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	Aim: In order to be able to detect potential employees’ preferences on time and place-related flexibility in the workplace and to distil recommendations for employers when designing the workplace for future generations, this article examines how flexible work arrangements—particularly in terms of time and location—are perceived by Generation Z in Germany.
Methodology: This study was conducted with 26 German participants with experience with flexible work arrangements. Qualitative interviews were conducted, complemented by a brief online survey, and the results were structured and analysed according to qualitative analysis following Mayring (2000, 2015), defining categories or themes also following recommendations by Braun and Clarke (2006). 
Results: The study highlights that flexibility is no longer seen as a ‘nice-to-have’ by this cohort, but as a core expectation. Respondents particularly valued the ability to adapt work to their personal rhythm and life circumstances, seeing flexibility as central to job satisfaction, autonomy, and work-life balance. At the same time, participants acknowledged potential downsides, including reduced team spirit, less visibility at work, and challenges in communication when working remotely. Interestingly, while some would trade flexibility for higher income or career opportunities, most viewed it as a non-negotiable part of modern working life.
Conclusion: The findings point to a strong preference for hybrid models that combine autonomy with personal interaction. For employers, the challenge lies in offering flexible structures without sacrificing cohesion—and in recognising that, even within Generation Z, preferences and motivations vary considerably. The study concludes with recommendations around employer branding, recruiting and employee retention as well as a view on limitations and recommendation for potential next research stages.
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Introduction

In 2040, the labour force is expected to reach 46 million, a decrease of 1.2 million workers compared to 2023 (Maier et al., 2024). It is therefore becoming increasingly important for companies to understand and take into account the needs of the younger generation in order to remain attractive for the scarce labour supply.
Changes in younger generations' expectations of the workplace have been recognised for some time (Klaffke, 2022; Fuchs, Lorenz and Fuchs, 2024), but digital technologies and demographic change in particular, exacerbated by the coronavirus pandemic, are also changing the possible agreements between employers and employees. This study uses semi-structured interviews and a qualitative content analysis according to Mayring (see Mayring, 2015) to analyse how important flexibility in terms of location and working hours is to people of Generation Z, and consequently how attractive jobs that offer this flexibility are.
Generation Z, also Gen Z or ‘centennials’ were born between 1996 and 2010, and even if the transitions between the generations are fluid, a major influence of technological development on this generation can be recognised (Hüttmann, 2025). The differences between the generations seem sufficiently relevant to an extent that management should respond to them in order to effectively lead the mixed-age teams that can be found in almost every organisation (Queri, 2024). This article first presents the typical characteristics and values of centennials and their expectations of their working environment. It then summarises the possibilities of flexibilisation of work through technology as well as the opportunities and risks of this flexibilisation.
The results of the interviews are then presented in the context of the categories of flexibility in terms of location and time resulting from the analysis, as well as the significance for Generation Z with regard to both the content of work, development opportunities and the work-life balance. The concluding discussion presents the implications for employers in terms of employee recruitment and retention, as well as the caveats and an outlook for follow-up projects.

Values of Generation Z and their expectations of their working environment

Experiences and values of the new generation 

There are various descriptions of the values of the different generations and, in particular, their expectations of the world of work, and the differences between the age groups are not always described in the same way (Fuchs, Lorenz and Fuchs, 2024). Nevertheless, there are differences that are determined not least by the environment in which a generation grew up, so that people may well feel that they belong to a particular generation based on generational characteristics (Queri, 2024). In addition, there is a difference in age and experience, and younger generations have a different mindset than older generations who have already taken on responsibility in their private lives, for example by raising their own children (Janssen and Carradini, 2021).
Generation Z are also known as ‘digital natives’ or the ‘smartphone generation’, as they have grown up with rapidly advancing technology since they were children and experience and use increasing technical support such as AI in all areas of their lives (Nebgen and Kurz, 2025; Hüttmann, 2025). For example, young German people spend 3.7 hours a day on their smartphone on the internet, 95% are on social media (Statista, 2025). Media such as radio or newspapers are hardly used, instead, Instagram, Snapchat and TikTok are the most used platforms of the generation (Einramhof-Florian, 2023). Due to heavy internet use, this generation has a shorter attention span and is less able to concentrate than other generations (Twenge, 2023). 
Members of this generation also benefit from the global information available. Information that was previously only available to experts is now accessible to everyone. The fact that new knowledge is constantly available means that Generation Z needs to be able to categorise it correctly, especially as the truth is often not obvious. Memorisation is no longer a prerequisite, but the ability to process information is. However, social media not only involves simply making contact with people from all over the world, but does also show negative aspects such as cyberbullying (Nordmann and Drewitz, 2023).
The youngest age group has grown up with the coronavirus pandemic and the American presidency of Donald Trump, a shock for parents who previously saw America as a guaranteed reliable partner in business and politics. Other tensions include the war in Ukraine, high inflation and the energy crisis (Parment, 2023) as well as the increasing importance of climate protection (Bulinska-Stangrecka and Naim, 2021). Generation Z thus perceives their time as being characterised by multiple crises, without any current, strikingly positive events (Hüttmann, 2025). However, they have not experienced a bad economic phase and are used to a high stability of values (Parment, 2023).
Parents play a central role and are frequently regarded as role models, even though they are often rather seen as coaches with whom the children co-operate. Family and social relationships are the most important values of this generation (Einramhof-Florian, 2023). This could also be the reason why, despite the high level of use of electronic communication, personal interaction remains important (Shorey et al., 2024) and work in teams is valued (Mărginean, 2021).
Generation Z (born from the mid-1990s), having grown up in a digitalised world, brings specific values and expectations to the world of work. Their values mature over time, but are generally characterised by individualism, a high level of digital competence and a preference for instrumental rather than altruistic work values (Titko et al., 2020; Arora, Dubay and Vyas, 2020). However, cultural, gender-specific and job-related differences make it difficult to make generalised statements (Silva and Carvalho, 2021; Hampton and Welsh, 2019).

Expectations of the working environment

While baby boomers live to work and Generation X are the discoverers of work-life balance, Generation Y is in search of meaning. Generation Z wants their work to not feel like traditional work (Hüttmann, 2025). Motivation comes when they are given freedom, especially with regard to the place of work and working hours (Borghouts et al., 2022), and loyalty to the employer seems less important (Schroth, 2019). This also leads to a quicker termination of the employment relationship (Meyer, 2021), although loyalty also increases with increasing job satisfaction (Nabahani and Riyanto, 2020). This depends on the fulfilment of a number of expectations:

Technology and communication
Generation Z expects modern, technology-supported working environments and seamless digital communication. Digitalisation has a motivating effect (Dziubek, Fuchs and Schwarz, 2022) and is readily used, but teamwork and social bonding remain important in communication (Chillakuri, 2020). Visual content, influencer marketing and unconventional recruitment methods (‘guerrilla recruiting’) are particularly effective (Mangelsdorf, 2015). Despite their affinity for technology, Generation Z is also sensitive to negative effects such as constant availability and digital overload (Atti et al., 2022; Shorey et al., 2024).
Employer image and values
Diversity, fairness, sustainability and social responsibility decisively characterise the employer image of Gen Z (Grace and Seemiller, 2024; Vieira, Gomes da Costa and Santos, 2024). Although employer branding is important overall, studies come to different conclusions about its specific significance (Skýpalová et al., 2023; Hesse et al., 2019).
Diversity, e.g. in terms of sexual orientation and in the workplace, is an important issue for many centennials (Bulut and Maraba, 2021). Social sustainability is also important, also when working together across generational boundaries. It includes taking into account the needs, health and well-being of employees (Kristia, 2023). When it comes to social interaction, ‘fairness’, i.e. justice in terms of performance and recognition as well as equal rights in decision-making processes, is particularly important, as is actively taking care of the further development of employees as an employer (Chillakuri, 2020).
Career and development
Career remains an important motivator for all generations. However, centennials expect clear development plans, rapid progress and meaningful activities (Stiglbauer, Penz and Batinic, 2022). Other success factors are personal development and transparent career paths, which can increase loyalty to employers (Meyer, 2021).
For generation Z, self-realisation as well as recognition, reliable structures and order are among the expectations of the world of work. They also wish for fixed salaries, extensive holidays and a clear separation between their everyday working life and their private life (Fuchs, 2024). 
Leadership and feedback
Transformational leadership behaviour, emotional intelligence and mentoring are particularly attractive to Gen Z (Gaan and Shin, 2023; Fuchs, 2023). The psychological contract - i.e. the unspoken mutual understanding between employer and employee - plays a central role in motivation and commitment. Perceived imbalances easily lead to demotivation (Bulinska-Stangrecka and Naim, 2021). Sustainability, ethical behaviour and technological modernity are expected (Zahra, Handoyo and Fajrianthi, 2025).
Generations Y and Z favour frequent, direct feedback and transparent communication. They value supportive superiors, with Gen Z also including personal aspects in the relationship (Waworuntu, Kainde and Mandagi, 2022). Overall, it is important for this generation to be involved in decision-making processes. They want to actively shape their work, for which appropriate information should be provided. At the same time, they need a performance-orientated focus for their work (Einramhof-Florian, 2023). The collegial and team-orientated working atmosphere created this way is one of the most important factors contributing to the satisfaction of Generation Z.
Flexibility and work-life balance
Flexibility in terms of time, location and variety of tasks is a key concern. However, it affects individuals differently and does not automatically increase well-being or performance (Spurk and Straub, 2020; Kim et al., 2023). Work-life balance, the balance between everyday working life and private life, is seen in the context of factors such as income, working hours, non-work activities and place of residence. However, it is important across all generations, even if it can be interpreted differently depending on the life situation (Franken et al., 2023). Remote work is desirable, but requires careful implementation.
Time flexibility also has a motivating effect, trust and the possibility of self-determination are important for centennials, and in higher demand than with previous generations (Trifan and Pantea, 2024). Being able to freely define place, time and task is motivating. However, underchallenge can also lead to boredom while an excessive workload creates stress. Both factors have a negative impact on work-life balance (Rachman and Satwika, 2024; Kim et al., 2023).
Remuneration and incentives
Even if intrinsic values are gaining importance, an attractive salary remains important for all generations. Generation Z also values non-monetary benefits and ethical employers (Bronlet et al., 2024).
However, long-term incentive systems such as company pension schemes are less important, as people do not always think long-term (yet). Short to medium-term incentive systems with options are preferred. In addition, soft factors such as company health management or company health insurance are also important to the youngest stakeholder group (Einramhof-Florian, 2023). Nevertheless, good pay that is considered fair remains one of the most important motivators for Generation Z (Fedulova and Dzhulai, 2024; Fuchs, 2024). 

Digitalisation of the workplace 

Technology in the workplace is evolving, particularly in the area of communication, and the COVID-19 pandemic has been a trigger for the rapid implementation of new ways of working and the further spread of remote working (Spurk and Straub, 2020). The technology is not new, but remote working flexibility has been readily embraced by many employees and is the experienced normality for many centennials who only entered the world of work in 2020 (Atti et al., 2022). In addition, in the ‘war for talent’, companies are increasingly focussing on the personal interests, values and strengths of their own employees (Werkmann-Karcher, Müller and Zbinden, 2023). Remote work plays an important role here: it promotes intrinsic motivation, personal responsibility and employee commitment (Baekler and Wortmann, 2025. This research did not explicitly differentiate between generations).
In addition to the opportunities for remote communication and distributed working, other developments in the workplace are becoming increasingly important. Artificial intelligence no longer just assists with simple tasks, but also analyses and even emulates emotions and empathy, and the use of cyber-physical systems, which combine digital and physical components, means that work can be carried out without human intervention. As a result, the responsibilities of employees are shifting towards an increased supervisory role, for example Gaan and Shin (2023) or Chan and Lee (2023). 
Automation and robotics, amongst other things, are changing traditional job profiles. Occupations with an average level of qualification may be eliminated, making jobs with a higher level of qualification more important. Intelligent tools and technologies should increase the effectiveness and speed of the organisation. Human-machine interaction will be replaced by computers or robots that can implement and control processes autonomously (Kauffeld and Maier, 2020).
However, this also carries risks, e.g. an increased fear of job loss, as many activities can be carried out by technology instead of people (Ameln and Buckel, 2021), and a heightened concern of being overwhelmed by new technology (Fuchs and Najmaei, 2023) or overload problems. The following section therefore deals with both the positive and negative aspects of flexibilisation in the workplace.

Flexibilisation and its psychological and social aspects

Workplace flexibility is often defined in terms of time and place (Choudhury, Foroughi and Larson, 2021; Itam and Warrier, 2023), but often remains vague. It varies depending on the individual and organisation and includes not only working hours and locations, but also task content and contract design (Spurk and Straub, 2020; Bal and Bulgur, 2023). Digitalisation is leading to increased spatial flexibility in office work (‘remote’ or distant work), which often has only a few functional, location-dependent requirements.  Generational expectations differ, for example with regard to meaningful activities, sustainability and variety of tasks (Lukić and Lazarević, 2023).
However, flexibility is not beneficial per se - it can cause stress and impair motivation (Kim et al., 2023; Catană et al., 2022). This is closely related to the topic of work-life balance, i.e. the compatibility of work and private areas of life such as family, personal development or social commitment. The balance is perceived differently from person to person and depends on factors such as age, gender or marital status (Bogićević-Milikić, Aleksić-Mirić and Janicijevic, 2023; Franken et al., 2023): working from home does not automatically increase well-being (Rehwaldt and Kortsch, 2023).
It is not primarily the flexibilisation that makes employees happier, but the influence and control options that are given to each employee. These are intended to address three central needs: work-life balance, the desire for increased productivity and the desire to be able to work undisturbed and effectively. This often cannot be fulfilled in office environments (Werkmann-Karcher, Müller and Zbinden, 2023), but the research findings on productivity in flexible, remote working are also inconclusive (Curzi, Fabbri and Pistoresi, 2020; Lawrence and Porwal, 2024).
Furthermore, even if Generation Z generally appreciates the possibilities of remote work and embraces and masters technology (Cabell et al., 2022), the boundaries between work and private life can become so blurred that stress is generated and unintentional overtime is created (Mustapha and Schweden, 2022). Digitalisation also leads to almost constant availability, which can quickly result in overload and give rise to anxiety about digitalisation, which is related to the pressure of expectations to understand new technological changes (Atti et al., 2022). There is also a risk of social isolation (Lengen et al., 2021), and frequent absences and the associated lower visibility in the company can have a negative impact on careers (Richardson and Kelliher, 2015).
Full flexibility and detachment from the shared workplace is also criticised because personal contact has a positive effect on the customer experience (Fisher-Turesky, Smith and Turesky, 2020), there are major challenges in project management (Pirozzi, 2020), and especially small and medium-sized companies are particularly challenged both technologically and managerially to implement such concepts (Meroño-Cerdán, 2017). Remote leadership and leadership in hybrid environments, i.e. with time spent both in the office and in other locations, is generally seen as particularly complex (Choudhury, Foroughi and Larson, 2021; Landes and Steiner, 2023). Therefore, new communication channels and clear guidelines need to be found and tested (Darshana and Tamilmaran, 2024; Gašić et al., 2024) and the introduction of flexible models requires thorough preparation and training, both in terms of technology and processes (Fuchs and Najmaei, 2023), but also in terms of data security, as distributed environments are more difficult to secure (Weis, 2022).
This leads to a dilemma: on the one hand, as described above, the desire for flexibility in terms of location and time is clearly present, especially among younger employees, and the opportunity to do so can even lead to a reduced desire to leave (Bender et al., 2021); on the other hand, both companies and employees are losing important benefits. Physical proximity, in particular personal encounters, offer the opportunity to get to know each other, to assess each other, to develop sympathy or to maintain distance. This is important for motivation and building trust, both within the team and in the relationship with management (Werkmann-Karcher, Müller and Zbinden, 2023; Fuchs, 2023)
It is also increasingly recognised that the office environment influences employee performance, health and satisfaction. For example, video conferences are more cognitively demanding than face-to-face meetings and non-verbal communication is lost (Weis, 2022; Waizenegger et al., 2020). In addition, remote workplaces may not be sufficiently ergonomically designed (Werkmann-Karcher, Müller and Zbinden, 2023). Essentially, this results in the following challenges and opportunities:

Table 1. 	Wrap-up: Challenges and opportunities in the flexibilisation of the workplace

	Category
	Challenges
	Opportunities

	Health & well-being
	Lack of ergonomics in the home office
	Better work-life balance

	Health & well-being
	Less social interaction
	Voluntary return to the office

	Communication & collaboration
	Building trust in virtual teams more difficult
	Development of digital skills


	Communication & collaboration
	Poorer communication due to media diversity
	Conscious use of digital tools


	Communication & collaboration
	Blurring team structures
	Greater project flexibility

	Leadership & corporate culture
	Remote leadership difficult
	New leadership and communication channels

	Leadership & corporate culture
	Distance to the manager
	Development of digital leadership skills

	Leadership & corporate culture
	Leadership must adapt
	Focus on trust and cooperation

	Leadership & corporate culture
	Low identification with the employer
	More personal responsibility and autonomy

	Technology & organisation
	Technical hurdles during implementation
	Competitive advantage through flexibility

	Technology & organisation
	IT security risks in the home office
	Better IT awareness



Source: authors
Against this background, the aim of this study is to examine the significance of flexibilisation in the workplace for Generation Z in Germany and, in particular, to determine the extent to which the challenges and opportunities of flexibilisation are conscious and relevant to decision-making. The ultimate aim is to derive practice-relevant findings for human resource management in companies and the research question is thus, how employers striving for improved employee recruiting and retention amongst prospective Gen Z-employees can adapt to changing preferences around flexibility.


Methodology

To answer the research question, an approach was chosen that allows the emotional and partly subjective elements of workplace preferences and decisions to be recognised and evaluated. For this, a qualitative approach investigating the case of GenZ-employees with personal experience of flexible work arrangements was chosen. Data was collected in three waves of semi-structured, problem-centred interviews (following the recommendations of Witzel, 2000) lasting approximately 25-45 minutes. A total of 26 participants were interviewed (hereafter referred to as interviewees, IP), initially nine via MS Teams, six via the Webex platform and eleven in person, with electronic transcriptions being made for all three waves.
In the purposive sampling, in addition to belonging to Generation Z, care was taken to ensure that different genders and educational backgrounds were also taken into account. The interviewees came from the federal states of North Rhine-Westphalia and Rhineland-Palatinate, were between 19 and 28 years old, had between one and nine years of work experience and were half male and half female. For the purposes of anonymity, they are referred to as IP1 to IP26. As all interviews were conducted in German, ChatGPT (first wave) and DeepL were used for translation into English.
Qualified content analysis according to Mayring (Mayring, 2000; Mayring, 2015) was chosen as the method of analysis, whereby recommendations from ‘thematic analysis’ (Braun and Clarke, 2006; Braun and Clarke, 2019) were also followed in the procedure. For example, open coding using the MAXQDA software was carried out in advance for the interviews of the second and third waves to ensure immersion in the data material. MAXQDA was also subsequently used to support categorisation.
Next, a coding guide was developed within the framework of deductive category application ("deduktive Kategorienanwendung", Mayring, 2000) and all interviews were coded accordingly. The codes were then grouped into categories, which in turn were subsumed under the main categories that structure the following section. In parallel, an online survey was conducted among 117 centennials in North Rhine-Westphalia who had already been working regularly from outside their company for at least one year. The purpose of this survey was to determine whether the participants felt comfortable with this form of working or experienced negative effects. The results will be briefly discussed later.
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The main categories that were identified when establishing the categories were first personal goals and constraints in relation to spatial and second also to temporal flexibility. To this was added the category of the decision-making relevance of flexibility options, and the last category was defined around the reasons that might lead participants to forgo flexibility in exchange for other benefits. All these categories had important aspects emphasized by the participants (in the quotations below referred to as “interview partners”), and which we judged important enough to form distinct sub-categories (see figure 1).
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Figure 1: Categories and sub-categories
These categories and their subcategories are presented and described below, presenting the study’s findings by sub-category.

Category 1: Local flexibilisation of work - goals and restrictions

A broad definition of local flexibility 
The regular home office is most often associated with the local flexibilisation of work. More than half of IPs regard the employer's offer to work from home as standard. Many find it positive that they can decide for themselves where they want to work from, depending on their job. For example, the office is favoured for customer appointments, while a private environment is preferred for tasks that require a high level of concentration.
However, working from abroad in the sense of ‘workation’, i.e. a hybrid of work and holiday, was also mentioned occasionally (Stich, Diaz Andrade and Kuepers, 2025) (Interview partner (IP)7, IP17, IP21). This can also be an issue in the context of shorter absences:
 ‘But I've also considered combining work with a short trip so that I have the opportunity to work from my car or train or even from my holiday accommodation.’ (IP4).
Others speak of more frequent and longer absences during which they can also work. IP 1 and IP 13 specifically wanted to be able to continue working and earn money while travelling longer and more frequently.
Work-life balance as the main goal
All respondents feel that work-life balance is very important, i.e.:
‘...that I can combine my life alongside my work, with the work itself, so that the two can run more or less in parallel.’ (IP2). 
The other respondents define work-life balance in a similar way; it is important to them that they have enough time for friends and hobbies as well as enough time for private matters. It is about a ‘healthy relationship’ (IP5) between private life and everyday working life. 
However, the relationship between work and leisure time varies from person to person. Although a majority assume typical 20 or 40-hour weeks, depending on their own arrangements, others would like to be able to organise this freely (see next section) or place the work result in the foreground:
‘I write scripts for various formats, which is sometimes really busy, then again not so much, and difficult to plan. But I don't need much coordination either, I can do it all from anywhere, and that's a good thing. ’ (IP2).
This comment is also typical - in addition to sufficient time for private activities and, if necessary, the possibility of travelling at short notice, many IPs also focus on the fact that professional requirements, even if they occur at irregular intervals, have little or no impact on the ability to plan other activities.
Another advantage is the elimination of commuting times to work and thus also the elimination of dependence on traffic disruptions such as traffic jams and cancelled train connections. Almost all IPs cited this factor as reducing stress.
Necessary support and equipment
The majority of IPs spoke of the importance of good work equipment, such as a height-adjustable desk or a good office chair, which should either be provided or paid for by the employer. This was also seen as a factor in maintaining health. A fast computer, a good and stable VPN connection and a large screen are also important.
‘My old employer just let me work with my own stuff. Now I've changed and have been given a complete workstation at home. That's really something else! And, OK, I can work at home, but the employer saves on the office, so they can pay for it, can't they? ’ (IP15)
In addition to the infrastructure, however, ‘soft’ factors were also frequently mentioned, in particular support from managers and colleagues and the associated high availability of contact persons, also because you can't ‘see who's there like before’ (IP9). 
Disadvantage: Lack of communication and team spirit
The loss of joint activities with colleagues was frequently mentioned as a disadvantage of the local flexibilisation of work. It was explicitly described that the familiar social structure is changed by working from home. Team chemistry suffers and the frequency of spontaneous contacts that arise through random crossings in the office is reduced, which leads to a loss of information and communication:
‘Well, it's been happening to me a lot lately that I just don't realise what's happening in the office. Problems with customers, new employees, new organisation, that sort of thing. Those in the office know about it, but they don't think about the fact that we (those working from home, authors' note) don't realise. ’ (IP 11)
Through electronic communication or telephone calls, the personal aspects of communication, e.g. non-verbal elements, are largely lost, which means that communication must be adapted in its form and sometimes requires extra focus and concentration. This includes, for example, clear rules for communication via electronic media (camera on or off, use of hand symbol, giving the floor to the moderator, rules for sharing the screen, etc.). On site, it is simply ‘easier to exchange ideas occasionally’ (IP5).
The aspect of the lack of personal dialogue was also mentioned in the parallel survey as the most frequent negative aspect of being away from the office. In this context, some IPs also mentioned ways to address the problem, e.g. team-promoting company activities in presence or sports programmes, because:
 ‘... apart from the fact that Generation Z still wants to do things with the team outside of working hours, such things should still continue to happen, even if you are not in the office all the time...’ (IP3)
Stress factors
Disruptions when working from home or incompatibility with family life, as often mentioned in the literature (e.g. Rosanowske, 2022; Zappalà, Swanzy and Toscano, 2022), were only a marginal issue for the IPs (in this case for younger participants who were still living with their parents). However, this may be due to the fact that they live in households without children or other distractions such as pets and their partners are also employed, i.e. absent or also working.
The aspects of the ‘always-on’ feeling are perceived as more stressful (see above and 28), and ‘workation’ can also be perceived as stressful if holiday activities, especially when on holiday with others, are restricted by the demands of work. Here, however, the IPs are aware that this problem is their responsibility: ‘you have to weigh it up yourself...’ (IP20). Overall, the results of the parallel survey, which generally showed a high level of satisfaction with local flexibility, suggest that the target group experiences little stress when working from home, for example, and that the advantages outweigh the disadvantages.

Category 2: Making work more flexible in terms of time - goals and restrictions

Flexitime or time blocks
Several IPs understand flexitime as flexible working hours, i.e. being able to decide for themselves when they start and finish work and that they can work at different times. However, this is interpreted differently: many companies have flexitime rules with clear time windows in which flexibility prevails, while some IPs have different, far more flexible ideas, some of which can be implemented in their companies and in their activities.
Block times are an alternative, such as a three-day week with longer working days, although this option is partially restricted by German labour law, e.g. because more than ten hours per day are only permitted in exceptional cases. However, the IPs also realise that the possibilities for this are limited if presence in the office is necessary:
‘I simply have to be there when my team is there, and that also depends on the customers. I could also do it at the weekend or something, but my colleagues won't go along with that. ’ (IP22)
Adaptation to personal needs
According to the majority of IPs, this type of time flexibility allows them, for example, to organise their commute to work outside peak times, to work longer or shorter hours in order to better fit other activities into the course of the day, or simply to manage their personal sleep rhythm, because
‘As a young person, you like to work longer in the evening or sleep longer, right? OK, it doesn't have to be, but it's great if you can do it so flexibly. ’ (IP10)
‘I think it's kind of important that you used to take a day off for a doctor's appointment, and you just don't have to do that anymore thanks to this flexibility ...’ (IP4)
The possibility of adapting to personal working rhythms is also seen as positive, either because you are more productive at different times or because you need different amounts of time than others for certain activities. This can have both a productivity-enhancing and motivating effect:
‘If I need more time for something, I can think it through in peace and quiet and don't have to think about whether it fits into the time ...’ (IP6)
Working in flexible working arrangements is perceived as relaxing and laid-back, to the point of being described as ‘happiness’ (IP3, IP16). In the case of continuous working time recording, the IPs also perceive flexible working hours as a fair solution, even if the start and end of working hours are organised differently for each individual.

Category 3: Decision relevance of flexibility for Generation Z

Positive incentive through trust
Flexibility plays an important role for all respondents when choosing an employer and is a selection criterion for future employers. In addition to the advantages mentioned above, trust also plays a role:
‘...trust in the employee [...]. It's important to me that my employer recognises this." (IP4), also ‘...that you can organise your own working hours and place of work (also in the interests of the employer)’ (IP5).
Future employers should respond to employees individually, as each person has different demands and expectations. For example, some want to work ‘to finance the life I want’ (IP5, IP23), while others prioritise interesting work content, the desire to be able to travel a lot or the opportunity to integrate certain aspects of their private life as seamlessly as possible.
Need for different solutions
While all IPs see flexibility in the organisation of work and the workplace in a positive light, perceive it as motivating and performance-enhancing and in some cases actively seek it, the underlying motivation can vary from individual to individual, so that the same work situation is assessed differently. Some IPs speak of a relief through flexibility, but there are dissenting voices:
‘Flexibility also requires a certain degree of personal responsibility and I think if you can't do that well, it could have a negative impact on your work performance and motivation.’ (IP4)
The test subjects increasingly said that they think that flexibility, including working from home, will be further expanded. IP5 and IP16 have had different experiences: in their companies, the opportunities for working from home are being reduced again and they fear that this will become a trend. However, this is another reason for actively looking for employers who also provide the desired flexibility, although some IPs can also imagine flexible alternatives to working from home, such as a three- or four-day week. However, it is clear to most
‘... that the flexibilisation of working hours and workplaces not only has advantages for the employee, but also advantages for the employer, so that this should also be examined from this perspective.’ (IP14)
Nevertheless: several IPs emphasise that they would no longer accept a job that does not offer them the freedom they are used to.

Category 4: Reasons and incentives for forgoing flexibility

Income
Without exception, all IPs see income, especially a fixed salary, as one of the most important aspects when choosing a job and as the biggest motivator (as shown in Fuchs, 2024):
‘Working to live, living to work, it's actually all blah blah blah: I need a certain amount of money, I can do what I can do, and I just sell that as expensively as I can, as flexibly as I can. But: the focus is on the money, with which I can live the way I want. ’ (IP23)
Although some IPs state that they consider flexibility to be more important, or at least equally important, six IPs would still consider a higher income to be a reason to at least partially forgo flexibility, and IPs 2, 7 and 14 would be prepared to completely forgo flexible solutions for income. Others see it differently: 
‘I think I would tend to favour flexibility, simply because in my opinion flexible working hours contribute more to satisfaction and quality of life in the long term than pay, yes?’ (IP4).
The weighting of these factors therefore varies from individual to individual, even if flexibility appears to be more important on average in the sample analysed. Here, too, it is clear that most respondents would prefer to see individualised arrangements for all employees.
Career and development opportunities
Another aspect that could lead some IPs to forgo flexibility is further training and development opportunities in the company, regardless of financial development: 
‘Development opportunities [...] that you are also given responsibility and that you regularly learn something new and don't just do your tasks all the time...’ (IP6).
However, this is also related to career opportunities, although this factor overlaps with the topic of increased income, but can also be separated in the eyes of the participants:
‘Sure, working at home - relaxed. But if I'm never there, nobody in the company knows me, the bosses don't either, and that's not good for promotions and I'd like to get into a management position, not just code all the time. ’ (IP20)
Even if it is usually not formulated in detail, the data gives the impression that despite the advantages of flexible working in terms of location and time, hybrid forms, i.e. with fixed attendance times at which you can also meet with important contacts in person, could be a good solution for most IPs. When asked about this, the participants remained vague (e.g. ‘Yes, that would probably be best, but I want to have a say in deciding when we do it...’ (IP19)) and only two IPs were aware of such regulations with clearly defined attendance requirements with otherwise flexible regulations from their working environment, but:
‘...reasonable hybrid certainly fits somehow for everyone, you would just have to clearly define and also say when, who and why.’ (IP11)
Other factors, e.g. a good team feeling, loyalty to the company and/or its goals or customer orientation, were either not mentioned as reasons for foregoing flexibility or were not considered sufficiently important when asked.

[bookmark: _6fsdhqz6j6p2]DISCUSSION

[bookmark: _hithjqcji8c7]The results confirm that, at least in the respondents' environment, offers such as working from home or flexible working time arrangements are often perceived as a natural prerequisite for job offers (see also Hüttmann, 2025). These offers are also perceived as a considerable gain in quality of life by the interviewees. In particular, the elimination of travelling to work has a positive effect on private life.
All respondents appreciate flexible working models that allow them to adapt their day to their needs. This results in advantages for the employer, such as increased employee satisfaction and a reduced intention to resign (Werkmann-Karcher, Müller and Zbinden, 2023; Bender et al., 2021). The effects of flexibility on intrinsic work motivation described by Baekler and Wortmann (2025) can therefore also be found in the data from this study. Nevertheless, it also becomes apparent that in many places flexibility in the workplace is increasingly seen as a ‘hygiene factor’ (Herzberg, 2003) and is therefore already relevant for job choice, possibly even more so than for later satisfaction and motivation.
Flexitime and the trust-based working time model are valued, as these models promote self-determination and personal responsibility, both of which are important for Generation Z (Trifan and Pantea, 2024). However, alternatives such as a four-day or even three-day week are also mentioned. Such solutions make it easier to plan leisure time. However, this also emphasises that different models are preferred depending on individual preference (being able to change at short notice, as with trust-based working hours, versus being able to plan better), which is another challenge for the designers of working time models in companies (Vieira, Gomes da Costa and Santos, 2024). Offering both is difficult.
Offering flexibility in terms of location is another aspect that makes employers interesting for centennials. This goes as far as ‘workation’, an offer whose attractiveness, however, also depends on the degree of openness and ‘community embeddedness’ of the employees and is therefore only suitable for young employees (Stich, Diaz Andrade and Kuepers, 2025). This aspect therefore becomes less important with increasing age. Local flexibility in the sense of working from home, for example, can also have negative consequences for stress and health in later phases of life, so here too employers must pay attention to the personal environment of employees (Catană et al., 2022). However, very young employees usually find this option suitable for their life planning.
Moreover, an environment is expected in which efficient, modern technology is made available (confirming Zahra, Handoyo and Fajrianthi, 2025) and, if necessary, ergonomic office workstations. In addition, supervisors and colleagues should be available for questions and support, and a social environment at the workplace remains important (as in Einramhof-Florian, 2023). The importance of social contacts is frequently emphasised, and a certain office presence is seen as an important factor for a sense of belonging and motivation (Fuchs, 2024). The importance of visibility for career planning postulated by Richardson and Kelliher (2015) is also supported by the available data.
Personal development is an important aspect, even in a flexible environment (Fedulova and Dzhulai, 2024). Issues relating to health in the workplace are rarely mentioned. Negative aspects of remote working, such as described by Atti et al. (2022) or ‘Zoom fatigue’ (Bailenson, 2021) are not mentioned; only office equipment was mentioned in relation to health aspects. Data security appears to be more important here than physical and mental well-being, but this may be due to the young age of the respondents.
Effects on productivity also remain unclear. Although there are sources that attest to positive effects on work performance (Fuchs, Lorenz and Fuchs, 2024), the available data material focuses on personal well-being, and this is only vaguely associated with improved productivity. Performance and challenges in the workplace are important to Generation Z (Einramhof-Florian, 2023), but the connection between these aspects and flexibility is missing in the available data.
In summary, it becomes apparent that Generation Z prefers ways of working where they can influence the time and place, and therefore actively seeks out jobs that offer this. Flexible offers are increasingly perceived as standard. However, flexibility is defined differently and different forms are desired depending on the personal situation (see also Spurk and Straub, 2020; Franken et al., 2023). It is also important not to lose personal contact with colleagues. Generation Z would therefore prefer a hybrid approach to work, although this is neither clearly defined nor does it mean the same for everyone.

[bookmark: _6bhutwcmfjio]
CONCLUSION: 

Some implications for companies can be derived from the results of this study, always based on the assumption that the targeted approach of the younger generation in the search for employees is becoming increasingly important for companies (Mustapha and Schweden, 2022). However, the data shows that even within Generation Z, different motivations prevail and different models are favoured. Therefore, the individual case must generally be weighed up.

Implications for companies:

[bookmark: _GoBack]Employer branding and employee recruitment

Potential employees want to understand the employer value proposition (EVP), i.e. what a company offers and how it wants to attract employees. This is also dependent on the external image of the company (Hesse et al., 2019; Lohaus and Rietz, 2015). However, the offer must also match the company's opportunities and strategy.
This article only deals with partial aspects of the EPP, some of which are only visible from the outside when one is already in contact with the companies, e.g. the content of employment contracts or the type of communication in the workplace. However, there are also increasing voices in companies that are in favour of reducing the flexibility granted in COVID times (Denk, 2025). This offers an opportunity to differentiate oneself through such offers and to give one's own company the reputation of shaping the working environment with and in the interests of the employees.
It remains a challenge to make this compatible with the employer's interests, which is often a challenge for medium-sized companies in particular (Meyer, 2021). The introduction of technology and processes must be well prepared, all the more so as other age groups in mixed workforces must also be taken into account (Fuchs and Najmaei, 2023).

Employee retention

Like in Borghouts et al. (2022), the results of this study suggest that offering flexible working options alone is a factor in employee retention. On average, flexible options are very important for Generation Z. The demand for individuality, personal responsibility and a sense of purpose has increased compared to previous generations, which must be taken into account when designing sustainable working models (Parment, 2023; Fuchs, Lorenz and Fuchs, 2024).
Nevertheless, aspects such as further training opportunities and the individualised approach to Generation Z employees are just as important. According to the interviews, Generation Z attaches great importance to continuous development and learning new content. Companies should ensure that they offer good learning programmes that can be easily integrated into everyday working life (Fedulova and Dzhulai, 2024). Support from and accessibility of superiors are also important (as in Klaffke, 2022), however, in contrast to the content of the literature, the surveys yielded hardly any results on topics such as health aspects, the importance of perceived ‘fairness’ and, apart from accessibility, leadership and feedback culture.
The problem of lost communication opportunities and visibility in the event of frequent or permanent absence must also be addressed when organising the working environment. At the very least, regular meetings can be organised in person, including team-building activities. However, fixed, hybrid working models that combine face-to-face and remote working were seen as the most effective response to individual needs, which confirms the findings of Weis (2022) and others who show that such models can also have a positive impact on productivity (Lawrence and Porwal, 2024).
Companies that want to meet the demands of Generation Z should actively integrate and communicate flexibility, development opportunities and work-life balance into their corporate culture (Hesse et al., 2019; Landes and Steiner, 2023). In future, the attractiveness of an employer will depend heavily on how consistently these values are lived and implemented.
Those who proactively design modern workplaces can not only increase employee satisfaction and loyalty, but also position themselves as a modern and attractive employer on the labour market. The challenge remains, however, that the individual life situation influences the design wishes of time and location flexibility at the workplace, so that ideally the individual case remains to be weighed up. The ideal situation for Generation Z appears to be a hybrid model with several flexibilisation options; it remains to be seen how close employers can get to this ideal without losing efficiency and productivity.


Limitations and RECOMMENDATIONS FOR FUTURE RESEARCH STAGES

A large number of publications can be found on the subject of the values and expectations of different generations, not all of which necessarily lead to the same results (Fuchs, Lorenz and Fuchs, 2024). Some authors generally dispute the usefulness of generation-based recommendations for HR management (e.g. Rudolph, Rauvola and Zacher, 2018), and there are a number of other influences such as culture, personal experience or gender (Kaifi et al., 2012; Cabell et al., 2022). This article therefore only describes approximations and tendencies.
There are also limitations with regard to the sample selection. Only young people from Generation Z were selected who are familiar with flexible working models and were therefore able to formulate expectations. This may mean that other perspectives within Generation Z, such as those from manual or less digitalised occupational fields, were not sufficiently taken into account. In addition, only a 26-person sample, and only from Germany, was surveyed, albeit intensively. A larger sample might, however, added to potential insight. On top of that, results can only mirror tendencies and one must remain aware of generational stereotyping (see also Fuchs, Lorenz and Fuchs, 2024).
This study also represents a snapshot in time; the data was collected in the first half of 2025. Technological changes or even changes in the expectations of the subsequent Alpha generation could invalidate the results. In addition, further studies on topics that are not addressed in the data in this study, such as potential health problems, stress caused by disruption in the remote working environment or leadership culture, would be important for the overall picture. Employers could also be surveyed in order to make a comparison with the identified needs of the centennials. This could result in concrete recommendations for action for both sides. The study also focuses on flexibility in terms of time and location, other aspects such as tasks and contractual arrangements would also have been delved into in order to get a wider picture.
More in-depth studies could investigate other working time models such as the four-day week. In order to create a meaningful comparison and since mixed-age workforces are the most common reality, other generations can also be surveyed. In this way, it can be shown whether there are overlaps in terms of the importance of flexibilisation of work in terms of location and time for different generations. In the long term, the question also arises as to whether the flexibilisation of work is more of a generation-specific concern or whether it is being established as the new ‘normal’ for all age groups and occupational fields. The insights gained can therefore serve as a basis for designing future-oriented, inclusive and resilient working environments.
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