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Abstract

Hansson, J. (2005). Design of organizational procedures for working environment 
planning. Division of Engineering Psychology, Department of Human Work 
Sciences, Luleå University of Technology, Sweden. 

This thesis consists of studies on organizational procedures for the development 
of working environment conditions. The first section concentrates on 
implementation of standard operating procedures for organizational management 
of working environment. The following section focuses on development of 
refined procedures, intended for planning at the work unit level.  

Section I. An action program with procedures for analysis and 
management of risks at workplace team meetings was designed. The systems 
requirements were derived from the Provisions on Systematic Work 
Environment Management (AFS 2001:1). The program aimed at integration of 
the different levels of working environment management. The procedures were 
implemented in three organizations for elderly care. Systematic observation and 
interviews were carried out in the field, and qualitative data analysis was used to 
infer patterns of planning behaviour. The results showed that the work units 
completed risk assessments according to program instructions. Subsequent 
evaluations inquired into the first line managers’ cognitive prerequisites for 
applying the procedures. The results showed that the managers acknowledged 
the characteristics of the procedures (e.g., strengths and weaknesses in methods). 
Evaluations of the executive boards’ prerequisites showed that the representants 
had indistinct perceptions of the procedures: The majority failed to 
communicate specific strategies for operative management. In later phase, the 
sustainability of the procedures was examined at the department level of elderly 
care and at the executive board. The results showed that only fragments of the 
program were sustained. The board reported hindrances in getting access to vital 
information to act upon. Financial savings and restrictions were stated as reasons 
for not acting on work environment problems. Despite the initial positive 
reception of the conventional program with its apparently well-formed working 
environment procedures, the approach must therefore be considered as 
insufficient. One reason for this may be the lack of functional integration of 
work environment issues with other important activity aspects. Hence, the 
results suggest that more refined work environment procedures need to be 
integrated into the organizational standard operating procedures for economy 
and quality assurance, especially at the work unit level.



Section II. Refined procedures for inclusive working environment 
planning were designed and implemented in a series of test studies in another 
organization for elderly care. The program included a communicative structure 
for integrative working environment planning at the workplace team meeting. 
The communicative structure was applied as a hypothetical link relating the 
standard procedure to the individuals’ cognitive representations. Four different 
project approaches to integrated activity planning were tested. The projects were 
directed towards either development planning or problem solving. There were 
two contrasting primary project domains: A nursing care task or a working 
environment issue. However, integrative analysis and planning was emphasized 
in all projects. The participants’ application of the procedures was registered by 
means of observations and interviews, including qualitative data analysis. The 
results indicated that complementary planning procedures are required, since the 
appropriate procedure is contingent on the specific problem or goal at hand. 
Repeated training sessions are required for acquisition of appropriate procedural 
skills. By refined communicative skills and job training of economic, working 
environment and quality topics, the work teams will be able to advance their 
participatory decision-making and work satisfaction. This kind of functional 
integration at the work-level should be the key to improved vertical 
organizational integration. 

Key words: Working environment management, organization development, 
program evaluation, risk assessment, communicative behaviour, cognitive 
representation, participative decision-making. 



Acknowledgements

The author wishes to express sincere appreciation to the following 
people who offered great help and support during this work: 

Bo Strangert, my supervisor at the Communication Research Unit (CRU), who 
has made an invaluable input to this thesis. 

Eva Mauritzson-Sandberg, my supervisor at the Division of Engineering 
Psychology, Department of Human Work Sciences, Luleå University of 
Technology. 

Colleagues at the Communication Research Unit (CRU) and fellow researchers 
at The Swedish Defence Research Agency (FOI).

Colleagues at the Division of Engineering Psychology, Luleå University of 
Technology.  

Financial support has been provided by:  

Rådet för arbetslivsforskning (RALF), by funding Bo Strangert for the project: 
Studies of the labour inspectorate’s systems inspection of employers’ internal control of the 
working environment (97-0982).

Swedish Agency for Innovation Systems, VINNOVA, by funding Bo Strangert 
for the project: Management systems for working environment development (2004-
00860).

August, 2005 
Johan Hansson 





Contents

Section I: Implementation of formal procedures for  
management of working environment conditions 

1. Introduction ..................................................................................................................... 1

2. Theoretical remarks on program implementation and evaluation ....................... 15

3. Design of an action program ........................................................................................ 37

4. Implementation of workplace team meetings .......................................................... 53

5. The first line managers’ mental models regarding procedures  
for systematic work environment management ....................................................... 75

6. The strategic managements’ prerequisites to direct the working  
environment system ……................................................................................................ 97

7. Impact analysis for program implementation: A follow-up study ....................... 111

8. Conclusions on formal procedures ............................................................................. 127 

Section II: Development of refined procedures for  
working environment planning 

9. Design of communicative procedures ........................................................................ 135

10. Test of procedures for employee participation in working
environment planning ……............................................................................................ 151

11. Concluding remarks on developed procedures ........................................................ 173

Appendix: Semantic networks applied for inferences on the managers’ 
knowledge representations regarding procedures for systematic work 
environment management ................................................................................................... 177

References ............................................................................................................................ 183 





Section I 

Implementation of formal 
procedures for management of 

working environment conditions 





 1

1. Introduction

The number of days when people either received sickness benefit or 
were on permanent disability pension from work during 2000-2003 
was equivalent to 14 % of all in the 20-64 age groups. The total cost 
to the Swedish state in 2003 was about SEK 110 billion (EUR 11.9 
billion), an increase of nearly 50 % in four years (The National 
Institute of Public Health in Sweden, Report 2004:15). A central 
issue concerns the understanding of the relationships between factors 
in the working life and absence due to ill health. Despite research 
into the field, there are still several important aspects to be 
investigated. Among these are studies of management systems 
designed for improved working environment conditions.  
 Management systems often face difficulties in providing for the 
working environment requirements in planning and operation of the 
core activities. Systematic analyses of working environment 
consequences are seldom implemented in a sufficient manner. 
Management often does not react until negative consequences appear 
from leaving working environment issues and requirements 
unattended. For example, through the staff’s discontent about 
increased workload and negative stress, which often results in an 
increased number of absenteeism and personnel turnover, the 
management may become aware of deficiencies in the working 
environment conditions.  
 The described scenario is presently a reality for many 
organizations. It is reasonable to assume that no strategic 
management deliberately acts to end up in such a situation. At the 
same time, it appears obvious that at least part of an explanation 
derives from incomplete analyses of consequences. A reason for that 
may possibly be the absence of reliable information for 
communication of working environment conditions and deficient 
and invalid methods for structured investigation and risk assessments 



 2

– the specific type of work methods that is being asked for in the 
requirements of the Provisions on Systematic Work Environment 
Management (AFS 2001:1, formerly Internal Control of the Working 
Environment, 1996:6). The Provisions concentrate on risk assessment, 
preventive measures and follow-up routines. The active parts within 
the frames of a working environment system are emphasized. To 
provide for those requirements, the employer is imposed to carry out 
different activities according to a plan. The systematic approach 
manifests itself in continuous work through investigations, risk 
assessments, preventive measures and routines for follow-ups. As a 
basis for continuous management, there shall be policies, routines for 
allocation of tasks and annual action plans as well. The requirements 
thus constitute a foundation and operations in the daily activities are 
of substantial importance.   
 The Provisions do not imply that management shall take 
action and apply measures that involve unreasonable costs in relation 
to what is being achieved regarding improvement in the working 
conditions. Still, saving conditions or financial straits are no reason to 
refrain from investments in the area. Financial restrictions are 
insufficient in this respect, since from an inspection and control 
perspective the authority shall account for financial and other 
conditions when issuing the Provisions. Practical difficulties can yet 
constitute an acceptable reason for temporary delay. For instance, the 
routines for decision-making can be complicated and uncertain and 
therefore need to be detained. A critical factor for a functioning 
working environment system is that the strategic management directs 
the system in a forward direction. A basic condition for this is that 
management attain some basic prerequisites. This suggests that the 
management constitute a decisive and principal part in an operative 
activity-based system. On the other hand, the performance of 
management constitutes an insufficient basis for conclusions about 
the efficiency of the overall system. Additional aspects need to be 
considered and systematically examined. 
 From an organizational perspective, activities performed at 
lower organizational levels are dependent on the superior 
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management’s line of action. This suggests far-reaching dependencies 
between organizational levels. The superior management’s readiness 
and motivation to direct the working environment issues are of 
crucial importance for the commitment of the co-workers, since the 
tasks embedded in the organizational procedures, require a certain 
degree of co-worker commitment. This is a prerequisite for 
achievement of practical and sustainable results. By means of more or 
less defined networks of communication, the superior management 
shall be connected with other levels of the organization. By means of 
such networks, it is the responsibility of the management to establish 
corresponding set of connections for valid and reliable 
communication of the working environment status. Until a 
functioning communication system has been anchored into the 
organization’s structural assignments, in a way that fulfils the 
requirements of the Provisions, the system is bound to fail. In an 
operative system, this implies that the occupational role of first line 
managers is of crucial importance and can fulfil several important 
functions as well. The preceding line of reasoning is well grounded 
in the Provisions (AFS 2001:1), since it states that the employer shall 
“regularly investigate working conditions and assess the risk of any 
person being affected by ill health or accidents at work” (8 §). 
Although the employer holds the overall responsibility for a 
functioning working environment system, the employees are 
supposed to carry out a predominant part of the practical work. 
There should be different standard operating procedures for this 
work, from ordinary attention of everyday problems to systematic 
methods of risk analysis. The third paragraph of the Provisions is 
general and says that the management of working environment 
conditions shall be integrated as a natural component in the day-to-
day activities (3 §). In addition, how the employer regularly shall 
investigate the conditions and carry out measures needed for 
prevention of ill health and accidents at work (10 §), is emphasized 
in the Provisions.
 The management of working environment should take place 
on a basis where working environment issues are integrated with 
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other substantial activity issues such as economy and quality 
(Strangert, 2000). Standard operating procedures for risk assessment 
shall cover both physical and psychosocial factors. This leads to 
problems, primarily to get hold of psychosocial risks in the working 
environment. Physical risks are relatively easy to detect and rectify, 
but what risks subsist when it comes to psychosocial working 
environment conditions? Research on stress and other work-related 
problems underline that multiple factors in the working environment 
can entangle strain on employees. Common psychosocial risks subsist 
of increased workload, indistinct occupational role diversion and 
shortage of time, just to mention a few. Aspects of private life can 
also influence ones experience of the working milieu.  
 A basic conclusion regarding the ambiguous relations of cause 
and effect is that it likely makes the diagnosis an intricate issue. The 
unclear nature of the causal relations is not further examined in this 
thesis, but yet justifies an overall solution as regards the procedural 
design. The present focus is on operationalization of the systems 
requirements and translation into practical procedures. Through 
different investigations and surveys at the work place, one can 
receive precious information for further analysis and judgment of risk 
factors. Simultaneously, one can establish a foundation of objectives 
and measures. By including the systematic working environment 
management as a natural part of the core activity and by organizing 
assignments and allocation of tasks, some crucial information can be 
attained. The key question is how to design and implement such 
procedures and embed them in an organizational system? One 
answer is to make analyses of the basic systems requirements that are 
necessary to attain. 

System requirements 

The Provisions of the Swedish Work Environment Authority (AFS 
2001:1) constitute a general and normative model. The Provisions 
define the initiatives for systematic working management as: 
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“The work done by the employer to investigate, carry out and follow-up 
activities in such a way that ill health and work-related accidents are prevented 
and a satisfactory working environment achieved” (2 §).

This suggest that the management of a systematic working 
environment encompasses the whole of the activity, regardless if it is 
carried out in the same place all the time, is dispersed or is moveable. 
Added to that, the management needs to be conducted in the course 
of regular operations and in connection with changes, such as 
reorganizations and initiatives for improvement. To meet those 
objectives, well-defined organizational routines for identification and 
operation of risks are required. The third paragraph asserts that:  

“The working environment shall be included as a natural component in the day-
to-day activities. It shall comprise all physical, psychological and social 
conditions of importance for the working environment” (3 §).  

The quotation is essential, since it implies that the working 
environment issues need to be handled within the activity with the 
same sincerity and ambition as production, economy and quality. 
Since numerous operational decisions are related to the status of the 
working conditions, the consequences need to be analyzed and 
assessed before decisions are made. The eight paragraph establishes 
that:

“The employer shall regularly investigate working conditions and assess the risks 
of any person affected by ill health or accidents at work. When changes in the 
activity are planned, the employer shall assess whether the changes entail risks of 
ill health or accidents that may need to be remedied. Assessment of the risks shall 
be documented in writing. The assessment shall indicate which risks are present 
and whether or not they are serious” (8 §).

This suggests that risks need to be systematically investigated and 
assessed. Generally, such work can be achieved by means of daily 
surveys or through inspection tours and similar problem inventories. 
Most important, the employer needs to be clear about the prevailing 
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risks, so that ill health and accidents can be prevented at an early 
stage. The frequency by which surveys are carried out depends on 
the risks that the activity entails. According to the current paragraph, 
accomplished assessments of risks shall result in proposals of measures 
for eliminating or reducing inherent risks. Accordingly, the 
assessment of risks requires an undertaking in the light of the general 
experience presented within the activity and the routines applied. It 
is essential to obtain knowledge from written summaries of ill health, 
accidents and incidents and of previous measures for job modification 
and rehabilitation. Other kinds of information can be derived from 
research in the field and from general statistics on injuries at work. 
Taken together, this implies that some coordination of information is 
necessary. Parallel to that, a system for management of working 
environment issues shall comprise all questions with bearing on the 
working environment.
 As a problematic condition, many factors at work influence 
the employees physically and mentally. They include organizational 
conditions like workload, division of labour, working hours, 
leadership and social contacts. These factors contribute to how the 
employee experiences his/her total working situation. Parallel to this, 
the employer needs to take into account all factors with potential 
impact on the employees working situation. The conception of risk 
as defined in the Provisions refers to the likelihood of ill health or 
accidents and the consequences of such occurrences. Risks at work 
can lead to injury in both short and long terms, and the gravity of a 
risk has to be decided in each particular instance. Parallel to that, risk 
assessment is an essential conception in the Provisions. From an 
employer’s perspective, this highlights the importance of 
investigating the working conditions, identifying and eliminating 
inherent risks. A basic issue concerns the efficiency of formerly 
applied measures. The Provisions lack the precision for how such an 
inventory and assessment should be translated into specific task. 
Difficulties are bound to surface during implementation of a system 
for management of the working environment. It follows that 
recurring problems are left to be solved for the respective work units. 
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A consequence of faulty instruction and poor legitimacy in the 
suggested procedures is a local inability or loss of initiative to 
establish sufficient systems for practical operation of the conditions. 
Regarding preventive measures, the tenth paragraph makes clear 
that:

“The employer shall carry out, immediately or as soon as it is practically 
possible, the measures which are needed for the prevention of ill health and 
accidents at work. The employer shall also take such other measures as are 
needed in order to achieve a satisfactory working environment. Measures not 
carried out immediately shall be entered in a written action plan. The plan shall 
indicate when the measures shall be effectuated and who is to see to it that they 
are effectuated. Measures effectuated shall be inspected” (10 §).

This means that when actions are to be taken, the point of departure 
is the assessed risks of ill health and accidents, revealed by completed 
investigations. Frequently, the first line manager needs to prioritize 
according to the gravity of the risks. Sometimes the risks may be so 
grave that specific measures have to be implemented immediately. A 
central aspect is that risks can be eliminated or reduced “at the 
source.” Measures not taken into action immediately, that is, on the 
same day or within the next few days, shall be noted in a written 
action plan or entered in a revised plan. None-remedied risks at 
work can be a sign of inefficiency of the management of the activity. 
If measures taken not have been sufficient, others measures may 
needed. At the same time, new measures may generate risks and 
therefore need to be checked. The guidance on the tenth paragraph 
emphasizes that the employer should carry out annual summaries of 
the routines for effective management of the working environment 
conditions. The objective of the annual overall follow-up is to 
investigate whether management is conducted in accordance with 
the requirements of the Provisions.  
 A closer analysis of the Provisions show that the referred 
paragraphs constitute an underlying structure and model, namely the 
systems and control model (Scott, 1998). To analyze the Provisions 
according to a logical structure, a control model was applied (Figure 



 8

1.1; Strangert & Andersson, 1998; Strangert, 2000, p.61). The model 
may assist in identifying and analyzing essential components of the 
Provisions. Since the Provisions cannot be directly applied and 
operationalized in specific tasks, additional aspects need to be 
considered and transformed into organizational activities, and 
established as organizational routines. In chapter 3, a model of a new 
organization is described by means of a further developed control 
model; an ideal model characterizing an organizational design aimed 
at fulfilling the requirements in question. The simple control model 
constitutes an illustration of the systems requirements.  

OI T

Risk assessment and
preventive planning (9 §)

The work environment included as a natural
part in the day-to-day activities (3 §)

Regular investigations (8 §)Preventive measures (10 §)

Figure 1.1. A simple control model.  

The control model illustrates critical organizational functions that 
regulate input (I) and transformations (T) as well as output (O) of the 
activity. Inputs are environmental resources in general, and 
transformation refers to tasks and formal organizational activities 
(Morgan, 1982). Output can be described at individual, group or 
organizational levels. The model provides a preliminary outline of an 
organizational system encompassing the control components. The 
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cited requirements of the Provisions exemplify the application of the 
control model for analysis, and specific organizational activities 
become evident: The employer shall regularly investigate working 
conditions and assess the risks of any person affected by ill health or 
accidents at work (8 §). The employer shall apply complementary 
methods of investigation, too. Further, the employer shall implement 
measures and apply regular follow-up (10 §) in a remedial way. Yet 
importantly, these activities shall preferably be coordinated and 
integrated with other substantial control issues of the activity (3 §).  
 To summarize, the Provisions point out essential elements that 
need to be attained for efficient handling of the working 
environment conditions. In addition, these elements need to be 
transformed into explicit tasks, and an operative system is needed 
with established routines where the staff can perform the tasks of risk 
assessments, preventive measures, follow-up and control.

The role of The Swedish Working Environment 
Inspection

It is the duty of The Swedish Working Environment Inspection to 
systematically investigate working environment conditions and assess 
organizational routines for identification and operation of risks. 
During the years 1993-1999, the authority carried out a supervision 
project within the care of elderly in Västerbotten (Labour Inspection 
report, Umeå district, 2000).

During the period, approximately 450 inspections at work unit level and a total 
number of 52 inspections were accomplished. The inspection tours of day-to-
day activities constituted a foundation for the subsequent inspections at the 
administrative level. The supervisory project also included numerous follow-up 
inspections. Regarding the systematic management of working environment 
conditions, the results showed that 83 % of the working units had obvious 
deficiencies concerning the working policy and goal setting. Regarding 
distribution and introduction of the working environment legislation and 
strategies for systematic investigation into the working environment, 83 
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respective 91 % of the units proved to have insufficient routines. The same 
applied to methods of investigation of working environment conditions and 
routines for establishment of action plans where 62 % of the units received 
criticism. Regarding routines for follow-up of taken measures, 94 % of the units 
received criticism. The inspection report makes clear that a unanimous opinion 
among the inspectors was that the physical as well as the psychosocial workload 
had increased over the last years. Savings and reduction in financial resources 
were mentioned as the underlying causes for the scarce conditions. Further, the 
inspectors considered that there was an apparent imbalance between 
organizational demands and available resources.

In conclusion, the inspectors emphasized in an account of the 
deficiencies, that the work units and the strategic management 
consistently had to improve the management of the working 
environment conditions. Despite the fact that managers, in most 
cases, were well aware of the working environment deficiencies, 
written action plans of taken measures and responsible operators 
were omitted. Another factor that most likely contributed to 
negative development was difficulties associated with recruitment of 
experienced personnel. At the same time, it is debatable whether the 
way in which working inspection tours are carried out should be 
refined to produce valid data (Strangert, 2000). Still, the cited results 
underline a serious situation.  

A brief characteristic of the participating elderly care 
organizations

A majority of the studies presented in this thesis is based on projects 
within the area of municipal elderly care. Therefore, a brief summary 
of distinctive characteristics in the care of elderly is given next. 

Health-related issues in working life are current topics in the present day. A 
common public opinion is that ill health origins from incongruities at work. A 
critical part of the working life is the public care sector (The National Institute 
of Public Health in Sweden, 2004:15). Implemented saving conditions and 
financial straits are often mentioned as the main reasons for a reduced number of 
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employees in this area (SOU 2002:5). In spite of measures taken, a large number 
of work-related injuries occur every year in the care of the elderly. An 
explanation for the complex of problems can be that prior organizations have 
not yet considered analyses of consequences in such a way that working 
environment conditions have been included as an integrated part of the activity. 
The problem of so-called marginalization from working life conveys that many 
employees retire early on a pension due to ill health. A lot of absenteeism seems 
to depend on the mental and social circumstances in the working life. Besides, 
restrictions in the working conditions seem to contribute to increased insecurity 
among employees (Szücz, Hemström & Marklund, 2003).
 A work group within the Swedish Government has described stress-
related ill health in the working life (Ds 2001:28). The report makes it clear that 
within the health care sector, a number of absences due to stress and injuries 
from workload have increased recently, the increase is continuing during the 
current year. According to the authors, an essential factor behind this is that 
rationalization and efficiency measures have influenced the health care sector. 
Changes in the policy management and increased privatization have formed 
important elements in this transformation. The general aim of these 
interventions has been to reduce expenses. Due to the fact that the largest cost 
within these sectors are personnel wages that constitute about 70 % of the total 
expenses, shortage of staff have many times been the only way to reduce costs 
and make up for budget limits. In the care of the elderly, the technical 
possibilities to reduce the staff are distinctively restricted because of humane and 
cultural barriers for electronic supervising or distance care.

Limited personnel resources increase the risk due to workload. By 
tradition, shortage of staff has been presumed to produce increased 
workload and reduced possibilities for recovery for the regular work 
force (Wågman & Strangert, 2002). Demographical changes in age 
structures are another factor that points towards an increased need of 
resources for the care of the elderly. In areas where the work is about 
care, women represent an evident majority. Hence, changes in the 
public sector get consequences for women’s working situation. 
 Regarding distinctive characteristics in the care of elderly, the 
report (Ds 2001:28) also makes clear that there is an essential 
difference between the work of taking care of elderly and other 
kinds of work. The differences emerge since the employees establish 
emotional relations to human suffering, and, therefore, must handle 
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the problems that often follow (Astvik & Aronsson, 2002). This 
phenomenon pertains to all medical staffs, although the intensity and 
the types of relations vary. Meeting with human suffering is an aspect 
of work that imbues the employees’ workday and total situation. If 
these conditions are omitted in the planning and organization of 
work, several psychological working environment risks might 
become emergent. At the same time, the care of elderly can bring a 
deep feeling of work-related satisfaction. The work of helping other 
is often one of the greatest sources for work satisfaction. A certain 
problem is the strong attachment that regularly comes up between 
the staff and the patient. This can result in an increased workload for 
the staff. How meetings between the staff and the patients develop is 
a central matter, with implications for the working environment 
conditions and the quality of work. Research is needed to advance 
the understanding of this relation, as little is known about the 
consequences that might follow from the organizational changes 
concerning occupational planning. A critical issue in this context is 
how the staff will receive support that may help to prioritize the 
work assignments. The character of care of elderly implies that 
leadership and social support becomes accentuated. For a long 
period, the health care sector has been subjected to demands of 
financial savings and organizational changes. Redistribution of tasks 
between different groups has resulted in increased strain and tension 
between professional categories and established work groups. 
 The mechanisms that regulate these relations probably diverge 
with local conditions. Still, the working environment conditions 
influence the quality and economy of the activity in long terms. 
Consequently, the organizations run the risk of ending up in a 
vicious circle, where increased costs demand further savings. Savings 
in turn, influence the quality and working conditions negatively with 
increased costs as a direct or indirect consequence. This line of 
reasoning emphasizes the need of a system for management of 
working environment, including explicit routines for continuous 
follow-up of the state of the environment. Until such a system is 
established, the state of working environment conditions falls short of 
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constituting a realistic basis for overall planning and management of 
the activity. Parallel to this, it is a common observation today that 
strategic management makes decisions for costs and savings without 
satisfactory investigation of consequences related to quality aspects 
and the working environment. 

Discussion

The results from the report on stress-related ill health in the working 
life (2004:15) and the results from the supervision project (Labour 
Inspection report, Umeå district, 2000) indicate that the reviewed 
organizations require organizational procedures for management of 
working environment conditions. The central question is how to 
design and implement such procedures and embed them into an 
organizational system? In particular, these procedures should handle 
the complex cause-effect relations of psychosocial problems. The 
answer is in terms of analyses of basic systems requirements. Hence, 
the key issue addressed in this chapter concerns the foundations for 
translation of the systems requirements into practical procedures. By 
including the systematic working environment management as a 
natural part of the core activity and by organizing assignments and 
allocation of tasks, some crucial requirements can be attained. One 
way to attend early warnings in a systematic manner is by means of 
an activity-based working environment management. Such a system 
shall include standard operating procedures for investigation of risks, 
preventive measures, follow-up and control.  





15

2. Theoretical remarks on program 
implementation and evaluation 

The present implementation of a program for systematic work 
environment management followed some established principles of 
program implementation and evaluation. The field of program 
implementation presents a diversity of images and claims about the 
nature of inherent organizational processes (Aldrich, 1999; Rousseau, 
1997). These claims can easily confuse any attempt to construct 
comprehensive methods of development. Numerous hindrances and 
problems within program implementation should not be reduced to 
over-simplistic generalization. This implies that program 
implementation is not a about a closed system or a single theory. 
Rather, it uses a set of concatenated principles and each offers 
something of value. Parallel to this, organizational interventions 
usually do not work in a predictable manner, and the subject matter 
and problems of interest seldom are straightforward (Chen, 1990). 
One reason for this might be the low utilization of implementation 
and evaluation results. Hence, Weiss (1972) has urged that the scope 
of organizational program implementation and evaluation should 
expand to include wider issues.  
 To obtain a perspective on the large and diverse domain that 
work and organizational theory represents, Pfeffer (1985) suggests 
that the centre of attention should be on (i) the various levels of 
analysis at which theory is based and empirical research is carried out 
and, (ii) the perspective on action implied in those theories. The 
intricacy and need of applying multiple levels of analysis is discussed 
in detail in later sections. To organize the subject of action, Pfeffer 
(1985) presents three perspectives where action is seen as: (i) 
purposive rational or bounded rational and prospective, (ii) externally 
or situationally determined and (iii) more random and dependent on 



16

emergent, unfolding processes, with rationally being constructed 
afterwards to make sense of behaviour that have already occurred. 
The term action refers to activities carried out within a program. 
The term perspective is used to illustrate that a number of 
approaches or schools of thought could be applied as “conceptual 
umbrellas” under which theories are grouped. The perspectives on 
action partially conflict, partially overlap and complement one 
another. Scott (1998) stresses the need of understanding the 
perspectives by stating, “Several central organizational issues can not 
be understood without knowledge of the underlying perspectives 
that frame the work.” Research on program implementation is under 
no circumstances excluded from those issues. 

Program implementation 

From a theoretical point of view, Pressman and Wildavsky (1984) 
argue that a verb like implement must have an object like, for 
example, a program. Williams (1980) describe implementation, most 
briefly, as the stage between a decision and operations. Any given 
program usually includes several organized activities. According to 
Price (2003) a program can be seen as an intentionally designed 
social system that consists of agents delivering the program, routines 
for exposing participants to the program and actions intended to 
influence both psychological and behavioural states of the 
participants. In turn, an action program normally contains 
descriptions of both goals and resources for attaining these goals 
(Pressman & Wildavsky, 1984).  
 From an analytic perspective, it might be helpful to analyze a 
program and its implementation as separate components. How then 
can a program and its components be separated from its 
implementation? It is reasonable to assume that one can work neither 
with a definition of a policy (when referring to a decision) that 
excludes any implementation aspects, nor with an alternative that 
includes all implementation aspects. Hence, to be acted upon, a 



17

policy has to be embodied as a program (Cook & Shadish, 1986). 
Most action programs imply, or at least should imply, the use of 
program theories. Whether stated explicitly or implicitly, program 
theories shall describe the chain of causation between initial 
conditions and following consequences. Specifically, this implicates a 
logical chain of evidence with various types of subobjectives 
incorporated (cf. Miles & Huberman, 1994). This means that the 
implementation process should include a starting point and an end. 
This also means that the process cannot succeed or fail without 
predefined goals, against which to evaluate it. In the same line of 
reasoning, Pressman and Wildavsky (1984) make clear that 
“programs make theories operational by forging the first links in the 
casual chain connecting actions to objectives … given X, we act to 
obtain Y.”
 In its simplest case, this suggests that implementation reflects 
the ability to make subsequent links in the casual chain to attain 
required outcomes. The same authors emphasize that “the longer the 
chain of causality and the more numerous the reciprocal relationship 
among the links, the more complex the implementation becomes.” 
Parallel to that, each organizational setting has different combinations 
of variables that are too complex to be predictable in a rational and 
obvious way. These circumstances imply that there is no single 
practical or theoretical solution to handle the complexity associated 
to program implementation. Rather, a number of possible 
approaches might work through adaptation to prevailing situations. 
William (1980) emphasizes that the central concern of program 
implementation should be on processes, rather than on products. To 
handle the complexities attached to studies of processes, a system 
perspective is a useful approach. A systems perspective generally 
implies consideration of both organizational processes and outcomes. 
 In most cases, program implementation is described to follow 
a simplified logical progression of events (i.e., a series of phases that 
unfolds over time). In the same context, change programs are often 
illustrated as a set of structured activities such as diagnosis, 
intervention and evaluation, in which selected organizational units 
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(e.g., groups or individuals) engage in a task or a sequence of tasks 
that aims to enhance organizational improvement (cf. Cummings & 
Worley, 1996). For example, Burke (1994) describes the general 
phases of OD programs such as entry, contracting, diagnosis, feedback, 
planning change, implementation and evaluation. In practice, these phases 
seldom appears equally well-defined and precise, rather, the phases 
often overlap and look more like an evolving process than a linear 
progression.

Program evaluation 

Besides the ambiguities attached to the concept of implementation, 
the paradigm of program evaluation is another intricate issue. 
Program evaluation means the determination of the extent to which 
a program achieved one or more of its objectives (Perloff, Perloff & 
Sussna, 1976). Typically, the phase is undertaken to determine 
whether a program has reached some often poorly specified end state 
e.g., ‘‘implemented as planned’’ (Souraya & Sechrest, 1999). Ideally, 
a program evaluation should cover the reasons the program may or 
may not have achieved its objectives, the relationships among 
program effects and input variables and program characteristics.  

Problem analysis 
Any problem can be defined as a deviation from an established 
standard, and in turn, the discrepancy constitutes the starting point 
for any change. As noted by Mohr (1995) there is little reason to 
have a program unless there is a perceived problem. Relative to a 
given program, a problem or a deficiency can be defined as “some 
predicted condition that will be unsatisfactory without the 
intervention of the program, and satisfactory, or at least more 
acceptable, given the program’s intervention” (Deniston, 1972). In 
this context, the problem analysis aims at identifying the gap or 
discrepancy between “what is” and some “desired state of affairs.”  
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 The problem analysis includes a subjective aspect; what defines 
an unsatisfactory condition may vary between individuals and 
situations. To handle this complex issue, a central aspect of the 
problem analysis is thus:

i. To make clear the discrepancy between what the present 
organization may realize and what the organization de facto 
accomplishes, and

ii. To emphasize the way in which the program may solve the 
current deficiencies.  

According to Lipsey (1993), problem analysis also specifies, “what 
condition is treatable, for which populations, and under what 
circumstances, that is, a statement of boundaries that distinguish 
relevant from irrelevant situations for the particular program in 
question.” This suggests that a clear and precise analysis of the 
presented problem is essential for program design and for specifying 
the target population. In addition, the analysis should examine needs 
and identify priorities for future actions. Hence, the problem 
definition should ideally describe the nature, manifestations, causative 
factors, and level of severity of the problem for which the program is 
given.

Data collection and analysis
A structured program evaluation serves to describe the nature and 
extent to which an intervention is implemented with one set of 
observations and evidence, using a structured design for data 
collection (King, Morris & Fitz-Gibbon, 1987). Data collection 
relevant to the variables specified in the program model, including 
those related to the characteristics of the target population, the 
implementation of the program, the processes eventually mediating 
its effects, and the anticipated outcomes, are all key activities that 
should be included in the program design. Although the evaluation 
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phase is an essential phase in any implementation program, 
evaluation is the most poorly performed of all these phases (Dipboye, 
Smith, & Howell, 1994). One reason for this is might be that the 
change agents often stand in a position of being dependent on the 
stakeholders. The dependence often collides with the attitudes of the 
executive management, since a certain amount of political and 
administrative prestige is invested in the program realization. 
Corresponding to that, there is a considerable risk that the outcomes 
of the evaluation become (positively) misrepresented.
 Another central aspect in program evaluation is the difficulty 
of identifying relations of cause and effect (i.e., how to decide 
whether an eventual program failure is caused by build-in errors of 
the program, or comes from insufficiencies in the program 
administration). This requires a multi-level assessment of the 
organizational functions associated with effective interventions. Gaps 
of knowledge regarding the implementation process, might as well 
result from the long stable standard of program evaluation – the 
black box paradigm with its incorporated assumptions of linear 
relations between treatment and outcomes. The classical and still 
standard methodological paradigm for program evaluation is the 
experimental design and its various quasi-experimental 
approximations (Lipsey & Cordray, 2000). The superiority of 
experimental methods for investigating causal effects of deliberate 
interventions is widely acknowledged. It is also recognized that the 
experimental paradigm, as conventionally applied in program 
evaluation, has significant restrictions (Cook & Campbell, 1979; Yin, 
1994).
 In the experimental paradigm, some independent variables are 
manipulated and controlled, interventions are conducted and 
inquiries of differences are made with respect to some dependent 
variables. Even if the data indicate, for instance increased satisfaction 
or performance from an intervention, it is difficult to demonstrate 
that the interventions caused these outcomes, unless a matched 
control group is included in the design. In particular, the practice of 
program evaluation is marked by increased recognition of other 
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important variables that the “true experiment” fails to control. These 
method-related difficulties usually appear in program evaluation. 
Anderson, Ball, and Murphy, (1975) summarize the position of the 
quasi-experimental camp: “the weaker the evaluator‘s design control, 
the more important it is to collect a broad range of data by multiple 
methods from multiple resources.” 

Multiple levels of analysis
The assessment of program effects is usually limited to pertain to a 
single level of analysis (Salas & Cannon-Bowers, 2001). Informal 
processes can result in both positive and negative effects for the 
intended process of work. To control for these problems, a 
comprehensive program theory constitutes a basic prerequisite. An 
example of how such a complementation can be attained is presented 
here.

Recent work on organizational change continues to use ideas 
from Lewin’s theory of planned change (1951). The theory describes 
change processes at the individual level. However, it is debatable 
how valid the theory is when the ambition is to create practical and 
overall changes in organizational structures. In spite of recurring 
attempts of describing Lewin’s change theory (cf. Schein, 1988) most 
theoretical remedies seem to fall short of describing how specific 
interventions should be designed to reach a desired outcome. 
Concepts like motivation and cognitive structuring primarily operate 
at an individual level of analysis and thus, support descriptions of 
individual mechanisms and conditions. In terms of organizational 
development, the choice of a single level of analysis can be 
questioned, since an organizational change program is implied at 
complementary levels of analysis. Ideally, the levels of analysis should 
cover an individual, a group and organizational level of analysis
(Scott, 1998). From any organizational perspective, it follows that 
change in one single element of the system produces changes in 
other systems elements.
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 Parallel to this, an inherent topic in program implementation 
concerns organizational inertia. The phenomenon refers to the 
tendency of organizations to maintain status quo (Pierce & Gardner, 
2002). Any attempt to change of organizational structures can get 
restrained at three levels. First, at an organizational level that is 
control-oriented, since management principles often emphasize 
stability, consistency and predictability. Research suggests that 
mechanistic organizations are complex to change, while organic 
organizations are significantly more receptive and adaptable to 
dynamic environmental conditions (Daft, 1992). Mechanical 
structures characterize many municipal activities today. Restrictions 
can also be found at the group level – groups often develop strong 
norms that specify and govern appropriate roles. By definition, 
change implies new sets of norms and rules of behaviour and, on the 
contrary, strong norms often result in fixed states. This implies an 
inherent opposition. Finally, at an individual level, there are 
problems concerning the participants’ specific motivation, capacity 
and opportunity to take an active part in the program activities. 
Schein (1988) argues that the employees continuously adjust their 
thinking and methods of work to the established organization. 
Negative aspects of the organization and the contents of work may 
hinder the employees to satisfy their personal needs and 
development. Hence, the employees often become dissatisfied and 
passive in their occupational roles, and therefore, stimulation and 
self-esteem are developed through compensatory activities such as 
informal social fellowship with co-workers. Such activities often 
appear counterproductive.
 The topic of the most appropriate unit of analysis has both 
theoretical and statistical aspects – issues that, according to Freeman 
(1978), often are overlooked in program implementation and 
evaluation. The statistical issue often rises under conditions of 
aggregation from small to larger social units. According to Pfeffer 
(1985), “the level of analysis should correspond to the level of the 
theoretical mechanisms that are presumed to be affecting the 
dependent variable.” This means that research conducted on an 
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individual level of analysis by no means can easily result in 
conclusions regarding group mechanisms, at least not without 
explicit explanations of underlying theoretical assumptions.  
 Complementary to multiple levels of analysis is the systems 
perspective. The introduction of a systems model helps to define 
central aspects in the environment, key elements within the system 
and their relations (Katz & Kahn, 1978). From the systems 
perspective it also follows that alterations in one single element 
require modification in other systems elements as well. By including 
the effects of external factors in the program theory, inquiries into 
impacts from additional perspectives become accessible. Above all, 
outcomes can be predicted and controlled in a more reliable way, in 
contrast to a situation where effects of relevant external factors are 
unaccounted. Without an explicit model for impact analysis, it 
becomes impossible to relate outcomes and effects to specific causes. 
The account for external factors is one implication of an open 
systems perspective.  

Method triangulation 
Cross-application of methods is critical, since adequate descriptions 
of the program, including data from different sources, help to ensure 
the thoroughness and accuracy of the evaluation. Consequently, 
valid data are a bare minimum prerequisite for evaluation of program 
implementation. Cross-application of methods includes triangulation 
between for example subjective data, behaviour and activity effects. 
Regarding methods applied in the social sciences, there are 
numerous advantages and disadvantages associated with each strategy 
for data collection (Kerlinger, 1986). Each single method uncovers 
different aspects of an empirical reality. The application of more than 
one data collection approach permits the researcher or evaluator to 
combine strengths and thus overcome some of the weakness or 
intrinsic biases that come from any separate method. Building 
validity checks and balances into a research design by means of 
multiple data collection strategies is generally termed triangulation
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(e.g., Denzin, 1989; Patton, 1987; Yin, 1994). The application and 
combination of several research methods makes it possible to study 
the same phenomenon from complementary perspectives. Often, the 
purpose of triangulation is to obtain confirmation of findings through 
convergence of different perspectives, where the point at which the 
perspectives converge is seen to represent reality (Denzin, 1989). 
The same author has emphasized that methodological triangulation 
can entail both within-method triangulation, for example using, in a 
questionnaire, a combination of attitude scales, forced choice items 
and open ended questions, and between-method triangulation, 
which is self-explanatory. In a specific context like investigation of 
working environment conditions, the use of between-method 
triangulation is probably the most important to heed. 

The theory-driven approach 
The strive for understanding how a program works and what makes 
it work, in addition to knowing whether or not it works, have led to 
the development of the theory-driven approach to program 
evaluation (Chen, 1990). In brief, the theory-driven approach 
supports modeling of the mechanisms that underlie a program’s 
effects in terms of the causal processes responsible for producing the 
expected outcomes. The theory-driven model for program 
evaluation, based on substantive theory, also makes explicit the 
assumptions that underlie a program and specify the variables to be 
measured and the paths leading to the expected outcomes. 
Examining the correspondence between the observed and the 
hypothesized processes is a central comparison for valid 
interpretation of the findings, e.g., whether it indicates significant 
program effects or a failure of program impact (Weiss, 1972).  
 Impacts, that a program is supposed to bring, are often defined 
in an imprecise manner. A major undertaking of evaluations is to 
convert program objectives into measurable outcomes (Lipsey & 
Cordray, 2000). By describing the logic that connects program 
activities to subobjectives or outcomes, a program theory helps one 
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to identify and specify expected outcomes. Consequently, evaluation 
of intervention impact should be theory-driven, where the process 
begins with an explicit theory about how program activities set off 
expected effects (cf. Hempel, 1966). Subsequent inquiries are 
organized in congruence with the same theory. Along the same lines 
of reasoning, the overall change process consists of an orderly, 
planned sequence of events. That sequence includes central 
components such as diagnosis, intervention, and evaluation of 
accomplished intervention (Chen, 1990). As an organizing device for 
impact analysis, there is a need of a program theory that explicitly 
states the programs activities.  
 Impact analysis should focus on an inherently valued outcome 
and the evaluation methodology should help to produce such a focus 
rather than leave conclusions to common sense (Mohr, 1995). One 
of the foreseeable outcomes is the outcome of interest (Y), which 
must appear in every impact analysis. Y is an outcome in which 
there is interest in its own sake, rather than for the sake of achieving 
something further. According to Mohr (1995), a subobjective (S) is 
an outcome that must be achieved at a point in time, before some 
further outcome may be achieved. Most subobjectives are specialized 
instruments for the attainment of a particular further outcome within 
a given action program. Somewhere in the program, there must also 
be activities or interventions (T) designed to achieve either S or Y. 
Theses activities may affect the Y directly or produce one or more S 
that in turn leads to the Y. The completed outcome line represents 
the program theory, stating that certain activities and subobjectives 
will bring specified effects. 

Program sustainability

Program implementation and evaluation is crucial to its ultimate 
impact (Mayer & Davidson, 2000). A state of “ultimate impact” 
usually means that the program reaches a state of sustainability. 
Hence, the issue of sustainability concerns program implementation. 
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For example, for behavioural changes among the participants to 
occur, the program must survive over an extended period. There is 
often a latency period between the beginning of program activities 
and observable and measurable effects. This induces that a program 
must be given a certain amount of time to demonstrate sustainability. 
As a result, the concept of sustainability is used to refer to the 
continuation of programs (Shediac-Rizkallah & Bone, 1998). 
Scheirer (1994) expands the reasoning by defining a sustained 
program as “a set of durable activities and resources aimed at 
program-related objectives.” According to Graetz, Rimmer, 
Lawrence, and Smith (2002), a sustainable program implementation 
is about “the maintenance of a change program to the point that it 
becomes accepted as prescribing a normal way of working and meets 
expectations of improved performance.” The quotation indicates that 
a number of prerequisites need to be attained. Other researchers (cf. 
Docherty, Forslin, & Shani, 2004) emphasize the social aspect by 
saying that “organizational solutions and strategies are sustainable if 
they maintain and reproduce the given social and human resources 
or even extend them.” 
 From a complementary view, Yin (1979) argues that 
sustainability is about routinization that manifests in organizational 
routines. This implies that when a system has become a stable and 
regular part of organizational standard operational procedures and 
behaviour, it is defined as having become routinized. Routines give 
rise to structures, and in parallel, Pluye, Potvin, and Denis (2004) 
emphasize that the routinization constitutes the primary process 
permitting the sustainability of programs within organizations, and 
may lead to program-defined organizational routines. So, for this to 
be possible, the program intended to be sustained must be supported 
by some form of organized action, explicitly, an organizational 
system. Though the intra-organizational perspective appears central, 
it is insufficient if one truly seeks to figure out the issue of program 
sustainability. For example, the intra-organizational perspective fails 
to take into account external factors that influence the organization 
(Daft, 1998).
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 An organization has to cope appropriately with the 
uncertainty in the environment. According to Burns and Stalker 
(1961), the organizational effectiveness depends to some extent on 
the fit between its internal structure and external environment. It is 
recognized that other factors influence the internal prerequisites of 
sustainability. For instance, some central state-level (i.e., institutional 
actors), such as legislature and legal systems, government policies and 
public administrations constitute great influence on organizational 
activities. All this suggests that studying sustainability requires studies 
of organizational routines and external factors of influence as well. A 
helpful means in this context is to apply an open or cybernetic 
system perspective (Morgan, 1982). To view an organization as a 
cybernetic system give emphasis to the importance of operations, 
control, policy centres and the flow between them (Swinth, 1974).

Prevention of psychosocial risks at work: A meta-
analytic examination of European program 
implementations

In a report, Prevention of Psychosocial Risks and Stress at Work in Practice
(2003), The European Agency for Safety and Health at Work presents a 
review of twenty European workplace programs. The report 
illustrates examples of how organizations have taken actions to 
reduce psychosocial risks at work. Prevention of psychosocial risks at 
work is a shared objective in these trials. The objective was in turn 
operationalized in term of stress prevention, prevention of threats and 
violence and evasion of bullying at the workplace. An extract from the 
report (p. 6) illustrates the basic program idea:

Work-related stress is the second most common work-related health problem in 
the European Union, after back pain, affecting nearly one out of every three 
workers. Stress at work can happen in any sector and in any size of organization; 
it can affect anyone at any level. Psychosocial risks such as violence and bullying 
can lead to stress at work. Four percent of the working population report that 
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they have been victims of actual physical violence from people outside the 
workplace. Many more will have suffered from threats or insults. Nine percent 
of the workers in Europe report being subject to bullying. 
 There are more reasons for tackling the psychosocial risks. Across the 
member states, a common set of European directives aimed to prevent health 
and safety risks in the workplace apply. Through these directives, employers are 
responsible for ensuring that employees are not harmed by work, including 
exposure to psychosocial risks and work-related stress. It has been estimated that 
work-related stress costs Member States at least 20 billion euro annually. The 
cost should not be considered just in hard terms of how many euros are lost by 
organizations. The socio-economic costs are very considerable; psychosocial risks 
hurt society and individuals. 

As suggested, there is a growing need of practical solutions to the 
wide stretched problems of work-related stress and ill health in 
Europe. Sharing of good practice is one useful way to approach these 
difficulties. Therefore, an important role of the Agency is to make 
information available to support and promote the prevention of 
psychosocial risks and ill health. This includes increased sharing of 
information to cope with the general problems. The EU framework 
Directive on the improvement of worker safety and health in the 
workplace (89/391/EEC) is the reference legislation for the member 
states of EU. It refers implicitly and explicitly to psychosocial issues. 
Analysis of Directive indicates an underlying structure and model – a 
systems and control model (Scott, 1998) all comparable to the 
underlying structure of the Provisions of the Swedish Work 
Environment Authority (AFS 2001:1). 
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“... The employer shall be in
possession of an assessment of
the risks to safety and health
at work” (Paragraph 9.1)

“... The employer shall take the
measures necessary for the
safety and health protection
of workers, including
prevention of
occupational risks”
(Paragraph 6.1.)

“... The employer shall develop a coherent
overall prevention policy which covers
technology, organization of work, working
conditions, social relationships and the
influence of factors related to the working
environment” (Paragraph 6.2.g)

“... The working environment shall be integrated into all the activities of the
undertaking and/or establishment and at all hierarchical levels” (Paragraph 6.3.a)

OI T

Figure 2.1. An illustration of the EU Directive (89/391/EEC).

Some methodological considerations in meta-
analysis

Twenty European workplace programs were reviewed by means of a 
kind of meta-analytic approach. The approach can be described in 
terms of a reanalysis of reported data for answering new questions 
with old data (Glass, McGaw & Smith, 1981; Wolf, 1986). Primary 
analysis, on the contrary, refers to the original data analysis in a 
research study. Hunter, Schmidt and Jackson (1982) make clear that 
the meta-analysis serves to integrate results from existing studies and 
to reveal patterns of relatively invariant underlying relations and 
causalities. A set of methodological guidelines for analysis of prior 
research and summary of previous results appears fundamental. In 
such a context, the aim of a meta-analysis is to discipline research 
synthesis by the same methodological standards that should apply to 
primary research.  As Kronmal has emphasized (quoted in Mann, 
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1990): “fundamentally, meta-analysis is observational in nature.” 
This implies that the meta-analytic techniques are subject to the same 
pitfalls as all observational studies, and those circumstances require 
rigorous methodological procedures. 
 Principally, all studies combine evidence across units of 
analysis. In this topical meta-analytic study, the units were published 
program reports. According to Silverman (2000; 2001), there are 
certain intricacies in analyzing text documents. In the same way as 
interview responses can be tempted to be treated as true or false 
depictions of personal experiences, text documents may be treated in 
terms of their correspondence to reality. A text document may be 
about a certain phenomena, but it will not be a transparent 
description. With regard to several aspects, the text document will 
give a scarce picture of the present phenomena. This reflects the 
extent to which documentary realities constitute distinctive levels of 
representation, with some degree of autonomy from other social 
constructions (Atkinson & Coffey, 1997). Hence, documentary 
sources should not be treated as “surrogates for other kinds of data.” 
For example, formal records alone will in general be unable to 
produce valid evidence of the organizations’ daily activities. Neither 
can official records be treated as solid evidence for actual 
performances.
 However, these reservations should not construe that 
documentary data should be neglected. On the contrary, Atkinson 
and Coffey (1997), make clear that “our recognition of their 
existence as social facts alerts us to the necessity to treat them 
seriously indeed.” Since meta-analyses are dependent on the findings 
that already have being reported, a central issue concerns the 
problem of publication bias. Publication bias refers to the argument 
that the studies available for analysis will typically be a biased sample 
of all available studies (Hunter & Schmidt, 1990). In this context as 
well, it is reasonable to assume that published studies will show 
significant and successful results, rather than deficient or unsuccessful 
ones. This line of reasoning indicates a general upward bias existing 
for published results. All conclusions are exclusively based on the 
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contents of the actual program reports. Given this, the current 
analysis still aims at showing what aspects of program implementation 
were being emphasized in the reports. The results indicate what 
aspects The European Agency for Safety and Health at Work chose to 
emphasize. The results also make it possible to contrast the current 
outcome and the general implementation ideas embedded in this 
thesis.

Sample characteristics 
All twenty projects described in the report were implemented in 
member states of the European Union during the year of 2002. With 
various directions, all projects aimed at preventing psychosocial risks 
at work. Despite the non-random sample design applied for selection 
of projects, the sample showed variation between projects regarding 
contextual factors as well as specific activity types.

Coding of projects and contexts 
All twenty projects were coded with respect to the direction of the 
implemented project. Three general categories were developed: 
projects aimed at prevention of stress (n=11), projects aimed at 
prevention of bullying (n=4) and projects aimed at prevention of 
threats/harassments at the workplace (n=4). One program concentrated 
on both stress and bullying (n=1). In addition to the coding of 
program alignment, the program contexts were coded by the nature 
of the activity. Seven general activity categories were established; 
service activity (n=1), manufacturing activity (n=4), health care 
activity (n=5), intermediary activity (n=5), education activity (n=1), 
transport activity (n=3), and trade activity (n=1). 

Content analysis 
To enable a systematic comparison of projects, a classification scheme 
was used. Johnson (1998) coined the term meta-modeling to refer to 
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the development of models from other models. Other variants of the 
comparative approach are attainable, but in this case, the comparisons 
are based on a simple theoretical model. The normative model 
enabled for structured comparisons that in turn enables for inquiries 
into the degree to which data fit the designed model. Modeling, as 
indicated, has similarities to the type of causal modeling in that the 
models and criteria are developed from theoretical and empirical 
results (Blalock, 1985). Since a high quality meta-analysis requires 
the same attention to design, analysis, and reporting as an 
experimental study, the same issues need to be considered (Cook et. 
al., 1994).

Six theoretical criteria were combined into a classification for 
content analysis. The criteria were problem analysis (C1), relevance to 
legislation (C2), employee participation (C3), management partaking (C4), 
program evaluation (C5) and finally program integration (C6). The 
relations between the applied criteria are briefly summarized as:

C1. The problem analysis constitutes the base for subsequent interventions in 
identifying the discrepancy between “what is” and some “desired state of 
affairs.” Relative to a given program, a problem can be defined as “some 
predicted condition that will be unsatisfactory without the intervention 
of the program and satisfactory, or at least more acceptable, given the 
program’s intervention” (Deniston, 1972). References on problem 
analysis were applied as the first criterion. Given the presence of 
references on problem analyses, it is assumed that the task was attained.  

C2. Parallel to the reasoning in the previous chapter on the importance of 
considering relevant legislation, the impact of relevant legislation on the 
program design constitutes a central aspect in the program 
implementations. Given the presence of references on the EU 
framework Directive (89/391/EEC), it is assumed that the current 
legislation was considered in the program design. 

C3. In attaining sustainable results, behavioural changes among the 
participants must occur generally. Thus, employee participation should be a 
central subject in program implementation (Stohl & Cheney, 2001). 
Given the presence of references on employee participation, it is assumed 
that the objective was considered in the design.    
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C4. A central alignment of the management is to bring together the elements 
of strategic planning, implementation and management in an ongoing 
and cyclic process (Strickland & Thompson, 1995). Given the presence 
of references on management partaking, it is assumed that the aspect was 
included in the design.

C5. Program evaluation means the determination of the extent to which a 
program achieved one or more of its objectives (Perloff, Perloff & 
Sussna, 1976). Ideally, the evaluation should cover the reasons why the 
program may or may not have achieved its objectives, the relationships 
among variables and program characteristics. Given the presence of 
references on program evaluation, it is assumed that the aspect was 
included in the design.

C6. Integration of program activities is presupposed to be a key to sustainable 
implementation results. The criterion on integration differs in the 
content analysis, since its attainment was inferred on the basis of the 
outcomes of C1-C5. In cases where C1-C5 were categorized as fulfilled, 
the integration criterion was assumed to be attained.  

All criteria were evaluated based on their presence (1) or absence (0) 
in the text of the program report. The content analysis was 
completed on single words and word compounds like phrases. The 
predefined words and sets of single words were counted only once, 
irrespective of how many times they appeared. Two or more 
concepts could be coded as equivalent when they appeared in 
different forms. Cohen’s kappa (Cohen 1960) was applied to 
calculations of interjudge agreement on classifications of attained 
criteria. Three descriptions were coded by an independent rater. The 
reliability of ratings was 85 %. The results from the analysis of 
program implementations are shown in Table 2.1. 
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Table 2.1. The results from the analysis of program implementations 
Program
direction

Activity
category C1 C2 C3 C4 C5 p

1 S Service  1 0 1 0 1 .60 
2 S Manufacturing 1 1 1 0 1 .80 
3 S Manufacturing 1 0 1 1 0 .60 
4 S Health care   1 0 1 0 1 .60 
5 S Health care 1 1 1 1 1 1.00 
6 S Manufacturing 1 0 0 0 0 .20 
7 S Intermediary 1 0 0 0 1 .40 
8 S Intermediary 1 0 1 1 1 .80 
9 S Education 1 0 1 0 0 .40 
10 S Transport 1 0 0 0 0 .20 
11 S Healthcare 0 1 1 0 0 .40 
12 S+B  Intermediary 1 0 0 0 1 .40 
13 B  Intermediary 1 1 0 0 1 .60 
14 B Intermediary 1 0 1 0 1 .60 
15 B Transport 0 1 0 1 0 .40 
16 B Manufacturing 1 1 1 1 0 .80 
17 TH Health care 1 0 1 1 1 .80 
18 TH Health care 1 1 1 1 1 1.00 
19 TH Trade 1 0 1 0 0 .40 
20 TH Transport  1 0 1 0 1 .60 

p .90 .35 .70 .35 .60
Notes: The applied program directions are abbreviated as S, B and TH. The abbreviations refer 
to stress, bullying and threats/harassments. 

In Table 2.1, the results by a horizontal analysis show that two 
programs (5 & 18) attained all criteria of C1-C5. Hence, it is 
assumed that the criterion of integration was attained. Both programs 
were implemented in health care activities. Programs aimed at 
prevention of stress (n=11), attained the criteria with an average 
proportion of .54. Programs aimed at prevention of bullying (n=4), and 
at prevention of threats/harassments at the workplace (n=4), attained 
criteria with an average proportion of .60 and .70, respectively. 
Taken together, these differences indicate that further progress can 
be made independently of the specific program direction. An analysis 
of the columns of Table 2.1 shows that the criterion of problem 
analysis (C1) was attained most frequently (p = .90). The criterion 
covering consideration of relevant legislation (C2) and management
partaking (C5) were attained with an average proportion of .35. 
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Discussion

Integration of program activities is supposed to be the key to 
sustainable implementation. Failure to attend integration of program 
activities often undermines the conditions for maintenance. The 
need for consistent programs cannot be overemphasized. Missing or 
misplaced activities may likely cause any system to underperform. 
The observed proportion of integrated program activities points out 
hindrances for optimal outcomes. Another distinguishing result 
concerns the lack of impact of relevant legislation. The analysis 
indicates that The EU framework Directive (89/391/EEC) was 
taken into consideration in about 35 per cent of the presentations. 
That result appears fragile, since the European Agency is the 
originator of the current review. Given the general ambition to 
outline broad procedures for management of working environment 
conditions, the specific program directions in the current meta-
analysis is of minor importance. The small differences indicate that 
further progress can be made independently of the specific program 
direction. Taken together, this brief review presents no substantial 
results. Still, the analysis provides an indication of what aspects the 
European Agency for Safety and Health at Work accentuated in the 
published material. At the same time, the outcome agrees with the 
complications attached to program implementation, outlined right 
through this chapter.
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3. Design of an action program 

This chapter concentrates on how to design an action program and 
how to arrange the implementation procedure to attain as many valid 
criteria as possible. The design work reintroduces numerous 
substantial criteria addressed in chapter 2.
 Identification of discrepancies between the organizations’ 
existing working environment routines and the systems requirements 
as defined by the Provisions (AFS 2001:1) constituted the starting 
point in the design of the action program. The discrepancy analysis 
revealed disagreements between what the present organizations 
should realize and what the organizations de facto accomplished. 
Simultaneously, the overall objective for the change program was 
established. Modeling constituted the next step in the design of an 
ideal organization. The design of an ideal organization aimed at 
visualizing how to fulfil the requirements in a theoretical and 
practical fashion. The relation between an ideal organization and the 
organizations’ actual states should ideally be summarized in a 
program theory (Mohr, 1995). A program theory serves to outline 
the actions that need to be taken to meet an established objective. It 
is reasonable to assume that a program theory and hypotheses-guided 
interventions in the end can help to improve the implementation 
progress by providing valid data. An underlying assumption in this 
specific case is that the ideal model will circumvent the widespread 
problem of working environment operations coming to a full stop as 
soon as the required documentation is completed (Strangert, 2000). 
It is an indisputable fact that the quality of a working environment 
system is defined by what is being achieved in specific actions. Figure 
3.1 illustrates the ideal model and coordination of activities from an 
overall perspective.
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Figure 3.1. Program coordination from an organizational perspective 
(modified after Strangert, 2000, p.49). 
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The ideal model illustrates an expanded control model. Closer 
examination reveals that the ideal model is constructed from several 
stacked control loops. Some additional characteristics are also found 
in this model. For example, supplementary management levels for 
mutual organizational activities are illustrated. The filled arrows 
illustrate formal information channels for communication. An 
underlying premise is that bottom-up information is fed back to the 
original source (i.e. the core activity). Conversely, low-level 
planning and decision-making supplies the superior management 
levels with detailed pictures of the working environment conditions. 
Based on a simple premise, the employees at the activity-level are 
themselves often best able to identify problems and suggest 
improvements, if they are given the prerequisites, for example 
problem solving skills and support (Steers & Black, 1994). Hence, it 
is assumed that actual opportunities for analysis and group decision-
making may be realized (Kerr & Tindale, 2004). Subsequently, the 
filled arrows illustrate feedback channels, utilized by superior 
management levels to confirm accounted information.
 Another inherent characteristic of the system is the use of 
complementary work methods of investigation. Explicit analysis of 
risk factors at the workplace team meeting (WPTM) constitutes the 
central method. Additional work methods are employee interviews 
and questionnaires. Whether the participants have the motivation, 
capacity and opportunity to carry out risk analyses according to the 
given standard operating procedures is a central issue. Whether the 
overall organization holds the prerequisites to adapt the system is 
another central question. The outlined arrangement provides for the 
requirements of the Provisions and supervising authorities, 
simultaneously as the system provides additional spin-off effects.  
 Since it is an important goal in upholding democratic 
principles in group communication and decision-making, it is 
assumed that the outlined operations will strengthen the occupational 
role and responsibility of the first line managers. Chairing a meeting 
on working environment issues may well enhance the manager’s self-
confidence and strengthen the managerial role. If the standard 
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operating procedures of meetings and monitoring of organizational 
activities become accepted by superior management, the main reason 
for role conflict may be eliminated. How the staff participates in risk 
assessments can facilitate involvement and commitment in the core 
activities, which could be an apparent example of a positive spin-off 
effect. These questions are not further analyzed, but remain as 
reasonable hypotheses. 

Design of standard operating procedures for risk 
assessment

Various types of risk analysis are applied to many sectors, such as 
transport, construction, energy, chemical processing, aerospace, the 
military and to project planning and financial management. In many 
of these areas, risk analysis techniques are applied to demonstrate the 
need of further development and claims for safety (Bedford & 
Cooke, 2001). The need of risk analysis as a tool for estimating 
exposure to risks in the daily activities appears to be of growing 
concern. In the literature on risk assessment, the conception is used 
in many ways. For example, a hazard is considered as a source of 
danger, but the concept does not contain any notion of the 
likelihood with which the danger will have an impact on people or 
the environment. It is often uncertain whether a hazard will lead to 
negative consequences. Kaplan and Garrick (1981) argue that 
uncertainty can be qualified by probability.  
 Wickens (1992) defines a risk in terms of “taking an action 
whose outcome is uncertain and whose different possible 
consequences may have different values or costs to the individual.” It 
is reasonable to assume that different types of risk factors put different 
demands on how procedures for risk analysis should be designed. To 
develop procedures for risk analysis within “new” areas, 
identification of common features becomes central. Reason (1990) 
presents Probabilistic Risk Assessment (PRA) as a method for 
identification of potential risks. The method also renders it possible 
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to analyze and estimate the overall risks of a system and prevention 
of the given risks. The course of action for PRA is described as:

i. Identify the sources of a potential hazard. 
ii. Identify the initiating events that could lead to this hazard. 
iii. Establish the possible sequence that could follow from various 

initiating events using event trees. 
iv. Quantify each event sequence. This involves data or judgment 

about two things: (i) the frequency of the initiating event, and (ii) 
the probability of failure on demand of the relevant safety 
systems. 

v. Determine the overall plant risk. This will be a function of the 
frequency of all possible accident sequences and their 
consequences. 

The general features that the structure of communication includes 
make PRA a generally applicable method. This suggests that the 
method can be applied in diverse activities. PRA is primary a 
method that has been designed for analysis of risk factors within the 
process and industrial estate. PRA includes several features that 
recover in the standard operating procedures for risk assessment, 
applied in the recent studies. In both cases, the risk analysis is 
structured in terms of both cause and effect. In PRA, the analysis is 
accomplished in three phases (1) identification of risk factors (X), (2) 
identification of the initiating events that could lead to the risk (B) 
and (3) analysis of possible consequences that could follow from 
various initiating events (Y). The same reasoning applies to our 
recent method of risk analysis together with the participants’ free 
choice to determine where to start the identification:  

X Y or B X Y

According to the same principle, the analysis of consequences can be 
further developed:
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X Y or X Y1, Y2, …, Yn

Regarding estimations of risks, PRA mainly concerns estimations of 
the probability that a certain risk (X) shall be initiated and lead to 
system consequences (Y). The same principle was applied in the 
designed method of risk analysis. As an extra feature, elements of 
needs assessment are included. The needs assessment is included in 
the design to grasp the participants’ understanding of costs associated 
with specific measures. The absence of need assessment in PRA is 
reasonable: the more complex and automatic design of a system, the 
harder it is for actors to see through it – a condition that complicates 
the use of probability estimation and needs assessment.  
 A common problem with risk analyses that includes 
probability estimation is that the statistics of incidents and accidents 
often does not exist. This implies that actors in many situations have 
to estimate probability values in a subjective manner. Human limits 
in inference and estimation are well-documented (Wickens, 1992; 
Reason, 1997; Ashcraft, 1998; Goldstein & Hogarth, 1997). 
However, subjective estimations can be aided by use of common 
scales. By defining the range of the scale in a normative manner, the 
scale can be used as a helpful instrument during risk analysis. Despite 
the built-in sources of error that subjective estimations involve, the 
advantages of the design may outweigh its disadvantages.  
 The starting point for risk analysis in this action program was 
left non-specified. The participants were given the opportunity to 
decide as a group at which level to start the analysis. An example of a 
cause and effect reasoning could be problems due to shortage of staff 
(X) resulting in increased workload (Y). Throughout the meeting, 
the first line manager was given instructions to follow-up identified 
risk factors by questioning. On occasions when the participant 
disregarded or for some reason omitted a phase in the analysis, the 
first line manager was told to repeat the question and request further 
consideration. Figure 3.2 illustrates the applied structure for risk 
analyses at the WPTM.  
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Summary of risk factors

Judgment of risks *

Probability/Consequence

Measures

Resources

Professional categories

A B C

* Judgment
of risks

P/C Measures Time/resp. Resources

* Judgment of risks  Probability (P)
1. Low
2. Fairly high
3. High

Consequence (C)
1. Less serious
2. Serious
3. Very serious

Figure 3.2. The applied structure for risk analysis at the WPTM. 

The participants were instructed to accomplish structured judgments 
of risks. Identified and analyzed risk factors constituted a basis for that 
activity. The judgment of risk factors was a numeric estimation of 
the probability of a certain outcome, together with the consequence 
of an eventual occurrence. The estimations were made on three-
grade scales. Estimations of probability were accomplished on a scale 
ranging from low to high. Estimation of consequences was 
accomplished on a scale ranging from less serious to very serious. 
Following that, the participants were instructed to conduct planning 
of measures. The planning was partitioned into binary categories: 
measures completed by means of the unit’s resources and/or by 
means of measures presupposing additional resources. The 
partitioning was not mutually exclusive, since the current measures, 
under certain circumstances, could require both own and additional 
resources. In connection with the planning of measures the 
participants were informed to appoint an agent responsible for the 
realization of established measures. A time limit was established for 



44

each incorporated measure. The planning of measures concluded 
with (i) an action plan for the unit of work, and (ii) a project report 
back to the executive board via the head manager of elderly care.

The implementation procedure 

The implementation of the action program was carried out in 
accordance with the core elements of action research (cf. Clark, 
1972). The first outcome of an action research process is to solve the 
real-life problems at hand (Checkland & Holwell, 1997). This 
implies conjunction of three elements; research, action and 
participation (Greenwood & Levin, 1998). These elements are 
typically subdivided by the kinds of topics they deal with, for 
example, changes within organizations or economic development, 
just to mention a few. The impact of general systems theory in 
action research becomes clear by its context considerations and 
orientation towards real-life problems. The core of general systems 
theory covers a set of holistic concepts about the way organizations 
are structured (Greenwood & Levin, 1998).
 The current program was implemented within the framework 
of an in-service training program for organizations of municipal care 
of elderly. A series of training sessions initiated the program. Staff 
from the Communication Research Unit at Umeå University guided 
the participants during the training sessions. The objective of the 
opening training sessions was to develop routines for risk assessments, 
follow-up and preventive measures of working environment 
conditions. The applied interventions emphasized that the first line 
managers together with the staff should take an active part in the 
development of the activity-based system for management of the 
conditions. The executive board informed the first line managers via 
the head manager of elderly care, which initiated the application. 
The implementation activities are shown in Figure 3.3. 
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Figure 3.3. A model of the implementation procedure.  

In agreement with Figure 3.3, the first line manager initiated the 
process by giving the staff an account of the objectives of the action 
program. For instance, the first line managers were given posters 
designed in accordance with the model shown in Figure 3.1. The 
applied posters aimed at illustrating the overall activity system. The 
first line manager was instructed to give general descriptions of the 
operating procedures for risk assessment at the WPTM. Next, the 
staffs were given the task to make an inventory of risk factors at the 
unit of work. As a guiding principle, the staffs were instructed to 
inquire into the working environment for deficiencies and 
incongruities. As an aid in the inventory phase, the first line manager 
was advised to supply a crib with illustrating examples of established 
stipulations of risk factors and consequences.  
 The crib was applied to create a homogenous terminology in 
the process. After that, the first line manager was informed to 
categorize identified risk factors according to general categories such 
as psychosocial, organizational, physical and ergonomic factors. The 
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staffs were given the possibility to carry out the inventory of risk 
factors in private or collectively, as well as the alternative to report 
the identified risk factors in writing or verbally. The first line 
manager was instructed to guide his/her staff throughout in the 
inventory process. The first line managers were given instructions 
either to summarize identified risk factors in advance or during the 
WPTM.
 At the meetings, the first line manager occupied the role of 
chairperson and acted by addressing the word and written 
annotations. The participants were given the opportunity to conduct 
additional inventories of risk factors. After that, the participants had 
to complete risk analyses in two phases, (i) through a “horizontal 
analysis” of common consequences from single risk factors, and (ii) 
to complete “vertical analyses” for each professional category. In 
connection with the vertical analysis, inquiries into the entire 
professional category could be conducted by considering the total 
working situation.

Comparative methods in assessments of program 
effects

The defining characteristic of a program theory is to explain and 
predict a pre-defined phenomenon by specifying relations among 
variables. The explanation of intervention impact or the lack thereof, 
requires some theory about the way the interventions are presumed 
to bring out intended outcomes. To meet that objective, the 
program theory also serves as a framework for organizing and 
interpreting information. In program theory, a comparative structure 
presupposes replications of the same study and comparisons of 
descriptions of the same cases (Yin, 1994). To be able to conduct 
systematic comparisons of cases, design of normative models 
constitutes one method at hand. Other variants of the comparative 
approach are possible, but in the following studies, the comparisons 
are based on normative models. After establishing a normative 
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model, the replications make it possible to inquire into the degree to 
which the observations fit each normative model. This also implies 
that the deviations from the models can be described and analyzed 
from different points of view and with different descriptive models.
 Designs not including structured pre-tests generally benefits 
from application of subobjective analysis. In this context, the taken 
interventions constitute the hypothesized cause for the observed 
outcomes. The outcomes are then measured by evaluation of 
multiple subobjectives. The current program design operates by 
generating a strong basis for assessment of subobjectives, rather than 
by provision of a statistical basis for the assessment (Mohr, 1995). 
Some results might represent the possibility that both the treatment-
subobjective (T-S) and subobjective-outcome (S-Y) link is strong, 
and that the treatment-outcome (T-Y) is strong. This does not 
necessarily prove the program theory to be correct (i.e., the 
treatment had a casual impact on the outcome). Rather, this suggests 
that inserting the subobjectives into the analysis and obtaining such 
results does increase the internal validity, since three relations are 
better from the standpoint of inferred causality than knowing the T-
Y relation alone. In other words, the applied method operates by 
inserting measured subobjectives between T and Y, increasing the 
confidence in the causality of the T-Y relation by decomposing it 
into two chained casual links.

Behavioural prerequisites

The design of the organizational interventions was based upon the 
premise that there is a practical potential for the participants to 
acquire elementary and necessary knowledge and skills in training 
sessions, and later apply that knowledge in day-to-day activities. For 
this to be possible, the participants have to provide energy to see 
both the need and the program ideas applied to meet that need. 
Acquirement of a new model of behaviour and changes of patterns 
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of behaviour is a complex process that in most cases presupposes a 
certain amount of motivation to change.  

Motivation 
Motivation is generally conceptualized as the direction, effort, 
intensity, and persistence that participants apply to learning-oriented 
activities before, during, and after training (Tannenbaum & Yukl, 
1992). To specify the meaning of the conception, motivation 
involves psychological processes that cause direction and persistence 
of behaviour (Latham & Pinder, 2005). Persistence focuses on the 
time and effort that individuals invest, and direction refers to 
behaviour in which the investment of time and effort are made. In 
this sense, motivation is reflected both in the choice of behaviour 
that individuals decide to engage into and the amount of effort 
devoted to behaviour. In this context, motivation is considered as 
one subobjective that needs to be attained. Motivation alone is 
however an insufficient component. 

Capacity
An additional subobjective is the participants’ capacity to perform 
(Jewell & Siegall, 1990). Capacity includes relevant physical, 
psychological, knowledge and skill variables such as education, 
energy and ability. Whether the participants hold those 
characteristics are seen as a second prerequisite that needs to be 
attained.

Opportunity
In a specific sense, and in contrast to the other constructs, an 
opportunity is most instantly recognizable and opens to observations 
in a direct manner. Opportunities apply to the participants’ practical 
possibilities to take action and perform according to the program 
ideas. For this to occur, a single circumstance or combinations of 
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circumstances need to exist. Hence, opportunities refer to contextual 
and organizational conditions for the participants to operate and 
contribute in the project activities. As an example, opportunities 
pertain to the environmental conditions to which the participant 
shall transfer and apply the acquired skills. Blumberg and Pringle 
(1982) propose an equation to combine the subobjectives of 
motivation (M), capacity (C), and opportunity (O) to produce 
individual performance (P): P = ƒ (M x C x O). 
 The equation indicates that the variables are assumed to 
interact multiplicatively. That in turn implies that each component 
must be attained for performance to occur at all. It is a basic 
assumption that the variables must be attained to produce 
performance, regardless of what specific task being analyzed. 
Although the idea is simple, it still captures the essence of necessary 
behaviour prerequisites that need to be attained in the project 
activities. Parenthetically, the model does not take a position on how 
to proceed in situations where the M-component has an entrance 
value equal to zero, i.e., how to alter that severe state. However, the 
model constitutes the frame of reference for the requirement analysis, 
which is an examination of the details that must be attained for the 
implementation to function. The subobjectives apply to three levels 
of analysis – an individual level, a group level and an organizational 
level of analysis through the representants of the executive board.  

Complementary levels of analysis

The construct of motivation bears obvious references to an 
individual level of analysis, since it is necessary for the first line 
managers to maintain relevant knowledge and skills for operation at 
the WPTM. Besides that, the first line manager needs to provide 
knowledge regarding the inherent characteristics of the 
complementary methods of investigation (i.e., the employee 
interview and the questionnaire). The construct of capacity also 
applies to an individual level of analysis, where it is of critical 
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importance that the first line manager holds the capacity to perform a 
number of tasks, for example how to supervise the risk assessments. 
Opportunities refer to practical circumstances like for example 
available assistance tools and prepared meeting settings. 
 The construct of motivation applies to a group level of 
analysis, where foci are on the staffs’ performance. The staffs need to 
experience a certain degree of motivation to participate in the 
project activities. At a specific WPTM, motivation and commitment 
of the participants has decisive bearing for the characteristics of the 
meeting. The construct of capacity applies to the group level of 
analysis, where it is of crucial importance for the staff to have 
capacity to complete various types of tasks in the action program. 
Opportunities refer to practical circumstances such as time and space 
for the meeting to take place. 
 At an organizational level the construct of motivation applies 
to the executive boards’ willingness to apply the gathered 
information about the working environment. As the ideal model 
suggests, the board should apply the information as a basis for 
working environment analysis and overall decision-making. At an 
organizational level the construct of capacity refers to the capabilities 
of the executive board representants to apply the gathered 
information in practice, for example, as a basis for planning and 
decision-making. The construct of opportunities refers to the actual 
possibilities for the participants to perform. The executive boards’ 
possibilities to utilize information sent from the work unit level is 
one such example. Notable is that the representants, in a specific 
sense, act in the role of the “overall organization.” In addition, there 
are several far-reaching dependencies between the applied levels of 
analysis – several relations between the constructs of motivation, 
capacity and opportunities are assumed to subsist. In the same way as 
the subobjectives are seen as accumulative, the levels of analysis are 
seen as interrelated in various combinations. For evaluation of 
intervention effects and inquiries into the organizations’ prerequisites 
to operate the activity-based system, the theoretical framework 
constitutes a foundation. 
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 The research strategy applied in the studies presented in this 
thesis match the specified procedures for case study research (Yin, 
1994). According to Yin, the case study implies empirical inquiries 
into contemporary phenomenon in real-life settings. The approach 
appears beneficial when the boundaries between some substantial 
phenomena and contextual factors are indistinct. More interesting, 
Yin emphasize that the case study inquiry copes with the technically 
distinctive situation in which there will be many more variables of 
interest than data points. As a result, the researcher has to rely on 
multiple sources of evidence, with data needed to converge in a 
triangulating manner. In that, the researcher benefits from theoretical 
propositions for directions in the collection and analysis of data. The 
next chapter concentrates on the empirical implementation of the 
designed action program. This includes both structured procedure 
instructions and an ensuing evaluation.





 53

4. Implementation of workplace 
team meetings

The implementation of the WPTM-interventions included both an
instruction phase and a structured evaluation of the participants’ 
prerequisites to perform according to the standard operating 
procedures embedded in the action program.

The instruction phase 

The action program, summarized in chapter 3, was implemented 
within the framework of an in-service training program for 
organizations of municipal care of elderly. The program was initiated 
by a series of training sessions. The training sessions aimed at 
developing routines for risk assessments, follow-up and preventive 
measures of working environment conditions. The first line manager 
was instructed to give the staff an account of the program objectives, 
including a general description of the standard operating procedures 
for risk assessment at the WPTM. The staffs were given the task to 
perform an inventory of risk factors at the unit of work. As an aid in 
the inventory phase, the first line manager was advised to supply a 
crib with illustrating examples of established stipulations of risk 
factors and consequences. The crib was applied to engender a 
homogenous terminology in the process. After that, the first line 
manager was instructed arrange identified risk factors into categories 
such as psychosocial, organizational, physical and ergonomic factors. The 
staffs were given the possibility to complete the inventory of risk 
factors in private or collectively, as well as the alternative to report 
the identified risk factors in writing or verbally. The first line 
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managers were instructed to guide the staff all through the inventory 
process.
 At the WPTM, the first line manager occupied the role of 
chairperson and was instructed to address the word and mark 
annotations. The participants were given the opportunity to conduct 
additional inventories of risk factors. The participants had to 
complete risk analyses in two phases, (i) through a horizontal analysis
of common consequences from single risk factors, and (ii) through 
complete vertical analyses for each professional category. In 
connection with the vertical analysis, inquiries into the entire 
professional category could be conducted by considering the total 
working situation. The judgment of risk factors was arranged 
according to numeric estimation of the probability of a certain 
outcome, together with the consequence of an eventual occurrence. 
The estimations were conducted on three-grade scales. After that, 
the participants were instructed to conduct planning of measures. In 
connection with the planning of measures, the participants were 
informed to appoint an agent responsible for the realization of 
measures. A time limit was established for each incorporated 
measure. The planning of measures concluded with (i) an action plan 
for the unit of work, and (ii) a project report back to the executive 
board via the head manager of elderly care.  

The evaluation phase 

The participants’ prerequisites to apply risk assessments at the 
WTPM are the centre of this evaluation. A common characteristic 
for many approaches to program implementation is that the nature of 
basic underlying mechanisms is unobservable (i.e., specific relations 
between cause and effect remain unknown), consistent with 
traditional stimulus-response models. In this case, the underlying 
mechanisms were inquired into by means of a basic structure for 
interventions (T), subobjectives (S) and outcomes of interest (Y). 
The symbol T (treatment) refers to activities within the framework 
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of the training program. Well-organized risk assessments at WPTMs 
constitute the outcome of interest (Y). The conception of “well-
organized” is specified by means of multiple subobjectives (S), e.g., 
meeting distinctness and content significance. Subobjectives refer to 
specialized instruments for fulfilment of further outcomes within a 
program. The attainment of S is seen as contingent on the 
participants’ motivation (M), capacity (C) and opportunity (O) to 
perform according to structure at the WPTM. Inversely, it is 
assumed that if necessary components of M, C and O are attained, 
the behaviour of Y will follow.
 As a complement to the aspects of structure, the evaluation 
also focussed on aspects of content. In the evaluation of contents, the 
risks were categorized according to a system based on the Swedish 
Work Environment Authority’s classification system (Marklund, 
1996). A problematic issue is that the categories of risks are largely 
interrelated and a variety of interacting causes appears as 
consequences. Taken together, the aspects of structure and content 
are complementary, since understanding the structure of meetings 
constitutes one prerequisite for effective argumentation on significant 
content. The classification system contained risks to be analyzed at 
the WPTM. It is reasonable to assume that some risks are frequent, 
while other factors of a more sensitive character rarely or never 
appear in meeting contexts. For the participants to be able to 
examine the risks and its consequences, several critical subobjectives 
regarding motivation, capacity and opportunity need to be attended. 
By means of observations, interviews and performance appraisals, the 
overall objective of the study was to evaluate to what extent 
necessary preconditions of the in-service training program were 
attained.
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Method

An embedded multiple-case study design with independent inquiries 
at different workplaces was applied. Multiple cases were considered 
and replication logic was followed (cf. Yin, 1994). Data collection 
was conducted by participant observation of WPTMs and appraisals 
of the participants’ performance at meetings in the field. Added to 
that, interviews with first line managers were conducted.  

Participants
Three organizations of municipal care of elderly were studied. The 
organizations for the care of elderly included several specific types of 
care functions, carried out at nursing homes, dementia homes, service flats 
and home-help service. The three municipalities included twenty-eight 
work units. At each unit, approximately ten members of the staff 
participated, thus, in total there were about 280 participants. The 
participants were nurses, nursing assistants, rehabilitation staff and first 
line managers. The sample of WPTMs was accomplished exclusively 
in the light of the units’ practical possibilities to participate by 
coordinating the staff and carry out the project activities. Through 
the assistance of the first line managers, a similar practical procedure 
was applied in the sampling of personnel that participated at the 
WPTMs. In all contacts, the participants were informed about the 
purpose of the tasks and the observer’s assurance of confidentiality. 

Instrument  
The definition of risk applied in this context relate to (i) what can 
happen, (ii) the likelihood that something happens and (iii) the 
consequences of a given event. The conception of risk is defined as a 
set of scenarios Si, each of which has a probability pi and a 
consequence Ci. The method of risk analysis permitted identification 
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and quantification of scenarios, probabilities and consequences. The 
applied observation schedule is shown in Figure 4.1.  

Summary of risk factors

Judgment of risks *

Probability/Consequence

Measures

Resources

Professional categories

A B C

* Judgment
of risks

P/C Measures Time/resp. Resources

* Judgment of risks  Probability (P)
1. Low
2. Fairly high
3. High

Consequence (C)
1. Less serious
2. Serious
3. Very serious

Figure 4.1. Form for observations at the WPTM. 

The form for observation in Figure 4.1 was applied at the WPTM. 
As the meeting proceeded, the form was filled in by the observer. 
After the meeting, performance appraisals were carried out regarding 
(i) the first line managers’ performance in attaining distinctive and 
significant meeting phases and (ii) the staff’s performance regarding 
motivation and capacity to take part in the WPTM. The appraisals 
were carried out on the three-grade scale, shown in Figure 4.2.  
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Structure

Content

Performance

Distinctness

Significance

Motivation

Capacity

No distinct
phases

0

Distinct
phases

2

Insignificant
content

0

Significant
content

2

Low
motivation

0

High
motivation

2

Low
capacity

0

High
capacity

2

1

1

1

1

Figure 4.2. Scale for performance appraisals at the WPTM. 

In Figure 4.2, appraisals of 1 stand for normal or acceptable 
standards. Appraisals of 2 and 0 signify positive respective negative 
deviations from that standard. Regarding reliability of ratings, 
Cohen’s kappa (Cohen, 1960) was used to estimate the interjudge 
agreement. In training situations, the agreement was 91 % and in real 
settings in the order of 83 %. A rule of thumb is that range from .6 
to .8 indicates substantial agreement (Landis and Koch, 1977). 
Standardized interviews (Brenner, 1981) with the first line managers 
were structured towards aspects of achieved WPTMs. The 
interviews covered inquiry into the manager’s perception of the 
program objectives. Moreover, the interview schedule contained a 
contingency for managers to estimate the individual performance as 
well as collective staff achievements. A detailed description of the 
instrument application is given in the content analysis.   

Procedure
During WPTMs, the observation schedule was filled in by the 
observer. In cases where the first line manager authorized recordings 
of the session, a tape recorder was used to register the course of 
events. The use of a recording device made it possible to perform 
subsequent reliability checks. Members from the research unit 
participated as observers during the WPTM. Among those persons, 



 59

the author was included. The role of the observer was characterized 
as passive, since he did not verbally intervene in the communication 
and activity patterns. The acting of the observer was in the first place 
motivated by systematic registration of the participants’ 
communicative behaviour. The number of participants during 
meetings varied between 5 and 15. The time consumed varied 
between 30 and 70 minutes.  
 After the WPTM, the first line manager’s form was copied for 
reviews of congruence and comparison with the observer’s form. 
Appraisal of the participants’ performance was executed in private by 
the observer. Interviews were accomplished in private conversation 
with the first line managers whose answers were registered in 
writings and by means of recorder. In connection with the 
interview, the first line managers were informed about the purpose 
of the task and the assurance of integrity and confidentiality (cf. 
informed consent in Cook & Campbell, 1979).

Content analysis
The study contains data from observed WPTMs and performance 
appraisals and standardized interviews. A qualitative approach was 
applied for inferences from data. The analysis covered both structure 
and content. These aspects are complementary, since understanding 
of the meeting structure constitutes a prerequisite for effective 
reasoning of a relevant content. As a frame of reference for structural 
analysis three subobjectives were applied; motivation, capacity and 
opportunity. The subobjectives constituted a foundation for 
inferences about the participants’ prerequisites to perform according 
to the structure of the meeting. Performance appraisals were carried 
out regarding the staff’s motivation and capacity to operate according 
to the structure of the meeting and to carry out, for example, 
judgment of risk factors and planning of measures. The scales of 
distinctness and content significance refer to the first line manager’s 
capacity and motivation to chair at the meeting. After the WPTM, 
interviews with first line managers were conducted. The data 
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consisted of verbal utterances concerning the staff’s opportunity to 
operate according to the meeting structure and carry out inventory 
of risks. Each item in the interview schedule constituted an indicator 
of subobjective attainment (Silverman, 2000; 2001). Since more than 
one indicator was used for each variable, reference indicators were 
applied and served across all the compared municipalities and 
situations. An extensive review of the use of reference indicators is 
given in Blalock (1982; 1985). 

Results

Structural analysis of WPTMs

Observed WPTMs, accomplished performance appraisals and 
interviews, constitute the foundation for the following results. 
Throughout the presentation, 1 indicates that the participants 
accomplished the task in question, 0 indicates that the participants for 
some reason relinquished to meet stated subobjectives. Each first line 
manager is abbreviated as M. The first part of the results covers the 
aspects of meeting structure. The following presentations pertain to 
the aspect of content. Table 4.1 summarizes the WPTMs in 
municipality A.

Observations in A. Observations of WPTMs in MA show that the 
number of analyzed risk factors varied between three and eight. 
Observations of judgments of risk factors show that complete 
horizontal analyses were carried out at each WPTM (p=1.00). The 
result indicates that the participants maintained necessary capacity to 
perform the horizontal analyses. Regarding vertical analyses for given 
professional categories, more dispersion appears. In half the cases 
(p=.50) vertical analyses were completed. That indicates that the 
participants comprehended the structure and managed to apply it in 
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the meeting context. That in turn is seen as an indicator of sufficient 
capacity to perform the vertical analyses. The results regarding 
planning of measures (i.e., stipulation and means test) show that the 
participants at each observed WPTM managed to complete the tasks 
(p=1.00), which in turn indicates capacity to carry out planning of 
measures. Regarding the sum of stipulated measures in relation to the 
total number of identified risk factors, p=.67, congruence appeared 
between the sums of identified risks and stipulated measures. The 
fulfilment of the given structure indicates sufficient capacity to 
perform the task. In total, a majority of observed criteria (p=.87) was 
attained.

Table 4.1. The results of the WPTMs in Municipality A 
Observation  M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12

Number of identified 
risks 

5 7 3 4 4 6 8 6 6 6 5 4 

Horizontal analysis  1 1 1 1 1 1 1 1 1 1 1 1 

Vertical analysis  1 1 1 0 0 1 1 0 0 0 1 0 

Stipulation of  
measures

1 1 1 1 1 1 1 1 1 1 1 1 

Means test 1 1 1 1 1 1 1 1 1 1 1 1 

Measures equal to 
identified risks 

1  1  1  1  1  1  1  1  0  1  0  1  

Performance appraisals* M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12

Structure distinctness  2 2 1 2 1 2 1 2 2 1 1 1 
Content significance 2 2 1 2 1 2 1 2 2 1 1 1 
Staff’s motivation 2 2 1 2 1 2 1 1 2 1 2 1 
Staff’s capacity 1 2 1 2 1 2 1 1 2 1 1 1 
Notes: * Ratings accomplished by means of the three-grade scale presented in Figure 4.2.  

Interviews M1 M2 M3 M4 M5 M6 M7 M8 M9

Informing the staff about the project ideas 1 1 1 1 1 1 1 1 1 
By means of posters, cribs and forms 1 1 1 0 1 1 0 1 1 
Supervising the staff in the inventories 0 0 1 0 0 0 0 0 1 
Compilation of risks prior to the meeting 1 1 1 1 0 0 0 0 0 
Estimations* of the staff’s motivation 2 2 2 2 2 2 2 2 2 
Estimations* of the staff’s capacity 1 1 1 1 1 2 2 2 2 

Notes: * Verbal estimations translated into the three-grade scale presented in Figure 4.2. 
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Performance appraisals in A. Performance appraisals on structure
distinctness show that the managers received mean ratings of 1.5. The 
same pattern of ratings applies to the aspect of content significance. The 
results indicate that the managers occupied the capacity and 
motivation to maintain a distinctive structure and significant content 
during observed WPTMs. Performance appraisals of the staff’s
motivation to perform, show a mean rating of 1.5. The result indicates 
that the staffs were motivated to perform at the WPTMs. 
Performance appraisals concerning the staff’s capacity to perform, 
show a mean rating of 1.33. Taken together, that indicates that the 
staffs pursued the motivation and capacity to perform.

Interviews in A. The results from the interviews show that each 
first line manager mentioned that they, prior to the WPTM, informed
the staff about the activity-based project ideas (p=1.00). That result 
indicates that the participants have had the opportunity to participate 
and carry out WPTMs according to the given structure. A majority 
of the managers mentioned the use of means (i.e., posters, cribs and 
forms) in association to the inventory of risks (p=.77). That result 
indicates that the subobjective of opportunity was attained. 
Pertaining to the task of supervising and supporting the staff in the 
inventory process, few (p=.22) reported that the task had been 
completed. That result indicates that prerequisites of opportunities 
were left unattained. Less than half of the cases (p=.44) reported that 
they compiled data prior to the WPTM. The result indicates that the 
subobjective of opportunity quite often was left unattained. In all, 
p=.61 of the criteria was attained in the interview. The managers’ 
estimations of the staff’s motivation showed an average rating of 2.0. 
The managers’ estimations of the staff’s capacity showed an average 
rating of 1.33. Taken together, the result profile indicates that the 
managers largely considered that the groups were motivated and 
capable to perform at the WPTMs.
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Observations in B. Table 4.2 summarizes the WPTMs in 
municipality B. 

Table 4.2. The results of the WPTMs in Municipality B
Observation  M1 M2 M3 M4 M5

Number of identified risks 1 12 6 5 4 
Horizontal analysis  1 1 1 1 1 
Vertical analysis  0 1 0 0 1 
Stipulation of measures 1 1 1 1 1 
Means test 1 1 1 1 1 
Measures equal to identified risks 1  0  0  1  1  

Performance appraisals* M1 M2 M3 M5

Structure distinctness  1 2 2 2 
Content significance 1 2 1 2 
Staff’s motivation 2 1 2 2 
Staff’s capacity 2 1 1 2 
Notes: * Ratings accomplished by means of the three-grade scale presented in Figure 4.2. 

Interviews M2 M3 M5

Informing the staff about the project ideas 1 1 1 
By means of posters, cribs and forms 1 0 1 
Supervising the staff in the inventories 0 0 0 
Compilation of risks prior to the meeting 0 0 0 
Estimations* of the staff’s motivation  2 0 2 
Estimations* of the staff’s capacity 2 1 1 

Notes: * Verbal estimations translated into the three-grade scale presented in Figure 4.2. 

The results from observations of WPTMs in MB show that the 
number of analyzed risk factors varied between one and twelve. The 
results from observations of judgment of risk factors show that 
complete horizontal analyses were carried out at each WPTM 
(p=1.00). The result indicates that the participants maintained 
necessary capacity to perform the horizontal analyses. Regarding 
vertical analyses for given professional categories more dispersion 
appeared (p=.40). That indicates that a minority of the participants 
had comprehended the structure and managed to apply the structure 
in the meeting context. That indicates that the participants in general 
lacked necessary capacity to carry out the tasks in question. 
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Observations of planning of measures (i.e., stipulation and means test),
showed that participants, at all meetings, managed to complete the 
activities (p=1.00), which indicate sufficient capacity to perform the 
planning of measures. Regarding the sum of stipulated measures in 
congruence to the number of identified risk factors, .60 attained the 
criterion. In all, p=.80 of the observed criteria was categorized as 
attained.

Performance appraisals in B. Performance appraisals on structure
distinctness show that the managers on average received ratings of 
1.75. Performance appraisals on content significance show that the 
managers received mean ratings of 1.50. Taken together, results from 
observer’s ratings indicate that the managers had the capacity and 
motivation to maintain a distinctive structure and significant content 
during observed WPTMs. Performance appraisals on the staff’s
motivation to perform shows a mean rating of 1.75. Performance 
appraisals on the staff’s capacity to perform show an average rating of 
1.50. Taken together, results from observer’s ratings indicate that 
participants in general were acting in a motivated and competent 
manner during observed WPTMs. 

Interviews in B. The results from the interviews show that each 
first line manager declared that they informed the staff about the activity-
based project ideas prior to the WPTMs (p=1.00). The result indicates 
that the staffs have had the opportunity to participate and perform at 
WPTMs according to the given structure. A majority mentioned the 
use of posters, cribs and forms in association to the inventory of risk 
factors (p=.67). The result indicates that the subobjective of 
opportunity is attained. Pertaining to supervision and support in the 
inventory process, none of the managers mentioned that they had 
completed the task of guiding the staff in the inventory process 
(p=.00). The result indicates that the subobjective of opportunity 
was left unattained. The same result applies to the compilation of 
data, since none of the managers mentioned that they put together 
data prior to the WPTM (p=.00). Likewise, the results indicate that 
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the subobjective of opportunity was unattained. In all, p=.42 of the 
criteria was attained in the interview. The managers’ estimations of 
the staff’s motivation show an average rating of 1.33. The managers’ 
estimations of the staff’s capacity show an average rating of 1.33. 
Taken together, the result profile indicates that the managers largely 
experienced the staff as motivated and maintaining the capacity to 
perform according to the given structure.

Observations in C. Table 4.3 summarizes the WPTMs in MC.

Table 4.3. The results of the WPTMs in Municipality C
Observation  M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11

Number of identified risks 3 5 4 6 5 4 4 2 2 4 3 
Horizontal analysis  1 1 1 1 1 1 1 1 1 1 1 
Vertical analysis  0 1 0 0 0 0 1 0 1 1 0 
Stipulation of measures 1 1 1 1 1 1 1 1 1 1 1 
Means test 1 1 1 1 1 1 1 1 1 1 1 
Measures equal to identified 
risks 

1  0 0 1  1  1  1  0 0 1  1 

Performance appraisals* M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11

Structure distinctness  1 2 0 2 2 2 2 1 2 1 2 
Content significance 1 2 1 2 1 1 2 1 2 1 2 
Staff’s motivation 1 2 1 1 0 2 1 1 1 1 1 
Staff’s capacity 1 1 1 1 1 1 1 1 1 1 1 
Notes: * Ratings accomplished by means of the three-grade scale presented in Figure 4.2. 

Interviews M2 M3 M6 M7 M8

Informing the staff about the project ideas 1 1 1 1 1 
By means of posters, cribs and forms 1 1 1 0 0 
Supervising the staff in the inventories 1 1 0 0 0 
Compilation of risks prior to the meeting 0 0 0 0 0 
Estimations* of the staff’s motivation 2 2 2 1 1 
Estimations* of the staff’s capacity 2 2 2 1 2 
Notes: * Verbal estimations translated into the three-grade scale presented in Figure 4.2. 

Table 4.3 shows that the number of analyzed risk factors varied 
between two and six. Observations regarding judgment of risk 
factors show that complete horizontal analyses were carried out at each 
WPTM (p=1.00). The result indicates that the participant has 
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occupied necessary capacity to perform horizontal analyses. Vertical
analyses were completed in p=.36. That indicates that the participants 
lacked sufficient capacity to perform the vertical analyses. The results 
concerning planning of measures show that the participants at all 
meetings managed to complete the stipulation and means test (p=1.00),
which in turn indicates necessary capacity to perform planning of 
measures. Regarding the sum of stipulated measures in congruence to the 
number of identified risk factors, .64 attained the criterion. In all, p=.80 
of the observed criteria was categorized as attained.

Performance appraisals in C. Performance appraisals on structure
distinctness show that the managers on average received ratings of 
1.55. Performance appraisals on content significance show that the 
managers on average received ratings of 1.45. In summary, the results 
indicate that the managers had the capacity and motivation to 
maintain a distinctive structure and significant content during 
WPTMs. Performance appraisals on the staff’s motivation to perform 
shows an average rating of 1.09. Performance appraisals on the staff’s 
capacity to perform show an average rating of 1.00. Taken together, 
the results from observer’s ratings indicate that the participants in 
general performed in a motivated and competent manner. 

Interviews in C. Accomplished interviews show that each manager 
communicated that they informed the staff about the activity-based project 
ideas prior to the WPTM (p=1.00). The results indicate that the groups 
have had the opportunity to participate and carry out WPTMs 
according to the given structure. Half of the managers mentioned the 
use of posters, cribs and forms in association to the inventory of risk 
factors (p=.50). That result indicates the staff’s opportunities to 
perform. Regarding supervision and support in the inventory process, .40 
mentioned the task. That indicates that the subobjective of 
opportunity was left unattained. Regarding data compilation, none of 
the managers mentioned that they put together data before the 
WPTM (p=.00). The results indicate that the subobjective of 
opportunity was left unattained. In all, p=.50 of the criteria was 



 67

attained in the interview. The managers’ estimations of the staff’s
motivation show a mean rating of 1.60. The managers’ estimations of 
the staff’s capacity show a mean rating of 1.8. Taken together, the 
result profile indicates that the managers largely experienced the staff 
as motivated and maintaining the capacity to perform according to 
the given structure. 

Comparative analyses between the municipalities 

A summary of the overall results in terms of the frequency index p
regarding structure together with a description of attained 
subobjectives is presented in Table 4.4.

Table 4.4. The results from observations and attainment of subobjectives
Subobjectives measured by means of 
observations MA MB MC

Attained
subobjectives 

(S1) Accomplished WPTMs 1.00 1.00 1.00 1 
(S2) Horizontal analysis  1.00 1.00 1.00 1 
(S3) Vertical analysis .50 .40 .36 0 
(S4) Stipulation of measures 1.00 1.00 1.00 1 
(S5) Means test 1.00 1.00 1.00 1 
(S6) Measures equal to identified risks .67 .60 .64 1 

Mp .86 .83 .83
n 12 5 11  

Notes: The proportion (p) refers to the attained subobjectives. 

Table 4.4 shows the results on observations and attainment of 
subobjectives. All of the observed units accomplished WPTMs (S1). 
Hence, it is concluded that all participants got the necessary general 
opportunity to perform the stated activities. Regarding the 
subobjective of capacity and applied operationalizations of horizontal
analysis of common consequences (S2), the results show that the 
participants in general had the capacity to perform. Regarding vertical
analyses for given professional categories (S3), different results 
appeared. On the average, .42 failed to attain the subobjective. For 
the remaining operationalizations of capacity in stipulation of measures 
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(S4), means test (S5) and stipulated measures in congruence to the total 
number of risk factors (S6), the results show that all municipalities 
managed to achieve the established objectives. The mean differences 
in p between A and B (or C) are not statistically significant (p>.10).
 A summary of the overall results from the performance 
appraisals together with a description of attained subobjectives is 
presented in Table 4.5.

Table 4.5. The results from performance appraisals
Subobjectives measured by means of 
performance appraisals* MA MB MC

Attained
subobjectives 

(S1) Structure distinctness 1.50 1.75 1.55 1 
(S2) Content significance 1.50 1.50 1.45 1 
(S3) Staff’s motivation 1.50 1.75 1.09 1 
(S4) Staff’s capacity 1.33 1.50 1.00 1 

M 1.50 1.63 1.27  
s .51 .50 .54  
n 12 4 11  

Notes: * Ratings accomplished by means of the three-grade scale presented in Figure 4.2. The 
proportion (p) refers to the attained subobjectives. In cases where the mean of observer’s 
appraisal was  1, the subobjective was categorized as attained.   

Table 4.5 shows the results on performance appraisals. Regarding 
structure distinctness (S1), the managers received mean appraisals greater 
than 1. This indicates that established standards for a consistent 
meeting structure (i.e., straight indicated phases) were attained in all 
municipalities. The same results apply to the content significance (S2),
which show that all received appraisals greater than 1. These results 
indicate that the managers were capable and motivated to maintain 
distinctive structure and significant content during the WPTM in all 
municipalities. Performance appraisals of the staff’s motivation (S3) to 
perform show a mean rating greater than 1. Performance appraisals 
on the staff’s capacity (S4) also show a mean rating greater than 1. 
Two-tailed t-tests (  = .05) were made of the differences between 
the municipalities’ overall attainment of the subobjectives. The first 
test gave not a statistically significant difference: A-B, t(14) = .93,
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(p> .05). The second and third test gave a statistically significant 
difference: A-C, t(21) = 2.17, (p< .05); B-C, t(13) = 2.37, (p< .05).
 A summary of the overall results from the interviews together 
with a description of attained subobjectives is presented in Table 4.6.

Table 4.6. The results from interviews and attainment of subobjectives 
Subobjectives measured by means of 
interviews MA MB MC

Attained
subobjectives 

(S1) Informing the staff about the project ideas 1.00 1.00 1.00 1 
(S2) By means of posters, cribs and forms .77 .67 .36 1 
(S3) Supervising the inventories .22 .00 1.00 0 
(S4) Compilation of risks prior to the meeting .44 .00 1.00 0 

Mp .61 .42 .84  
s .49 .52 .51  
n 9 3 5  

Notes: The proportion (p) refers to the attained subobjectives. 

Table 4.6 shows the results on the interviews. All first line managers 
(p=1.00) communicated that the preparatory work for inventory of 
risk factors were initiated by informing the staff about the activity-based 
project ideas (S1). The result indicates that the staffs were given the 
opportunity to perform at WPTMs. A majority, p=.60,  
communicated that the preparatory work for inventory of risk factors 
was carried out by means of designed posters, cribs and forms (S2). The 
application of the means further indicates that the staffs maintained 
the opportunity to perform. Less then half, p=.41, declared the work 
of supervising the staff in the inventory process (S3). That result indicates 
that some prerequisites of opportunities were left unattained. 
Regarding the manager’s compilation of data prior to the WPTM (S4), 
.48 mentioned the assignment. That result indicates that the 
opportunity was left unattained in some cases. Two-tailed t-tests (
= .05) were made of the differences between the municipalities’ 
overall attainment of the subobjectives. None of the tests gave a 
statistically significant difference: A-B, t(10) = .57, (p> .05); A-C, 
t(12) = .39, (p> .05); B-C, t(6) = .21, (p> .05).
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 A summary of the managers’ estimations of the staffs’ 
performance at the WPTM together with a description of attained 
subobjectives is presented in Table 4.7. 

Table 4.7. The results from the managers’ estimations of the staffs’ 
performance and attainment of subobjectives 
The managers’ estimations of the 
staffs performance at the WPTM MA MB MC

Attained
subobjectives 

(S5) Motivation * 2.0 1.33 1.60 1 
(S6) Capacity * 1.44 1.33 1.80 1 

M 1.72 1.33 1.70 
s .46 .86 .48 
n 9 3 5 

Notes: * Verbal estimations translated into the three-grade scale presented in Figure 4.2. In cases 
where the mean of the managers’ appraisals was  1, the subobjective was categorized as attained.   

Table 4.7 shows the results on the managers’ estimations of the staffs’ 
performance at the WPTM. The managers’ estimations of the staffs’ 
motivation (S5) gave a mean appraisal greater than 1 on the three-
graded scale. The same results apply to the estimations of the staff’s 
part of the process regarding capacity (S6) to understand the meeting 
structure. Two-tailed t-tests (  = .05) were made of the differences 
between the municipalities’ as regards the managers estimations. 
None of the tests gave a statistically significant difference: A-B, t(10)
= 1.06, (p> .05); A-C, t(12) = .08, (p> .05); B-C, t(6) = .82, (p>
.05).

Content analysis of WPTMs

This section outlines the evaluation of WPTMs regarding content. 
In this, synopses of completed WPTMs are presented. The first 
column of Table 4.8 shows categorized risk factors. The second 
column shows the frequency of analyzed risk factors. In the ensuing 
phase, the participants’ stipulated consequences were categorized in 
two aspects: subjective and objective consequences. Subjective 
consequences refer to effects concerning internal individual 
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experiences such as decreased work satisfaction and sense of 
insufficiency. Objective consequences refer to effects of observable 
characteristic (e.g., physical injuries and absence). The third main 
category, regarding measures, covers the aspect of means test. It has 
two subcategories: measures considered completed by own resources, 
and measures requiring additional resources. Since some measures 
were considered to require both own and additional resources, the 
categories are not mutually exclusive. The categories indicate to 
what extent the stipulated measures were directed towards the 
original risk factor or towards identified consequences. Since the 
directions of the measures, contrary to the stipulation of means test, 
are mutually exclusive, a single number is given in the matrix below. 

Table 4.8. Content analysis of the WPTMs in municipality A, B and C
Consequences 

(C)
Stipulation of 

measures 
Direction of 

measures 

Risk factor (R.F) ƒ
Sub.

Character
Obj. 

Character
Own

Resources
Add.

Resources
Aimed
at R.F 

Aimed
at C 

Administration/management 8 6 2 3 7 6 2 
Cooperation, collaboration  10 8 2 8 5 8 2 
Demands pat. and relatives 17 14 1 8 8 10 4 
Incr. load, shortage of time 8 5 3 4 5 5 2 
Individual work 7 5 2 4 5 2 4 
Interior factors 21 4 16 7 17 16 4 
Lack of education 2 2 0 1 1 1 0 
Lack of substitutes 6 4 1 4 4 4 1 
Lack of technical means 7 3 4 5 3 5 2 
Methods of work   9 7 2 8 3 7 2 
Personnel rotation 3 1 2 3 1 2 1 
Physical workload 5 0 5 5 1 3 2 
Quality requirements 4 2 2 0 4 3 1 
Reorganization 1 1 0 - - - - 
Role conflicts 5 4 1 3 3 4 1 
Terms of employment  1 1 0 1 1 1 0 
Transport. housings/pat. 4 2 2 4 4 1 3 
Uncertain recruitment 6 2 4 1 5 5 1 
Violence and menace 8 7 1 5 5 4 3 
Work schedule 2 2 0 1 0 1 0 

134 80 50 75 82 88 35 
 Omitted = 4 Overlap n = 34 

Omitted n = 11 
Omitted = 11 

Notes: - indicates missing data 
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Table 4.8 shows the results on content. Collapsing the results from 
A, B and C, some patterns become transparent. A total amount of 
134 risk factors has been analyzed at the WPTMs. Risk factors in 
relation to insufficient resources and organizational demands such as 
demands from patients and relatives appeared in 17 cases. In relation 
to physical factors, interior related risks appeared frequently (21). 
Regarding activity-related tasks the factor of cooperation and 
collaboration also appeared repeatedly (10). That factor was 
identified and analyzed frequently at the units of work. Generally, 
factors in relation to reorganization (1), terms of employment (1), 
lack of education (2) and hours of work (2) appeared rarely. 
Subjective consequences appeared more frequently (80) than 
objective consequences (50). Taken together, a total number of four 
consequences were omitted from analyses of consequences. In most 
cases, demands from patients and relatives led to subjective 
consequences. Interior factors generally received estimations of 
objective consequences. Operations of risk factors by means of own 
resources were stated in 75 cases and additional resources in 82 cases. 
In all, 34 measures were estimated to require both own and 
additional resources. Consequently, a majority of the stipulated 
measures were estimated to require additional resources. Operation 
of factors such as quality requirements (4) and interior factors (17) 
indicated needs of additional resources, while methods of work (7) 
and physical workload (5) were considered to be operated by own 
resources. A total amount of eleven estimations was left omitted. A 
majority of the measures were directed towards the original risk 
source (88), and a minority of the measures was directed towards 
consequences (35). In that phase a total number of eleven estimations 
was omitted. Risk factors related to transportation between 
housings/patients (3) and individual work (4) were distinguished, 
since stipulated measures foremost were directed towards 
consequences, rather than at the original source of risk. The opposite 
applied to demands from patients and relatives, in which a majority 
of the cases was directed towards the original risk.
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Discussion

The evaluation shows that a majority of the participants carried out 
completed or near complete risk analyses. The result profile shows 
that motivation was attained in nearly all cases. The result profile also 
indicates that the participants’ capacity was sufficient, except for 
vertical analysis for single professional categories in connection with 
judgment of risks. Opportunity, the third option, was achieved 
through preparatory work for inventory of risks (i.e., informing the 
staff by available means). On the other hand, opportunity remained 
unattained regarding guidance and support in the inventory process 
and compilation of data prior to the meetings. The results also show 
that the managers succeeded in the assignment of implementing the 
given structure for risk analysis. A prerequisite for valid content is 
that the participants manage to handle the communicative structure 
of the meeting. Regarding content, some risk factors appeared 
frequently (e.g., interior factors and demands from patients and 
relatives). Other risks were rarely considered (e.g., harassments, terms 
of employment and reorganization). The results imply a need of 
coordination of complementary work methods. Basic prerequisites 
for application of matching work methods are the centre of chapter 
5. From a perspective of control, an essential task is to investigate the 
working environment conditions and assess the routines of the 
organizations to identify and operate risks. The given results may also 
constitute a foundation for future inspection tours in the care of 
elderly.
 The comparative analyses between the municipalities indicate 
consistent results. This in turn indicates that the structured 
interventions reconciled the contextual variations embedded in each 
municipal setting. From a methodological perspective, one may 
make a case that the homogenous outcome comes from the criteria 
applied. On the other hand, and in comparison with a single 
indicator design, the application of multiple subobjectives strengthens 
the confidence in data. 
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 So far, the results indicate that the structured interventions 
attained its objectives except for vertical analysis for single 
professional categories in connection with judgment of risks. Further 
instructions are likely required. The same conclusion applies 
regarding guidance and support in the inventory process and 
compilation of data prior to the meetings. At this stage, the results 
indicate that the implementation of the procedures attained its 
embedded behavioural subobjectives. Given this, it is reasonable to 
assume that the observed outcome is a result of the behavioural 
control embedded in the implemented procedures. However, an 
additional prerequisite for sustainable impact is that the participants 
acquire a mental representation that reflects the current procedures 
in, for example, planning of measures. Examination of the first line 
managers’ mental models and attitudes towards the procedures is 
addressed in the next chapter. The topic is examined according to 
the same T-S-Y logic, applied to a cognitive level of analysis. As 
emphasized, an accurate mental representation on the procedures can 
be seen as a necessary precondition for the practical application of the 
procedures, and finally, a condition for sustainable results.  
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5. The first line managers’ mental 
models regarding procedures for 
systematic work environment 

management

As outlined in chapter 4, the first line managers occupy a central role 
in directing at WPTM. The behaviour manifested at the WPTMs is a 
necessary, but on its own, an insufficient condition for sustainable 
results. An additional prerequisite is that the participants acquire 
mental representations that reflect the procedures regarding, for 
example, planning of measures and follow-ups. This chapter 
examines the first line managers’ cognitive prerequisites and attitudes
towards the procedures embedded in the system. 
 At the workplace, the first line manager directs and coordinates 
various demands of economy, quality and the working environment. 
In practice, this is a complex task, since the management strategies 
often appears incompatible with several practical premises such as the 
patients’ demands and deficient resources, just to mention a few. This 
manifested itself in the risk assessments described in chapter 4. 
Despite this, it is the first line manager’s obligation to coordinate the 
activities. To meet that objective, regular investigations of the present 
states of various activities are needed, not the least for the working 
environment states. Given this, coordination of specific methods of 
investigation constitutes a subset in the formal procedures. Therefore, 
it is also required that the first line managers have relevant mental 
representations on inherent characteristics and can utilize a variety of 
methods. If so, necessary cognitive preconditions for the operating 
procedures can be achieved and ultimately, conditions for sustainable 
results can be attained.  
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 There are some dependable methods available for occupational 
hygienics and ergonomics. When it comes to investigation of the 
psychological and social working environment conditions, the 
methods appear to be quite arbitrary and inaccurate. The lack of a 
single dependable “psychosocial method,” proven to be reliable as 
well as valid, underscores the need of complementary methods of 
investigation and assessment (cf. Denzin, 1989; Patton, 1987). 
Psychosocial risks at work usually depend on a combination of 
circumstances. It is therefore crucial to consider a variety of situation. 
By means of complementary methods, inquiries into psychosocial 
conditions may be realized in a more valid manner. Since some risks 
appear frequently, and other factors never may be analyzed at 
WPTMs, there is a need of complementary methods of risk 
assessment. The referred methods of investigation are the WPTM, the
employee interview and the questionnaire.
 By arranging the management of the working environment in 
a system of risk assessment and control, some crucial requirements 
should be met. However, it is hard to tell whether the methods alone 
can guarantee a functioning system for working environment 
management. Judging by the various kinds of information that the 
methods generate, certain degrees of coordination must come forth. 
To accomplish valid coordination, basic understandings of inherent 
characteristics are required. The WPTM generates open information; 
the employee interview provides information given in confidence. 
The questionnaire may generate anonymous responses suitable for 
collective statistical treatment and presentation. This variation makes 
it possible to coordinate methods. One way of comparing data is to 
contrast open information from the WPTM with questionnaire data. 
Another way is to compare information from the WPTM with data 
from individual employee interviews. Although the WPTM is the 
main method in the working environment control system, its 
relations to the additional methods were integrated as natural 
components in the undertaken interventions.  
 The line of reasoning suggests that systematic management of 
working environment conveys a number of important subactivities 
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such as investigation of risk factors, preventive measures, follow-up and 
control. From an organizational perspective, the attainment of the 
tasks is a prerequisite for durable application of the activity-based 
system. To identify and describe inherent properties of the methods, 
some elementary comprehension is required. In order to explain 
comprehension and understanding, additional aspects need to be 
included.
 According to Lindsay and Norman (1977), understanding a 
phenomenon or a happening implies that one can relate specific 
actions to nearby phenomena. One must be able to identify the 
cluster to which a phenomenon belongs, its properties as well as 
relevant examples that portray it properly (Suppes, Pavel, & 
Falmagne, 1994). Another way of defining what understanding a 
phenomenon means is to apply semantic network modeling of 
relevant concepts, relations and categories (i.e., networks of concepts 
united by links representing various relations). The links will form 
networks that e.g. portray the goal structure and knowledge 
representation of relevant activities (cf. Anderson, 1995; Rumelhart, 
1977). Semantic networks represent sets of propositions. Eysenck and 
Keane (2000) describe propositions in terms of language-like mental 
representations that characterize the conceptual content of ideas. 
This means that propositions can somehow describe how knowledge 
is mentally stored and organized.  
 In the same way as some concepts can be defined with the 
help of synonymous words, any given proposition can be expressed 
and elaborated with the help of arguments. Under some 
circumstances, the actual choice of words is of minor importance for 
deciding the contents and substance of any given literal utterance. An 
individual’s model of some topic includes his/her definitions, 
procedures, examples and so forth. Individuals use these mental 
models to negotiate their lives, determine what actions to take, and 
construct their social world (Carley, 1997). This captures the essence 
of dynamic relations inasmuch as the individual transforms external 
events to internal models of thoughts (Johnson-Laird, 1999). 
Therefore, the model constitutes a framework for manipulations 
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conducted in connection with processes such as reasoning and 
decision-making (Johnson-Laird, 1991; Baron, 2000).
 In this context, semantic networks were applied to generate 
criteria for evaluation of the first line managers’ mental 
representations on the procedures embedded in the program 
(Appendix A). The semantic networks include a variety of variables, 
based on different theoretical constructs: Items directed towards recall
of experienced activities and tasks involving retrieval from the episodic
memory (Anderson, 1976). Items applied for inferences about the 
managers’ declarative knowledge regarding the procedures, refer to 
explicit knowledge, which we can report and of which we are 
consciously aware (Eysenck & Keane, 2000). Procedural knowledge, 
often implicit and automatic, is assumed to include both episodic and 
declarative knowledge (Anderson, 1995). Finally, the managers’ 
ability to take position and make judgments on the procedures 
includes aspects of appraisals and valuations. Taken together, these 
variables were applied as indicators of inference on the managers’ 
knowledge representation regarding the procedures. 

Method

The current study is an embedded case study design with multiple 
units of analysis (Yin, 1994). Standardized interviews were used to 
collect the evaluation data. The structure of the interview was 
arranged according to Table 5.1-5.4 below. The structure included 
(i) recall items, assumed to reflect the managers’ episodic memory, (ii) 
knowledge items, assumed to indicate the managers’ declarative 
knowledge on the procedures and the embedded methods and (iii) 
judgment items, assumed to reflect the managers’ perception and 
attitudes towards the procedures. The judgment part included 
elements of simulation (cf. Wikman, 2004). A qualitative approach 
was applied for inferences from data. 
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Participants
The selection of participation entailed that the first line managers 
were exclusively sampled depending on their practical ability to 
participate. A total number of ten managers in three municipalities 
participated in the study. As a control, the study included interviews 
with an untrained manager (n=1). The trained managers (n=9) had 
participated in the in-service training program and carried out at least 
one WPTM in accordance with the designed structure. At the time 
of the interviews, all managers were employed in the present 
organization.

Instrument  
The first part of the interview schedule was directed towards recall 
and aimed at providing the managers with reference information. 
The initiating questions (item 1-4) shown in Table 5.1, concerned 
the WPTM and project purposes. The items should enable the 
managers to recall the purposes of the project as a whole, as well as 
the functions of the WPTM in an organizational context.

Table 5.1. The recall items on aspects of the WPTM and the project  
Item Content Outcome of interest 

1 When  Date and time spent 
2 Where Meeting context (i.e., at ordinary meetings or at specially located 

time)
3 Participants Professional categories: nursing staff, nurse, assistant nurse, physical 

therapist, occupational therapist 
4 Project purpose An activity system for following-up of working environment 

conditions
Provide for working environment legislation  
The training aspect
employee participation  
Strengthen the occupational role of the first line manager 

The next phase of the interview (items 5-6, in Table 5.2) was 
designed for examination of the managers’ perception of input (e.g., 
inherent working environment problems at the unit of work) and 
aspects of output (e.g., expected results).  
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 Items 7-9 related to specific knowledge representations 
regarding the WPTM. The items were designed to enable the 
manager to describe the course of action for inventory of risk factors, 
judgment of risk factors and planning of preventive measures, all in parallel 
to the control model introduced in chapter 1. Items 10-12, were 
structured for inquiries into the managers’ knowledge regarding 
sources of errors and strengths of the WPTM, the employee 
interview and the questionnaire.

Table 5.2. The knowledge items on risk analysis and investigation 
Item Content  Outcome of interest  

5 Problems as input  Topical working environment problems at the unit of 
work 

6 Expectancy of output Expectancy of results 
7 Inventory of risks   Inventory of risks in the working environment
8 Judgment of risks  Judgment of probability and level of seriousness 
9 Planning of measures Stipulation of measures and means test 
10 The WPTM  Strengths, sources of error, preparatory work, methods 

for problem identification and association to personnel 
statistics

11 The employee interview Strengths, sources of error, preparatory work, methods 
for problem identification and association to personnel 
statistics

12 The questionnaire  Strengths, sources of error, preparatory work, methods 
for problem identification and association to personnel 
statistics

A prerequisite for effective coordination is that the first line managers 
identify the advantages and disadvantages inherent in each method. A 
precondition is to understand the consequences that these 
characteristic imply for coordination. Items 13-14 were structured 
for coordination of methods. The items served to examine the first 
line manager’s priorities to problems such as bullying and harassments 
and occupational role conflicts (Table 5.3).  
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Table 5.3. The judgment items on simulation of negative working conditions 
and investigation
Item Content Outcome of interest 

13 Bullying and harassments  By means of which methods first line manager intends to 
handle the complex of problems 

14 Occupational role conflicts By means of which methods the first line manager 
intends to handle the complex of problems 

The simulation served to test in what particular sequence the 
managers intended to apply the methods. By way of illustration, the 
managers could first decide to bring up and analyze the given 
problems during the employee interview, and in the second place 
decide to analyze the problem at a WPTM.
 Table 5.4 illustrates the interview schedule for simulation of 
external factors, consequences and methods for systematic work 
environment management. In connection with simulation of 
external factors, inquiries into the specified consequences and 
application of methods were brought together. The simulation aimed 
at examining (i) what consequences the first line manager predicted 
to follow from financial savings (external factor), and (ii) how the 
managers, using the methods, intended to handle the problems.  

Table 5.4. The judgment items on simulation of external factors, 
consequences and methods for systematic work environment management
Item Content Outcome of interest 

15 External factor: Demands for 
financial savings 

Consequence X, Y, Z and by means of which methods 
the first line manager intends to handle the problems 

Procedure
Prior to the realization of the interview sessions, a newsletter was 
distributed to all participants. The newsletter described the purpose 
of the interviews and its relation to the following outcome report, 
covering the results of the entire project. During the interviews, the 
course of events was registered in writings and by means of a tape 
recorder. The managers were informed about the purpose of the 
interventions and the interviewer’s assurance of confidentiality (cf. 
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informed consent; Cook & Campbell, 1979). The duration of the 
interviews varied between thirty and fifty minutes. The author 
conducted the interviews.

Content analysis 
With the intention to model the managers’ mental representations 
based on interview data, semantic networks were applied as criteria 
(Appendix A). Since more than one indicator was used in each 
interview phase, reference indicators (Blalock, 1972; 1982) were 
applied. In the analysis, patterns of communication and recurring 
verbal statements were applied as indicators of relevant mental 
representations. The following general criteria were applied in each 
interview phase: 

- Recall (item 1-4). In cases where items 1-3 were recalled in agreement 
with archive data and observations, the criteria were categorized as 
attained. Regarding the recall of the project purposes (item 4), 
indications were made in the listed purposes. 

- Knowledge representations (item 5-12). In cases where the first line 
managers communicated the characteristics inherent in each method, the 
criteria (Figure I-VI in Appendix A) were indicated as fulfilled. 
Consequently, the managers were assumed to retain relevant mental 
representations regarding the methods.

- Judgments (item 13-15). In cases where the first line managers 
completed judgements on (i) the sequence of method application and (ii) 
consequences from external factors together with application of the 
methods, the criteria (Figure VII-VIII in Appendix A) were indicated as 
fulfilled. Consequently, the managers were assumed to retain a mental 
representation allowing for the modeling of specific issues.

All items (1-15) were applied as indicators of inference on the 
managers’ knowledge representation regarding the procedures.
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Results

The first line managers are coded as Mn and the municipality 
belonging as MA, MB and MC. The untrained manager is marked 
by underlined text. All through the results, 1 indicates that the first 
line manager’s declarations agreed to defined criteria; 0 indicates that 
the first line manager’s declarations did not agree to defined criteria. 

Table 5.5. The managers’ recall of episodic knowledge on the WPTM and 
the project purposes 

MA MB MC 
General project aspects M1 M2 M3  M4 M1 M2 M3 M1 M2 M3

Date 0 0 0 0 0 1 0 1 0 0 
Context - - S S O O O O S - 
Professional categories 1 1 1 1 1 1 1 1 1 1 
Working environment system 1 1 1 0 1 0 0 1 1 1
Provide for legislation 0 1 1 0 0 1 1 0 0 0 
The training aspect 1 1 0 1 0 1 1 1 0 0 
Staff participation 0 1 0 1 1 0 1 0 1 1 
Strengthen the managerial role 0 0 0 0 0 0 0 0 0 0 
Notes:  Indicates that the interviewer asked a directed question, - indicates missing data, S 
specially located time, O ordinary meeting time.

Table 5.5 shows the results on general aspects of the working 
environment project. Two of the first line managers recalled the 
exact date of the accomplished WPTM. The results regarding context 
and professional categories that participated show higher frequency of 
recall. A majority of the WPTMs were carried out during ordinary 
meeting time, which indicates that the meeting structure could be 
integrated within the frame of the activity. Each manager recalled 
the professional categories participating at the WPTM. The results 
concerning establishment of an activity system for management of 
working environment conditions show that a majority recalled the 
purpose. Less then half of the managers recalled the purpose of 
providing for working environment legislation. Regarding the training
aspect, a majority recalled the present purpose. In each case, where 
directed questions were applied, the managers recalled relevant 
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responses. The results regarding staff participation show that a majority 
recalled the present purpose. None of the managers recalled the 
subgoal of strengthening the role of the first line manager. From column
analyses, it becomes clear that a majority of the general project ideas 
were recalled in all municipalities. The result profile indicates that 
the managers in general held relevant schemes regarding general 
aspects of the project ideas. The results of the managers’ knowledge
representations regarding the inventory of risks are shown in Table 
5.6.

Table 5.6. The managers’ declarative knowledge on the inventory of risks 
MA MB MC 

Inventory of risks  M1 M2 M3 M4 M1 M2 M3 M1 M2 M3

The first line manager informs 
the staff about the task 

1 1 1 1 1 0 0 - 1 - 

- By means of cribs 0 0 0 0 0 0 0 - 0 - 

- By means of posters 0 1 0 0 0 1 0 - 1 -  

- By means of forms 1 0 0 1 1 0 0 - 0 - 

Identify risk factors 0 0 1 0 1 0 0 0 1 0 

Preparatory work prior to the 
WPTM

1 0 1 1 1 0 0 - 1 1 

Establish employee 
participation

0 0 0 0 0 0 0 - 0 0 

Notes: - indicates missing data. 

Table 5.6 shows the results on the inventory of risks. A majority 
declared that the inventory was initiated by informing the staff. None 
stated that they utilized the crib as an aid in the inventory process. 
Few declared that they utilized the posters as a means for explanation 
of the project ideas. The same results were obtained for the 
application of the form for compilation of risk factors and identification of 
risk factors. Regarding the purpose of the inventory (i.e., to prepare the 
following WPTM), a majority declared that purpose. None stated 
the purpose of establishing employee participation as a separate purpose 
in association with the inventory of risks. From column analyses, it 
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becomes clear that a minority of the inventory aspects were 
communicated in all municipalities. The result profile indicates that 
the managers in general held incomplete representations regarding 
the inventory of risks.  
 The results of the managers’ knowledge representations 
regarding the judgment of risks are shown in Table 5.7.

Table 5.7. The managers’ declarative knowledge on the judgment of risks 
MA MB MC 

Judgment of risks  M1 M2 M3 M4 M1 M2 M3 M1 M2 M3

Input: Inherent working  
environment problems  

1 1 0 0 - 1 1 1 1 1 

Output: Inherent working 
environment problems  

1 - - - - 1 1 1 1 1 

Consequences of risk factors - - - - 1 1 1 1 - - 

Analysis of probabilities - - - - 1 0 1 1 - - 

Consequence analysis - - - - 1 0 1 1 - - 

Survey of the working  
environment conditions 

1 1 1 0 0 - 1 0 0 0 

Establish a basis for measure 
plans

0 0 0 0 0 - 1 0 0 0 

Notes: - indicates missing data.

Table 5.7 shows the results on input (i.e., inherent problems at the 
unit of work). A majority declared that the working environment 
conditions were adequate for analysis at the WPTM. The same result 
was valid for the aspect of output, where all stated specific 
expectations from the judgment of risk factors and what the course 
of action would result in. The same result applies to the 
identification of consequences of risk factors. Regarding analysis of 
probabilities and analysis of consequences, a majority of the managers 
declared that the participants identified consequences from risk 
factors and completed analysis of probabilities and consequences. On 
the aspect of surveying the working environment conditions, few declared 
the survey idea. Regarding the establishment of a basis for measure plans,



 86

a minority stated the idea. A single manager (M3 in MB) declared 
both established purposes. From column analyses, it becomes clear that 
few of the judgments stated were recalled in MA. The results 
indicate that the managers in MA generally held incomplete 
representations regarding the judgment of risks. In MB and MC, a 
majority of the judgment aspects were declared. These results 
indicate that the managers in general held complete schemes 
regarding the judgment of risks.
 The results covering the managers’ knowledge representations 
regarding planning of measures are shown in Table 5.8.  

Table 5.8. The managers’ declarative knowledge on planning of measures 

Notes:  indicates that the interviewer asked a directed question, - indicates missing data.

Table 5.8 shows the results on planning of measures. The results show 
that all managers declared the object. Concerning stipulation of 
measures and means test, the same results apply. Regarding compilation
of a report to the superior management, a majority declared the task. 
Several managers also stated the complementary purpose of 
establishing an action plan for the unit of work. From column analyses, it 
becomes clear that a majority of the aspects were recalled in all 
municipalities. These results indicate that the managers in general 
held complete representations regarding the planning of measures.  
 The results covering the first line managers’ knowledge 
representations regarding the WPTM are shown in Table 5.9.  

MA MB MC 
Planning of measures M1 M2 M3 M4 M1 M2 M3 M1 M2 M3

Object:  
measures

1 1 1 - 1 1 - - 1 1 

Stipulation of measures 1 1 1 - 0 1 - - 1 1 

Means test - 1 - - 1 1 - - 1 1 

Compile a report to the 
management

1 1 1 - 0 0 1 - - 1 1 

Establish an action plan for 
the unit of work 

1 1 0 - 0 0 0 - - 1 1 
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Table 5.9. The managers’ declarative knowledge on the WPTM
MA MB MC 

Characteristics of the WPTM M1 M2 M3 M4 M1 M2 M3 M1 M2 M3

The meeting structure 0 1 1 0 1 1 1 0 1 1 
Employee participation 1 0 1 1 1 0 0 1 0 1 
Consensus decision-making  0 0 1 0 0 0 0 0 0 1 
Omission of hard-verbalized issues 0 1 1 0 1 0 0 1 0 1 
Relation to personnel statistics 1 0 1 1 1 - 1 - 1 1 

Notes: - indicates missing data.

Table 5.9 shows the results on the characteristics of the WPTM. The 
results show that several declared the meeting structure and employee
participation as advantages associated with the WPTM. In a few cases, 
the managers stated that consensus decision-making possibly had a 
specific methodological strength. In half of the cases, the managers 
declared the omission of hard-verbalized issues as a deficiency. A 
majority stated that personnel statistics could constitute a foundation 
and work as input for the accomplishment of WPTMs. From column
analyses, it becomes clear that a majority of the aspects were recalled 
in MA and MC. In MB, half of the aspects were declared. Apart 
from the disregards to state advantages in connection with consensus 
decision-making, the result profile indicates that the managers in 
general held complete representations regarding the WPTM.  
 From a larger perspective, the results indicate that most 
prerequisites for practical application were attained. Any given 
method of investigation is however, due to its inherent weaknesses 
and insufficiency and therefore in need of supplementary methods. 
The results covering the managers’ knowledge representations 
regarding the employee interview are shown in Table 5.10. 
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Table 5.10. The managers’ declarative knowledge on the employee interview 
MA MB MC Characteristics of the 

employee interview M1 M2 M3 M4 M1 M2 M3 M1 M2 M3

Preparatory inquiry 1 1 1 1 1 - 1 - 1 1 

Confidential info 1 1 1 1 1 1 1 1 1 1 

Early warning signals 0 1 0 0 0 0 0 0 0 0 

Individual education  0 0 0 0 0 0 0 0 1 1 

Omission of issues 1 - 1 0 0 1 0 0 0 0 

Problem identification 
according to structure 

0 0 0 1 0 1 1 0 1 0 0 

Relation to personnel 
statistics

0 1 1 1 1 - - - 1 1 

Notes:  indicates that the interviewer asked a directed question, - indicates missing data.

Table 5.10 shows the results on characteristics of the employee
interview. All managers declared that the employee interview should 
be prepared by means of distribution of a number of specified questions at 
issue. Regarding advantages in the employee interview, each 
manager judged that the possibility of handling confidential information
was a methodological strength. One of the managers (M2 in MA) 
also declared that the possibility to identify early warning signals was a 
methodological strength. Few managers stated the possibility of 
identifying individual needs of training as a specific strength. A minority 
declared omission of specific issues as a source of error. Few stated that 
the problem identification at the employee interview was not carried 
out according to a specific structure. A majority declared that 
personnel statistics could constitute a foundation in performing the 
employee interview. From column analyses, it becomes clear that less 
than a half of the aspects were stated in MA. The result profile 
indicates that the managers in MA generally held incomplete 
representations regarding the employee interview. In MB and MC, 
half of the aspects were declared. These results indicate that the 
managers in general held complete representations regarding the 
employee interview.  
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 The results covering the managers’ knowledge representations 
regarding the questionnaire are shown in Table 5.11.

Table 5.11. The managers’ declarative knowledge on the questionnaire
MA MB MC Characteristics of the 

questionnaire M1 M2 M3 M4 M1 M2 M3 M1 M2 M3

Survey of hard-verbalized 
issues

0 1 0 0 1 - 1 - - - 

Anonymity 0 1 1 0 1 - 0 - - - 

Information-economical 0 0 0 0 0 - 0 - - - 

Limits regarding 
reproduction of phenomena 

0 - 1 1 0 - 1 - - - 

Problem identification 
according to structure 

- - - 1 - - - - - - 

Relation to method1 1 1 - - - - - - - - 

Relation to method2 1 1 - - - - - - - - 

Notes: - indicates missing data.

Table 5.11 shows the results on characteristics of the questionnaire.
Half of the managers declared the strengths of hard-verbalized issues 
and anonymity. None of the managers stated the information economical
aspect as a specific strength. Regarding the sources of error, a 
majority stated the limits regarding reproduction of a phenomenon. One 
manager (M4 in MA) declared that problem identification was carried 
out according to a cause-effect structure. Two managers (M1 in MA & 
M2 in MA) declared that questionnaire data could constitute a 
foundation and input for the WPTM and the employee interview. A 
reason for the decline of responses is that a total number of four 
managers reported that the work unit was without questionnaires. 
Therefore, the interviewer omitted related items. Three of those 
managers came from MC. From column analyses, it becomes clear that a
majority of the aspects was stated in MA and MB. The results 
indicate that the managers in general held complete representations 
regarding the questionnaire.
 The results covering the managers’ judgments on method and 
order of precedence, given simulated consequences, are shown in 
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Table 5.12. The simulations were categorized as the manager’s 
perception of the method’s characteristics and as the adequacy for 
practical operations. In Table 5.12, the WPTM is abbreviated as 
method1, the employee interview as method2 and the questionnaire as 
method3. The codes C1 and C2 refer to negative working 
environment conditions insulting treatments and indistinct occupational 
roles.

Table 5.12. The managers’ judgments on the sequence of method application 
MA MB MC 

Consequence and method M1 M2 M3 M4 M1 M2 M3 M1 M2 M3

Investigate C1 by means of method1 0 0 0 0 0 0 0 0 1 0 

Investigate C1 by means of method2 1 1 1 1 1 1 1 0 0 0 

Investigate C1 by means of method3 0 0 2 0 0 2 0 0 0 1 

Investigate C2 by means of method1 0 1 1 1 1 1 1 - 0 1 

Investigate C2 by means of method2 0 0 2 2 0 0 0 - 1 2 

Investigate C2 by means of method3 0 0 0 0 0 0 0 - 0 0 

Notes: 0 Indicates that the first line manager considered that the method should not be applied, 1
indicates that the first line manager considered that the method should be applied in the first 
place, 2 indicates that the first line manager considered that the method should be applied in the 
second place, - indicates missing data.  

Table 5.12 shows the results on the managers’ representation regarding 
the sequence of method application. A single manager (M2 in MC) judged 
that C1 in the first place should be investigated by method1. A 
majority judged that C1 in the first place should be investigated by 
method2. One of the managers (M3 in MC) judged that C1 in the 
first place should be investigated by method3. From the second part 
of Table 5.12, it becomes clear that a majority judged that C2 in the 
first place should be investigated by method1. In few cases, it was 
judged that the consequences might be investigated by method2.
None judged that the consequences, in the first place, should be 
investigated by method3.
 The results covering the manager’s perception of the relations 
between external factors and working environment consequences are 
shown in Table 5.13. The table outlines the managers’ judgments of 
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the application of the methods for systematic work environment 
management.

Table 5.13. The managers’ judgments of consequences from external factors 
and application of methods for systematic work environment management 

MA MB MC Consequences 
and operation M1 M2 M3 M4 M1 M2 M3 M1 M2 M3

External factor 
(EF)
Consequence 
(C) * 

p, q, 
d

p, w, 
q

u u, r, 
w, p, 
q, t 

p, q, 
w, r 

r, p, 
w

p, q, r r, u q, p, 
u, r 

q, p 

Operate C by 
means of 
method123 ** 

1 0 1 1 1 1 1 0 1 1 

Notes: 0 indicates that the first line manager considered that the consequences could not be 
operated by the methods, 1 indicates that the first line manager considered that the consequences 
could be operated by the methods. 
* w, q, u, r, p, d, t refers to consequences from financial savings (summarized in Appendix A),  
** The WPTM is abbreviated as method1, the employee interview as method2 and the 
questionnaire as method3.

Table 5.13 shows the results on the managers’ judgments regarding 
consequences from external factors and application of methods. In most cases, 
the managers judged that the external factor (demands for financial 
savings) might result in consequence q (deficient care quality). A 
majority judged that demands for financial savings might result in 
some form of consequence p (physical ill health). In few of the cases, 
the managers judged that the external factor could result in 
consequence d (demands from relatives) or t (threats and harassment). 
The results regarding the second item at issue (possibilities to operate 
the stated consequences by means of M123), show that a majority 
judged that they could handle reported consequences by means of 
the present methods. The results converge to previous outlined 
results concerning the managers’ knowledge regarding the methods 
of investigation.
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Comparative analyses between the municipalities 

Table 5.14 illustrates an aggregated compilation of the interview 
results.

Table 5.14. Aggregation of the interview results

Mental representation regarding   MA MB MC
Attained
subobjectives 

(S1) General aspects of the project .53 .58 .52 1 
(S2) Inventory of risks .39 .24 .46 0 
(S3) Judgment of risks  .39 .76 .60 1 
(S4) Planning of measures .92 .60 1.00 1 
(S5) Characteristics of the WPTM .55 .50 .64 1 
(S6) Characteristics of the employee interview .41 .50 .53 1 
(S7) Characteristics of the questionnaire  .53 .50 - 1 
(S8) Order of application of methods given 

specific consequences
1.00 1.00 1.00 1 

(S9) Consequences from external factors and 
operation of methods of investigation 

.75 1.00 .67 1 

Notes: 1 indicates that the first line managers’ statement attained the criteria. 0 indicates that the 
first line managers’ statement did not attain the criteria, - indicates missing data. 

Collapsing the results from the present municipalities, the state of 
subobjective attainment becomes clear. An underlying principle for 
the classification of subobjective attainment is the p index. The index 
entails that in cases at which at least half of the managers in each 
municipality (p .50) communicated in agreement with the criteria, 
the objectives have been categorized as attained.  
 Regarding (S1) it becomes clear that a majority of the 
managers in each municipality managed to recall the general aspects of 
the project ideas. Hence, the subobjective is categorized as attained. 
The result profile on inventory of risks (S2) show that a minority of the 
managers stated settled aspects of the inventory of risks (e.g., inherent 
agents, activities and significant objectives). Hence, the subobjective 
is categorized as unattained. The results on the judgment of risks (S3)
show that the managers in MB and MC declared the demanded 
qualities of the judgment of risks. Consequently, the subobjective is 
categorized as attained. Concerning planning of measures (S4), results 
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show that a majority in each municipality declared the objectives of 
stipulation of measures and means test. That in turn indicates that the 
subobjective was attained.  
 The profile on the managers’ knowledge representation about the 
WPTM (S5) makes clear that a majority in each municipality declared 
embedded attributes of the methods. For example, nearly all 
managers declared that the meeting structure contributed certain 
strength to the WPTM. Consequently, the subobjective was 
categorized as attained. Concerning the managers’ knowledge
representation on inherent characteristics of the employee interview (S6), the 
results show that a majority in MB and MC declared the 
characteristics of the method. All participating managers in each 
municipality stated the method’s strength of operating confidential 
information. Taken together, the subobjective is categorized as 
attained. Regarding the managers’ knowledge representation of the 
questionnaire (S7), a majority declared the work method’s inherent 
attributes. Hence, the subobjective is categorized as attained. Due to 
missing data, MC is omitted from the conclusion. The results on the 
judgment of the sequence of application of methods of investigation given 
specific consequences (S8), show that a majority managed to judge a 
sequence of applications. Hence, the subobjective was categorized as 
attained. Regarding judgments on consequences from external factors and 
operation by means of the methods (S9), the results show that each 
manager remarked upon identified consequences that may follow 
from simulated factors. A majority judged that the consequences 
could be operated by means of the methods in question.  

Discussion

A general source of error actualized in this study pertains to the 
managers’ bias for acceptable answers. It is reasonable to assume that 
some managers communicated answers characterized by social 
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desirability and general application. However, the application of 
reference indicators helped to identify such bias. In addition, the 
categorization of qualitative data in binary categories is a rather 
complex task. The application of semantic networks (including the 
identification of underlying theoretical constructs and variables) 
facilitated the work in as much as the inferences on the managers’ 
representations could be made in a rather explicit manner. At the 
same time, the networks should not be considered as a key to the 
managers’ knowledge representations. Rather, the networks should 
be evaluated on the basis of its validity in categorizing the 
respondents’ declarations.  
 The results regarding recall of episodic knowledge on the 
WPTM indicate that the managers in general retrieved the 
completed tasks and activities. Regarding the managers’ declarative 
knowledge on the inventory of risks, judgment of risks and planning of 
measures, the results indicate that the managers held incomplete 
representations about the inventory phase. Concerning characteristics 
of the complementary methods of investigation, the results indicate 
that a majority of the managers held relevant mental representations 
regarding the procedures. Despite the fact that some managers on 
various occasions disregarded essential aspects of the methods, the 
results indicate relevance of mental representations.  
 The results on the simulation of negative working 
environment conditions and the judgment of the application of 
methods show that a majority judged that insulting treatments should 
be controlled by means of the employee interview. Indistinct 
occupational roles should in the first place be controlled at the 
WPTM. The result appears well founded, since multiple indicators 
from complementary municipalities have been examined. The results 
also converge with findings from chapter 4, showing that insulting 
treatment was never analyzed at the WPTMs, and that indistinct 
occupational roles were analyzed on five occasions.  
 Based on the recall of episodic knowledge, assertion of 
declarative knowledge and completed judgments, the results of this 
study strongly indicate that the managers held relevant mental 
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representations on the procedures for systematic work environment 
management. An addition, the results support the conclusion that the 
first line managers acquired the cognitive prerequisites and attitudes, 
necessary for sustainable program effects.  
 At this stage, the results indicate that the implementation of 
the procedures not only attained its behavioural subobjectives 
(chapter 4) but also its cognitive subobjectives. Still, the managers’ 
conditions are contingent upon the strategic management’s line of 
action. A key to a functioning working environment system is that 
the representatives of the strategic management engages and manages 
the system in a forward direction. A basic condition for such a state is 
that the representatives hold some basic prerequisites to perform. The 
next chapter focus on the strategic management prerequisites to apply 
the working environment information as a basis for continuous 
analysis and decision-making. 
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6. The strategic managements’ 
prerequisites to direct the working 

environment system 

According to the model of program coordination presented in 
chapter 3 (Figure 3.1), it is essential that the strategic management 
level fulfils its obligations for the working environment issues. 
Otherwise, it is uncertain whether a tentatively successful procedural 
implementation at the lower-levels will sustain. A basic condition for 
such a leadership is that the representatives of the board have some 
basic prerequisites to act efficiently. In this context, the prerequisites 
are defined as motivation (M), capacity (C) and opportunity (O). 
The strategic management should apply the working environment 
information as a basis for continuous analysis and decision-making. 
Instructions in Provisions of the Swedish Work Environment 
Authority (AFS 2001:1) call for an integration of the work 
environment management into the day-to-day activities (3 §) – a 
kind of functional integration. This can been regarded as a special 
case of Lawrence and Lorsch’s (1967) general statement on horizontal
and vertical integration, a concept involving “the quality of the state of 
collaboration that exists among departments that are required to 
achieve unity of effort by the demands of the environment.” Bennis 
(1969) concludes that if senior management levels do not clearly 
understand the objectives and strategies of a change program, 
procedures become vulnerable to the natural difficulties that usually 
go along with organizational interventions.
 Until recently, strategic management has primarily been 
considered as an art of decision-making: to choose skilfully from a set 
of alternatives in order to arrive at optimal or satisfactory solutions. 
That approach may apply to situations where the alternatives are 
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already determined, and the rules for choosing among them are 
clear-cut. However, in this context of municipal management, the 
rules for decision-making are blurred rather than transparent. The 
settings are characterized by dynamic complexity and a variety of 
intermixed problems. Hence, the representatives of the strategic 
management need to be problem solvers who continuously analyze 
problems before implementing probable solutions. A critical issue on 
the matter of organizational diagnosis is to decide whether the 
management applies the prerequisites for addressing the complex of 
problems (Strangert, 2001). From a larger perspective, established 
routines for diagnosis and decision-making are basic prerequisites for 
sustainable organizational systems. 
 Revisiting the issue of sustainability, there is according to 
Mirvis and Berg (1977) evidence that many organizational projects 
have limited impact, and therefore, often fails to give sustainable 
results. Goodman (1982) examined the persistence of change in a 
heterogeneous sample of work organization projects. Organizations 
in which the change program had been successfully introduced and 
positive effects had been identified were selected. The result shows 
that one-third of the change programs exhibited some reasonable level 
of persistence. The other change activities were either nonexistent or 
in decline. Given the huge amount of human and financial resources 
allocated to change programs, such a low rate of persistence suggests 
a disturbing practical problem for anyone concerned with 
organizational change. Ivancevich (1974) attributes the failures to a 
lack of commitment by top management. In general, the results 
claim for the necessity of attaining some of the basic preconditions 
for the strategic management to act effectively.   
 This study addresses the members of the social welfare board 
and inquires into the representatives’ perception of the implemented 
working environment system. As a means to that end, a cognitive 
level of analysis was applied. Focus on a cognitive level of analysis 
implies an attempt to map the representatives’ mental models 
regarding the activity-based system. At this organizational level, the 
construct of motivation applies to how the strategic management 
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utilizes the working environment information from lower echelons. 
The construct of capacity refers to the members’ capability to apply 
the information in adequate practice. The construct of opportunity 
applies to the situated contingencies and possibilities to attend and 
operationalize the information that subordinate organizational levels 
provide. One precondition is that the information (i.e., the plan of 
measures and compilations of means for testing), are supplied 
according to the program ideas (cf. the ideal organizational model). 
As suggested earlier, there exist numerous and far-reaching 
dependencies between the subobjectives of motivation, capacity and 
opportunity. In the evaluation of intervention effects and inquiries 
into the representatives’ prerequisites, the outlined constructs 
constituted a foundation. 
 A general methodological problem is attached to the issue of 
program evaluation. Evaluations are usually limited to a single level 
of the organization, e.g., solely at group level or at superior 
management level (Arvey & Murphy, 1998). The most profound and 
resistant hindrance for organizational development is however 
assumed to be at the strategic management level. Considering a 
cognitive level of analysis, it is essential that the representatives 
maintain appropriate knowledge and initiate patterns of action to 
integrate the working environment issues into their decision making. 
In due order, management of the organization requires fundamental 
understanding of the inherent characteristics of the basic work 
processes. By means of interviews and archived data, the overall 
objective of the study was to evaluate the extent to which the 
necessary preconditions were attained.
 The Provisions (AFS 2001:1) served as a starting point for the 
design of the interview schedules. Analysis of the strategic 
management pertained to the representatives, their understanding 
and perception of the activity-based system. The third paragraph of 
the Provisions emphasizes that the working environment conditions 
shall be included as a natural component in daily activities. Applied
to the executive board, this suggests that the working environment 
components shall be treated as an integral part of the core activity. 
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Further, the paragraph states that the representatives are responsible 
for enforcing and providing for that objective.  
 From an organizational perspective, it is relevant to describe 
the interventions as tests of the representatives’ potential and ability 
to apply the gathered information as an integral part of work and 
execute operations in a practical manner. Given the possible bias that 
the representatives should approach the questions in an evasive way 
and supply socially desirable answers (cf. Miller 1991), a standardized 
interview schedule was applied. The interview schedule included 
control questions (Brenner, 1981). An essential characteristic for the 
applied design was the possibility to contrast verbal utterances in 
interviews with established meeting records. Consequently, tests of 
convergences vis-à-vis archived data were performed. The design 
also rendered it possible to analyze the overall responses of the 
management system and reactions to the intended courses of action.  

Method

The investigation was conducted as an embedded case study design 
with multiple levels of analysis (Yin, 1994). The same three 
municipalities as in the studies reported in chapter 4 and 5 
participated. The design, including two evaluation sequences, 
contrasted different cases but covered the same units of analysis. The 
evaluation was accomplished by means of standardized interviews 
and analysis of meeting records. The qualitative data analysis assessed 
and compared the statements of representatives of the social welfare 
board.

Participants
The participants were sampled from a population of members of the 
social welfare board. From each unit, the chairperson (i.e., a delegate 
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of the majority party), a member from an opposition party and a 
third representative from a randomly selected party were sampled 
(n=3x3). Administrators from each municipality participated in the 
process of selecting relevant representatives by supplying the name 
lists of the representatives.

Instrument  
The initial interview items (1-4) aimed at examination of the 
representatives’ perception of their occupational roles in the activity-
based system (i.e., how the representatives planned to acknowledge 
influences and provide feedback to the staff at all levels of the 
organization). The following item (5) aimed at inquiring into the 
representatives’ confidence in the generated results. The 
representatives were asked to state their knowledge and confidence 
of the overall process, besides the information given in the activity 
report. In cases where the representatives indicated distrust, 
standardized follow-up questions were raised.  
 The subsequent item (6) concerned the representatives’ 
perception of the relation between the components of working 
environment, quality and economy. The concluding item (7) mainly 
concerned the tenth paragraph of the Provisions, stating that 
measures needed for prevention of ill health and accidents at work 
shall be implemented. From this paragraph, items were formulated 
for examination of the representatives’ intents to meet that objective. 
The item also concerned future organizational changes (e.g., financial 
savings and reduced working hours). The focus of interest was the 
representatives’ perception of the relations between working 
environment conditions and economical and qualitative aspects. The 
applied interview schedule is shown in Table 6.1. Relevant 
theoretical constructs are presented (in parenthesis) alongside the 
outcome of interest.
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Table 6.1. Interview schedule for evaluation sequence I and II 
Item Content  Outcome of interest (theoretical construct) 

1 Introduced to the project report When, from whom (O) 

2 Knowledge of the process, besides 
the information given in the report 

Examples and valuation (M)  

3 The board’s perception of its role in 
the activity-based system 

Proving feedback to the staff, how, when, to 
whom, structure (M) 

4 What measures the board regards to 
apply, given the results

How, when, to whom, structure (including 
follow-up) (C)  

5 Personal confidence in the results Specification and justification (C) 

6 Relation between working 
environment (WE), economy (E)
and quality (Q)

Short term and long term, how to operate given 
consequences, examples and justification (C) 

7 Future activity changes (e.g., 
financial savings and reduced 
working hours) 

Consequences for WE, E, Q, how to operate 
consequences, examples and justification (C) 

Procedure
Data were gathered by means of standardized interviews and meeting 
records. In an account of the implementation of the interviews, the 
representatives were informed about the purpose of data collection 
and the interviewer’s promise of confidentiality and integrity in 
order to obtain their informed consent (Cook & Campbell, 1979). 
The author conducted the interviews. The evaluation design 
contained two sequences: The first sequence, applied in MA, is 
diagrammed as follows: 

T - SM - SR - (SI) - Y 

where T refers to the results distributed to the board, SM to the 
meeting of the board and SR to the meeting record available. (SI)
indicates the point of time for standardized interviews (i.e., after the 
meeting of the board). The outcome of interest (Y) addressed the 
executive board applying the obtained working environment 
information as a foundation for analysis, decision-making and overall 
activity planning. Evaluation according to sequence II, applied in 
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MB and MC, included the same components applied in a different 
order. The second sequence is diagrammed as follows:

T - (SI) - SM - SR – Y, 

where T refers to results distributed to the board. (SI) indicates the 
point of time for standardized interviews (i.e., before the meeting of 
the board). The interviews were applied before the meeting of the 
board, and followed by the meeting record when it became 
available. Y refers to the same outcome of interest as in sequence I.

Content analysis
In the analysis of interview data, patterns of communication and 
recurring verbal statements were used as indicators of basic 
prerequisites to direct the system. The result space shown in Table 
6.1 constituted the standard for classifications of attained criteria. In 
cases where the representative’s declarations attained the criteria, the 
subobjectives were indicated as fulfilled. Consequently, the 
representative was then assumed to have the basic prerequisites to 
direct the system. In all cases, except for opportunity (O), reference 
indicators (Blalock, 1972; 1982) were applied for comparison of 
municipalities and situations. In the analysis of the meeting records, 
the appointment of an agent taking responsibility for the realization of 
established decisions was applied as a mutual criterion.
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Results

Evaluation sequence I 

The data are presented in table format. The abbreviation (PM) stands 
for a representative of the majority party. The abbreviation (OP) 
stands for a representative of an opposition party. The abbreviation 
of (RP) refers to a representative from a randomized selected party.

Table 6.2. The interviews in MA (evaluation sequence I)

Subobjectives  
R1

[PM]
R2

[OP]
R3

[RP]
(S1) Introduced to the project report  1 1 1 

(S2) Acquired knowledge of the process, besides information given 
in the report 

0 0 0 

(S3) Decision on proving feedback to the staff  0 0 0 

(S4) Plans for using the information as a basis for prospective 
decision-making

1 1 0 

(S5) Confidence in the compiled activity report (i.e., the methods 
and results)  

1 1 1 

(S6) Perception of the relation between the working environment, 
quality and economy  

1 1 1 

(S7) Knowledge of any specific measure taken on the basis of the 
compiled results  

0 0 0 

Notes: 1 indicates that representative’s answer fulfilled the criteria. 0 indicates that representative’s 
answer did not fulfil the criteria.  

Table 6.2 shows results from the interviews completed in accordance 
with sequence I. On S1, all representatives declared that they had 
read the project report (p=1.00). That implies that the representatives 
had the opportunity to take position and apply the given results in 
the meeting context. Regarding S2, none of the representatives 
declared that they had any additional knowledge of the process or the 
applied methods. The results indicate the representatives’ unwillingness 
to improve the understanding of the program and the unattained 
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motivation to direct the program. Neither did any of the 
representatives declare that they had participated or had any 
knowledge about a decision of providing feedback to the staff (S3). That 
also indicates unattained motivation for efficient program direction. 
Regarding S4, two representatives (p=.67), communicated plans for 
application of the obtained information for prospective decision-making.
The result is one indication on capacity to manage the system. All of 
the representatives (p=1.00) stated confidence in the compiled project 
report, describing the applied methods and the received outcomes
(S5). All answers indicated perception of the relation between the 
working environment, quality and economy (S6). These results partly 
indicate capacity to manage the system. From the last subobjective, it 
becomes clear that none of the representatives communicated any 
specific measure taken based on the compiled results (S7).
 To summarize the results of MA an index p was applied, 
entailing that in cases at which at least half of the managers 
communicated in agreement with the criteria (p .50), the 
prerequisites were categorized as attained. The result profile shows 
that all representatives attained the criterion of opportunity, 
(p=1.00); none attained the criteria covering motivation (p=.00); a 
majority of representatives attained the criteria of capacity (p=.67). 
This implicates that: P = (1 x 0 x 1). Archival data show that the 
content of the meeting record converges to the statements given by 
the representatives. As a separate item in the meeting record from 
MA, a decision was found: 

 “The board appraised that the material has to be revised and certain 
judgments and orders of priority have to be done until the next meeting of the 
board.”

Parallel to the indispensability of appointing an agent responsible for 
the realization of subsequent work, the meeting record indicated 
unattained system prerequisites. 
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Evaluation sequence II 

Table 6.3. The interviews in MB (evaluation sequence II) 

Subobjectives ** 
R1

[PM]
R2

[OP]
R3

[RP]
(S1) Introduced to the project report  0 1 0 

(S2) Acquired knowledge of the process, besides information given 
in the report  

0 0 1 

(S3) Decision on proving feedback to the staff  1 1 1 

(S4) Plans for using the information as a basis for prospective 
decision-making

0 1 1 

(S5) Confidence in the compiled activity report (i.e., the methods 
and results)  

- - - 

(S6) Perception of the relation between the working environment, 
quality and economy  

1 1 0 

Notes: 1 indicates that representative’s answer fulfilled the criteria. 0 indicates that representative’s 
answer did not fulfil the criteria, - indicates missing data.  
** Since the interviews in sequence II were accomplished prior to the meeting of the board, the 
last item in the interview schedule (i.e., knowledge of any specific measure taken based on the 
compiled results) was omitted. In all other respects, identical interview schedules were applied.  

Table 6.3 show the results from the first interviews accomplished in 
accordance with sequence II. Regarding S1, one representative (OP) 
declared that they had read the established project report (p=.33). The 
result constitutes one indication that the representatives lacked the 
opportunity to take position and apply the given results. The same 
results applied to S2, where one single representative (RP) 
communicated additional knowledge besides the information given in the 
project report. The results indicate unattained motivation to improve 
the understanding of the program characteristics. Each representative 
declared the supply of feedback to the staff as important (S3). The result 
indicated sufficient motivation for program direction. Regarding S4,
two of the representatives (OP & RP) communicated plans for using 
the obtained information as a foundation for prospective decision-making
(p=.67). The results indicate some capacity to manage the system. 
Regarding S5, data were missing in all cases. Regarding (S6), two of 
the representatives (p=.67) communicated basic understanding of the 
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relation between the components of working environment, quality and 
economy (p=.67). The result indicates capacity to manage the system.
 To summarize the results of MB, the index (p .50) was 
applied: One representative attained the criterion of opportunity, 
(p=.33); a majority of representatives attained the criteria covering 
motivation (p=.67); a majority attained the criteria of capacity 
(p=.67). The result profile shows that: P = (0 x 1 x 1). The meeting 
record from MB makes clear that: 

“The board thanks for an interesting summary of the working environment 
project and looks forward to see how the results will turn out in forthcoming 
quarter report.”

Since the board left out any appointment of an agent as responsible 
for the realization of subsequent work, the meeting record indicated 
unattained prerequisites.

Table 6.4. The interviews in MC (evaluation sequence II)

Subobjectives **
R1
[PM]

R2
[OP]

R3
[RP]

(S1) Introduced to the project report  1 1 1 

(S2) Acquired knowledge of the process, besides information given 
in the report  

0 0 0 

(S3) Decision on proving feedback to the staff  0 1 1 

(S4) Plans for using the information as a basis for prospective 
decision-making

0 0 0 

(S5) Confidence in the compiled activity report (i.e., the methods 
and results)  

1 0 0 

(S6) Perception of the relation between the working environment, 
quality and economy  

1 1 1 

Notes: 1 indicates that representative’s answer fulfilled the criteria. 0 indicates that representative’s 
answer did not fulfil the criteria.  
** Since the interviews in sequence II were accomplished prior to the meeting of the board, the 
last item in the interview schedule (i.e., knowledge of any specific measure taken based on the 
compiled results) was omitted. In all other respects, identical interview schedules were applied.  
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Table 6.4 illustrates the results from the second interviews 
accomplished in accordance with evaluation sequence II. On S1, all 
representatives declared that they had read the project report (p=1.00). 
That indicates an opportunity for program direction. None of the 
representatives communicated any additional knowledge besides the 
information given in the project report (S2), which indicates unattained 
motivation. Regarding S3, two of the representatives stated the 
supply of feedback to the staff as important, which is an indication of 
sufficient motivation (p=.67). Each representative failed to declare 
any plans for using the obtained information as a foundation for 
prospective decision-making (S4). The results indicate insufficient 
capacity. Regarding S5, one single representative (PM) stated 
confidence in the compiled project report (p=.33). All of the 
representatives’ declarations indicate understanding of the relation
between the working environment, quality and economy-related issues (S6).
That in turn indicates attained capacity to perform.
 To summarize the results of MC, the index (p .50) was 
applied: All representatives attained the criterion of opportunity, 
(p=1.00); a minority attained the criteria covering motivation 
(p=.33); a minority attained the criteria of capacity (p=.44). The 
result profile shows that: P = (1 x 0 x 0). The meeting record from 
MC shows that:

“The board considers the report as taken into account and appoints the social 
manager to be commissioned to lead the succeeding work of establish contact 
with the first line managers and evolve the specific routines of work.”

Related to the criterion of appointing an agent as responsible for the 
realization of established decisions, the meeting record indicates 
attained prerequisites for program direction. 
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Discussion

The results from MA showed that the prerequisites at the strategic 
management level were not attained. None of the representatives 
acquired or used knowledge of the process besides the information 
given in the project report. Since the interviews were accomplished 
after the meeting of the board, and none of the representatives 
acknowledged any decision regarding feedback to the staff, the 
subobjective of motivation was categorized as not attained: P = (1 x 
0 x 1). The result is critical, since the actual outcomes challenge the 
efforts made at the lower levels of the organization, and therefore 
may likely endanger the sustainability of the lower-level planning 
activities. The results from MB showed that the predefined requisite 
of opportunity of management was left unattained. According to 
evaluation sequence II, the interviews were carried out at a point in 
time before the meeting of the board. In this case, the subobjective of 
opportunity failed, since merely one of three representatives had 
been introduced to the project report: P = (0 x 1 x 1). The omission 
of the opportunity aspect precluded, or at least made relevant 
decision-making more difficult on the program procedures. The 
results from MC showed that the predefined requisites of motivation 
and capacity were not attained: P = (1 x 0 x 0).  
 Taken together, the results indicate that the strategic 
management prerequisites to direct the program were incomplete. It 
is reasonable to assume that the interview intervention biased the 
representatives’ answers to become more socially desirable. Yet, from 
an action research perspective this course of questioning made sense. 
It further strengthened the negative conclusion on prerequisites, and 
a possible secondary impact of it on future strategic planning 
behaviour would only be beneficial.  
 It is reasonable to question the mutual division of 
subobjectives, and that the subobjective of opportunity was tested by 
a single indicator. However, the separation of subobjectives makes 
sense, since it is a legitimate minimum requirement that the 
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representatives of the executive board are introduced to the subject 
that the specific decisions concern. Without that knowledge, the 
representatives of the executive board would undermine established 
routines for municipal decision-making and effective management of 
working environment conditions. In the long run, comparable 
results may likely reduce most of the work aimed at attaining 
sustainable program effects. The next chapter follows-up the 
implemented program and concentrates on the aspect of 
sustainability. The question then concerns which aspects the 
organizations have managed to integrate and maintain through 
standard operating procedures.  
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7. Impact analysis for program 
implementation: A follow-up study 

This study examines the impact of the previously implemented 
program. In this context, impact refers to the sustainability of the 
program activities over a certain period. The studies presented in 
chapter four and five indicated that most basic prerequisites were 
attained at the work unit level of analysis, notably in terms of 
opportunities, i.e. set up of procedures for systematic work 
environment management. Nevertheless, regarding dynamic changes 
in the external environment and in the internal structure, it is 
relatively unlikely to expect the program activities to prevail exactly 
as implemented. Rather, the question concerns which aspects the 
organizations have managed to integrate and maintain as standard 
operating procedures. Program implementation in any context 
involves changes in a complex of factors regarding, for example 
methods of work and administrative routines. Hence, the change 
process is by no means a routine matter.
 It was of special interest to inquiry into the hypothetical lack of 
close vertical organizational integration, as indicated in the interviews 
of representants of the executive board. To circumvent that the 
setback of program activities becomes short-lived, it is of great 
importance to create a management system that regularly requests the 
information needed for the systems continued existence. It is 
important that the actors, at all levels, possess the prerequisites to take 
appropriate action. Chapter 6 considered the strategic managements’ 
requisites to direct the activity-based system. The results indicated 
that basic conditions were left unattained after the implementation 
phase. Given this, it is reasonable to conclude that the management 
directed the activity in a non-integrative manner. A probable 
explanation for this is that the mental models of the management 
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representatives did not include all central aspects necessary for 
integrative direction.
 This impact analysis of sustained program effects was conducted 
as a follow-up study. The design covered two management levels of 
analysis – the head of the elderly care department and the social 
welfare board of the three organizations. The study was conducted 
about twelve months after the preceding implementation phases. The 
first section of this study covers head managers of elderly care at 
department level. The second section covers representatives at the 
strategic management level, (i.e. the social welfare board). 

Part I: Impact analysis at the department level 

An organizational design should ideally serve to assure the internal 
communication between its elements (e.g., its range of departments 
and divisions). Organizational channels and networks of 
communication (i.e., vertical and horizontal information systems) are 
the prime means to attain that form of organizational linkage (Daft, 
1998). Vertical integration can be achieved through coordination of 
activities and tasks between the top and the bottom of an 
organization. In this study context, the vertical analysis aimed at 
identifying how much information that has reached the “next level” 
of the structure, namely the head manager of the elderly care 
department, in congruence with the original program ideas (chapter 
3). Hence, the actions and performances at the care unit level were 
here evaluated on the basis of the information available to the head 
manager. From a systems perspective, the head manager of the 
elderly care should be in a key position for follow-ups of the 
working environment activities at the care units. Thus, by means of 
standardized interviews with the head managers of the three elderly 
care departments, this study examined whether the implemented 
action program was applied according to the original program ideas. 
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Method

The study was performed according to the principles of an 
embedded multiple-case study design (Yin, 1994). 

Participants
The head manager of elderly care department in each of the three 
municipalities participated in the study (n=3). Since some managers 
had left the organization at the time of the interventions, some 
adjustments were made vis-à-vis the sample in the previous studies. 

Instrument  
The interview schedule was designed to examine to what extent the 
implemented program was operational at the unit level (i.e., nursing 
homes, dementia homes, service flats and in home-help service). The 
interview design focused on the managers’ actions in relation to the 
program ideas and covered specific tasks and routines to handle the 
information about the working environment conditions. The 
outcomes of interest, covered during the interview, are shown in 
Table 7.1. The interview used open-ended response alternatives. 

Table 7.1. The interview schedule covering the department level 
Program-defined tasks Outcomes of interest   
Inventory of risks   Established routines for inventory of risk factors.
Risk analyses at the WPTM Probability estimations and analyses of consequences 

regarding identified risks. 
Planning of measures at the WPTM Estimations of measures covering the unit’s resources 

and/or additional resources. Appointment of an agent 
responsible for measures.  

Reports to upper instances Action plans for the unit of work, and reports to 
superior management levels via the head manager of 
elderly care.
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Procedure
The study was conducted during the period of November 2003 and 
January 2004. The interviews were recorded by means of tape 
recorders, in approval of the respondent. The head managers were 
informed about the purpose of the task and the assurance of integrity 
and confidentiality. The length of the interviews varied between 20 
and 31 minutes. The data recording permitted reliability checks. 
Classifications of the data were made according to the procedure 
described in the section of content analysis. The author and a student 
at C-level in Work and Organizational Psychology conducted the 
interviews.

Content analysis 
Open-ended answering alternatives were applied in addition to a 
classification schedule for the managers’ answers. The schedule 
contained a binary outcome space with the exclusive categories of 
one (1) and zero (0); where 1 refers to state where the 
representatives’ answer fulfilled the criteria; 0 referred to unfulfilled 
criteria. The criteria are shown in Table 7.1 above. An independent 
rater categorized the respondent’s answers. Cohen’s kappa (Cohen, 
1960) was used to test classification agreement. The interjudge 
agreement was nearly 94 %.   

Results

Impact analysis at the department level 

The results indicate the extent to which the program-defined tasks 
were applied. In Table 7.2, M1 refers to the head managers of elderly 
care departments. The abbreviations A, B and C refer to the 
involved municipalities.
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Table 7.2. Task fulfilment at the department level 

Program-defined tasks 
MA
M1

MB
M1

MC
M1

Inventory of risks   0 1 0 
Risk analyses at the WPTM 1 0 1 
Planning of measures at the WPTM 1 1 0 
Reports to upper instances 1 1 0 

Notes: 1 indicates that the head manager did mention that the task was accomplished. 0 indicates 
that the head manager did not mention that the task was accomplished 

Interviews at A. The head manager from MA reported that the 
inventory of risks was still performed according to the program ideas, 
although only once a year. According to the same manager, the 
yearly routines were approved by the superior social welfare board. 
In exceptional cases, urgent reports were forwarded to the board. In 
all, the manager in MA communicated that all program-defined tasks 
still was applied at the work unit level. 

Interviews at B. The head manager from MB reported that the 
inventory of risks was performed, but risk analyses at the WPTM
according to the program-defined structure were left out. In other 
respects, the manager reported that all tasks still were applied 
according to the program ideas. The activity reports were completed 
once every quarter. 

Interviews at C. The head manager from MC reported that the 
inventory of risks was not applied at the unit level. Risk analyses were 
completed, however, but without any specific structure. The 
completion of risk analyses generally depended on what sort of 
problem that was under investigation. In almost every case, the 
problem was related to physical aspects of the activity. The manager 
communicated that planning of measures was completed barely on 
irregular basis. Compilations of reports to upper instances were 
performed, but only when immediate needs were facing. 
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Discussion

In this context it is important to distinguish carefully between the 
organizational levels: this study aimed at identifying how much 
information that had reached the “next level” of the structure, 
namely the head manager of the elderly care department. Hence, the 
actions and performances at the care unit level were here evaluated 
on the basis of the information available to the head manager. From 
a systems perspective, the head manager of the elderly care should be 
in a key position for follow-ups of the working environment 
activities at the care units. Therefore, it is rather unlikely that the 
work units apply the standard procedures without the knowledge of 
the head manager of elderly care. 
 A generous interpretation of the completed interviews indicates 
that just parts of the original program were sustained at the work unit 
level. This interpretation is built on the declarations that the 
inventory of risks was performed on an irregular basis. Regarding 
general routines to handle the working environment, the head 
managers mentioned that such routines were in use, but the use of 
follow-up questions revealed that several deficiencies existed. The 
managers admitted that mainly physical aspects were further 
explored. One reason for this decline of psychosocial risk factors 
might be the inherent complexity of establishing and communicating 
a relation of cause and effect. Besides, the preventive character of the 
original program was seldom mentioned during the interviews. State 
reports were still sent on a regular basis, often when urgent problems 
were already apparent. The reports mainly contained statistics of ill 
health and compilations of working hours (i.e., information easy to 
quantify). One reason for this information-bias might origin from the 
bias of the strategic management level.  
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Part II: Impact analysis at the strategic management 
level

A central alignment of the strategic management is to bring together 
the elements of strategic planning, implementation and management 
in an ongoing and cyclic process. These abstract functions include 
tasks such as developing strategic visions, setting objectives, crafting a 
strategy to achieve objectives, implementing and executing the 
strategy, evaluating performance and finally, reviewing new 
developments and initiating corrective adjustments (Strickland & 
Thompson, 1995). The point is that an effective administration needs 
to fulfil complementary demands.
 According to French and Bell (1999), the demands of the 
strategic management refer to “the development and implementation 
of the organization’s grand design or overall strategy for relating to its 
current and future environmental demands.” In the same line of 
reasoning, the Swedish Provisions (AFS 2001:1) makes clear that 
“the management of work environment conditions shall be 
integrated as a natural component in all day-to-day activities” (3 §). 
This means that the management of working environment shall take 
place on a basis where the issues are integrated with other substantial 
activity aspects such as economy and quality.  
 The analysis of the management’s prerequisites initiated from a 
structural model regarding the role and function of the strategic 
management. Daft (1998) suggests that both external (E) and internal 
(I) factors influence the work of the strategic management (M). 
Further, the external and internal factors define the setting of 
organizational goals (G). The organizational design (D) becomes a 
means to reach the predetermined goals. The components and its 
relations can be summarized as: M  D  G  E  I
 In a municipal context, the external factors are normally set up 
by economic preconditions, legislations and cultural demands 
together with the social development in a larger perspective. French 
and Bell (1995) says that the strategic management should develop 
“outward-looking routines” directed toward external environmental 
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analysis and planning to ensure that the organization is in match with 
its environment. Internal factors are mainly defined by the activity 
through policies and standards, the competence of the employees and 
changes in the organization (Weick & Quinn, 1999). Ideally, the 
strategic management gives priority to these aspects and decides 
which of these that needs to be satisfied. As an outcome, a sequence 
of operative goals for the organization is established. Goals of 
economy, production quality and the working environment are all 
examples of overall objectives. Finally, the organization is designed as 
a means to achieve the operative goals. This can be described as the 
basic structure and the operative mechanism of the organization 
(Dalton, Lawrence & Lorsh, 1971).  
 Olsen and Haslett (2002) describe the strategic management in 
terms of an organizational function that aims at: “bring together each 
of the elements of strategic planning, implementation, and 
performance management in an ongoing and cyclic process”. The 
passage suggests that a management system is an organizational 
structure, designed to regulate specific tasks such as investigation, 
analysis and judgment. Schendel and Hofer (1979) underline the 
strategic management tasks in terms of goal formulation, 
environmental analysis, strategy formulation, implementation, 
evaluation and control. The task of goal formulation is about 
defining the mission and purpose of the organization. Added to that, 
assessments regarding the constraints and opportunities of the 
environment need to be taken. Strategy formulations, resulting from 
goals and environmental analysis are developed, implemented and 
evaluated. The relation of the tasks share many similarities with a 
basic control model where the boundaries can be developed as well.  
 From an additional point of view, members of the strategic 
management, or what Mintzberg (1993) calls the “strategic apex,” 
are charged with the overall responsibility for ensuring that the 
organization serves its mission in an effective manner. According to 
Mintzberg, this responsibility entails tree subsets of activities. The 
first concerns supervision by means of allocation of resources, 
authorization of major decisions and organizational design. The 
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second concerns the organizations relations with its environment. 
Specifically, this includes developing contacts with external actors 
through negotiation of major agreements. The third set of activities 
is a combination of the previous activities and relates to the 
development of organizational strategies. Mintzberg’s line of 
reasoning settles that the strategy may be viewed as a mediating force 
between the organization and its environment. Strategy formulation 
therefore involves the interpretation of the environment and the 
development of consistent patterns of organizational decisions to deal 
with it. The strategic management perspective takes the widest and 
the most abstract view of the organization. Hence, Mintzberg’s 
(1993) and Schendel and Hofer’s (1979) accounts appears adequate, 
but circumvents the issue of how to translate it into practical 
operation. The descriptions do however point out relevant factors 
that shape the tasks and functions of the strategic management. If 
these tasks are carried out and integrated in practice, a sound 
foundation for managerial decision-making and problem solving can 
be established. 
 Taken together, some central tasks of the strategic management 
can be specified and applied as relevant criteria in this follow-up 
study. To direct the activity according to the original program ideas, 
the strategic management first must get access to information 
covering the status of the core activity. A central task concerns 
analysis of the given information together with eventual revision and 
complementation. Conclusions and decisions must be made 
regarding what actions to take given the information. These 
management tasks occur as criteria in subsequent analyses. By means 
of interviews, the overall objective of the study was to examine 
whether the performance of the social welfare board was in 
congruence with the ideas of the program and identify reasons for 
eventual deviant acts, i.e. why the program had not been adequately 
integrated.
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Method

The study was performed according to the principles of an 
embedded multiple-case study design (Yin, 1994). 

Participants
Representatives of the social welfare board participated in the study. 
In all, eight representatives from the three municipalities were 
interviewed (n=2 in MA, n=3 in MB, n=3 in MC). The selection 
was based on previously accomplished interventions. Since some 
representatives had left the organization, they were substituted with 
their successors. 

Instrument design 
The interview schedule was designed to examine whether the 
performance of the social welfare board was in congruence with the 
ideas of the program and to identify reasons for eventual deviant acts, 
i.e. why the program had not been adequately integrated. The 
representatives were interviewed according to an open interview 
structure. In this context, predefined follow-up questions were 
applied. The areas of interest were specified by examining whether 
the representatives had the prerequisites to fulfil the tasks of (i) 
obtaining standardized reports from the activity, (ii) analyzing and 
interpreting the given information and come to conclusions, and (iii) 
transforming the given information into measures. The aspects of 
interest, covered during the interview, are shown in Table 7.3. 
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Table 7.3. The interview schedule covering the management level 
Program-defined tasks Outcome of interest    
Partaking of reports Access to working environment information from the 

activity.
Analysis of report content Analysis and conclusions drawn on the basis of available 

information
Decision-making  Strategies to take actions on the basis of available 

information

Procedure
The study was conducted during the period between November 
2003 and January 2004, i.e. about twelve months after the former 
board interviews. The interviews were tape-recorded after approval 
of the representatives. The representatives were informed about the 
purpose of the task, and confidentiality was assured. The length of 
the interviews varies between 8 and 25 minutes. The author and a 
student at C-level in Work and Organizational Psychology 
conducted the interviews.

Content analysis 
A classification schedule for the representatives’ answers was applied. 
The sample space contained the outcomes of one (1), where the 
representative’s answer fulfilled the criteria and zero (0), where the 
answer did not fulfil the criteria. Cohen’s kappa (Cohen, 1960) was 
used to test the classification agreement. The agreement was 94 %. 
The method also included analysis of whether the representatives’ 
explanations of program deviations could be associated to the 
categories of D, G, E and I, that is reported obstacles to execute the 
management tasks. The classification was performed by an additional 
rater. The agreement was in the order of 82 %. A reason for the 
lower degree of agreement might be due to the relatively broad 
classification schedule.  
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Results

Impact analysis at the strategic management level

In Table 7.4, Rn refers to the interviewed representatives. The 
abbreviation A, B and C refer to the municipalities.  

Table 7.4. Task fulfilment at the management level 
MA MB MC 

Program-defined tasks R1 R2 R1 R2 R3 R1 R2 R3

Partaking of reports 1 0 1 0 1 1 1 1 
Analysis of report content 1 0 1 1 1 0 0 0 
Decision-making  0 0 0 0 0 0 0 0 

Notes: 1 indicates that the representative did mention that the task was accomplished. 0 indicates 
that the representative did not mention that the task was accomplished 

Interviews in A. According to R1, reports were received once 
every year. The reports primarily covered emergent problems. The 
reporting was complemented by verbal announcements by the head 
manager of elderly care. According to the same representative, the 
strategic management completed the content analyses. In respect to 
decision-making, financial aspects had priority. None of the 
representatives in MA communicated any specific measures taken to 
facilitate the local working environment tasks. None of the 
communicated answers of R2 could be categorized as indicators of 
accomplished tasks. 

Interviews in B. According to R1 and R3, reports were received 
on a quarterly basis. The form of the report varied from time to 
time. Regarding the content of the reports, all three representatives 
mentioned that statistics of the working environment information 
was a central part of the information. R2 reflected over the absence 
of information and more importantly, what information that would 
be needed. All representatives communicated that the information 
had not been applied as a basis for decision-making. Financial savings 
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and economic restrictions were given greater priority in decision-
making than issues of working environment conditions that were 
discussed sporadically. All representatives in MB were unable to 
communicate any other concrete actions taken to improve the 
working environment management. 

Interviews in C. All representatives mentioned that the reporting 
was performed on a quarterly basis. Statistics covering working 
environment information was a central part of the reported 
information. In addition, the information was applied as in 
discussions of the core activities. In decision-making, though, 
financial aspects were given priority. No specific measures taken to 
facilitate the local working environment tasks were communicated 
during the interview. 

Reported obstacles to attain the management tasks 

The management representatives’ declarations of hindrances to fulfil 
the tasks are coded in terms of E, I, G and D. The tasks are specified 
as, (i) getting access to working environment information from the 
activity, (ii) performing analyses and drawing conclusions, based on 
available information and (iii) formulating action strategies, based on 
available information. Table 7.5 summarizes the reported hindrances 
to perform the management tasks.
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Table 7.5. Reported hindrances to execute the top management tasks 
MA R1  (HG, T3)
 R2 (HG, T123)
MB R1 (HI, T1), (HG, T13)
 R2 (HI, T2), (HD, T123)
 R3 (HG, T3)
MC R1 (H , T123)
 R2  (HI, T123), (HG, T3), (HD, T123)
 R3 (HG, T3)

Notes: T1 refers to getting access to working environment information from the activity, T2

refers to performing analyses drawing conclusions, based on available information and T3 refers 
to formulation of action strategies, based on available information. E refers to external factors, I 
refers to internal factors, G refers to goals and D refers to design. 

Interviews in A. R1 declared that the possibilities to transform the 
given information into concrete measures (T3) were hindered by 
financial savings and economic restrictions in the decision-making 
process (G). As a main reason for not achieving T1 and T2 in a 
sufficient manner, R2 mentioned that the available information 
primarily covered physical aspects of the working environment (G). 
As an obstacle in transforming the given information into concrete 
measures (T3), R2 again mentioned restrictions from financial savings 
and economic limitations (G).

Interviews in B. As the main reasons for not achieving T1, R1

mentioned the increased staff turnover (I) and the goal ambiguity 
regarding the management of the working environment conditions 
(G). Concerning T3, R1 mentioned that financial aspects were given 
priority in the managerial decision-making. R2 communicated the 
absence of established routines (D) as a main hindrance for fulfilling 
T1. As the main hindrance for achieving T2, R2 mentioned both the 
lack of working environment information (D) and the management’s 
competence regarding working environment issues (I). R2 also 
emphasized the lack of relevant information (D) as an obstacle in 
performing T3. R3 mentioned financial constraints (G) as the main 
reason for not achieving T3.
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Interviews in C. R1 declared no obstacles in performing Tn. R2

communicated that the shortage of time (I) was the main reason for 
not taking part of the available information (T1). In connection with 
that, the same representative questioned whether the role of the 
manager included taking part of the given information (D). 
Regarding analysis and interpretation of the given information (T2)
and taking concrete measures (T3), R2 mentioned shortage of time 
(I) and insufficient knowledge (D) on the issues of working 
environment issues. R3 mentioned that economic activity aspects 
generally were given the first priority (G) when taking concrete 
activity measures (T3).

Discussion

The results covering the management perspective show that the 
representatives failed to recite the report information in a detailed 
manner. A majority declared that information from the unit level 
was made available in an informal way and on irregular basis. This is 
considered a drawback, since it is of great importance that the 
information is in standardized form – homogenous reports are a basic 
prerequisite for valid comparisons. Statistical information on ill health 
was primarily made available to the strategic management. One 
explanation for this is that the representatives perceive the 
psychosocial relations of cause and effect as complex, and therefore, 
choose to take actions on physical aspects of the working 
environment. Such a strategy may generate an illusion of that 
working environment aspects in general are considered. But at the 
same time it indicates that key elements of the implemented program 
intentions are not attained. The reported obstacles to execute the 
management tasks showed that internal factors (I) where frequently 
mentioned as a hindrance in getting access to working environment 
information (T1) and coming to conclusions (T2). External factors (E) 
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were never mention as restrictions to perform any of the predefined 
tasks. The main reported reasons for deficient integration were 
financial savings and economic restrictions regulating the activity (G). 
The organizational design (D) was rarely mentioned as a restriction 
in performing any of the tasks. A plausible explanation relates to the 
content of the reported information; it is reasonable to assume that 
there is a perceived lack of correspondence between the information 
communicated and the information needed at the management 
levels. This leads to a one-sided focus on working environment 
issues, which initiate difficulties in integrating it with other activity 
issues. To summarize, the results on the impact analysis, together 
with the reported obstacles to attain the management tasks, lend 
strong support to the need of refined standard operating procedures. 
For example, the results suggests that the planning procedures need 
to be refined to include e.g., aspects of resources and costs. The 
planning of resources should in turn be integrated with working 
environment issues, activity aspects and staff administration. 
Enhanced planning contents require distinguished and developed 
planning procedures.  



127

8. Conclusions on formal
procedures

In section I, an extended program for implementation of formal 
procedures for management of working environment conditions has 
been reported. A central objective in the undertaken program 
implementation was to detect how and where to undertake further 
action. As emphasized, one way to attend early warnings in a 
systematic manner is by means of a system with well-defined routines 
for investigation of risks, preventive measures, follow-up and 
control. The key question addressed concerns how to implement 
such as system to attain sustainable results. In this, the 
operationalization of the Provisions (AFS 2001:1) was driven 
relatively far. The first phase of the program evaluation showed that 
the WPTMs were carried out with complete or nearly complete risk 
analyses. The results indicate that the participants completed all steps 
in the risk assessment procedure, except for the vertical risk analysis 
for single professional categories. The result profile indicates that the 
managers succeeded to apply the given structure for risk analysis. On 
the subject of content, some risk factors appeared frequently (e.g., 
interior factors and demands from patients and relatives). Other risks 
were rarely considered in the meeting contexts (e.g., harassments, 
terms of employment and reorganization). The results imply a need 
of coordination between complementary assessment methods (i.e., 
the employee interview and questionnaires). 
 The subsequent evaluation inquired into the first line 
managers’ mental models using the procedures. The result profile 
show that the managers acknowledged the characteristics of the 
methods (i.e., its inherent strengths and weaknesses). Despite the fact 
that some managers on various occasions disregarded essential aspects 
of the procedures, the results indicate relevant mental representa-
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tions. From simulation of negative working environment conditions, 
some guiding principles for the application of the work methods can 
be outlined; e.g. a majority of the managers stated that insulting 
treatments should be controlled by means of the professional 
employee interview. Indistinct occupational roles should in the first 
place be controlled at the WPTM. The results converge with 
previously outlined findings from evaluation of content, showing 
that insulting treatments were never analyzed at the WPTMs. 
Indistinct occupational roles were analyzed on few occasions. To 
recapitulate, the results from the work unit level indicate that the 
structured interventions reconciled the local variations embedded in 
each single municipal setting.  

The evaluations of the executive boards’ direction showed that 
the representants had indistinct perceptions of the systems 
characteristics. A majority of the boards failed to communicate 
strategies for operative management. The result profile from 
municipality A showed that none of the representatives acquired or 
used knowledge of the process besides the information given in the 
report. Since the interviews were accomplished after the meeting of 
the board, and none of the representatives acknowledged decision-
making or feedback to the staff, the subobjective of motivation was 
categorized as unattained. The result is critical, since the actual 
outcomes challenge efforts made at lower levels of the organization, 
and therefore endanger the sustainability of the activity systems. The 
result profile from municipality B showed that the requisite of 
opportunity was left unattained. In that case, the subobjective of 
opportunity failed, since merely one of three representatives had 
been introduced to the project report. The result profile from 
municipality C showed that the predefined requisites of motivation 
and capacity were not attained. A decision on appointing an agent 
responsible for future program directions was however found in the 
meeting record.
 The evaluation of the programs’ sustained impact was 
implemented around one year after the initial phase. The evaluation 
addressed the activity level and the executive board. The results 
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indicated that only fragments of the original program were sustained. 
Support for this interpretation was built on the declarations that risk 
analyses were performed on an irregular basis. Regarding general 
routines to handle the working environment, several managers 
mentioned that such routines were in use, but the application of 
follow-up questions indicated that several deficiencies existed. A 
number of representants mentioned that primarily physical activity 
aspects were further explored. One reason for this might be the 
inherent complexity of establishing a relation of cause and effect in 
psychosocial risk. State reports were still sent on a regular basis, often 
when they already faced urgent problems. The reports mainly 
contained statistics of ill health and compilations of worked overtime 
(i.e., information easy to quantify). One reason for this information-
bias might come from the degree of differentiation that exists 
between the lower activity level and the strategic management level. 
That result indicates that the preventive ideas of the original program 
were left unattained.
 At the executive board, various hindrances in getting access to 
central information and decision-making were reported. Financial 
savings and economic restrictions were mentioned as reasons for 
incomplete integration. As a general conclusion, aspects of economy 
and quality need to be emphasized and attached to the working 
environment issues and consequently, integrated into the planning 
procedures at the core activity level. Further, the representant failed 
to recite the report information in a detailed manner. A majority 
declared that information from the activity was made available in an 
informal way and on an irregular basis. This was considered to be a 
drawback, since it is of great importance that the information is in 
standardized form. For example, homogenous reports are one 
prerequisite for valid comparisons of units. One plausible explanation 
for this is that the representants perceived the psychosocial relations 
of cause and effect as complex, and therefore, chose to take actions 
on physical aspects. Such a strategy may make you believe that 
working environment aspects are considered, but at the same time, it 



130

indicates that central elements of the implemented program 
intentions are left unattained.
 The results of reported obstacles to execute the management 
tasks showed that internal factors were frequently mentioned as a 
hindrance in getting access to working environment information and 
hence, coming to valid conclusions. This suggests that the program, 
despite the far-driven operationalization of the Provisions (2001:1), 
in a certain sense failed to provide an adequate basis for strategic 
decision-making. The main reason mentioned for deficient 
integration was the financial savings and economic restrictions that 
regulate the activity. The organizational design was rarely mentioned 
as a restriction in performing any of the tasks. A plausible explanation 
relates to the content of the reported information: it is reasonable to 
assume that there is a perceived lack of correspondence between the 
information communicated and the information needed at the 
management level. This indicates insufficient vertical integration 
between the organizational levels. In turn, this leads into a one-sided 
focus on working environment issues, which might have led to 
difficulties in attaining integration with other relevant activity issues. 
Even with the current programs’ validity, with reference to relevant 
legislations and applied assumptions as regards basic behavioural 
prerequisites, the difficulties in attaining sustainable results appear 
remarkable. At the same time, previous attempts have likely 
produced similar results. How then should the Provisions (AFS 
2001:1) be operationalized and implemented to achieve sustainable 
results?
 Based on theses findings, a plausible answer could be that the 
highly formalized and inclusive procedures need to be 
complemented and further refined. For example, the planning 
procedures need to be designed for inclusion of e.g., aspects of 
resources and costs. The resources should in turn be integrated with 
planning on working environment issues, activity aspects and staff 
administration. In succession, this requires developed planning 
procedures. But in extension, the planning procedures applied at the 
work unit level might represent a combining link between the formal 
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organizational procedures and the individuals’ cognitive prerequisites. 
This calls for further developed routines for activity planning at the 
unit level.
 To sum up, the observed incongruence between the 
implementation results at the work unit level and the superior 
management levels makes it reasonable to assume that the 
management indeed failed to vertically integrate the procedures and 
translate the embedded tasks into the organizational routines. A 
plausible explanation for this is that necessary standard operating 
procedures between the levels were not established or available. This 
suggests that the organizational standard operating procedures need 
to be further developed. Another explanation may come from the 
disparate and sometimes contradictory activity focus that separates 
the organizational levels. This suggests that the working environment 
conditions need to be functionally integrated with other relevant 
activity aspects, ideally by means of employee participation. A similar 
approach implies that the employees’ prerequisites to participate 
through vertical and horizontal collaboration need to be emphasized. 
Finally, the role of the first line manager requires additional support.





Section II 

Development of refined 
procedures for working 
environment planning
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9. Design of communicative 
procedures

The results in section I show that the procedures did not succeed in 
strengthening the vertical integration of working management 
activities. On the other hand, the procedures implemented at lower 
levels attained their objectives of risk assessment and action planning. 
This raises the question whether the scarce integration is a result of 
the strategic management’s incapability or unwillingness to apply the 
given information. At first sight, this appears as a plausible line of 
reasoning. Still, closer analysis suggests that the standard operating 
procedures that should lead to full vertical integration were not 
complete. A reasonable hypothesis is that the representatives’ neglect 
of the working environment information depends on a certain order 
of priority for them, where that information is of secondary 
importance compared to the matter of quality and economy. In 
order to be assessed properly, the working environment issues have 
to be coordinated with the high priority subjects. 
  Then, what action alternatives are available to handle this 
main problem? Is it appropriate to continue the development at the 
superior management level, or could the procedures at lower levels 
be designed to facilitate the needed functional coordination? This is 
the question that is implied in the third paragraph of the Provisions 
about systematic work environment management as a natural part of 
the daily activities. 
 The results in section I show that the participants at lower 
levels, unlike the representatives at superior levels, for the most part 
attained the program objectives. The results strongly support the idea 
of refining the procedures “from below”. Added to that, the 
bottom-up approach appears superior when it comes to 
opportunities for establishing employee participation. The approach 



136

implies that the procedures should be further developed to meet the 
requirements of superior management levels. Put otherwise, the 
procedures have to be adjusted so that the functional integration of 
the working environment issues supports the vertical integration. 
This means that a certain degree of functional coordination has to be 
incorporated at the level of work units. To achieve this in practice, 
communicative procedures applied in appropriate situations together 
with established documentation routines are considered as basic 
prerequisites. Regarding the contents of the planning, previous 
results lend weight to the argument that additional aspects need to be 
integrated into the working environment planning at lower levels. 
To provide a valid basis for decision-making at superior levels, 
aspects of working environment, resources, personnel administration 
need to be integrated with activity aspects. This requires that the 
behavioural prerequisites of motivation, capacity and opportunities 
be fulfilled. Compared to the approach presented in section I, 
including structured interventions directed towards the overall 
organizational procedures, the remaining studies include exploratory 
in-depth interventions conducted at individual and group levels.

Efficient planning and management of the activity is a natural 
base for professional operation of working environment issues. The 
Provisions of the Swedish Work Environment Authority (AFS 
2001:1), puts emphasize on preventive and integrated work routines. 
The Provisions constituted a central part in the design work. An 
integrated system is ideally based on numerous interrelated tasks, 
carried out on complementary organizational levels. To achieve this 
integration in practice, certain individual, group and organizational 
conditions need to be attained. In this case, organizational conditions 
refer to established channels of communication, routines and forums  
 From an activity perspective, it is generally assumed that the 
working environment conditions can help to ensure the 
organizational effectiveness. For example, working environment 
systems, professionally operated by the strategic management can 
improve the overall efficiency and profitability of the organization 
(Applebaum, Bailey, Berg, & Kalleberg, 2000). However, a problem 
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is how to achieve this integration in practice. The strategic 
management often lacks sufficient capability and expertise in the 
working environment field, and therefore often fail to identify what 
actions to take (Ministry Memorandum, Ds 2001:28).  
 Despite the regularity of formal meetings at work, there is 
little research on what chairpersons actually do in formal meeting 
situations like the WPTM (Hartley, 1999). The WPTM can fulfil 
many central functions as regards exchange of information and 
expression of opinions. Though, accurate analyses of consequences 
and planning of measures are seldom performed. One-sided 
planning, with activity aspects (e.g., production elements) treated 
separated from working environment aspects, is frequently observed. 
Coordinated planning of the activity is an intricate task. To succeed 
in the planning at the WPTM, stable meeting procedures are 
therefore required. As indicated in section I, formal meeting routines 
alone are however insufficient. Although employees strive for 
influence and control over their working situation, it is not at all 
guaranteed that the opportunity to influence would be taken. A 
strategy, rarely sufficient, is to set up a meeting and encourage 
employees to come up with point of views and standpoints. 
Employee participation, as designated, generally does not occur 
without structured intervention. Therefore, employee participation 
must apply to important issues that employees are willing and able to 
influence. Consequently, this requires a communicative structure 
that invites all to participate. If these two conditions are met, sound 
prerequisites for participation can be attained.   
 A central objective is that the activity planning shall lead to 
distinct results. An important aspect is to attend to issues related to 
both the working environment and the activity. A clear perspective 
on the role of planning can also reinforce positive attitudes to 
influence their working conditions. As suggested elsewhere, 
functioning routines for management of the working environment 
conditions at the unit level should also be a prerequisite for efficient 
leadership at superior organizational levels. 



138

Design of procedures

Employee participation is a central subject in program 
implementation and development (Stohl & Cheney, 2001). The 
subject has been widely applied and as a result, the term has diverse 
meanings. For example, it means that workers participate on the 
company board, e.g., “worker participation in management” 
(Strauss, 1990), or hold shares or stocks of the firm, e.g., “employee 
ownership” (Zwerdling, 1984) or focus on employee participation in 
work-related decision-making, PDM (Sagie & Koslowsky, 2002). 
Wagner and Gooding (1987) define PDM as an “organizational 
process by which the management shares influence on decision-
making between hierarchical superiors and subordinates.” These 
distinctions demonstrate the wide-ranging depiction. To clarify the 
discussion, the meaning and implications of employee participation 
and empowerment could be analyzed from the aspects of form and 
contents. The reasoning presupposes employee consultation and the 
right of employees to make proposals and take part on measures that 
may substantially affect the activity. To render it possible for the 
employees to practice influence on their work situation, specific 
communicative settings are required. In other words, the aspect of 
form refers to sites where employee participation can take place. The 
WPTM is one such forum.
 As a basic assumption then, prerequisites for employee 
participation can be achieved by means of adapted communication 
procedures. By means of such procedures, the employees may be 
given the conditions of influence and empowerment at the 
workplace. The content refers to factual matters such as planning and 
realization of the core activity tasks and possibilities to influence 
(e.g., one’s working hours). Essential to these objectives are the 
original design of the work, since the activity itself in the end 
determines the amount of responsibility and authority that can be 
given to the employees. If central relations of the activity planning 
are made evident to the employees, their responsibility will possibly 
be affected. In addition, participation may induce greater 
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commitment to work and more effective planning of the activities. 
The idea also makes it possible for the participants to extract 
significant information regarding costs associated to issues like staff 
turnover, absence due to ill health and matters of rehabilitation.
 Parallel to these possibilities, this current design of procedures  
was arranged in two parts (i) specification of relevant issues that 
employees are willing and able to influence (the content aspect) and 
(ii) design of a communicative structure that invites all to participate 
(the aspect of form). This in turn requests that the planning should 
follow a logical sequence and that the planning should cover a 
comprehensive picture of the activity.

The content aspects: functional integration 
Coordination of substantial activity issues refers to a specific type of 
horizontal integration (Daft, 1998). Horizontal integration also 
reflects the communication and coordination that occurs across 
organizational departments. The position supports Lawrence and 
Lorsch (1967) argumentation on integration, saying that the concept 
involves “the quality of the state of collaboration that exists among 
departments that are required to achieve unity of effort by the 
demands of the environment.” In this project context, the concept 
primarily applies to coordination of content aspects within each unit. 
 Moving towards a work definition of functional integration, 
four content aspects are identified: core activity aspects, resources, 
personnel administration and working environment conditions (Wågman & 
Strangert, 2002). The partitioning is primary done to illustrate 
relations among activity aspects. It does not claim to be mutually 
exclusively. Rather, the point is to illustrate the interrelations. For 
example, a decision on resources (e.g., financial constraints) can bring 
out changed conditions for coordination of personnel resources, with 
side effects such as a reduced staff. Reduction of the staff will likely 
generate activity effects for both the production quality and the 
working environment conditions. Therefore, a key argument is that 
the functions need to be integrated into the planning of the work 
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unit level. The basic idea of functional integration is illustrated in 
Figure 9.1. 

Activity aspects (A)

Resources (R)

Working environment (W) Personnel administration (P)

Figure 9.1. An integrative model of substantial aspects.

In subsequent sections, the aspects of Figure 9.1 will be abbreviated 
as “WARP.” The current principle is that measures aimed at one of 
the aspects will likely generate effects in the others, either in a direct 
or an indirect manner. The central point is that decisions taken on 
any organizational level need to be based on an integrated approach. In 
a review of investments made in the area of working environment 
during the last thirty years, Tåhlin (2001) denotes that political 
investments in the working environment area have had insignificant 
effects. Still, reforms with economic incentives have greater chance 
to succeed. In Tåhlin’s macroperspective the economic incentives 
pertain to profitability in investments done in the working 
environment area. The incentives often relate to a safe working 
milieu that in turn is expected to make the recruitment of new 
employees an easier process. In contrast to viewing economic 
incentives from an abstract public and social standpoint, the 
economic thinking (i.e., the integration of financial reasoning) needs 
to be applied in a more close-to-the-activity mode.
 Another approach is to apply the business economic tradition 
with its ideas and procedures for human resource accounting (HRA). 
HRA have traditionally been about specific costs associated with 
recruitment, various kinds of absence and educational programs. 
Associated techniques are well described in several publications 
(Gröjer & Liokkonen 1990; Enstam, Johansson & Nilsson 1995; 
Gröjer & Johansson 1996; Johanson & Skoog 2000; Johansson & 
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Johrén 2001). As a general conclusion, it is still unclear how to apply 
the ideas in practical operation (i.e., integrated into the activity 
planning and as a method for professional management of the 
activity). Johansson and Mellander (2001), argue that numerous 
techniques have been available for a long time, but the core problem 
concerns how to operationalize these instruments. There are reasons 
to assume that these techniques, so far, either has been insufficient or 
too technical advanced to appeal to the intended users. 
 In this context, the conventional HRA ideas imply some 
serious restrictions. First, the techniques are mainly intended for 
specialist functions in the staff such as economists and personnel 
managers. Next, the idea of specific procedures for measuring costs 
incurred in recruitment, selections and development of human assets, 
mainly contradicts the idea of full integration and prerequisites for 
employee participation. A step in the right direction could be to re-
design procedures for planning, where cost estimations constitute 
one central part. The core argument applied is that aspects of 
economic thinking need to be incorporated into other central 
activity aspects such as personnel administration and working 
environment conditions. Consequently, the economic thinking 
needs to be applied as close to the core activity as possible. This calls 
for clear procedures for documentation and bookkeeping. 
Nevertheless, the economic thinking must leave a mark in the day-
to-day planning. The reasoning agrees with a declaration of intent, 
presented in a Ministry Memorandum (Ds 2001:28), that stresses the 
need to design methods for integrated costing estimations, and 
implement pilot tests of programs and procedures.  

The aspect of form
Employee participation requests a communicative form that invites 
participation. Based on the meeting structures incorporated in the 
previous action program (section I), a developed communicative 
structure was designed for integrated activity planning. The general 
planning structure is shown in Figure 9.2. 
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BACKGROUND
FACTORS

CONSEQUENCES IN
THE ACTIVITY

OBJECTIVES

INVESTIGATION OF
CONSEQUENCES

for activity aspects, resources, personnel
administration and working environment

JUDGMENT/DECISION
for activity aspects, resources, personnel

administration and working environment

ACTIVITY

PLANNING OF
MEASURES

for activity aspects, resources, personnel
administration and working environment

Figure 9.2. General planning structure at the WPTM.    

The logical sequence underlying the planning structure was directed 
towards analysis of one activity issue at the time from the 
complementary perspectives of WARP. A preliminary version of the 
procedures was pre-tested at WPTMs in the field. At the pre-test, a 
relevant issue was chosen by the first line manager to apply for 
analysis. The participants’ opinions and judgments were sampled 
right after the meeting sessions and served as input to the further 
project design. An interview session was also performed with the first 
line managers a short period after the pre-test. The additional 
information served as input in the following design work.

Complementary planning procedures 
A variety of issues requires different planning procedures. The 
“appropriate” procedure is contingent on the specific question under 
analysis. Given this assumption, the general planning structure was 
translated into two complementary structures, directed towards 
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either problem solving or development planning. The structure for 
problem solving is illustrated in Figure 9.3. 

PROBLEM/RISK

BACKGROUND
FACTORS

CONSEQUENCES IN
THE ACTIVITY

OBJECTIVES

Phase 1. INVESTIGATION OF
CONSEQUENCES

for activity aspects, resources, personnel
administration and working environment

Phase 2. JUDGMENT/DECISION
for activity aspects, resources, personnel

administration and working environment

ACTIVITY

Phase 3. PLANNING OF
MEASURES

for activity aspects, resources, personnel
administration and working environment

Figure 9.3. Planning structure for problem solving. 

Planning according to Figure 9.3 commenced from a problem or a 
risk in the activity. Background factors (B), problems and risks (X) 
and consequences (Y) were expected to dominate the investigation
phase. A hierarchical reasoning, based on the conclusions from the 
investigation phase and reasoning motivating measures (Z) was 
expected to dominate the judgment/decision phase. Consequences of 
taken measures (K) and plannings on how to direct the measures 
towards the BXY factors were expected to dominate the phase 
aimed for planning of measures. In all phases, the participants were 



144

instructed to consider relevant aspects of WARP. Figure 9.4 
illustrates the structure for development planning.  

BACKGROUND
FACTORS

CONSEQUENCES IN
THE ACTIVITY

Phase 2. INVESTIGATION OF
CONSEQUENCES

for activity aspects, resources, personnel
administration and working environment

Phase 3. JUDGMENT/DECISION
for activity aspects, resources, personnel

administration and working environment

ACTIVITY

Phase 1. PLANNING OF
MEASURES

for activity aspects, resources, personnel
administration and working environment

OBJECTIVES

Figure 9.4. Structure for development planning. 

In Figure 9.4, the planning started from an objective in progress. The 
planning of measures (Z) was designed for measure suggestions, 
relevant for the given objective. The investigation phase was designed 
for profound analyses of the suggested measures impact on the 
activity. A hierarchical reasoning, based on the suggested measures, 
in comparison with relevant objectives was expected to dominate the 
judgment/evaluation phase. In all phases, the participants were 
instructed to consider relevant aspects of WARP. 
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Elements of mental simulation
Based on the assumption that employee participation can rise from 
issues that the employees are willing and able to influence, the logical 
planning sequence requires knowledge domains that appeal to the 
employees and invites partaking and initiatives. These conditions 
alone are however in short supply. To strengthen the employees’ 
prerequisites for participation and improve the planning, 
opportunities for mental simulation were included in the procedures. 
Construction of hypothetical scenarios for estimations how 
something will come out, is known as the simulation heuristic (Fiske 
& Taylor, 1991). The inferential technique can be used for a wide 
variety of tasks such as prediction and causality (Kahneman & 
Tversky, 1982). Simulation is a particular type of mental modeling 
(Gilbert & Troitzsch, 1999) and thought experiment (Arthur, 1999). 
Recent studies have provided evidence for mental simulation as a 
strategy in mechanical reasoning (Hegarty, 2004). Encouraging 
people to consider multiple alternatives appears to be a useful 
technique for reducing many biases such as hindsight and 
overconfidence in data (Hirt, Kardes, & Markman, 2004).  
 Several of the referred biases are characterized by a failure to 
consider alternatives and a tendency to settle on a focal hypothesis 
(Koehler, 1991). One aspect of simulation that has received minor 
attention concerns how people judge the likelihood of particular 
causal scenarios. Previous research has focused on how people judge 
the likelihood of particular outcomes, but little research has focused 
on the factors that affect the perceived likelihood of a particular
causal scenario that leads to a given outcome (Dougherty, Gettys, & 
Thomas, 1997). In this context, the casual simulation idea was 
realized in each phase of the planning structure. The basic simulation 
idea is illustrated in Figure 9.5. 
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BACKGROUND
FACTORS

CONSEQUENCES IN
THE ACTIVITY

INVESTIGATION
OF CONSEQUENCES

JUDGMENT/DECISION

ACTIVITY

PLANNING OF
MEASURES

OBJECTIVE X

Take measures?
Yes/No

Can the measures
work in practice?

What consequences
can follow?

Will the measure attain
the objective?

Figure 9.5. The simulation idea attached to the planning structure.  

Figure 9.5 illustrates the sequence of work in analyzing an objective. 
The shared simulation elements are shown in italics. The first 
question concerned whether to take measures, given the objective 
under analysis. At this time, the participants were assumed to agree 
on a shared decision regarding planning of measures. The next 
question concerned whether the measures could work in practice. In 
that case, several valid ideas could be gained from the simulation 
design. In the next phase, tests of consequences should be realized by 
means of a new simulation set. The last phase covers a 
judgment/decision on whether the planned measure could attain the 
given objective. If the participants came to a decision, follow-up 
routines should also be included in the planning.  
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Pilot test activities 

The procedural pre-test 
A preliminary planning procedure was pre-tested in the field at three 
WPTMs. A relevant issue was chosen by the first line manager to 
apply for test analysis. A member of the research unit guided the 
participants in the planning. The participants’ opinions as regards the 
preliminary planning structure were collected. The data served for 
input in the subsequent design of refined procedures. A short period 
after the pre-test, complementary interview sessions were performed 
with the first line managers.

The introductory meeting 
An introductory meeting for all first line managers was arranged. The 
meeting served to accentuate the managerial role in the project and 
to emphasize the significance of employee participation. Basic 
prerequisites for employee participation (i.e., motivation, capacity 
and opportunities) were introduced and reviewed during the 
meeting. The managerial task of establishing employee participation 
by means of motivation and capacity was emphasized. After that, the 
pre-tested planning procedure was reintroduced, and an additional 
review was completed. An explicit discussion of how to enhance 
employee participation by means of the planning structure was put 
into action. 

The newsletter supply 
All through the pilot project, structured newsletters were sent on a 
regular basis to the first line managers by mail. As a routine, the 
managers were instructed to distribute the newsletter to the 
employees. The newsletter supply served to inform the employees 
about the overall project status. During the current project period, 
four newsletters were supplied.  
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Preparations for training-WPTMs 
After the newsletter supply, preparations for training-WPTMs 
followed. The preparations included detailed instructions for the 
planning procedures at the WPTM. As a central feature in the 
preparations, two instruction videos, illustrating the planning 
procedures, applied at a WPTM, were produced by the research 
unit. The instruction videos emphasized the simulation ideas. Wood 
and Bandura (1989) make a case that individuals can learn by 
watching another person make a particular response. Bandura (1986) 
also suggests that observational learning can take place when an 
observer watches a model exhibiting a set of responses. The video 
sessions were implemented as a complement to the written 
instructions.

The training-WPTMs
Members of the research unit participated as observers at the training 
WPTMs. During WPTMs, an observation schedule was filled in by 
the observer. The schedule was designed as the planning structure, 
shown in Figure 9.3 and 9.4. At the training WPTM, the role of the 
observer was characterized as active with structured interventions in 
the group communication. The WPTMs constituted an opportunity 
for the participants to practice how to apply the communicative 
phases, how to integrate the aspects of WARP and how to make all 
participative in the planning procedure.  

The feedback sessions
The completed WPTM served as input for the subsequent feedback 
sessions. The subsequent feedback session aimed at making the first 
line managers evaluate and reflect over the completed WPTM. The 
session also served to enhance the first line managers’ understanding 
of the planning procedures.  
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The assignment of planning projects 
Based on the four project positions, complementary planning 
procedures were designed and tested. The projects were directed 
towards either development planning or problem solving. The 
projects also covered either a working environment perspective or an 
activity perspective. Investigation of the consequences for relevant 
aspects was emphasized all through the design. A macroapproach
characterized the projects directed towards development planning. 
The problem solving contained an individual/microperspective. The 
planning projects were completed at two WPTMs; the first planning 
session covered a full planning sequence as illustrated in Figure 9.3 & 
9.4. The second planning session was exclusively directed towards 
planning of measures. The interval between the two sessions was 
around one week. At the WPTM, the role of the observer was 
characterized as passive, with a few verbal interventions. The 
observations were primarily motivated by systematic registering the 
participants’ communicative behaviour.

The specialist contacts
One preliminary approach for achieving sustainable program effects 
is to associate the given procedures to other relevant functions of the 
activity. Based on the given project directions and the specific results, 
all first line manager were instructed to contact a relevant specialist 
function (e.g., the nurse practitioner, personnel administrator, the 
rehabilitation administrator and the economist). It was assumed that 
informing the specialist about the local projects, should improve the 
prerequisites for the procedures to become an integrated part of the 
organizational activities. The inclusion of specialist contacts 
constituted an example of horizontal integration (i.e., a prerequisite 
for sustainable program effects). 
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The interview session 
After completed WPTM, structured interviews were performed with 
the first line managers.

The general testing strategy 
The current series of testing as a small-scale implementation of 
potential solutions provided the possibility of assessing the 
effectiveness of the procedures before making systems-wide changes. 
The general strategy of the planning procedures permitted a flexible 
approach vis-à-vis the participants’ progress. Compared to the rather 
“mechanical” implementation strategy applied in section I, the 
experimental work of the current program was conducted in a more 
adaptable manner. The specific procedures and results embedded in 
this strategy are described in chapter 10.
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10. Test of procedures for employee 
participation in working 
environment planning

This study consisted of a series of tests of procedures for working 
environment planning. The procedures included a communicative 
meeting structure, designed for integrated planning at the WPTM. 
The meeting structure also served to evade the common problem of 
one-sided planning, inaccurate analyses of consequences and 
unfocused planning of measures. In general, the WPTM could be 
expected to fulfil many important functions as regards exchange of 
information and expression of opinions. As a major intervention, the 
meeting was designed to be a viable forum for employee 
participation. The structure aimed at establishing some basic 
prerequisites for employee participation by using a form that invited 
all to participate. As regards the contents of planning, the form 
needed to be filled with important issues that the employees were 
willing to influence.
 A central aspect associated with efficient planning is that the 
participants share a certain amount of knowledge about common 
work routines and tasks. Shared knowledge is a topic that invokes a 
wide range of concerns in philosophy, psychology and social science 
(Edwards, 1997). Shared task representations can be conceptualized 
as a component of mental models that are shared among the group 
members (Cannon-Bowers, Salas, & Converse, 1993; Hinsz, 1995; 
Kerr & Tindale, 2004). Mental models can also be shared in mutual 
meta-knowledge of what other members know and about their roles 
within the system (Carley, 1997). Effective coordination during the 
planning is based on a vast amount of shared information or 
“common ground.” To coordinate the content and processes, the 
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participants need to update their common ground in a stepwise 
manner (Clark & Brennan, 1991). In this context, the existence of 
shared representations was assumed to support the group 
communication. The communicative form was assumed to support 
the updating of mutual knowledge, beliefs and assumptions during 
the planning.  
 The specific assumptions presented above, all refers to the 
normative model, designed for activity planning (Figure 9.5). Any 
observed behavioural deviation from it could be considered as an 
indication that the model does not correspond to the participants’ 
“natural” way of reasoning, i.e. their mental representations. 
Alternatively, a deviation may be interpreted as a response failure, 
indicating that a subject has an insufficient task representation. In the 
latter case, the model behaviour is regarded as an expected outcome 
of interest. In practice, both interpretations should be considered and 
evaluated in the course of the implementation. 
 To identify what type of communicative behaviour that 
directed the planning and initiated transformations between the 
phases, verbal direction cues were categorized and analysed. Using 
those kinds of verbal cues was part of the manager’s formal role. 
Similar utterances could come from the employees, but the first line 
manager was in focus for the specific task of directing the meeting.
 In general, the employees have a certain amount of knowledge 
that often remains unspecified in observable communicative 
behaviour, but yet contributes to the shape of the planning. Even 
though specific steps in the communicative process are latent, it is 
still possible to analyze the communication by means of IF-THEN-
schemes. The IF-THEN reasoning is a general problem solving 
mechanism, extensively studied by Newell and Simon (1972). A 
complementary analytical scheme applied in this study is the means-
ends analysis. Anderson (1995) describes means-ends analysis as a 
method for solving problems by selecting operators to reduce the 
difference between a current state and a goal state, as well as 
transforming the current state so that needed operators can apply. 
The basic idea of this technique was applied for evaluation of the 



153

participants’ ability to complete the planning according to the 
procedure descriptions. By using such indicators, the participants’ 
mental representations may be hypothetically represented in certain 
aspects. Then, tentative conclusions on the participants’ mental 
model as regards the specific planning procedures could be 
formulated. Thus, the overall goal of this study was to evaluate 
complementary planning procedures on the participants’ ability to 
plan according to a logical structure with an integrated content. 

Method

The general principles of an embedded multiple-case study design 
were applied (Yin, 1994). First line managers and employees from a 
municipality elderly care organization D participated in this study. 
To a minor degree, various specialist functions were represented as 
well. A preparatory project phase was completed. After that, 
complementary planning procedures were tested. These procedures 
included specific project directions. The projects were directed 
towards either problem solving or development planning. In all, 
observations at eight WPTMs, analyses of recorded meeting sessions 
and standardized interviews with six first line managers comprise the 
data base of this study. The author observed at several of the 
meetings and conducted all the interviews. 

Participants
The first line managers were sampled due to their possibilities to 
coordinate the staff and partake in the project activities. The 
organization for the care of elderly included several specific types of 
care functions, carried out at nursing homes, dementia homes, service flats 
and home-help service. At each unit, approximately ten members of the 
staff participated. The participants were nurses, nursing assistants, 
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rehabilitation staff and first line managers. Specialist functions like the
nurse practitioner, personnel administrator, the rehabilitation administrator 
and the economist, did also participate. 

Analysis of the preparatory test activities
All through the preparatory phase, analyses of subobjectives were 
applied. The subobjectives constituted a key component in the 
preparatory phase. The applied logic was: If the program (T) is 
carried our properly, and the inserted subobjectives (S) are attained, 
then the specified outcome of interest (Y) will be attained. The 
inserted subobjectives were summarized by means of multiple 
indicator analysis (Blalock, 1982). When all participants had 
completed the preparatory phase according the criteria, an end state 
or asymptote of performance was assumed to be attained. On the 
basis of that, the subsequent intervention began and so on. The 
preparatory phase consisted of pre-tests of planning procedures, an 
introductory meeting, newsletter supply, preparatory instructions, training-
WPTMs and feedback sessions.

The procedural pre-test. The pre-test constituted the treatment 
(T1). Examinations of the participants’ attitudes and opinions 
regarding the preliminary planning structure constituted the specified 
subgoal (S). The outcome of interest (Y) was to gather input data for 
subsequent designs of refined procedures. 

The introductory meeting. The introductory meeting (T2)
incorporated two explicit subgoals. The first subgoal (S1) was to 
make the managers aware of that the participation concerned the 
staff. The second subgoal (S2) was to make the managers aware of 
that the level of participation is contingent on the managers’ efforts 
of affecting the employees’ motivation, in strengthening the 
employees’ capacity and in establishing true opportunities. The 
outcome of interest (Y) was to attain a basic understanding of the 
project activities. During the meeting, a member of the research unit 
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made online judgments of the managers’ utterances (i.e., questions 
and statements). The utterances were categorized into a predefined 
schedule covering verbal indicators of subobjective attainment.

The newsletter supply. Structured newsletters (T3) were sent on a 
regular basis to the first line managers. The managers were instructed 
to distribute the newsletter to the employees. S referred to the 
manager’s way of distributing the newsletter to the employees. The 
outcome of interest (Y) referred to the employees being informed 
about the project ideas and status. 

Preparations for training-WPTMs. After the newsletter supply, 
preparations for training-WPTMs (T4) followed. The preparations 
included detailed instructions for application of the planning 
procedures at the WPTM. S referred to the detailed theoretical 
instructions given to the manager. The outcome of interest (Y) 
referred to the managers’ ability to incorporate the procedures in her 
way of thinking and acting.  

The training-WPTMs. Members of the research unit observed the 
training-WPTMs (T5). After the WPTM, the manager’s form was 
copied for reviews of congruence and comparison with the 
observer’s form. The first subobjective (S1) referred to the 
participants’ ability to follow the logical phases. S2 referred to the 
participants’ ability to integrate the aspects of WARP (cf. Figure 
9.1). S3 referred to the employees’ participation in the planning. The 
outcome of interest (Y) referred to the participants’ practical 
understanding of the planning procedures. The analysis of the 
recorded meeting sessions followed the principles of discourse 
analysis (Silverman, 2000; 2001). The material was first arranged 
according to the meeting phases. In each phase, relevant propositions 
were identified and categorized according to the definitions shown 
in Table 10.1.
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Table 10.1. Definitions for categorization of contents
B Background factors Prevailing factors and events initiating problems or risks 
X Problems/risks Situational factors and events defined as problems or risks 
Y Consequences  Effects on the employees in the working conditions
Z Measures Actions expected to generate positive/constructive effects
K Expected consequences 

(of taken measures) 
Consequences that imply elimination/improvement of any 
condition of BXY  

The material was then categorized according to the components of 
WARP. All through, the managers’ utterances were treated 
separately from the employees’ communication. The employees 
were treated as a group. The communication was categorized in 
accordance with Bales Interaction Process Analysis Categories, IPA 
(Bales, 1970; 1999). The applied categories were [I] = gives 
orientation, [I?] = asks for orientation, [P] = gives suggestion, [P?] = 
ask for suggestion, [O] = gives opinion, [O?] = asks for an opinion. 
The categories of I P O applied to the employees’ communication. 
The categories of I? P? O? was related to the managers’ utterances. 
The categorization of subobjective attainment was based on the 
following criteria:

i. Consideration of all meeting phases indicating that the 
subobjective of logical phases (S1) was attained.  

ii. Communication on relevant aspects of WARP indicated that 
the subobjective of integrated planning (S2) was attained.  

iii. A main part of the employees’ communication categorized as 
I, P, and O, indicating that the subobjective of prerequisites 
for employee participation (S3) was attained.  

The feedback sessions. The completed WPTM served as input for 
the subsequent feedback sessions. The subsequent feedback session 
(T6) served to provide the possibility for the first line managers to 
reflect and evaluate the completed WPTM (S). The outcome of 
interest was to enhance the managers’ understanding of the planning 
procedures (Y).



157

The assignment and implementation of planning 
projects

Two complementary planning procedures were tested. The projects 
were directed towards either problem solving or development 
planning. The planning content covered either a working 
environment perspective or a core activity perspective (i.e., nursing 
care). The project directions are shown in Table 10.2. 

Table 10.2. The project directions
Project direction Working environment  Activity (nursing care)  
Development planning A (M1, M4) B (M4, M5)
Problem solving  C (M2, M6) D (M3, M5)

Notes: Project A covered preventive planning of organizational working environment routines. 
Project B covered planning for fall prevention. Project C was directed towards planning for 
solving individual working environment problems. Project D covered fall prevention for 
individual elderly and frail. Project A and C agree with the Provisions on Systematic Work 
Environment Management (AFS 2001:1). Project B and D agree with the National Board of 
Health and Welfare Provisions on quality improvement systems for nursing of elderly and 
disabled (1998:8). 

Two managers (M4 and M5) completed two planning projects each. 
All projects were analyzed separately. A macroapproach characterized 
the development planning (A and B). The problem solving projects 
contained an individual/microperspective (C and D). The planning 
projects were completed at two WPTMs; the first planning session 
covered a full planning sequence as illustrated in Figure 9.3 and 9.4. 
The second planning session was exclusively directed towards 
planning of measures. The interval between the two sessions was 
around one week.
 Members of the research unit observed the project planning. 
In this phase, the role of the observer was characterized as passive,
with few verbal interventions. The observations were motivated by 
systematic registration of the participants’ communicative behaviour. 
An observation schedule was filled in by the observer. The schedule 
was designed as the planning structures, shown in Figure 9.3 and 9.4. 
In cases where the first line manager authorized recordings of the 
session, a tape recorder was used to register the course of events. The 
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recording device provided for subsequent reliability checks. The 
number of participants during training sessions varied between 4 and 
14. The time consumed varied between 24 and 71 minutes. All 
participants were informed about the purpose of the tasks and there 
assured of integrity and confidentiality in data treatment and 
reporting. After the WPTM, the manager’s form was copied for 
reviews.

Content analysis: Common indicators in the project 
planning
The analysis of the planning projects covered both structure (logical 
phases), and content analysis (integration of WARP). In addition to 
the specific planning procedures, general verbal direction cues were 
analysed. The verbal cues reflected communicative behaviours that 
directed the planning and corrected the communicative content with 
respect to the phases. The managers’ utterances and the participants’ 
reflections were distinguished within each phase. These elements 
included commanding statements and statements for keeping the 
planning in order. The applied verbal cues included (i) request for the 
participants to contemplate and reflect individually during the planning and 
(ii) clarifying accounts on deviations. Deviations from the phase structure 
concerned statements belonging to other phases (e.g., suggestions on 
measures in the investigation phase). Ideally, the observed deviations 
should be followed by some of the clarifying accounts. Many 
deviations at one WPTM were applied as an indicator that the first 
line manager failed to direct the session according to plan. The 
observation of deviations, but also adjacent clarifying accounts, was 
applied as an indicator that the first line manager attempted to apply 
the prescribed structure. The same verbal cues were applied for 
structural analysis of all plannings, irrespective of project directions.  
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Planning for problem solving 
The observed communication was arranged into the discourse 
categories (Silverman, 2000; 2001), corresponding to the meeting 
phases; the investigation phase, including problem and consequences 
analysis, the judgment/decision phase and the phase of planning of 
measures. The contents were then categorized according to the basic 
definitions shown in Table 10.1. An explicit problem definition was 
expected to initiate the planning.
 Analysis of background factors (B), problems (X) and 
consequences (Y) were expected to dominate the investigation phase 
and frame the overall picture. The non-deviant parts of the planning 
were further examined by means of IF-THEN-schemes. Ideally, the 
BXY factors should include an integrated investigation of the 
working environment, the core activities, resources, and personnel 
administration (WARP). A hierarchical reasoning, based on the 
conclusions from the investigation phase and reasoning motivating 
measures (Z) was expected to dominate the judgment/decision 
phase. In this phase, the participants were instructed to evaluate the 
identified consequences in relation to established objectives. The 
judgment should consider relevant aspects of WARP. Both official 
organizational objectives and internal objectives, established at the 
work unit, could be applied. Explicit decisions on measures, 
including integration of WARP, were included as indicators in that 
phase. To eliminate the original problems/risks identified, the 
planning of measures (Z) should be directed towards the BXY factors 
outlined in the investigation phase and include effects from taken 
measures (K). The planning should also cover relevant aspects of 
WARP. In cases when analyses of consequences were completed and 
the planning of measures was related to the communication in the 
investigation phase, the hierarchical reasoning was categorized as 
attained. All criteria are summarized in Table 10.3. 
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Table 10.3. Criteria for planning for problem solving, Session 1 
The investigation phase 

Explicit problem definition 
Request for individual reflections 
Analysis of BXY
Integration of WARP  
Deviant acts
Clarifying accounts

The judgment/decision phase 
Request for individual reflections 
Definition of objectives
Objectives in relation to BXY
Explicit decision on measures including WARP-integration 
Deviant acts 
Clarifying accounts 

Planning of measures 
Request for individual reflections 
Multiple measure alternatives 
Measures directed towards BXY    
Decision on action or further investigation  
Deviant acts 
Clarifying accounts 

Development planning
The observed communication was arranged into the discourse 
categories, corresponding to the meeting phases; the planning of 
measures phase, the investigation phase, and the judgment/decision phase.
The content was then categorized in line with the basic definitions 
shown in Table 10.1. An explicit definition of objectives was 
expected to initiate the development planning. The next phase, 
aimed at planning of measures (Z), was designed to be dominated by 
measure suggestions, relevant for the given objective. To attain the 
given objective, the planning of measures (Z) was designed as a brief 
investigation of relevant measures. The participants were instructed 
to examine the measure implications and how they relate to the 
defined objectives. The investigation phase was designed for 
profound analysis of the suggested measures’ eventual impact on the 
activity. The participants were instructed to consider all relevant 
aspects of WARP. In the judgment/decision phase, the participants 
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were instructed to evaluate the investigated measures in relation to 
established objectives. The judgment/decisions should consider 
relevant aspects of WARP. In case several measures had been 
investigated, the next step was to decide what measures most likely 
could attain the objective. All applied criteria are summarized in 
Table 10.4. 

Table 10.4. Criteria for development planning, Session 1 
Planning of measures

Explicit definition of objectives
Request for individual reflections
Multiple measure alternatives 
Measures related to objectives  
Deviant acts 
Clarifying accounts 

The investigation phase
Request for individual reflections
Integration of WARP 
Deviant acts 
Clarifying accounts 

The judgment/decision phase
Request for individual reflections
Judgment on the potential to take action including WARP-integration 
Decision on action or further investigation
Deviant acts 
Clarifying accounts 

In session 2, the planning was exclusively directed towards planning of 
measures. The applied criteria for analysis are shown on Table 10.5. 

Table 10.5. Criteria for session 2 
Planning of measures

Summary
Request for individual reflections 
Multiple measure alternatives 
Measures related to objectives 
Integration of WARP 
Decision on action or further investigation  
Decision on specialist contacts
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An independent rater categorized a sample of the material. Cohen’s 
kappa (Cohen, 1960) was used to test the classification agreement. 
The agreement was approximately 83 %.   

Content analysis: The interview session
The session started with recall items to provide the managers with 
reminders (cues) of the WPTM. The responses were categorized as 1
(recalled) and 0 (unrecalled). The next section covered the project 
purposes; the manager was assumed to declare central aspects in a 
direct fashion and irrelevant and indistinct aspects in a relatively 
indirect manner (cf. Eysenck & Keane, 2000). The purposes were the
activity planning, the managerial role and prerequisites for employee 
participation. In cases where the interviewer asked a directed question, 
the symbol is applied. The next section concentrated on the 
planning phases and the embedded content. This included an 
identification of difficulties in each phase and obstacles in obtaining 
integration of WARP. This also included a review in which the 
manager took position on all possible WARP connections (n=6). 
Aspects rarely included in the planning were identified. The next 
section concentrated on the role of the employees. The manager was 
asked to judge the employees’ level of motivation, capacity and 
overall participation in the completed planning. In the next section, 
the managerial role and the managers’ attitude towards planning 
procedures were examined and directed towards the management of the 
activity, the management of working environment conditions, the managerial 
role and the employees’ prerequisites for participation. The eventual need 
for support in the planning was also examined. Finally, the use of 
specialist contacts was touched upon.  
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Results

The preparatory test activities

The preparatory test activities are summarized in table format. All 
through the presentation, 1 indicates that the participants 
accomplished the task in question, and 0 that the participants failed 
to meet stated subobjectives. Each manager is abbreviated as M.

Table 10.6. Summary results of the preparatory phase
T-S-Y relations M1 M2 M3 M4 M5 M6

T1 The procedural pre-test 0 1 0 1 1 0 
S  Participants judgments 0 1 0 1 1 0 
Y  Design input data 0 1 0 1 1 0 

T2 The introductory meeting  1 0 1 1 0 1 
S1 Introduction of employee participation (EP) 1 0 1 1 0 1 
S2  Emphasize the leader behaviour relation to EP 1 0 1 1 0 1 
Y  Theoretical understanding in the program objectives 1 1 * 1 1 1* 1 

T3 The newsletter supply 1 1 1 1 1 1 
S Make project news available to the employees 1 1 1 1 1 1 
Y Informed employees 1 1 1 1 1 1 

T4 The preparatory instructions 1 1 1 1 1 1 
S Provide a theoretical orientation 1 1 1 1 1 1 
Y Readiness for the training-WPTM 1 1 1 1 1 1 

T5 The training-WPTM 1 1 1 1 1 1 
S1 Application of logical phases 1 1 1 1 0 1 
S2 Application of integrated planning content 1 0 0 0 0 1 
S3 Application of EP 1 1 1 1 1 1 
Y Practical understanding of the planning procedures 1 1 1 1 0 1 

T6 The feedback sessions 1 1 1 1 1 1 
S Prerequisites to reflect on the WPTM 1 1 1 1 1 1 
Y Improved understanding of the planning procedures 1 1 1 1 1 1 
Note: * An extra contact was taken with the managers who were absent at the introductory 
meeting. The contact included an outline of the introductory meeting contents. The contact was 
assumed to substitute for the non-attendance during the introductory meeting. 
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Table 10.6 shows the results of the preparatory phase. The results from 
the preparatory test activities show that three managers (M2, M4 & 
M5) participated in the procedural pre-test (T1). The managers’ 
judgments and opinions were gathered (S), and input data for further 
design were sampled and analyzed (Y). Four managers participated at 
the introductory meeting (T2). The managers were introduced to the 
idea of employee participation (S1) and its relation to the leader 
behaviour (S2). Extra contacts were taken with the absent managers 
(M2 & M5). The contacts were assumed to substitute for the non-
attendance during the introductory meeting. After that, the 
theoretical understanding in the program objectives (Y) was 
categorized as attained. The results show that the newsletter (T3) was 
distributed to all managers. The result indicates that all employees 
had been given the prerequisites to be informed on the project ideas 
(S). Hence, the outcome of informed employees (Y) was categorized 
as attained. 
 Concerning the preparatory instructions (T4), the results show 
that all managers were given a theoretical orientation (S). 
Subsequently, it was assumed that all managers had reached a state of 
readiness for the training-WPTM (Y). All managers completed the 
training-WPTM (T5). The results show that the application of logical 
phases (S1) was omitted in one case (M5). The application of 
integrated planning content (S2) failed in a majority of the cases. In 
all cases, prerequisites for employee participation (S3) were 
categorized as attained. Practical understanding of the planning 
procedures (Y) was categorized as unattained in one case (M5). The 
results from the subsequent feedback session (T6) show that all 
managers were given prerequisites to reflect on the completed 
WPTM (S). The given outcomes are assumed to substitute for 
previous failures of attendance and followed by improved 
understanding of the planning procedures (Y). Taken together, the 
results show that all participants completed the preparatory test 
activities.
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Session 1: Planning for problem solving  

Table 10.7. Session 1: Planning for problem solving  
Planning perspective Planning phases 

WE * P A * P 
The investigation phase M2 M6 M3 M5

Explicit problem definition 1 1 1 1 
Request for individual reflections 1 0 1 1 
Analysis of BXY BY BY BY BY 
Integration of WARP  WA WAR WAR WA 
Deviant acts  1 0 1 0 
Clarifying accounts  0 0 0 0 
The judgment/decision phase
Request for individual reflections 1 0 0 0 
Definition of objectives  0 0 1 1 
Objectives in relation to BXY   0 0 1 1 
Explicit decision on measures (WARP-integration) 1 0 0 0 
Deviant acts 1 1 1 0 
Clarifying accounts 0 0 0 0 
Planning of measures 
Request for individual reflections 0 0 1 0 
Multiple measure alternatives 1 1 1 1 
Measures directed towards BXY    1 1 1 1 
Decision on action (A) or further investigation (I)  0 1(I) 1(I) 1(A) 
Deviant acts 0 0 1 0 
Clarifying accounts 0 0 1 0 

Table 10.7 shows the results from the planning for problem solving. 
In the investigation phase, all sessions was initiated by an explicit 
problem definition. In one case (M6), the managerial request for individual 
reflections was omitted. In analysis of BXY factors, the problem analysis 
was omitted in all cases. As regards the integration of WARP aspects,
the P aspect was consistently omitted. Both planning perspectives 
included deviant acts, but no clarifying accounts were applied. In the 
judgment/decision phase, the managerial request for individual 
reflections was omitted in all cases but one (M2). A definition of objectives 
and identifications of relation between objectives and the investigated BXY 
factors was completed in both activity directed plannings. Explicit 
decision on measures, including integration of WARP, was taken in 
one case (M2). Both planning directions included deviant acts, but no 
clarifying accounts were taken to correct the planning. In the phase 
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aimed at planning of measures, request for individual reflections was 
omitted in all cases, except for (M3). Multiple measure alternatives were 
considered in all cases. All measures under analysis were directed 
towards any of the BXY factors. About decision on action (A) or further 
investigation (I), the activity directed planning covered both types. 
Deviant acts, followed by clarifying accounts were observed in one case 
(M3).

Session 1: Development planning

Table 10.8. Session 1: Development planning 
Planning perspective Planning phases 

WE * D A * D 
Planning of measures M1 M4 M4 M5

Explicit definition of objectives 1 1 1 1 
Request for individual reflections 0 1 0 0 
Multiple measure alternatives 1 1 1 1 
Measures related to objectives  1 1 1 1 
Deviant acts 0 1 1 0 
Clarifying accounts 0 0 0 0 
The investigation phase
Request for individual reflections 1 0 0 0 
Integration of WARP W W 0 WA
Deviant acts 1 1 1 1 
Clarifying accounts 0 0 0 0 
The judgment/decision phase
Request for individual reflections 1 0 0 0 
Judgment on the potential to take action (WARP-integration) WA 0 WAR WA 
Decision on action (A) or further investigation (I) 1(A) 1(A) 1(I) 0 
Deviant acts 0 1 1 0 
Clarifying accounts 0 0 0 0 

Table 10.8 shows the results from the development planning. In the 
phase aimed at planning of measures, explicit definitions of objectives 
were completed in all cases. Request for individual reflections was 
completed in one case (M4). Multiple measure alternatives were 
considered in all cases. All measures under analysis were also related to 
the given objectives. Deviant acts were observed, but no clarifying
accounts were applied. In the investigation phase, request for 
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individual reflections was omitted in all cases but M1. Integration of 
WARP was omitted in all cases. Deviant acts were observed in all 
cases. No clarifying accounts were applied. In the judgment/ 
decision phase, request for individual reflections were completed in 
one case (M1). Judgment on the potential to take action, including 
integration of WARP was left unattained. Decisions on action (A) were 
taken in the both working environment plannings. A decision on 
further investigation (I) was taken in the activity planning (M4). Deviant
acts were observed in both cases. No clarifying accounts were applied.

Session 2: Planning of measures 

Table 10.9. Session 2: Planning of measures  
WE * P A * P WE * D A * D

Planning of measures M2 M6 M3 M5 M1 M4 M4 M5

Summary 0 0 1 1 1 1 1 1 
Request for individual reflections 0 0 1 0 0 0 0 0 
Multiple measure alternatives 1 1 1 1 1 1 1 1 
Measures related to objectives 1 1 1 1 1 1 1 1 
Integration of WARP WAP WAP AR A P WAP WA WAP 
Decision on action (A) or 
investigation (I) 

1(I) 0 1(I) 1(A) 1(A) 1(I) 0 0 

Decision on specialist contacts  1 0 1 1 0 0 0 1 
Notes: The first row illustrates the previous planning directions. 

Table 10.9 shows the results from the planning of measures. A 
majority of the managers completed a summary of the content of the 
previous planning (Session 1). Request for individual reflections was 
completed in one case (M3). Multiple measure alternatives were 
considered in all cases. The same results apply to measures related to 
objectives. In four cases, the aspects of WAP were included in the 
planning. In two cases (M1 & M5), a single aspect was considered (A 
and P). Regarding decision on action or further investigation, two 
decisions were taken on action (M1 & M5) and three decisions on 
further investigation (M2, M3 & M4). Decision on specialist contacts
was explicitly formulated in four cases. Both planning sessions, 
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previously directed towards solving activity problem, included 
specialist contacts (M3 & M5).

The interview session 

Table 10.10. The interview session  
Contents  M1 M2 M3 M4 M5 M6

The recall inquiry 1 1 1 1 1 1 
The project purposes 
The activity planning  1 1 0 1 1 0 
The managerial role 1 1 1 1 1 1
Employee participation 1 1 1 1 1 0
Problems in phases and in integration of WARP 
General difficulties in Phase 1 0 1 0 0 0 1 
Integration of WARP  0 1 - 0 1 1 
General difficulties in Phase 2 0 0 0 0 0 0 
Integration of WARP - - - 0 0 0 
General difficulties in Phase 3 0 1 0 1 0 0 
Integration of WARP 0 1 - 0 0 0 
Relations between substantial aspects  
W-P 1 1 1 1 1 1 
R-W 1 1 1 0 1 1 
A-W 1 0 1 1 1 1 
A-P 1 1 1 0 1 1 
P-R 0 1 1 0 1 1 
A-R 0 1 1 1 1 1 
Aspects rarely included in the planning 1(R) 1(A) 0 1(P) 0 0 
Judgments of the employees performance  
Motivation to contribute in the planning 0 0 0 1 1 0 
Capacity to contribute in the planning 1 0 1 1 1 1 
Overall participation in the planning 0 1 0 1 1 0 
Attitude towards the planning procedures   
Activity aspects  0 0 0 0 0 0 
Working environment conditions  0 0 0 0 0 1 
The managerial role 1 1 0 1 0 1 
Employee participation 0 1 0 1 0 0 
Need for support 1 0 0 0 1 1 
Specialist contacts 
Taken contacts  0 0 1 1 0 0 
Reasons for failed contacts [External/Internal] Int Ext - - Ext Int 
Information to the staff 0 1 1 1 1 0 
Reactions from the staff - 1 - 1 1 - 
Notes:  indicates that the interviewer asked a directed question, - indicates missing data.
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Table 10.10 shows the results from the interview session. On the 
recall items, all managers called the information associated to the 
completed WPTM. A majority recalled the project purpose of 
strengthening the activity planning. Concerning the managerial role, 
directed questions were applied in all cases, followed by recalled 
aspects. One single manager (M6) omitted the aspect of employee 
participation. In the section covering phase problems and difficulties in 
integration of WARP, two managers (M5 & M6) communicated clear 
difficulties in integration of WARP in phase 1 (investigation of 
consequences). None stated any difficulties in the second phase. In 
the third phase, two managers (M2 & M4) declared general 
difficulties. Regarding specific relations between substantial aspects, the 
relation between personnel administration and recourses (P-R) 
seemed difficult to maintain. In all, the managers communicated that 
numerous relations were identified during the WPTM. The results 
regarding the managers’ judgments of the employees’ performance, show 
that two managers (M4 & M5) considered that the employees proved 
to be motivated to plan. All managers but one (M2) considered the 
employees to have the capacity to contribute in the planning. Three 
of the managers considered that the employees were participative in 
the planning.  
 Regarding the managers’ general attitude towards the planning 
procedures, none declared the idea of strengthening the activity 
planning. Merely one manager (M6) stated the idea of strengthening 
the working environment planning. A majority stated the idea of 
strengthening the managerial role. A minority declared the aspect of 
employee participation in the planning procedures. Three of the 
managers communicated a need for support in completing further 
planning. Regarding the specialist contacts, two managers (M3 & M4)
declared that contacts had been taken. The remaining managers 
stated both internal and external reasons for non-attended specialist 
contacts. A majority of the managers had informed the staff about the 
state of contacts, and three managers had surveyed the staffs’ 
reactions.
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Discussion

The test of procedures for working environment planning started 
with preparatory test activities. The results show that the participants 
completed the embedded tasks. An end state or general asymptote of 
performance was assumed to be attained. On that basis, session 1 
followed with tests of procedures for planning of problem solving 
and development tasks. 
 The results from the planning for problem solving showed that 
all sessions were initiated by explicit problem definitions. The 
managerial request for individual reflections was frequently omitted. 
In analysis of BXY factors, the problem (X) analysis was omitted in 
all cases. One reason for this might be the fact that the problem itself 
remains latent in the investigation phase. As regards the integration 
of WARP, the aspect of personnel administration (P) was frequently 
omitted in the investigation phase. In the judgment/decision phase, 
the integration was omitted. Definitions of objectives and 
identifications of relations between objectives and the investigated 
BXY factors were completed in both the activity-directed sessions. 
In relation to the planning of measures, multiple alternatives of 
measures were considered in all cases. All measures under analysis 
were directed towards any of the BXY factors. About decision on 
action (A) or further investigation (I), the activity-directed planning 
covered both types.
 The results from the development planning (session 1) showed 
that all sessions were initiated by explicit definitions of objectives. 
The manager’s request for individual reflections was frequently 
omitted. Multiple alternatives of measures were considered in all 
cases. All measures under analysis were also related to the given 
objectives. In the investigation phase, integration of WARP was 
omitted in all cases. In the judgment/decision phase, judgments on 
the potential to take action, including integration of WARP was also 
left unattained. Decisions on action were taken in both working 
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environment sessions. In the activity direction, one case of further 
investigation was observed. 
 Given the goal of fully integrated planning of different aspects, 
the observed outcome may be considered as a drawback. At the same 
time, all specific problems do not by necessity relate to all aspects of 
WARP. On the subject of verbal direction cues, both types of 
planning included few managerial requests for individual reflections. 
Numerous deviant acts but few clarifying accounts were also 
observed. This is considered as a shortcoming, since the managers’ 
exclusion of verbal guidelines deteriorates the participants’ 
prerequisites to comprehend the planning structure.  
 In session 2, summaries of the contents of the previous 
planning (session 1) were completed. Requests for individual 
reflections were again omitted in all cases except for one. Multiple 
measure alternatives were considered in all cases. The same results 
apply to measures related to objectives. In a majority of the cases, the 
aspects of personnel administration (P) were included in the planning 
of measures. This represents a significant difference compared to 
absence of P in the previous sessions. One reason for this might be 
the state of personnel administration as a central managerial work 
method for action. Decisions on specialist contacts were explicitly 
formulated in four cases. Three of these were based on planning for 
problem solving, and two of those were in turn based on an activity 
perspective. One reason for this can be that the identification of 
specialist aid might be performed in a straightforward manner in 
cases where the planning origins from a problem solving perspective 
on a nursing task.  
 An interesting observation concerns the interview results on 
specialist contacts. At the time of the interview, two managers 
mentioned hat they had taken specialist contacts. The analysis of the 
meeting protocols however reveals that decisions on specialist 
contacts were explicitly formulated in four cases. The result 
underlines the need to follow up taken actions by means of close and 
redundant instructions. The interview answers show that many 
WARP relations were regarded as already integrated in the planning. 
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 To sum up, this study consisted of a series of tests of 
procedures for working environment planning. The procedures 
included a communicative meeting structure designed for employee 
participation and functional integration. Positive development results 
show that the plannings were completed in a participative direction, 
despite the managers’ omission of requests for individual reflections. 
The results also support the basic idea that the procedures need to be 
adjusted to the content of the planning (i.e., the demands of the 
activity). Regarding the continuing development work, the results 
indicate that improved skills on the planning procedures are 
required. With superior skills, the first line manager will be able to 
direct the planning in a more efficient manner. This will probably 
improve the participants’ prerequisites to operate according to the 
procedures and contribute to the planning in a participative manner. 
The planning procedures can be applied and coordinated in a flexible 
manner, given various task demands. 
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11. Concluding remarks on 
developed procedures

The results in section I indicated that the new procedural system – 
an organizational operationalization of the Provisions for Systematic 
Work Environment Management – failed to be naturally and 
sustainably integrated into the general management system. 
Therefore, the further development studies of section II concentrated 
on the problem of how to make such a functional integration 
possible, i.e. to integrate the working environment procedures into 
the general management system. The option chosen was to try to 
establish the functional integration in the work units’ own planning. 
A successful planning at the work unit level could eventually provide 
the top management levels with integrated information packages, 
making it easier for them to take in the work environment aspects. 
Thus, a better functional integration of work aspects in the work 
unit planning should then be the solution to the problem of wanting 
vertical integration between organizational levels, 
 The development studies were conducted through a flexible 
design. The final project assignment covered six first line managers, a 
handful of specialists and representatives of the superior management 
level. The demand on functional integration of work aspects creates 
a need of different planning approaches. Consequently, the design 
included a test of the effect of domain focus. There were two 
contrasting primary project domains: A nursing care task or a 
working environment issue. In addition, the projects were directed 
towards either development planning or problem solving. The core 
conclusions from section II are summarized considering form and 
contents.  
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The aspect of form
The results indicated that complementary planning procedures are 
required, since the appropriate procedure is contingent on the 
specific problem or goal at hand. Irrespective of the starting point of 
the planning, it is essential to examine the consequences for all 
remaining perspectives. A shared communicative structure should 
also circumvent the problem of one-sided and inaccurate analysis of 
consequences, too easily followed by unclear action planning. To 
summarize:

i. Complementary planning procedures are required. The 
appropriate procedure is contingent on the specific question 
under analysis.  

ii. Repeated training sessions are required for acquisition of 
appropriate procedural skills. By refined communicative skills 
and job-training of economic, working environment and 
quality issues, the work teams will be able to advance their 
participatory decision-making and work satisfaction. 

The content aspects: functional integration 
The operating procedures need to be filled with issues that the 
employees consider as relevant and are willing to influence. If that 
state is reached, the WPTM can fulfil many important functions as 
regards exchange of information and expression of opinions. 
Additionally, the examined consequences and planned measures need 
to be well documented in a routine manner. Still, the planning runs 
the risk of being one-sided and biased: When the planning starts 
from an activity perspective, it is easy to fail to attend working 
environment aspects and resources. To circumvent that consequence:   

iii. All perspectives of WARP should preferably be integrated into 
the planning, but on an optional basis, contingent on the 
specific issue applied for analysis.
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iv. Relevant specialist functions should partake in the planning. 
Then, prerequisites to strengthen the employees’ competence 
can be attained. This kind of functional integration at the 
work-level may be the key to improved vertical organizational 
integration.

To recapitulate, there appears to be a common agreement on a 
possible positive connection between employee participation and the 
state of the working environment. Still, further research on the 
subject seems necessary, since few programs aimed at working 
environment management appear to attain sustainable results. One 
probable reason for this is the lack of valid and extensive planning 
procedures, allowing for employee participation. Given the 
development of such procedures, systematic implementation 
strategies, based on dependable methods are required. In that case, 
favourable prerequisites for improved vertical integration should be 
established. Even though the procedural development has been 
implemented and evaluated in a context of elderly care, the results 
still stress the wide and general difficulties in attaining vertical 
integration. Indications of organizational incongruences are certainly 
common in many types of organizations.
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Appendix

Semantic networks applied for inferences on the 
managers’ knowledge representations regarding 
procedures for systematic work environment 

management
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Informs
Agent Purpose

Recipients

Instrument Time

Task

Prior to the workplace team meeting< >

isa
isaisa

Poster Crib Form

The staff
Identify risk factors

The first line manager < >

Staff participation

Preparatory phase to the
workplace team meeting

isa

isa

Figure I. An ideal model of inventory of risk factors applied for inferences on the 
managers’ knowledge representations on the subject (interview item 7). 

Judges
Agent Purpose

Object

Instrument Location

At the workplace team meeting

< >

isaisa

Probability Consequences

Consequences from risk factors

The first line manager < >

Survey of the working
environment conditions

A basis for measure plans

isa

isa

Scale

Quality

Agent

The staff

Figure II. An ideal model of judgment of risk factors applied for inferences on 
the managers’ knowledge representations on the subject (interview item 8). 
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Plans
Agent Purpose

Object

Instrument Location

At the workplace team meeting< >

isaisa

Stipulation of
measures

Means
test

Measures

The first line manager < >

Report to the
management

Action plan for
the unit of work

isa

isa
Agent

The staff

Task
Planning of measures

Figure III. An ideal model of planning of measures applied for inferences on the 
managers’ knowledge representations on the theme (interview item 9). 

The workplace
team meeting

<+>

Omission of hard-verbalized issues

<->

< >

Personnel statistics Relation

isaisa

isa
Structured meeting form

Promotion for staff participation

Promotion for
consensus decision-making

Figure IV. An ideal model of the WPTM applied for inferences on the managers’ 
knowledge representations on the subject (interview item 10). The model 
illustrates characteristics such as strengths (meeting structure for risk 
identification, staff participation and consensus decision-making) and weaknesses 
(omission of issues) and its associations to personnel statistics.  
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The professional
employee interview

<+>

Systematic omission
of specific issues

<->

< >

Personnel statistics Relation

isaisa

isa
Operation of confidental information

Identification of early warning signals

Identification of individual needs of education

Preparatory work The first line manager
supplies the task of inquiry

Identification
of problems

According to specific structure, i.e.
inventory of risks, possible consequences
and relations between risks and consequences

Figure V. An ideal model of the employee interview applied for inferences on 
the managers’ knowledge representations on the theme (interview item 11). The 
properties are strengths (operation of confidential information, possibilities to 
identify early signals and individual needs of development) and weaknesses 
(systematic omission of hard-verbalized issues) and its links to personnel statistics.  

The
questionnarie

<+>

Limits regarding reproduction
of phenomenon

<->

< >

The workplace
team meeting

Relation

isaisa

isa
Survey of hard-verbalized issues

Method for anonymous information

Information economical method

According to an
explicit cause-
effect structure

Identification of problems

The professional
employee interview

< >

Figure VI. An ideal model of questionnaire applied for inferences on the 
managers’ knowledge representations on the theme (interview item 12). The 
properties are strengths (survey of hard-verbalized data, anonymity and the 
aspect of information economical), weaknesses (limits regarding reproduction of 
phenomena) and its associations to the WPTM and the employee interview.   
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Investigates

Methods of investigation

By means of

M1

Agent Consequences
Object

M2

< >

< >The first line
manager

M3

isa

isa

isa

isa

isa C1

C2

Figure VII. The model applied for inferences on the managers’ knowledge 
representations on the sequence of method application, given bullying and 
harassments (C1) and occupational role conflicts (C2). The WPTM is abbreviated 
as M1, the employee interview as M2 and the questionnaire as M3 (interview 
items 13-14). 

Operates

Methods of investigation

By means of

Workplace team
meeting

Agent Consequences
Object

Professional
employee
interview

< >

The first line
manager

Questionnarie

isa

isa

isa

External factor:
Demands for financial savings

w = physical work load
q = deficient care quality
u = uncertain recruitment
r = reporting sick
p = psycical ill health
d = demands from relatives
t = threats and harassment

Properties

Relation

Figure VIII. The model applied for inferences on the managers’ knowledge 
representations on the relations between external factors, consequences and 
management of consequences (interview item 15). Financial savings constituted 
the starting point in the simulation. Consequences are physical workload (w), 
deficient care quality (q), uncertain recruitment (u), reporting sick (r), physical ill 
health (p), demands from relatives (d) and finally threats and harassment (t).
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