewees re-
membered numerous significant encoun-
ters and positive opportunities in chal-
lenging situations. 

In many stories, coincidences, 
head-hunters and families played impor-
tant roles. One professional mentioned ef-
fective study counseling, while one novice 
mentioned the lack of it. The birth of a 
child could make a person decide not to 
work out of town, and support received at 
home was perceived as a meaningful pro-
moter. 

Career Narratives to Managerial 
Positions

The Beginning of Three Manage-
ment Paths

The dominant three career narratives 
leading to managerial positions depict 
paths where the actors have congruent 
construction-related experiences in their 
youth and family members who are con-
struction workers. Career development 
for management positions starts in child-
hood and youth by getting to know the 
field early on with (basically male) rela-
tives. Young people gain work experience 

in assistant or summer jobs at construc-
tion sites. The field selection is confirmed 
at the stage they choose where to study. 
Often, the choice is clear, and construc-
tion is, in itself, interesting to applicants 
for construction studies at university. 

During their studies, actors start ex-
panding their networks and become fa-
miliar with various construction related 
jobs. Managers-to-be familiarize them-
selves with out-of-town work. Work ex-
perience before and during studies is use-
ful and valued later in working life. While 
these manager pathways are markedly 
different, unique, and affected by vari-
ous specific features, a commonality that 
can be identified among all interviewees 
is the significance of social relationships, 
networks, and the environment. 

Path 1: Devotion to Construction 
Site Management

Construction site managers have a passion 
for both building and management and a 
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sense of doing substantial work yet being 
in a managerial position and having their 
“boots in the clay.” Site managers and re-
sponsible site managers like project-based 
work, value social relationships on con-
struction sites, and feel that they are pro-
ducing solid work results at the crossroads 
of many construction-related parties. The 
actors need to learn to take over multicul-
tural work environments and specialized 
construction areas. Instead of the chance 
to take on a particular job title, career de-
velopment is measured by the demands 
of construction sites, one’s own speciali-
zation and development, work experience 
and success in completing projects. At the 
end of their career, the actors on this ca-
reer path have a great deal of construction 
expertise and many stories of memorable 
occurrences at work.

Path 2: Interest in Versatile 
Construction Projects

In this path, the actors partly experience 
participation in construction sites, but 
their work consists of the development 
and management of entities and is most-
ly office-based. Depending on the size of 
the employer company, these positions 
can be for example, a construction man-
ager or project manager. From these man-
agement positions, one can move to site 
management or other managerial posi-
tions, and an experienced responsible site 
manager, for example in special construc-
tion sites, often follows this path. Moving 
to the position of responsible site man-
ager does not feel like a career demotion 
but, rather, as accepting more challenging 
projects. However, the many dimensions 
of management and an interest in staying 
near construction sites are of interest to 
those following this career path.

Path 3: Passion for Leadership

Higher management positions are pur-
sued and thus advanced to early on; those 
aiming for these positions aim at devel-
opmental and managerial tasks in gener-
al. At the time they selected their occu-
pation, they had a strong interest in the 
construction industry. New challenges in-
terest these actors, and they see them in 
various management positions. Usual-
ly, their career has progressed quickly in 
terms of job titles and areas of responsi-
bility. Since there are relatively few high-
er management positions, the actors take 
advantage of opportunities to advance in 
their career, and opportunities may come 
by chance and through favorable events. 
Work takes place in the office, and career 
development is measured through job ti-
tle and salary development, along with the 
development of leadership skills.

Discussion

In this research, it seemed that ca-
reer development, rather than being 
a steady career progress toward man-

agerial positions, could be viewed from 
the perspective of various capitals emerg-
ing in the narratives. The construction site 
managers brought up societal and eco-
nomic changes that challenged or boost-
ed their careers or could even cause them 
to change direction. Career goals might 
not be achieved as such if external factors, 
such as organizational, economic, societal, 
or location-related issues or favorable co-
incidences, did not enable them. How-
ever, favorable options and solutions for 
career development could be found by 
drawing on psychological and social re-
sources. 
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Social capital, in the form of who peo-
ple know and what kinds of social net-
works they have (Luthans et al., 2004), 
had a strong impact on the interviewees’ 
career choice and paths. They ended up 
in the construction field through person-
al interest and because of family members 
(e.g. MacDonald & Durdyev, 2021), and 
career development was supported by a 
large number of social and psychological 
factors. Psychological capital (e.g. Luthans 
et al., 2004) appeared as optimism, per-
severance, and ability to recognize one’s 
calling (e.g. desire to work on site). It al-
so seemed to support wellbeing, facilitate 
self-appreciating career decisions (Luthans 
& Youssef-Morgan, 2017), and strengthen 
the ability to withstand business challeng-
es and economic uncertainty (Luthans et 
al., 2004; see also Elsafty et al., 2020).

It is, however, reasonable to point out 
that the role of career guidance appeared 
in the career narratives only twice; in one 
story as a significant factor affecting career 
choice, and once it was mentioned to have 
been lacking. The careers of the interview-
ees had ultimately turned out well, but the 
absence of teachers and student counse-
lors in the data was remarkable. The po-
tential of counseling could be better lev-
eraged, especially from the perspective of 
introducing the various possibilities of ca-
reers in the construction field and find-
ing the most suitable paths for each in-
dividual. 

When telling somebody else’s story, the 
key ethical questions concern story own-

ership and entitlement (Guthrie, 2022; 
Shuman, 2015). In this research, the 
uniqueness of each participant’s story is 
influenced by the theme and questions of 
the interview, and finally, by the interpre-
tations made by the researchers. This may 
have led, for example, to an emphasis be-
ing given to the importance of certain ex-
periences in the career stories, since the 
semi-structured interviews consciously 
aimed to encourage the narration of par-
ticular social experiences (see Slembrouck, 
2015). For example, if more novices or 
women were reached for the research, the 
findings might have gotten different em-
phases. In terms of reliability, however, 
the narratives appeared rich yet highlight-
ed those career events that the interview-
ees themselves wanted to bring up and ex-
press as meaningful for them.

Conclusion

The construction industry will ex-
perience a major shortage of 
skilled labor due to the retirement 

of baby boomers and the lack of new tal-
ent entering the industry to replace them 
(Gajjar et al., 2019). As also discovered in 
this study, traditionally the nature and no-
tion of careers has been based on hierar-
chical, even rigid, structures. Past career 
models had a clear, uni-dimensional direc-
tion of prescribed “advancement,” where-
as both practice and research now demon-
strate models of careers that comprise a 
variety of options and directions (Baruch, 
2004). We now have multi-option criteria 
to assess career advancement or success. 
These can be inner satisfaction, life bal-
ance, autonomy, freedom, or other meas-
ures of self-perception (e.g. Baruch, 2004; 
Karima et al., 2022) or can be defined, for 
example, through individual, social, and 
work-related roles (see Rautio, 2022).

The role of career guidance 

appeared in the career 

narratives only twice.
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Another important notion for fur-
ther contemplation is how to make con-
struction careers more attractive in gen-
eral, including to women, so that wom-
en would not need to overcome barriers 
and find ways to cope in male-dominated 
construction environments (see Lingard 
& Francis, 2008; Naoum et al., 2020; 
Styhre, 2011). Our research provides new 
information about how people enter a 
construction career and how the career 
development plan may depend on, for ex-
ample, how attractive they find working 
on site or being in higher leadership posi-
tions. Furthermore, the work itself has be-
come increasingly fragmented and unpre-
dictable. From the perspective of a con-
struction site worker, this poses another 
challenge for collective identification at 
the workplace. Löwstedt and Räisänen 
(2014) talk about tensions between an in-
group and “outsiders,” which was referred 
to in our study in situations where “real” 
construction workers and office workers 
collaborate. Various managerial roles may 
have similar competitive elements, which, 
however, does not favor the future devel-
opment of the field.

Based on the analysis of narratives and 
narrative analysis conducted in this re-
search, two main implications emerge:

1. In construction firms, it is crucial to 
pay attention to the role of various po-
sitions. As shown in this research, not 

everyone aims for a higher managerial 
position or wants to leave behind work 
at the construction site. Quite the con-
trary: On-site work should be appreci-
ated and branded in a new way, namely 
how to become a skilled manager who 
is familiar with construction processes 
and able to lead work on site. Finding 
meaning in on-site work arises from 
the ability to accumulate psychological 
and social capital; if the career goal is 
more hierarchical, these capitals remain 
equally valuable.

2. The attractiveness of managerial ca-
reers in the construction field should 
already be emphasized before univer-
sity studies. The career opportunities 
should be better described and dis-
cussed. In addition, the nature of the 
work, both on-site and in higher man-
agerial positions, needs more attention 
from career counselors: The positive 
sides of both should be discussed. In 
general, the pride gained by working 
in the construction field can be best 
explained through narrative research 
findings such as those presented here.

We suggest that construction educa-
tion should emphasize the collective pro-
fessional pride of the construction indus-
try, for example by familiarizing students 
with various development options and 
supporting their reflection on their own 
measures of success. Generally, apprecia-
tion of all the aspects of multidirection-
al career development (including devel-
opment in the tasks and expertise, not just 
to various leadership positions) should be 
highlighted to strengthen commitment to 
and pride in construction work.

How to make construction 
careers more attractive 
in general, including 
to women.
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• korkein akateeminen tutkinto ja tehtävänimi-
ke (esim. FT, yliopistonlehtori)
• työnantajaorganisaatio
• sähköpostiosoite ja puhelinnumero
• postiosoite, johon kirjoittajakappaleet toimi-
tetaan

Käsikirjoituksen seuraavalle sivulle sijoite-
taan otsikko sekä suomenkielinen tiivistelmä 
(enintään 150 sanaa) ja 3–5 artikkelin sisältöä 
kuvaavaa avainsanaa (esim. toisen asteen am-
matillinen oppilaitos, ammatillinen kasvu, mo-
tivaatio, henkilöstö). Referee-artikkeleissa tu-
lee lisäksi olla vastaava englannin kielellä kir-
joitettu tiivistelmä (”abstract”) avainsanoineen 
(”keywords”).

Taulukot ja kuviot sijoitetaan oikeille paikoil-
leen käsikirjoitukseen. Huomioithan, että leh-
ti painetaan mustavalkoisena ja että kaikkien 
graafisten esitysten tulee olla painokelpoisia.

5. Lähdeviitteet
Teksteissä noudatetaan kirjoitustyylin ja lähtei-
siin viittaamisen osalta uutta APA7-tyyliä. Lisä-
tietoja ja esimerkkejä on saatavilla Ammattikas-
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vatuksen aikakauskirjan verkkosivuilta: https://
akakk.fi/ohjeita-kirjoittajille/tarkennetut-kirjoi-
tusohjeet/.

6. Vertaisarviointi (”referee-menettely”)
Jos kirjoittaja tahtoo artikkelilleen referee-me-
nettelyn, hänen on pyydettävä sitä kirjallisesti 
samalla, kun hän jättää artikkelinsa. Referee-ar-
tikkeleissa teemanumeron toimitus käyttää 
apunaan kunkin artikkelin osalta vähintään kah-
ta ulkopuolista asiantuntijaa. Kirjoitus lähete-
tään arvioitsijoille nimettömänä. 
   
Referee-kierroksen jälkeen artikkeli voidaan 1) 
julkaista sellaisenaan, 2) julkaista pienin muu-
toksin, jolloin uutta arviointikierrosta ei tarvita, 
3) hylätä ja hyväksyttää vähäiset muutokset ar-
vioitsijoilla, 4) hylätä ja hyväksyttää suhteellisen 
suuret muutokset arvioitsijoilla tai suositella ar-
tikkelia julkaistavaksi jossakin toisessa tiedeleh-
dessä. Korjattu versio lähetetään sähköpostilla 
takaisin toimittajalle. Korjatun käsikirjoitusver-
sion oheen tulee liittää kirje arvioitsijoille, jossa 
käydään kohta kohdalta läpi arvioitsijoiden kor-
jausehdotukset ja kerrotaan, miten kirjoittajat 
ovat ne huomioineet.

Varmistathan ennen referee-menettelyyn tar-
koitetun artikkelikäsikirjoituksen lähettämistä 
lehden toimitukselle – osoitteeseen akakk@ot-
tu.fi – seuraavat seikat:

1. Käsikirjoitusta ei ole julkaistu aiemmin, eikä 
se ole samanaikaisesti toisen tiedelehden ar-
viointiprosessissa.
2. Kirjoittajalla/kirjoittajilla on kaikki oikeudet 
julkaistavaan materiaaliin (taulukot, kuvat, 
kuviot ja muu aineisto).
3. Lehden kirjoittajaohjeita on noudatettu kä-
sikirjoituksen valmistelussa. Erityistä huomio-
ta on kiinnitettävä siihen, että
   • kirjoittajatiedot ovat erillisessä tiedos-
tossa eivätkä käsikirjoituksen alussa (eivät 
myöskään luettavissa Word-dokumentista: 
Tiedosto – Ominaisuudet – Yhteenveto)
  • lähdeviittaukset on tehty APA7-tyylillä.

7. Julkaisuoikeudet ja kirjoittajakappaleet
Ammattikasvatuksen aikakauskirjan julkaisijalla 
(OTTU ry) on oikeudet julkaista kirjoitukset leh-
den painetussa versiossa, Journal.fi-palvelussa, 
Elektra-palvelun kautta kotimaisten artikkelien 
Arto-tietokannassa sekä lehden verkkosivuilla 
tai muussa lehden sähköisessä muodossa. Lä-
hettämällä käsikirjoituksen lehteen kirjoittaja 
hyväksyy ylläolevat ehdot.

Kirjoittajalla on oikeus kopioida tai tehdä yk-
sittäisiä elektronisia kopioita artikkelista omaan 
yksityiseen käyttöönsä sekä opetuskäyttöön 
edellyttäen, että kopioita ei tarjota myyntiin eikä 
niitä jaeta julkisesti. Kirjoittajalla on oikeus artik-
kelin julkaisemisen jälkeen liittää se osaksi pai-
nettua tai sähköisessä muodossa julkaistavaa 
opinnäytetyötä (pro gradu, väitöskirja).  Myös 
artikkelin viimeisen tekstiversion – nk. ”final 
draft” tai ”post-print” – rinnakkaistallentaminen 
on sallittua ilman julkaisuviivettä (embargoa).

Artikkelien ja katsausten kirjoittajille lähete-
tään viisi (5) vapaakappaletta ko. lehden nume-
roa. Muiden osastojen kirjoittajat saavat yhden 
(1) vapaakappaleen. Vapaakappaleita ei posti-
teta ulkomaille, mutta kaikki kirjoittajat saavat 
sähköpostitse tekstinsä pdf-muotoisen taitto-
version. Myöskään eripainoksia ei toimiteta eikä 
kirjoituspalkkioita makseta. Vuosittain jaetaan 
Vuoden artikkeli -palkinto, jonka toimituskunta 
valitsee edellisen vuosikerran referee-artikke-
lien joukosta.

Lue lisää verkosta:

www.akakk.fi

www.journal.fi/akakk




