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Abstract 
Employees’ leisure behaviors at work are perceived differently by managers. Whether this behavior is evaluated positively or negatively can 

shape managers’ reactions. In order to provide a suitable working environment at work and to establish a balance between the conditions required 
by the job and employees’ leisure behaviors, it is very important to understand how managers perceive these behaviors. Employees’ leisure behaviors 
in the workplace are perceived differently by managers. Whether this behavior is evaluated positively or negatively can shape managers’ reactions. 
In line with this importance, the purpose of the research is to examine managers’ perceptions of employees’ leisure behaviors in the workplace. 
Semi-structured in-depth interviews were conducted with eight managers to collect data. The analysis of the obtained data was carried out using the 
inductive content analysis method. As a result of the analysis, the themes of “perceptual positioning”, “organizational factors” and “structural reasons 
for leisure” emerged. With a conscious understanding that managers will have, it will be possible to manage the leisure behaviors that arise from 
time-related opportunities in a way that will provide benefits. In this way, the needs of both employees and the institution can be met.
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Introduction 

Managers’ perceptions of employees’ leisure behaviors at 
work can be affected by many factors. Various and different views 
can emerge, structured by factors such as organizational culture, 
management approach, natural structure of work, employees’ 
attitudes and behaviors. Although leisure and work time have 
traditionally been considered separately, it can be said that they 
are intertwined today. Initiatives to improve working conditions in 
work environments and the spread of technological developments 
to all areas of life reinforce this situation [1]. In order to provide a 
suitable working environment at work and to establish a balance 
between the conditions required by the job and employees’ leisure  

 

behaviors, it is very important to understand how managers perceive 
these behaviors and how they approach or react to these behaviors. 
Leisure behaviors at work can be very diverse and employees can 
show these behaviors in different ways. There can be many types 
of opportunities, from planned activities during long breaks to 
instant social interactions during short tea/coffee breaks. Including 
leisure activities in the work environment can increase employees’ 
job satisfaction. However, it can reinforce the perception of a fun 
workplace, which is seen as important and valued by people who 
are especially in middle and upper positions [2]. This perspective 
contradicts the traditional perspective that sharply separates work
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and leisure and ignores the benefits that these two areas provide 
to each other [3]. Therefore, the traditional model of work-leisure 
selection is seen as inadequate [4]. Work and leisure are becoming 
more and more inseparable day by day, refuting traditional views 
with sharp boundaries [5]. This makes the effects of work and free 
time on each other and perspectives of the people involved views 
on these issues even more important.

It can be stated that today, business life is not limited to the 
physical boundaries of the workplace and the defined work tasks. 
The lives of both employees and managers outside of work can have 
an impact on their attitudes and behaviors at work and therefore 
on their performance. The situation that determines whether these 
effects are positive or negative is related to how their leisure time 
behaviors are. In this context, employees’ evaluation of their leisure 
time with constructive and supportive activities has an important 
role in both supporting their personal well-being and development 
and increasing their motivation and performance levels at work. 
Related studies indicate that recreational activities provide benefits 
in many productivity-related issues such as job satisfaction, 
motivation, organizational commitment, wellness level, stress, 
and burnout [6,7]. On the other hand, how leisure time behaviors 
are perceived in the workplace and especially what perspective 
managers have towards these behaviors is an issue that has not been 
sufficiently examined. As a result of in-depth evaluations to be made 
on the perceptions of managers, the direction and variety of this 
information can be determined. Managers can evaluate employees’ 
leisure time preferences positively or negatively [8]. Depending on 
the direction of this evaluation, both manager-employee relations 
and managers’ management styles may differ. Therefore, it can be 
said that revealing managers’ perceptions of employees’ leisure 
behaviors will fill an important gap in terms of evaluating the 
dynamics related to the workplace in a more holistic way. This 
study aims to explore managers’ perceptions of employees’ leisure 
activities in the workplace. It aims to reveal the potential effects of 
these perceptions on managerial decision-making processes and 
organizational attitudes. Thus, it is expected to contribute to the 
development of more inclusive human resources policies that will 
support both employee well-being and organizational efficiency.

Methods

This research was conducted to deeply examine the perceptions 
of managers towards employees’ leisure behaviors at work. In 
line with this purpose, semi-structured in-depth interviews were 
conducted with the participants to collect data. Participants were 
included in the study using the criterion sampling method. The 
condition was that the participants were managers at workplaces 
with 50 or more employees. Participant consents were obtained 
before the interviews. Open-ended questions prepared by the 
researcher were used in the interviews. The questions used in the 
interviews are listed below: 

1.	 What does the concept of leisure mean to you?

2.	 What do you think about employees having free time 
during working hours?

3.	 How do leisure behaviors in the workplace affect the work 
environment and employees?

4.	 How do leisure behaviors in the workplace affect 
productivity?

5.	 In your opinion, what factors cause employees to engage 
in leisure behaviors in the workplace?

6.	 How does your corporate culture or management 
approach affect your approach to leisure behaviors in the 
workplace?

7.	 What are your views on leisure opportunities in the 
workplace?

8.	 Have you ever experienced a situation in which you 
evaluated leisure behaviors in the workplace positively or 
negatively? 

The interview process was recorded using a voice recorder. 
Afterwards, the transcription process was completed and the audio 
files were converted into text files. After determining that the data 
obtained from the interviews had reached saturation point, the 
data collection process was completed. In this context, the research 
group consisted of eight managers. Participant information is 
provided in Table 1.

Table 1: Participants’ information.

Participants Gender Age Educational Level Working Years Sector Position

Participant 1 Male 47 Bachelor’s degree 22 Industry Senior Manager

Participant 2 Male 36 Bachelor’s degree 11 Industry Department Manager

Participant 3 Female 35 Bachelor’s degree 9 Industry Department Manager

Participant 4 Male 41 Bachelor’s degree 17 Industry Department Manager

Participant 5 Male 49 Bachelor’s degree 29 Industry Department Manager

Participant 6 Female 44 Bachelor’s degree 18 Service Department Manager

Participant 7 Male 49 Master’s degree 26 Service Assistant Manager

Participant 8 Male 38 Bachelor’s degree 13 Service Department Manager
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The analysis of the obtained data was carried out using the 
inductive content analysis method. Inductive content analysis 
is a method used to analyze qualitative data by abstracting and 
grouping data into concepts, categories, and themes. This approach 
involves identifying open codes from the data, which are then 
grouped into categories and themes [9]. The codes that emerged 
from the findings obtained from the qualitative interviews were 
grouped in line with expert opinion and categories were created. 
Taking into account the relevant literature, the categories were 

grouped to form themes.

Results

As a result of in-depth interviews with participants, 29 codes 
emerged. The codes were grouped under 6 categories, and the 
categories were gathered under 3 themes. The codes, categories, 
and themes that emerged as a result of the data analysis are 
presented in Table 2.

Table 2: Codes, categories and themes.

Codes Sources References Categories Themes

Social connections 5 9

Opportunity

Perceptual Positioning

Focus 3 7

Increased productivity 7 15

Creativity 2 3

Motivation 5 11

Need 6 11

Stress relief 7 19

Personal development 3 5

Rest 8 22

Disruption of work 2 2

Threat

Stealing of work time 4 4

Abuse 2 2

Laziness 3 5

Waste of time 2 2

Loss of productivity 4 6

Distraction 3 5

Lack of tasks 3 4

Administrative Process

Organizational factors

Lack of work organization 2 2

Unbalanced task distribution 3 5

Leadership approach 2 2

Discipline 2 3

Organizational leisure habits 4 5

Organizational Structure and Culture
Physical infrastructure and 

facilities 6 10

Organizational incentives 3 6

Existence of regular events 4 5

Breaks 8 19
Time

Structural Causes of Leisure
Natural gaps between tasks 3 5

Blockages in work processes 2 2
WorkflowPeriodic differences in work 

intensity 4 7

The data obtained from the in-depth interviews were presented 
to the participants and checked. The accuracy of the data was 
approved by the participants. The findings of the qualitative data 

analysis processes conducted by two field experts were compared in 
order to provide external auditing of the relevant data. As a result of 
this comparison, the reliability value was determined by calculating 
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the ratio of the number of agreed codes to the total number of 
agreed and disagreed codes [10]. As a result of the process, the 
reliability coefficient between the coders was calculated as 0.91.

As a result of the analysis of the data obtained from the in-depth 
interviews, the themes of “perceptual positioning”, “organizational 
factors” and “structural causes of leisure” emerged. The categories 
of “opportunity” and “threat” that emerged were placed under the 
theme of “perceptual positioning”, the categories of “administrative 
process” and “organizational structure and culture” were placed 
under the theme of “organizational factors”, and the categories of 
“time” and “workflow” were placed under the theme of “structural 
causes of leisure”.

Discussion

The findings obtained from semi-structured in-depth 
interviews with workplace managers indicate that there may be 
multi-faceted understandings about employees’ leisure behaviors. 
These understandings emerged within the framework of three 
main themes: “perceptual positioning”, “organizational factors”, 
and “structural causes of leisure”. The “perceptual positioning” 
theme includes the categories of “opportunity” and “threat”, 
which indicate that managers’ perceptions of leisure behaviors 
can be positive or negative [11]. Therefore, these behaviors can be 
labelled as beneficial or harmful. This perspective, which is shown 
based on managers’ evaluations, can shape their approaches to 
leisure behaviors in the workplace. This can determine how leisure 
activities can be incorporated into the work environment and 
what their effects may be. The “opportunity” perception indicates 
that appropriate leisure activities can improve group dynamics, 
increase employee morale, and have positive effects on employee 
creativity. In contrast, the perception of “threat” refers to the view 
that leisure behaviors, and leisure in general, are believed to be a 
factor that reduces productivity, breeds laziness, and inhibits the 
accomplishment of tasks [12].

The theme of “organizational factors”, which includes the 
categories of “administrative process” and “organizational structure 
and culture”, shows the situation in which organizational systems 
and the functioning processes of these systems adopt leisure 
behaviors and the critical role of the workplace in the process 
of shaping them. It can be said that managerial actions such as 
planning working hours in a way that will create opportunities for 
participation in activities, using the company’s existing resources 
for employees’ leisure activities and offering flexible working hours 
to employees will significantly affect the level of participation 
in leisure activities during working hours. An organizational 
structure and culture that supports useful leisure activities is 
also an important incentive element. Because a more flexible 
and employee-centered organizational culture will be easier to 
adopt changes in favor of the employee. On the contrary, a work 
environment with a serious control mechanism and high hierarchy 
can be deterrent to participation in leisure activities. Organizational 
culture and structure, together with managerial processes, create a 
framework that allows or limits employees to use their leisure time 
effectively during working hours. This framework shows the value 

the workplace gives to employee well-being, work-life balance and 
a satisfying work environment. It can be thought that this value will 
most likely be reciprocated by employees.

The theme of “structural causes of leisure” consists of the 
category’s “time” and “workflow”, which explain the limitations 
and opportunities arising from the natural processes of business 
life. Here, time characterizes the periods allocated for rest, such as 
breaks, which are inherent in every job, and the gaps between tasks. 
Workflow refers to the pauses caused by periodic fluctuations or 
disruptions in the intensity of work and the processes where there 
is an obligation to work without interruption. These processes 
determine the degree of autonomy that employees have while 
performing their tasks and the limitations required by the task [13]. 
In processes where task intensity increases, leisure opportunities 
naturally decrease. However, in environments where intensity 
is spread evenly over periods and the workflow is more flexible, 
it is more likely that employees will have opportunities to have 
fun, relax and get away from work for a moment. In short, the 
organizational structure of the job is a determining factor in the 
degree to which leisure activities will be included in the workplace 
or which activities can be implemented [14].

Balancing between employees’ autonomy and the comfort of 
having leisure activities at work and having a working schedule 
that meets corporate goals seems to be a difficult challenge for 
managers. Mandatory situations such as the pandemic and the 
natural opportunities created by technological developments 
have given significant momentum to remote and flexible working 
hours. With such trends, employees’ opportunities to move more 
freely in terms of working hours and places have increased. This 
situation has made the lines between free time and working 
time more blurred. The fact that many mobile devices such as 
smartphones and tablets are just a reach away offers employees 
instant access to many applications such as social media, shopping 
platforms, and digital games. It can be stated that these developing 
technological opportunities can create both difficulties and some 
opportunities for managers [15,16]. The decrease in working 
hours in post-industrial societies allows employees to realize 
themselves, reveal their potential, and discover their talents. Many 
serious leisure activities, especially amateurism, hobby activities, 
and career volunteering, are seen as key to self-expression, skill 
development, and identity formation [17]. Although these activities 
are considered to be independent of work because they are carried 
out in free time, they can have a significant impact on employees’ 
performance, creativity, and social ties. Knowing that work and 
leisure activities interact with each other and anticipating that 
experiences in different areas can affect processes in other areas 
can enable managers to approach this process in a constructive way.

Conclusion

This study aims to examine managers’ perceptions of employees’ 
leisure behaviors at work. In line with the findings obtained from the 
interviews, the themes of “perceptual positioning”, “organizational 
factors” and “structural causes of leisure” emerged. It is seen that 
leisure can be perceived positively or negatively by managers. 
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This situation can be evaluated as a sign that managers can enrich 
or restrict employees’ leisure opportunities. It can be stated that 
organizational factors such as the managerial understanding 
and organizational culture of the workplace provide a basis for 
how employees will shape their leisure behaviors. In addition, 
break times or gaps arising from the workflow provide a natural 
opportunity for leisure behaviors. When planned in advance, it 
will be possible to manage the leisure behaviors that will arise 
from such time-related opportunities in a structured manner. It 
is considered important for managers to be informed about how 
employees can use their free time in a structured manner and to act 
in line with this understanding. In this way, both the organizations 
can achieve their goals and the individual development and needs 
of employees can be met.
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