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This master's thesis investigates the educational preferences and career development 
factors of millennial leaders in the real estate and construction sectors, focusing on how 
Kiinko can adapt its offerings to meet the evolving needs of this dominating workforce. 
The study employs a qualitative methodology, utilizing semi-structured interviews with 
millennial leaders and case company management to explore educational backgrounds, 
preferences, and organizational support for career advancement. Furthermore, this research 
addresses a gap in the existing literature by focusing on millennial leaders as the target 
group. 

Key findings reveal a strong preference for practical, hands-on learning experiences and 
continuous learning supported by both internal and external programs. In addition to 
achieving success at work, a supportive work environment, effective mentorship, and 
strategic thinking skills are crucial for career advancement. The study identifies barriers 
such as cost, time constraints, and perceived relevance of current offerings. 

Recommendations for Kiinko include enhancing practical education, fostering a culture of 
continuous learning, leveraging modern technologies, creating networking opportunities, 
and offering diverse learning methods.  Future research should expand to other sectors and 
regions, considering the integration of new technologies into educational programs as well 
as defining a clear and standardized definition of the birth years of the Millennial 
generation. 
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Tämä pro gradu -tutkielma tutkii milleniaalijohtajien koulutuspreferenssejä ja 
urakehitykseen vaikuttavia tekijöitä kiinteistö- ja rakennusalalla, keskittyen siihen, miten 
koulutuspalvelujen tarjoaja Kiinko voi mukauttaa tarjontaansa vastaamaan dominoivan 
työvoiman muuttuvia tarpeita. Tutkimus käyttää kvalitatiivista tutkimusmenetelmää, 
hyödyntäen puolistrukturoituja haastatteluja milleniaalijohtajien ja kohdeyrityksen johdon 
kanssa selvittääkseen teemoja, kuten koulutustausta, koulutuspreferenssit ja organisaation 
tuki urakehitykselle. Lisäksi tämä tutkimus täyttää olemassa olevassa kirjallisuudessa 
olevan aukon keskittymällä milleniaalijohtajiin. 

Keskeiset havainnot paljastavat vahvan mieltymyksen käytännönläheisiin ja pragmaattisiin 
oppimiskokemuksiin. Jatkuva oppiminen nousee etusijalle, jota tuetaan sekä sisäisillä että 
ulkoisilla ohjelmilla. Työssä onnistumisen lisäksi, kannustavan työympäristön, tehokkaan 
mentoroinnin ja strategisen ajattelun taitojen katsotaan olevan ratkaisevan tärkeitä 
urakehitykselle. Tutkimus tunnistaa esteitä kouluttautumiselle, kuten kustannukset, ajan 
puute ja nykyisten tarjontojen koettu merkityksellisyys. 

Tutkimus tarjoaa suosituksia kohdeyritykselle käytännön koulutuksen vahvistamiseksi, 
jatkuvan oppimisen kulttuurin edistämiseksi, modernien teknologioiden hyödyntämiseksi, 
verkostoitumismahdollisuuksien luomiseksi ja monipuolisten oppimismenetelmien 
tarjoamiseksi. Tulevaisuuden tutkimuksessa tulisi laajentaa tarkastelua muihin sektoreihin 
ja alueisiin sekä ottaa huomioon uusien teknologioiden integrointi koulutusohjelmiin. 
Lisäksi on tärkeää keskittyä selkeän ja standardoidun määritelmän luomiseen milleniaalien 
syntymävuosille. 
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1  Introduction 

This chapter provides an overview of the study, conducted as assigned research for Kiinko, 

a Finnish education provider specializing in the real estate and construction industries. 

Kiinko offers a wide range of education programs designed to support professionals at 

various career stages. The chapter begins with the background and phenomenon behind this 

research, followed by the preliminary literature review, study objectives, research questions, 

and theoretical frameworks. Key concepts are defined, the study’s delimitations are 

specified, and the research methodology and approach are described. Finally, the structure 

of the thesis is outlined. 

1.1  Background 

According to Ng, Lyons, and Schweitzer (2013,1), we are in a situation where, for the first 

time in organizational history, four generations are working together within the same 

workforce. These generations include Baby Boomers, Generation X, Millennials, and 

Generation Z (Wang, 2024). Millennials, people born in the 1980s and 1990s, will become 

the world's largest workforce by 2025. In this case, even more than 75% of the entire world's 

workforce are millennials (Deloitte 2014). Millennials are also referred as Generation Y, 

Generation Next, Generation Me, etc., but the best-known term is Millennials which is also 

the term used in this study (DelCampo 2012). Based on the size of the workforce, Generation 

Z comes right behind the millennials, which means that the combined effects of two different 

generations will revolutionize working life significantly (Gabriel 2020; Fry 2018). For 

clearance, by the time this research is conducted millennials are individuals aged 28-43 

(Beresford Research 2024).  

In the United States, millennials are the largest population by generation (Korhonen 2024). 

In Finland, there hasn't been a comprehensive examination of the population's age 

distribution across generations to determine which age groups are predominant. Reports 

indicate that Finland's population is growing older, with the average age of a Finnish person 

being 43.7 years (Tilastokeskus 2024). However, it is evident that in 2022, the largest age 
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group in Finland consisted of individuals aged 20-39 and 40-59, among whom some are 

considered millennials, falling within the age range of 28-43 (Clausnitzer 2023). 

For quite some time, there has been widespread discussion globally about the predominance 

of millennials in the workforce, with projections indicating that by 2025, they will constitute 

a significant 75% of the workforce as baby boomers (1946-1964) are retiring (Purdue Global 

2024). This topic is not new, as in the United States, for instance, millennials have started 

growing as one of the largest workforces from 1997 and continued to maintain this position 

up to the present year (Peck 2023). Currently, in 2024, millennials dominate the workforce 

around the world, meaning over 50% of the global workforce are millennials.   

Although the workforce is affected by various factors, such as the economic situation, the 

structure of the population and global trends, the situation in Finland does not differ from 

the demographic structure of the world's workforce. Examined by Clausnitzer (2024), in 

2023, the highest employment rate in Finland at 85.9% was among 35–44-year-olds, i.e. 

millennials. Millennials' pursuit of personal development creates opportunities for education 

providers like Kiinko to adapt their offerings to meet millennials' demands and needs (Wang, 

2024). Understanding these needs is crucial, as they now represent the largest segment of 

the workforce and according to the Deloitte (2024, 23) Global Millennial Survey, millennials 

are exploring alternative career paths that don't require traditional university degrees, opting 

instead for vocational education, apprenticeships, and other programs that offer skill 

acquisition outside of a higher education framework. Their preference for vocational 

education over traditional university degrees presents a significant opportunity for Kiinko. 

By understanding and aligning with these preferences, Kiinko can tailor its educational 

offerings to attract millennial leaders, supporting their career growth and filling industry 

skills gaps.  

A paradox exists as there is a constant debate about the aging population and increasing 

retirement age (Cheng et al., 2020), while simultaneously discussing that younger 

generations dominate the workforce. This contradiction suggests that the workforce change 

is not due to its rejuvenation but its aging as older generations retire. It describes a natural 

transition: as the workforce ages, older people retire, and younger individuals enter working 

life. This transition is historic, with four different generations in the workforce 

simultaneously (Ng, Lyons, and Schweitzer 2013,1). 
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Millennials have more critical needs related to working life, which today's organizations 

have not necessarily adapted to. Millennials have high expectations from businesses, 

government, and future workplaces. They seek rapid development, innovative thinking, and 

a positive societal impact. Currently, there is room for improvement in organizations because 

millennials believe companies are not doing enough, especially in management. (Deloitte, 

2014.) This study aims to explore the educational preferences and career development needs 

of millennial leaders, as well as to identify the key opportunities and barriers they present 

for the case company as a significant portion of the workforce. 

This research is interesting for several reasons: it provides insights into the changing 

dynamics of the workforce and educational preferences, helps organizations like Kiinko 

improve their strategies, and fills a gap in the existing literature. Understanding how Kiinko 

can adapt its educational offerings to meet the needs of millennial leaders can reveal 

important aspects of how demographic changes impact the workforces needs. By identifying 

the educational preferences and factors influencing the career development of millennial 

leaders, organizations can develop more effective and meaningful education programs. This 

research provides valuable information on how Kiinko and similar organizations can support 

the professional growth of millennial leaders, ensuring they have the necessary skills and 

resources to succeed in a changing work environment. 

1.2  Preliminary literature review 

In this section, a brief overview of the academic literature relevant to the study's topic is 

discussed. Over the past decade, there has been an increasing focus in academic research on 

topics like millennials in the workplace, changes in working life and how organizations view 

and manage millennials (Twenge 2010, 1118-1120; Valenti 2019, 75-76). According to 

Galdames & Guihen (2022, 146) the topic of millennials in the workplace has gained 

significant attention and popularity in academic research. The goal for the literature review 

of the study is to explore existing research on the topics of millennials in the workplace, 

changes in working life, and how organizations adapt their strategies to meet the evolving 

needs of a younger workforce.  

This involved reviewing academic articles, books, and other scholarly sources to gather 

insights and findings that are relevant to the study. A crucial goal is to identify gaps in the 
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current literature that this study aims to address. This involves pinpointing areas where there 

is a lack of research or where existing studies may not fully cover the specific context or 

demographic focus of the research, such as the educational preferences of millennial leaders 

in the real estate and construction sector. The literature review provides an academic basis 

for the study, helping to frame the research questions and the theoretical frameworks of this 

study. 

Table 1 highlights the key findings from various studies on millennials in the workplace and 

the evolving nature of working life. These studies provide a foundational understanding of 

how millennials, soon to be the largest generation in the global labor force, shape 

organizational dynamics and expectations. For instance, Fry (2018) confirms that millennials 

dominate the labor market, underlining the significance of tailoring workplace practices to 

meet their needs. Timmes (2022) expands on this by emphasizing that leaders should 

consider shifting demographics, ESG practices, and the integration of robust technology into 

operations to effectively leverage the potential of millennials. 

The literature also reveals that millennials value leaders who treat them with respect and 

who are genuinely invested in their career success, as identified by Tulgan (2016). 

Additionally, Burkes (2010) offers strategies for engaging and retaining millennials, which 

include providing growth opportunities, meaningful experiences, and transparent 

communication. These strategies are essential for transforming millennials into long-term 

valuable assets within organizations. Furthermore, research by Leino, Teräväinen, and 

Lehtovaara (2021) shows that millennials prioritize fairness, success, a positive work 

environment, human-centered leadership, meaningful and inspiring work, and transparency 

in communication, as well as opportunities for learning and self-development. Näswall, 

Hellgren, and Sverke (2008) discuss the broader impacts of a changing working life, noting 

both positive and negative effects on individuals and organizations. The persistent focus on 

millennials' needs might contribute to the tendency to portray them negatively. Millennials 

are often portrayed as demanding and difficult to manage, with a reputation for being 

emotionally sensitive and less resilient. Additionally, they are frequently labelled as "job-

hoppers" due to their tendency to switch jobs frequently in pursuit of better opportunities, 

showing a lower level of commitment to their current employers. (Galdames & Guihen 2022, 

146.) 
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Table 1. Highlights from the preliminary literature review. 

Author(s) & year 
published 

The objective of the 
study 

Methodology Key findings 

Fry 2018 Research what is the 
largest US workforce 
based on generation 

Analysis of 
Integrated Public 
Use Microdata 
Series (IPUMS) 

Millennials have become the 
largest generation in the U.S. 

labor force. 

Timmes 2022 What leaders should 
consider to be able to 
capture the power of 

millennials 

Empirical 
research 

Leaders should consider shifting 
demographics, ESG practices, 

employee value proposition and 
utilize robust technology in 

operations. 
Tulgan 2016 To help older and more 

experienced leaders and 
managers in maximizing 

the potential of the 
millennials. 

Empirical 
research 

Millennials desire leaders who 
treat them with respect in the 
workplace. They seek leaders 

who genuinely prepare them for 
success in their careers. 

Burkes 2010 To present strategies for 
involving Millennials as 
followers and retaining 
them to develop them 
into valuable assets 

within any company. 

Literature-based 
research 

The strategies to engage 
millennials and retain them as 

valuable assets include providing 
growth opportunities, creating 

meaningful experiences, 
establishing mentoring 

relationships, respecting their 
contribution, giving copious 

feedback, and separating presence 
from activity. 

Leino, Teräväinen 
& Lehtovaara 2021 

How are Millennials 
changing corporate 

culture? 

Qualitative: 
grounded theory 

Millennials value fairness in the 
workplace, experiences of 
success, a positive work 

environment, human-centered 
leadership, meaningful and 

inspiring work, openness, and 
transparency in communication, 

as well as opportunities for 
learning and self-development. 

Näswall, Hellgren 
and Sverke 2008 

It aims to investigate 
emerging aspects of 
working life from 

individual perspectives, 
focusing on challenges, 

well-being, and 
organizational strategies 

for navigating the 
evolving landscape. 

Empirical 
research: 

theoretical 
frameworks 

combined with 
innovative 
research 

Changing working life has 
multiple negative and positive 

effects concerning individuals and 
organizations. 

 

Based on the literature review, a research gap was identified. As Galdames & Guihen (2022, 

158) defines, a significant gap in empirical studies focusing on leadership and the millennial 
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generation exists. Academically this study aims to address this gap by focusing specifically 

on millennial leaders. By exploring the educational preferences and needs of millennial 

leaders, with a particular focus on the factors influencing their aspirations for further 

education and career development, this study broadens our understanding of how 

demographic shifts impact workforce dynamics and the educational needs of younger 

leaders. Additionally, this thesis serves as a resource for the academic community and 

beyond to understand the evolving trends in workforce demographics and educational 

strategies, particularly among millennial leaders who are becoming a dominant force in the 

industry. 

1.3  Objectives and research questions 

The main objective of this research is to investigate the educational preferences and career 

development needs of millennial leaders in the real estate and construction sectors, and to 

identify the key factors influencing their aspirations for further education and professional 

growth. This involves leveraging opportunities and mitigating risks associated with this 

demographic shift. Furthermore, from a theoretical standpoint, this thesis focuses on 

adapting service businesses’ strategies to the decreasing average age of the workforce. This 

includes theoretical frameworks that introduce the service sector and its characteristics as 

well as service sector marketing. Following that, the strategic tools of segmentation, 

targeting, positioning (STP), and differentiation frameworks are utilized, along with 

methods for understanding customers’ needs. Finally, change management theories are 

addressed to draw an understanding of change management from an organizational 

perspective. 

The goal of this master’s thesis is to understand the educational preferences of millennial 

leaders and how Kiinko can strategically adapt to these preferences while managing the 

drivers and barriers presented by the changing workforce demographics. This involves 

leveraging opportunities and mitigating risks associated with this demographic shift. 

Specifically, the research aims to determine the extent to which the decreasing average age 

of individuals in management positions affects Kiinko's customer base and how to adapt to 

this change.  
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In relation to workforce age distribution, Kiinko's main challenge is to identify opportunities 

to engage this significant segment of the workforce while also being prepared for the risks 

associated with this demographic shift, given its role as an educational service provider. As 

a summary the objectives of this master’s thesis are to: 1) assess the effects and significance 

of the workforce’s age distribution within Kiinko’s target group, 2) determine the 

educational and career development requirements and desires of millennials in management 

positions, 3) identify key issues for Kiinko that present potential opportunities or risks and 

develop strategies to address them, 4) offer theoretical insights on the implications of 

changing work life and workforce age distribution in relation to strategic adaptation, and 5) 

provide managerial recommendations for Kiinko. 

From the management perspective, this research aims to help the case company understand 

the needs of millennial leaders and align Kiinko's educational offerings to meet these needs. 

This research is focused on customer insights, specifically identifying what millennials want 

and how Kiinko can best respond to their requirements and desires. 

The main research question (Main RQ): 

• What factors influence the career development of millennials in management 

positions, and what are their educational preferences? 

This main research question is summarizing the key target and purpose of this study into one 

question. It is designed to address a gap in the current literature regarding millennial leaders 

and specifically the career development of millennials in management positions and their 

educational preferences. This research question seeks to explore the key factors that 

influence the career trajectories of millennials who have assumed leadership roles. It aims 

to identify the specific elements that shape their professional growth, including the 

challenges and opportunities they encounter in their career advancement. Additionally, the 

study will investigate the educational preferences of millennial managers, examining the 

types of education and development opportunities they prioritize and how these preferences 

align with their career goals. 

To ensure a thorough examination of these issues, four supplementary research questions 

have been formulated. These questions are intended to delve into the various dimensions of 

career development and educational preferences, providing a detailed understanding of the 
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interplay between these factors and how they contribute to the success and satisfaction of 

millennials in management positions.  

Sub-research question 1: 

• What are the potential risks and opportunities for Kiinko associated with the 

demographic shift of the workforce? 

This question aims to explore how changes in the age and composition of the workforce may 

impact Kiinko. It seeks to identify the risks, such as potential skills gaps or resistance to 

change, and the opportunities, such as attracting a younger, more dynamic workforce or 

leveraging the unique strengths of different age groups, that these demographic shifts might 

bring.  

Sub-research question 2: 

• What are the key drivers that influence the educational preferences of millennials in 

management positions. 

This question seeks to understand the primary factors influencing the educational choices of 

millennial leaders. It examines how personal values, career goals, technological 

advancements, learning styles, workplace demands, and societal influences shape their 

educational preferences, including formal degrees, online courses, professional development 

programs, and preferred learning methods. Understanding these drivers is crucial as 

millennial leaders, a significant part of the workforce, have distinct needs compared to 

previous generations (Deloitte, 2014). 

Sub-research question 3: 

• What are the primary barriers that hinder millennials in management positions from 

engaging with current educational offerings?  

This research question aims to identify the primary barriers that prevent millennial leaders 

from engaging with current educational offerings. It seeks to understand the obstacles that 

hinder their participation, which could include factors such as cost, time constraints, 

perceived relevance, outdated content, and inflexible delivery methods.  

Sub-research question 4: 
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• How can Kiinko strategically adapt its educational offerings to align with the 

preferences of millennial leaders while overcoming identified barriers? 

This research question aims to explore how Kiinko can modify and improve its educational 

programs to better suit the preferences of millennial leaders while addressing the obstacles 

that currently hinder their engagement. It involves understanding the specific preferences of 

millennial leaders, such as their desire for innovation, flexibility, practical relevance, and 

opportunities for skill development. The goal is to find strategic ways for Kiinko to adapt its 

offerings to make them more appealing and accessible, thereby increasing millennial leaders' 

participation and satisfaction with the educational programs. 

1.4  Theoretical framework 

The theoretical perspectives of this master's thesis, as outlined in chapter two, have been 

selected based on the theoretical tools needed by the case company or other similar 

educational service providers to address this change. The service industry knowledge is 

essential for adapting their offerings to better serve a new generation of clients. 

Understanding STP helps the case company to accurately identify and target the needs of 

different segments within this changing demographic. Change management theories are 

crucial for guiding the organization through the necessary adjustments in their strategies and 

operations to remain competitive and relevant in a rapidly evolving market.  

The foundation of the theoretical framework is the adaptation of service business strategy, 

particularly in relation to the expectations and demands of the dominant workforce that the 

case company must consider. A significant demographic shift in the workforce impacts 

businesses, compelling companies like the case company to understand and address this 

phenomenon. The theoretical section begins with an introduction to the service industry and 

its key points. This foundation is essential for understanding the overall context, as the case 

company operates purely within the service sector. Grasping the dynamics of the service 

industry is crucial for analysing and developing strategies that align with the company's 

specific characteristics and customer needs. 

Secondly, the STP framework helps to identify and understand different customer groups, 

specifically millennials in this case. By segmenting the market, targeting the right groups, 
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and positioning services to meet their needs, we can create effective strategies to attract and 

retain this demographic. (Helmold 2022, 112.) Finally, change management theories provide 

a structured approach to implementing and managing change within an organization. These 

theories help to understand how to navigate and adapt to changes (Vukotich 2011, 1-3.) in 

the workforce, such as the decreasing average age and the increasing presence of millennials. 

Different change management theories are introduced such as the Kotter’s eight-step model, 

Jick’s ten-step model, General electric’s (GE) seven-step change acceleration process model 

and Lewin’s three step model. Together, STP framework and change management theories 

will enable a comprehensive analysis of how to strategically adapt educational offerings to 

meet the evolving needs of a younger workforce while effectively managing the 

organizational changes that come with this adaptation. 

 

 

Figure 2. Theoretical framework. 

 

1.5  Key concepts 

Changing working life is defined by Näswall, Hellgren and Sverke (2008, 1-2) as 

transformations in the workforce since the 1990s, presenting opportunities and challenges 

for employees. Understanding both the positive and negative aspects from individuals' 

perspectives is crucial for grasping the nature of these changes. Observers note transitions 

such as technological advancements, improved communication, and globalization, evoking 

mixed reactions. 

Strategy adaption to workforce expectations

Segmentation, targeting, positioning (STP)

Change management
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Millennials, the largest workforce globally which most experts define as those born between 

1978 and 2000, with two distinct waves: Generation Y (born 1978-1989) and Generation Z 

(born 1990-2000). While Generation Y´s are now aged 46-35, generation Z´s represent the 

newest young workforce aged 34-24. Millennials, influenced by technological 

advancements and parenting styles, continue to shape the workplace and workforce 

dynamics. Since most of the existing literature defines millennials as 1981-1996, it will be 

used as the research age measure. 

STP framework, including Segmentation, Targeting, and Positioning, which entail dividing 

the market into specific consumer groups, choosing target segments, and crafting a 

distinctive brand image to stand out from competitors. This is a critical set of decisions in 

marketing to be made to efficiently connect with their desired audience and conveying their 

value proposition. (Islam 2021, 1385-1386) 

Consumer behaviour refers to the complete process of decision-making and actions taken 

in acquiring, evaluating, using, and disposing of goods and services. It's not just about 

making purchases; it starts much earlier, with consumers contemplating alternatives, 

conducting research internally and externally, and ultimately making purchasing decisions. 

After acquiring products, consumers use them, and their post-purchase behaviour provides 

valuable feedback to marketers about product success. (Khan 2006, 4) 

Behavioural strategy is defined by Powell et al. (2011, 1370-1371) as combined concepts 

from cognitive and social psychology into the field of strategic management. Its goal is to 

apply realistic understandings of human cognition, emotions, and social interactions to 

enhance organizational strategy development and implementation. Through this approach, 

behavioural strategy aims to advance both theoretical frameworks and practical strategies in 

real-world business contexts. 

Organisational behaviour explores how individuals, groups, and organizational structure 

affect behaviour within organizations. It applies insights into human behaviour to improve 

organizational effectiveness. Key themes of organisational behaviour include motivation, 

leadership, group dynamics, communication, learning, attitudes, change management, 

conflict resolution, job design, and stress. (Nandhakumar 2018, 1-2) 

Change management is defined by Phillips & Klein (2023, 189-190) as strategies and 

models to help organizations adapt to new developments by ensuring employees accept and 
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support these changes. It includes planning, leading, and evaluating change efforts. There's 

a disconnect between theoretical approaches and practical applications, making it 

challenging to find one-size-fits-all solutions. Effective change management requires 

understanding both academic theories and practical tools to apply them contextually within 

organizations. 

1.6  Delimitations 

This study has certain limitations that need to be considered when evaluating the research 

findings and discussions presented. In addition, since the research is given as assigned the 

delimitations attached to the case company must also be considered. Firstly, the research 

mainly focuses on examining the phenomenon's target groups, i.e. millennials, expectations 

and demands regarding educational preferences and career development. Since the research 

is conducted for a service company that offers education, it is crucial trying to observe 

relevant insights from their point of view from themes, such as competence, self-

development, previous educational path, the meaning of work and the educational 

opportunities provided by the employer of the interviewee. 

Secondly, given that the case company operates within the real estate and construction sector 

and offers education tailored to this field, it's essential to consider the industry-specific 

constraints during the research process and when selecting interview participants. The real 

estate and construction industry, being subject to strict regulations, does influence statutory 

education to some extent, although it's not the primary focus of this study. The interviews 

and empirical investigation in this thesis concentrate solely on the industry relevant to the 

case company, as it establishes the necessary foundation to achieve the desired outcomes of 

this study. Finally, since the case company's operations are primarily located in Finland, the 

demographic focus of the study is on the Finnish market. Consequently, all interviewees are 

Finnish, and even if an interviewee is employed by an international company, the interviews 

concentrate on aspects of Finnish working life. 
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1.7  Research methodology and approach 

This research methodology is grounded in qualitative research, which aims to provide 

comprehensive and profound understandings of participants' viewpoints, experiences, and 

interpretations related to a specific phenomenon or subject matter. Initially, qualitative 

research emerged as an alternative to quantitative research, utilizing text as empirical 

material instead of numbers (Flick 2007, 2-3). While quantitative research is often 

considered more reliable and precise, its rigorous nature can be a limiting factor in selecting 

the appropriate research method (Goodman 2011). Given that the nature of this research 

focuses on a phenomenon, examining its effects as either hindrances or opportunities 

impacting the case company's operations, the interviewees were selected based on the targets 

of the phenomenon. Considering the phenomenon under study and the theoretical 

framework, a qualitative research method was chosen. The insights provided by the subjects 

form the foundation of the practical aspect, namely the response to the research question. 

Therefore, the research should not be overly rigid, as the primary goal is to gather opinions, 

viewpoints, and interpretations. 

Since the study is researching a phenomenon and its effects to a real-life case company and 

its operations, the semi-structured thematic interview research method is the basis of this 

study. Described by Galletta & Cross (2013, 1-2), the semi-structured interview method is 

known for its flexibility, offering a structured approach to address specific aspects of the 

research question while also allowing participants to contribute new insights to the topic. 

When constructing a semi-structured interview, it must be remembered that the interview 

must be effective for the interviewer as well as the interviewee.  

Qualitative research emphasizes the researcher's role, especially during semi-structured 

interviews. Researchers must adapt to the interview dynamics by guiding the conversation, 

rephrasing questions, and adjusting their approach. This highlights the researcher's active 

role in shaping the interview process. (Galletta & Cross 2013, 1-2) Effective interviewing 

relies on the researcher's ability to listen actively to the participant's story. Knowing when 

to interject or let the participant continue uninterrupted is crucial. Crafting open-ended 

questions involves predicting possible responses and deciding on appropriate follow-up 

questions. It also requires spontaneity and intuition to seize opportunities for deeper insights 

into the participant's narrative. (Galletta & Cross 2013, 75-76) 
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1.8  Structure of the thesis 

The structure for this master's thesis is divided into five main chapters: introduction, 

theoretical part, research methods and data, empirical analysis, and findings and finally 

discussion and conclusions. In the introduction, the research background is outlined to 

provide context and introduce the topic. This is followed by a preliminary literature review, 

the study's objectives, and research questions, emphasizing the significance of the research. 

The theoretical framework, key concepts, delimitations, and the research methodology are 

then discussed to establish the foundation of the study. Finally, the structure of the thesis is 

outlined to guide the reader through the thesis. 

Chapter two provides an in-depth analysis of adapting service strategies to align with 

workforce expectations in the service sector. It begins with an overview of the service sector, 

including the IHIP characteristics (intangibility, heterogeneity, inseparability, perishability) 

and service classification. The chapter then discusses service sector marketing, emphasizing 

market segmentation, targeting, differentiation, and positioning, and the importance of 

understanding customer needs. Finally, it explores change management theories, such as 

Kotter’s eight-step model and Lewin’s three-step model, and their application within the 

service sector to adapt strategies to the evolving workforce landscape. 

The third chapter outlines the methodology and data collection procedures utilized in the 

research. Following this, in the fourth chapter, the empirical section presents the findings 

derived from the interviews. Subsequently, these results are analysed more deeply in the 

discussion and conclusion section, which is chapter five, covering also managerial 

implications, limitations, and suggestions for future research. Figure 2 illustrates the 

structure of the thesis. 
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Figure 2. Structure of the thesis. 
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2  Strategy adaptation to workforce expectations in service sector 

This chapter explores the crucial aspects of adapting service business strategies to align with 

the evolving expectations of the dominating workforce. As a whole, this chapter covers the 

theoretical frameworks of this master’s thesis, opening up concepts, processes, and key 

factors. The aim is to combine the two main theoretical frameworks STP (Segmentation, 

Targeting, Positioning and additionally Differentiation) and goal of this study, strategy 

adaption to meet the needs of the dominating workforce. 

The following sub chapters begins with an introduction of the service sector and its 

characteristics, highlighting how these competences influence the delivery and marketing of 

services. The chapter delves into the IHIP characteristics—intangibility, heterogeneity, 

inseparability, and perishability—and discusses their implications for service marketing and 

delivery. These characteristics remarkably influence how services are marketed and 

delivered. Additionally, the service classifications are explained where different kind of 

services are categorized.  

The sub chapters then transition into a discussion on service sector marketing in general and 

more deeply by addressing the roles, processes, and goals in service marketing. Afterwards 

the chosen key marketing strategies—market segmentation, targeting, differentiation, and 

positioning—are also explored, illustrating how these strategic tools can help Kiinko adapt 

its educational programs to meet the diverse needs of the workforce. The chapter explains 

the processes and roles of developing a clear value proposition, selecting appropriate market 

segments, and creating a distinctive market position.  Furthermore, it highlights the necessity 

of differentiation strategies to strengthen a competitive edge.  

Following, the chapter highlights the importance of understanding customer needs, detailing 

methods to gain insights into customer preferences and expectations, which are crucial for 

designing and delivering effective educational services to match the expectations and 

educational preferences of the dominating workforce, which forms the base for this thesis.  

Finally, the chapter introduces change management theories. This section is essential for 

understanding how to manage the transition and adaptation processes within an organization. 

Introduction to change management will provide an overview of the concept. Key change 
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management models will present the most well-known models that can guide the change 

process. Applying change management in the service sector will explain how these models 

can be specifically applied to the service industry to handle the demographic shift and other 

changes effectively. 

2.1  Introduction to service sector 

According to Sepulveda (2014, 604) services represent the largest sector of the global 

economy. The definitions of services vary, depending on the context. Axford (2010, 473) 

describes service as something provided by an organization or professional to meet a specific 

need or fulfil a request. In the other hand Schönsleben (2019, 28-29) describes as the ability 

to serve a particular function or meet a specific need. In a larger industrial concept, service 

sector refers to the part of the economy that focuses on providing services rather than 

manufacturing physical goods. Unlike the agricultural and industrial sectors, which produce 

tangible products, the service sector offers activities that fulfil various needs, such as 

education, healthcare, finance, government services, transportation, and trade. This sector, 

also known as the tertiary sector, includes a wide range of intangible goods like consulting, 

advice, and customer service. (Helmold 2022, 83.) Schönsleben (2019, 28) argues that the 

traditional distinction between product = tangible and service = intangible is becoming 

increasingly unclear. This suggests that whether something is categorized as a product or a 

service, it cannot be definitively stated whether it is tangible or intangible. 

2.1.1  Characteristics of services 

Services are defined by several key characteristics. They are intangible activities provided 

by one party to another, often involving time-based tasks that achieve specific outcomes for 

the recipient. Unlike physical goods, services do not result in ownership of anything tangible. 

According to Helmold (2022, 85), customers receive value through access to skills, 

expertise, facilities, and systems. This exchange requires investment of money, time, and 

effort from the customer. Effective services marketing focuses on creating, communicating, 

and delivering this value while managing customer relationships to benefit both the 

organization and its stakeholders. (Vargo & Lusch 2008, 27-29.) 
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From 1980s four key characteristics have been identified that define services and set them 

apart from physical products: intangibility, heterogeneity, inseparability, and perishability. 

Blut, et al. (2014, 276) referrers these as the IHIP characteristics. These characteristics form 

the foundation of services marketing, establishing it as a unique field within the broader 

marketing discipline. (Moeller 2010, 359) 

2.1.2  IHIP characteristics (intangibility, heterogeneity, inseparability, perishability) 

Intangibility is a key characteristic of services that makes them harder to market and sell 

compared to physical products. Unlike tangible goods, which can be displayed, touched, 

tested, and tried before purchase, services cannot be seen or physically handled before they 

are bought (McDougall & Snetsinger 1990, 28). This makes it difficult for customers to 

judge the quality of a service beforehand. Because services are not physical objects, they are 

abstract and based on perceptions. Customers form opinions about a service only after they 

have used it, which can be challenging for marketing managers. They cannot easily show or 

demonstrate the service to potential customers before purchase. Instead, marketers must 

emphasize the benefits and satisfaction that customers will receive from the service. 

(Helmold 2022, 85-86; Wieland, et al. 2017, 925-926.) According to Shostack (1977, 77-

78), teaching is the most intangible service on the spectrum of market entities. This 

underscores the highly intangible nature of the sector in which the case company operates, 

as their offerings primarily focus on teaching and education.  

Helmold (2022, 87) defines heterogeneity, as a characteristic of services, meaning that the 

quality of services can vary greatly and cannot be standardized. This variation occurs 

because services are often performed by different people at different times and in different 

ways. As a result, the same service might be experienced differently by different customers, 

even if they pay the same price. Due to heterogeneity, it is challenging to ensure consistent 

quality and to market services effectively. Professionals must use their skills and expertise 

to minimize these variations and provide a more consistent service experience for customers. 

(Wolak, Kalafatis & Harris 1998, 25-26; Blut, et al. 2014.)  

Taherdoost, Sahibuddin & Jalaliyoon (2013, 205) clarifies inseparability as a characteristic 

of services where production and consumption occur simultaneously, meaning the service 

provider is often present during the delivery. This is important for two reasons: it highlights 
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the critical interaction between provider and customer, which affects the customer 

experience, and it emphasizes the need for efficient capacity management since services 

cannot be stored and must be available when demanded (Moeller 2010, 364). Examples 

include education, medical consultations, and live performances (Edvardsson, et al. 2005).  

Perishability refers to the characteristic of services that they cannot be stored or saved for 

future use, in contrast to physical goods (Gilmore 2003, 15-16). If services are not utilized 

or sold immediately, they are available, the opportunity to provide them is irrevocably lost. 

This makes the efficient management of services critical for providers, as unused services, 

such as empty seats on flights or unoccupied hotel rooms, lead to lost revenue opportunities. 

(Helmold 2022, 86.) Wolak, et.al (1998, 27) emphasizes that services are "time dependent" 

and "time important," which contributes to their high perishability.  

2.1.3  Service classification 

Services are categorized into professional services, service shops, and mass services 

(Silvestro 1992), based on their operational characteristics as seen in Table 2. Professional 

services, as those offered by accountants and consultants (Clark 2015, 2), involve low 

customer volume but high customization and extensive, personalized interaction. The focus 

is on the provider's expertise and judgment. According to Thakor & Kumar (2000), 

researchers generally agree that doctors, lawyers, and clergy are considered professionals, 

but there is ongoing debate about whether other occupations should be classified similarly. 

Service shops, such as banks and hotels, handle a medium volume of customers. They 

combine human interaction with equipment use, offering a balance of customization and 

standardization, adding value through both direct interactions and support processes. (Verma 

& Boyer 2000, 6-10.) Ng, et al. (2007) define mass services, including public transport and 

fast food, serving a high volume of customers with minimal interaction and low 

customization. They rely on standardized, efficient processes and extensive use of equipment 

to maintain consistency. (Baron & Harris, 2003, 28-29.)  
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Table 2. Classification of services (Baron & Harris, 2003, 28-29). 

Dimension Professional services Service shops Mass services 

Volume of customers Low Medium High 

Focus People People and equipment Equipment 

Customer contact 

time 

High Medium Low 

Customization High Medium Low 

Empowerment of 

personnel 

High Medium Low 

Source of value 

added 

Front office Front and back office Back office 

Service focus Process Process and product Product 

 

2.2  Service marketing 

Onkvisit & Shaw (1989, 13) define that service marketing demands even greater effort and 

strategy compared to marketing physical products. Service marketing and sales focus on 

promoting and highlighting the intangible benefits and offerings that a company provides to 

deliver value to customers. These strategies can be applied to standalone services or services 

that complement physical products. (Helmold 2022, 83.) Service marketing emphasizes the 

business of non-physical, intangible goods—benefits that cannot be seen, touched, or 

physically possessed. These benefits are primarily driven by people and processes and are 

essential for industries like hospitality, tourism, financial services, and professional services. 

Unlike tangible goods, services do not result in ownership and may or may not be linked to 

a physical product. (Gronroos 2006, 317-323.) 

Grönroos & Tillman (2020) discuss that the primary objectives in traditional marketing are 

typically focused on driving sales and acquiring new customers. Achieving success in 

service marketing and sales involves three key areas: external marketing, which includes 

setting prices, distributing services, and promoting them to customers; internal marketing, 

which focuses on education and motivating employees to provide outstanding service; and 

interactive marketing, which highlights the importance of employee skills in creating 
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positive customer experiences. This comprehensive approach helps communicate the value 

of non-physical offerings and ensures exceptional customer service through a well-trained 

and motivated workforce. (Helmold 2022, 84.) 

2.2.1  Roles, processes, and goals in marketing 

Kotler (2005, 27-28) defines marketing as the process of generating interest in a company's 

products or services by understanding and addressing the needs and preferences of potential 

customers. It involves conducting market research and analysis to create strategies that 

attract and engage customers, ultimately promoting the company's brand, products, or 

services (Helmold 2022, 7-8). Marketing activities include running campaigns, selecting 

appropriate channels to reach target audiences, and crafting compelling messages that 

resonate with potential buyers (Armstrong & Kotler 2022, 28-31). 

Marketing and sales, while closely related, serve distinct functions within an organization. 

Marketing focuses on generating interest and attracting potential customers through strategic 

campaigns and long-term planning. It involves understanding customer needs, building 

brand awareness, and fostering long-term relationships. (Kotler 2005, 27-28.) The primary 

goal of marketing is to promote the company's products or services and communicate their 

value to customers. Marketing can be also considered as the base function for sales. 

(Helmold 2022, 7.) 

Sales, on the other hand, is centered on the actual transaction of selling products or services 

(Ojanperä, et al. 2023, 16-17). Salespeople are responsible for managing relationships with 

potential clients, understanding their needs, and providing solutions that lead to a purchase. 

Sales activities are more immediate and transactional, with a focus on meeting specific 

quotas and sales volume goals within shorter time frames, often measured monthly. 

(Helmold 2022, 7; Rouziès, et al. 2005, 114-115.) 

As a summary, the primary goals of marketing are to create brand awareness, generate 

interest in the company's products or services, and build long-term customer relationships 

(Kotler 2005, 27-28). Marketing aims to anticipate and satisfy customer needs, positioning 

the company's offerings as the preferred choice in the market. These goals are typically long-
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term, as marketing campaigns can span several months to build a strong brand presence and 

customer loyalty. (Helmold 2022, 7; Kotler & Armstrong 2017, 28-30.) 

2.3  Market segmentation, targeting, differentiation and positioning 

Strategic marketing relies heavily on the principles of market segmentation, targeting, 

differentiation, and positioning (STP) to achieve a competitive edge and meet customer 

needs effectively (Proctor 2021, 71). Kotler (2005, 27-28) considers STP as one of the most 

important concepts in marketing. Unlike mass marketing, which aims at a broad audience 

with a single product, or product marketing, which offers a variety of products to a large 

market, target marketing zeroes in on the most profitable segments. The STP process begins 

with segmentation, where the overall market is divided into smaller groups based on criteria 

like demographics, geography, and behaviour. (Khandelwal, Jakhar & Khandelwal 2020, 

3909.) Targeting then selects the most promising segments to focus on. Differentiation 

ensures the product or service stands out by offering unique benefits, while positioning 

establishes a distinctive place for the brand in the minds of customers. (Armstrong, et al. 

2023, 209-217.) This customer-centric approach allows for more personalized marketing 

efforts, enhancing the brand's value proposition and fostering customer loyalty, which 

ultimately drives business success. (Helmold 2022, 112.) 

2.3.1  Value proposition 

A value proposition is essential for establishing a business's competitive edge. It succinctly 

explains why customers should choose your company over others by highlighting the unique 

benefits they will receive. (Payne, et al. 2017, 465.) In terms of products or services, it 

focuses on the problems they solve or the positive impacts they provide (Ballantyne, et al. 

2011). Crafting an effective value proposition involves integrating market segmentation, 

targeting, differentiation, and positioning elements. To identify a genuine value proposition, 

several key elements should be present. It must clearly convey the measurable benefits and 

return on investment for customers. (Armstrong, et al. 2023, 35.) It should be tailored to 

specific customer needs and pain points, providing relevant solutions. The language should 

be clear and industry-specific, ensuring that the value is easily understood. A real value 
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proposition is customer-centric, emphasizing unique benefits that distinguish the product or 

service from competitors. The use of a checklist is also suggested to ensure the value 

proposition effectively communicates its benefits and stands out in the market, giving 

customers a strong reason to choose it. (Helmold 2022, 105; Camlek 2010.) 

2.3.2  Market segmentation 

Bergström & Leppänen (2021) define market segmentation in the STP (Segmentation, 

Targeting, and Positioning) process as dividing a broad, homogenous market into smaller, 

identifiable segments that share similar needs, wants, or demand characteristics. This helps 

companies tailor their marketing strategies to meet the specific expectations of different 

customer groups (Helmold 2022, 105). The goal is to design a marketing mix that precisely 

aligns with the desires of the targeted segment, enabling more efficient and effective 

marketing efforts (McDonald & Dunbar 2012, 7-9).  

Segmentation serves as a middle ground between treating all customers as unique and 

treating the entire customer base as a single entity. By creating these subgroups, companies 

can tailor their marketing efforts to specific segments while still benefiting from economies 

of scale. (Weinstein 2004, 3-4.) For example, a car manufacturer might divide its market 

into several segments to customize marketing strategies and products for each group, 

contrasting with a one-size-fits-all approach. The primary goals of market segmentation 

include understanding customer diversity, simplifying market analysis, selecting target 

segments, developing segment-specific marketing actions, and efficiently allocating 

resources. (Bergström & Leppänen 2021.) This approach is crucial for formulating 

marketing strategies and actions, significantly impacting marketing decisions. Market 

segmentation is highly valued by marketing professionals for its strategic benefits, such as 

identifying niche markets and achieving a superior market position. (Homburg, Klarmann, 

Vomberg 2022, 940) 

Proctor (2021, 71) defines that the segmentation, targeting, and positioning (STP) 

framework builds on market segmentation by guiding firms in targeting specific segments 

and positioning their offerings relative to competitors. This framework enhances the 

practical value of market segmentation by informing marketing actions and communication 

strategies. Despite its long history, market segmentation has evolved, incorporating 
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psychographic and values-based criteria alongside traditional demographic information. 

Advances in data analytics now allow for more sophisticated segmentations, making the 

concept more relevant than ever. (Homburg, Klarmann, Vomberg 2022, 941-942; McDonald 

& Dunbar 2012, 10-14.) 

Geographic segmentation is one approach, which divides the market based on geographical 

boundaries such as countries, regions, cities, or neighbourhoods (Proctor 2021, 72). This 

allows companies to target specific areas where their products or services are likely to be 

more successful, based on the unique characteristics and needs of those locations. (Andaleeb 

& Hasan 2016, 179-180) 

Demographic segmentation is another method, which segments the market based on 

demographic factors like age, gender, income, education, occupation, family size, and 

marital status (Bergström & Leppänen 2021). This approach assumes that people with 

similar demographic profiles exhibit similar purchasing behaviours and preferences, making 

it easier for companies to tailor their offerings to these groups. (Andaleeb & Hasan 2016, 

181; McDonald & Dunbar 2012, 11.) Here is presented an example of demographic 

segmentation criteria based to generations: Baby Boomers (1946-1965), Generation X 

(1966-1980), Millennials (1981-1996) and Generation Z (1997-2012) (Wang 2024). 

Psychographic segmentation goes beyond basic demographics by classifying customers 

based on their lifestyle, activities, interests, and opinions (Proctor 2021, 72). This method 

helps marketers understand consumer motivations and preferences on a deeper level, 

allowing for more personalized and effective marketing strategies. (Andaleeb & Hasan 2016, 

184; Weinstein 2004, 6-7.) Below is presented an example of psychographic segmentation 

criteria based to lifestyle and interest. 

• Baby Boomers (1946-1965): Known for their loyalty and work ethic, Boomer’s value 

job security and recognition. 

• Generation X (1966-1980): Independent and adaptable, they prioritize work-life 

balance and career growth. 

• Millennials (1981-1996): Tech-savvy and team-oriented, Millennials seek flexibility 

and personal development. 
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• Generation Z (1997-2012): Digital natives, Gen Z values stability and meaningful 

work, often changing jobs to find it. (Csobanka 2016; Wang 2024.) 

Bergström & Leppänen (2021) defines behavioural segmentation, on the other hand, as 

dividing the market based on consumer behaviours such as purchasing habits, usage rates, 

brand loyalty, and benefits sought from the product or service. By analysing these 

behaviours, companies can gain valuable insights into how and why customers make 

purchase decisions, which can inform more targeted and impactful marketing efforts. 

(Helmold 2022, 109; McDonald & Dunbar 2012, 13.) 

2.3.3  Market targeting 

Yudelson (2006, 136) defines targeting as the crucial task where marketers decide to 

concentrate on specific segments. After identifying potential market segments, a company 

must choose which segments to prioritize and which to deprioritize or ignore (Armstrong, et 

al. 2023, 199). This decision is guided by three main criteria: the segment's current size and 

growth potential, the level of competition, and how well the segment aligns with the 

company's objectives and resources. (Proctor 2021, 136-137.) 

According to Proctor (2021, 75), when developing an effective targeting strategy, 

organizations must understand the stage of product-market maturity, the diversity of 

customer preferences, the industry structure, and their own resources and capabilities. 

Different market environments—such as emerging, fragmented, transitional, declining, and 

global markets—require tailored targeting approaches to maximize competitive advantage. 

(Nadube & Didia 2018.) 

Companies should focus on smaller, emerging segments rather than large, saturated ones. 

Key considerations for selecting targets include whether segments are measurable, 

profitable, accessible, distinct in their responses to marketing, actionable with effective 

programs, and aligned with the company's goals. (Armstrong, et al. 2023, 209-210.) 

Evaluating competition within segments is crucial. Using Porter’s five forces can help 

determine the viability of entering and sustaining efforts in a segment. (Andaleeb & Hasan 

2016, 185-188.) Companies can adopt concentrated marketing by focusing on a specific 
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niche, allowing them to define their market rather than competing broadly. Alternatively, a 

multi-segment strategy targets multiple distinct market. (Proctor 2021, 74.) 

2.3.4  Market positioning 

According to Helmold (2022, 111), positioning entails designing a company's offering and 

image to occupy a distinct place in the minds of the target market. In marketing and business 

strategy, market positioning refers to shaping how consumers perceive a brand or product 

compared to its competitors (Armstrong, et al. 2023, 217). It involves creating a unique 

image or identity for the brand that resonates with the target audience. The aim is to position 

the brand in a way that maximizes its perceived value to consumers, thereby benefiting the 

company. (Bergström & Leppänen 2021.) Effective brand positioning guides marketing 

strategy by clearly defining the brand's core essence, the goals it helps consumers achieve, 

and its unique approach to fulfilling those goals (Proctor 2021, 76-77). To develop and 

manage a market position effectively, managers should follow a structured process: 

1. Analyze competitors' positions: First, identify which positions are occupied by 

competitors. This requires conducting consumer research to understand attitudes, 

perceptions, and key attributes that consumers consider important. Perceptual 

mapping is a useful tool for this step. 

2. Assess current position: Determine the current position of the focus brand based on 

consumer insights gathered. This helps in understanding where the brand stands in 

comparison to its competitors. 

3. Determine positioning strategy: Using the information collected, devise a positioning 

strategy. This involves deciding on the desired position for the brand in the market. 

4. Evaluate feasibility: Ensure that the chosen strategy is feasible considering the 

competitive landscape and any budgetary constraints. It is crucial to adopt a long-

term perspective, as maintaining the selected position over time is essential. 

5. Implement positioning program: Develop and execute a program to establish the 

desired market position. This includes creating targeted marketing and 

communication plans. 
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6. Monitor and adjust: Regularly monitor consumer perceptions of the brand and their 

evolving tastes and requirements. This allows for timely adjustments to the 

positioning strategy as needed. (Nadube & Didia 2018.)  

Armstrong, et al., (2023, 218) presents perceptual mapping as a common technique used to 

understand how consumers categorize brands within a market. This involves selecting 

variables like price and quality and asking the target market to place various brands along 

these axes (Proctor 2021, 76-77). The results are then plotted on a graph, illustrating how 

consumers view each brand and how they compare within the category. (Helmold 2022, 111-

112) 

Perceptual maps can be two-dimensional or multidimensional, depending on the number of 

variables considered (Helmold 2022, 112; Nadube & Didia 2018). There are various 

strategies for positioning a brand, including positioning against competitors, within a 

category, by highlighting product benefits or attributes, targeting specific usage occasions, 

aligning with price points, focusing on specific user groups, and leveraging cultural symbols 

(Bergström & Leppänen 2021). 

2.3.5  Market differentiation 

Differentiation involves making a product or service stand out in the market by excelling in 

specific features, reducing the need to match all competitors' offerings, and thereby cutting 

costs (Proctor 2021, 53). This strategy allows a company to capture more value and face less 

direct competition. In practice, differentiation often arises from factors like distribution, 

brand awareness, and design, rather than just functional features. (Sharp & Dawes 2001, 

739.) 

The goal of differentiation is to create specialized products that appeal to particular market 

segments, providing a sustainable competitive advantage (Armstrong, et al. 2023, 219). This 

process includes distinguishing the product from competitors’ and even other products 

within the same company. Successful differentiation integrates unique features and 

processes that are difficult for competitors to replicate, focusing on areas such as product 

quality, service excellence, distribution channels, employee performance, and brand image. 

(Dickson & Ginter 1987; Helmold 2022, 112.) 
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Service differentiation is a strategy used by companies to capitalize on strategic, financial, 

and marketing opportunities by distinguishing their services from those of competitors. 

Since services are less visible and more reliant on labour, they present a unique opportunity 

for gaining a sustainable competitive advantage. (Helmold 2022, 113.) Companies excelling 

in service differentiation usually employ well-trained staff who effectively listen to customer 

issues, work towards resolving them satisfactorily, and ensure follow-up to confirm 

customer satisfaction with the outcome. This approach not only enhances customer 

experience but also strengthens the company's market position. (Fisher 1991, 19-22.) 

2.4  Understanding customers’ needs 

Understanding customer needs is essential for success in the service business, however it is 

considered as a challenging activity (Shane 2008, 116). Unlike physical products, services 

are intangible and often need to be tailored to specific customer requirements (McDougall 

& Snetsinger 1990, 28). Companies must develop strategies that effectively link their 

services to the problems their customers face, ensuring their solutions are seen as the best 

available options. This requires a deep understanding of the target market and the ability to 

meet customer expectations comprehensively. (Helmold 2022, 89.) Understanding 

customers’ needs and wants enables organizations to gain deeper insights into their audience. 

This understanding helps them effectively target their services, stay updated with customers' 

evolving expectations, and enhance their decision-making abilities regarding the services 

and resources they offer. (Yi 2017, 29-31.) Interviews, as also utilized in this research, are 

mentioned as one effective technique to gain understanding on customers’ needs and wants. 

(Bergström & Leppänen 2021). 

A unique sales strategy, specifically designed for the service model, is crucial. The service 

offering must not only address customer needs but also provide distinct value that sets it 

apart. Additionally, companies must determine how to cover the costs of delivering high-

quality services, often through well-thought-out pricing strategies. (Helmold 2022, 89.)  

Equally important is the management of employees, since according to Péter, et al. (2018, 

9) a skilled and motivated workforce is vital for delivering excellent service. Effective 

employee management and motivation are reflected in the company's reputation and the 

quality of service provided. By focusing on these key aspects, a service-based company can 
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build a robust business capable of responding to the unique opportunities and challenges in 

the service industry, thereby meeting and exceeding customer expectations. (Shane 2008, 

117-121.) 

2.4.1  Identifying and analysing customer expectations 

Dean (2004, 60) argues that understanding customer expectations is critical for any business 

that wants to deliver quality service and ensure customer satisfaction. Customer expectations 

are the preconceived ideas that customers have about a product or service (Saarijärvi & 

Puustinen 2020). These ideas can be shaped by past experiences, advertisements, and 

reviews. Understanding what customers expect is essential for businesses because it helps 

them to satisfy and even surpass these expectations, which can lead to higher customer 

satisfaction and loyalty. (Coye 2004; Parasuraman 1991, 40.) Customers have various types 

of expectations, including explicit, implicit, fuzzy, and unrealistic ones. Explicit 

expectations are the conscious assumptions or wishes about the service that customers have 

in their minds. They know clearly what they want and can easily identify when these 

expectations are not met. (Ojasalo 2001, 202-203) 

Implicit expectations are those that customers may not consciously think about or express 

but expect as a given (Bebko, et al. 2006, 4-5). These expectations become apparent only 

when they are not met, leading to dissatisfaction. For example, a customer may expect a 

service provider to have certain information from previous interactions without having to 

repeat it. Fuzzy expectations are less clear and more abstract. Customers might feel that 

something needs to change but are not sure what exactly that is. These types of expectations 

can be challenging to manage because they are not well-defined. Unrealistic expectations 

are those that cannot be met by any service provider. These often stem from a customer's 

misunderstanding of what is possible. For example, a customer might expect immediate 

results from a service that realistically takes a long time to deliver. (Ojasalo 2001, 203) 

To manage customer expectations effectively, businesses first need to identify them. This 

can be done through direct and indirect methods. Direct methods include surveys and 

interviews where customers are asked explicitly about their expectations. Indirect methods 

involve observing customer behavior and gathering feedback from service interactions 

(Parasuraman 1991, 40-41.) 
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Once customer expectations are identified, it is important to analyze them to understand their 

implications. This analysis often involves categorizing expectations into three types: basic, 

performance, and delight. Basic expectations are the minimum requirements that a product 

or service must meet. Performance expectations are additional features that enhance the 

product's functionality. Delight expectations are unexpected features that surprise and please 

customers. By categorizing expectations this way, businesses can prioritize their efforts to 

meet customer needs effectively. To meet and exceed customer expectations, businesses 

should focus on continuous improvement and innovation. This involves regularly updating 

products and services based on customer feedback and market trends. Training employees 

to handle customer interactions well is also crucial. By consistently exceeding expectations, 

businesses can build strong customer loyalty and gain a competitive edge (Nicolae 2013; 

Parasuraman 1991, 44-46) 

Saarijärvi & Puustinen (2020) argues that identifying, analyzing, and managing customer 

expectations is a crucial part of business strategy. By understanding what customers expect 

and working to meet and exceed those expectations, businesses can enhance customer 

satisfaction and loyalty. Utilizing methods such as direct feedback, complaint analysis, and 

behaviour observation, and categorizing expectations into basic, performance, and delight 

types, helps businesses to address customer needs effectively (Parasuraman 1991, 46-47; 

Zeithaml 1993, 1.) 

2.4.2  Strategies to meet customer needs 

Effective management of customer expectations involves several strategies. First, service 

providers should communicate clearly and honestly with customers about what can be 

achieved. This helps in setting realistic expectations from the outset. Another strategy is to 

provide continuous feedback to customers throughout the service process. This keeps 

customers informed and helps in managing their expectations dynamically. Regular updates 

and transparent communication can significantly enhance customer satisfaction. (Ojasalo 

2001, 207-208) 

Training staff to understand and manage different types of customer expectations is also 

crucial. Employees should be equipped with the skills to identify, analyze, and address 

various expectations effectively. This includes training in communication, problem-solving, 
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and customer service skills. Finally, businesses should develop a system for regularly 

reviewing and updating their understanding of customer expectations. This ensures that they 

remain aligned with customer needs and can adapt to any changes in customer behavior or 

market conditions. (Ojasalo 2001, 209; Parasuraman 1991, 45) By identifying, analyzing, 

and managing customer expectations effectively, businesses can deliver higher quality 

service and achieve greater customer satisfaction (Saarijärvi & Puustinen 2020). 

2.5  Organizational change management 

The upcoming sub-chapters dive into the introduction of organizational change management 

and various change management models that guide organizations through the process of 

implementing change. The following sub-chapters begin with an introduction of change 

management. Subsequently four most well-known change management models are 

explained starting with the exploration of Kotter’s eight-step model, which provides a 

structured approach to creating urgency, building a guiding coalition, and embedding new 

practices within the organizational culture. This is followed by an examination of Jick’s ten-

step model, emphasizing the continuous nature of change and the importance of strong 

leadership and stakeholder involvement. The GE seven-step change acceleration process 

model is also discussed, highlighting the role of leadership in creating urgency and 

sustaining change. Finally, the sub-chapters cover Lewin’s three-step model, which breaks 

down the change process into phases of unfreezing, changing, and refreezing, emphasizing 

the importance of preparation and reinforcement to achieve lasting change.  

2.5.1  Introduction to change management 

Change refers to the act or process of making something different, which can involve 

transitioning from one state or condition to another. It encompasses both the alteration of 

individual and organizational practices, behaviours, and structures. Effective change 

management requires understanding the reasons for change, planning, and implementing 

strategies to achieve desired outcomes, managing resistance, and ensuring that the change is 

sustainable. (Helmold 2022, 221-222.) The goal is to adapt to new conditions and improve 
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performance while maintaining a focus on the people and processes involved (Vukotich 

2011, 1-3). 

According to Helmold (2022, 221), change management is crucial for organizations to 

remain competitive and relevant in today's fast-paced environment. It involves a structured 

approach to help individuals, teams, and organizations transition from their current state to 

a desired future state.  The objective is to achieve specific goals by utilizing various tools 

and resources. To survive, organizations must be able to change. This necessity requires 

managers to implement strategies that increase acceptance and reduce resistance. A change 

manager's role includes planning, developing, leading, evaluating, and supporting change 

initiatives. They employ models and strategies to assist employees in adapting to new 

developments. (Phillips & Klein 2023, 189-190; Clegg & Walsh 2004, 217-218.) 

Practitioners and researchers often view change management differently. Practitioners tend 

to focus on practical tools and techniques, while researchers discuss models, theories, and 

concepts. This difference can lead to communication gaps and misunderstandings, and it is 

highlighted that these differences can create challenges in determining the most suitable 

methods to promote change. Despite the differing perspectives, there are common strategies 

found across various change management models. Effective communication, stakeholder 

involvement, and alignment with organizational culture, vision, and mission are critical 

strategies used by change managers. These strategies are essential for ensuring that the 

change process is smooth and that employees are supportive of the new initiatives. It is 

suggested that involving all levels of the organization, from senior leadership to frontline 

employees, is vital for a successful change. (Phillips & Klein 2023, 191-194) 

Implementing change management strategies involves several key actions. Change 

managers need to ensure clear communication about the change, involving all stakeholders 

throughout the process. They must focus on aligning the change with the organization’s 

mission and vision and fostering a supportive organizational culture. Additionally, providing 

education and encouragement to employees can help ease the transition and promote 

acceptance of the change. (Phillips & Klein 2023, 194-195) 

In the field of change management, several models have been developed to guide 

organizations through the process of change (Talmaciu 2014, 77-78). The most well-known 

models include Kotter’s eight-step model, Jick’s ten-step model, and the General Electric 
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(GE) seven-step change acceleration process model. Each model provides a unique approach 

to managing change, emphasizing various aspects of the change process. (Mento, Jones & 

Dirndorfer 2002, 45) 

2.5.2  Kotter’s eight-step model 

John Kotter’s eight-step model, introduced in 1995, is widely recognized for its structured 

approach to managing change. Kotter argues that 70 % of change projects fails. (Helmold 

2022, 229.) The model was developed after studying over 100 organizations and aims to 

address the high failure rate of major change efforts. The eight steps are: 

1. Create a sense of urgency: Highlight the need for change to motivate stakeholders. 

2. Build a guiding coalition: Assemble a group with enough power to lead the change 

effort. 

3. Form a strategic vision and initiatives: Develop a vision to guide the change and 

strategies to achieve it. 

4. Enlist a volunteer army: Encourage a large group of people to support and work 

towards the change. 

5. Enable action by removing barriers: Identify and remove obstacles to change. 

6. Generate short-term wins: Plan for and create short-term successes to build 

momentum. 

7. Sustain acceleration: Use the credibility gained from early wins to drive more 

change. 

8. Institute change: Anchor new approaches in the organizational culture to make them 

stick. 

This model emphasizes the importance of a strong leadership team and clear communication 

throughout the change process. (Appelbaum 2012; Mento, Jones & Dirndorfer 2002, 45-47) 
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2.5.3  Jick’s ten-step model 

Todd Jick’s model, introduced in 1991, provides a tactical approach to implementing 

organizational change. It serves as a detailed blueprint for organizations embarking on 

change initiatives and emphasizes the continuous nature of change. The ten steps include: 

1. Analyze the organization and its need for change: Understand the organization’s 

current state and the necessity for change. 

2. Create a shared vision and common direction: Develop a vision that aligns everyone 

towards the same goals. 

3. Separate from the past: Help people let go of past practices and mindsets. 

4. Create a sense of urgency: Make the need for change urgent and compelling. 

5. Support a strong leader role: Ensure strong leadership to drive the change. 

6. Line up political sponsorship: Gain support from influential stakeholders. 

7. Craft an implementation plan: Develop a detailed plan for the change process. 

8. Develop enabling structures: Establish structures that facilitate change. 

9. Communicate, involve people, and be honest: Keep everyone informed and involved 

in the change process. 

10. Reinforce and institutionalize the change: Make sure the changes are embedded in 

the organization’s culture. (Mento, Jones & Dirndorfer 2002, 46-47) 

2.5.4  General electric’s (GE) seven-step change acceleration process model 

The GE model aligns closely with Lewin’s three-steo model of unfreezing, changing, and 

refreezing. It focuses on the leader's role in creating urgency, crafting and communicating 

the vision, leading the change, measuring progress, and institutionalizing the change. The 

seven steps are: 

1. Leading change: Establish clear leadership to guide the change effort. 

2. Creating a shared need: Develop a consensus on the need for change. 
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3. Shaping a vision: Create and communicate a clear vision of the desired future state. 

4. Mobilizing commitment: Encourage widespread commitment to the change effort. 

5. Making change last: Ensure the changes are sustainable and long-lasting. 

6. Monitoring progress: Continuously measure and assess the progress of the change. 

7. Changing systems and structures: Adapt organizational structures to support the 

change. (Mento, Jones & Dirndorfer 2002, 47-48) 

2.5.5  Lewin’s three-step model 

According to Burnes (2020, p. 33), Lewin's three-step model in change management is 

recognized as the most well-known and potentially the most influential method for 

organizational change. Developed by psychologist Kurt Lewin, this model provides a simple 

yet powerful framework for guiding individuals and organizations through the process of 

change. The model consists of three key phases: Unfreezing, Moving, and Freezing. 

(Helmold 2022, 223-224.) Each phase addresses a critical aspect of the change process, 

helping to ensure that changes are effectively introduced and sustained over time. This 

approach emphasizes the importance of preparation, action, and reinforcement in achieving 

successful and lasting change. (Burnes 2020, 33-37; Cummings 2016) 

1. Unfreezing, the first step: is about getting ready for change. It involves breaking 

down the existing status quo before you can build up a new way of operating. This 

phase is about creating an awareness that change is necessary. People start to 

understand why the change is needed. (Helmold 2022, 223-224.) 

2. Changing, the second step: people begin to move or transition towards a new way of 

doing things. This involves taking the necessary steps to make the change happen. 

It’s an active phase where the change is actually implemented. The importance of 

acting and dealing with any resistance is highlighted. (Burnes 2020, 33-37; Helmold 

2022, 223-224.) 

3. Freezing, the third step: after the change has been made, this phase is about making 

sure the change sticks. It involves reinforcing the new behaviour to make sure it is 

maintained over time. The new ways are made permanent and become the new norm. 
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This phase also emphasizes the need for stability and support to avoid reverting to 

old habits. (Burnes 2020, 33-37; Talmaciu 2014, 78-79.) 

2.5.6  Applying change management in the service sector 

Change management in the service sector requires a strategic approach to ensure that 

transitions are smooth and effective. The process involves a series of steps that help 

organizations navigate through changes while minimizing disruption and maximizing 

positive outcomes. (Baker 2007, 193-194.) Here’s a detailed guide on how to apply change 

management in the service sector, utilizing the ten steps to successful change management. 

1. Understand change: The first step in applying change management is to understand 

why change is necessary. Changes can be driven by various factors such as market 

dynamics, technological advancements, or shifts in customer preferences. In the 

service sector, recognizing these drivers helps in anticipating the need for change and 

preparing for it proactively. Understanding the underlying reasons for change sets 

the foundation for the entire process. 

2. Assess the impact of change: Once the need for change is identified, it is crucial to 

assess its potential impact on the organization and its stakeholders. This involves 

evaluating how the change will affect employees, customers, and the overall service 

delivery. By conducting a thorough impact assessment, service organizations can 

identify potential challenges and opportunities, ensuring that they are well-prepared 

to address them. 

3. Assemble a change management team: A dedicated change management team is 

essential for driving the change process. This team should comprise individuals with 

the right skills, experience, and attitudes to lead the change initiative. In the service 

sector, it’s important to include representatives from various departments to ensure 

a comprehensive approach. The team is responsible for planning, executing, and 

monitoring the change process. 

4. Build a vision for change: Creating a clear and compelling vision for the change is 

vital. This vision should articulate the desired future state and the benefits of the 

change. In the service sector, the vision should focus on improving service quality, 
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enhancing customer satisfaction, and achieving operational efficiency. A well-

defined vision helps to motivate and align all stakeholders towards a common goal. 

5. Put a strategy in place: Developing a detailed strategy is critical for the success of 

the change initiative. The strategy should outline the specific goals, timelines, and 

actions required to achieve the vision. In the service sector, this might involve 

reengineering service processes, adopting new technologies, or restructuring 

organizational roles. The strategy should be aligned with the organization’s overall 

mission and objectives. 

6. Gain support: Gaining support from all stakeholders is crucial for the successful 

implementation of change. This involves engaging employees, customers, and other 

key stakeholders to ensure their buy-in and cooperation. In the service sector, 

transparent communication and addressing stakeholder concerns are essential for 

building trust and support. Understanding who supports or opposes the change and 

why is vital for minimizing resistance. 

7. Communicate effectively: Effective communication is a cornerstone of successful 

change management. It involves keeping all stakeholders informed about the change 

process, its benefits, and their roles in it. In the service sector, clear and consistent 

communication helps to manage expectations and reduce uncertainty. Regular 

updates and open channels for feedback ensure that stakeholders remain engaged and 

informed. 

8. Overcome challenges: Every change initiative will encounter obstacles and 

resistance. Identifying these challenges early and developing strategies to overcome 

them is critical. In the service sector, challenges might include employee resistance, 

customer dissatisfaction, or operational disruptions. Addressing these issues 

promptly and effectively ensures that the change process remains on track. 

9. Measure success: Measuring the success of the change initiative is essential for 

understanding its impact and making necessary adjustments. This involves setting 

clear metrics and benchmarks to evaluate progress. In the service sector, metrics 

might include customer satisfaction scores, service quality indicators, and 

operational efficiency measures. Regular monitoring and evaluation help to ensure 

that the change objectives are being met. 
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10. Review lessons learned: Finally, reviewing the lessons learned from the change 

initiative helps to improve future efforts. This involves analyzing what worked well, 

what didn’t, and why. In the service sector, capturing these insights helps to refine 

change management practices and build organizational resilience. Sharing the 

lessons learned across the organization fosters a culture of continuous improvement 

and prepares the organization for future changes. (Baker 2007, 193-194; Helmold 

2022, 224; Vukotich 2011.) 

In addition, applying a business process perspective emphasizes integrating and simplifying 

core processes to provide effective services. Moving away from fragmented approaches to 

continuous, process-based views of change can better manage the complexities, ensuring 

alignment towards achieving desired outcomes. This holistic approach ensures that the 

organization is adaptable and resilient in the face of change. (Hammer & Champy 1993.) 
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3  Research methods and data 

This chapter delves into the methodologies and analysis of the study, focusing on how data 

was collected and analysed to address the research questions. It begins by introducing the 

selected qualitative research method, providing a rationale for its choice, followed by a 

detailed account of the interview process, including the structure of the questions posed to 

participants and the rationale behind them. The data collection and analysis methods are 

explained, with a particular emphasis on the thematic analysis approach used to interpret the 

data. The chapter also provides a profile of the interviewees and introduces the case 

company, ensuring a comprehensive understanding of the participants' backgrounds. Finally, 

it addresses the trustworthiness of the study, discussing measures taken to ensure the 

reliability and validity of the findings. 

3.1  Qualitative research 

When conducting research, the first methodological choice is whether a quantitative, 

qualitative, or mixed methods research design is used. Qualitative research deals with non-

numerical data such as words, images, or videos. It often involves techniques like interviews 

and the categorization of data to understand underlying meanings and patterns. Examples 

include open-ended survey questions and thematic analysis. (Flick 2007; Saunders 2016, 

165.) In figure 3 the entirety and phases of this research are introduced.  

 

Figure 3. The entirety and phases of the research (Hirsjärvi & Hurme 2022, 2.1). 

Preliminary research 
problem

• Phenomenon
• Main RQ
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• Forming a synthesis
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In this research data was collected using a qualitative approach through semi-structured 

interviews. Interviewing is a fundamental method for gathering information. As a versatile 

technique, interviews are suitable for various purposes, can be conducted almost anywhere, 

and provide deep insights. When we want to understand people's opinions, gather their 

perceptions and beliefs, or comprehend why they act in certain ways, it is natural to converse 

with them. Interviews allow for this kind of interaction, making it a pleasant method for both 

participants and researchers. It aligns closely with everyday conversations, so people 

generally know what to expect when they are asked to participate. Researchers also have a 

clear understanding of what conducting an interview entail, how to prepare for it, and how 

to carry it out effectively. (Hirsjärvi & Hurme 2022, 1; Saldana 2011.) 

This study has observed the realization of the phenomenon in the real estate and construction 

sector and to justify the importance of considering the age change of the workforce from the 

perspective of a service business offering education. This study sought to understand the 

educational preferences of millennials in management or expert positions and their career 

developments and to understand how those insights can be utilized to adapt Kiinko’s strategy 

to the changing workforce. The qualitative research method was chosen for this study, 

because of its potential to observant and understand the interviewees opinions and feelings 

deeply. This was important when markable variation in the interviews was noticeable.  

As the figure 3 states the research process started with the preliminary research problem, 

which at the same time acts as the main research question of this study: What factors 

influence millennials' career development and what are their educational preferences? 

Following that the understanding of the topic and defining the problem are introduced in 

chapters one and two where the phenomenon and the background behind this research are 

discussed deeply as well as the theoretical framework. These process phases form the base 

for the actual interviews. As the research is an assigned, an interview is held with the case 

company management to gain valuable insights from their perspective and to define the most 

relevant interview questions for the target group. 
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3.2  Case company introduction 

This master’s thesis has been undertaken as assigned research for Kiinko, comprising 

Kiinteistöalan Koulutuskeskus Oy and Kiinteistöalan Koulutussäätiö sr. Established in 1978 

in Helsinki, Finland, Kiinko stands as one of the oldest education providers in the real estate 

and construction industries. It offers a wide selection of educational programs designed to 

meet the needs of professionals at various stages of their careers. Kiinko’s vision is to be the 

leading educator in its industry. This vision reflects its commitment to providing topical and 

top-tier education and staying at the forefront of industry developments. The core values of 

Kiinko are correlating in the principles of acting boldly, working together, and inspiring 

others. Kiinko primarily serves the Finnish market, catering to the specific needs of 

professionals within the country. (Kiinko 2024a.) 

Kiinko’s strengths include its strong network of industry stakeholders who act as partners, 

educators, and lecturers. This network ensures the quality and relevance of its educational 

offerings. Kiinko offers a wide range of education programs, providing participants with the 

opportunity to earn professional qualifications, certifications, and engage in continuing 

education. Learning from professionals in the industry, ensures practical and current 

knowledge. The ability to design company-specific education programs tailored to strategic 

goals further sets Kiinko apart from its competitors. Lastly, with hundreds of annual 

education programs and top seminars in the industry, Kiinko offers a rich and varied 

educational experience that can be customized to meet individual and organizational needs. 

(Kiinko 2024a.) 

3.3  Interviews and questions 

As discussed in the previous sub chapter an interview with the executive team of Kiinko is 

held to gain valuable insights from management perspective and to define the most relevant 

research questions for the target group. This is addressed as background interview for the 

actual target group interviews as the aim was to gain insights the executive team finds 

important and with the help of those insights form relevant interviews with the target group. 

The interview with the executive team of Kiinko consisted of 3 members with variable 
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positions in management. This was carried out as a group interview in order to gather 

effectively information from different people at the same time. 

There was a total of eight millennials in management positions interviewed for this research. 

All of the interviewees were active in Finland and were in companies that can be considered 

as Kiinko’s customer organizations which positions the organizations to real estate and 

construction industry.  The number of interviews can be justified with the saturation of the 

answers in interviews which came noticeable after five interviews but from the perspective 

of variability of the study the total number of eight interviews were conducted to gain 

insights from different backgrounds and positions. Saldana (2011, 34) defines to keep 

conducting interviews until you reach a point where no new information or insights are being 

gained. 

The interview questions aimed to provide a comprehensive understanding of the 

interviewee's professional development, educational background and preferences, and the 

organizational culture regarding education and career advancement. They seek to uncover 

personal experiences, preferences, and perceptions that contribute to the interviewee’s career 

trajectory and to identify broader trends and practices within the organization. The basic 

structure of the interviews followed the same pattern in all interviews. They were 

implemented using Teams, the interview questions were the same for everyone, and the 

questions were also delivered to the interviewees for them to see in advance. There was a 

total of 12 interview questions.  

The interviews begin with question number one, by discussing observations in the age 

demographics of leadership roles, seeking to understand the timing and context of these 

shifts. The following questions numbers two-four delve into the interviewee’s educational 

background and its impact on their career, revealing their lifelong learning pursuits and 

specific areas of interest as well as discusses characteristics and learning methods that the 

interviewee values in education. 

Interview questions five to 10 focus on the qualities valued in education and effective 

learning methods, as well as popular education programs within the organization and their 

appeal to employees. The interview also addresses future educational aspirations and goals, 

providing insight into the interviewee's plans for continued professional growth. 

Additionally, the questions examine organizational support for career advancement, 
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including the availability and utilization of career development opportunities and internal 

education programs. Final questions address the interviewees expectations towards Kiinko 

and its offerings and personal advice for employees who wish to develop their career, as well 

as organizational education culture. Overall, the questions seek to provide a comprehensive 

understanding of the interviewee's professional development, educational experiences, and 

the organizational culture regarding education and career progression.  

Table 3. Interview questions and themes. 

Question Theme addressed 

• Question 1: Have you noticed that the age of individuals 

in leadership or expert roles has changed? If yes, can you 

recall when you first became aware of this and how? 

• Question 2: Could you tell a bit about your educational 

background and how it has influenced your career 

development so far? 

• Background information 

• Question 3A: What types of educational opportunities 

have you utilized during your career? 3B: Have you had 

any particular areas of interest? 

• Question 4A: What qualities do you value most in 

education? 4B: Are there specific learning methods that 

have been particularly effective for you? 

• Question 6: How do you see your educational path 

continuing in the future? Do you have specific goals or 

plans regarding your education? 

• Question 10: What expectations do you have for Kiinko's 

educational programs? What would you like them to offer 

you in the future? 

• Education preferences 

• Question 7: What opportunities for career development 

are available in your organization? Have you taken 

advantage of these opportunities? 

• Question 9: In your opinion, what are the most important 

factors influencing career development in your 

organization? 

• Question 11: What tips or advice would you give to 

employees who want to advance in their careers? 

• Career development 

 

• Question 5: Have you noticed certain types of education 

or courses being popular in your organization? What do 

you think attracts employees to them? 

• Organizational education 

culture 
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• Question 8: Is continuous learning encouraged in your 

organization, and is there in-house education available? 

Have you utilized these opportunities? 

• Question 12: Have you noticed any differences in how 

education is approached for millennials compared to older 

employees in your organization? Is there generally more 

enthusiasm for educating millennials than for older 

employees, or are there differences? For reference, 

millennials are defined as individuals aged 28–43, and 

older employees are individuals over 43 years old. 

• Generational differences 

 

3.4  Analysis 

The analysis for this study utilized thematic analysis, a qualitative method that is effective 

in identifying, analyzing, and reporting patterns within data. This method allows for a 

detailed and nuanced understanding of complex data sets (Hirsjärvi & Hurme 2022). Braun 

and Clarke (2006, 79-80) describe thematic analysis as a method for systematically coding 

qualitative data to identify significant themes and patterns. The thematic analysis method 

involves several key steps. Next the process of this study’s analysis is described. 

The analysis began with exploring the data, which in this study, involved listening to the 

interviews recordings as well as reviewing notes taken during the interviews. During the 

interviews, significant observations and key words were noted, which provided a basis for 

the initial coding process. The recordings were reviewed multiple times to ensure that no 

detail was overlooked. Following this, the coding process involves organizing the data into 

meaningful groups. This systematic approach helped in identifying the most significant 

aspects of the participants' responses and in recognizing patterns across different interviews. 

In this study, the interview questions were structured around five main themes: background 

information, education preferences, career development, organizational education culture, 

and generational differences. These themes provided a framework for categorizing the data. 

After coding, the next step was identifying and analyzing themes. Themes are patterns within 

the data that are important to the description of the phenomenon and are associated with 

specific research questions (Hirsjärvi & Hurme 2022). This step involved a detailed 
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examination of how each theme was represented across the interviews and identifying any 

sub-themes that emerged. For example, within the theme of education preferences, sub-

themes such as practical learning and continuous education were identified. 

The thematic analysis in this research was not only about identifying themes but also about 

interpreting them. This interpretation involved understanding the context and nuances of the 

participants' responses. The findings were then compiled into a comprehensive analysis that 

highlights the key insights and patterns that emerged from the interviews. 

The process concluded with writing the findings section, which discusses the identified 

themes and sub-themes in detail. This section provides a thorough analysis of the data, 

reflecting the perspectives of the interviewees. The thematic analysis method ensured a 

structured and systematic approach to understanding the interview data, making the analysis 

both thorough and reflective of the collected data. 

This structured approach of thematic analysis, as detailed by Braun and Clarke (2006, 80-

81), involves familiarization with the data, generating initial codes, searching for themes, 

reviewing themes, defining and naming themes, and finally producing the report. Each of 

these steps ensures that the analysis is systematic and comprehensive, providing a clear 

understanding of the participants' viewpoints, encounters, and interpretations related to the 

research subject. 

3.5  Interviewees 

The interviewees were selected based on specific criteria designed to ensure their relevance 

to the study’s focus on millennials in management positions in the real estate and 

construction sectors. The key criteria included age, professional position, and industry 

experience. The term "management position" refers to roles involving responsibilities such 

as strategic planning, decision-making, team oversight, and the coordination of projects or 

departments. These positions are typically associated with significant influence and 

leadership within an organization. Yukl (2013) defines management positions as roles that 

require individuals to guide and influence the activities of others to achieve organizational 

goals, emphasizing the importance of leadership skills and strategic vision. 
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The focus on millennials holding management positions emerged from a clearly identified 

research gap. Existing literature extensively covers the general expectations and demands of 

millennials in the workplace. However, there is limited research on millennial leaders and 

specifically their educational preferences and career development needs. This gap 

highlighted the need to explore the experiences of millennial leaders specifically. 

The selection of interviewees from Kiinko’s existing customers from the real estate and 

construction sectors further ensured that the findings would be directly applicable to Kiinko's 

target audience. This industry-specific focus allows for a more nuanced understanding of the 

unique challenges and opportunities faced by millennial leaders in these fields. 

The selection of millennials in management positions were interviewed in May 2025. All of 

the interviews were conducted as long-distance interviews via Microsoft Teams connection, 

because the interviewees were around Finland. The familiarity with online meeting methods, 

can be recognised as comparable to face-to-face interviews and is not believed to have 

influenced the quality of this research. The interviews took from 15 minutes to 43 minutes 

and the average duration was 29,75 minutes. In the beginning of each interview the 

interviewer introduced herself and the research’s aim. An acceptance to record and transcribe 

each interview was asked from the respondent. The ethical considerations for the research 

ensured that all interview materials were securely stored, preventing access by any third 

parties. Respondents were assured of their anonymity, which was communicated to them 

prior to the interviews. 

The group included three individuals in C-level positions (CEO, CBO) and five in director, 

expert or managerial roles. It's important to note that the research aimed to gain insights from 

the interviewees' personal perspectives rather than their organizational viewpoints. Table 4 

provides relevant details about the interviewees, addressing current position, gender, 

generation, and the industry in which they are employed. The respondents worked in 

business management consulting, construction, builder services, rental apartments, and 

property sales. Two interviewees were presumed female and six presumed males. The 

organizations they represented included five limited liability companies, two public 

companies, and one state business institution. Overall, the interviewees represent a diverse 

sampling because positions, genders, and industries vary. Although all of the respondents 
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were millennials aged 28-43, individual ages are not specified as well as specific job titles 

to protect interviewees privacy. 

Table 4. The interviewees. 

Interviewee Interviewee Position Duration in 

current position 

Industry Gender 

Interviewee 1 Interviewee 1 C-Level 

position 

3 years Construction Male 

Interviewee 2 Interviewee 2 Manager 1 years Builder 

services 

Female 

Interviewee 3 Interviewee 3 C-Level 

position 

11 months Business 

mangement 

consulting 

Male 

Interviewee 4 Interviewee 4 Manger 10 months Construction Female 

Interviewee 5 Interviewee 5 Director 6 years Rental 

apartments 

Male 

Interviewee 6 Interviewee 6 Director 3 years Builder 

services 

Male 

Interviewee 7 Interviewee 7 Senior 

expert 

position 

3,5 years Property sales Male 

Interviewee 8 Interviewee 8 C-Level 

position 

8 months Business 

mangement 

consulting 

Male 

 

Next is presented a short introduction of each interviewee and specifically their education 

and experience path. Below, Table 5 presents a summary of the educational and career paths 

of the eight interviewees.  

Interviewee 1 completed their secondary education at an upper secondary school. They went 

on to earn a Bachelor of Structural Engineering from a University of Applied Sciences. They 

have been in their current position for three years and have pursued vocational degrees and 

certifications in the construction industry, along with executive education programs. 

Interviewee 2 also finished their secondary education at an upper secondary school. They 

hold dual degrees in Bachelor of Business Administration and Bachelor of Civil Engineering 

from a University of Applied Sciences. They have been in their current position for one year 
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and have obtained professional qualifications in the construction industry, as well as 

completing short job-related additional education courses. 

Interviewee 3 had a different educational path, completing two different vocational degrees 

instead of pursuing higher education. They have been in their current position for 11 months 

and have participated in an education program in real estate business management and 

international executive education. 

Interviewee 4 completed their secondary education at an upper secondary school and earned 

a Bachelor of Civil Engineering from a University of Applied Sciences. They have been in 

their current role for ten months and have undertaken education in real estate business 

management, professional vocabulary courses in English, and basic economics courses at an 

open university. 

Interviewee 5, like many others, completed their secondary education at an upper secondary 

school. They hold a Bachelor of Business Administration from a University of Applied 

Sciences and have been in their current position for six years. Their vocational continuing 

education includes programs in real estate business management and executive education 

programs. 

Interviewee 6 finished their secondary education at an upper secondary school and earned a 

Master of Science in Construction Management from a university. They have been in their 

current position for three years and have obtained professional qualifications in the 

construction industry. 

Interviewee 7 completed their secondary education at an upper secondary school and earned 

a Master of Laws from a university. They have been in their current role for three and a half 

years and have participated in an education program in real estate business management, 

executive education programs, and a presentation course. 

Interviewee 8 completed their secondary education at an upper secondary school and a 

vocational degree in entrepreneurship. They hold a Master of Science in Civil Engineering 

from a university and have been in their current position for eight months. Their vocational 

continuing education includes a program in real estate property management and 

professional qualifications in the construction industry. 
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Several similarities emerge upon analyzing the backgrounds of the interviewees. All 

interviewees completed their secondary education at an upper secondary school, except for 

one who pursued vocational degrees. Most of the interviewees have obtained higher 

education degrees in University or University of Applied Sciences, relevant to their roles, 

with a significant number holding qualifications in engineering, business administration, or 

law. The duration in their current positions varies widely, from eight months to six years, 

indicating a mix of relatively new and more established roles between the interviewees. 

Vocational continuing education is a common theme among all interviewees. They have 

pursued various forms of professional development, including certifications, executive 

education programs, and specialized courses in areas like real estate business management 

and construction. 

Table 5. Interviewee's education paths. 

Interviewee Secondary 
education 

Higher education Vocational continuing education 

Interviewee 1 Upper secondary 
school. 

University of Applied 
Sciences, Bachelor of 

Structural Engineering. 

Vocational degrees and certifications in 
the construction industry, and 
executive education programs. 

Interviewee 2 Upper secondary 
school. 

University of Applied 
Sciences, Bachelor of 

Business Administration 
and Bachelor of Civil 

Engineering. 

Professional qualifications in the 
construction industry and short job-
related additional education courses. 

Interviewee 3 2 different 
vocational 
degrees. 

No higher education. Education program in real estate 
business management and international 

executive education. 

Interviewee 4 Upper secondary 
school. 

University of Applied 
Sciences, Bachelor of Civil 

Engineering. 

Education program in real estate 
business management, professional 
vocabulary courses in English and 
basic economics courses at an open 

university. 

Interviewee 5 Upper secondary 
school. 

University of Applied 
Sciences, Bachelor of 

Business Administration. 

Education program in real estate 
business management, and executive 

education programs. 

Interviewee 6 Upper secondary 
school. 

University, Master of 
Science, Construction 

management. 

Professional qualification in the 
construction industry. 

Interviewee 7 Upper secondary 
school. 

University, Master of 
Laws. 

Education program in real estate 
business management, executive 

education programs and presentation 
course. 
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Interviewee 8 Upper secondary 
school and 

vocational degree. 

University, Master of 
Science, Civil 
Engineering. 

Education and degree program in real 
estate property management and 
professional qualification in the 

construction industry. 

 

As this master’s thesis was assigned the researcher considered important to conduct an 

interview with the representatives of the case company’s management. The interviewees 

were selected based on their positions within the company's leadership. In Kiinko, there are 

a total of five leaders, of which three were able to participate in the interviews due to 

scheduling challenges. This selection criterion ensured that a comprehensive view of the 

perspectives and experiences of the company's leadership was obtained, which helped to 

better understand their needs and expectations in relation to the research. The insights of the 

leaders are crucial to the study as they have extensive experience and strategic vision 

regarding the company's operations and future challenges. The insights form the case 

company interviews are presented in chapter 5. Below table 6 provides a summary for case 

company interviewees background information.  

Table 6. Case company's interviewees. 

Interviewee Position and 
duration 

Gender Generation Education 
background 

Interviewee 9 C-level, 10 years Male Generation X 
(1966–1980) 

Doctor of Science 

Interviewee 10 C-level, 8,5 years Female Generation X 
(1966–1980) 

Master of Science 

Interviewee 11 C-level, 9 years Female Generation X 
(1966–1980) 

N/A 

 

3.6  Trustworthiness of the study 

The author acknowledges the limited number of interviews and clarifies that this research 

does not aim to present general conclusions about the topic, as it is industry-specific and 

assigned. Given the importance of capturing respondents' thoughts and feelings in a 

qualitative study, this research seeks to understand and explore the interviewees' 

backgrounds and cognitive processes, delving deeper into their responses. During the 

interviews, the author aimed to create an environment where respondents felt safe to share 
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their genuine thoughts and feelings on the discussed topics. This was particularly relevant 

for questions about personal journeys, future goals, and organizational behaviour.  

Despite one interview lasting only 15 minutes, which is relatively short, most respondents 

provided comprehensive and lengthy answers. All interviewees were given the opportunity 

to add to their responses at the end of the interview. The study also covered personal topics, 

recognizing that career paths and future goals are closely intertwined with personal life.  

However, the study may not aim to present general conclusions due to industry specific and 

assigned research, but insights from millennial perspective can be noticed. Most of the 

interview questions were covering opinions and feelings from the interviewee’s perspective. 

Therefore, it cannot be said that the research does not offer any useful insights for future 

studies or other fields, especially if the goal is to understand the target group's feelings rather 

than focus on their correlation with the operations of the target company. 

The author of this study felt that she guided the interviewees well with her questions, and 

the flow and atmosphere of the interviews were positive. Before the interviews, she reviewed 

good interview practices from the book "Tutkimushaastattelu" by Hirsjärvi and Hurme 

(2000). It seemed that the interviewees had looked over the questions beforehand, even 

though no preparation was needed, as their answers were detailed, and the interview setting 

was relaxed. 

The interviewees generally gave comprehensive answers, and the discussions covered the 

topics well. The author avoided giving any hints about what she expected from the answers. 

She also feels that she was able to analyse the responses without any bias. However, she 

acknowledges that the interviewer can unintentionally influence the interviewees' answers 

through follow-up questions or facial expressions. As an example, on question number 11 

where was asked expectations towards the case company, some additional questions were 

asked. The author justifies this by the fact that observations, opinions, and experiences 

specifically related to the operations and brand of the target company are vital, so if the 

interviewee covered the topic at a general level, the interviewer could have asked an 

additional question to get more detailed answers. However, these additional questions did 

not significantly affect the course of the interview, because it was the second to last question 

and in connection with the same question some of the interviewees also asked additional 

questions to the interviewee, so the discussion was natural. 
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Additionally, the author realizes that when compiling the results from the interviews, it's 

impossible to completely avoid letting her own experiences, beliefs, and biases influence the 

analysis and results, even if it's done unconsciously. 
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4  Empirical analysis and findings 

The interviews were analysed based on the themes that emerged from the material. The 

questions aimed to discover the educational preferences of millennials in management 

positions and to examine how education has influenced their career paths. The goal was to 

understand what millennials value in education and to identify potential risks or 

opportunities in the means of education for the case company when relatively young 

individuals achieve high-level positions. Each millennial shared their own experiences and 

perspectives.  

The author presents and discusses the findings in detail in the following chapters. The main 

themes are background information, education preferences, career development, 

organizational education culture, and generational differences. One sub-chapter addresses 

only one interview question. If the interview question has been formed of two separate 

themes, it has been more reasonable to carry out the analysis separately, so the question has 

been divided into A and B. So, for example, questions 3 and 4 have been divided into two 

parts, because the questions have included two different themes.  

4.1  Background information 

This chapter explores the common themes that emerged when interviewees shared their 

thoughts on the phenomenon and the interviewees backgrounds addressing questions one 

and two. The primary focuses are on the factors influencing the phenomenon and its cause-

and-effect relationships as well as the educational background and career development of 

the interviewee.  

4.1.1  Phenomenon 

All except one of the respondents noticed that the age of individuals in management 

positions has decreased internally in their organizations and externally in the society, 

however variating stories of cause-and-effect relationships were discussed. These 
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respondents mentioned a trend where younger employees, millennials, are increasingly 

taking on leadership and specialist roles.   

‘’Yes, I have noticed that younger individuals are in higher positions, and I 
started paying significant attention to it five years ago. The observation initially 

came externally, but this trend is noticeable internally as well.’’ (Interviewee 
1.) 

 

Six interviewees  had noticed this trend around five years ago. Interviewee 7 mentioned that 

the change in age distribution is a natural transition in construction industry and that from 

now on the situation will accelerate further. It was also mentioned that if diversity is to be 

increased, it would be good to have women on the board and naturally they would be 

younger.  

‘’I've noticed, but I haven't actively pondered. Especially in the construction 
industry, there's a natural transition. Before our age (millennials), people 
remained in the same position for a long time. Now, there's a transition 

happening, both internally and externally. [...] The situation will accelerate 
further, and diversity will increase even more, inevitably leading to a change in 
the age structure. In the boards of listed companies, the average age is still 60 

years. If we want women to board members, naturally, they would be younger. I 
observed this change approximately 7 years ago.’’ (Interviewee 7) 

 

One interviewee highlighted that in specific industries like real estate and construction, is 

noticeable that younger employees are taking on senior roles. There has been a generational 

shift with millennials moving into positions that older people used to hold. This shift is due 

to a need for fresh ideas and new skills. Organizational changes and education programs 

have also helped younger employees rise to leadership positions. Interviewee six had not 

thought about this change until asked, but then they remembered seeing rather young leaders. 

‘’I haven't paid attention to it, but when the question was raised, I started 
thinking about it. I noticed that in my previous company, a rather young person 

became the CEO, and their successor was also younger. However, more 
emphasis is placed on skills and attitude than on age. I noticed this trend 10 

years ago, when it was clear that the CEO was younger than 50.’’ (Interviewee 
6) 

 

Interviewee 5 mentioned that there is no noticeable decrease in the age structures of 

individuals in management positions, because a certain kind of natural generational change 

already happened 5-7 years ago: 
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‘’In short, I haven't noticed a significant change. When I look at our company's 
situation, there was a kind of generational shift about 5-7 years ago. [...] At 
that time, the middle management partially renewed as younger employees, 
who had grown within the company, assumed middle management positions. 
They had undergone leadership education and other development programs 

provided by the company.’’ (Interviewee 5)  
 

Overall, there is a clear trend of younger people taking on leadership and expert roles in 

many organizations in real estate and construction industry and especially individuals have 

overseen this trend 5-10 years ago. Some of the interviewees see it as a generational change 

and other as a more planned change where younger individuals have been prepared to higher 

positions. 

4.1.2  Educational background and career development 

All except one of the interviewees had a background of higher education in a university or 

university of applied sciences. They had completed degrees in engineering, business 

administration, or law, often highlighting these degrees as significant stepping stones in their 

career development. 

‘’Two university of applied science degrees, both have been significant 
springboards regarding career development. I wouldn’t be in the current 

position without these degrees or the knowledge they provided.’’ (Interviewee 
2.) 

 

Continuous learning was a recurring theme, with respondents emphasizing the importance 

of supplementary courses and industry-specific education, such as the Kiinko’s PGP 

program, which was frequently noted as impactful. 

‘’A concrete addition to the education was Kiinko’s PGP, which was the most 
significant for my career. [...] Relevant supplementary courses have also been 
important. I want to study alongside my work and continuously develop. [...] 
Education has had a very positive impact on my career development and has 

fostered a willingness to grow and move outside my comfort zone.’’ 
(Interviewee 3.) 

 

Practical experience gained through jobs was also crucial, complementing formal education 

and helping the interviewees transition from technical roles to leadership positions. High 
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school was credited by several respondents for laying a strong foundation for further studies 

as well as to a continuous self-development mindset. 

‘’My educational background includes a university degree, which has definitely 
had the most significant impact. However, it should be mentioned that high 

school also played a part in creating a foundation for learning that has carried 
through to this day. In the professional world, learning occurs through 

practical experience, and as one moves from a managerial level to an executive 
level, the benefit of academic knowledge becomes truly significant.’’ 

(Interviewee 1.) 

 

Specialized education or degrees, such as legal studies, were mentioned as directly 

influencing career progression. Interviewee 7 highlighted the significant impact of 

completing a law degree within the target time frame on their career. Continuous 

professional growth was mentioned, though advanced studies during professional life were 

noted to have less impact compared to the initial degree. 

‘’I did well in high school, where I realized that I wanted to become a lawyer. I 
applied to law school directly after high school and completed my degree 
within the target time frame. This has significantly impacted my career 

development because I wouldn't even be able to work in my current position 
without a law degree. The advanced studies I have completed during my 

professional life, on the other hand, have not had as much impact on my career 
development.’’ (Interviewee 7.) 

One interviewee had a background of secondary education from a different field. This 

interviewee highlighted the importance of continuous education.  

‘’My background is in a completely different field, from which I have completed 
a secondary education degree. I ended up in this field somewhat through my 

close circle and then had to educate myself alongside my job. A concrete 
addition to my professional skills was the PgP organized by Kiinko, which was 
very significant for my career. My interests are strongly related to the desire to 
study alongside work and to continuously develop. Continuous development is 

actually one of our company's values.’’ (Interviewee 3.) 

 

Overall, all except one of the interviewees highlighted the critical role of higher education 

in their career development, with degrees in fields like engineering, business administration, 

or law serving as essential stepping stones. Continuous learning was emphasized, with 

supplementary courses and industry-specific programs like Kiinko’s PGP playing a 

significant role in professional growth. Practical experience was crucial for transitioning 
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from technical roles to leadership positions, while high school education provided a strong 

foundation for further studies. Specialized education, such as legal studies, directly 

influenced career progression, and continuous self-education was valued, particularly for 

those transitioning from different fields. 

4.2  Education preferences 

This chapter explores the common themes that emerged when interviewees shared their 

thoughts about educational preferences. The primary focuses are on assessing previous, 

current, and future education, education preferences and interests, as well as expectations 

towards Kiinko's offerings. The interview questions aim to delve into the types of 

educational opportunities utilized throughout the interviewees' careers and their specific 

areas of interest. They also cover the qualities most valued in education and effective 

learning methods. Furthermore, the questions seek to understand the interviewees' future 

educational paths, including specific goals and plans. Finally, the questions address the 

expectations for Kiinko's educational programs and what the interviewees would like these 

programs to offer in the future. It should be noted that all the interviewees are Kiinko’s 

customers, meaning they have participated in at least one of Kiinko’s education programs or 

seminars, which allows them to share informed expectations towards the case company. 

4.2.1  Utilized educational opportunities 

This sub-chapter covers the responses to question 3A. A common theme among the 

responses is the significant role of leadership education and professional certifications. Five 

respondents have taken advantage of leadership courses and industry-specific certifications 

to enhance their qualifications and skills. These educational opportunities have been 

remarkable in supporting their career growth and have often been provided by their 

companies. Certifications such as the RAP (Real Estate Accreditation Program) and various 

short-term courses were frequently mentioned, indicating a focus on continuous professional 

development, and maintaining up-to-date qualifications. 

‘’I have attended various supplementary courses and certifications in the 
construction industry due to the need for qualifications. Leadership has always 

been an area of interest. However, I have not yet prioritized it because 
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expertise has been more important.’’ (Interviewee 8.) 
 

Four respondents highlighted the importance of advanced degree programs in their career 

progression. Programs such as the PGP (Postgraduate Program), general management 

courses, and supplementary courses at open universities were noted for their relevance and 

impact. These programs provided focused education, particularly in the real estate and 

construction sectors, and have been beneficial in advancing their careers.  

‘’During my career, I completed the PGP and an introductory course in 
economics at the Open University. Additionally, I attended internal courses 

within the organization and studied professional English terminology. 
However, out of all these, the PGP was the most significant for my career, 

providing a great deal of valuable information.’’ (Interviewee 4.) 
 

Two respondents highlighted the importance of less formal courses, such as public speaking 

and professional vocabulary courses. These courses have been beneficial in enhancing 

specific skills that are valuable in their professional roles. For example, one respondent 

highlighted a professional vocabulary course as crucial for improving communication with 

industry peers and another respondent valued additional education in the areas of supervision 

and public speaking. These lighter courses complement the more extensive and university-

level programs by providing targeted skill development that supports overall career growth.  

‘’I have completed the PGP and other supplementary courses related to my 
field and job duties, such as supervisor courses and public speaking courses, 

which is actually a very significant skill in my work.’’ (Interviewee 7.) 
 

As a summary, the responses to the question 3A reveal that the respondents have utilized a 

variety of educational opportunities to enhance their careers. Leadership courses and 

industry-specific certifications, such as the Real Estate Accreditation Program (RAP), are 

commonly utilized to support career growth and maintain up-to-date qualifications. 

Advanced degree programs, including the Post Graduate Programme in Real Estate Business 

(PGP) and general management courses, are also valued for their significant impact on career 

progression. Despite a strong interest in further education, many respondents face challenges 

in balancing work responsibilities, time, and financial resources. There is a shared hope that 

employers will support and sponsor advanced education programs like the Executive MBA 

(EMBA) to help mitigate these challenges. Overall, the responses highlight a commitment 
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to continuous professional development through diverse and relevant educational 

opportunities. 

4.2.2  Areas of interest 

This sub-chapter covers the responses to question 3B. Specific areas of interest for further 

education were seen as crucial for staying competitive and effective in their roles. One 

significant area mentioned by three respondents was legal education. Given the constantly 

evolving nature of regulations and industry standards, staying updated through specialized 

legal courses was deemed essential. These courses ensure that professionals are well-versed 

in current laws and practices, which is particularly important in real estate and construction 

where compliance is critical. 

‘’Specialized education courses in the legal field and current issues are 
essential and also interesting. For example, specific courses on the new 

construction law or taxonomy are currently relevant and popular.’’ 
(Interviewee 7.) 

 

Skills in presentation and professional vocabulary in English were also areas the 

interviewees considered interesting but also valuable regarding career development. 

Presentation skills were mentioned by one respondent and interest in language proficiency, 

particularly in English, was mentioned by two respondents. Courses focusing on 

professional terminology and business communication were highlighted as valuable. 

Mastery of professional English not only facilitates better communication in a globalized 

business environment but also opens opportunities for international collaboration and career 

advancement. 

‘’For a long time, I have been interested in English language courses, 
specifically in studying professional English vocabulary. This would enable me 

to be ready to work in English if needed.’’ (Interviewee 2.) 
 

All respondents shared their long-term educational aspirations. It was interesting that five 

respondents, which is over half of the group of the interviewees have an interest pursuing an 

EMBA (Executive MBA), however it was seen as a long-term goal due to its workload. This 

reflects a long-term commitment to professional development and the willingness to 

complete university-level educational programs alongside a career. Also, these respondents 
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highlighted they hope it will be funded by their employer, which is understandable given 

that Kiinko's EMBA program costs €37,500.00 + VAT (Kiinko, 2024b). 

‘’Absolutely, leadership is something that always interests me. One is never 
fully prepared for it, as there are always new challenges, new people, and new 
tasks to manage. I also see strategic work as an area for development. In the 

long term, within about three years, my goal is to pursue an EMBA and find the 
most renowned program for its networking benefits and career advancement. 
Given my background with two children under school age, I must consider the 
schedule, as an EMBA is a significant, multi-year commitment.’’ (Interviewee 

5.) 
 

In the answers to this question, there was noticeable variation. When the question was 

presented, one respondent directly stated that they have no interests in pursuing further 

studies at all. This highlights the diversity of opinions and experiences among the 

interviewees regarding education and professional development. Some respondents may 

have specific educational goals, while others may feel that their current level of education is 

sufficient for their career needs. 

‘’Currently, I don’t have any specific work-related interests in the means of 
education.’’ (Interviewee 2.) 

 

As a summary the responses to question 3B, reveal varied educational interests among 

interviewees. Legal education, particularly specialized courses on evolving regulations, was 

a key interest for staying competitive, especially in real estate and construction. Presentation 

skills and proficiency in professional English were also highlighted as valuable for career 

development. Over half of the respondents expressed long-term goals to pursue an EMBA, 

reflecting a commitment to professional growth despite its demanding workload and high 

cost. However, one respondent noted no interest in further studies, highlighting diverse 

educational priorities and needs among the group. 

4.2.3  Valued educational qualities 

This sub-chapter covers the responses to question 4A. They revealed several key themes 

which were repeated among the respondents. These themes highlight the diverse preferences 

and priorities of the respondents regarding their educational experiences. Four respondents 

highlighted the importance of in-person teaching. They noted that in-person sessions 
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provided the best learning experience, allowing for immediate feedback and interaction, 

which enhanced their understanding. In addition, the respondents emphasized the significant 

value in-person teaching brings due to the opportunities for networking and deeper 

discussions with peers and instructor.  

‘’Well, I prefer in-person teaching. The program I attended at Kiinko was 
really great because it was a mix of online and in-person teaching so I got to 

choose to participate in-person teaching. I got much more out of it compared to 
being remote all day. In-person teaching works better for me as it allows me to 

meet people, which is a significant value.’’ (Interviewee 4.) 
 

Three respondents preferred a hybrid approach to teaching. They valued the flexibility of 

hybrid education, which allows them to balance work and learning effectively. The hybrid 

model combines the benefits of in-person interaction with the convenience of online 

learning, making it adaptable to their personal and professional lives.  

‘’Even though being present in the classroom has been the most enjoyable, the 
fact is that flexibility is a plus nowadays, and a hybrid approach suits my 
current life situation best, especially with children and the possibility of 

situations changing quickly.’’ (Interviewee 2.) 
 

Four respondents stressed the importance of networking opportunities in education 

programs. They believed that networking is crucial for career advancement, and in-person 

or hybrid education models that facilitate interaction with peers and industry professionals 

were highly valued. Networking was seen as a key benefit that online-only courses often 

lack. Three respondents preferred self-paced and interactive learning methods. They valued 

education that included hands-on activities, exercises, and projects, which helped them learn 

by doing. This approach was seen as particularly effective for internalizing new concepts 

and applying them in their work. 

‘’Personally, there are two important aspects of education that I value: 
learning new things and networking. Online courses are poor due to the lack of 

networking opportunities, which I find crucial for career development. In a 
country as small as Finland, word spreads quickly, so I always attend in person 

whenever possible. I attended a course at Kiinko, and the learning methods 
were outstanding: pre-tasks, lecture content, and follow-ups. Being able to do 

things myself is essential for my learning process.’’ (Interviewee 7.) 
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In addition, one respondent emphasized the importance of smooth collaboration among all 

parties involved in the educational process. They highlighted that effective communication 

and cooperation between students, instructors, and administrative staff is something they 

value.  

‘’The most important aspect for me is collaboration, meaning smooth 
cooperation among all individuals involved in the education process.’’ 

(Interviewee 5.) 

In summary, the respondents valued a combination of in-person and hybrid education models 

for their flexibility and enhanced learning experiences. They appreciated the immediate 

feedback and interaction offered by in-person teaching, as well as the convenience and 

adaptability of hybrid models that balance work and learning. Networking opportunities 

were also highly valued, with many respondents highlighting the importance of interacting 

with peers and industry professionals for career advancement. Additionally, smooth 

collaboration among all parties involved in the educational process was emphasized as 

crucial, with effective communication and cooperation between students, instructors, and 

administrative staff being key to a successful learning experience. These preferences 

underscore the need for education programs to be adaptable, well-designed, and practically 

oriented to meet the diverse and evolving needs of the respondents, ensuring they are both 

engaging and effective in supporting their professional growth. 

4.2.4  Effective learning methods 

This sub-chapter covers the responses to question 4B. Five respondents emphasized the need 

for practical, case-based learning. They appreciated education programs that included real-

life examples and case studies, which help in applying theoretical knowledge to practical 

situations. This approach was particularly valued in programs like PGP, where participants 

could choose between theoretical exams and practical demonstrations of their skills. 

Practical learning methods, such as exercises and real-world applications, were deemed 

essential for internalizing concepts and enhancing problem-solving skills.  

‘’Perhaps what I value most is a pragmatic approach. Of course, academic 
content is strongly present in education programs, and it is beneficial, but 

practical relevance is also very important. Additionally, real-life business cases 
are effective for practically testing one's skills. So, primarily, it is the practical 

approach that I consider the most effective learning method in education.’’ 
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(Interviewee 3.) 
 

Regarding practical case-based learning one respondent also highlighted that they appreciate 

real life cases with companies that exist or past cases. They highlighted that the use of actual 

euros or percentages is exercises provides the most effective learning. 

‘’Real cases interest me. Many education programs rely on business examples, 
which I appreciate. I want the discussions to actually cover euros or growth 
percentages that could reflect real-life business situations.’’ (Interviewee 5.) 

 

Three respondents highlighted the role of effective teaching methods in education. They 

valued instructors who could present material in an engaging and interesting manner, making 

complex topics accessible and enjoyable. Good teaching practices, such as the use of various 

learning styles and providing clear, structured content, were seen as crucial for effective 

learning for these respondents. 

‘’The most important factor for effective teaching is having a genuinely good 
teacher who can present information in an interesting and engaging way. Good 

assignments are also crucial for my learning process.’’ (Interviewee 4) 
 

Two respondents found writing and note-taking to be effective learning methods. They 

mentioned that writing things down and taking notes during education sessions helped 

reinforce their learning and retention. This method was seen as more effective than passive 

reading, as it required active engagement with the material. 

‘’If I think about effective learning methods, writing works better for me than 
reading. It helps with remembering things.’’ (Interviewee 2.) 

 

Four respondents preferred self-paced and hands-on learning methods. They valued 

education that included hands-on activities, exercises, and projects, which helped them learn 

by doing. This approach was seen as particularly effective for internalizing new concepts 

and applying them in their work. Hands-on learning was noted for its ability to bridge the 

gap between theory and practice. 

‘’I participated in the PGP, where the learning methods were top-notch. There 
were pre-tasks, lecture content, and follow-ups, which involved going through 

the assignments. For my learning, it's essential to be able to do things myself to 
truly understand and learn.’’ (Interviewee 7.) 
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One respondent valued a more theoretical approach to learning and teaching. This 

respondent felt that those with a background from universities of applied sciences (AMK) 

tend to prefer a practical, hands-on learning style, while those with a university background 

seek a more theoretical, conceptual approach. They emphasized that a theoretical foundation 

is crucial for understanding complex concepts and developing critical thinking skills.  

‘’I value a theoretical approach. Those with a background from universities of 
applied sciences tend to appreciate more concrete, practical methods. I prefer 
when teaching addresses overall concepts based on theory.’’ (Interviewee 8.) 

 

As a summary, the responses highlight the importance of practical, case-based learning, with 

real-life examples and case studies to apply theoretical knowledge effectively. Respondents 

valued effective teaching methods, emphasizing engaging instructors who made complex 

topics accessible and the importance of structured content. Writing and note-taking were 

noted as effective for reinforcing learning and retention. Self-paced, hands-on learning 

methods, including activities and projects, were preferred for bridging theory and practice. 

Additionally, theoretical approach as an effective learning method was mentioned, 

especially for understanding complex concepts and developing critical thinking skills.  

4.2.5  Future education paths and goals 

The responses to the question number 6 about future educational paths and goals reveal 

several recurring themes. These themes highlight the ambitions and plans of the respondents 

regarding their continued education and professional development. Five respondents 

expressed a strong interest in pursuing an EMBA. This was seen as a significant goal for 

advancing their careers and acquiring advanced leadership skills as well as providing 

valuable networking opportunities. They believe that an EMBA would provide the necessary 

strategic and managerial expertise to excel in higher-level positions. The timing varied, with 

some aiming to start within the next few years and others viewing it as a long-term goal. 

These respondents were considering whether to pursue a university based EMBA or the 

EMBA program offered by Kiinko. 

‘’I am interested in pursuing an EMBA, and it is my personal goal to complete 
one. I could also envision undertaking a university based EMBA program’’ 

(Interviewee 1.) 
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Four respondents emphasized the importance of continuous learning and engaging in 

industry specific education programs. They plan to regularly participate in various education 

sessions to stay updated with industry trends and keep their skills relevant. Specific mentions 

included completing RAP (Real Estate Accreditation Program) certifications and other 

industry-specific courses as well as leadership and management education. This ongoing 

education helps keep their knowledge fresh and applicable to their current roles. 

‘’Regarding future education, my goal is to attend various education programs 
regularly and diversely in my industry. I want to stay current and keep my mind 

sharp. This doesn’t mean every year, but consistently over time. Right now, I 
am considering the RAP and exploring other educational opportunities.’’ 

(Interviewee 6.) 
 

Two respondents mentioned aspirations to obtain advanced degrees or diplomas. These 

include completing a Master's degree, a DI (Diplomi-insinööri) in production economics, 

and other relevant fields such as real estate and management. These degrees are seen as 

crucial for deepening their expertise and enhancing their professional qualifications. 

‘’I still dream of furthering my education to earn a master's or an engineering 
degree. I am particularly interested in real estate economics and management 

topics. Additionally, I find shorter, lighter courses also valuable and 
intriguing.’’ (Interviewee 4.) 

 

Two respondents indicated plans to pursue board certification and governance education. 

They view these programs as essential for preparing for roles in board-level positions and 

enhancing their understanding of corporate governance. This education is particularly 

appealing for those aiming to take on significant strategic responsibilities within their 

organizations. 

‘’Next on my agenda is obtaining a board membership certification and 
enhancing my commercial expertise. I plan to transition to the commercial side 

because I already possess deep knowledge and am considered a specialist in 
my current field. Expanding my expertise in the commercial aspects of real 

estate will make it easier to pursue a position in the executive team.’’ 
(Interviewee 7.) 

One respondent highlighted the importance of international exposure and acquiring 

multicultural competence. They emphasized the need to understand global perspectives and 

incorporate international aspects into their education. Experiences in abroad were mentioned 
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as influential, and there is a desire to continue focusing on international elements in future 

education. 

‘’International perspective is extremely important, and understanding things 
only at the Finnish level is not sufficient. I want to continue to expand my 

international aspect and networks. Even though there may be a lot of activities 
domestically, the significance of international operations continues to grow.’’ 

(Interviewee 3.) 
 

A recurring challenge noted by four respondents was the challenge of time and financial 

resources in pursuing further education. While there was a strong interest in advanced 

degrees and additional certifications, balancing work responsibilities, educational pursuits 

and financing further education was seen as a challenge. Those respondents expressed the 

hope that their employers would sponsor further education.  

‘’Leadership education always interests me and in the long term, my goal is to 
participate in an EMBA program because I can get credits from my previous 

studies. I aim to have it fully funded by my employer.’’ (Interviewee 5.) 
 

As a summary, over half of the respondents expressed a strong interest in pursuing an EMBA 

to advance their careers and gain leadership skills, with some considering university-based 

programs and others the Kiinko EMBA. Continuous learning through industry-specific 

programs like RAP and leadership courses was also emphasized. Aspirations for advanced 

degrees in fields like real estate and management were mentioned, along with the pursuit of 

board certification for strategic roles. One respondent highlighted the importance of 

international exposure. A common challenge was balancing time and financial resources, 

with some hoping for employer sponsorship for further education. 

4.2.6  Expectations towards case company 

Kiinko's education programs have garnered significant attention from respondents seeking 

to enhance their skills and knowledge. The responses to question 10 address expectations 

towards Kiinko's education programs and provide a comprehensive overview of what 

Kiinko’s customers are looking for in future educational offerings. The responses reveal 

several key themes that highlight what the respondents value most in Kiinko’s educational 
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offerings. These insights help shape the future offerings of Kiinko's educational programs to 

better meet the demands of their current and potential customers. 

Three respondents emphasized the importance of keeping the education programs relevant 

and up to date. They appreciated the focus on current issues such as changes in laws, market 

dynamics, and emerging trends like artificial intelligence and climate change. The ability to 

stay informed about what is changing in their field and how to adapt to these changes is seen 

as crucial. 

‘’There are certainly still relevant themes that are significant question marks, 
such as the dramatic and rapid changes in the markets over the past four years. 

It would be beneficial to address such issues in education sessions so that 
participants can discuss them with others who face the same challenges. It's 
important for the education to include networking opportunities and provide 
new perspectives and thought exercises. Additionally, it would be helpful if 
someone could present different scenarios and possible future directions to 

better prepare for these changes.’’ (Interviewee 3.) 

 

Three respondents highlighted the need for more networking opportunities. They valued the 

chance to discuss and exchange ideas with other professionals, particularly on significant 

market changes and emerging themes. Respondents mentioned the importance of events and 

seminars where they could connect with others and gain insights from experts in their field. 

‘’Networking is an essential part of education, and I want to emphasize that it 
doesn't mean everyone needs to be a leader. Absolutely not. It should include 

experts from different levels. The real estate industry is so broad that people in 
various roles bring entirely different perspectives to the same issue. When 

people view and think about it differently, it enriches the discussion. Finland is 
such a small place, which is why I always highlight the importance of 

networking.’’ (Interviewee 5.) 
 

Four respondents emphasized the importance of offering a variety of education programs 

that cater to different interests and needs within the industry. This includes short, specialized 

courses for immediate skill enhancements and broader programs like the EMBA program 

that offer comprehensive knowledge and skills. There was also a call for more programs that 

integrate insights from various disciplines to provide a well-rounded perspective. 
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‘’Generally, various real estate industry courses are of interest, and it's nice to 
have different lengths of education programs. A special wish is that the content 

stays up to date with current trends and developments.’’ (Interviewee 4.) 

Two respondents mentioned the importance of maintaining high-quality standards and 

ensuring that the programs are recognized and valued within the industry. The credibility 

and reputation of Kiinko’s programs were seen as vital, with suggestions to further enhance 

their brand and ensure that the qualifications are respected and can be easily added to 

professional CVs. 

‘’If we take Kiinko's EMBA program as an example, the most important aspects 
are the content, recognition, and reputation. Kiinko needs to polish its brand 
because, for instance, Aalto University's EMBA offers a more comprehensive 

package. From Kiinko's perspective, it would be crucial that the courses could 
be added as credits to a CV, making them recognizable and potentially leading 

to a positive cycle.’’ (Interviewee 5.) 
 

Two respondents wanted Kiinko to ensure that their programs incorporate the latest trends 

and future developments in the industry. This includes topics like artificial intelligence, 

climate change, and advanced information systems. Staying ahead of the curve and being 

prepared for future challenges were seen as key benefits of these programs. 

‘’Kiinko's education offerings have been quite good, and I especially enjoy the 
Annual Seminar where there is an opportunity to see a wide range of speakers 

in a short amount of time. These are networking events where you can hear 
targeted insights. Future information systems, artificial intelligence, and 

climate change are areas that interest me. Kiinko has a good balance with its 
current offerings, but the most important thing is that Kiinko must stay up to 

date with the content.’’ (Interviewee 7.) 

One respondent emphasized the importance of continuous improvement and feedback 

mechanisms in the education programs. They appreciated the use of feedback surveys and 

the responsiveness of Kiinko in adapting and improving their offerings based on participant 

input. This ongoing dialogue between learners and the education provider was seen as a 

significant positive aspect. 

‘’Based on the education programs I have attended in Kiinko, I must 
specifically mention that the feedback surveys are a big plus. It was great that 

feedback surveys were provided immediately after each module ended, allowing 
us to give feedback while all the details were still fresh in our minds.’’ 

(Interviewee 2.) 
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As a summary, Kiinko's educational programs have attracted considerable interest from 

respondents who highlighted several key expectations. They emphasized the importance of 

keeping the programs relevant and up-to-date, particularly focusing on current issues like 

market changes, artificial intelligence, and climate change. Networking opportunities were 

also considered essential, with respondents valuing the chance to exchange ideas with 

professionals from different levels within the industry. Additionally, a variety of courses 

catering to different needs, including short, specialized courses and comprehensive programs 

like the EMBA, were appreciated. Ensuring high-quality standards and industry recognition, 

incorporating the latest trends, and maintaining continuous improvement through feedback 

were also important aspects identified by the respondents. 

4.3  Career development 

This chapter explores the common themes that emerged when interviewees shared their 

thoughts about career development addressing interview questions 7 (What opportunities for 

career development are available in your organization? Have you taken advantage of these 

opportunities?), 9 (In your opinion, what are the most important factors influencing career 

development in your organization?) and 11 (What tips or advice would you give to 

employees who want to advance in their careers?). 

The primary focuses are on assessing the available opportunities for career development 

within their organizations, identifying the most important factors influencing career growth, 

and providing advice for employees seeking to advance in their careers. The interview 

questions aim to delve into the various career development opportunities available to the 

interviewees and how they have taken advantage of these opportunities. Additionally, the 

questions seek to understand the interviewees' perspectives on effective career advancement 

strategies and the factors influencing career development within their organizations. Finally, 

the questions address the interviewees' advice for colleagues who wish to progress in their 

careers, offering insights into the best practices and approaches for achieving professional 

growth. 
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4.3.1  Organizational career development opportunities and utilized opportunities 

The responses to the question number 7 about available career development opportunities 

and their utilization provide valuable insights into how organizations support their 

employees' professional advancement. Five respondents mentioned the significance of 

mentorship programs in their career development. They valued the guidance and support 

from more experienced colleagues, which has been instrumental in their professional growth. 

These mentorship opportunities often included formal mentoring relationships, regular 

check-ins, and feedback sessions. Mentorship was seen as a critical component for personal 

and career development. 

‘’In my organization, we strive to set up team pairs, and initially, I had a year-
long mentoring period with designated individuals around to help and support 

me. There was regular communication with them, and we went through 
challenging issues together, which of course supported career development.’’ 

(Interviewee 6.) 

Three respondents discussed the benefits of job rotation and participating in cross-functional 

teams. These opportunities allowed employees to gain a broader understanding of the 

organization, develop new skills, and apply their knowledge in different contexts. Job 

rotation was particularly valued for providing diverse experiences and fostering a 

comprehensive skill set. 

‘’We have a mentoring program and job rotation opportunities, and it's also 
possible to engage in job rotation within the entire organization. Mentoring is 
perhaps the most viable way to support career development, and I'm interested 
in it, but due to general work pressure, I haven't found it feasible. Within the 

team, we have weekly brainstorming meetings where we discuss real-life cases 
and share thoughts and expertise.’’ (Interviewee 7.) 

Two respondents emphasized the importance of external education and continuing 

education. They appreciated the ability to attend courses and education sessions outside the 

organization, which helped them stay updated with industry trends and acquire new skills. 

This external exposure complemented the internal education programs and provided a 

comprehensive development experience. 

‘’We place a strong emphasis on education. We offer internal education 
programs and external courses, such as those offered by Kiinko, which focus on 

more specific technical themes. I have taken advantage of all possible 
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opportunities, and having a curious nature has already taken me very far.’’ 
(Interviewee 5.) 

Two respondents mentioned the supportive culture within their organizations that 

encourages career development. This includes regular feedback, recognition of 

achievements, and a general encouragement to pursue professional growth. A supportive 

culture was seen as essential for fostering an environment where employees feel motivated 

to develop their skills and advance their careers. 

‘’I have personally encouraged the personnel to incorporate mentoring more 
into their daily routines. Additionally, I have strived to promote continuous 

development, which is also one of our company's values. This has served as a 
good guiding principle, as I have regularly encouraged our employees to grow 
and acquire new knowledge. In our organization, employees are also welcome 

to proactively suggest areas of interest they would like to pursue.’’ (Interviewee 
3.) 

As a summary, mentorship programs were valued for providing guidance and support from 

experienced colleagues through formal mentoring relationships, regular check-ins, and 

feedback sessions. Job rotation and participation in cross-functional teams were appreciated 

for offering diverse experiences, new skills, and a comprehensive understanding of the 

organization. External and continuing education were also emphasized, with courses outside 

the organization complementing internal programs and providing a comprehensive 

development experience. Additionally, a supportive organizational culture that encourages 

career development through regular feedback, recognition of achievements, and promoting 

continuous growth was seen as essential for fostering an environment where employees feel 

motivated to develop their skills and advance their careers. 

4.3.2  Factors influencing career development 

This sub-chapter covers the responses to question 9. Career development within an 

organization is influenced by a variety of factors that contribute to an employee's growth and 

advancement. Four respondents emphasized the importance of gaining experience and 

performing well in their current roles. They highlighted that success in job performance, 

coupled with continuous learning and improvement, is crucial for career advancement. 

Experience, especially in projects and various roles, was seen as a foundational element for 

professional growth. 
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‘’In short, one must have experience and perform well at work. These are 
essential for supporting career development in our organization.’’ (Interviewee 

2.) 

Three respondents stressed that personality traits and attitude towards work are critical. 

Being curious, motivated, and having a positive outlook were seen as essential qualities. 

These respondents believed that such traits are more influential than formal education alone 

in achieving career success. A proactive and eager-to-learn attitude was deemed vital for 

moving up the career ladder.  

‘’The most important factors are a person's attitude towards work and life. To 
succeed, one must be curious and interested. Experience is truly important, and 
no education alone is enough to guarantee a promotion. Attitude is key – it is 

essential to be positive, curious, and engaged. This typically means that a 
person actively takes on projects, succeeds in them, and gains experience. A 

good attitude and responsibility enable progression. While education is 
important and provides many opportunities, it does not replace a good 

attitude.’’ (Interviewee 6.) 

Three respondents mentioned the significant impact of support from leadership and mentors. 

They noted that guidance and encouragement from supervisors and mentors play a pivotal 

role in career development. This support helps employees navigate their career paths, gain 

new skills, and take on new challenges. 

 

‘’I have been with my current company for nearly 12 years, and I can't even 
remember how many immediate supervisors I've had. In an organization of this 
size, I've seen that the supervisor always has a significant impact on whether 

they are willing to speak on your behalf or promote your name or knowledge to 
other projects or individuals. This, of course, positively affects career 

development.’’ (Interviewee 5.) 
 

Three respondents highlighted the role of educational background and the importance of 

continuous learning. They noted that while formal education provides a strong foundation, 

ongoing education and development are necessary to stay relevant and advance in their 

careers. Programs like RAP (Real Estate Accreditation Program) were mentioned as 

valuable for continuous professional growth. 

‘’For legal reasons, a higher education degree is a prerequisite for employment 
with us. Without it, one cannot legally perform our tasks. Factors influencing 

career development include the ability to draw conclusions and manage overall 
projects. Leading one's work autonomously and ensuring the entire project 
team works towards the same goal are crucial. These abilities, in the short 
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term, enable growth from a specialist to a managerial role.’’ (Interviewee 8.) 
 

One respondent pointed out that organizational changes and the availability of new roles 

create career development opportunities. They noted that being adaptable and ready to take 

on new roles during restructuring or project-based work can significantly enhance career 

prospects. Development projects were specifically mentioned as excellent avenues for 

growth and learning. 

‘’Organizational changes create opportunities and new roles that should be 
utilized. It doesn't always mean moving upwards. Sometimes it can mean 

moving downwards or sideways in career development, but these should still be 
seen as opportunities.’’ (Interviewee 6.) 

 

Two respondents mentioned the importance of focusing on business results and having a 

strategic mindset. They noted that demonstrating the ability to contribute to the 

organization's success and thinking beyond immediate tasks to broader business objectives 

are key factors in career progression. 

‘’Firstly, it's clear that having a results-oriented and business-focused attitude 
significantly impacts career development. It's important not to stay in one's own 

bubble but to bring forward ideas and oneself. Actively participating in 
strategic-level discussions, even those outside one's primary job 

responsibilities, seems to help a lot in this regard.’’ (Interviewee 7.) 

In summary, career advancement relies heavily on experience, job performance, and 

continuous learning. Personality traits like curiosity, motivation, and a positive outlook are 

crucial, often more so than formal education. Leadership and mentor support play a pivotal 

role in career growth. Educational background and ongoing education are necessary for 

staying relevant, with programs like RAP valued for professional development. 

Organizational changes and new roles offer career opportunities, requiring adaptability. 

Finally, a focus on business results and a strategic mindset are key factors, with a results-

oriented attitude significantly impacting career progression. 

4.3.3  Tips and advice for career advancement 

This sub-chapter covers the responses to question 11. It was noticeable that in this question 

there was a strong variation between the responses. Two respondents emphasized the 
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importance of being enthusiastic, curious, and self-driven. They highlighted that a thirst for 

knowledge and continuous learning are crucial for career advancement. This involves not 

just acquiring new skills but also understanding broader contexts and trends in one's field. 

‘’One must be enthusiastic, eager for knowledge, self-motivated, and most 
importantly, trustworthy. By eager for knowledge, I mean continuous learning 

and the ability to understand things more broadly, thinking outside the box. 
These skills can take you very far.’’ (Interviewee 1.) 

 

Three respondents highlighted the importance of maintaining a positive attitude and being 

adaptable. They suggested that having a humble and open mindset towards learning and 

development is vital. Understanding that the world is constantly changing and being willing 

to grow and adapt is key to long-term career success. 

‘’It is absolutely essential to maintain a desire to develop and to have a humble 
attitude. Don’t let anyone assume that you are already completely proficient. 

Being humble adds positive value to an individual. The world is changing 
rapidly, and it is crucial to understand the importance of self-improvement.’’ 

(Interviewee 3.) 

 

Two respondents noted that promoting personal achievements is often overlooked but 

important. They mentioned that while it may feel uncomfortable, it is important to inform 

supervisors about one’s successes. This can be done in a humble and matter-of-fact manner 

without seeming boastful. 

‘’Finns are typically not good at highlighting their own successes and 
remembering to mention them to their supervisors. However, these small things 

can ultimately have a big impact. Successes can be presented with a relaxed 
attitude, without the need to boost one's ego.’’ (Interviewee 7.) 

 

Two respondents stressed the need to perform tasks well and take responsibility for one’s 

work. They pointed out that doing a good job, even in less glamorous tasks, is essential 

because professional circles are small, and reputations are quickly established. Taking 

ownership of projects and ensuring high-quality work can significantly enhance one's career 

prospects. 

‘’Tasks must be done well, and you can't complain about the "dirty work." In 
the end, the professional circles are very small, and word gets around.’’ 

(Interviewee 2.) 
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One respondent advised exploring various education opportunities to find what fits best. 

They noted that knowing about available education programs earlier could have been 

beneficial. Employees should communicate their aspirations to their supervisors and seek 

guidance on relevant education and development opportunities. 

‘’Find out what different education opportunities are available and make use of 
them. Share your career aspirations with your supervisor, even if they are long-

term goals. By expressing what type of work interests you, it can gradually 
become a reality because if you don't communicate it, it can't happen. I believe 

it's essential to bring up your hopes and dreams for career development 
boldly.’’ (Interviewee 4.) 

 

Two respondents encouraged being proactive and more often saying yes to new 

opportunities. They mentioned that even when tasks seem challenging, taking them on can 

open up new possibilities. No one works entirely alone, and seeking help from colleagues 

inside or outside the organization can be valuable. 

‘’Say yes more often than no. This approach creates more opportunities. Even 
if something makes you nervous or feels overwhelming, remember that no one 
works alone. Help is always available, either from within the organization or 

from external sources. Have the courage to pursue your interests.’’ 
(Interviewee 5.) 

Two respondents pointed out that genuine interest in one’s work and willingness to take on 

responsibility are important. They emphasized that ambition should not solely drive career 

advancement; rather, a real interest in the job and readiness to take on responsibility when 

opportunities arise are crucial. Handling uncertainty and being willing to take risks are also 

important. 

‘’Don't make career advancement the most significant purpose, as it can 
backfire. Unfortunately, purely ambitious people don't succeed because attitude 
and work results aren't enough; you must genuinely care about your career, not 

just advancement. Take responsibility when opportunities arise and learn to 
tolerate and accept uncertainty.’’ (Interviewee 6.) 

 

As a summary, enthusiasm, curiosity, and self-drive were emphasized as crucial for career 

growth, with continuous learning and understanding broader contexts being key. 

Maintaining a positive attitude and being adaptable were also noted as essential, along with 

a humble and open mindset towards development. Promoting personal achievements, even 

if uncomfortable, was highlighted as important for recognition. Performing tasks well and 
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taking responsibility were deemed vital, as professional reputations are quickly established. 

Exploring various education opportunities and communicating career aspirations to 

supervisors were advised. Proactivity and saying yes to new opportunities were encouraged, 

as was seeking help when needed. Genuine interest in one's work and readiness to take on 

responsibility were stressed, along with handling uncertainty and taking risks. 

4.4  Organizational education culture 

This chapter explores the common themes that emerged when interviewees shared their 

thoughts about organizational education culture addressing interview questions 5 (Have you 

noticed certain types of education or courses being popular in your organization? What do 

you think attracts employees to them?) and 8 (Is continuous learning encouraged in your 

organization, and is there in-house education available? Have you utilized these 

opportunities?). 

The primary focuses are on assessing the popularity of certain types of education or courses 

within their organizations and understanding what attracts employees to these educational 

opportunities. Additionally, the questions aim to delve into whether continuous learning is 

encouraged and how within the organizations and the availability of in-house education 

programs. The interview questions also seek to understand how the interviewees have 

utilized these opportunities and their perspectives on the importance of continuous learning 

in their professional development. 

4.4.1  Popular educational programs in organization 

This sub-chapter covers the responses to question 5. Four respondents mentioned that 

professional certifications and competency education programs are highly popular. These 

programs, such as RAP (Real Estate Accreditation Program) and various industry-specific 

certifications, are valued because they enhance personal career growth and competitiveness 

in the job market. Employees see these certifications as beneficial for their professional 

development and essential for meeting industry standards.  

‘’The RAP courses offered by Kiinko are very common in our organization. 
However, when I think about it, we don't actually talk much about where each 
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person has attended education. Nonetheless, RAP is one that repeatedly comes 
up in discussions.’’ (Interviewee 2.) 

 

Three respondents highlighted the popularity of the PGP and other specialized courses in 

their organizations. These programs are particularly appreciated in fields like real estate and 

construction. PGP courses are seen as prestigious and are often supported by employers. The 

structured learning and recognized qualifications from these programs make them appealing 

to employees aiming for career advancement. 

‘’I have noticed that PGP has been popular in the real estate sector, while the 
RAP course has been a strong favourite in the construction management sector. 
These two are perhaps our most popular programs and genuinely support job 
functions. PGP is also highly valued by employers, and they actively support 

it.’’ (Interviewee 4.) 

As for the PGP program, our organization typically has a few slots each year 
that HR approves and selects participants for. Not everyone in our organization 
can attend, and there is some ranking involved. Those who have progressed to 
the executive team have usually completed it. It's more accessible to the higher 
levels, as places are limited and it's costly for the employer. Nevertheless, it's 

very popular, with spots filling up every year and a queue of interested 
participants.’’ (Interviewee 7) 

 
 

Two respondents noted that both internal and external education programs are important. 

Internal education programs are often designed to build specific skills and knowledge 

relevant to the organization, while external programs bring in new perspectives and 

expertise. Employees appreciate the balance between these two types of education, as it 

allows them to gain comprehensive skills and stay updated with industry trends. 

‘’I can think of our educational programs in two ways: external and internal. 
External education, such as IAT and LVV as well as specific technical courses 

like asbestos construction, are used to increase skills and also to engage 
employees. These courses help build knowledge capital within the company and 

ensure commitment to their roles. For instance, property management roles 
attract people from various backgrounds, and education helps define what the 

job entails.’’ (Interviewee 5.) 

 

One respondent emphasized the significance of leadership and management education. 

These programs are crucial for employees aspiring to move into higher-level positions. 

Leadership education helps in developing strategic thinking and managerial skills, which are 
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essential for leading teams and driving organizational success. Management education is 

particularly valued by those in or aiming for supervisory and executive roles. 

We also have leadership education programs that everyone in a supervisory 
role must attend. These programs cover strategic work and coaching 
leadership, outlining how leaders are expected to operate within our 

organization. This way, the entire staff knows what to expect from their 
supervisors.’’ (Interviewee 5.) 

 

Two respondents mentioned that networking opportunities and flexibility are key factors in 

the popularity of certain education programs. Programs that include networking events, such 

as two-day networking retreats, are highly valued because they allow employees to build 

professional relation §nships and share knowledge with peers. Flexibility in education 

schedules and formats also makes these programs more accessible and appealing to 

employees with diverse needs and commitments. 

‘’In our organization, which is part of the public sector, we are quite strict 
about what kind of more relaxed programs are available. This strictness is 

evident in the popularity of two-day networking events that offer the chance to 
mix work with some leisure.’’ (Interviewee 7.) 

 

Two respondents noted the popularity of formal education and advanced degrees, such as 

second master's degrees and doctoral programs. Employees in specialized roles, particularly 

those in research and academic positions, find these advanced degrees valuable for 

deepening their expertise and advancing their careers. 

‘’In our organization, supplementary education that qualifies for one's specific 
job functions has been the most popular. This depends on the individual's 
educational background, as we have employees with doctoral degrees and 

others. We also favour formal education, such as higher professional degrees 
or additional master's degrees. Typically, for those in expert roles, it's about 

deepening knowledge in their field or gaining leadership skills for team 
responsibilities. Employees are motivated by various reasons, such as 

improving their expertise in their current role or developing skills for future 
positions.’’ (Interviewee 8.) 

 

In summary, the respondents indicated that professional certifications like RAP and 

specialized courses such as PGP are highly valued for career growth and employer support. 

Both internal and external education programs are important, offering relevant skills and 

new perspectives. Leadership and management education are crucial for developing strategic 
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and managerial skills. Networking opportunities and flexible schedules enhance program 

appeal. Formal education and advanced degrees are valued for deepening expertise and 

advancing careers, particularly in specialized roles. These insights underscore the need for 

diverse educational programs to support professional development. 

4.4.2  Continuous learning and internal education 

The responses to the question number 8 about whether continuous learning is encouraged 

and if internal education is available in organizations provide valuable insights. All except 

one respondent confirmed that internal education is available within their organizations. 

These education sessions cover various topics, including updates on legal regulations and 

industry-specific skills. The availability of internal education programs indicates that 

organizations recognize the importance of keeping their employees updated and skilled. In 

addition, all these respondents that confirmed internal education is available, stated that they 

have also utilized the available education opportunities extensively. They highlighted how 

these programs have been beneficial in enhancing their skills and knowledge. The utilization 

of these opportunities reflects a proactive approach to professional development among 

employees. 

 

‘’We offer internal education, typically focusing on legal changes. We bring in 
an external trainer who conducts the education sessions on specific topics. I 
have utilized our internal education possibilities and especially all education 

related to regulations are mandatory.’’ (Interviewee 1.) 

 

Four respondents highlighted that their organizations actively encourage continuous 

learning. This encouragement is manifested through various initiatives, including mandatory 

leadership education, and ensuring that employees meet certain competency targets. 

Respondents appreciated the culture of continuous improvement and learning fostered by 

their employers.  

‘’We definitely encourage continuous learning, which happens at many levels 
in our daily work. We strive to create cohesive teams, even across project 
boundaries, to discuss everyday project challenges with others. This peer 

learning and internal education fosters valuable insights and learning 
opportunities. We offer internal education sessions a few times a year, tailored 
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to the staff's needs and preferences. Additionally, we hold more frequent 
monthly morning coffee briefings that cover current topics in short education 

sessions.’’ (Interviewee 6.) 

Two respondents mentioned that their organizations collaborate with external institutions, 

such as universities, to provide education. These partnerships help bring in diverse expertise 

and ensure that the education programs are comprehensive and up to date. This approach 

enriches the internal education offerings by incorporating external insights and best 

practices. 

‘’We have internal education sessions on current themes, typically related to 
regulations or directives, which are provided to all employees. Additionally, we 
collaborate with a university to offer educational programs, for which a certain 

number of participants are selected each year.’’ (Interviewee 3.) 

 

Two respondents highlighted that there are mandatory education programs employees must 

complete, often covering essential topics such as ethical guidelines and new system 

implementations. This mandatory education ensures that all employees have a baseline level 

of knowledge required for their roles. Additionally, the organizations provide personalized 

education budgets, allowing employees to choose and prioritize education programs that best 

fit their career goals and needs. These personalized budgets empower employees to take 

charge of their own development paths. 

‘’Within the company, we have a continuous stream of education programs. I 
prioritize all mandatory educations, such as those on new systems. There are 
also mandatory courses that need to be renewed periodically, such as those 

related to ethical guidelines. Additionally, each of us has a personal education 
budget.’’ (Interviewee 7.) 

 

One respondent highlighted the role of peer learning and informal knowledge-sharing 

sessions, such as one-on-one discussions and coffee break briefings. These informal sessions 

provide additional avenues for learning and discussing new ideas, fostering a collaborative 

learning environment. This respondent stated that internal education sessions are not held 

due to the amount of personnel, which is particularly quite small so one-on-one 

conversations are more effective, and time can be dedicated to current issues. 

‘’In a small team like ours, internal education is not relevant because we focus 
more on one-to-one education. Qualifications are obtained through external 
education programs. Continuous learning is a core part of our leadership 
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commitment.’’ (Interviewee 8.) 
 

In summary, the responses to question 8 highlight that most organizations offer internal 

education programs on various topics, including legal updates and industry-specific skills. 

These programs are widely utilized and beneficial. Continuous learning is encouraged 

through initiatives like mandatory leadership education and competency targets, fostering a 

culture of improvement. 

Some organizations collaborate with external institutions for comprehensive education. 

Mandatory programs on essential topics ensure baseline knowledge, while personalized 

education budgets allow employees to choose relevant programs. Peer learning and informal 

sessions, like one-on-one discussions, are also valuable, especially in smaller teams where 

direct, individualized education is more effective. 

4.5  Generational differences 

This chapter explores the common themes that emerged when interviewees shared their 

thoughts on differences in education between generations. The primary focuses are on 

exploring whether respondents have noticed any differences in willingness to educate 

millennials and other generations. The aim is to view the question from the respondent’s 

internal organizational perspective. The question addressed in this chapter is the final 

question of the interview, questions number 12 (Have you noticed any differences in how 

education is approached for millennials compared to older employees in your organization? 

Is there generally more enthusiasm for educating millennials than for older employees or are 

there differences?). 

Based on the experiences from the interviews, this question served as a good conclusion to 

the interview. Like the opening question, it provided a general topic that allowed the 

interviewees to revisit the generational differences and reflect on the matter from their 

companies' internal perspectives. 
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4.5.1  Differences in education between generations 

In question number 12, the interviewee's trust in the interviewer was clearly emphasized. If 

examined at a general level, the answer should unanimously indicate that there are no 

differences between generations, as acknowledging such differences would violate the 

Employment Contracts Act regarding equal treatment and discrimination. According to the 

Finnish Labour Protection Administration, employers must promote equality among 

employees and must not discriminate against employees or job seekers. Age, for example, is 

a basis for discrimination." (Occupational Safety and Health Administration of Finland 

2024) 

Four respondents noted that the drive for education often comes from the individual rather 

than the organization. Younger employees, such as millennials, tend to show more 

enthusiasm and eagerness for education due to their career stage and aspirations, but also 

because of enthusiasm and endurance brought by age. In contrast, older employees might be 

satisfied of the stage of their careers and perhaps are already waiting for retirement.  

‘’There are certainly different attitudes, but I see it as more strongly coming 
from the individual rather than the organization. I would guess that younger 

people are generally more enthusiastic compared to older individuals.’’ 
(Interviewee 2.) 

 

Three respondents emphasized that education opportunities are available to all employees 

regardless of age. Organizations ensure that everyone has access to the necessary education 

programs, and any differences in participation are attributed to personal motivation and 

career goals rather than organizational bias. 

‘’We provide education to everyone regardless of age. I do recognize that 
naturally, those nearing the end of their careers are less likely to seek out or 

express a desire to attend external education programs. This is more noticeable 
with those over 60 rather than those over 43. You might observe that they no 
longer have as strong a desire to participate, as they already possess a vast 

wealth of knowledge and skills, which they utilize effectively.’’ (Interviewee 5.) 

 

Two respondents stated that their organizations focus on identifying and developing 

employees with the most potential, regardless of age. This includes investing in education 
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for individuals who show motivation and the ability to add significant value to the 

organization. 

‘’If we look at the topic from the perspective of who is offered education, the 
aim is to select individuals who show motivation and potential. By identifying 

the most promising group, those who want to develop and whom the 
organization wants to develop, you can get even more out of them. This is 

important for the organization. In that context, I believe age is quite irrelevant. 
In short, you should invest in and develop the skills of those whom you perceive 

to add the most value to you or the company. Providing skills development is 
also a form of investment.’’ (Interviewee 3.) 

 

Two respondents stated clearly that they have not noticed significant differences in education 

enthusiasm based on age. Education needs and participation are more related to individual 

career aspirations and organizational roles rather than age. 

‘’I haven't noticed any difference myself. It might sometimes come up, for 
example, when reading newspapers or elsewhere, that younger people seem 
more eager to pursue education, but that's probably just a gut feeling. There 
isn't anything that I know of directly from my close circle or our organization 

that indicates such a difference in education between generations.’’ 
(Interviewee 4.) 

 

Two respondents noted that certain mandatory and specialized education programs, such as 

competency certifications or education to public operating environment, are equally 

important for all employees, but extremely critical for new employees regardless of age. 

These programs ensure that all staff members meet the necessary standards and 

qualifications for their roles. 

There aren't really any differences between generations, but new employees 
receive the most education, because there are many company-specific practices 
and environmental factors to consider. For instance, if someone joins us from 
the private sector, we must train them for the public sector environment, as it's 

something unavoidable in our organization. So, in short, new employees 
naturally receive a bit more education than long-time employees, but otherwise, 

everyone has the same education opportunities. (Interviewee 7) 

 

As a summary the responses to question 12 highlight that educational enthusiasm and 

opportunities are influenced more by individual motivation than age. Trust in the interviewer 

was crucial, as discussing generational differences could violate equal treatment laws. 
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Education opportunities are available to all employees, with participation driven by personal 

goals rather than organizational bias. Organizations focus on developing employees with 

potential, regardless of age, and emphasize continuous learning. Mandatory and specialized 

programs are important for all employees, especially new hires, to ensure they meet 

necessary standards and adapt to company practices. No significant differences in 

educational enthusiasm based on age were noted, as needs and participation are linked to 

career aspirations and roles. 
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5  Discussion and conclusions 

The primary aim of this thesis was to research the educational preferences and career 

development needs of millennial leaders in the real estate and construction sectors, and to 

identify the key factors influencing their aspirations for further education and professional 

growth.  These insights are utilized to enable Kiinko to strategically adjust and align its 

offerings with the changing needs of the millennial workforce.  

This final chapter combines the findings from the interviews with the theoretical concepts 

discussed earlier in the thesis. By connecting the interview results with theories on strategy 

adaptation, STP (Segmentation, Targeting, Positioning), and change management, this 

chapter provides an understanding of how Kiinko can adjust its approach to better meet the 

changing needs of millennial leaders. The following sub-chapters covers key findings, 

managerial implications, limitations, as well as suggestions for future research and finally 

conclusions. 

5.1  Key findings 

This section answers the research questions by comparing the study's findings with previous 

research, highlighting new key insights. The primary research question focused on 

understanding the educational preferences and career development needs of millennials in 

management positions within the real estate and construction sectors. This focus formed the 

research gap in previous literature, which predominantly discussed millennials' general 

workplace preferences without specifically addressing those in leadership roles.  

The study found that millennials in management positions have a strong preference for 

practical, hands-on learning experiences. This aligns with previous research indicating that 

millennials value experiential learning that can be directly applied to their work (Govaerts 

et al., 2011). Programs like Kiinko’s PGP are highly valued for their practical approach, 

confirming the need for educational offerings that go beyond theoretical knowledge. 

Continuous learning remains a priority, supported by both internal and external programs, 

consistent with the findings of Deloitte Touche Tohmatsu (2014), which suggested that 

millennials seek ongoing professional development to stay competitive.  
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Key drivers influencing the educational preferences of millennial leaders include the 

relevance and applicability of the learning content, opportunities for networking, and flexible 

learning formats. These drivers are consistent with Brown and Duguid's (2000) emphasis on 

the importance of social learning and network-building in professional education. The study 

also identified significant barriers such as high costs, time constraints, and perceived 

irrelevance of some educational offerings, echoing Johnson et al.'s (2012) findings on the 

need to address these barriers to increase engagement among millennial learners. 

A supportive organizational education culture was highlighted as crucial. Effective 

mentorship, strategic thinking skills, and a supportive work environment are essential for 

career advancement. This supports Damewood’s as well as Burkus’s (2011; 2010) 

arguments that a culture of continuous learning, support and mentoring is vital for 

millennial’s professional development. 

Generational differences in educational preferences were also explored. Millennials showed 

a distinct preference for digital learning platforms and flexible learning schedules, 

contrasting with older generations who may prefer more traditional, in-person learning 

methods (Deal et al., 2010). This underscores the need for educational providers to diversify 

their offerings to cater to varying preferences across different generations within the 

workforce. 

Table 7. Key findings based to research questions. 

Research question Answer 

What factors influence the career 
development of millennials in 

management positions, and what are their 
educational preferences? 

 

Personality, succeeding in work, a strategic mindset and 
experience are considered as the key factors influencing 

career development. Millennials value practical, hands-on 
learning and continuous professional development. They 

seek relevant, applicable learning experiences and 
opportunities for networking. 

What are the potential risks and 
opportunities for Kiinko associated with 
the demographic shift of the workforce? 

 

Opportunities include addressing the educational needs of a 
younger workforce; risks involve high costs and time 

constraints for millennials engaging in education. 

What are the key drivers that influence the 
educational preferences of millennials in 

management positions. 

Key drivers include the relevance and applicability of 
learning content, opportunities for networking, and flexible 

learning formats. 



 94 

What are the primary barriers that hinder 
millennials in management positions from 

engaging with current educational 
offerings? 

Primary barriers include high costs, time constraints, and 
perceived irrelevance of some educational offerings. 

How can Kiinko strategically adapt its 
educational offerings to align with the 
preferences of millennial leaders while 

overcoming identified barriers? 

Kiinko can enhance practical education, leverage modern 
technologies, offer flexible learning options, and foster a 

supportive educational culture. 

 

Next is presented key themes that can be considered as the repeating insights from the 

interviewee’s responses. The study reveals that there is a strong emphasis on continuous 

learning among millennial leaders. They actively seek opportunities for professional 

development through both internal and external education programs. This reflects their 

commitment to staying updated with the latest industry trends and enhancing their skill sets 

to maintain competitiveness in the job market. A supportive work environment that promotes 

continuous development and recognizes achievements is crucial for the career advancement 

of millennial leaders. Organizations that provide regular feedback, recognition, and 

opportunities for growth foster a culture of continuous improvement and motivate employees 

to excel. 

Mentorship programs are highly valued by millennial leaders. These programs provide 

guidance and support that are essential for professional growth. Regular feedback and 

structured mentoring relationships contribute significantly to career development by offering 

personalized advice and fostering a sense of belonging within the organization. Millennial 

leaders appreciate education that fosters strategic thinking and adaptability. Courses that 

enhance their ability to navigate complex situations and think strategically about long-term 

goals are particularly beneficial. This helps them to be better prepared for leadership roles 

and to drive organizational success. 

The integration of technology into education is another key finding. Millennial leaders 

favour educational programs that leverage modern technologies to enhance learning 

experiences. This includes the use of online platforms, interactive tools, and digital resources 

that make learning more accessible and engaging. Networking opportunities provided by 

educational programs are highly valued. These opportunities allow millennial leaders to 

build professional relationships, share knowledge with peers, and gain insights from industry 

experts. Such interactions are seen as crucial for personal and professional growth. 



 95 

Millennial leaders benefit from diverse learning methods, including self-paced learning, 

interactive sessions, and experiential learning. They prefer a mix of these methods to cater 

to different learning styles and to keep the educational experience dynamic and engaging. 

5.2  Key findings from case company perspective 

The interviews with Kiinko's management team highlighted several key insights regarding 

the demographic shift towards younger employees, particularly millennials, in management 

positions. Over the past decade, there has been a noticeable decrease in the average age of 

employees in these roles, with significant changes observed due to early retirements 

accelerated by the COVID-19 pandemic. This trend is consistent across various business 

areas, including construction, real estate management, and property management, with 

younger employees quickly advancing to significant roles due to their technological 

proficiency and adaptability.  

‘’The age of employees in expert positions has clearly decreased. Previously, 
significantly more work experience was required, and individuals with less than 

five years of experience would not have been considered for such roles. The 
COVID-19 pandemic triggered a noticeable shift, with many opting for early 

retirement, leading to a steady decrease in the average age of expert staff over 
the past decade.’’ (Interviewee 10.) 

 

Internally, Kiinko has also experienced a decrease in the age of employees in both expert 

and management positions. This shift has been strategically incorporated into the company's 

new strategy, focusing on products and customer demographics that reflect this younger 

workforce. Practical measures have been implemented to address these changes, 

emphasizing the importance of recognizing and adapting to these demographic shifts to 

remain competitive in the education sector. 

‘’Within Kiinko, there is a noticeable presence of younger individuals in 
specialist roles. Kiinko made a strategic decision to start recruiting trainees, 
which naturally brought in younger talent. This approach has proven to be 
effective, particularly in supporting the digital leaps required during the 
COVID-19 pandemic and the implementation of new internal systems.’’ 

(Interviewee 9.) 
 

The primary challenges identified include the need for continuous engagement and 

upskilling of younger employees, as well as adapting education methods to be more 
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interactive and digitally focused. Opportunities lie in leveraging the technological skills and 

adaptability of the younger workforce, providing diverse and rewarding work environments, 

and ensuring continuous learning and development opportunities. To support millennial 

employees in management positions, it is crucial to provide visibility, networking 

opportunities, diverse roles, and significant responsibilities. Internally, Kiinko emphasizes 

accommodating individual needs regardless of age, focusing on providing flexible and 

personalized education paths and consultative services. 

‘’It is crucial to assign responsibilities to those who have the capability to 
handle them, to share knowledge and expertise with those who are ready to 

receive it, and to provide opportunities for growth.’’ (Interviewee 11.) 
 

Overall, the management team at Kiinko acknowledges the importance of adapting to the 

demographic shift in the workforce, recognizing both the challenges and opportunities it 

presents internally and externally. 

5.3  Managerial implications 

The findings suggest several managerial implications for organizations, particularly for 

Kiinko, in adapting their educational offerings to better meet the needs of millennial leaders. 

Kiinko should continue to develop and offer programs that emphasize practical, hands-on 

learning. Incorporating real-world case studies, simulations, and interactive elements can 

enhance the learning experience and make it more relevant to the daily challenges faced by 

millennial leaders.  

Organizations should cultivate a culture that encourages continuous learning. This can be 

achieved through regular education sessions, workshops, and by providing access to a 

variety of learning resources. Encouraging employees to pursue further education and 

providing support for professional development initiatives are also important. Developing 

structured mentorship programs can provide the necessary support and guidance for 

millennial leaders. This includes regular check-ins, feedback sessions, and opportunities for 

mentees to learn from experienced professionals. Mentorship programs should be designed 

to cater to the individual needs of mentees and to foster long-term professional relationships. 
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Educational programs should focus on building strategic thinking skills. This can be done 

by integrating strategic management modules, offering courses that address specific 

challenges faced by leaders in the real estate and construction sectors, and encouraging 

strategic planning exercises. Providing opportunities for leaders to engage in strategic 

discussions and decision-making processes within the organization can also be beneficial. 

Providing flexible learning options, such as online courses and modular programs, can 

accommodate the diverse needs of millennial leaders, making it easier for them to balance 

their professional and personal commitments. Offering learning opportunities that can be 

accessed anytime and anywhere will increase participation and engagement. 

Kiinko should continue to integrate modern technologies into their educational programs. 

Utilizing online platforms, interactive tools, and digital resources can enhance the learning 

experience and make it more engaging for tech-savvy millennial leaders. Embracing 

technology can also help in providing personalized learning experiences tailored to 

individual needs. Educational programs should include opportunities for networking. 

Organizing events, workshops, and collaborative projects can facilitate interactions between 

participants and industry experts. Building a strong professional network is crucial for career 

advancement and can provide millennial leaders with valuable insights and support. Kiinko 

should offer a variety of learning methods to cater to different preferences and learning 

styles. This includes a mix of self-paced learning, interactive sessions, and experiential 

learning to keep the educational experience dynamic and engaging. 

The study's application of the STP (Segmentation, Targeting, Positioning) framework 

underscores the critical need for a nuanced approach to segmenting millennial leaders based 

on their distinct educational preferences and career aspirations. By precisely targeting this 

segment with customized educational programs that prioritize practical, experiential learning 

and ongoing professional development, Kiinko can effectively address the evolving 

demands of millennial leaders. Positioning these programs as indispensable assets for career 

progression within the real estate and construction industries further solidifies the case 

company’s strategic market positioning and reinforces its relevance in a competitive 

landscape. (McDonald & Dunbar 2012, 7-9; Nadube & Didia 2018; Yudelson 2006, 136.) 

Khandelwal, Jakhar and Khandelwal (2020, 3914) defines that a company must recognize 

the needs of customers to be able to effectively meet those needs, since it can't cater to 

everyone. Therefore, it's crucial to identify and focus on specific segments of the market 
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where the company can excel in delivering value. This targeted approach is vital for 

successful marketing. As observed in this study, millennials now represent the largest 

segment of the workforce, making them a critical target group to consider. 

The research also illustrates the critical role of change management in adapting Kiinko’s 

strategies to meet the evolving needs of a younger workforce. The insights gained from 

millennial leaders indicate that they confirm the reality of the phenomenon within Kiinko's 

customer base, meaning that based on these observations, it can be said that millennial 

leaders are evident within the company's clientele. According to Phillips & Klein (2023, p. 

194), communication is essential for change management. As a managerial implication, 

change management at Kiinko should begin with clear communication with the entire 

personnel, ensuring that the situation and the reasons for the change are well understood. 

Levasseur (2001, 73), states that the Lewin's three-step change model is considered as one 

of the most influential and essential tools for understanding and implementing change 

management, which is why it is recommended for the case company to utilize when 

managing the change. Next is discussed how this model can be applied to the empirical 

findings of this study. 

Table 8. Lewin’s change model applied to Kiinko’s activities. 

Unfreezing The initial stage of Lewin's model highlights the need for change 

by breaking down existing mindsets and preparing the organization 

for transition (Burnes 2020, 33-37). In the context of the research, 

this phase is reflected in Kiinko's recognition of shifting workforce 

demographics, particularly the rise of millennial leaders, and the 

acknowledgment that traditional educational strategies may no 

longer meet the needs of this generation. This recognition is 

essential for initiating the unfreezing process. 

Changing  During the changing phase, the organization will begin 

implementing new strategies to meet the needs identified in the 

unfreezing phase (Helmold 2022, 223-224). For Kiinko, this will 

involve adapting its educational offerings to align with the 

preferences of millennial leaders, such as prioritizing practical, 

hands-on learning and continuous professional development. The 

research findings will demonstrate that these changes are necessary 

to ensure the organization remains relevant and effective in 

supporting the career development of millennial leaders. This 



 99 

phase will mark the transition from old practices to new, data-

driven approaches. 

Freezing The final stage of Lewin's model involves solidifying the new 

practices into the organization’s culture, ensuring that the changes 

made are sustainable and long-lasting (Burnes 2020, 33-37). 

Kiinko will institutionalize the new strategies developed during the 

changing phase, ensuring that they become a permanent part of the 

organization's approach to education and professional 

development. The research findings will show that by reinforcing 

these changes, Kiinko will be able to maintain a stable environment 

that continuously meets the evolving needs of its millennial 

workforce. This freezing phase will be crucial for embedding the 

changes within the organization’s operations, ensuring long-term 

success. 

  

In summary, the application of Lewin’s three-step model to Kiinko’s change management 

strategy will provide a structured approach to understanding how the organization will adapt 

to the shifting needs of millennial leaders. This framework will help bridge the theoretical 

concepts of change management with the practical findings from the research, 

5.4  Limitations and suggestions for future research 

While this research provides valuable insights, there are a few limitations that should be 

acknowledged. Firstly, the relatively small number of participants limited the perspectives 

captured in the research. Although this was justified by reaching data saturation—where no 

new information emerged from additional interviews—it nonetheless constrains the 

generalizability of the findings. A larger sample size might have offered a more diverse range 

of insights. 

Secondly, the study's focus was on millennials in the construction and real estate industries. 

While this narrow focus allowed for a deep exploration of specific industry-related 

dynamics, it also means that the findings may not be directly applicable to millennials 

working in other sectors. The characteristics, challenges, and educational preferences of 

millennials in different industries might vary significantly, which is an area that future 

research could explore. 
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Finally, the research was geographically limited to Finnish millennials, introducing a layer 

of cultural and regional specificity. While the findings provide valuable insights into this 

demographic, they may not fully represent the experiences and preferences of millennials in 

other countries or cultural contexts. The regional focus on Finland could affect the 

applicability of the study's conclusions to other parts of the world, where cultural norms, 

educational systems, and industry dynamics may differ. Future research could address these 

limitations by including a broader geographic scope and incorporating participants from 

various industries to provide a more comprehensive understanding of millennial leaders' 

educational preferences and career development needs. 

Additionally, in the terms of future research, as workforce dynamics and technology 

continue to evolve, ongoing research is needed to track how millennial leaders' educational 

preferences and career development needs change over time. This could include examining 

the role of emerging technologies in education, such as artificial intelligence and virtual 

reality, and how these tools might be integrated to enhance learning experiences. 

Furthermore, understanding how these trends vary across different demographic groups, 

including Generation Z, could provide a more comprehensive understanding of the future 

workforce. 

As Galdames & Guihen (2022, 158-159) states, an interesting area for future research 

includes also defining a clear and standardized definition of the birth years of the Millennial 

generation. Currently there are still a lot of differences even though a lot of research has been 

done on millennials. 

5.5  Conclusions 

This master’s thesis explores the educational preferences and career development factors of 

millennial leaders in the real estate and construction sectors, focusing on how Kiinko can 

adapt its educational offerings to meet the evolving needs of this key workforce segment. 

By addressing a gap in the existing literature, the study provides insights into the unique 

needs of millennial leaders, a group that has received limited attention in previous research. 

Key findings from semi-structured interviews highlight a strong preference among 

millennial leaders for practical, hands-on learning experiences and a culture of continuous 
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learning supported by both internal and external programs. The importance of a supportive 

work environment, effective mentorship, and strategic thinking skills for career 

advancement is emphasized. However, barriers such as cost, time constraints, and the 

perceived relevance of current offerings were identified. 

The study’s findings align with existing research on millennials' desire for continuous 

learning and professional development, extending this understanding to millennial leaders 

in management positions. The research offers practical recommendations for Kiinko, 

including enhancing practical education, leveraging modern technologies, and addressing 

barriers to education to better engage millennial leaders. 

Limitations include the study’s focus on a single case company within the real estate and 

construction sectors in Finland. Future research should expand to other sectors and regions, 

considering the integration of new technologies into educational programs as well as 

defining a clear and standardized definition of the birth years of the Millennial generation. 

This thesis provides new insights into the specific needs of millennial leaders and offers 

practical recommendations for educational service providers to better support this 

demographic's professional growth. 
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Appendix 1. The AI usage. 

In preparing this thesis, I used Artificial Intelligence (AI) tools to help organize my work, 

come up with new ideas, improve language during proofreading and corrections, and 

understand complex subjects better. The purpose of using AI was to make the research 

process better, ensuring accuracy and efficiency in analyzing and presenting the findings, 

while following ethical standards of academic integrity.  

Appendix 2. Tables and figures. 

Table 1. Highlights from the preliminary literature review. 

 

Author(s) & year 
published 

The objective of the 
study 

Methodology Key findings 

Fry 2018 Research what is the 
largest US workforce 
based on generation 

Analysis of 
Integrated Public 
Use Microdata 
Series (IPUMS) 

Millennials have become the 
largest generation in the U.S. 

labor force. 

Timmes 2022 What leaders should 
consider to be able to 
capture the power of 

millennials 

Empirical 
research 

Leaders should consider shifting 
demographics, ESG practices, 

employee value proposition and 
utilize robust technology in 

operations. 
Tulgan 2016 To help older and more 

experienced leaders and 
managers in maximizing 

the potential of the 
millennials. 

Empirical 
research 

Millennials desire leaders who 
treat them with respect in the 
workplace. They seek leaders 

who genuinely prepare them for 
success in their careers. 

Burkes 2010 To present strategies for 
involving Millennials as 
followers and retaining 
them to develop them 
into valuable assets 

within any company. 

Literature-based 
research 

The strategies to engage 
millennials and retain them as 

valuable assets include providing 
growth opportunities, creating 

meaningful experiences, 
establishing mentoring 

relationships, respecting their 
contribution, giving copious 

feedback, and separating presence 
from activity. 

Leino, Teräväinen 
& Lehtovaara 2021 

How are Millennials 
changing corporate 

culture? 

Qualitative: 
grounded theory 

Millennials value fairness in the 
workplace, experiences of 
success, a positive work 

environment, human-centered 
leadership, meaningful and 
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inspiring work, openness, and 
transparency in communication, 

as well as opportunities for 
learning and self-development. 

Näswall, Hellgren 
and Sverke 2008 

It aims to investigate 
emerging aspects of 
working life from 

individual perspectives, 
focusing on challenges, 

well-being, and 
organizational strategies 

for navigating the 
evolving landscape. 

Empirical 
research: 

theoretical 
frameworks 

combined with 
innovative 
research 

Changing working life has 
multiple negative and positive 

effects concerning individuals and 
organizations. 

 

Table 2. Classification of services (Baron & Harris, 2003, 28-29). 

Dimension Professional services Service shops Mass services 

Volume of 

customers 

Low Medium High 

Focus People People and equipment Equipment 

Customer contact 

time 

High Medium Low 

Customization High Medium Low 

Empowerment of 

personnel 

High Medium Low 

Source of value 

added 

Front office Front and back office Back office 

Service focus Process Process and product Product 

 

Table 3. Interview questions and themes. 

 

Question Theme addressed 

• Question 1: Have you noticed that the age of individuals 

in leadership or expert roles has changed? If yes, can you 

recall when you first became aware of this and how? 

• Question 2: Could you tell a bit about your educational 

background and how it has influenced your career 

development so far? 

• Background information 

• Question 3A: What types of educational opportunities 

have you utilized during your career? 3B: Have you had 

any particular areas of interest? 

• Education preferences 
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• Question 4A: What qualities do you value most in 

education? 4B: Are there specific learning methods that 

have been particularly effective for you? 

• Question 6: How do you see your educational path 

continuing in the future? Do you have specific goals or 

plans regarding your education? 

• Question 10: What expectations do you have for Kiinko's 

educational programs? What would you like them to offer 

you in the future? 

• Question 7: What opportunities for career development 

are available in your organization? Have you taken 

advantage of these opportunities? 

• Question 9: In your opinion, what are the most important 

factors influencing career development in your 

organization? 

• Question 11: What tips or advice would you give to 

employees who want to advance in their careers? 

• Career development 

 

• Question 5: Have you noticed certain types of education 

or courses being popular in your organization? What do 

you think attracts employees to them? 

• Question 8: Is continuous learning encouraged in your 

organization, and is there in-house education available? 

Have you utilized these opportunities? 

• Organizational education 

culture 

• Question 12: Have you noticed any differences in how 

education is approached for millennials compared to older 

employees in your organization? Is there generally more 

enthusiasm for educating millennials than for older 

employees, or are there differences? For reference, 

millennials are defined as individuals aged 28–43, and 

older employees are individuals over 43 years old. 

• Generational differences 
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Table 4. The interviewees. 

Interviewee Position Duration in 

current position 

Industry Gender 

Interviewee 1 C-Level 

position 

3 years Construction Male 

Interviewee 2 Manager 1 years Builder services Female 

Interviewee 3 C-Level 

position 

11 months Business mangement 

consulting 

Male 

Interviewee 4 Manger 10 months Construction Female 

Interviewee 5 Director 6 years Rental apartments Male 

Interviewee 6 Director 3 years Builder services Male 

Interviewee 7 Senior expert 

position 

3,5 years Property sales Male 

Interviewee 8 C-Level 

position 

8 months Business mangement 

consulting 

Male 

 

Table 5. Interviewee's education paths. 

Interviewee Secondary 
education 

Higher education Vocational continuing education 

Interviewee 1 Upper secondary 
school. 

University of Applied 
Sciences, Bachelor of 

Structural Engineering. 

Vocational degrees and certifications 
in the construction industry, and 
executive education programs. 

Interviewee 2 Upper secondary 
school. 

University of Applied 
Sciences, Bachelor of 

Business Administration 
and Bachelor of Civil 

Engineering. 

Professional qualifications in the 
construction industry and short job-
related additional education courses. 

Interviewee 3 2 different 
vocational 
degrees. 

No higher education. Education program in real estate 
business management and 

international executive education. 
Interviewee 4 Upper secondary 

school. 
University of Applied 
Sciences, Bachelor of 

Civil Engineering. 

Education program in real estate 
business management, professional 
vocabulary courses in English and 
basic economics courses at an open 

university. 
Interviewee 5 Upper secondary 

school. 
University of Applied 
Sciences, Bachelor of 

Business Administration. 

Education program in real estate 
business management, and executive 

education programs. 
Interviewee 6 Upper secondary 

school. 
University, Master of 
Science, Construction 

management. 

Professional qualification in the 
construction industry. 

Interviewee 7 Upper secondary 
school. 

University, Master of 
Laws. 

Education program in real estate 
business management, executive 



 116 

education programs and presentation 
course. 

Interviewee 8 Upper secondary 
school and 

vocational degree. 

University, Master of 
Science, Civil 
Engineering. 

Education and degree program in real 
estate property management and 
professional qualification in the 

construction industry. 
 

Table 6. Case company's interviewees. 

Interviewee Position and 
duration 

Gender Generation Education 
background 

Interviewee 9 C-level, 10 years Male Generation X 
(1966–1980) 

Doctor of Science 

Interviewee 10 C-level, 8,5 years Female Generation X 
(1966–1980) 

Master of Science 

Interviewee 11 C-level, 8,5 years Female Generation X 
(1966–1980) 

N/A 

 

Table 7. Key findings based to research questions. 

Research question Answer 

What factors influence the career development 
of millennials in management positions, and 

what are their educational preferences? 
 

Personality, succeeding in work, a strategic mindset and 
experience are considered as the key factors influencing 
career development. Millennials value practical, hands-
on learning and continuous professional development. 

They seek relevant, applicable learning experiences and 
opportunities for networking. 

What are the potential risks and opportunities 
for Kiinko associated with the demographic 

shift of the workforce? 

Opportunities include addressing the educational needs 
of a younger workforce; risks involve high costs and 

time constraints for millennials engaging in education. 
What are the key drivers that influence the 
educational preferences of millennials in 

management positions. 

Key drivers include the relevance and applicability of 
learning content, opportunities for networking, and 

flexible learning formats. 

What are the primary barriers that hinder 
millennials in management positions from 

engaging with current educational offerings? 

Primary barriers include high costs, time constraints, and 
perceived irrelevance of some educational offerings. 

How can Kiinko strategically adapt its 
educational offerings to align with the 
preferences of millennial leaders while 

overcoming identified barriers? 

Kiinko can enhance practical education, leverage modern 
technologies, offer flexible learning options, and foster a 

supportive educational culture. 

 

Table 8. Lewin’s change model applied to Kiinko’s activities. 
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Unfreezing The initial stage of Lewin's model highlights the need for change 

by breaking down existing mindsets and preparing the organization 

for transition (Burnes 2020, 33-37). In the context of the research, 

this phase is reflected in Kiinko's recognition of shifting workforce 

demographics, particularly the rise of millennial leaders, and the 

acknowledgment that traditional educational strategies may no 

longer meet the needs of this generation. This recognition is 

essential for initiating the unfreezing process. 

Changing  During the changing phase, the organization will begin 

implementing new strategies to meet the needs identified in the 

unfreezing phase (Helmold 2022, 223-224). For Kiinko, this will 

involve adapting its educational offerings to align with the 

preferences of millennial leaders, such as prioritizing practical, 

hands-on learning and continuous professional development. The 

research findings will demonstrate that these changes are necessary 

to ensure the organization remains relevant and effective in 

supporting the career development of millennial leaders. This 

phase will mark the transition from old practices to new, data-

driven approaches. 

Freezing The final stage of Lewin's model involves solidifying the new 

practices into the organization’s culture, ensuring that the changes 

made are sustainable and long-lasting (Burnes 2020, 33-37). 

Kiinko will institutionalize the new strategies developed during the 

changing phase, ensuring that they become a permanent part of the 

organization's approach to education and professional 

development. The research findings will show that by reinforcing 

these changes, Kiinko will be able to maintain a stable environment 

that continuously meets the evolving needs of its millennial 

workforce. This freezing phase will be crucial for embedding the 

changes within the organization’s operations, ensuring long-term 

success. 
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Figure 3. Theoretical framework. 

 

 

Figure 2. Structure of the thesis. 
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Figure 3. The entirety and phases of the research (Hirsjärvi & Hurme 2022, 2.1). 
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