
LEADERSHIP, 
WORK, AND 
WELL-BEING IN 
CONTEMPORARY 
JOURNALISM
EJTA Teachers’ Training  

Beyond the Deadline: Teaching 
the Happiness of Journalism

May 21 2026, Tartu





WHAT DO I KNOW ABOUT MEDIA 
COMPANIES? 



ORGANIZATIONAL CULTURE MODEL (based on Edgar Schein)



FUNCTIONS OF VALUES 

• Guiding: direct behaviour and decision-making; provide a 
framework for action. 

• Adaptive function: facilitate adaptation to environmental 
changes; provide stability and orientation. 

• Controlling: informal rules and mechanisms of control. 
• Motivating and inspiring: provide a reason for commitment and 

contribution. 
• Creating a sense of unity and identity: foster collaboration and 

team spirit. “We are not them.”



EXAMPLES OF ESPOSED VALUES



ORGANIZATIONAL VALUES (Bourne & Jenkins 2013)

Functional vs dysfunctional cultures

An insider/outsider look



SUBCULTURES



STAR EMPLOYEES AND CULTURE

SOURCE: HONG, ASGARI, HUNT (2026). The star employee scale: Conceptualization, scale development, and measurement validation. - APPLIED PSYCHOLOGY 



“STAR PARADOX”



ORGANIZATIONAL VALUES revisited



PERSON-ORGANIZATION FIT



THE EFFECT OF EXTERNAL FACTORS ON FIRM OPERATIONS WITHIN THE 
NEXT 3-5 YEARS

SOURCE: The Study on Leadership in Estonia 2025

https://eis.ee/wp-content/uploads/2026/04/juhtimisvaldkonna_uuring_summary_eng_13-03-26.pdf?context=ettevote-eestis#page=5.52


ESTONIAN WORKING LIFE IS MOVING:

Employee Involvement

Employees expect more 
involvement and support from 
their organizations.

Flexibility & Meaning

Flexibility and the meaningfulness 
of work are becoming increasingly 
important.

People-Centered Culture

Management culture needs to 
become more people-centered 
and empathetic.

Generational Evolution

The expectations of the younger 
generation are forcing managers to 
rethink their practices.



"Successful organizations bridge the gap between seasoned expertise and fresh perspectives, turning age diversity 

from a challenge into a competitive advantage. This transgenerational integration is essential for modern workplaces." 

Ilmar Põhjala — Lead Analyst at Figure Baltic Advisory

Employee Engagement
Employees expect more involvement and 
support, shifting toward a collaborative 
work environment.

Meaningful Flexibility
Flexibility and the meaningfulness of work 
are becoming primary drivers for talent 
retention.

Management Culture
Management culture needs to become 
more people-centered, focusing on 
empathy and individual growth.

Generational Rethink
Younger generation expectations are 
forcing managers to modernize and 
rethink traditional practices.

(ESTONIAN) WORKING LIFE TRENDS



DIFFERENT GENERATIONS – DIFFERENT CULTURES? 



Dimension Millennials Gen Z Gen Alpha

Birth Years 1981–1996 1995–2010 2010–2025

Technology Grew up with internet True digital natives AI & screen-native

Core Focus Meaning & Purpose Balance & Security Freedom & Autonomy

Leadership The Mentor Empathetic Coach Co-creator



WORK EXPECTATIONS

Millennials
Focused on 
purpose-driven work 
and meaningful 
impact. They 
prioritize career 
growth through 
collaboration and 
seek workplace 
flexibility.

Generation Z
Prioritizes mental 
health support and 
overall well-being. 
They value absolute 
inclusion, rapid 
feedback loops, and 
work-life balance.

Gen Alpha
Expects full flexibility 
and seamless AI 
integration. They 
demand 
psychological safety 
and strictly ethical 
organizational 
values.



Shared Expectations Key Differences

Meaningful work and purpose
Flexibility and autonomy
Holistic wellbeing and mental 
health
Ethical organizations and values

Continuous development 
opportunities

Millennials seek growth and 
meaning
Gen Z values balance and 
security
Gen Alpha prioritizes autonomy 
and digital freedom



“There is also a contradiction — managers are expected to give employees 
autonomy while at the same time providing constant guidance and feedback.”

“If you say three words to a [young 
employee], they feel offended, 
need time off, and basically fall 
into complete depression and are 
unable to work.”

- MANUFACTURING COMPANY MANAGER

“Managing the new generation 
is all about learning to lead 
people who work for you in 
very small bits.”

- SERVICE COMPANY MANAGER

“Generation Z need things to be 
explained to them more 
specifically and require more 
frequent feedback.”

- MANUFACTURING COMPANY MANAGER

“They don’t want to work in that hotel or restaurant because people say the atmosphere there is toxic 
[…] Nowadays young people do this background research beforehand as well, trying to understand what 
the internal organizational climate is like.” - SERVICE COMPANY MANAGER

MANAGERS' EXPERIENCES WITH Z GEN EMPLOYEES

SOURCE: The Study on Leadership in Estonia 2025

https://eis.ee/wp-content/uploads/2026/04/juhtimisvaldkonna_uuring_summary_eng_13-03-26.pdf?context=ettevote-eestis#page=5.52


The modern workplace is undergoing a fundamental transformation 
across four key dimensions:

Hierarchy Collaboration Control Autonomy

Stability Flexibility Traditional work Human + AI

THE FUTURE OF WORKPLACE



Two primary perspectives on workplace happiness

Hedonic Happiness

Focuses on pleasant 
feelings, moods, and 
evaluative judgments such as 
job satisfaction.

Eudaimonic Happiness

Relates to acting according to 
one’s values, achieving personal 
growth, and contributing to a 
broader purpose.

Philosophical Foundations

VARGAS ET AL. (2025) LEAD YOURSELF TO THE ZONE AND BE HAPPY: THE EFFECT OF SELF-LEADERSHIP DEVELOPMENT ON FLOW AND HAPPINESS. 
PLOS ONE 20(9): E0331673. 



VARGAS ET AL. (2025) LEAD YOURSELF TO THE ZONE AND BE HAPPY: THE EFFECT OF SELF-LEADERSHIP DEVELOPMENT ON FLOW AND HAPPINESS. PLOS ONE 20(9): E0331673. 
FISHER, C. D. (2010). HAPPINESS AT WORK: A COMPOSITE MODEL OF MULTIFACETED ORGANIZATIONAL WELL-BEING. 

1. Job Satisfaction

The evaluative 
judgment of specific 
job characteristics 
and personal 
contentment.

2. Affective Commitment

The emotional bond 
and deep sense of 
identification with the 
overall organization.

3. Work Engagement

A positive, satisfying, 
work-related state of 
mind categorized by 
three behaviors.

Hedonic (pleasure-
based) aspect
Contentment with 
salary/advancement
Relationship with 
supervision

Goal & value identification

Strong sense of belonging

Long-term willingness 
to stay

Vigor: High energy and 
resilience
Dedication: Pride and 
enthusiasm
Absorption: Task immersion

WHAT MAKES US HAPPY AT WORK?
Trinomial Model of Happiness at Work (HAW)



Leadership, culture, 
and well-being are 
now strategic assets, 
not “soft issues”

The future newsroom 
shifts from hierarchy 
and control to 
autonomy and 
collaboration

Generational change 
is redefining 
management

Organizations that ignore 
culture, trust, and 
employee experience will 
struggle to attract and 
retain talent in 
journalism and media.

Modern employees expect 
flexibility, meaningful work, 
psychological safety, and 
participation in decision-
making.

Gen Z and Gen Alpha demand 
continuous feedback, 
empathy, ethical leadership, 
and human-centered 
organizational cultures.

TAKE HOME MESSAGES part 1



Strong organizational 
culture can outperform 
individual star talent

Sustainable journalism 
requires both 
performance and human 
flourishing

Long-term success depends 
less on “hero employees” and 
more on healthy, adaptive, 
value-driven workplace 
cultures.

The strongest media organizations 
combine engagement, purpose, 
well-being, and innovation — 
especially in an AI-shaped work 
environment.

TAKE HOME MESSAGES part 2
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