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Preface

The employability of an individual is affected by both enterprise- and policy-level
measures. Work ability develops on workplace level. It refers to the sum of factors
related to both the individual and work that are important in terms of the individual’s
ability to cope at work.

In order to make work ability approach more relevant to the top management of the
enterprises, the Finnish work ability paradigm was combined with the management of
intangible assets. The project indicates that personnel wellbeing has many links to the
actual business of the companies.

I hope that the publication will provide input into the public discussion and help
develop better understanding of the management of Intellectual Capital Accounts. We
are building a bridge between organization’s business activities and its aim of
supporting employees’ wellbeing. Taking care of employees’ work ability is a
comparable investment in the productivity as investments in machinery.

The members of the steering group were professor Juhani [Imarinen, Finnish Institute of
Occupational Health, Project Manager Tuomo Alasoini, Ministry of Labour, Research
Liaison Officer Ilkka Tahvanainen, The Finnish Work Environment Fund, Ministerial
Counsellor Heikki Savolainen, Ministry of Social Affairs and Health, and the chairman
was Deputy Director-General Rolf Myhrman, Ministry of Social Affairs and Health.

The study has been made by professor Guy Ahonen and Dr. Tomi Hussi, Intangibles
Management Finland Oy.

Helsinki, February 2007

Rolf Myhrman
Deputy Director-General
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1 Introduction

In Finland, and many other European countries, early exit from the labour force is an
increasing problem. The median retirement age in Finland is currently 60, which means
that every person leaves the labour market in average 5 years prematurely. Calculated by
wage costs the annual cost of early retirement is 10 billion € per year, which is roughly 7
% of the annual Gross National Product. In addition to early retirement costs reduced
work ability poses a number of other costs in form of reduced individual productivity and
sick leaves. According to an analysis made for the Finnish Age committee in 1996 the
costs of aging for the Finnish enterprises was 2,6 billion € per year (Ahonen 1996).

The costs of aging are a permanent threat to the competitiveness of European
enterprises. This threat becomes even more severe when the changing nature of business
is taken into consideration. The increased knowledge intensiveness of the economy puts
the emphasis of business on intangible assets, instead of tangibles, like production
plants. Intangible assets consist of Human Capital (the capabilities of individuals),
Relational Capital (the perceptions held by relevant stakeholders) and Structural Capital
(connecting together all forms of productive assets) (Meritum 2002). Most experts
consider Human Capital the most crucial element of intangible assets (Sveiby 1997).

In 1990s it became evident that the management of intangible assets differs significantly
from managing tangible based, traditional business. Particularly the 500 years old
accounting practices came under severe attack. Therefore new reporting systems were
generated. In Finland Human Resource Accounts became extensively used (Ahonen and
Grgjer 2005) and in Denmark the so-called Intellectual Capital Statements were taken
into use (Mouritsen 2004).

In Danish IC Statements the crucial management challenges and control systems are
related to the value creation logic of the company (Mouritsen 2004). By creating and
publishing an annual IC report the knowledge company communicates the value
creation logic to every member of the company. In all IC reports the personnel (HC) is
in the centre of the value creation story, the so-called knowledge narrative.

Although the personnel have a central role in the Danish IC reports the health aspect is
seldom explicitly mentioned. In order to manage the aging issue of the labour force in a
knowledge based economy the health of the personnel must be a systematic concern.
According to Nonaka and Konno (1998) the prerequisites of knowledge creation are
“love, care, trust and commitment”.

The main reason why early exit from the labour force is so difficult to prevent is the
separation of personnel well-being issues from the strategic management of the
company. When the company is narrowly looking at the immediate financial
performance it behaves in a way that eventually excludes the ageing employees and
reduces their productive contribution. An integration of personnel well-being issues and
strategic management leads to a new way of leadership. Particularly the leadership of
ageing employees require special skills and approaches that differ significantly from
traditional leadership (Ilmarinen 2006).
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The study by Hussi (2005d) showed that activities aimed at improving work related
wellbeing have characteristics that can be linked to both the concept of ‘management’
and ‘leadership’. Management and leadership are not an either/or dichotomy but both
perspectives are needed because they have specific roles in an organisation’s
functioning and they complement each other (Kotter 1990). Occupational wellbeing
needs to be observed in both of these perspectives and thus an organisation’s managerial
capability to achieve sustainable financial performance is outlined in Figure 1 below.

Management Leadership

Financial
performance

Occupational wellbeing

Figure 1. The managerial roots of sustainable financial performance

Experience has shown that organisations are interested in monitoring both their
intellectual capital and work related well-being. In Finland, the popularity of the human
resource reporting models (henkildstotilinpddtds) is a vivid example of this demand.
However, it is difficult to create and, especially, use the information meaningfully
without rather profound understanding of the organisation and its strategic intentions.
For the purposes of this project the Danish Intellectual Capital Statements —model (see
Figure 2) was chosen because it is able to present the context along with the indicators.

Knowledge and
work-related
wellbeing narratives

Management

Initiatives Indicators
challenges

Figure 2. The Danish intellectual capital statement —model

Fincham and Roslender (2003) have identified three different approaches related to the
intellectual capital, namely accounting, scorecard and narrative approaches. The Finnish
Human Resource reporting model has its roots in the accounting approach because it
follows the financial accounting and reporting paradigm. Even though this approach
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benefits from being easily understandable among accounting practitioners, it is yet also
tied to the restrictions of the accounting. Scorecard approaches, like balanced scorecard,
for example, are released from these restrictions. This distinction allows the scorecard
approaches to include perspectives that cannot be included in the accounting approach.
When considering the balanced scorecard, especially the dimensions on customers and
processes describe the characteristics that are not included in the Human Resource
Reporting model. Even though the customer, process and learning and growth
dimensions give information that can be seen as preceding compared to the financial
dimension they are yet reflecting a score, in other words giving a summary of events
that have already occurred. Secondly, the scorecard approaches emphasise quantitative
measures. The narrative approach, in which the Danish model can be included, puts a
greater reliance on the narrative that is able to outline the future ambition of the
company instead of merely accounting for the present activities that are captured by the
scorecard approach. Furthermore, the narratives can also be combined with a variety of
different qualitative representations.

Despite the differences described above, it can be said that human resource reporting
models and the Danish Intellectual Capital Statement model have a lot in common; both
of these models take some kind of strategy and vision description as their starting point
and, on the other hand, aim at indicator system for items that are not discussed in the
traditional book-keeping material. The difference to the Danish model is that by
describing the management challenges and initiatives it gives detailed information about
the strategic assumptions (management challenges) and activities that are based on these
assumptions (initiatives). These two elements are not presented in the human resource
reporting model. On the other hand, whereas the logic of the Danish model is useful for
the users, it also sheds light on the process of defining the indicators. It helps to
understand the logic of the intellectual capital in the organisation’s functioning.
Therefore our project is also emphasises the implementation of the Danish model into
Finnish organisations and thus spreading the knowledge on intellectual capital.

From the work-related wellbeing point of view, it is a wholly new idea that an
organisation would make a written statement about the reasons why it tries to support
employees’ wellbeing — that is to outline the business economic rationale behind these
investments. Accordingly, strategic planning in the form of defining the central
management challenges has also been scarce. It could be said that attempts to support
and enhance employees’ work-related wellbeing have mostly been about setting up
different initiatives. Since the elements of strategic planning have been absent from the
process, it has been difficult to create indicators that are related to the specific context.
Providing information in more general terms can be beneficial but it is much more
difficult to show its importance with regards to management decision making.

This report describes the “Strategy oriented maintenance of work ability —model
(Strategialdhtdinen tyohyvinvoinnin tukemisen malli)”’, which was created in the project
funded by the VETO-programme of the Finnish Ministry of Health and Social Affairs.
The theoretical base for this model has been laid in Tomi Hussi’s (2005b) dissertation
thesis “Essays on Managing Knowledge and Work Related Wellbeing” that was
published in October 2005 at Swedish School of Economics and Business
Administration Hanken in Helsinki.
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There follows a brief overlook on the background of the approaches that build the basis
for the model. Then we’ll move on to present the model itself and, finally, we’ll draw
some conclusions about implementing the model.

1.1 The brief overlook at the history

There are three central frameworks related to the approach presented in this chapter.
Firstly, human resource reporting is central because it forms the basis for intellectual
capital framework, and, partially to Maintenance of Work Ability framework, as well.
On the other hand, human resource reporting has also laid significant foundation for
adopting IC related thematic in the Finnish society because it saw a rather of a boom in
the late 1990s in Finland. Secondly, the roots of the European IC approach need to be
discussed. And finally, the Finnish Maintenance of Work Ability framework, which is
quite unique approach to occupational health matters when comparing to internationally
predominant models, also requires its description on the backgrounds.

1.1.1 Human resource reporting from slavery to knowledge economy

The accounting practises related to the human capital are actually rooted in the slavery
communities. There was a need to keep track about the costs of slavery and the added
value that this capital was able to produce. Adam Smith used the costs of human
resources as the basis for argument that slavery society is economically inefficient.
Economist theories have a long history of controversial arguments considering the
human capital. (Eronen 1997; Grojer — Johanson 1996.)

During the early 1960s the basic ideas of the modern human resource reporting were
created. This development was influenced by theory on human capital, organisational
psychology, newly adopted human resource view and the idea of seeing human capital as
a part of company’s good will. Human resource reporting raised considerable interest in
the western countries in the early 1970s. Attempts to create monitoring and reporting
systems to the organisations increased. By the 1980 this interest had already decreased
both in academia and companies. It was seen that human resource reporting was a
tempting idea but it was difficult and costly to apply and unlikely to provide comparative
advantage within an industry. However, the interest did not fade away completely. (Borg
2002; Eronen 1997; Grojer —Johanson 1996; Flamholz 1985.) Research and companies’
interest has risen again and Flamholz (1985) sees at least three reasons for this change:
increasing interest in the relationship between increasing productivity and human capital,
differences in Japanese and American management style, and the shift of the societies
from industrial to knowledge-intensive society that turned human capital into a critical
productive factor.

In Finland, human resource reporting (HRR) approach (henkilostotilinpadatos) has been
strongly related to the wellbeing of the employees’ (Ahonen 1998). Human resource
report —model presents a summary of personnel structure, competence and work ability.
A comprehensive description about these themes helps the top management to
understand the resources that are required for achieving the results of an organisation,
what are the development trends and what kinds of activities should be undertaken. In
this sense, human resource report forms the basis for creating the personnel strategy.
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The emphasis on sustainable development, that is characteristic to the Finnish HRR
approach, is distinctive because this theme is not as evident in the international
literature. It is obvious that the contrast regarding to the slavery society is enormous.

1.1.2 Intellectual capital in the European arenas

Both OECD and the EU-commission have been relevant organisations for the
development of intellectual capital to its current position as an established field of
science. OECD organised a meeting in 1995 in Paris with an agenda of including
training into balance sheet as a capital instead of a cost. This work was continued in a
seminar in Helsinki March 1996 with title Human resource accounting in enterprises.
The Helsinki meeting resulted in a suggestion that reporting should be developed and,
especially, reporting practises should be unified. There was an aim to seek practises for
seeing training as an investment and reporting training investments in the companies’
financial statements (OECD 1996a; OECD 1996b).

The European Commission called the year 1996 “the European year of lifelong
learning” and published a white paper “Teaching and learning — towards the learning
society” (Commission of the European Communities 2005.). This white paper stated a
goal that investments in training and physical capital should be treated equally.
Achieving this goal required developing accounting practises on human capital in
member states. It was argued that the erroneous measurement of knowledge, due to
rapidly outdating industrial management models and financial reporting practices, may
lead to an inefficient allocation of material, financial and human resources, not only by
firms but also by their suppliers of goods, services and capitals.

These development trends served as a basis for launching the European Meritum-project
(Measuring intangibles to understand and improve innovation management). The
general aims of this project were:

1. to provide insight into the process of transforming intangibles into
increased wealth. How are they managed and accounted for and how do
they contribute to growth and employment?

2. to develop guidelines for the measurement and disclosure of intangibles.

The project consisted of four tracks, namely classification study, management control
study, capital market study and finally the aim of creating a common framework for the
identification, measurement and disclosure of information on the intangible determinants
of corporate value. The approached were built on the comparisons between findings in six
European countries (Denmark, Finland, France, Norway, Spain and Sweden).

At the same time Denmark was also active in developing intellectual capital statements.
In Denmark a number of firms have since 1998 co-operated with researchers and
government agencies in order to develop a guideline for intellectual capital reporting
(DATI, 2000; Mouritsen et al. 2003a; Mouritsen et al 2003b). The statements disclosed
in Denmark over the past half decade have shown that it is possible to construct a
comprehensive and meaningful framework for reporting on and managing a company’s
intellectual resources and competencies. Intellectual capital statements are reports that
via text, indicators and illustrations present the firm’s knowledge management effort
(Mouritsen, 2000, Mouritsen et al. 2001a). The purpose of an intellectual capital
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statement is to communicate the use value, knowledge resources and management
challenges of the company. The use value outlines in a narrative form the ambition of
the company’s knowledge management, because it not only accounts for present
performance, but also formulates a strategy for the company’s know-how in the future.
(Mouritsen et al., 2003a.)

The external intellectual capital statement is a report that via text, figures and
illustrations presents the organizations knowledge management effort. The purpose of
the statement is to communicate the knowledge narrative and management challenges
and to document that the appropriate actions have been implemented. The statement can
also set out the applied accounting policies and reflect on the credibility of the
intellectual capital statement. The type of information disclosed in intellectual capital
statements is only to a limited degree present in financial annual reports, which mainly
focus on financial information reflecting the tangible value of the company, and they
thus represent knowledge resources relatively poorly (Barth ef al. 2001).

The guideline provides a series of practical inputs relating to the communicating and
construction of the IC statement to external stakeholders. Important points to be
considered include:

. Who is the target audience?

. What is the principle message?

o Which media to use? Should the IC statement be part of the annual report or separate?
. What are the legal requirements?

. What are the resource allocations (time and cost / man hours, etc.)?

The last part of the guideline addresses the work process involved in preparing an IC
statement and provides suggestions for how to organise the IC project and project team
by raising questions such as:

. Who should be a part of the project team?

o What is the role of senior management?

. What is the time schedule and deadline?

. How is management commitment ensured?

. How can data collection be automated?

. Is there a need for an auditor’s verification?

. How is the IC statement used as a management tool in practice?

. How can the company ensure the IC statement will become embedded in the
organisation?

. Is there an opportunity to participate in Experience Groups where companies come

together to brainstorm, share ideas and knowledge on how to prepare an IC
statement?
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1.2 From Occupational Health and Safety towards
comprehensive Maintenance of Work Ability

Maintenance of work ability (MWA) framework, which consists of health, competence,
work community and work environment, has an established position in the Finnish work
life. It is the framework for improving work related wellbeing, which guides centrally
also occupational health and safety activities.

Employees’ wellbeing is one of the key elements in long-term productivity and quality
development in terms of sustainable development. Special attention should be paid to
mental wellbeing along with physical wellbeing. (Bjurstrom et al. 1993.) Work
environment and psychosocial factors are almost as relevant risk factors for work ability
as purely biomedical factors. The atmosphere, social support and control over work tasks
experienced by the employee are increasingly important as prerequisites of work ability.
The development of work communities, as well as maintaining health and competencies,
become increasingly important for the companies. (Huuskonen — Kalimo 1999.)

The starting point for the Finnish maintenance of work ability approach can be
identified in a memorandum on the maintenance of work ability in work places that was
created by central labour unions and the employer’s confederation in 1989. This
resolution was written into the law on occupational health in 1991. The new
compensation system for occupational health activities in 1995 included maintenance of
work ability in those activities covered. (Bergstrom et al. 1997.) Instead of preventing
illness, the maintenance of work ability aims at supporting health and the individual’s
work ability and general capacity. It has a more holistic approach to work life as it
focuses increasingly on improving mental and social capacity, competencies and
professional skills. (Rantanen 1999.) It has been characteristic of MWA from the
beginning that it is addressed to all employees and there are no restrictions with regard
to either age or occupation (Ministry of labour 1996).

The occupational health care advisory board of the Ministry of Social Affairs and Health
has defined the maintenance of work ability so as to include all activities by which an
employer, employees and co-operation organisations in the work place together aim at
improving and supporting work ability and the capacity of each individual participating in
work life at all phases of the career. (The occupational health care advisory board 1992,
Ref. Matikainen 1995.) Prevention consists of proactive activities aimed at securing an
individual’s work ability and capacity as well as possible. Improvement of the work
ability is focused on an employee or work community already threatened by decreasing
work ability. The aim is to prevent the creation of disparity between demands and
resources. On the individual level it is important to define threats and become active as
early as possible. The atmosphere and functionality of a work community should be
considered before problems occur. (Matikainen 1995.)

[lmarinen (1995; 1999a) defines work ability as a relationship between an individual’s
resources and the demands of the work task. According to this definition an individual’s
resources consist of health and capacity, training and competencies, relevant values and
attitudes, motivation and job satisfaction. These resources are used in the work in which
the work community and work environment and work-related mental and physical
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demands also have an influence. This context has an essential effect on an individual’s
ability to use his or her resources. According to this definition work ability is a dynamic
process that changes via its components as an employee ages. An individual’s work
ability is further related to the personal networks (such as family and friends),
organisation and the surrounding society.

It is important to see that health per se does not define work ability, but it is a sum of
physical, mental and social capacities. It is also dependent on the requirements of the
work task. Work disability can be generated even without changes in health. Changes in
threats, strain or demands of work can lead to a clash between work ability and the
requirements of work. Organisational culture can affect the inability to work as the
discrimination against handicapped employees pushes them out of working life. On the
other hand, the work community that aims at developing resources also activates those
with a handicap and participation in working life is longer. Uncertainty of employment
and productivity, quality, learning and other demands are a burden for an already
handicapped person. (Rantanen 1999.)

In international literature, the interest is generally focused on occupational health and
safety promotion in the workplace. It could be regarded as a modern corporate strategy,
which aims at preventing ill health at work (including work-related diseases, accidents,
injuries, occupational diseases and stress) and enhancing the health-promoting potential
and wellbeing of the workforce. According to the work site health promotion framework,
workers lifestyles, including diet, exercise, smoking and drinking habits, are also seen as
central. Therefore, health education designed to promote good lifestyles and discourage
those detrimental to health should be introduced into the workplace as part of the
occupational health and safety programme of activities. Ageing of the employees is also
seen to have considerable effects on health. (Wegman 2004; Alli 2001; Wilkinson 2000.)

It is characteristic of the MWA framework that it includes activities traditionally included
in occupational health care, as well as developmental actions, which are preferably carried
out as a part of an organisation’s ‘normal’ functions and preventive actions mobilised
only by some sign of alarm (Kalimo — Toppinen 1999). This adoption of a broader scope
in activities shifts the emphasis from preventing traditional health hazards towards a more
comprehensive promotion of work-related wellbeing. In an international comparison,
Finland is in a group of countries that pay much attention to preventing work stress and
that consider work stress as a relevant health and safety issue (Kompier — Cooper 1999).

The increasing need for innovativeness sets up new kind of demands on working life. It is
common for all innovation supporting procedures that they enhance dialogue. In the core
of this dialogue are questions and answers oriented interaction and the culture of
challenging ideas. This new kind of tolerance for contradictions and systemic challenging
of the ideas sets heavy demands on the functioning of the work community. The more
complex the problem is, the more relevant becomes experience, knowledge base,
endurance and interaction skills. Socially oriented person or organisation can organise the
required knowledge creation according to strategic goal. (Salmenperd et al. 2000.)
Deficiencies in professional skills can rapidly turn into a serious problem in work life.
This is also a health related threat as it creates a burden and increases work related stress.
(Ilmarinen 1999b.)
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2 The strategy oriented maintenance of work ability —
model

The multifaceted relationship between wellbeing and intellectual capital is modelled in
Figure 1. When considering intellectual capital, the most essential change has taken place
in relation to competence. Whereas the focus has previously been on an individual’s
competencies, the increasing importance of knowledge creation requires combining the
characteristics of the individuals into a larger entity that can be seen as collective
competence. The most evident development factor behind this is the increasing use of
information and communication technologies that have made it possible to collaborate in
whole new ways. On the other hand, there is also an emerging trend of designing work
places that support creativeness. When considering the work community, the shift
towards collective competencies has required a new kind of leadership paradigm that
dissolves the bureaucratic chain of command into collaborative working practises. Even
though the role of human capital as the fundamental element of IC has been widely
recognised, the health perspective is far from self-evident. Because of this ambiguousness
this linkage is described with a dashed line in Figure 1. (Hussi 2005a.)

Figure 3. Logics of work related wellbeing in the knowledge-intensive work

The grey shading labelled as wellbeing at work in the figure above argues that all of
these four linkage relationships described above are constituents of wellbeing. An
ability to mould competencies residing in the individual employees towards a collective
character is required in order to meet the rapidly changing requirements of the business
environment. The linkages specified in this study have an essential role in supporting
this conversion. Mismatch in any of these causes a strain that can prevent the creativity
of the organisation. (Hussi 2005a.)
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The ability to observe and flexibly adapt to the changes in the business environment is
the very essence of intellectual capital. This goal is achieved through emphasis on
creating new knowledge. More about the relationship between intellectual capital and
knowledge creation can be found in, for example, in Hussi 2004.

Even though the research so far has been able to show the importance of work-related
wellbeing for organisation’s knowledge creation (Hussi 2005b), there has been a lack of
concrete tools that organisations could use to implementing the theories into daily
practises. Therefore it was a natural step to start developing a model that would fulfil
this need. Thorough consideration of different alternatives resulted in decision that the
Danish Intellectual Capital framework provides the best starting point for our
development approach. It can be used to create a clear strategic basis also for the
maintenance of work related wellbeing. The next section discusses the practicalities that
are related to the process of strategy oriented maintenance of work ability —model.

2.1 The workshop process

According to our experiences, a flow of workshops suits well to the aim of undertaking
the process related to the model. The total number of workshops can vary between five
and seven. Even though there was an aim to keep the number of workshops as low as
possible, we would like to suggest that it is important to have a separate introductory
workshop and the one for each of the four steps in the model. If possible, it is a good
idea to include a workshop for crystallising the ideas of the first three workshops before
entering the indicators. The last phase is strongly tied to the earlier ones and especially
to the initiatives. If the initiatives are defined inaccurately, this has direct implications
on the indicators, as well.

A concluding workshop is recommended especially if there is more than one target
organisation in the process. A wrap-up meeting serves as an important forum for
exchanging experiences and also providing feedback. However, we would like to
suggest that the actual development workshops focus on one organisation at the time.
Otherwise there is a threat that discussion takes place in a very general level and it is
difficult to apply the ideas into any specific context.

According to our experiences it is possible to carry out each workshop in one day but this
means that the days are quite fully packed. In this phase we have not been able to test
two-day workshops, but it is very possible that this solution could turn out to be highly
plausible. As it has already been mentioned, there is a lot to do for a one-day workshop
and, on the other hand, informal socialising often helps in coming up with the best ideas.

2.1.1 Two different strategies to approach the model

When starting the process of implementing the model described in this chapter, there are
two different alternatives. One possible solution is to start from the left, i.e. take the
knowledge narrative workshop first, and then move step by step towards indicators. This
approach might be most feasible if the participants are accustomed to strategic planning
and like to proceed from the overview into more detailed scrutiny during the process. In
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this approach the management challenges help in slicing the abstract strategic level into
key challenges that an organisation has to be able to solve in order to pursue the goals set
in the strategic level. Further on, initiatives outline the practical activities that have been
or are planned to be undertaken in order to meet the management challenges. And finally,
the set of indicators shows the effectiveness of the initiatives.

The other alternative is to take the initiatives as the starting point. This approach gives
the advantage of having the concrete activities that an organisation is undertaking as
first. Then management challenges gather the set of initiatives into larger entities in a
higher abstraction level. The gap to creating the knowledge and work related wellbeing
narrative is not so steep when there have already been two workshops on the topic prior
to this phase. Indicators have a similar role in this approach as in the one described
above, so there are no differences in this relation.

The original Danish guidelines on intellectual capital statements suggest that the latter
approach should be used. In principle we are thinking in a similar manner. However, we
would like to encourage the users of this model to think about the other possibility, as
well. This goes especially for those cases, in which participants are members of the top
management. It might be easier for them to begin from a more familiar viewpoint and
then move towards concrete details. It might also be a good idea to discuss about the
“direction” in the introductory phase. This kind of an opportunity to have an influence
on the way the process is undertaken can be beneficial for the commitment. In the case
descriptions, which can be found in the appendices, Pension Insurance company
Ilmarinen was conducted from narratives to initiatives and The Finnish News Agency
the other way, i.e. from initiatives towards narratives.

2.1.2 General remarks about the workshops

The beginning of every workshop is a crucial point. The warm-up is highly important
because igniting participants to speak is in the core of the whole development. In this
setting, the external consultant is far from an expert considering the specific
organisation. On the contrary, he or she can only provide outlining and concepts that
help to shape the situation. It is the company participants that are the true experts on
their own firm and getting these ideas flowing is more than essential. Presumably these
challenges were met satisfactorily in our development process because one of the
participants commented during the break that the development consultant acted as “a
secretary, chairman and shrink for the group in order to get them talking about the
themes”. It is difficult to hope for a more positive feedback.

It would seem that it is important to have enough breaks even though participants have
an extremely active role in working. This goes especially for the morning sessions
because too heavy working, even if highly inspired and energised, will result in
decreased drive during the afternoon. Therefore the schedule for lunch breaks should be
loose enough, as well. One hour break, for example, allows peaceful moment for eating
and discussing in more general terms. All these kinds of sessions increase the cohesion
within the work group. Tighter cohesion improves the interaction and members of the
group that are possibly more quiet during the sessions will also contribute more actively
to the work of the team.
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2.1.3 Orientation towards the workshop process

As an initiating framework for the workshop process Danish professor Per Nikolaj
Bukh has developed a practical starting point, which lists questions that help in getting
the process started. This initiating phase directs the work group to consider themes like:

What is our strategy?

What weaknesses do we have?

What is knowledge / work ability?

Why is knowledge / work ability important?

What are our current knowledge management / maintenance of work ability
activities?

e What have we planned to do?

e What indicators do we have?

The first question referring to the organisation’s strategy is important because it
highlights immediately the connection to the general strategic planning of the
organisation. This focus is the key for building knowledge and work related wellbeing
strategies that truly enhance realising the business strategy. Discussing the weaknesses
is useful in paving the way for defining management challenges.

The third question can be very difficult especially in terms of knowledge. This question
is not supposed to direct the participants towards philosophical contemplations but it is
about seeking ideas that chart valuable ideas from the organisation’s point of view. For
example, knowledge about information technology systems is highly relevant for a
company working in this industry, whereas pharmaceutical expertise is the key for a
drug store. On the other hand, conceptions of work ability can also vary considerably
between companies.

The importance of knowledge and work ability, on the other hand, is far more
interesting topic. This line of reasoning takes the participants to consider the role of
knowledge and work ability in the organisation’s daily operations. Especially in the case
of work ability, this kind of rationale behind the activities is not usually considered. In
the early days of occupational health and safety activities this motivation was much
more obvious. Insufficient (physical) health status and different threats of the (physical)
work environment obviously restricted the productive capacity of the personnel and
solving these problems was easily justified. The knowledge-based economy sets
completely different requirements on employees, as, for example, the importance of
social skills and mental wellbeing is central.

The question on current activities and plans is an important one because it guides to chart
the current situation. Different development activities are often criticised about neglecting
the existing preconditions and taking the basic assumption that it is possible to make a
fresh start. On one hand this kind of an overlook encourages the firm and its employees
by revealing that many activities serving these purposes are already undertaken. On the
other hand, it also prevents from re-inventing the wheel, which could be highly frustrating
for the participants. Existing planning can also be taken as a good sign that the company
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is already considering these topics in a future-oriented way. Development activities are
much easier fitted into this kind of a proactive organisational culture.

The last question on indicators is also helpful, because can show that quite a broad
variety of monitoring can already be applied in the organisation. It is often more the
case that the connections between different indicators have not been considered
thoroughly and this results in the sense of dispersed view. Undertaking the process
outlined in this model can be highly valuable because it helps to create a coherent view
about the organisation’s current status.

However, based on the experiences of using this model, it is important to stress that this
set of questions is just a starting point and therefore the consultant guiding to process
should be careful not to spend too much time with these topics. These questions are
difficult and there are no right answers. However, they do help in guiding the thinking
towards the themes that are relevant in defining the knowledge and work-related
wellbeing narratives. It is suggested that there is a half-a-day workshop as an
introduction for the whole process. This introductory session suits well for presenting
the theoretical framework behind the model and then using the questions presented
above.

2.2 Knowledge and work related wellbeing narratives

As it was discussed above, based on the chosen approach knowledge and work related
wellbeing narratives can be the themes for the first actual workshop.

Knowledge and
work-related
wellbeing narratives

Management

Initiatives Indicators
challenges

Figure 4. Knowledge and work-related wellbeing narratives

The so-called knowledge narrative is a story about how the company creates value for
its users through the utilization of its knowledge resources. The knowledge narrative
pinpoints the ambition of the company’s knowledge management, because it not only
accounts for present performance, but also formulates a strategy for the company’s
know-how in the future. The knowledge narrative fulfills this objective by describing
three elements: How the user is taken into account by the company’s products or
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services, called use value; which knowledge resources — in the form of employees,
customers, processes and technologies — it must possess in order to deliver the described
use value; and lastly the particular nature of the product or service. The figure below
outlines the central elements of the knowledge narrative. Use value is the essence of
what an organisation is able to provide that its customers are willing to pay for.

Knowlede narrative

. Knowledge resources

l

Management challenges

Figure 5. Knowledge management strategy

Knowledge narrative is a presentation of the firm’s knowledge resources focusing on
how they interact and allow the firm to be capable at doing certain things for the
external users. It thus has both a proposition of the firm’s “production function” and of
the value proposition supplied to the users. Knowledge narrative is a guiding aspiration
that connects the user and the firm’s capabilities. It shows how the firm is to be capable
and why. (Mouritsen et al. 2002.)

In order to formulate the knowledeg narrative, companies need to answer the following

questions:

o What product or service does the company provide?

. What makes a difference for the consumer?

. What knowledge resources are necessary to be able to supply the product or service?
o What is the relationship between use value and knowledge resources?

The first two questions should not be that difficult because the answer is a statement about
the business idea of the organisation. Knowledge resources describe the potential that an
organisation has available for fulfilling the business idea. It has to be stressed here that
even though emphasis is heavily on the knowledge-orientation, the process view entails
the production machinery into this setting, as well. The last question is an important one
because it reveals the linkage between business idea and the resources available.

Help questions for defining use value are following:

What product / service is provided?

Who is the user?

What is the relationship between the user and the customer?
How is the product / service used?

How does it benefit the user?
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Naturally, the product or service is the starting point of explaining the use value. The
distinction between the customer and user refers to the idea that customer is not always
necessary the actual end user. In case of training services, for example, it is the
employing organisation that is the customer who buys the training service to its
employees (the users). On the other hand, a municipality buys health care services for
its citizens. The relationship between the customer and the user is quite different in
these two examples. The key role of the municipality is to provide services for its
citizens where as an organisation fundamentally uses the productive capacity of its
employees. In the organisation example the training is used to improve job
performance. The benefits for the user relate to improved competencies, for example,
and thus better abilities in meeting the requirements of the work tasks.

Predetermined factors are the conditions that must be respected in the development of
the strategy for knowledge management. These can be related, for example, to
knowledge resources, ownership, user-customer structure, legislation et cetera. Some
industries, like pharmaceutical industry, are highly regulated by the legislation and this
precondition heavily directs the value creation logics. On the other hand, loosening
regulation, like in the case of telecom industry during the recent years, can also be a
reality that has to be considered. Ownership can put an organisation into position of a
sub-contractor that is owned by its customers. Scarce availability of employees can be a
threat for expansion plans. In sum, there can be a great variety of different
predetermined factors. Realising these explicitly helps an organisation to create
competitive advantage by finding innovative solutions to meet the limitations.

Help questions for knowledge resources are:

e What current knowledge resources
e How can the knowledge resources contribute to the use value?

It is further suggested that knowledge resources should be thought in terms of the
categories. The following figure can also be useful.

Organisational

Process

Network
Technology
IT-system
Partners Customers
Users

Employees

Individual
Internal External

Figure 6. Knowledge resources
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Thinking about knowledge resources in terms of categories means that knowledge
resources are not listed in the detailed level in the knowledge narrative. This is because
knowledge narrative should be kept in a very limited form, approximately four or five
sentences. The closer scrutiny will take place in the initiative section that follows later
in the model.

An example of a knowledge narrative

Air traffic control is responsible for safety and efficiency of the flight
operations. Fulfilling this task requires that air traffic controllers have
the latest technological solutions at their disposal and the competencies
to use these tools. Collaboration with the pilots and other actors at the
airport ensure flawless functioning and flexible ability to react to even
unexpected situations.

The work-related wellbeing narrative consists of elements that are analogous to those of
the knowledge narrative. The first item is the description how work-related wellbeing
supports achieving the goals set by the knowledge narrative. In other words, the task is
to describe the use value of the work-related wellbeing as a prerequisite for realising the
knowledge narrative.

This line of reasoning is a completely new way to think about work-related wellbeing. The
traditional logic behind occupational health and safety activities has been the emphasis of
relieving work-related health hazards. The business logic has been related to the decreasing
costs of absenteeism, accidents and early retirement. The shift can be visualised by the
figures created by Hussi (2005¢). Figure 7 show that the prevailing perspective of MWA
emphasises alleviating work-related negative effects especially on health. This is because
the whole MWA framework is argued to be initially established as an approach to reduce
the increase of costs caused by work-related disability on the level of the national economy.
Improvements in terms of employees’ competencies, functioning of the work community
and a safe work environment have tended to support health.

work work
commumty environmen

competence

health

Maintenance of work ability

N

Disability

Figure 7. The basic assumption of the current MWA framework
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The IC framework, on the other hand, focuses on strengthening creativeness. Creativeness
is aimed at creating use value that the customers are willing to pay for. The central
element of creativeness is competence. However, it is important to note that it is not the
single individual’s competence that makes the difference in knowledge creation, but
competence is more a collective phenomenon by its nature and thus work community is
another central element. Supporting employees’ health improves opportunities to
participate in the functioning of the work community. On the other hand, work
environment can be designed to support interaction and creativeness. (Hussi 2005c¢.) This
setting is outlined in Figure 8.

health work ——  work
community environmen

|

competencce

Creating use value

W

Customer

Figure 8. MWA and the knowledge intensive work

The traditional logic suits well to the work that is based on the physical requirements.
Increasing knowledge-intensiveness emphasises heavily other features than physical
capability. Since work is undertaken with the mental resources, the significance of
mental wellbeing and social skills is emphasised. Accordingly, the connection to the
value creation of the organisation is far more complex. The aim of work-related
wellbeing narrative is to give a concise description about this connection.

Work-related wellbeing resources are scrutinised from competence, work community,
work environment and health points of view, i.e. the elements of the MWA framework.
Like the knowledge resources, outlining work-related wellbeing resources visualises the
prerequisites of ensuring the value creation but in this case from a bit different angle. As
it was discussed above, in knowledge-intensive work, competence is the basis for
creating use value for the customer (see Figure 8). However, because competence has to
be seen as a collective entity (see Figure 3), work community is another central element.

Finally, predetermined factors, in this setting, are related to the features of work that
cannot be altered. These could include, for example, shift work and unavoidable
psycho-social strain factors, like utmost carefulness in high-risk jobs such as like air
traffic control. The police work, for example, is necessarily undertaken in three shifts.
Furthermore, it is the nature of the job that policemen can encounter very demanding
and perhaps even dangerous situations. It is obvious that these factors cannot be
removed from the working tasks but stating them in the narrative gives room for
designing support practises that help coping with these situations.
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An example of the wellbeing narrative

Because air traffic control is a high-risk job, it requires considerable
vigorousness in work. Shift work, which is an inevitable element of the
work, puts a challenge on these demands. Therefore, employees must have a
good health status as the basis for the vigorousness. The organisation has
to engage in activities ensuring the wellbeing of the employees.

If there are difficulties in applying this outline analogous to the knowledge narrative, it
is also possible to try identifying the importance of work-related wellbeing to the value
creation. This reflects the positive view and is very similar to importance of work-
related wellbeing and the resources that are needed for creating it. The negative point of
view discusses the challenges that the value creation of the organisation puts on the
work-related wellbeing. Again, the emphasis is rather similar to the predetermined
factors discussed above but the conceptualisation can be more easily approached in
some contexts.

2.3 Management challenges

Knowledge and
work-related
wellbeing narratives

Management

Initiatives Indicators
challenges

Figure 9. Management challenges

The company’s management challenges are a set of meaningful and lasting elements in
the mangerial agenda that provide continuity in handling the development and
composition of knwoledge resources. Thus, these management challenges relate to the
needs for knowledge management which can be derived from the knowledge narrative
and which the company must address in order to fulfill the ambition defined in it. This
activity involves a number of strategic choices in implementing the knowledge narrative
and is illustrated by answering the questions:

= What challenges is the organisation experiencing?
. Which existing knowledge resources should be strengthened?
. What new knowledge resources are needed?

Management challenges are the efforts management puts in place to develop and
condition the firm’s knowledge resources. These management challenges are related to
the knowledge narrative, as they seek to identify and implement activities that help
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realize the knowledge narrative. (Mouritsen et al 2002.) In the process of defining the
management challenges, it should be kept in mind that the aim is to look for larger and
more comprehensive entities. When companies start thinking about the challenges that
have already been faced, there is a natural threat that too detailed approach is adopted.
According to the instructions given by the Danish experts, the number of management
challenges should be limited into three to five. It is highlighted once more that the
Initiatives section that gives room for the more detailed scrutiny.

Example of knowledge management challenges

1. Frontline air control systems (Structural Capital = SC)

2. Superior employee competence (Human Capital = HC)

3. Superior service quality (Relational Capital = RC).

4. Necessary regulatory knowledge in the area of flight control
(RC).

From the work-related wellbeing point of view the management challenges section is
identical to the knowledge perspective discussed above. Accordingly, the essence is to
define central challenges, and development areas regarding the strengthening of current
wellbeing resources and observing possible needs for new resources. If we continue
considering the air traffic controllers example, state-of-the-art work environment
solutions could be an approach to reduce unnecessary strain. Constant training for
ensuring to keep up with the changes of the systems could be another management
challenge. The management challenges related to the work-related wellbeing should
also focus on a more general level because they are more like a link between the
narrative and the concrete initiatives.

Since defining the management challenges of work related wellbeing resemble those on
knowledge perspective, similar help questions can also be applied:

- What challenges on work related wellbeing the organisation is experiencing?
. Which existing work related wellbeing resources should be strengthened?
. What new work related wellbeing resources are needed?

In this setting, the first question is aimed at charting the observed challenges that are
embedded in the work related wellbeing narrative. This part of the management
challenges has been characteristic to maintenance of work ability activities because they
have often been implemented as a response to observed needs. However, the connection
to the narrative relates the activities to the value creation of the organisation. This
distinction makes maintenance of work ability activities more goal-oriented considering
the strategic objectives of the organisation.

The second question focuses on the areas that need development. This point of view
actually takes already a more proactive standpoint considering the work related wellbeing
than the most traditional approach. These work related wellbeing resources can be related
to, for example, the communication between occupational health services and the
organisation, or making a more comprehensive agreement with the service providers.
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The third question opens the floor for discussing about the new areas that should be
developed it is thus the most future-oriented dimension. Profound changes in the
business environment, for example, can create pressure for reorganising activities that
are related to the maintenance of work ability. Increasing pressures for flexible service
hours is one example of this. The change could require more comprehensive
competencies and general understanding about all functions because of shift work.

Example of work related wellbeing management challenges

Management systems (SC) needed to ease effects of shift work
Knowledge about the employees’ health (HC)

Identification of strain factors (SC) in the work environment
Keeping informed (SC) about latest medical knowledge related to
flight control work

AN~

2.4 Initiatives

Knowledge and
work-related
wellbeing narratives

Management

Initiatives Indicators
challenges

Figure 10. Initiatives

The knowledge narrative and management challenges have to take the form of a
coherent tale. In this way they constitute the company’s coherent knowledge
management strategy, which communicates the company’s ambition for knowledge
management and how it intends to realize this. To develop and compose knowledge
resources and the key manangement challenges, a series of initiatives are made about
‘knowledge containers’ such as employees, customers, processes or technologies are
made to incease or decrease them. Here, it is of vital importance that management takes
an active position in relation to which initiatives that can be launched, and which
initiatives that should be prioritised.
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The process of outlining the initiatives is assisted by specific help tables that are
provided below. In the tables the first task is to list the exiting initiatives from both
analytical and development points of view. This means scrutinising initiatives that help
ensuring suitable knowledge resources, like the employee portfolio, and their
development through training, for example.

Secondly, the process proceeds to evaluating the objectives and strategies that lie behind
the chosen initiatives. In other words, this part of the process engages the participants to
consider the management-based justification of the initiatives that the organisation is
undertaking. The idea is to define strategic roots for all the initiatives.

The third part of the process is about evaluation. Besides giving the explicit statement
about the objectives and strategies, there should also be at least some kind of
expectation for the actual effects that the activities result in. It is noteworthy, that it is
these considerations about the strategies and expected outcomes that link the initiatives
into organisation’s strategy. If these elements are discussed too loosely, it is obvious
that the connection does not get organised in the systematic manner.

Finally, the fourth section of the table is about assessing the objective ambitions. This
means the process of reflecting whether the initiatives that are being undertaken are
actually capable to meet the management challenges. Besides reflecting the initiatives,
this consideration also gives grounds for evaluating the relevance of the management
challenges. As the Intellectual Capital Statement is highly reflective framework, it has
to be kept in mind constantly that the later phases of the analysis can also result in
elaborations in the earlier steps.

Examples of knowledge initiatives

e Constant development of ICT systems (Structural Capital=SC)

e Benchmarking ICT systems in an international network

o Constant training (SC) for keeping employees’ competencies
(Human Capital = HC) up-to-date.

o [SO-certificated systems (SC) to ensure the quality of the
services.

e Active participation in regulatory networks (Relational Capital =
RC)

From the work-related wellbeing point of view, there are not that many differences in
the process. A corresponding help table can be applied, but in this case the focus will be
on work related wellbeing resources, which are competence, work community, work
environment and health. Even though the emphasis is on the work related wellbeing, the
assessment of these initiatives is also related to the value creation capability of the
organisation because of the connection between the knowledge and work related
wellbeing narratives.
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Whereas the strategic connection of the activities aimed at securing the occupational
wellbeing was already discussed in connection to work related wellbeing narrative, this
phase of outlining the initiatives clarifies the connection even further. Analysing the
existing objectives and strategies highlights the strategic assumptions behind the
initiatives. Furthermore, the explicit scrutiny of the expectations for the effects connects
the work related wellbeing initiatives into the organisation’s strategy, like in the case of
knowledge initiatives. And finally, the assessment of the objective ambition level builds
grounds for evaluating, prioritising and developing also the activities that are related to
the work related wellbeing initiatives. This kind of setting that emphasises the strategic
elements behind the work related wellbeing initiatives creates a solid strategy-based
justification for the implementation of the initiatives.

Examples of work related wellbeing initiatives

o  Open-mind policy on individual state of health (“sick-leave
any time when needed”)

e Recurring work climate surveys (SC)

o Constant employees’ health monitoring (SC)

o Identification (SC) of current or forthcoming individual illness
or reduced work ability (HC) of individual employees is
essential

o Active, multidimensional Occupational Health Service
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2.5 Indicators

Knowledge and
work-related
wellbeing narratives

Management

Initiatives Indicators
challenges

Figure 11. Indicators

Lastly, the effects of the efforts and management challenges described above are
monitored via indicators e.g. about staff turnover and job satisfaction, in-service
training, turnover split on customers, customer satisfaction, precision of supply etc.
(Bukh et al. 2001; Mouritsen et al. 2001b), thus indicating to which extent these have
been implemented and thus the status for the company’s realization of its management
challenges. In the intellectual capital statement, the numbers reflecting the indicators do
not show the financial value of intellectual capital. They show the implementation of
initiatives tied to management challenges suggested to allow the knowledge narrative
flourish. (Mouritsen et al 2002.) Accordingly, the initiatives of the work related
wellbeing show the effectiveness of these initiatives in relation to the specific
management challenges and work related wellbeing narrative.

Examples of knowledge indicators

o Number of top-certified flight-controllers

o  Number of flight-hazard insidences

e Rating in top-third in benchmarking comparisons
e Rating as preferred employer

o [SO-certificates

e Score number for the European Quality Award
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Examples of work related wellbeing indicators

o Average work-ability index of the personnel

o Average health index

o Collaborative climate survey index

e Rating index of the Occupational Health Service used

A specific help table is a useful tool also for defining the indicators. Similar help table can
be applied for both knowledge and work related wellbeing perspectives. The first column
of the table outlines the management challenges. Secondly, the initiatives are grouped to
these management challenges. Thus this part of the process also connects the initiatives
into the specific management challenges. Even though the help table on initiatives
already discusses the strategies and the assessment of the initiatives, the explicit
connection to management challenges is yet to be created in this phase of the process.

Further on, the table proceeds to three kinds of prescriptions. The indicators in the
“resources column” address the question “what is the (right) portfolio of resources?
Resource indicators concern the firm’s stock of relatively stable objects such as customer,
an employee, a computer and a process. The indicators in the “qualifying activities” column
are the answer to the question, “do managers undertake qualifying activities?” Activity
indicators describe activities undertaken to upgrade, develop, or improve the resources.
They show what is done in the firm to change resources through objects such as training,
investments in process improvement, activities undertaken to attract customers, and so on.
Finally, the “effects” column addresses the question, “does what we do work?” Effect
indicators illustrate overall consequences of the combination of the decisions about
resources and about qualification activities. This help table is presented below.

Table II1 Help table for defining indicators

Management Activities and | Indicators Indicators Indicators
challenge initiatives (resources) (activities) (effects)







41

3 Conclusions and discussion

The model discusses above can be summarised into

Table IV that presents the parallel nature of knowledge and work-related wellbeing
perspectives.

Table IV Outline of the knowledge and work-related wellbeing tracks of the model

Knowledge Management Initiatives Indicators
narrative challenges
Business What is the use Central challenges |[What kinds of Identifying and
content value that is that are related to [initiatives are interpreting
provided to the the creation of use jaimed at meeting |indicators that
customers? value these challenges? [monitor the
‘What kind of influences of the
nowledge initiatives.
esources its
roduction
equires?
hat kind of pre-

determined factors
are related to its

roduction?
Work related [What are the Central challenges [What kinds of Identifying and
wellbeing connections in developing work [initiatives are interpreting
content etween work related wellbeing [aimed at meeting |indicators that

elated wellbeing these challenges? [monitor the

and the goals of influences of the
owledge initiatives.
arrative?

The two narratives are most closely tied with each other because the work related
wellbeing narrative outlines the role of wellbeing in achieving the goals of the
knowledge narrative. However, because the knowledge and wellbeing tracks are highly
inter-related it is possible that there are close relations in other three elements of the
model, as well. This means that there could be some initiatives, for example, that are
related to both of the two main tracks.

Even though knowledge and wellbeing are closely related, it still does make sense to
take the wellbeing as its own specific track. This is because otherwise there is a chance
that knowledge perspective overrides wellbeing because its business implications are
more easily seen. As we have discussed already above, employees’ wellbeing does have
business relevance but sophisticated tools are needed for crystallising this relationship.
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Example of integrated knowledge and wellbeing narrative

The Air Traffic Control is responsible for safety and efficiency of the
flight operations. The wellbeing and work-ability of the flight control
personnel is at the heart of fulfilling this mission. In order to effectively
Sfulfil is mission the Air Traffic Control must possess the latest
technology and have a personnel which is concerned about its health
and work-ability and devoted to develop its work in cooperation with all
relevant stakeholders, including close colleagues and external experts
and regulators.

The primary aim of business oriented promotion of work-related wellbeing is to in an
organic way integrate the crucial health aspects of the work and the financial interest of
it. In order to do this there has to be a deliberate aim to identify the both interests, their
related challenges and initiatives and to set up measurement systems accordingly.
Future development of the model might reformulate the strategic focus by integrating
the health and wellbeing aspect in the measurement and reporting system in order to
help organisations to becoming more proactive. The reformulated knowledge narrative
would be a balanced view between the technologically and economically oriented view
and the personnel health and safety view. The reformulated strategy could, for example,
look like this:

Professor Guy Ahonen, who is the pioneer of the Finnish Human Resource Reporting
model has stated that this explicit connection of the indicators to the initiatives and further
to the management challenges is the obvious contribution of the Danish model. It can be
argued that the Finnish Human Resource Reporting model also contains a description of
the use value and about the indicators. However, the description of these intervening
elements helps the reader to get a more comprehensive picture about the company’s
knowledge and work related wellbeing strategy and its practical implementation.

Employees’ wellbeing will become even more timely issue in the near future because the
labour force is getting older. Age groups are getting smaller after the baby-boomers and
therefore ageing employees participating work life is essential for national economics and
competitiveness of the nations. Even though wellbeing issues concern all age cohorts,
these issues culminate along with ageing. The combination of individual’s resources
changes considerably and these demands need to be considered carefully.

Even though the MWA framework was introduced almost two decades ago, it seems
that the full potential of the framework is not even yet harnessed. The long history has
resulted in good familiarity with the MWA framework across the Finnish society.
Virtually all members of the labour force recognise this approach and most of those
employed have participated some activities under the heading MWA. The need for the
further development arises from the fact that most of the activities undertaken as MWA
have had a strong emphasis on health related issues. While this point of view is
important, it is yet only one dimension and perhaps not even the central one in the
modern work life that emphasises the abilities to process knowledge.
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The discrepancy between the central framework and its implementation to practice can
also be seen in the activities of the occupational health and safety service providers. It
seems that the service palette provided for the potential customers is strongly built around
the health services. While this approach is valid and easily marketable for the customers,
it is difficult to differentiate from other competitors. If the occupational health services
providers were able to outline their service palette so that the value for the customers was
more clearly presented, this would give obvious competitive advantage.

The model presented above can be seen as a one approach to solve these difficulties.
The essence of the model is that it aims at showing the business relevance of the MWA
activities. The model is adapted from the Danish framework for creating Intellectual
Capital Statements. The selection is based on the finding that the business relevance of
occupational wellbeing is strongly related to Intellectual Capital of the company.

Tomi Hussi’s dissertation thesis (2005b) scrutinised the theoretical viewpoints related to
the connection between intellectual capital and work related wellbeing. Besides many of
the models that have been presented in this chapter, Hussi also scrutinised the
managerial relevance of the occupational wellbeing activities. This study showed that
individual and work community dimensions can be identified in the maintenance of
work ability framework. The individual-oriented activities are characterised by a
problem solving emphasis. This means that individual level activities are often reactions
to the observed problems attempting to solve them. For example, in the case of
competencies, there is an aim to overcome the observed competence gaps. Accordingly,
problems related to health and work environment also trigger development activities.
This problem solving nature of the individual level can be related to the concept of
management. Work community dimension, on the other hand, emphasises activities that
are related to the prerequisites of collaboration between employees. This orientation
includes considerable leadership features. The distinction between management and
leadership is important from knowledge management point of view because they are
emphasised in the different phases of the knowledge creation process (see Figure 1).

It is obvious that the thesis builds a central basis for the model described in this chapter.
However, this model can also be seen as a serious attempt to build a tool that could be
used for linking the theoretic considerations into the practical development of the
organisations. This development process should still be seen as a-work-in-progress. The
process will continue with an evaluative study' that will analyse the achievements so
far. Furthermore, during fall 2006 there follows a second round of pilot implementation®
that will be aimed at the state-sector.

As a conclusion it can be argued that this report has described a model that is based on
the practises that have turned out to be good on the basis of earlier experiments, namely
the Danish work with Intellectual Capital Statements. Secondly, the introduction of the
new elements also has a solid theoretical grounding in form of Tomi Hussi’s doctoral
thesis. Therefore it can be expected that this development process will result in a tool
that can be widely adopted for building a connection between the work related
wellbeing activities and the company’s business strategy.

' This evaluative study is funded by the Finnish Work Environment Fund.
* This project will be undertaken in collaboration with The Finnish State Treasury. The funding will be
provided by the Valtion Tyosuojelurahasto working under the Finnish Ministry of Finance.
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