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Foreword
Is it possible to make changes in an enterprise without spending any money on it that
could lead to refinement of the enterprise? Yes, there are some ways that you can use
consciously! The traditional way to make changes is to consult with internal and external experts who define difficulty, solve problems and implement the decisions as
well as observe how the changes are carried out. As a rule, everything happens without real participation of those who will have to adapt to the changes later on. Possible
participation can consist of answering any questions that might arise during the process. In such a way, the expert method can be expensive for several reasons, i.e. the
cost of consulting and cost of stoppage of production etc. so as to convince people
about the changes or to find resistance to the implementation of changes.
Another way, which we call the humanivity way, assumes that the persons concerned receive a chance to be involved and participate in some way in the part that
influences them personally. Thanks to this, knowledge about the enterprise, its aim
and situation can be developed simultaneously with their attitude to cooperation, and
its character will change. Altogether it leads to the increased responsibility and capacity of taking initiative in the present situation. It can also mean coping with completely
new problems that arise in an unexpected situation and which may also be founded
on new thinking. Such experience, which develops as an exchange of and taking responsibility for the thoughts and feelings connected with the present situation of
changes, can be regarded as a form of human growth and increased maturity in life.
Is it possible that a local society, the academic world and companies can cooperate in
order to make such change of managing companies?
Three case studies can describe this through how the path from expert to humanivity
is carried out and what is consequently influenced and changed. The main thread, the
theory about common activity, is present throughout the whole book. It has grown
through the interaction between the development of theory and the practical usage.
In connection with this interaction the variables K (Competence), L (Leadership)
and S (Structure) have been created to indicate and reflect which choice of way
marks the current process of activity. With the KLS-variables we can consciously
intervene and follow the process of activity.
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The first case study is the industrial development of the municipality of Åstorp. At
the beginning of the year 1997 the industry bore the marks of, among other things,
dissatisfaction because of conflicts of interest between the entrepreneurs and the
municipal commissioner. For example, in 1997 one could read in the local newspaper:
“If I could have moved my company from the municipality of Åstorp, I would
have done it”. Another entrepreneur said, more or less at the same time: “The mu-

nicipality has taken care of itself for many years. I developed a successful
company on my own. Let it continue to be so”. Moreover, there was very high
unemployment for many years and the traditional methods to reduce it were ineffective.
The second case study is the development and the implementation of a new work
organisation in a manufacturing company (Godbiten AB) in the food sector. The year
2002 was a starting point when many dissatisfied employees were absent due to illness and staff turnover was high. Naturally it caused problems for the management
team and influenced the economic result. The temporary seasonal staff quite openly
said at the end of their work: “I will never again work in this company”.

The third case study sheds light upon the changes in the whole philosophy of the
enterprise (OJ Lågprismarknad AB). The starting point was not the dissatisfaction of
the employees, but the negative economic development of the results of the enterprise over many years, which depended, for example, on heavily increased competition on the market.
These three case studies led, to varying degrees, to the desired change. It was shown
in Åstorp, after about three years of focused development, in statistics from Svenskt
Näringsliv, that the company climate had improved and continued to improve during
the following years. In 2004 the local press noticed, together with the statistics, that
unemployment had been considerably reduced, more than in other comparable municipalities in the region. The interviewed entrepreneurs who established themselves
in the municipality explained that it depended, among other things, on a good company climate. In Godbiten the change led to reduced absenteeism and staff turnover,
and furthermore the seasonal workers stated their willingness to return the next
summer. In the case of OJ, the owner of the company was interviewed at the end of
9
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2011 and stated that the profits of the company and its economic outlook had annually improved after he took over the company, showing that success depends solely
on happy clients and satisfied co-workers.
These three case studies shed light on the theory about common activity. This form
of human cooperation means an exchange of thoughts and feelings for the object.
The object can be concrete or abstract and can consist of the whole or just parts of
the context. The context can be, for example, an industry, a company, a production
function or a product. In common activity the mental conditions can be a foundation
for the activity. It means that learning can mean both a changed capacity of acting as
well as cooperation to reach the object, it depends on the development partly of the
foundation for the possible independent individual acting (for example the given
directives or a direction of the context) and partly of the character of the cooperation
(for example individuals only perform what absolutely must be done or generatively
act so as to refine the object).
My development journey to the theory of humanivity and to Åstorp community actually started when I was a child and, thanks to my father, I got to know about club
associations. I learned that there are many people who sacrifice their leisure time for
voluntary work without receiving any economic reward. After I forced myself
through high school and got a Master of Arts degree in physics and mathematics I
started, with great satisfaction, to acquire knowledge in personnel management and
the work environment (above all, psychosocial). During my studies at university I also
worked as a teacher of mathematics and physics in elementary school and high
school. I also gained experience in extension studies from folk high school, study
circles and independent training events.
With such a background, an explorative and developing journey started with breaks at
different “stations” but all the time with the same goal: What are the easily influenced external variables that can be defined in human cooperation and which
influence an individual’s way of acting? In other words which are those external
variables that make a person like my father or the other board members of the little
sports association commit themselves voluntarily without economic profit whether or
not the sport results were positive or negative?

10
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These variables started to become clear when I worked as a personnel officer at Thulinverken in Landskrona. We now find ourselves in the mid 1970s.
My first task was to be responsible for and develop a brand new personnel policy
within production, which meant supporting the establishment of a win-win situation
between business goals and human resources. Because of the fact that this post was
absolutely new I had a great deal of freedom. SAB was a traditional factory company
that produced brake regulators for both rail vehicles and heavy vehicles with air
brakes. Furthermore, the company produced feather wheels for railway engines, railway carriages, trams, etc. There was also a profit centre, which produced defence
materials for marine vessels. The products were wholly developed in the company
and most of them were patent protected. About 80% of production was exported to
almost all of the geographic markets in the world.
The goal of the company as far as employment was concerned was in the first place
to reduce the abnormally large absenteeism due to illness and the high staff turnover.
Furthermore, the company had a bad reputation among those who were searching for
work. I remember my very first interview with a job applicant, who said: “I have unsuccessfully looked for work in many other companies, so I have now come to Thulinverken, because you are employing everyone.“
We took such measures as new recruitment and introduction procedures, and the
development of team leaders in the psychosocial environment. Moreover, we had
discussions with the employees who:
•
•
•
•
•
•
•

Had repeated short periods of absenteeism
Had team leaders who were dissatisfied with them
Wished to change their work
Quitted their workplace
Wished to develop themselves in the company
Had private problems
Etc.

The only point was to get as genuine a picture of the situation of an individual as
possible so as to find a solution that could be of benefit to both the company and the
employee and never cause damage to an individual.
11
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After about three years all those measures resulted in very low absenteeism due to
illnesses, a change of employees and a totally different attitude to Thulinverken as an
employer. As proof of the changes a representative from an employment office made
a statement saying that Thulinverken was a “status company” meaning that Thulinverken had a good reputation among job applicants.
After it was known that I worked from a neutral (my own) perspective, meaning that
I was not a representative of a federation of labour unions or of the employer, the
situation improved. Gradually I could see the meaning of this phenomenon, namely
that the company showed that it was taking care of its employees. It also created distinctive trust between myself and many of the managers, team leaders, representatives
of labour unions and employees, which gave me a deep insight in their inner thoughts
about the situation of work from many perspectives. It was key to understanding
which external variables can influence the choices of the individual and how this happens.
My field of responsibility was broadened when Nife Jungner fused with SAB Thulinverken and created the SAB NIFE division at the end of the 1970s. My responsibility
covered the whole of personnel and I was focused more and more on the company
as a whole and on its future development. After some time I wanted to develop the
management in the SAB NIFE division with a view to increasing the role of the employees in the development of the company through their own position of work.
Because the group executive board did not meet my views with sympathy I decided
to find a company that would share my ideas. However, I retained positive memories
of my manager.
In 1984 I was offered the post of a personnel director in Hesselmansgruppen, to
which SAB Automotive was incorporated after being bought by Incentive AB some
years before (SAB Thulinverken). The group develops, produces and merchandises
parts for heavy vehicles. Turnover in 1984 was about 160 million Swedish kronor and
in 1989 about 300 million Swedish kronor. Export remained on the level of about
85%. Western Europe and North and South America were the biggest geographic
markets.
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My task was to develop a personal function within the company with responsibility
for:
•
•
•
•
•

Personal policy
Support and development of the managers
Competent planning
Conditions for employment
Organisation of negotiation and consultation

Having this post I could keep on developing my search for an answer to my basic
question from the perspective of corporate management, for example through the
development, planning and realisation of one-year long management programmes
with such linchpins as the Swedish MiL programmes1 and adapting the “action learning – methodology”. Furthermore, the development of the strategic plans of the
company together with my colleagues from the management group was also a help.
My “action research” about human cooperation led me to build a model theory.
Through a specific description of Competence (need), Leadership and Structure it
was possible to create a picture of how corporate management can influence the way
employees behave, which is indicative of the conditions upon which the requested
action could be real enough to be performed. Of course, it could be also used as a
tool to “measure” this influence in current situations.
After a lecture about my model theory I was asked to become a partner in a consulting company, which had been active within the field of organisation and management
for about ten years. With a promise that I would be able to do research part time to
develop the prototype into a useful management tool and work part time as a consultant in management, I left what was possibly my best post in Sweden of personnel
director and took a step into the uncertain consulting field at the beginning of 1990.

1

MiL stands for Management in Lund and is a foundation focused on developing the strategic competences of department managers and leadership so as to change the employees
from “loyal doers“ into self-driven figures.
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After about five months I finished my work due to the fact that my values and the
values of my employer were absolutely incompatible. After some time of unemployment I was offered the post of a personnel director in Thermopanelkoncernen in
August of the same year. My main task was to develop the company into one of the
most attractive companies in Helsingborg on the personnel market and simultaneously achieve the employer’s goal as far as total income was concerned. I could take up
this challenge in a similar way to how I had about 15 years before when I was offered
my first post as a personnel officer at Thulinverken.
The most important steps taken were: implementing the recruitment and introduction
routines for new employees, developing almost all managers, re-organisation of the
whole company and developing a changed organisation of work within production.
At the beginning of the 1990s a dramatic fall in house building in Sweden was taking
place, which meant large numbers of redundancies. We were forced to dismiss a large
number of staff during three periods. During the last such period I worked on a project with the ambition of making the redundant workers feel like winners, not losers.
The name of the project was ABOSS (AB we in Swedish AB stands for “Inc“ and
OSS stands for “we“)) and the goal was to await the hibernation time in the company
developed by us. The idea was born when I stated that many researchers had problems fulfiling their ideas on the commercial market, for example because of lack of
enterprising competence. The point with ABOSS was to develop a company together
with any researcher who had already developed an innovative product that was mature enough to be commercialised.
In connection with the dismissal of employees at Thermopanel, I developed a project
with the aim of creating a new company so as to “hibernate” during the recession and
afterwards to lead this company together with Thermopanel. The patent of the innovative company would become the foundation for the new company.
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ABOSS started in December 1992 together with six redundant clerks and me as a
project manager. Because the former Patent and Registration Office did not accept
the name the company was renamed Invere2 AB. It took us a year to develop a business idea thanks to which we could receive income from our activity, but it was too
long a time for everyone to stay in the company. Some of us found posts in other
companies thanks to their insight in entrepreneurship. As a curiosity I can add that
one such employers expressed his appreciation and wondered how such a competence could be developed.
After one more year we developed a business idea that gave rise to the founding of a
new limited company and we needed to employ two more people.

2

Invere (Innovation realization)
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Because the two companies had big development costs and were strongly undercapitalised we did not succeed in surviving during the recession, and after about four
years our first company went into liquidation. My colleague took over the second
company and led it for some time.
In parallel with the previously described development of the company I founded my
own consulting company, KLS Företagsutveckling AB. The main reason was to finalise the already started programme of developing management in the TP Corporation
and to become a “speaking partner” with the group CEO regarding the radical process of change.
The economical difficulties of Invere forced me to take up consulting tasks to manage my private economy. Because the enterprise in Invere was well known, maybe
more for its form of development of content than for the economic result, I received
an inquiry from AMI in Helsingborg about leading a similar development programme
for a group of long-term unemployed immigrants with higher education. I accepted
the offer and started one-year programme “Entrepreneurship” during the time
13.05.1996 – 12.05.1997.
It was a great challenge to develop an organisation of education with nine people
from Bosnia, Croatia, Romania, Kuwait, Lebanon, Iraq and Iran who would take the
responsibility to develop their own companies without somebody else’s business idea.
After consideration I decided to lead the programme alone even though many people
around me thought that I needed somebody with a competence in understanding
cultural differences. I was influenced by a professor from South Africa who I read
about in a newspaper on an aeroplane trip home from Stockholm. He expressed his
surprise that we in Scandinavia always start with the cultural differences instead of the
similarities that, according to him, were more numerous.
In my experience, the start of such programmes is absolutely decisive for their continuation, so I chose to begin the programme in possibly the best environment in
Sundspärlan in Helsingborg. The aim of the first two days was to get acquainted with
each other, agree on our common goals and formulate an axiom about human cooperation.
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The target was that after the programme at least four companies should start up,
employing at least half of the participants.
The axiom about which all of us agreed was:
•
•
•

Nobody is born with an instinct to hurt anybody else
Everyone wants be valued for what they do
Everyone wants to develop theirself

During the programme I developed many models for starting education, for understanding and for avoiding misunderstanding. Because the majority of participants had
different mother languages I also developed an embryo of the model of entrepreneurship. This model can be perceived as a beginning structure which describes the
content of a business idea. Namely “to see”, to find a need and a way to fulfil it. Once
it is clear, it shall become the grounds for what should be “done”, that is for developing the product that fulfils the need and later for producing it.

Figure 1
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With the help of this model we can test different business ideas and judge the economic need for capital of investment and employment and as well find out if this idea
will be profitable.
We also trained participants in personal communication and started a business concept. We created “learning situations” through planning and having discussions with
all possible partners before starting the company, for example financiers, lenders,
suppliers, prospective clients, etc. Here we had the possibility to understand different
needs and the advantages of cooperation.
During the time after I left Thermopanel and the development work at Invere, I
learned a lot in Entrepreneurship programmes about the problems and difficulties
which are connected to the development of one’s own company. Because it was not
my ambition to own and run a business I was searching for other possibilities to
share my knowledge in this field.
Then I had an idea about establishing a “College of entrepreneurship” with an aim to
develop skills in entrepreneurship for the individuals who would like to found their
own companies and develop strategic business competences at the current small and
medium businesses and pedagogical skills to realise those programmes. Moreover, we
wanted to develop a stock market forum with a goal to create better possibilities for
the entrepreneurs to receive access to risk capital. Cooperation on this concept started together with the Economic Director Kjell Agerhem in Helsingborg. We had long
discussions with Sparbanken in Helsingborg, but the meeting with lawyers from their
head office finished those discussions because of an approaching merger between
Sparbanken and Föreningsbanken.
The concept “Kapitens”3 was formulated and became a precursor of an idea which
was key to my post as an economic developer in the municipality of Åstorp.

3

Kapitens (Swedish: Kapital och kompetens, English: Capital and competence)
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Part I
The Åstorp story

1. Foundation period (1997 – 2003)
1.1 Introduction
Can we stimulate integrated growth in society through the development of
companies with the expansion of accessible human qualifications?
We shall shed light upon this question from the point of practical experience as well
as research, taking into consideration ten years of development (1997 - 2008) of the
Scanian municipality of Åstorp in Sweden, with the aim of showing that it is possible.
There was devastating unemployment in this municipality at the end of the 90s, as in
many other municipalities in Sweden, and many attempts were made to overcome
this problem. The County Labour Board helped to finance a project for economic
development in some municipalities in north-western Skane. The municipality of
Åstorp was one of the municipalities that was granted such a project, with the aim of
developing the local economy. The chairman of the municipal executive board, Jan
Nilson, aimed to develop a good climate for companies based on new thinking. He
succeeded in his plan to employ an economic developer because the social democratic party had a majority in the local council. Due to the fact that he was searching for a
developer and not for an “administrator”, the concept I had developed, “Economic
development through human growth”, meant that eventually it was I who was appointed as economic developer.
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My work since I started as a personnel officer at SAB Thulinverken in 1975 has born
the stamp of project work, which was primarily based on my experience from previous projects. During newly created projects during which I worked as a personnel
officer, a personnel manager and a company builder, it was my interaction with people, both positive and negative, that greatly influenced my concept of growth. I had
contact with people who performed easy, routine tasks, who were qualified experts,
managers on different decision-making levels and representatives of trade unions.
Regardless of the person, my task was to find a way that would benefit the individual
as well as the institution that they represented. The fact that people trusted me and
confided in me with their opinions, inner thoughts and feelings contributed to the
development of my theory about logical external basic conditions for self-assumed
action in a prevailing situation; my theory is also based on reflection and new thinking.
In the first part I have described trade and industry development in the municipality
of Åstorp. The “Åstorp story”. In the first chapter the foundation periods (1997 –
2003) is the foundation of the concept described. In chapter two, the sprouting period (2003 – 2005) is an “invisible” period of growth of what was “sown” in the foundation period and the results of which were revealed during the latter part of 2004.
During this time I devoted 80% of my time to the research institute UNIVA AB
22

Kenneth Daun - Humanivity

(fully owned by Lund University). Together with the researchers and entrepreneurs
we created the network “Centre group” (Knutpunktengruppen, K-grp), whose optional discussion-workshops were of great importance for the continuation of the
development in Åstorp. The philosophy which grew in K-grp, together with the concrete results of the input from Step 1 that started to reveal themselves during 2004,
created the possibility for the refinement period between 2005 and 2008 which is
described in chapter 3.
1.2. Theoretical foundation of the concept
In Hans Landström’s book “The Roots of Entrepreneurship” a human-action-tradition
was established at the end of the nineteenth century by Austrian economists Carl
Menger, Friedrich von Wieser and Eugen von Bawerkn. The line of thought in this
tradition was based on the individual as well as on an economic creature and on the
fact that the activities of the individual influence the economic condition in society to
a high degree.
McClelland, in his book “The achieving Society” (1961), showed the correlation between motivation for achievement within a country and its economic development.
To achieve growth in any society it is necessary for people to have respect for the
opinions and values of others and to find a politician in that society who has the
power (knowledge) to stimulate the economy. McClelland concluded that we should
focus more on being open to other people and their values as well as on an interchange between people than on institutional norms.
Jan Evert Nilsson in his account “Blooming economy” (“Blomstrande näringsliv”)
made an outline for regional growth politics. Jan-Evert refers to the research carried
out by the English researcher Jeremy Howells from the University of Manchester
about regional industrial development in various parts of the world. Howells concludes in his survey that a regional strategy for industrial development must find wide
support in the region. The regional figures should create a consensus of opinion regarding what must be done and how. The search for direction should based on unity
regarding the strategy for common activity and should not include any political character or make any compromises concerning what is desirable. To achieve such a goal
teamwork is required between political representatives and other private and public
figures. Implementation of such a strategy requires trustful cooperation between the
23
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public institution and the private figures who play decisive roles for the input. This is
why it is so urgent that the private figures start working actively at an early stage. One
way to achieve such participation is to involve the private figures in work to analyse
the current situation and shape the strategy. It has always been a problem in Sweden
to find representatives of companies who would be willing to take an active part in
such development. Instead, there have been representatives of private figures from
different interest organisations. The weak point of such a situation is that the representatives are not authorised to arrive at a binding agreement. Consequently, it is
important that the management of companies and entrepreneurs are involved in laying down the strategy. If we succeed, the companies will also be asked to take part in
the process and take responsibility for the result. The activity of the figures in the
regions where they work creates economic development in society from underneath –
not from above or from outside.
Bengt Johannisson, in his research comparing parts of the regions of Lammhult and
Gnosjö as well as the Gnosjö and Silicon Valley, drew similar conclusions. It seems
that in Silicon Valley and in Gnosjö the network between the companies and other
figures plays a decisive role in the positive development of the regions. (Infrastructure
of the network). An important aspect has not been explained well enough by Bengt
Johannisson’s research: namely, he has tried to find out if the dynamic perspective
depends on how we perceive the possibility to initiate, accelerate and turn the process
of change. He means that with the help of network metaphors we can clarify the
development, and it is not important if we mean individuals, companies or regions as
places of enterprise; the point is to be socially oriented. If people have a clear vision
and a well-defined “inner view“ of what should be achieved, they can mobilise local
and global forces to achieve their goal through teamwork and interactive education.
The key for such constructive work is people’s genuine involvement in a network.
Taking the above into consideration, if the local environment offers the possibility to
create a network between private and public figures as well as development of education in those areas, significant effects of economic development should appear. Consequently, the teamwork between individuals, companies and the public sector in the
closest society creates a mental environment which means more than the physical
infrastructure.
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Scientific research has, up to now, regarded entrepreneurship from a single perspective: either from the individual’s or the company’s or society’s perspective, but the
cooperation of figures from those three spheres can be more successful.
In summary, the means for successful local economic development which I have
defined can be based on the following:
1. Building the society through development of a human network inside
and outside our municipality so as to strengthen our already blooming
economy. Social structure is based on McClelland’s conclusions and the
research carried out by Jeremy Howell, underlining the trust-based
teamwork between political representatives, private companies and private figures. In this text we shall describe this phenomenon as the development of a “mental infrastructure” or a “company climate”, which
means the positive development of current companies, the establishment
of new companies and attractive forces for setting up new industries.
2. Development of entrepreneurship in existing companies, where the
employees have the possibility to develop their knowledge about entrepreneurship, and they find time to genuinely take part in the process of
the development of their company within their own field of work. This
commitment can lead to a greater involvement in creating innovative
suggestions for the benefit of the company and active cooperation in
work necessary for change. Altogether this can broaden the perspective
concerning the course of the business strategy and can increase competitiveness through fast adaptation to the new requirements of the surrounding world.
3. Individual qualification for an increased sense of initiative and responsibility within one’s own work through widened knowledge of entrepreneurship, which gives understanding of the significance of one’s own input in a bigger context or just for oneself. This qualification is complementary with the professional competence which is necessary to fulfil
the work task. Thanks to this, an individual can perceive him/herself as a
“company“ (the starting-point of human-action-tradition says that every
individual is an economic creature) and develop an individual “life idea“
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for long-term personal development. This human growth can be perceived as an important condition for the development of society and
companies.
1.3 Municipality of Åstorp 1997
The municipality of Åstorp is situated in north-western Skane and borders with Helsingborg. In 1997 the municipality had about 13 000 citizens. During the 1990s the
municipality had a problem with high unemployment, as did the whole of Sweden.
One of the reasons was that the biggest companies reduced their staff from about
1200 employees to about 400 during the year 1992. It was well known that the traditional measures for supporting employment, which worked in industrial society, could
no longer be effective. Furthermore, not even the approaching time of prosperity
could have a big influence on unemployment. Therefore, it was the right time to try
new and unconventional measures. At the end of the 1970s there were active industrial companies within the field of construction, plastics, usage of materials, food,
automation and transmission in the municipality of Åstorp. About 50% of working
people were employed in these branches, compared with just 16% in the branch of
trade and transport.
There were about 700 small companies (< five employees), about 200 medium-sized
businesses (5 – 49 employees), 7 companies (50 – 100 employees) and six companies
which employed more than 100 people. The level of education of the employees was:
33.8% elementary school; 52.6% secondary school; and 13.5% post-secondary. The
corresponding percentages for Skane were: 24.3 %, 48.2 % and 27.5 %, respectively.
The pattern of development in the region was that production for the biggest industrial companies moved to the low-wage countries and an increased level of automation caused a diminishing number of work posts. Even within the public sphere the
number of work posts diminished due to the economic austerity policy. Consequently, one of the most important goals on the agenda was to find a way to make the
number of work posts grow. It was more or less clear that this had to happen in small
and medium businesses by establishing new companies.
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1.4 Foundation of the first network
During the initial phase it was important to develop a network according to McClelland’s conclusions and the research discoveries made by Jeremy Howells about the
necessity of trustful teamwork between political representatives and active entrepreneurs and also between the leading representatives of the municipal administration
and the active representatives of the municipal economy. A decisive question is how
to make people become involved in cooperation without demanding it, especially
when the people who are necessary for the development are very often busy up to
100% of their time with their own work.
Development of the first network began with finding some people who could understand the value of the presented concept, appreciate the importance of realising the
concept, and would be willing to participate in it. The aim of building the network
was also to find a common identity, which could be based on a common vision and
could authorise the governing body for economic development.
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I was conscious that creating such a network is time consuming and requires endurance and patience, but paradoxically also shows quick and concrete results.
Initially the municipality of Åstorp agreed to employ me for the project for one year.
To the question from the mass media among others regarding what could be done
during one year, the answer was no more than the first foundations, and if the point
was to stop after that year it would be better not to start the project.
It was a challenge for me to show concrete results early so as to motivate the continuation of development. The first important step was to build genuine support for the
employers (the municipal -executive board, in this case) by reaching a common starting point for the needs and making the ideas credible. Luckily, the annual “Visiondays” of the municipality of Åstorp would take place in November for two days.
During this time there is usually a discussion between the elected politicians (all
chairmen and vice chairmen), administrative directors and other key figures about the
future course of the municipality.
During the meeting we discussed the present trends in the surrounding world and the
new requirements which were going to put bigger pressure on the individual capacity
to take initiative and active responsibility for one’s own situation, action and development.
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The world is shrinking
and
new values are
appearing

Human manual power
is diminishing

Controlled choices
are diminishing

and

and

Mental tasks are
increasing

Self-imposed actions
are increasing

After the discussion we also noticed that the competitiveness of the company could
be strengthened by developing the power of initiative of the employees and their
capacity of active cooperation in a necessary process of change. My aim was also to
create understanding because it was actually a different need of competence than the
predetermined task at work; namely, it was a qualification which is required for increased insight about entrepreneurship as a whole so as to understand the influence
of the surrounding world. This qualification can influence the capacity of an individu29
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al to see his or her achievement in its own context, which is important in order to
understand the value of the necessary work of change that consequently can lead to
more active cooperation in the process of developing the company.

The theme of the second picture was to show the meaning of balance between the
need of competence in an activity and the available individual competence in a quantitative and qualitative way from the perspective of the municipality. An individual
need for support can balance with the economic and public need for competence for
working and developing the municipality. This was an introduction to the group work
with an aim to build a consensus and a target group or target groups on which the
work of change focuses. The result comes here and is connected with the picture
above.
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1. Larger manufacturing companies
According to our assessment, these companies are going to continue rationalization within production with the result that there will be redundancies.
Nevertheless, they are not going to employ new personnel to a decisive extent in the foreseeable future.
2. Companies without growth potential
This group includes shopkeepers, hairdressers, dentists, farmers, etc. who
have an important function but will not grow or employ new personnel to a
great extent.
3. Companies with growth potential
This can be an interesting group to focus on as far as the growth of new
work posts is concerned. It can be a company with its “own” business idea.
This means that such a company operates on its own market with its own
products and has an independent influence on its strategic business development. Many companies like this are family companies with the “heart” of
the owner from the municipality.
4. New companies
A group of new companies can be created if the existing companies in other
municipalities would like to establish themselves in the municipality of
Åstorp or if an individual “builds” his or her own company.

The picture above can also show the value of cooperation between the representatives from economic structures and from the municipality, so as to take responsibility
for this balancing act from a qualitative point of view. What can the management of
the municipality do in elementary schools to develop understanding of entrepreneurship? Or in schools for adults? We shall come back to these questions later.
To sum up, it is clear that in future we should concentrate our investment on the
group of existing companies with growth potential and work for the individuals in the
municipality so that they can take the risk to develop their own companies. It was
also our common opinion not to “hunt” companies and force them to establish in
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the municipality. However, inquiries from companies that are interested to move their
activity into the municipality should be answered quickly and be provided with professional service.
1.5 The foundation of the economic concept
After vision days, a suggestion to start the discussion with entrepreneurs was born.
Afterwards, we had meetings with many owners of companies and representatives
from organisations (Svenskt Näringsliv, Företagarna and LRF). The aim was partly to
familiarise ourselves with the entrepreneurs and find out about the situations and
courses of the companies, and partly to understand the opinion of the entrepreneurs
about the forthcoming investment in local economic development. Furthermore, it
was important to clarify that the meaning was also to intervene in the inner business
of the companies.
Those points of view, together with the line of thought from vision days, helped the
“Economic Development Project” to be presented to the municipal board of Åstorp
and be accepted by them on 1998-03-11.
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The first part of the agreement was to create suitable conditions to establish an allembracing structure responsible for economic development: Åstorps Economic
Forum (ÅNF). The members would be the figures, exactly as Jeremy Howells
thought, who have a real and decisive influence on economic development. Private
figures should be progressive entrepreneurs, deeply rooted in the world of entrepreneurship, with the approach that cooperation with the surrounding society can be to
the benefit of entrepreneurship. The aim was to build a dialogue in a common forum
between the Åsljunga municipality board and the representatives of entrepreneurs,
and come up with suggestions of measures which would support both the municipality and the economy. The other tasks (not in any order) for the forum are:
•
•
•
•
•

To maintain the gathered information about economic demand of competence (quantitative
and qualitative).
To develop the network, leading to the advantages which otherwise would not appear.
To develop a dialogue about the changes in the surrounding world, which would lead to
greater space of movement for small entrepreneurs.
To contribute to a creative climate of entrepreneurship, to increase the number of new companies.
To give impulse to the will, growth and risk of small entrepreneurs.

The second part of the agreement was to establish and develop a school for entrepreneurship with the aim to giving it the status of a high school: Åstorps Seminar
for Entreprenurship (ÅSF). The main course of ÅSF would be developing, planning
and carrying out the programmes within the development of companies (for the present entrepreneurs) and entrepreneurship (for individuals). Furthermore, there would
be also a leading programme of changes with the aim of developing the pedagogical
competences, for taking responsibility.
The third part of the agreement was to develop a stock market forum with the aim of
finding alternative ways for entrepreneurs to gain access to risk capital: Åstorps
Stock Market Forum (ÅBF).
Together with my colleague from the municipality of Perstorp we invested a great
deal in ÅBF. We operated on both regional and national levels, and we visited,
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amongst others, a former Minister of Economy, but there was not enough time for a
breakthrough.
1.6 Åstorps Economic Forum
Åstorps Economic Forum had its first meeting during the spring of 1998, thanks to
the support given by the agreement of the municipal board and after continued discussions about the new investment with the entrepreneurs in the municipality, representatives from the employment office, and various interest groups like FR-Åstorp,
LRF and Sydsvenska Handelskammaren. The members consisted of the chairman of
the municipal board, the opposition leader, the administrative director for BUN, an
economic developer, the director of the employment office, the chairman of FRÅstorp and four private owners of companies.

The goal was to allow the participants to actively work for development and not, as
was traditional, to express their opinions about the suggestions made by the experts.
Such an unusual situation for many participants caused confusion, and some participants resigned. However, this new course aroused greater interest among the entrepreneurs who saw a new possibility to have a real influence on the development of
the municipality. This resulted in the initiative of Entrepreneurs in Åstorp being accepted by ÅNF to develop a common economic programme. A group of private
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entrepreneurs, together with the economic developer from the municipality, undertook the task. Within the basic ideas that were born during the “vision days”, they
were working on the suggestions of the economic vision and the most important
aspects of economic development. During the development work there was a continuous dialogue with ÅNF, and if the consensus in ÅNF was met, the proposal was
remitted to Handelsklubben, a local LRF- organisation, FR and SAF (now Näringsliv)
regionally for their opinions. After examining and correcting the points of view that
were given, the Economic programme was ready, and all parts would not only support it but also actively work to fulfil it. The Economic programme was agreed in
ÅNF on 1999-09-23, accepted by the executive committee of the municipality on
1999-10-20, and the municipal board on 1999-11-03.

Below is an extract from the content of the programme (In Swedish).
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Vision
The economic environment of Åstorp shall keep pace with the changes in the surrounding world and
actively work to supply a relevant basis for profitable, development-focused and diverse economy. It
shall also be a good seedbed for development, new housing and the establishment of companies.
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Cooperation

1.7 The second network – “Ambassadors”
As far as development of the programme was concerned, we agreed absolutely that
the programme should “live” in a changeable world and be put into concrete action.
Then the idea of creating “ambassadors” was born. They could spread information
about the programme and also develop and fulfil the project. The structure of the
ambassador programme was based on the understanding that those who can influence economic development, besides the entrepreneurs, are politicians and directors
from different public bodies. It means that there is no clear, superior or governing
power. Therefore, there would be a demand for a free dialogue based on mutual respect and understanding for the situation of each, if any, activity that can be carried
out. The decision was taken in ÅNF to realise the “ambassador programme” and the
possible “ambassadors” would be invited to a common meeting and everyone who
volunteered would be chosen.
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We arranged a meeting in Tommarps Kungsgård in February 2000 to “launch” and
spread information about the economic programme. There were about forty interested persons and participants who fulfilled the programme, such as: Jan Alfredsson,
recreation director; Bengt Djurberg and Anders Lindberg, change leaders ÅSF; Michael Fors, Chief executive for Kvidingebygge AB; Jörgen Jönsson, owner of Oj Lågprismarknad AB; Erling Olsson, owner of Jemo Data AB; Reino Persson, vice–
chairman in the Municipal board; Margareta Pålsson, opposition leader and a member
of the Municipal board; Leif Wennerberg, inhabitant of the municipality, responsible
for tourism and economy in Svalöv; and Kenneth Daun.

The first meeting took place during lunch at Åsljungagården on 2000-05-17 for everyone to become
acquainted with each other, and to find forms for work and targets. The venue of the conference was
chosen partly because of the surrounding forest and partly because of the social environment to create
good fellowship. If one succeeds in creating a positive atmosphere at the beginning, this positive feeling
can be strengthened during the process, which is an advantage if emotional conflicts break out. In our
case, we decided also to have the following seven meetings in Åsljunga.
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During the second meeting we discussed what entrepreneurship means, and during
the third one we defined, among others, the following problematic areas:
•
•
•
•
•
•
•
•
•
•

A tendency for change
Maintenance of competence
Security, ethics and moral in a society
Cooperation with mass media
Development of administration in municipality
Increased trust between elected representatives
Development of democracy
Development of population
Social development
Good schools

Which helped us to agree to focus on the following:
•
•
•
•

Develop forms of cooperation between schools and the economy
Create a tendency for change in the municipality
Create the “Companies House”
Build a network

After each meeting I wrote a letter including my thoughts, both concrete and emotional, about the meeting. After the third meeting I wrote down, among others, the
following:
During our last meeting Margareth showed us the promised suggestion of a uniting symbol of what we
are doing; it was a sketch of a reef knot. The idea of Margareth and Ulf was strengthened after we
looked up the description of a reef knot in Bonniers Dictionary. Literally the definition says: A reef
knot, a knot for binding two thick endings. In other words, the knot works only if the two ends being
tied are similar; only then will the bond last. A falsely bound knot is called a granny knot. Analogically we can say that if the bond remains in a human network, the relation should be “reef-knot
like”. It means that the equal value of a human being is an axiom for persistent and developing
cooperation. This is a condition to reach a 1+1=3 effect. If a relation lacks any of those ingredients
there is a granny knot and there is no possibility to build a lasting human network.
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The ambassador programme is not a “teacher-student” situation where one knows the correct answers. On the whole, there are sometimes no answers for the complex problematic areas within which
we should find the concrete path. In order to succeed with a task which we take up voluntarily, we
must find the tools to create human networks similar to reef knots. How should we do this in a group
where the presence of the members is voluntary, i.e. the presence is not bought and the absence is not
punished.
This letter is a source of thoughts and questions that I suggest for discussion during the next meeting.
Other questions that we can ask ourselves in the group of Ambassadors are:
•

•
•
•
•

Who is the owner of those problems, and consequently responsible for finding good and acceptable solutions: The elected representatives? The companies themself? The employment office? The school? Particular clerks in the municipality?
Is there perhaps an expert active outside the border of the municipality who could implement a solution which was practicable in another place?
Is there anybody from outside our group who has the understanding, knowledge and experience which surpasses our possibilities when we are gathered?
If it is not the case, how can we get access to our common and gathered knowledge?
Who else can develop the competence that we can develop when we are together?

The participants understood my notes in different ways; some interpreted them in a
negative way and were considering if they should continue attending the meetings or
not. Consequently, we had a discussion about the content of the letter at the beginning of the fourth meeting. From my experience, I can say that such “difficult” discussions (crisis) are highly confidence building and contribute to a new dimension in
the process of development. The difficulty involves “landing” well with all participants, which unfortunately did not happen - one participant decided to leave. It is
important to have a deeper discussion after some time with any person who has left
so as to part in a mutually respectful way, as happened in our case. The discussions
during the fourth meeting crystallised a common problematic area for both municipal
administration and economy. This common area was to find forms to ensure a future
skills supply, which led to a deeper discussion about cooperation between schools
and society. The cooperation was understood as one of the most important subjects,
and we decided to do mapping work about this and evaluate the present targets. For
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the next meeting we invited administrators in charge of such problems from the municipal elementary school and from adult education.
During our fifth meeting during which we listened to the invited representatives, we could observe the
difference between individual speeches and the attitude of the representatives towards their tasks; the
question of what can influence human cooperation was still relevent. Because all of us regarded it as
an important question and had a need to investigate the subject thoroughly, we decided to discuss it
during the following meetings (our seventh and eighth). During the seventh meeting we discussed the
establishment of companies that would take place in the municipality; Reino Persson, the representative of the municipal board, was the politician responsible for this establishment. During this meeting
we had also a study visit in the municipality of Vaggeryd, which had developed unique cooperation
between the schools and working life.
The course of the seventh and eighth meetings, about human communication, gave
us an understanding about the differences between, among others, a consensus and a
compromise and between a dialogue and a debate. The understanding came through
the learning situations which appeared during our practical training about communication, and through common reflection.

The effect of the programme of the ambassadors was improved dialogue4and
cooperation between the entrepreneurs and the representatives of the public
world, which among others depended on mutual increased understanding and
respect for each others’ situations. One important suggestion which arose after
the programme had finished was presented at an ÅNF-meeting. It was a suggestion for extended and changed cooperation between schools and companies. The investments were made, but after some time everything ebbed away,
maybe due to the attitude of the school management towards the suggestion,
or lack of “driving spirit“ in the action.
So as to begin the changing work, continue to develop it, and later to carry out
the changes as early as possible, development phases are needed (idea, analysis, target, decision, realisation and follow-up). Such phases are always im-

4

Taking responsibility for goal-oriented, open, direct and calm communication and for
active listening
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portant, especially in situations where people who have worked out the suggestion for change are not authorised to require its completion.
Because all participants in the ambassador programme became interested and wanted
to take part in the work of the ÅNF, we organised some meetings with the ordinary
members to find out how to do this. To tell the truth, the group was much too large
with many divergent wills. My conclusion was that too much time and energy would
be lost to devote time to follow up with those who did not have the knowledge which
was developed during the ambassador programme. Furthermore, the Moderate Party
required that the whole economic activity would go through external assessment, so I
decided partly to await its development for some time and partly to continue the
development work with other figures. As a result ÅNF was developed as a refined
information organ and I started to consider how to create a body between the company and the municipality for generative cooperation without prestige. Slowly a future
project was born: Fin krAft (Förädling <Refinement> in Economy through kompetens <skill>, reflektion <reflection>, Affärsutveckling <Business development> och
tillväxt <and growth>).

1.8 Åstorps Seminar for Entrepreneurship (ÅSF)
In parallel with the development of ÅNF, the foundations for Åstorps Seminar for
Entrepreneurship (ÅSF) were laid. The aim of ÅSF was to become:
1) an operative body for ÅNF
2) a school for the accomplishment of a development programme for a) individuals
with an ambition to establish new companies (entrepreneur programme), b) for present entrepreneurs with a need to develop their business strategic skills together with
their co-workers (company programme) and c) for individuals who want to work as a
“catalyst” in the change work (change leaders).
3) a “service body”, for small and medium businesses, regarding various expert investments which are missing in the open market or for those who do not have an
economic possibility to profit by them.
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4) a natural meeting place where the entrepreneurs can meet each other, which can
lead to a “network” with trustful discussions. Discussions which so many entrepreneurs can have only in their own “inside”, for example: “What shall I do now that I
am risking losing my most important client?“ or “What shall I do when a key person
is on his/her way to my main competitor?”

1.8.1 The thoughts behind ÅSF
The development programme of the seminar was founded on the human qualifications which are required for successful and persistent entrepreneurship, namely: 1)
Human teamwork, 2) Businessmanship and 3) Factual knowledge.

Human teamwork
Human work in cooperation is most important for successful entrepreneurship. This
part was prepared with an aim to give an understanding about how each individual
can decide for himself or herself how they want to be treated by others and in this
way influence the development of teamwork. This opinion is common for the majority group regardless of sex, ethnicity, religion, political view, age, civil status, level of
education, profession, etc.
Furthermore, we gave training in skills to develop a common target within a team.
This seems to be important regardless of whether or not it concerns inner teamwork
between the employer and employees or between clients, competitors, financiers,
suppliers, representatives of the society, researchers, etc.
The goal of this part of the programme was to create the skill of an individual to take
responsibility for the teamwork, with the others and with other activities. We built
those skills through learning how important different verbal forms of communications are (directive, debate and dialogue) together with language usage so as to develop a business relationship. This understanding was shown and strengthened during
the whole development programme by adapting it into building our own network and
through open discussions about personal experience together in our development
group.
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Businessmanship
“Businessmanship” has developed a qualification in order to understand the inner
meaning of entrepreneurship. This is done by applying a general model of entrepreneurship, which is built by a basic business idea, a technical idea and the fulfilment of
business and technical ideas. These are fundamental units to make entrepreneurship
work and help estimate how they influence each other and their environment.
The adapted model of entrepreneurship can be used to develop a completely new
business concept (entrepreneur programme) or for companies to make a description of the current concept (company programme). Furthermore, it can be possible
to consider how the changes in the surrounding world can influence this business
direction and what measures should be taken. For example, will the needs of current
clients be the same in five years? How can a new technique influence our existing
products? Are there any signs showing that the purchasing power of our clients might
change? How do the boom and recession influence different functions?

Factual knowledge
Naturally, each activity requires factual knowledge, but this qualification differs from
the others and specifies the company precisely as the skill which is demanded for the
development and realisation of the idea and the “content” in cooperation, in both
internal and external networks, i.e. the “factual need” differs if the company develops
and produces, for example, airplanes or if it produces bread.

1.8.2 Leading change programme
The goal of the leading change programme was to develop skills to become an entrepreneur - and the company programme. The main subject of the programme was the
development of human teamwork and creating and together taking advantage of the
“learning situations” which can appear in real life. Furthermore, it is important to be
able to initiate alone and realise the processes of change, which can lead to the development of new business concepts and growth of the company.
Because we had guaranteed finances for the programme of change leaders and entrepreneurs we started to recruit change leaders. We chose four people from around
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twenty, and on 8 May 1998 they became project employees for 18 months. The selection criterion included that the group should consist of individuals with experience
from different types of business, leadership and life situations. Moreover, there
should even be a difference in the basic psychological needs of the individuals. Furthermore, they should also show that they wanted to be active to develop skills for
the continued activity of ÅSF and to make ÅSF self-financing after this time. This
target was shown to be too ambitious, but without this, fulfilment of the concept
would not be possible.
The change leaders, as a first project task, took responsibility for every practical aspect of starting the first entrepreneurship programme, which was to change a closed
day nursery and develop it into an office, group study room, conference premises,
dining room, etc. and to recruit participants for the programme, which was supposed
to start in June of the same year.
During the first month of practical work there were many different choice situations
and also common learning situations in human teamwork, which helped to develop
knowledge about the theory of human communication. Here we taught the skill to
develop a consensus about targets, and cooperation about how to achieve the target.
By such concrete actions we show who we are, i.e. we show if the expressed values
correspond to our actions. Furthermore, we used a model of entrepreneurship as a
frame of reference to partly describe different situations in which we were active, and
partly described a “check-list” for new entrepreneurship. The new entrepreneurship is
based on the substantial content of a business idea, which will later be used in evaluation of business administration.

1.8.3 Entrepreneur programme
This programme was a one-year qualified development programme about establishing
companies with a main aim to develop, evaluate and realise the business concept. The
programme applied an action-learning methodology with the aim of developing from
being led by an expert to becoming a responsible entrepreneur. The programme gave
a deeper understanding of human teamwork, the business strategic way of thinking,
and factual knowledge for leading a company. The human teamwork was focused on
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the communication of the company within and between internal and external networks and on training practical skills needed to act in conflict situations.
The programme consisted primarily of three phases, namely:
The first phase was characterised by personal development. The emphasis was put on
learning how to build and strengthen trust for oneself and between other people. This
first step was focused on generating many ideas and choosing a person that could be
interested in continued development. This phase is called the Pre-idea phase.
During the second phase we continued development of the understanding of human
teamwork through the training of communication and in parallel we developed
knowledge about entrepreneurship so as to make the first assessment if the idea is
profitable. This phase is called the Analysis phase.
During the third phase, when the idea was already assessed as profitable, we made a
deeper development of the business idea. The complete business concept consists of
strategic, tactical and operative planning and a developed economic plan with a
commercial aim. During this phase we had a necessary study of business administration. This phase is called the Business project phase.
There were 12 participants in the Entrepreneur programme; they also initiated
Åstorps Seminar for Entrepreneurship.
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Just as during the change leaders programme, we started to come to terms with a
target for the human value–system, which all of us would support. It seems to me
that it can be decisive and necessary to refer to such a system while solving future
conflicts. Thanks to that “creative” climate, mutual respect and trust towards each
other grew, which seems to be essential for a deep understanding of human teamwork. As in the ambassador programme, we had a “crisis”, but this time it was easy to
solve as we met regularly every day. The “crisis” was partly solved by the young participants, but it was a warning for us because their developed “jargon”, e.g. ironic
attacks on each other, was an obstacle to overcome once the target was agreed, and to
be solved through dialogue.
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The applied basic axioms for human teamwork are:
1. All people have the same value;
2. No one is born with an instinct to do harm to others;
3. All people want to be loved and appreciated for what they are doing;
4. All people want to develop themselves and be successful;
The agreed target was that at least four companies should be established after the
one-year programme.
Mass media with were regularly describing the development of ÅSF. A group of
Members of Parliament wanted to be informed about the programmes. The management of the Skane region visited Åstorp and was informed about the investment
of the municipality in economic development, among other things. The personal
development of the participants and their attitude was not kept only for the participants but was spread by them to their relatives and friends in the municipality. It
seems to me that it was an important factor for the development of the company
climate together with the other activities.
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In June 1999, after one year, the entrepreneur programme was finished with a ceremony full of invited guests.
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1.8.4 Company programme – “Grow management”
In parallel with the change leader and entrepreneur programmes there was a great
deal of work going to finance the Company programme. The local government
commissioner Jan Nilsson and myself met many possible financiers, but without success. It was first the interregional cooperation with, for example, the municipality of
Hilleröd which led to broadened cooperation within the project proposal “Intergrow”, which consisted of three partial projects: Entrepreneurs programme, Change
leaders and the Company programme; the project was presented to responsible for
Hillerøds Ehrvervsråd. We agreed quite quickly to look for funding from Öresundskommittén within the EU programme area Interreg II a.

Government commissioner Jan Nilsson and I submitted the proposal to Öresundskommittén in the autumn of 1999. After some corrections we were granted financing for the development of the company programme, and the programme was able to
start.
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ÅSF and Hillerøds Ehrvervsråd took responsibility for the recruitment of Company
leaders to the programme, which started in September 2000 with two Danish companies and six Swedish companies.

The target, which we set together during the first meeting, was that after finishing
the programme the participants should work out a strategic plan for their own activity
with doubled turnover in three to five years. Furthermore, they should also have deep
knowledge about the possibility of business development in strongly integrated border regions.
The presented basic structure during various meetings was as follows. The realisation
of the programme was in the form of discussions.

Start (2 days)
During the first meeting, besides becoming acquainted with each other, information
about the programme etc. was given, with emphasis on the existing situation and
changing trends in the surrounding world. The Öresund perspective was also mentioned. Furthermore, we built a common model of entrepreneurship which gave us
an overall picture of the complex relations between the scopes of the business idea,
activity and human resources.

The surrounding world (2 days)
During the second meeting we followed up the changes in the surrounding world and
discussed how those changes could influence the development of one’s own compa-
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ny. Some entrepreneurs presented their existing business concept in compliance with
“the model of entrepreneurship”.

Human resources (4 days)
This involved development of the inner network of the company (the employees) and
its importance, to take advantage of the human resources to, for example:
•
•
•
•

Build long lasting business relations
Increase profitability in activity
Increase competitiveness
Contract and keep the employees with required skills

During the meetings we learned how the entrepreneurs could take responsibility for
the development of human cooperation in the external network of the company (various partners) and the internal network of the company (co-workers/ employees),
which could contribute to strengthening the competitiveness of the company.

Business strategy in information society (4 days)
During two meetings we learned about different decision levels within the company,
and especially about the strategic level and its meaning for the survival of the company and the development of profitability in balance with society.

Finish (2 days)
Here I mentioned some subjects that the participants regarded as important. Later I
will present a final account of this part of the project.

Project tasks
Between various meetings there were tasks/projects for the participants to carry out
in their own companies. For example, they should perform an analysis of the existing
situation according to the model of entrepreneurship we worked out, as a reference
frame, and make a survey to see if the employees had acting space to take initiatives
and develop their ideas. At the end of the programme the participants presented their
strategic plan to reach the goal.
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The programme took place during the period from September 2000 to March 2001.
The group gathered in Sweden and in Denmark during seven “lunch to lunch” meetings (Friday – Saturday), and we visited all of the companies that belonged to the
participants.

The applied structure to create growth in a company is shown below:

Figure 2
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The targets for the companies of the participants were reached sooner than planned,
with just one exception. The company network continued to meet regularly twice a
year and still with a positive interchange.
Some newspaper clippings taken from the final stage of the programme.
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1.8.5 ÅSF as a service organ
The target of ÅSF was also to develop a service organ for small and medium sized companies. For
this purpose the change leaders visited the companies to estimate what their needs were and how to
fulfil them. In this perspective Henry Persson, one of the biggest “supporters” of ÅSF, who was a
chairman in Entrepreneurs Åstorp, was very helpful. He recommended that the companies have a
quality assurance. The entrepreneurs worked out and promoted their total quality management system FR 2000, and Bengt Djurberg, one of the change leaders, was authorised to use the system and
start working with quality assurance in other companies as well. Thanks to our contribution, one
company received a large order, we supported the company and assured that the company was able to
meet the quality requirements of the client.

Henry Persson also showed that the companies that he represented needed more
computer knowledge. Because many entrepreneurs did not have time this was solved
by means of distance education, thanks to which the participants could plan their
time alone and communicate with both course leaders and course participants. This
training was carried out with the help of the University of Lund.

NST ,19 april 1999
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Another problem that can arise in bigger population centres is the difficulty that
shopkeepers have to maintain the profitability of their shops because of big shopping
centres. This was also the case in Åstorp. In order to solve the problem we started
cooperation with Handelsklubben. Some students conducted a study of the present
situation as part of their Master’s thesis.

Another example was our contribution to finding a solution to the problem of how a
qualified product should be produced in a balanced way so as to have funds for industrial engineering development.
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There was good development of the services for the inhabitants of the municipality
who wished to establish their own companies. ÅSF, through the change leaders, was
consulted for the assessment of the business concepts which would become the basis
for the decision of the Employment Office regarding the granting of “start your
own” benefit.
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1.8.6 ÅSF as a meeting place
Another goal with ÅSF was to develop a meeting place for entrepreneurs and to create an “oasis” for them. The point was also to inform them about what happens in
the companies in the form of instruction and development so that the other entrepreneurs could benefit of it. It was supposed to be a forum where the entrepreneurs
could be models with their achievements, which previously had often taken place in
secret. This was a meeting place where new contacts and business connections could
be made.
Since the start, on 29 August, the lunch meetings were arranged on the last Wednesday of each month with the exception of June, July and December. During the first
meeting Jörgen Jönsson from Oj Lågprismarknad Ab reported about the changing
process that started in 1998 when he took over the company. Jönsson gave us a good
example of how the involvement of co-workers in the development process of the
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company could contribute to the increased market share with higher competitiveness
and increased profitability.
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1.9 Results
It was our vision in the municipality of Åstorp to develop an economic environment
which would give the possibility of profitable, focused on development, and differentiated entrepreneurship. It would also be a seedbed for both the development and
new establishment of companies. The point was to create new, long lasting and needed work places in the municipality.
That is why I am preparing a synthesis of the results, which will point out the effects
of the economic investment as far as developing environment (company climate),
company development and number of newly established companies are concerned.
How can we describe or measure company climate or economic environment? The
Swedish Economy has tried. They have divided “hard” and “mild” factors, which
they measure by a large annual poll amongst their member companies in all Swedish
municipalities. The “hard“ climate factors are the concrete rule set (structure) of the
municipality, which directly concern and influence the operative investments of the
company and which can mean time limitation and increased costs. If the structure is
“flexible”, i.e. with quick and clear messages and with short handling time, there can
be competitive advantages.
One of the “mild” factors that are measured by the Swedish poll is the attitude of the
municipal politicians, administrative directors and entrepreneurs towards important
factors that can influence the development of the companies. The municipal management (the majority politicians – administrative directors), during their exercise of
authority, can make use of their sovereignty on their own or in a dialogue with the
entrepreneurs. In the same way, they can form the economic policy. The form of
cooperation can reflect their attitudes toward the meaning of entrepreneurship for the
development of the local society.
It is possible to measure the company climate in the municipality if the “mild” factors
weigh more than the “hard” factors. Then the municipalities are placed in order and
the one with the best climate is placed in first position.
According to such an assessment, the municipality of Åstorp was in 160th place in
1998 and in 2003 it was in 50th place.
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The measurable factor that can be objectively reported regarding company development is what happened in the Grow management programme. For this group the
sales turnover increased by 109.9% and the number of employees by 33.3%.
The number of new companies increased from 57 in 1999 to 73 in 2000 in the municipality of Åstorp. This was an increase of 23.7%. The corresponding increase between 2002 and 2003 was 16.4%, and in 2003 the municipality of Åstorp was comparable to the industrial municipalities in Sweden that took the top positions regarding
the number of newly established companies per 1000 inhabitants. (source: Nyförtagarbarometern Jobs and society).
There was also an indirect target, which was that the newly created work posts would
effect unemployment. See the picture below, which was published on 8 April 2002 in
Nordvästra Skånes Tidningar.

1.10 The end of the foundation period
In 2001 the opposition parties demanded an assessment of the economic activity,
despite the fact that the municipality of Åstorp had positive results and low costs.
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The report “Åstorp – both close and far away”
The assessment of economic activity in Åstorp conducted by the evaluator (Johan
Carlström) was delivered on 22 October 2001. The assessment included the opinions
of interviewed people, and here is an extract with my comments in brackets and in
italics.
•

The municipality invests in the economic area, which contributes to the
working economy. We are moving in a good direction.

•

It would be dangerous if the municipality changes its attitude towards entrepreneurship or if the municipality is not ready to keep up with the development that is taking place. The worst thing that could happen is once again to
lose its good reputation.
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The evaluator writes about the company climate:
Åstorp had a bad reputation previously. From this perspective, some interviewed
people describe the positive company climate that is present today. “The atmosphere
is good” – you can hear – “there is an enormous difference compared to before”. We
feel good today, and we want to protect that.
The reputation of Åstorp is important for entrepreneurs. Åstorp has become more
respected within company circles and its reputation is probably more positive outside
Åstorp than inside.
The evaluator writes about the conditions for economic function: “The concept
<economic function> in Åstorp I have interpreted as both organisational, political
direction and way of work, with economic questions from the perspective of the
municipality. It has both form and direction. Under the headline <The meaning of
economic function and a way of work > emerges the fact that the work is expected to
be conducted skilfully, but it takes time and later is shown to be right. We have to
look forward. Furthermore, one person states that we should be more careful about
the companies we have, show up more, and have ideas about development (It has
never been the aim of economic function to help companies to develop; the standpoint is that every
company owner is responsible for its development).
Somebody expressed their opinion about the work of ÅNF and its role:
“The work did not give much back to me, so I quitted” (The point of the work of ÅNF
was to become responsible together for the development of ideas and their fulfillment. The active involvement of all the participants is required, and those who contribute to the work of ÅNF will
receive something back.)
In my opinion, ÅNF is a failure, nothing happens there. No development, just
presentations.
ÅNF is a good visionary combination.
In the “Comments and suggestions” section we can find:
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The present economic developer has been employed for four years now with quite a
clear course of his work. This course has consequently been kept within economic
function. An important part of the work can be called “human capital vision”. It is
always difficult to measure the results in real terms. Undoubtedly, this work can be
partly highly regarded and partly criticised, but the results come later.
The economic development is focused on taking advantage of the skills of the
employees in a more efficient way. If we want the company to be successful,
the employees have to understand and participate in the goal and strategies of
the company, but also understand their own role and how an individual can
contribute to the good results of the company. In other words, the emphasis is
put on leadership and work with development and change.
Is this a task for the municipality of Åstorp?
(Yes, it can be a task for the municipality of Åstorp and for the other municipalities. Such development demands conditions for human, self-imposed action that is based on reflection and new thinking.
Development of such conditions is likely to grow only from cooperation between directly involved figures who are authorised and qualified for the desired change, which can also influence them. Furthermore, this process of change can be arranged between the interested parties, regardless of the decision level in the company or the local, regional or national society level. The process of change on the
local level can be easier if the corresponding qualifications are developed in a global society level or if
there is some understanding on the global level that there is no possibility to control this process in an
economic way).
The report also says that political unity and support for a common economic programme are among the most important issues in the eyes of entrepreneurs. During
the time I was active up to the election of the city council in 2002 the government
gave us absolute support together with the organisations of entrepreneurs (FR and
Svenskt Näringsliv). The latter balanced the negative attitude of the Moderate Party
(in Åstorp5) towards economic investment, which was publically expressed from the
very start. After the election we had the situation that S built a “municipal government“ with C (Centre Party), Fp (Liberal People's Party) and KDS (Christian De5

This was locally determined. The Moderate Party from other municipalities openly
praised the investment made in the municipality of Åstorp.
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mocrats), and the political unity was no longer as clear. Because ÅSF was not able to
finance itself and there was no political majority to continue investment in ÅSF, the
activity was reduced on two occasions in 2003 and all of the change leaders had to
finish their work. The two change leaders were forced to quit ÅSF as they were the
last people to be employed in the municipality. One of them, Anders Lindberg, later
became my successor and the person responsible for economic function from 2008
with an ambition to further develop the economic process.
I presumed that operative continuation with achievement of the determined economic programme but without the qualifications of the change leaders was neither realistically possible nor credible. Consequently I started to search for new forms of continuation of the development process in Åstorp without losing too much of that what
had already been gained.
The completion of the foundation period was expressed by the statement of one
entrepreneur when he received congratulations for his award of best annual entrepreneur from the local government commissioner and the commissioner of the opposition. He said: “To close down ÅSF was the most stupid thing that could be
done”.
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2. Sprouting period, 2003 – 2005
2.1 Introduction
The physical infrastructure was built up to make the transport of goods, energy, water, drainage and people possible. Analogically we can think of building a mental infrastructure for ideas, thoughts and feelings assuming that the new activity in cooperation can lead to intangible development of the values (refinement) for oneself, others, companies and society.
The foundation period in the municipality of Åstorp can be thought of as the mental
development of the infrastructure. The difficult part is to make the necessary investment credible and then show its results. The way that was chosen to “see” the invisible was to clearly formulate the concept so as to bind it together with the future result. This part was time consuming. The people who did not understand or did not
have the same opinion about the change could not or did not want to see this link,
and therefore could dismiss it as “prattling”. If such people had a great deal of influence, the development could be temporarily slowed down or even completely
stopped.
Even though we had good results for the work which was conducted in ÅSF (Entrepreneur programme, Grow management, Company service, Ambassador programme)
not everyone saw the link that would ensure that the political majority would support
continued investment. Local government commissioner Jan Nilsson wrote to the City
council (at the end of 2003) as a reply to the interpellation received from Margareta
Pålsson (M) when I was granted time off (60% of my regular post) to lead a project at
UNIVA in Lund:
It is absolutely right, as the questioner claims, that the economic results of the activity were discussed,
among others, in the City council. Unfortunately, there was no great interest in discussion of the
actual activity, which, among others, could be interpreted in various research projects of the economic
climate. After Åstorp invested in business life, the municipality has in a very positive way reached a
higher position in the conducted research; for example because of the large number of newly established companies. Actually, the way and methodology created more interest outside the municipality
than inside.
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When it was clear that the greater part of the activity could no longer be financed via external resources (maybe this is optimistic), it was forced to make reductions.
UNIVA (the development company of the University of Lund) has had for a long time good connections with the economic developer and was very interested to spread his good ideas about entrepreneurship throughout the Scanian region. After a top-to-bottom discussion with Kenneth, I saw a chance
for him to work during his time-off for UNIVA as a rehabilitator. Rehabilitation in the way that
he would be able to develop the meritorious work that he conducted in our municipality and at the
same time escape the criticism he had to face, not least from the questioner. It is criticism that I was
blind to, and I completely missed what was being done for our companies in the municipality.
...................
The reason for my application for leave of absence was to search for new ways outside Åstorp to continue development of the fundamental concept. I was strengthened
by the concrete results achieved in Åstorp and the support and absolute trust which
the local government commissioner had openly showed me. I expected to come back
to Åstorp and continue the development that had been started there. I was (had become) aware of the fact that difficult preparation work was a condition for a new
beginning. Furthermore, I understood that the continued work would demand a
greater supply, both qualificative and economic, and for the contribution and financing there would need to be the understanding and knowledge which was developed in
Åstorp as well as credence given to the vision and its theoretical foundation.
Moreover, I was also heartened by various society reports and research results which
clearly indicated that growth in society depends on the development of SME (small
and medium-sized businesses) and on the action in cooperation between the individuals from research offices, companies and the municipality.
For example, during the foundation period Government bill 2001/02:4 was published: “A Policy for Economic Growth and a Vital Force in the Whole Country”. This explained that, for lasting growth and development, the growth of economic capital is no longer necessary, but it is the development of human capital6 that is
6

Human capital is knowledge that is economically valuable and increases its economic
value through individual human effort. Other skills can be valuable in another meaning
(i.e. enjoying bridge or reciting Shakespeare in the houses of parliament) without becoming human capital.
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important. In “The Green Book on Entrepreneurship in Europe” is a passage that
says that the development of entrepreneurship has to be active on different levels:
individual, company, research and society.
The society investment in the big producing companies during the 60s and 70s took
place when those industries dominated economic development in society; however,
today they have become a big problem. Such an opinion also appears in the publication “The Importance of Systems of Innovation: Challenges for Politics and
Society”, which is a free-standing research project conducted as an assignment for
the Ministry of Economy and the Ministry of Education by the Expert Group on
Innovation Policy (IPE), consisting of Thomas Andersson, Ola Andersson and Magnus
Henrekson. Dehar stated, for example, the following:
Sweden belongs to the group of countries which invest most in knowledge based on economy, but does
not belong to the group of countries which receive the biggest gains. Conversely, Sweden has lost a
great deal of economic welfare in recent decades, even though some recovery took place at the end of the
90s. The reaction to this “Swedish paradox” is extremely important for our chances to strengthen
growth and welfare.
There are many causes for the Swedish paradox. One of them is probably the deficient general knowledge of business logic, entrepreneurship, leadership and human
qualification which is needed to contribute to the development of the context of the
activity. The situation is so because during the last fifty years big companies have not
had to care for the business direction of the company, their income or development
of the results. This has led to the situation that many people have lost the skill to see
the link between their own effort and needs of the client as well as to see how their
achievement influences the results of the company.
The effects on the individual level are shown by K. Goodpasters research results,
namely that concentrating on short-term and narrow economic goals, the absence of
the worker’s own influence on targets and decisions of great importance for the concerned parts, as well as the distance between rational (brain) and emotional (heart)
factors, generates absenteeism due to illness among employees. These illnessgenerating factors are characteristic for a developed ruling philosophy of a company,
where growth is built through development of the production capacity and its optimal usage for the maximal economic result. The short-term targets have left their
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mark on work organisational development, i.e. the adaptation of the employees to the
requirements of techniques and economics. Even the recruitment, development and
dismissal of the employees are led by biased short-term economic requirements.
Aaron Antonovski shows in his research an emotional relationship in an organisation,
which is important for the health of the employees in the company. The important
“health factors” which A. Antonovski indicates are 1) the capacity of an individual to
see and understand the whole, so as to be able to place their own achievements in a
wide perspective, 2) real influence on and participation in the changes which can
affect their own work situation, and 3) anticipated exchange of achievements carried
out with mutual loyalty. There is no need to cut the relationship between “spirit and
heart”.
What kind of cooperation between the company and the employees can lead to desirable development? Should it be changed? Who takes responsibility for this change?
Can this change lead to growth in society? Who is responsible? The individual? The
company? The municipality? Society? The university/school? Can this change happen without cooperation? If the main goal is to create new work places through
“growth” of SME (small and medium-sized businesses), what common knowledge is
required? If it happens through cooperation, is it necessary to have a common picture
of the meaning of entrepreneurship?
I claimed that we could find the answers through continuing the work with the
“Åstorp concept” as a vision instead of penetrating those questions. The basic theory
is still extremely valid. I worked out what was needed:
•

To develop common knowledge about the entrepreneurship (Attention! Not
knowledge for entrepreneurship). (The model of entrepreneurship which I developed
in Entrepreneur programme (1995) and which was adapted in ÅSF could be an embryo
for continued development.)

•

To continue development of the humanivity theory7, the meaning of which
was coined in the Ambassadors programme. This means to develop “af-

7

Symbiotic action in human cooperation which can benefit the form and content for the
cooperation.
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fordance”8, which includes the necessary conditions for self-imposed action
in an unforeseeable situation and/or is based on reflection and new creation.
I agreed with UNIVA to conduct my project work with such a course of development. The point was to develop regional and national “tools” for similar changing
processes which started in Åstorp, and to continue the development in Åstorp.
2.2 The Lund university – UNIVA
During Part I I met Per Odenrick (PO) in the Faculty of Engineering. Together with
Curt R. Johansson (CRJ) he was given the task of taking part in a large national programme which was financed by The Knowledge Foundation; Jönköping International
Business School was responsible for its implementation. The main course was to
achieve an improved dialogue between small and medium-sized businesses and universities/high schools so as to create growth in the companies. The development
should start with the needs of single companies. After some attempts this programme
was called the krAft programme (k=competence, r=reflexion, Af=business development and t=growth). Per Odenrick was responsible for the development of krAft in
Southern Sweden and this is how we met for the first time. It was the year 2000 and
the Grow management programme was nearly finished. We observed many similarities between the two programmes, and so we started to strengthen our cooperation.
This led to us establishing a krAft-group consisting of a group companies in the timber sector with a closing study tour to a furniture exhibition in Milan and a company
visit in the region of Vicenza. Thanks to the cooperation with PO and CRJ I was
introduced to the national and international network between the researchers and
entrepreneurs, namely Change@work and the International Society for participation
and empowerment (Inspe). In those networks it was possible to “test” my humanivity
theory, which led to new valuable standpoints from the research world stimulating
me to pursue continued development.

8

Affordance is a proposal of the environment to those who live there. The proposal can be
positive, negative or neutral, so it benefits, breaks down or lacks influence (Gibson).
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2.3. Entrepreneurship - SME knowledge
When I started to work at UNIVA they had funds for the project from Samverkansdelegationen and Sparbanksstiftelsen Färs Frosta to carry out research and development of SME. Within this scope I also developed two project proposals that
could lead to a general entrepreneurship model and a continuation of the “model”
which I developed during the Entrepreneur programme in Helsingborg in 1997 and
continued to develop in ÅSF.
What does knowledge of entrepreneurship mean to different people?
For example, for a group of employees, to a great extent it can mean to understand
different factors which influence the business activity of the company both in a positive and a negative way. With such knowledge we are creating possibilities for the
employees to put their achievements in the context of where they are. It is thought to
be a basic factor for the development of decisiveness and initiative of employees in
their work situation, which can also lead to innovative suggestions for changes contributing to the development of the company. Furthermore, it can lead to personal
growth and good health (the latter according to Antonovski’s KASAM-theory).
There was also a big investment in the last century in large manufacturing companies,
but the knowledge for entrepreneurship and its context was lost. Probably this is a
contributing cause for the fact that the development of commercial companies is
unsatisfactory in relation to the investments. However, there are professional theories
within research and science regarding various studies, such as economics, technique
and behavioural science, that they can be sub-optimized because the process of development was isolated together with different functions of large companies, the
market, technique and personnel. This could be a credible explanation for the fact
that new research discoveries very rarely lead to desirable commercialisation due to a
lack of knowledge of the context of entrepreneurship.
Companies that were dependent on the development and selling of big companies
could focus on development of their own products and production. According to our
and other’s evaluations there was a need to develop business strategic skills in many
SMEs. Such development can also require knowledge about the entrepreneurship
context and not only the technical and economic knowledge about running the busi73
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ness. Knowledge about entrepreneurship developed together in a company can lead
to improved communication and a better understanding of how, for example, the
trends in the surrounding world can influence their business and technical ideas, and
how we can best meet them (compare Grow management programme). It can mean
longer forward planning and the difference between success and failure.
In my opinion, the public figures active in business development on all levels9 in society can require knowledge about entrepreneurship in order to understand the needs
of business life. With such knowledge they can fulfil their duties towards society and
contribute to its growth and maybe avoid paralysing bureaucratic rules, which can
become hampering factors. Historically, such figures needed only to receive information about the needs of the representatives of big manufacturing and dominating
companies and satisfy those which could maintain the employment rate in society.
It was also assumed that representatives from society required knowledge about entrepreneurship to have access to as a clear picture of those needs as big companies
had before. How can this be done if so many SMEs do not even have a clear longterm picture of their own needs? To achieve the target SMEs and society figures
should develop communication and language usage and make it understood that
there is a need for common knowledge about entrepreneurship.
The aim of the knowledge project for SME was to shape the characteristic factors of
commercial entrepreneurship and understanding of the context of entrepreneurship.
This should happen via an explanation of the meaning of already well-known notions
that are used within the business world, and by combining them in a general model of
entrepreneurship. Later, this model could be used as a common reference frame for
discussion outside the established perspective, regardless of whether it concerned the
employees, different functions of the company, local, regional, national or international society perspective, technics, economics, sociology, or psychology, etc.
The SME project was carried out with such a background during the period December 2003 – January 2004. Kenneth Daun (KD), economic developer in the municipality of Åstorp, was responsible for the project idea, planning and execution. The pro-

9

The level of municipality, region, nation and supranation.
74

Kenneth Daun - Humanivity

ject was based on the experience model which KD developed and which was adapted
in ÅSF (Åstorp’s Seminar of Entrepreneurship).
When ÅSF and UNIVA signed the agreement about cooperation, KD was proposed
as part-time project manager to carry out the SME-project, among others.
The project was executed in two parts with the project manager as a link during the
period September 2003 - December 2004. The basic aim for both parts of the project
was to develop a general, communicable and systematised model of entrepreneurship
that could be partly used for increased knowledge of commercial entrepreneurship
and partly in other contexts, for example a triple helix network for forming mutually
beneficial efforts.
The project started after KD’s “recruitment”. It was done through personal meetings,
one or more, with potential participants, discussing the targets and expected effects.
The recruited people came mostly from KD’s network or were recommended by
people from the network. There were meetings with 20 people from companies, municipalities, universities and high schools. The feedback concerning the project was
very good. One of the visiting finance managers said “It was the first project in a long
time with a meaning”. Some invited people could not participate in the project because of lack of time or because of being involved in other projects.
The participants in the SME project were: Tom-Evert Karlsson (Tomva AB), Rune
Kallrup (Godbiten AB), Tom Johansson (Protite AB), Annika Gustafsson (Univa
AB), Kjell Folkesson (Univa AB), Mikael Blomé (Lund University) and Per Sederblad
(Malmö University).
The Method-project attendees included: Ditte Fagerlund (municipality of Trelleborg),
Gunnel Herrström (municipality of Eslöv), Maria Wallinius (municipality of Sjöbo),
Ingemar Holgersson (municipality of Båstad), Mikael Fors (municipality of Åstorp),
Anders Lindner (municipality of Bjuv) and Inge Moberg (municipality of Kävlinge).
The both projects were realised in parallel with a development meeting once a month
for one year. The Method project started on 3 December 2003 and the SME project
started on 15 January 2004.
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2.3.1 Pilot project – Method development
The aim of the project was to develop a method to analyse the future needs of SMEs
in the municipality, and the way in which the local society could cooperate with the
SMEs for their development and growth.
The project was started with a discussion about the background, target and way to
achieve the agreed aim. We agreed to hold our meetings in the municipalities from
which we came.
During our first meeting we agreed that our work should lead to a method (a survey
tool) which we could adapt within the economic functions of the municipality so as
to have access to the future changing needs of small and medium-sized businesses.
This information could be a foundation for the efforts of the society, which would
benefit local business and the municipality. Just as in the SME project, it was stated
that there was the need for a general model which could explain the meaning of entrepreneurship. The model could be the starting structure for a method tool based on
the use of language that the target group of entrepreneurs would know. That is why
we met active entrepreneurs on whom we tested the ideas and the model. We received positive feedback, showing that we were on the right track during our company visit in Eslöv. During the meeting in Eslöv we understood that the greater effort
required more time, so we decided to have a “lunch to lunch” meeting in Båstad in
September. Consequently, we also decided that the plan of the workshop in Båstad
should be arranged during the next visit to Trelleborg. While arranging the meeting
the idea came into being that the analysis tool should be a “self-perception tool” for
entrepreneurs to find long-term development needs. This tool could be used by an
entrepreneur without external involvement or together with some “speaking partner”.
Through reflection or via dialogue with others it could be possible for an entrepreneur to work out a strategic course for his or her activity within his or her company.
With its help it would be possible to think of alternative ways to successfully meet
new demands that the market and the surrounding world might make. This could
lead to a more conscious understanding of such needs. A big advantage of this tool is
that the entrepreneur would then be able to convey his or her development needs
without necessarily revealing the business strategic course.
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A prototype test was developed in Båstad over two days; it was intended that it be
discussed with the entrepreneurs during the next meeting. We carefully chose different “test companies” which were manufacturing and service companies from different sectors of business and from different municipalities. Opinions were discussed
during the meeting in Sjöbo and became the foundation for the revision of the model; the first prototype was the result of the project. Subsequently, it was combined
with the model, which was developed in parallel with the SME project.
2.3.2 SME project
During the first meetings we discussed the aim and the background of the project.
The question formulation that emerged was, for example:
•

What does the finished “product” look like?

•

What is the target group?

•

What shall we do?

•

How shall we work?

•

What are the resources?

During the second meeting we worked out that the product should be an interactive
knowledge foundation that would shape the entrepreneurship, and it should be kept
on DVD. The primary target group for the product should consist of the persons
lacking knowledge about entrepreneurship and its context.
We also agreed to meet on a regular basis in the companies and institutes. Our contribution would be of benefit to the participating companies by providing opinions
and ideas about the development of the product during the agreed meetings. KD was
responsible for the development work between the meetings, and Mikael Blomé took
it upon himself to adapt his visualisation knowledge for designing the developed
model on the DVD.
Due to the growth of the general entrepreneurship model, we paid visits to the companies and listened to the presentations of the most important development parameters of those companies. It was a breakthrough when we noticed that the concept and
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the link in our theoretical model were relevant and comported with the active reality
of the company.
Together with the “development model” in a method project the common entrepreneurship model could be understood from the perspective of the municipality – the
research and the company. The starting point was the developed imaginary company
“Tages cykelfabrik” (Tage’s bicycle factory), which was used to concretise the entrepreneurship model. The final product was a DVD about entrepreneurship that
achieved the aim of the project.

2.4 Company development
During the UNIVA period Curt R. Johansson (CRJ) and I developed our cooperation
thanks to the fact that he worked in UNIVA and was involved in its development.
Together we carried out different development projects in the companies with an aim
to develop the managers and their employees, e.g. Godbiten AB in Åstorp. The project started when Rune Kallerup, Chief Executive, contacted me with a wish to develop his employees and create the “spirit” in the company that Jörgen Jönsson reported about during the lunch talk at ÅSF. The changing processes are described in
another chapter.
CRJ had developed a method, which he called an Hourglass model, with an aim to
show how employees can understand their contribution to the development of the
company. This model, together with my developed humanivity theory, related to the
KLS analysis. The theory showed the conditions necessary for company management
to alone take responsibility and develop in order to achieve desirable results (loyally
perform what they are told to do or realise the necessary actions to be taken in unforeseeable situations). Together our theories complemented one another in a unique
way, so new methods in the company development were able to grow. Together with
CRJ, PO, Tom Evert Carlsson (TEC), Tomva AB and Lars Sunding (LS), BODAB,
all those active within UNIVA, and the krAft programme, we could develop a network on a voluntary basis. We met at regular intervals in UNIVA’s rooms in the centre of Lund at the beginning, and later during lunch-to-lunch meetings in various
inspiring environments. Our connecting strength was our ambition to develop the
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methods and the tools for company development using the “hidden” talents of the
employees. Our divergent communication during the meetings was very enriching.
During one meeting, while we were discussing the notion of growth, CRJ stood up,
came to the white board and wrote GROWTH and one second later crossed it out
with double lines and instead wrote REFINEMENT. This was food for thought
about how refinement in a local society can be realised through krAft.
From the dialogue in this network and from the experience of the development of
Åstorp’s business life, the project suggestion FiN krAft became one condition for the
coming refinement period.

2.5 A trend of development in Åstorp
During my work at UNIVA there were no active development efforts taken to develop business life apart from those that were absolutely necessary. However, concrete
results of the foundation period started to become visible at the end of 2004. The
mass media reported that more companies were established in the municipality of
Åstorp than in any other border municipalities. Below is a cutting from the Nordvästra Skånes newspapers dated Monday 4 October 2004. This was one effect of many
that could be linked to the long-term effort that was started at the end of 1997.
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Fortunately, the FiN krAft10 project was almost drafted, and, among others, the
above-described attention in mass media contributed to its receiving funds and interest for its fulfilment. At the same time, statistics from Svenskt Näringsliv (Confederation of Swedish Enterprise) showed that the position of the municipality regarding
the “company climate” was worse in comparison to other municipalities.
After a presentation to the executive committee of the Municipal board, together
with Rune Kallerup who reported about my and CRJ’s positive efforts for his company and vouched for the project, a decision was made to go ahead with the project
FiN krAft if co-financing could be found. When the Scanian Region, krAft consortium and NUTEK took economic responsibility for the project, the refinement period
could be started at the beginning of 2005.

3. Refinement period, 2005-2008
3.1 Introduction
How is growth created in society? Research findings show unanimously that the characteristic factor in local societies and regions that have had bigger growth than other
regions is trustful cooperation between the representatives of companies and the local
society. Such teamwork strengthens the motivation for achievement in society and
consequently has a positive influence on the economic development of the country.
Mc Clelland drew this conclusion and described it in his book The Achieving Society,
1961.
Jeremy Howells, a researcher at the University of Manchester, in his studies about
regional industrial development in different parts of the world, came to the conclusion that the regional strategy for industrial development should have support in the
region. Regional figures must create a consensus of what and how things must be
done. The desirable course should be based on unity for the strategy for common
action and should not have the nature of political compromise regarding what is desirable. In order to achieve it there is a need of cooperation between the politicians
10

Refinement in Business life through krAft (competence, Business development growth)
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and representatives of various society spheres. Taking up such a strategy demands
trustful cooperation between the public bodies and the private figures, where the
latter is of a decisive matter for the outcome of the efforts.
Jan-Evert Nilsson in his book “Blomstrande näringsliv” drew similar conclusions. He
showed that it is vital to make private figures participate in analysis of the existing
situation and strategy shaping in as early a stage as possible. It has always been a
problem in Sweden to find representatives of companies willing to be involved in
development work. Instead, the representatives of the interest groups also tended to
represent private parties. One disadvantage of such a situation is that those representatives are not authorised to enter binding agreements. That is why it is vital to get the
company management and entrepreneurs directly involved in the strategy work. To
make it successful, it is desirable to invite the companies to participate in the process
in such a way that they appear to be co-responsible for the results. The activities of
figures in the regions where they work shape the economic growth from underneath
society, not from above or outside.
Bengt Johannisson, in his comparative research of part of the Lammhult and
Gnosjö regions and partly of the Gnosjö region and Silicon Valley, came to similar
conclusions regarding the local business life perspective. In both Silicon Valley and
in Gnosjö there is a network between the companies and other figures that play an
almost decisive role for the positive development of the region (the infrastructure of
the network). An important aspect that Bengt Johannisson’s studies did not adequately clarify was how the dynamic perspective that he tried to build was influenced by
the way that the possibilities to initiate, speed or just turn the regional changing process was perceived. He means that with the help of network metaphors we can clarify
the development regardless of the whether we mean the individuals, companies or
regions as the place of residence for entrepreneurship; it just has to have a social construction. If people have a strong vision, a clear “inner picture” of what they want to
achieve, they can mobilise both local and global power to reach their aim through
teamwork and interactive education. The key to this construction work is people’s
genuine involvement in the network.
This means that if the initiative is taken in the local environment, which offers possibilities to build a network between private and public figures for common education
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and responsibility for the development of the local environment, we can expect
growth in the local society.
Aaron Antonovski shows in his research an emotional link in an organisation and its
meaning for the health of the employees in an activity. The important “health factors” indicated by A. Antonovski are 1) a chance for an individual to see and understand the whole picture, and place his or her own achievements in a broad perspective, 2) a real influence on, and participation in, the changes that can affect one’s own
work situation, and 3) existent exchange of achievements done with mutual loyalty
between the company and the employees. No one needs to cut the link between “the
spirit and the heart”.
A. Antonovski’s conclusions refer to the forms of development of the skills that can
be connected to one’s own achievements in a bigger context. For the employees this
can mean increased knowledge about the environment of entrepreneurship. Such
development can only be founded on respect and trust, which according to Hannah
Arendt are developed in concrete action because during such actions we show who
we are and whether or not our words agree with our actions. This requires that the
work environment develops an “offer” for those who act in this environment, which
aids education and cooperation for mutual enrichment of the cooperating persons
and for the foundation of the cooperation.

3.2 The centre group – FiN krAft
The centre group11, i.e. the network which is described in the chapter “Sprouting
period”, consisted of Curt R. Johansson, Per Odenrick, Tom Evert Carlsson, Lars
Sunding and Kenneth Daun. They represented what is required for successful growth
in society according to the previously-mentioned theories.
From the discussions about the theories, experience, achieved positive results from
foundation period and from the krAft process that took place in the group, the idea
of refinement came about. We came to the conclusion that refinement is founded on
11

At the beginning the working name for the network was Stäviegruppen.
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the target and on the development of “content value” with “growth” as a result, not
the opposite. In the company perspective it can mean that the quality of the content
target is the potential for economic gain while the economic gain target cannot contribute to the formulation of the content of the activity.
The binding guiding-star became the continued development of the meaning of refinement, focusing on the development of general tools for the refinement processes. Tools that could be used to initiate thoughts in the individuals regarding taking
responsibility for their own development in cooperation with others. We were also
convinced that such tools should be developed together with those who would use
them, and in such a way we had the idea of starting a local “refinement network” with
figures from the companies, research institutions and the municipality. This was a
seed for the project “Förädling i Näringslivet genom kompetens reflektion Affärsutveckling tillväxt (FiN krAft)” (Refinement in Business life through competence reflection Business development growth).
To generate some interest we formulated a future picture showing that over fifteen years
there would be local refinement networks of entrepreneurs, researchers and society figures in the region
and in other municipalities. The network would have a common value foundation that would bear the
stamp of embracing sector investments, agreed through responsible communication. Communication
would be goal-oriented, direct, frank, open and calm. Moreover, there would be responsibility for
indirect communication, which means generative listening, to be sure that the opinions would be understood correctly with an aim to minimalize confusion.
The developed refinement work and interaction between the pragmatists and researchers led to the
exciting new establishment of companies on the local level. The employees received support from their
employers to test new business concepts. Some entrepreneurs involved themselves in different ways and
participated actively in the development of those concepts.
Teamwork between the economy and all schools was developed. The students no longer took part in
work training in many companies, but the future employees would study the meaning of entrepreneurship to partly understand the interesting tasks of the future and partly to be able to estimate their
own need for competence. Moreover, there would be developed knowledge about entrepreneurship in a
school environment. This knowledge could be developed thanks to the fact that the teachers and the
entrepreneurs would have known each other for a long time through a “system of skills exchange”.
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In many companies there is a constantly ongoing project in which the students have the possibility to
test their theoretical knowledge in practice and the post-graduate students have access to stimulating
research tasks. Many companies have an ongoing discussion with their “own” researcher as a contact
person from the high-school world. The development projects of the companies can continuously receive
various ideas from the academic world. This means that that the companies receive information in the
form of degree projects, essays, etc. and/or input in the form of research, leading to ongoing development thanks to which more and more companies appear more to be “John” than “follow John”. The
effects of the development of such companies are progressive.
The municipal administration is saturated with the same controlling and managing philosophy that
has been developed in the company world, which, among other things, means that the political aims
can be fulfilled more quickly and more cost-effectively. Once again, there is a space for welfare reforms
in a local society which is developed a dialogue with responsible citizens.
Everybody in the Centre group was convinced which method could be adapted to
accomplish the vision. The method is to create learning situations directly in an action
situation together with the participants regardless of whether they are from the same
activity (common manager) or from different organisations (different managers).
Such learning situations are developed constantly and become the common “programme literature”, which can later be completed with other literature. Therefore, it is
good at the beginning of the development to start with a book with blank pages and
ask the participants to continuously write down their experience and reflections.
We also agreed that to create such learning situations there is a need for tools which
can work as “catalysers”. They can benefit the development of the created communication for refining cooperation, which means the development of the skills needed to
listen to the needs of others and share with others one’s own needs to find common
ones. The tools must fulfil the criteria to support the development of the understanding of the values and needs, to be used for the analysis of the present situation, targets, realisation and follow-up of the changes. Other criteria are founded on our idea
that the refinement embryo is within every individual regardless of whether they are
employees, managers, entrepreneurs, politicians, students, graduates or researchers,
etc.
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In parallel with the refinement development we continued to test and develop our
own “refinement tools”. First of all it was the Hourglass model12, the KLS-method
and the Entrepreneurship model, which complemented each other and fulfilled the
majority of the above-described criteria. Some of the methods had been used for
many years in both tax funded and private activities. In the Centre group we agreed
to partly critically study them and partly estimate them in a “meticulous” way.
The tools can be used for:

12

•

development of the relation of the employees and their own achievements,
companions, and the achievements of the occupational group regarding what
is required and can be useful for the company. (The Hourglass model). This
model is going to be described as a case study in one company where it was
applied.

•

analysis, planning, development and follow-up of the control and management variables of which the management of the company can take decisions
alone and which can influence the individual inner standpoint for which activity should be performed in the current situation (KLS method). The variables are defined in a way so as to state logical conditions for the characters of
the activities that are desirable in the company. This means to loyally perform
an action according to the given instructions or perform a self-imposed action in an unforeseeable situation, which requires reflection and new thinking. The KLS method is described thoroughly in two study cases. In the first
case the method was used totally practically, while in the second it was used
only as an evaluation tool in a research project.

•

development of knowledge about the context of entrepreneurship. The tools
can be used separately or in a group to analyse the current situation of the
company (own competitors, suppliers, etc.). Furthermore, the structured
analysis can be used to estimate how the different future scenarios can influence the current course. Later the strategic guideline can be stated and the
long-term needs clarified. Thus the different needs can be crystallised and

The Hourglass model is developed by Curt R.Johansson.
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prioritised, which shows what necessary action should be taken and what the
desirable actions in an economic and competence meaning are, and furthermore assesses what can be done alone and what requires cooperation with
others. The model can also be applied to a dialogue with other partners (the
representatives of the municipality, the researchers and the entrepreneurs) to
have a common “picture” as a starting-point. (The Model of entrepreneurship, after being tested in the “Unicamp Åstorp” network, was used for,
among others, the study course “From employee to co-worker” and in a FiN
krAft-project).
In such a setting, the FiN krAft-project together with the Centre group was appointed to be responsible for the content; the municipality of Åstorp was asked to be the
owner of a project with Kenneth Daun as a project manager. Our ambition was to
start at the very beginning of the refinement processes in at least three municipalities
of the Skane region and conduct research about the trend of development. There was
a great deal of interest in one of the chosen municipalities which we visited, but for
various reasons the municipality did not cooperate. In the end the municipality of
Åstorp was the only participant and was accepted by the financiers13 of the project
only after some modifications. FiN krAft was included in the national project
“SamverkanskrAft” with participants from various universities and colleges that were
involved in krAft. Curt R. Johansson and Björn Wittenberg participated in the project
with FiN krAft to give a contribution from outside the perspective of Lund University.

3.3. FiN krAft in Åstorp
At the end of 2004 the mass media noticed and searched for an answer as to why so
many companies were established in the municipality of Åstorp. The answer given by
many of the newly established companies was that it was down to the good business
climate (see the articles at the end of the chapter “Sprouting period”). This helped to
generate interest for FiN krAft, and the majority of politicians supported the project;

13

The region Skåne, krAft consortium, Nutek and the municipality of Åstorp.
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moreover, local government commissioner Jan Nilsson whole-heartedly backed the
new project.
The picture below was used, for example, in the promotion of the project to find
voluntary participants and funds for FiN krAft.

After discussions with the elected representatives, entrepreneurs and figures having a
wide contact net with the local economy, the network “Unicamp Åstorp” was founded, in which the participants had a “mandate” to “refine”; they were experienced and
came from ÅNF, ÅSF and the Ambassador programme.
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FiN krAft was based on the following facts:
1. Moving the production to low-wage countries and rationalisation means that
more work places disappear than are made.
2. To increase the number of employees in the company the demand for the
products made by the company should, or is expected to, increase.
According to the conclusion that was drawn, the “way of FiNkrAft” should focus on
efforts achieved by the teamwork between the local economy and active persons
from companies, municipality administration and universities/colleges, which leads to
an increased demand for the products made by the company. The picture below
shows the composition of the group.

Figure 3 Local economic refinement
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The advantages that can appear during the cooperation are:
The company
Access to fresh knowledge and new research findings
Strengthened competitiveness through:
•

Increased liability for changes in the employees and their active cooperation

•

Increased initiative and decisiveness

Which can cause:
•

Increased profitability

•

Increased security of quality and supply

•

A positive approach towards the company

Local society
More numerous and bigger companies with attractive work tasks can contribute to:
•

Balance between supply and demand for skills

•

Low unemployment rate

•

Active members of society

•

A positive company climate which can attract new establishment of companies

Research (University/Colleges)
Increased cooperation with the surrounding society can:
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•

Give rise to new research perspectives

•

Create new possibilities for assessment

•

Help to provide a meaningful traineeship and degree project with the students

•

Make continued cooperation lead to permanent access for students to trainee
posts which are based on mutual needs (company
students)

Individuals
Personal development for cooperating individuals through:
•

Increased knowledge about entrepreneurship

•

Increased participation in refinement processes

•

Seeing one’s effort in a greater context

which can lead to surplus values other than the material ones.

3.4. Unicamp Åstorp
This is a description of the formulation of the FiN krAft-project, its target for the
performed activities, and the organisation of the project, but the budget which naturally existed is not mentioned here in order to focus instead on the process and especially on what happened during the first meetings because it is often more decisive for
continued development than the application for the project. Therefore, I am attaching an extract from the notes taken by the project manager from the opening meetings in Unicamp Åstorp.
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Notes from Meeting 1.
“The beginning of Unicamp Åstorp started in such a way that it gives hope for continued teamwork. The teamwork (between the entrepreneurs, the employees of the municipality and the researchers/students), which can lead to increased surplus values, starts for those of us who actively participate in the society spheres which we represent. It is impossible to develop the surplus values alone. We
understood clearly that the important aim of the common refinement work is the development of new
work places in our municipality.
During the first meeting we asked the question: Why do we work? Such a question at first
glance can seem trivial, but after some reflection and exchange of ideas with the others, the question
led us to a deeper discussion. We concluded, for example, that the answer certainly varies from individual to individual, but mostly refers to generating surplus values.
Regarding our discussion about values, we concluded that in our society the subject mainly deals with
creating material values both for companies and individuals. We meant also that it would be more
important to create “non-material” values, which can be created only by people. Many young people
who experience today a certain material “surfeit” can also witness this. It is also obvious that companies which want to ensure access to qualified (youthful) involvement have to offer something more than
just material exchange.
Furthermore, we discussed the teamwork between company–company and company–municipality,
which to a large extent has most often had a concrete and measurable nature. It is possible to regulate
concrete teamwork through a legally binding agreement in which the achievements and service in
return can be fulfilled, and if any partner breaks the arrangement there are also written sanctions in
the agreement etc. Now, when we are observing the development of the teamwork, which means nonmaterial contribution with an abstract or indirect concrete exchange for the involved partners which
are becoming more and more important, there is a need for other forms of agreements than the ones
that are legally binding. The new agreements should be based on a moral and ethical value system.
The agreements can only be fulfiled totally for all the involved partners if there is a genuine and mutual capital of trust and participation in the whole process.
We also realised that to succeed in our ambition to refine the environment in our municipality, which
leads to the growth of new and expanding companies, there is a need for a mutual solid foundation of
confidence, which requires time. We agreed to continue to build a common foundation with the expressed main aim as a guiding-star.”
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Together we were a group of seven people with representation from companies, research institutions and the municipality. Four people expressed their interest to participate, but also reported some obstacles.

Notes from Meeting nr 2 which took place on 22 November 2005
At the beginning we concluded that much of our “energy” is taken up by the operative work of the
work days within our own area of responsibility. It is difficult to find enough time for reflection on the
long-term questions even if they seem to be important. We understand that a carefully prepared longterm course can help decision-making and maybe also reduce time-consuming effort. This is, even if
not new, an important conclusion, especially if our start requires much reflection, creativity and new
thinking. Without deepening this problematic area we instead asked a question about the main
target of the development work in our group. Relatively quickly we agreed that our target is to work
for the growth of new work posts in the municipality and that we all are responsible for that. It deals
mostly with the increased understanding about the refinement process in the local economy. A refinement process which is founded on cooperation between company–municipality–university/college with
a result that cannot be achieved by a single part alone. We concluded that our group, with representatives from the companies, university and some municipality departments, has a chance to succeed.
Our continued dialogue was marked by interesting experiences from different “worlds”. The discussion alternated between business thinking and company development as well as interesting successful
projects from England. This intriguing dialogue led to numerous ideas and afterwards concrete suggestions of projects.
Suggestion 1
In the background there was a suggestion about “Söderåsenlärling” that Claes14 informed us about.
He meant that college-educated unemployed persons could be employed in a company and developed as
a “helping hand” for the owner of the company. Curt15 referred to a successful concept that the University of Surrey developed together with other universities and which at large presupposed that the
companies employ students at the end of their education. It meant that the students contribute “fresh”
14

Claes Sjöland, self-employed and chairman in Företagarna Skåne in the municipality of
Åstorp.
15
Curt R. Johansson, professor in the psychological department of Lund University.
93

Kenneth Daun - Humanivity

knowledge to the companies, with increased competitiveness as a possible consequence. The students
receive an opportunity to apply their acquired knowledge in practice. Furthermore, the students take
practical experience to their places of education, which can lead to interesting questions in the theoretical world.
One idea about the project that appeared was to create something similar with an aim that the new
employed graduates could develop themselves and “unburden” the owner of the company from some
tasks and consequently give him time for more reflection, strategic business development of his company and development of the co-workers.
We agreed that each of us should, from his own perspective, consider for the next meeting how we can
start to try our project.
Suggestion 2
During the meeting we also dealt with the issues connected with the “order of succession” in a family
company. We discussed, for example, the fact that the founder of the company should “learn” and be
brave enough to hand over responsibility to his or her children if they are willing to take over the
company. We concluded that there are many entrepreneurs in a similar situation. One suggestion that
was raised was to establish “crosswise coaching”. This means that the “crown princes” have the
option to become acquainted with another company over a longer time from the management perspective, together with its owner who acts as a “coach”. In parallel with this practice, a common qualified
development programme for many “crown princes” should be initiated with an aim to take over and
refine their own family company. There are many reasons to continue the development of this idea,
around which there are undoubtedly many spin-off effects.
Suggestion 3
The third suggestion which we discussed was access to mentors, which is an interesting idea that has
been tried before in many contexts.

Next meeting
For the next meeting (17 January 2006, at 13.30-17.00) we agreed to prepare and continue the
development of suggestion nr. 1 into a concrete project that would be worth trying in reality. Further94
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more, we could start the discussion about the concept of entrepreneurship and determine if there was a
difference between “knowledge about” and “knowledge for” entrepreneurship.
Moreover, we agreed to meet for a forth time on 14 February 2006 and during the meeting in January to arrange the dates for future activities
P.S.
After our meeting Per Odenrick and I participated in an SME congress in Gdansk. We had a
chance to inform people about our FiN krAft project. I am writing this supplement as it could have
a bearing on or complement suggestion nr. 2. The idea that was raised, thanks to an understanding
of Polish entrepreneurs, was that one close relative (a child) of the owner of the company would not
take over the family company, but instead develop their an own company with an owner of the original company as a possible “coach”. He lived as he learned, because his wife ran a business and one of
his children established a new one. Is this idea about establishing new companies in a different way
interesting to discuss during our next meeting?

The invitation for meeting nr. 3 was as follows:
Hello!
Thank you for a worthwhile meeting in Erikslund. It seems that we have started a meaningful journey together. It is enriching to develop a dialogue that creates values during the meeting and still
achieve new concrete suggestions based on our common effort. Let us continue in this direction and let
us have time and patience needed for long-term results.
I am attaching my notes from the meeting. It is not easy to give an objective picture of what was said
and meant, and furthermore in chronological order. Observe the opinions as they are and from the
perspective from which I experienced the meeting. If there is anybody who has understood it in a
different way or if I have forgotten anything important or if anything is irrelevant I would appreciate
that it be expressed during our continued dialogue, for example in the form of a mail to the whole
group or during the next meeting, which we agreed to hold on 13 March 2006. The meeting shall
take place at Barbro in Komvux Åstorp.
At the end there was a quotation from Owe Wikström’s book “Långsamhetens lov”:
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“The primary need is not compliance but afterthought, a critical eye which searches for the truth, a
clear voice that dares to express things especially when they are uncomfortable.“
Best wishes
Kenneth

An extract from my notes from the meeting nr 3, the 26th January 2006.

Introductory discussion
There was an introduction by KD, who for example explained that one participant had said that due
to a lack of time could not participate in the meetings, regretted it but believed in the idea of Unicamp. Because for the first time the whole group was complete, the already “clear” questions had to be
discussed again. However, there are always new interesting and questions and what has already been
said can be developed again. An interesting discussion about aims in life, values of life, and human
communication arose. We discussed how the usage of language and behaviour reflect the values and
influence the respect of the others, and to what degree trust is developed. We concluded that trust is
important for the development of all human relations and that trust can probably be developed during
personal meetings when there is an understanding of mutual life situations. Consequently, the discussion led to how important (decisive) it is that the economy/municipal/research representatives meet
and develop personal confidence in each other and in the society spheres that they represent.
Just as in the “Ambassador programme” we discussed cooperation between schools and the economy.
Barbro mentioned that there are many students who studied business administration at Komvux and
she wanted in some way to utilise this fact for herself and the companies. During the discussion, while
we were searching for the values for the companies, school, municipality and research, an interesting
suggestion was made which could mean the following:
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A task for the students at Komvux who study business administration
To prepare descriptions of some companies in the municipality (5-10). These descriptions could be
used as a public presentation of the company for the teachers, students and the others who are interested. The satisfaction of the company with such a description is that they have the opportunity to “promote” their company for prospective co-workers, clients and the inhabitants of the municipality. Furthermore, they can create goodwill for the company, which does not influence the liquidity of the company, but is a source of thought over the whole company. The entrepreneurs can also develop some of
their own ambassadors among their co-workers, which can have a positive effect. The descriptions of
the companies can be gathered in a company publication offered to those who are interested in the
activities of the companies in the municipality. Curt said that it might be good to observe the college
perspective, for example to assess how it is experienced by the entrepreneurs, students, and teachers
with an aim to increase education and develop this method. Barbro promised to consider the suggestion and discuss it with her colleagues and concerned students. After feedback from Barbro the suggestion could be directed to the other concerned persons. In case any student from Lund University/
Faculty of Engineering LTH would like to assess this project suggestion in a degree project, KD was
chosen as a contact person.

Cooperation: researchers/companies
Afterwards we discussed how the cooperation with the academic world could be experienced from the
perspective of the company. According to Rune, if the researchers were allowed into the companies and
could cooperate on the FoU project, it could add, as a rule, only relatively little value to the company
even though the company invested both its own capital and personal involvement. The project is finished when economic grant is spent, despite the fact that the aim of the project has not been achieved.
Furthermore, the time of the project is usually quite long. Curt meant that the companies are entitled
to demand results because of the cooperation with the college/university. We also concluded that the
value of the teamwork is increasing. It is at least equally important for the universities/colleges to
have access to the developed competence and the needs of small and medium-sized companies for the
entrepreneurs to find new research discoveries and pure sciences. This reflects the meaning of one’s own
insight and skill to communicate for a positive mutual exchange. It obviously concerns, to a similar
extent, both researchers and entrepreneurs.
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The other suggestions arose, but there was not enough time for detailed assessment of them. Below I
have compiled some interesting project ideas and future insights/fields of knowledge which can become
our subjects in the future. Some of the ideas were clearly expressed; some I “have read between the
lines”. They are complementary to the project ideas which were discussed during meeting nr 2:

1. How to develop a capital of trust, human communication;
2. How to create inspiration so as to increase the establishment of new companies;
3. How to have access to the ideas which are very likely hidden and locked in the desk
drawer of the entrepreneur;

An extract from notes from the meeting in Unicamp Åstorp, meeting nr 4, 13
March 2006
Barbro16 passed on information about the suggestion that had been discussed during the previous
meeting regarding the description of companies from the municipality (5-10 companies) made by
economics students. She has spoken to an economics teacher and a study and career adviser from the
school. Both had a positive attitude to the suggestion. Because the courses in this term have already
been planned, the first possibility will be to try the idea during the next school term.
Curt informed us about his meeting with Samverkans krAft in Sigtuna and his thoughts that there
were not enough entrepreneurs in the project. It is easy to agree with him as the aim of the project is to
develop cooperation between SME and universities/colleges.
Curt’s ambition was to show concrete results from Unicamp Åstorp’s (UÅ) efforts and be able to
use UÅ as a general model for such development of cooperation.
Curt also informed us about the “Consultation programme” which was performed in the Psychological department in Lund. During this programme the students could use their knowledge in consulting
work. It is an opportunity for the entrepreneurs to receive help from the consultant and for the students to obtain a meaningful practice.

16

Barbro Nordén, a headmaster at Komvux (Adult Education centre) in Åstorp.
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Mikael17 informed us that the cooperation with Economic Tools and LTH is proceeding as planned.
He informed us that a group of students would visit the companies for two weeks. Furthermore, he
mentioned the course “Work organisation” which was going to take place in LTH.

The next time
We agreed to meet next time on 12 April at 13.30, again at Komvux in Åstorp. We agreed also to
discuss some of the earlier mentioned project ideas and start trying new methods to analyse the needs
of the companies.

3.5 Concrete projects
During the discussion many ideas for the projects and degree projects emerged. For
example, there was a unique degree project between LTH students and a family company in Åstorp. The aim was for the students together with the owners of the company to assess the present business concept and work out a new one that could also
be fundamental for the assessment of the company for future selling. The students
had an option to pre-empt the company with the support of the current owners. The
model of entrepreneurship was used to describe the existing business of the company
and some future alternatives. The students, who have already written a degree project
about big production companies, were extremely optimistic about this because for the
first time they could feel that their effort was genuinely needed and important for the
company. Somebody said that it was nice not to have the feeling that their work
would end up in the bin after they left the company, as many students feel after leaving large companies. The entrepreneurs also assured us about their gratitude for the
effort of the students, which will be taken into account while making decisions in
future.

17

Mikael Blomé, researcher at the department of Industrial design, Faculty of Engineering,
LTH.
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Moreover, the projects “From employee to co-worker” and Fri krAft were carried
out, in which the Model of Entrepreneurship was used to develop common
knowledge about the context of entrepreneurship.
3.5.1 From employee to co-worker
The background of this project arose when some participating entrepreneurs in Unicamp Åstorp demanded other skills than those traditionally demanded for work tasks.
They believed that it would be of great value if their employees had more knowledge
about entrepreneurship and thus increased their understanding about necessary
changes. This could contribute to active cooperation instead of convincing them that
the changes must be made. It was decided that an education programme would be
created together with LU/LTH and Education for Adults in Åstorp, with an aim to:

develop knowledge about conditions of entrepreneurship to create possibilities
for co-workers to contribute to activities other than barely operative ones,
which can give a positive exchange to both company and co-workers.
When the funds for this project were clearly set we decided that Unicamp together
with teachers from Adult education in Åstorp would develop a programme that fulfils
this aim. The point in inviting the teachers was to make them participate in the development and become a part of the “product” which could later be used. Piotr Szybek
(PS), reader in the pedagogical institute at Lund University, was asked to be our
“coach” during the development of the programme because we saw a need for pedagogical skills and experience in development of the programme and in follow-up
while carrying out the first programme.
Two seminars were organised on 12 June and 17 August 2006 with work between
them. In the first seminar “the entrepreneurship model” was used to develop an
“own business concept” with an aim to create common knowledge about the context
of entrepreneurship, which seemed to be important to develop a teaching programme. Thereafter, PS continued his development work in order to formulate the
needs of skills and knowledge. He summarised them as follows:
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SKILLS:

1. To see one’s part in the whole, to cooperate, to be involved through analysing
one’s work, its relation to the whole company and surrounding world, and to
understand what forces one into different situations (on an existential level).
2. To meet new situations – and to reconsider once again when the situation
has changed. To cooperate actively in the paradigm shifts.
Relating to points 1 and 2, it is necessary to be able to discuss the aims and visions. This is a condition so as to discuss the relation of the work to the company
and the surrounding world. Even the paradigm shift has something in common
with this: a paradigm is a template determining which questions are allowed to be
asked and what criteria they should fulfil to be valid. Because the paradigm refers
to the work, the template determines the aims and the visions.

3. Transmit and accept the message (and everything else that is related to communication).
It requires:
A. Knowledge about language and its usage.
B. Familiarity with the company (elementary economics, law, and insight into
the concept of company culture).
C. Familiarity with different cultures (the means of communication in different
cultures, values, etc.)
D. Familiarity with how the individuals and the groups work.
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During the first seminars we also discussed two different models of learning which
are described in the book by Per Odenrick et al. “Homo pracademicus”. The book
describes the models as A and B18 and summarises them in the following way:

Model A
The students are empty containers and
knowledge is a packet. An expert owns
this packet and is authorised to give it to
the students.

Model B
The students have competences in some
fields. The knowledge is built during interaction between the teacher/coach and the
students.

This leads to special power relations.

Model A
Model B
The experts have the whole initiative and The teacher/coach knows more than the
decide about the agenda on their own.
students and is recognised as a leader. The
students cooperate with him/her and help
according to their skills.

The example of model B, according to Odenrick et al., is the learning style that has
been used in the krAft project. I (PS) also think of Chris Argyris’ “action science” and
of action research projects in the work place, among others in schools.19 The starting
point says that the one who leads the teaching is a “critical friend”, but “students”
take the initiative and responsibility.
18

Model A is referred to in literature as: the empiricist learning model, “bucket model”, or
“mailing tube model”. Model B is known as a constructivist model. All serious learning
researchers reject model A. However, education follows mostly this model.
19
In autumn the schools shall have a book about action research, of which Piotr Szybek is
a co-author.
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We agreed that model B should be used for learning.
With the required skills, the need for knowledge and the learning style as a foundation, the teachers from Adult education together with Piotr Szybek came up with a
suggestion for a learning programme. They presented it during the seminar on 9 October 2006 and “From employee to co-worker” was born.
The developed learning programme consisted of four modules and was carried out
during the academic year of 2007 with employees from two companies and from
municipal departments. The four modules were:

Module 1 – Knowledge about language and its usage

Module 2 – Familiarity with the company

Module 3 – Familiarity with different cultures

Module 4 – Familiarity with how individuals and groups work

Piotr Szybek had discussions with the participants and the teachers throughout 1997.
Even in Unicamp Åstorp we had a continued discussion with the teachers. Then the
issue was raised about the continuation and who should take responsibility for the
form and content of the marketing of the development programme.
After the change of headmaster at Adult education in 1998 there was no longer
enough support to promote and carry out the education, even though the entrepreneurs whose employees participated in the first programme expressed their interest to
continue their participation in it.
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The learning programme is available and even though Adult education in Åstorp
lacks involvement, any other school can show interest and take up the development
programme.

3.5.2 Åstorp’s project - Fri krAft (the inner power of entrepreneurship)
The other project that grew from Unicamp was the “project of Åstorp”, which has
become “Fri krAft” over time.
The “Project of Åstorp in Unicamp Åstorp (UÅ)” was started on 5 September 2007
when, during a follow-up meeting of the national krAft programme in Gothenburg,
the entrepreneurs conveyed their wish to have more co-workers in the krAft process.
They looked for a development programme for one or more co-workers who had
developed the skills and knowledge so as to work as an inner “coach” in the changing
work at the company. Such a need had also been expressed before in other contexts
and in UÅ.
The presented project idea, target and methodology of how to achieve the idea had
already been discussed by Per Odenrick, Piotr Szybek and Kenneth Daun, so when
the project suggestion was presented it was positively accepted and the project was
able to start very quickly.

The start of the project and commitment
The Project of Åstorp started on 5 September with an introductory meeting about
project organisation, which consisted of a UÅ network and some more unprejudiced
entrepreneurs with an aim to develop a “product” that would fulfil the above expressed wish for concrete action. Because everyone in the project organisation had
insight and experience in organic developing processes and in divergent dialogue it
was not difficult to bring about commitment where the concrete end goal was unknown, but this goal could be achieved only by teamwork.
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The process, from start to prototype
During the divergent discussions and during many meetings the following principles
emerged:
The inner krAft work:
•

must start with a collection of strength WITHIN the company, and this is
only the company, not the others which can lead to sustainable development.

•

requires dialogue – active listening – empathy to build trust and development
of an approach to want to contribute with self-assumed activity

•

demands participation (From idea – realisation – follow-up)

It was based, for example, on the standpoints of Jörgen Jönsson20 regarding the question of why the employees enjoy his company. He said that it is due to good personal
contact with the employees. They are taken seriously by his showing belief in their
intelligence and skills, they are participating in the decisions, and have a lot of freedom in work situations. Altogether this can create the power of activity and initiative.
It gives me freedom to devote more time to the strategic questions because the operative work is done well by my co-workers, without me.
The questions that were asked:
What insight and knowledge about the company (entrepreneurship) is required as a foundation of the
skills of the employees to understand and contribute to the strategic distribution?
Can comprehensive knowledge be useful (necessary) to actively contribute to the necessary changing
work?
Can there be a common answer to these questions, which are also related to our development task?
20

The owner of OJ Lågprismarknad in Åstorp, who developed his company single-handed,
in which the employees were led from an authoritarian company to a company with selfdriven co-workers with their own fields of responsibility.
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In relation to the discussion, during which we searched for the answers, it was clear
that:
•

strategic business development deals mostly with the clients, market and how
the surrounding world influences the “external” network.

•

our task is to develop a “product” with an aim to create insight and understanding about the “external” network and how it can be integrated with the
“internal” one.

•

the “product” should create understanding for both the external and “internal” processes of the company and how they can be integrated.

•

the “product” should be used for reflection. For example, thoughts and feelings about interactions in the past, in the present and in the future.

During the workshop the suggestion of the product was presented and tested. The
suggestion meant that the model of entrepreneurship as a starting-point had been
worked up, and the meaning of every single concept about entrepreneurship was
written on one side of a card, with relevant questions that could enlighten the situation of the company on the other side. Afterwards, the card could be placed on a
“gamepad” which showed how the different concepts influence each other and thus
the context of the company could be visualised. See the picture below.
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The outcome was positive, and after minor changes of language we agreed to test the
product in a “sharp” situation. We did this during a workshop. In the workshop participated the people who developed the product and also four employees from Oj.
The test, which was conducted by KD together with the co-workers from Oj, was
done in as authentic a way as possible. The other participants in the workshop became observers and could not ask questions nor express their opinions before the
questions from the cards were responded to. However, the employees at Oj could ask
questions to Jörgen Jönsson, who is an owner of and is responsible for Oj. When the
questions on the chosen cards were answered the “test group” could express their
spontaneous comments about the way they experienced the “model of entrepreneurship”. Afterwards, the observers could ask questions to the test group relating to the
subsequent assessment. The conclusion was that the product can have value, and we
all agreed that it is meaningful to continue development of the product.

The opinions which emerged were, for example:
•

It is a good way to convey the basic values of the company

•

New co-workers can quickly become acquainted with the company

•

Transfer of skills from experienced co-workers to the new ones

•

To become acquainted with the other functions through groups in the company

Additional tests were conducted in other companies with similar positive comments.
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3.6 Finishing
The journey to the municipality of Åstorp and its ten-year extension, together with
national and international figures from the majority of decision levels in the academic
world and business life, can be summarised in the following way and can give nourishment for the continued journey.
Knowledge about how people function in a physiological, psychological and sociological way is constantly being developed and is scientifically well recorded. The organs
and processes of human the body, as well as their influence on the human organism,
can be described in a medical and physiological way; for example, the functions of the
heart, lungs and bloodstream and their meaning for the oxygenation of the organs
and cells, the functions of bowel, etc. Furthermore, there is well developed
knowledge about teamwork between somatic, psychological and sociological processes and its influence on human wellness. Life processes are in principle similar for the
majority of people, but there are big differences in the levels of success (material,
social and psychological) between many individuals. The difference can depend on
the skill of an individual to use their talents, personal development and their capacity
to take part in teamwork with their own surrounding.
A company can be compared to a living organism. There are organs of decisive importance (functions) and processes that are equal in most companies. Companies also
achieve success depending on the internal potential in the business concept and how
well the management of the company can use it. Research and development about
general knowledge of entrepreneurship from an overall perspective is minor in relation that exists in business administration, technics and behavioural science, with a
focus from one’s own point of view. Furthermore, the knowledge has been entirely
focused on big industrial companies. Qualified specialist skills are wide ranging, but
knowledge about the context of entrepreneurship is not so well developed. Many
people in society, despite the fact that they may or may not have graduated from
university or college, lack understanding about the context of entrepreneurship and
its important criteria. The knowledge, which can bring about an understanding of the
development of society, can lead to new challenging work tasks and can grow
through human development, but if this is not case, there is no courage nor any will
to use it.
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Just as comprehensive understanding about human physiological and mental development requires scientific knowledge, the development of entrepreneurship needs
the same. Many people have exceptionally good skills in the processes of entrepreneurship from a business, economic, technic and psychosocial perspective, but mostly
we lack the knowledge that unites those from the human salutogenesis perspective.
For refinement in the society with small and medium businesses (SME) as “motors”,
the figures who have an influence on “growing” SME society may need the gathered
knowledge about the “whole” company with a clear and common model.
The book started with a vision about economic development in the municipality of
Åstorp through human growth, and is finishing with a vision about refinement of the
economy within the Baltic Sea Region (BSR) through human growth.
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Part II
The theoretical ground
4. The common activity
4.1 Introduction
The previous chapter presents the cooperation between parts of small and medium
businesses, organisations of entrepreneurs, universities/high schools, and municipal
and public institutions with an aim to develop the conditions for growth (increasing
the number of work tasks) in a local community (the municipality of Åstorp). The
idea was founded on the facts that 1) the increased demand for the products of the
company may bring new posts, 2) the increased demand could take place through
refinement of the direction of the business strategy in a company, 3) that this refinement should be reached together with the employees, and 4) the development of the
insight and knowledge of the co-workers21 about the context of the company in
which they work should be required. In the cooperating body, Unicamp Åstorp, we
found that such a development can also require a change of attitude from the business leader and the employees. It can also mean a change of paradigm concerning
“thinking” about what can become the primary motif for an action in an enterprise.
(The question that, among others, was asked was: “Why do we work?”) Normally the
superior formulates and defines the demand for action and motivates the employees
to perform it. In case of ambiguity or changes the superior intervenes and gives support or guidance because the employees very often lack the insight and knowledge
about the overall goal and the situation of the company in a surrounding world.
Another viewpoint assumes that demand for activity is mutually formulated and motivated by the persons concerned from the parts or from the whole context of the
company (object) and the current situation. Such a viewpoint can mean that the
employees take the initiative on their own to develop new ideas, solve the problems,
actively cooperate for the necessary changes, etc.

21

Co-workers are the cooperating managers (experts) and non-managers so as to
differentiate between superiors (managers) and subordinates (employees).
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The point is to describe the basic factors for these two viewpoints so as to understand what is logically possible to expect to be done in the current situation. Another
aim is to describe the development from “action as a motive” to “object as a motive”,
which means how it is possible to intervene in an ongoing process of action and develop it in a desirable or required direction.
How can we describe these two viewpoints so as to understand their limits or possibilities for action and cooperation?
What do these two viewpoints in a company mean regarding what the employees can
do?
What do these two different viewpoints mean for individual learning and the emotional effect?
For example, if somebody asks a stranger to dance, we can call it an individual initiative. It depends on the invited partner whether the dance takes place or not, how he
or she accepts it, interprets and responds to the invitation; then we call it a common
activity. This interaction is decisive of whether the action (dance) will take place or
not. It means that the conditions for the action can be created in a common activity.
If the dance takes place, the common activity will continue to be integrated with the
action. The way that the dance partners individually perceive communication (form
and content), capacity for dancing, performance, behaviour towards the other dancers, etc. can influence the future individual initiative. The performed action can lead
to both individual learning as well as emotional effect. After the first dance there is
a conscious or unconscious inner reflection on the event, which can be decisive for
the next individual initiative; that is, new conditions for the new common activity,
which can lead to continued unchanged or changed action etc. The example of a
dance is not an exception, but cooperation between people always starts when somebody takes the first initiative for the possible cooperation. Such a situation happens,
for example, when somebody answers a job advertisement or when somebody spontaneously establishes contact with a company and asks about a job vacancy. Another
example is when somebody presents an idea to somebody else and asks for assistance
to develop and perform it.
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It is difficult to analyse and change the processes of action and cooperation, which
have lasted for a long time with continued increasing complexity. We can clarify the
demand of the enterprise for action as well as how and who shall formulate and motivate it. It means that what preceded, that should be done. The process of action,
viewed from such a perspective, can be “frozen” and decomposed to the sequences
of action, which consist of an individual taking responsibility, common activity
and individual action, learning and emotional effect. Figure 4 below shows the
sequences of action.

Figure 4
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4.2 Action in cooperation
Before we describe various concepts from the sequence of action, we shall familiarize
ourselves with some forms of action and forms of cooperation. In the past the demand of enterprise was characterised by an activity which required an individual capacity for performing physical labour with or without professional knowledge and/or
with usage of theoretical knowledge of the task action. There was and still is a strong
link between action and individual competence. It means that the indirectly expressed
need of competence also indicates a demand for action. For example if the company
requires workshop technical education it can mean that the work assignments can be
mechanical engineering, for example turning, milling or drilling. If the requirement is
equivalent to an educational level of Master of Engineering or Master of Economics,
we can conclude which action is going to be performed depending on the function
and intentions of the company. There are various models to describe this form of
action in research. For example, the German action regulation theories differentiate
actions on various levels of complexity and consciousness, so-called levels of regulation (Hacker, 1982; Volpert, 1983). The lowest level based on skills means that the
work can be performed automatically, without reflection. On the medium level, the
level based on regulations, the work is performed with more or less explicit practice
of action, i.e. how the work usually is or should be performed. The highest level
based on knowledge means that the work requires conscious analytical thinking. Such
an action can vary depending on the technical complexity of a product, for example
private cars, complicated X-ray machines, furniture, clothes, porcelain, fire extinguishers, pizzas, newspapers, consulting services, health care, education, research,
etc., which are going to be produced, advertised and sold.
Hannah Arendt writes in her book, The Human Condition, Vita Activa, about three
different forms of human activeness (action), namely work, production and activity. She regards them as basic because each of them corresponds to one fundamental
condition for human life. Work is an activity which takes care of, creates and prepares the necessities of life. Work is the basic condition of life. This type of action
leaves no marks behind as production does. Production gives rise to the “artificial”
world of things which differ from natural objects because they resist nature, and life
processes do not wear them down so easily. The work in an enterprise consists of all
of the actions that are required for the production, for example: preparation, cleaning,
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maintenance, service etc., which are very often noticed only when the action has been
performed unsatisfactorily or when it has not taken place at all. Work and production
can be named as a task action, and individuals other than those who perform it can
formulate and motivate it. What is required to have the work performed in a company by the employees is beyond the competence, an agreement that regulates the
achievement and service in return. If anything beyond this arrangement must be required, one can apply the carrot and stick approach as stimulation.
Another starting point for action is the one that is motivated by the aim of the object,
current supplies and the situation and gives answer to the questions: “What is it going
to be?” and “How is it going to be formed?” The object action can result in a table
leg or tabletop, but the table should also be a part of a bigger context, like part of a
dining room, which in turn can be a part of something bigger, like a hotel. A hotel
can have meaning in an interaction in a populated area with the other contexts etc.
The complexity of the object can consequently vary depending on the content, everything from the detail, function and context to interaction between the contexts. In
cases where the object and its situation is a motif for the action, insight and
knowledge about the object, its context and situation (internal and external) are regarded as a logical condition.
The third form of action is an innovative action, which can imply the development
of an idea and/or an idea about how the innovation can be realised. This can be connected with both task and object action. The innovative task action can be a new way
of thinking which leads to the improved performance of the task action, for example
increased productivity, improved flow of materials or an action performed in a safer
way. Innovative object action can, for example, mean strengthening the position of
the company on the market thanks to widened or improved relations with clients and
greater willingness to take responsibility, which can bring about better a reputation
and make the company more attractive etc.
Human cooperation is a form of action and can be required for the development of
the conditions needed to have the action performed. Cooperation in enterprises can
be based on a juridically binding contract that regulates the terms of employment, i.e.
which task or assignment should be performed for a corresponding payment. Such a
contract is based as a rule under a valid collective agreement and labour legislation.
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Generally they do not regulate the influence and participation of the employees in
what precedes the task action, for example formulation22 of the demanded action,
influence on how and who shall implement the decisions, and quality requirements, in
valid time and economic frames. Plenty of conditions so as to fulfill the “contract of
task” between different parties (for example the employers and the employees) can
mean that each party strictly performs their own part of the contract, which can be
distinguished by the agreed approach. If anything beyond the contract must be
achieved, applying such an approach, normally it is required to make an agreement
about a relevant service in return before performing the action. Human cooperation
in an enterprise can also be based on mutual confidence with or without a contract,
which means for example that a self-imposed action beyond the contract can be performed without an agreement before the action. Such cooperation can be distinguished by the voluntary approach.
The action in cooperation is going to be limited to what is constituted in a common
activity, i.e. we shall not pay attention to the required interaction while the action is
performed. The common activity can be compared with the third form of human
activeness, namely activity. This is the only activeness that takes place directly between people without mediation of anything or any matter. The activity in contrast
to work or production will never take place in isolation and cannot be forced. In
cooperation that is based on a self-interested approach between an employer and an
employee, voluntarism does not have to mean anything more than the signing of the
employment agreement, which can mean that the forced activity can occur and the
party which has “power” can make use of the situation to their own advantage. However, if the common activity is based on mutual confidence, no matter if the cooperation is juridically regulated or not, there are the conditions for volunteer activity as
long as confidence lasts.
A form of communication between individuals can of course influence everything
that happens directly between people. C. Otto Scharmer describes in his book: “Theory U, Leading from the Future as It Emerges” (2009) four different ways in which people
listen to each other; this is human communication.

22

Formulation includes strategic, tactical and operative planning and can be regarded as a foundation for the demand for executive action.
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Downloading listening, Yes, I already know it and I listen to it by recognising what
is said and I already have knowledge about it.
1. Object-focused or factual listening, Ooh, listen to this and discern if what
is being said is true or false. One focuses on things that differ from those
that one already knows and the communication becomes more of a factual
discussion based on questions and answers.
If a juridical binding agreement is signed, every party relates to it. In the case when
somebody’s (individual or juridical) existence depends on the reached agreement, the
other party can have the advantage of power. It happens in many enterprises, and
very often it is an employer who alone is responsible for the conditions, which action
is demanded and how it is going to be performed and motivated. The necessary conditions required to have the chosen task activity carried out involve communication in
the form of directives and instructions or a debate. In the case of a lack of solid arguments during a debate about what was decided, the argument out of reach can
become decisive; for example, it can be a market that decides or a board of directors
that conclude. It can be completed by pointing out the risk that the agreement can
terminate or with a promise of something that is not binding, such as “I will think of
you when the pay rise occurs next time.”
Trust, which is a base for voluntary action cannot be forced and can be developed in
a personal dialogue directly between the individuals. In an enterprise, trust can be
developed through exchange of thoughts and feelings in a work situation and according to the main direction of a company, which includes the forms of cooperation and
its aims. Such trust can be constituted by words, but can be examined only by a
shown action. Hannah Arendt expresses it as: “In an action one shows who one is,

because in an action it becomes clear if the words and the actions are congruent.” Scharmer’s two forms of communication to have the decided action done can
take place without mutual reflection, like exchange of relevant thoughts and feelings
from the past, the present and the future regarding the situations of the company and
the employees. To have such a reflection Scharmer’s 3rd and 4th forms of listening can
give guidance.
2. Empathic listening, Oh, I know how you feel and what can develop when
we are concerned in a deep dialogue. Then the reason can be changed to lis116
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tening. We change from looking at the concrete world of things, numbers
and facts to a living world, life system and ourselves. In order to achieve it
we have to activate and “feel” a special instrument: an open heart, which is
the emphatic capacity of making contact with another person or life system.
If this happens, we can feel an interesting turn in communication, we forget
our own agenda and start to see how the world opens through somebody
else’s eyes. During the communication at this frequency we often know what
the other person will say before it is said. Then we can also discern if the person uses suitable or unsuitable words to express something. This standpoint
is possible only if we have a direct feeling about what the person is going to say
before we analyse what was eventually said. We can cultivate and develop emphatic listening precisely as other personal qualities. This is a skill that needs
to activate another source of intelligence: the intelligence of heart.
3. Generative listening, I cannot express with words what I experience. My
whole being has calmed down. I feel calmer and present and more my real
self (me). I am connected to something that is bigger than myself. This is a
forth level of listening. It flows under the usual field of meaning (current
field) and is bound to a deeper area of future happenings. Generative listening is meant to “see” from the field of future happening. This level of listening requires the skill of our open heart and our open will – our capacity of
binding our highest future possibility with what the future brings us. We
know that we have communicated on the forth level at the end of communication if we realise that we are no longer the same as at the beginning of
communication. We have grown.

Usage of the first three forms of listening and communication is regarded as a condition for a dialogue. A dialogue is not only a method to reach the truth, but also a condition of
existence of self-conscious people who can reach knowledge about themselves and the world.23 A dialogue bears the marks of a direct, open, sincere, calm and active empathic listening. In
cases where a dialogue includes a common target, a dialogue can lead to a generative

23

An extract from the Dictionary of Philosophy.
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cooperation and can create something that could not have been reached on one’s
own. Consequently a dialogue can only take place in direct contact between the individuals, i.e. in a common activity.
The conditions are based on the following standpoint:
•

Communication is a condition for a task action based on an agreed approach.
Communication is solely directed towards performing one’s own part of the
agreement and controlling if the other party fulfils his or her own share

•

The task action based on a dialogue can create the conditions for selfimposed task action, innovative action in a work situation and an increased
interest in the development of a company.

•

The conditions for object action can require, beyond the competence to perform a task action, even insight and knowledge about parts of or the whole
context and situation of the company. Furthermore, the cooperation is based
on a dialogue.

4.3 Action process in a company
How can we indicate and develop the desirable conditions within a current action
process in an enterprise for a desirable direction? Before we penetrate this question
we shall refer to two case studies.4 The first is from a medium-sized manufacturing
company. In connection with the installation of a newly-bought machine in an existing machine line an unexpected and complicated problem occurred. The external
manufacturer of the machine was responsible for the installation, and solving the
situation took a long time. As a result the delay was expensive. Afterwards Stig (not
his real name), who was an employed machine repairman, said that he had seen the
solution directly but ignored it. The motive for his “lack of action" was that it was not
his responsibility because nobody cared about his opinion in connection with the

4

From a direct communication of the author with the representative managers and
with good knowledge about the current situation of the cooperation.
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assessment of specification of requirements. (Moreover, he knew from experience
that if he had helped, it would be his manager who would have taken the credit for
himself). Because no manager in the company knew about this “lack of action", the
positive basic opinion about the professional qualification of the repairman has not
been changed.
The other example is from a medium-sized manufacturing company working in the
food industry. The board of directors in this company had developed a new policy
for leadership and collaboration. They understood that participation and having an
influence on one’s own situation at work were of great importance for the "spirit"
that they wished to have in the company. One estimated that this "spirit" was tightly
bound with the business idea of the company because it made the offer for their clients trustworthy.
This policy, together with the assessment of the current situation in production, led
to the decision that the organisation of work should be changed. According to the
new policy a project group was established, which consisted of the production manager, human resources manager, a team leader representative of the trade union and
employees from different fields of work, with the task of working out a proposition
for the reorganisation of work. The employees were chosen from those who expressed willingness. When this project had already been in operation for months,
there was a power failure in the whole company, which caused a block of production
for some hours. Helene, a woman who participated in the project, but without any
manager or leader responsibility, decided to take an initiative and gather her colleagues. By candlelight she led a discussion about the current work so as to develop a
new organisation of work.

4.4 Taking individual responsibility
In case of Stig, he did not take responsibility and present his solution to the problem
that occurred. According to his statement, it did not depend on the fact that he could
not, but that he did not want to. Such an approach depended, for example, on a lack
of dialogue (no participation in the assessment of specification of requirements),
which Stig understood as ignorance of his professionalism. His given task in connection with the installation was, according to the instruction, the sole assistance to those
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who were responsible for the installation. Helene’s initiative consisted of her inviting
her colleagues to a goal-oriented meeting to which they voluntarily came and participated. Her aim was to describe what happened and ask the others for their opinions,
thoughts, feelings and ideas about the changes that could move the project forwards.
The conditions for this initiative had developed over a long time thanks to the dialogue present in the project work: a dialogue that brought about both new learning
and a changed approach. Her learning, which exceeded her competence as her agreed
task work required, was insight and knowledge about the situation of the company,
which needed a change of work organisation synchronised with the business idea of
the company. With this knowledge Helene would not have presented the aim of the
discussion nor understood the meaning of the conveyed opinions. She also showed
confidence in the sincere purpose of the company for the future changes and believed in the expressed will of the company to find a good solution for both the company and its employees. It had been certified before because the board of directors of
the company showed it in an action, namely the performed programme of development for the employees, so as to let them participate and take greater responsibility in
and for their situation of work.
Both of these case studies show what happened in a common activity and what was
shown in their different actions. In the case of Helene, it was her competence that
combined with the insight and knowledge of the company and the need for change in
a company. Thanks to which it was possible for her to take the initiative to look for
relevant opinions that could contribute to the benefit of the continued project work.
Stig had the right qualifications but not the right approach; that is why there was no
initiative. We can imagine, in that case, that we need both qualification and the approach to perform a self-imposed unexpected action in a company.
Qualification for taking individual responsibility can be described as a way in
which an individual decides to use his or her own insight, knowledge and experience
in a common activity and in which he or she decides what will be done afterwards.
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4.5 Common activity

Both of these examples show that the conditions are constituted in a common activity and that they are decisive for if, how, which and in what way the action shall be
performed. It can also give rise to the explanation that the conditions for learning and
a changed approach are based on a common activity. How can it be constituted in a
common activity and lead to a demanded action?
Before we penetrate the question we shall concentrate for a moment on what we
regard as learning. With some limits, and for an expressed target, learning can mean a
changed skill of action. Learning for task action can, for example, be learning to swim
or ride a bicycle. Another example of task action can be learning to move various
chess pieces according to rules, while object action can be a change of "power balance" between white and black chess pieces during the game. We can notice that
learning for a task action which is the development of the professional competence
of an individual for a task (cleaning, turning, surgical operation, giving lectures, X-ray
analysis, spacewalks, research etc.) can be distinguished and developed regardless of
the object. However skilled the specialist is (turner, surgeon, car repairer, researcher)
in the performance of his or her own profession, it does not have to mean learning
about the changed status of an object. Naturally the status of an object cannot be
refined without knowledge of the object. Learning for object action can be initiated in
a common activity in a company in connection with the demanded action that is formulated. Every self-imposed action carried out later on can depend on the startingpoint and the given conditions for the formulation. The starting-point can be derived
from the vision of the company with the given conditions concerning the factors of
the surrounding world, the strategic direction on the market with defined aims on the
share of the market, the decided production planning with the defined economic
frames of quantitative and qualitative targets on the products.
That which can effect the emotional status of an individual is everything that can be
offered in the form of material compensation (payment, piece-work, extras based on
the results, bonus etc.), the effect of participation and freedom in acting in one’s own
situation of work, for example how much they listen to us (compare Stig’s case) or, as
in Helene’s case, the effect on one’s own future situation of work. Another thing that
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can affect it is a promise that is given before the performance of the action. We can
understand the emotional effect on the approach of an individual through Hannah
Arendt who meant that if the words and actions are congruent, confidence and trust
arise, but in the case of their disagreement, the opposite situation develops. For example, there can be unanimity between the expressed promises, aims and motifs,
estimations, etc. before the action and during its duration. It is important to understand that such a situation should not only be in the given action, but also in the context beyond this action. Such an effect takes place naturally insides one’s heart and
can then be influenced to take an individual initiative.
Common activity bears the marks of the used form of communication, which affects
the character of cooperation and the form of action. The form of communication
indicates how we can take advantage of the qualifications of an individual. Downloading, object-focused or factual communication seems to be a sufficient condition to use the
qualifications of an individual separately and in combination while the dialogue is
required to combine them. A separate and a combined qualification fulfil the necessary requirement for the foreseeable task action within the professional field of facts,
for example house building. We can describe the cooperation of the separate or combined qualifications of individuals as 1+1=2. If we regard the qualification of one
individual as a yellow colour and the qualification of the other as a blue colour, then
in the combination of those two colours we can have yellow and blue colours in different shades. But if we mix the colours (integrate them), we receive a number of
different green shades in which we cannot recognize either yellow or blue "qualification", i.e. 1+1>2. Integration of the qualification of the individuals can be achieved
through dialogue, which seems to be necessary for generative cooperation. In a
current action situation an available qualification can thus depend on the way the
demanded action is constituted in the common activity, and is described as action
liquidity hereafter. The action liquidity can vary depending on how it was constituted
and can be developed through what is done, i.e. if the physiological and intellectual
skills of an individual are used separately, in combination or are integrated.
That which is performed in action in an enterprise depends on the interaction between the action liquidity and the approach. Even if there is a qualification for the
intended action, it does not have to mean that this qualification is used to perform
the action (compare Stig’s case). The action liquidity and the approach can be regard122
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ed as the interaction process, which in turn integrates with the other processes in the
current environment of action. Because every individual and life situation is unique,
the action that was achieved in one situation does not have to be foreseeable. That
which once has been done marvellously does not give a guarantee that it shall be
repeated. It is simple to foresee if there is a concrete obstacle, for example a high
jumper that succeeded to jump over two metres is highly unlikely to repeat it with a
leg in plaster. If the obstacle is unexpressed and hidden in the heart of an individual,
it is more problematic to foresee it, for example in Stig’s case his heart said "no" to
presenting his solution. He explained that it was due to a lack of participation and
influence, i.e. there was something hidden in the environment of action that effected
his inner decision. However, it is not certain that another person with comparable
competence in the same environment would take the same decision, for example it
would depend on another interpretation of the situation or another estimation of the
eventual response. Thus we can draw the conclusion that just as a physical change or
a new skill can influence that which is to be achieved, it can also refer to a psychosocial change. Emotional changes can arise in connection with a new and changed understanding of an object, a superior or colleagues who can lead to altered estimations.
In turn it affects both the action liquidity as well as the approach, for example destroyed confidence between the parties can be synonymous with the faded action
liquidity for the self-imposed or innovative action.
The modern effect theory, which was firstly developed by Silvan Tomkins, explains
how the approach of an individual can be affected. Effects and thoughts compose
different parts of a common arena, which result in one’s personality. They effect to a
large extent our reactions and consequently our actions. According to Tomkins, effects (a part of environmental affordance) influence one’s senses and give rise to biological and chemical processes in a body, which in turn lead to different experiences
of feelings. Consequently, the feelings are “stored” in one’s heart in the form of emotions. According to this theory, someone who later receives similar affordance can
experience the same feelings because the same biological and chemical processes
from the past are provoked. For example, many of us can prove it when we visit
schools from our childhood; we have the same feelings as when we attended them. It
is also a very individual matter how thoughts and feelings influence emotions in a
new situation. We can draw the conclusion that the development of an action liquidity and approach can only be created through the development of conditions for
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them, or, in other words, through the development of action environmental affordance. According to the theory of perception (Gibson 1979), affordance is a concept meaning an environment that offers the organisms which can be found in the
environment. Environmental affordance can have a favourable (positive), harmful
(negative) or neither favourable nor harmful effect on the forms of life in an environment. Environmental affordance can be regarded as a spectrum which consist of
numerous different manifestations of influence, for example the physical climate (air
temperature, air movement and air humidity), technology, economics, politics, aesthetics, ethics, morality etc.) with the limits that we imposed meaning that there is
only a part of affordance which can arise in the common activity that is going to be discussed. It does not mean an ignorance of the other aspects of affordance, because
these are the objects in the common activity, i.e. despite the fact that there are economic, logistic, administrative or technical problems in an enterprise, it is mostly how
the current approach and the available action liquidity are regarded as decisive that
decides the way in which the problems can be dealt with.
Common activity seems to be an easily influenced and constantly changeable source of
affordance of an enterprise. Through observation of how the demanded action is
formulated, decided and motivated in connection with its performance and followup, it indicates the environmental affordance for the action liquidity and approach.
•

A condition for the task activity, which is founded on the self-interested approach, is a communication that is solely focused on performance of one’s
own part of the contract and on control, so that the other party fulfils his or
her own deal and guarantees that.

•

A task activity that is founded on a dialogue can create conditions for the
self-imposed task activity, innovative activity in a work situation and increase
interest in the development of the company.

•

Conditions for task activity require, beyond competence for task activity, insight and knowledge about part of or about the whole context and situation
of the company. Furthermore, the cooperation is founded on a dialogue
about mutual deference and relevant exchange of the performed, not the
contracted, action.
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The standpoints previously taken can mean special and distinguishable requirements
regarding environmental action affordance. We have already described two different
viewpoints about motivation of the action, namely to only have the demanded action
as a motive or parts of the whole direction (object) of the company as a motive. It
depends on which viewpoint has corresponding requirements for the character of
cooperation. This leads to the fact that environmental action affordance describes the
common activity and connects it to the current environmental affordance and thus
estimates which conditions should be fulfilled for an individual action. Two distinguishable forms of environment of action are going to be described. The first one is
called an expert environment, with the conditions for the task action as in point 1
above. The other has been labelled as humanivity environment,6 with affordance
for the conditions that are required as in point 3. Environmental affordance for the
conditions for point 2 means an element in various extents of those two characteristic
environments.

4.6 Individual action
Action inside and for a company consists mostly of the performed action of every
single co-worker. It can be a task, object and/or innovative action that has been performed individually or in cooperation. An individual taking of initiative (qualification)
seems to be decisive in interaction with the environmental affordance for what is
achieved. That which has been achieved can give rise to an individual or common
reflection, like the development of new ideas, feelings, insight and knowledge, which
can lead to the changed status of both what can be done and what is going to be
done. Consequently, that which has been constituted in a common activity can be
realised through an individual action. It means that the performed action creates new
conditions for the individual initiative in a common activity etc.

6

The concept of humanivity was coined by Kenneth Daun in connection with the Program
of Ambassadors (2001) in the municipality of Åstorp. The concept has been developed
further together with Professor Curt R. Johansson and described in the article "Humanivitet" (2003).
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Figure 5
Figure 5 presents a sequence consisting of taking an individual initiative, which affects
the common activity, which is in turn a source of action liquidity and approach and an
interaction between them. A lasting action process can be observed as a "stored"
series of sequences from the past which is a source of the current sequence and supposedly contains the conditions for the continued process. The "key" of the action
process for learning and emotional effect is to be found in a common activity where
an individual action and future initiative are constituted. If the performed action is
regarded as a "lock", it can be opened only with the right key, which is a planned and
desirable action. Naturally, if the "lock" is changed, the key should also be adjusted
and vice verse. It means that if the innovative proposals arise, the "right" key should
be found, i.e. a common activity with the conditions (action liquidity and approach)
for such a form of action.

126

Kenneth Daun - Humanivity

4.7 The conditions of an expert environment
It has been mentioned above that the demand for the action is constituted (formulated, decided and motivated) in a common activity. It can happen absolutely independently of one party or in a mutual cooperation between the party that has a demand and those who shall perform the action. In a company it happens between a
manager and an employee. We have also described different forms of communication
as a feature of different characters of cooperation. The necessary conditions to have
the task activity accomplished are relevant competence of the employees and an incentive to have the demanded action done. For the task action the company can employ, develop or liquidate the staff according to the need of competence and the
change of demand. An incentive for this form of activity can take place through application of well-know results of researches within the field of work motivation. With
such an application it is possible for the management team, on their own, to choose
forms to employ, develop, lead (stimulate the others) and organise the employees for
the defined action. The Institutet för verkstadsteknisk forskning7 has described basic
theories in work for such an application. It can be seen how one’s behaviour can be
affected by the observation and assessment of its needs and life situation. It becomes
a starting point to adapt different factors of a situation (work shaping, leadership,
work group, payments and communication) as an effect on one or more individual
forms of motivation and thus also behaviour. It can happen without direct personal
contact. The primary research references are Maslow’s theory of behaviour, the learning oriented motivation theory, cognitively oriented motivation theory,
the theory of cognitive dissonance, social reference group theory, Hertzberg’s twofactor theory, Mc Gregor’s Theory X and Theory Y and group dynamics. A developed expert strategy can ensure the necessary conditions for well-known and foreseeable action as well as problem solving within one’s own profession. The others (experts), not those that perform the task action, consequently develop the necessary
conditions for task action. “Down loading-” and “object-focused or factual listening” fulfil the requirements of a form of communication which is congruent with
what Hannah Arendt meant and can happen in isolation without any cooperation, but
only with the given instructions. These are sufficient conditions to have the task ac7

IVF-Resultat 75647 December 1975
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tion performed, but the inner decision can be founded on compulsion, incentives or
seduction. A forced action is performed because one regards it as the only possibility
to make ends meet. An employer uses his or her absolute power, within the frames of
legal work law and collective agreement, if for example it refers to the interpretation
of a contract or division of work. In the case of “compulsion”, the gain of an employer at best is exactly that what has been agreed and what is possible to measure or
objectively estimate. The task action cannot be performed under “compulsion” for
many reasons and requires a completion incentive, for example through the development of forms for the employees so as to give them a feeling of participation. The
employees are invited to share their opinions about the changes, which practically
have already been decided. It can be regarded as a link in the process of anchoring
with an aim to help the implementation of the changes. The other forms of incentive
for the “right” approach use a material reward system. Superficially it can be understood as a way to motivate the employees, but a deep analysis shows that it is a great
manipulation. Whatever is promised before the action can be regarded more as a
“bribe” than as a reward because the reward is given when the achievement surpasses
the expectations. The other method for incentives is a combination between
“stick/carrot”; for example, in order for a manager to have an uncomfortable task
carried out he or she says: “If you do this, I shall think specially about you during the next
salary negotiations or during the change of organisation which we will have next week”. Such
statements are not helpful and can be regarded as both a reward and a threat. Because
such incentive methods are applied one-sidedly by the managers, we can call them
manipulation.
Another, more sophisticated form of manipulation can have a charismatic character
or be a richly material “reward”, which means that the employees devotedly allow
themselves to be led without greater questioning. It can be regarded as another form
of manipulation, namely as “seduction”. One can build “fanaticism” or great “indebtedness” on seduction, which means that it can become difficult to refuse to perform the demanded action if that means inconvenience.
An environment of action in which the common activity bears the hallmark of the
fact that experts (those in power) initiate the action in isolation is called an expert
environment, which then only in the best-case scenario has affordance for the task
action.
128

Kenneth Daun - Humanivity

The existing describable variables8 for an expert environment can be compared with
the factors that Kenneth Goodpaster showed in his research, known as teleopathy. It
contains three main symptoms: fixing, rationalisation and outdistancing, with consequences like discomfort and illness. These factors are characterised by 1) short-term
aims, narrow perspective and wide limitations as well as self-interested maximal results for the enterprise (fixing); 2) an individual does not have any influence, since
there are “a market, a board of directors and other untouchables” who have an influence on the situation of an individual. An individual denies or reinterprets the reality
so as to easily take a decision and perform the actions (rationalisation); 3) a relation
between the brain (rational) and the heart (feeling) is cut away and also wanted by
empathy,
which
leads
to
emotional
insensitivity
(outdistancing).
4.8 Conditions for a humanivity environment
Adaptation of research results within the field of work motivation has been mainly
used to develop the tools and methods to have the action performed, which would be
initiated by people other than those who perform it. A self-imposed task, object or
innovative actions in an unforeseeable situation are by their nature impossible to
formulate and motivate beforehand. Because the affordance of an expert environment has only the conditions to have the foreseeable action performed, there is a
necessity to develop an affordance of environmental action. Then the self-initiated
task action, object and innovative action require insight and knowledge about the
object, its context and situation as well as a mutual voluntary approach, clearly developed conditions, and affordance, which is in the environment of action. Moreover, it
is also required that the applied research results need to be instead used to develop
the affordance of an environmental action that contains the conditions for the forms
of action, i.e. even the effective task action. If the expert environment applied the
theories of motivation completed with the research results of, among others, Aaron
Antonovski, C. Otto Scharmer, Chris Argyris, Karl E. Weick, there would be logical
conditions for the development of such an affordance instead of the construction of
expert tools. An affordance of environmental action which contains conditions for
the self-imposed task, object or innovative action shall be called a humanivity environment. The variables that describe such an environment can be compared with the
8

See KLS variables in chapter 4
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factors that Aaron Antonovsky (1923-1994) identified in his Salutogenesis theory
(feeling of coherence). These are 1) Comprehensibility: an individual understands participation and the context in and for which they act, 2) Manageability: gives an individual
responsibility with authority, active people take responsibility and 3) Meaning. Meaning signifies that there is harmony between the effect of a performed action and value
of life. Previously we mentioned Hannah Arendt’s theory of human activity and
brought up C. Otto Scharmer’s view on human communication. Comprehensibility
that can be reached through insight and knowledge about the object and its situation
is a link between them. Comprehensibility of the employees can be solely ensured
through dialogue between them and the one or those who have "power" over the
object. Manageability and meaning out of their nature demand the conditions for the
mutual trust that can be formed in a common activity, but the performed action
shows the grade of the trust (see Arendt). Below we find a deeper description of the
concept of humanivity derived from the article "Humanivity" (Professor Curt R.
Johansson, Kenneth Daun, 2003):
The philosophy of humanivity is included in the family of theories of organisational psychology that
started to develop together with the famous Hawthorne studies in the 1920s (Roethlisberger & Dixon, 1943) and Human Relations School and which later has been further developed and declared as
a self actualisation of Maslow’s human (1954), McGregor’s theory Y (1960), Argyris’ model II
(op.cit) and Likert’s system 4 (op.cit).
The development of humanivity imposes, however, complementary requirements of competence on the
employees beyond the factual one (see above the "hidden structure"). The scientific platform for this
and the rules for personal-, competence- and organisational development hinge upon the Hourglass
model (Johansson, 1993, 1994, 1999, 2000) and its theoretical starting-points:
•

to organise activities and the individuals in an organisational network which overcomes the
levels of position and limits of competence – Likert’s theory about organisational "linkingpins" (Likert, 1967, [1969]).

•

to learn through observing and reflecting on the experiences of everyday life as well as to test
their universal validity in various situations – Kolb’s theory about an experienced-based
learning system (Wolfe & Kolb, 1991 ).
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•

to motivate for the change and create the readiness to act through detecting and analysing a
contradictory state in one’s every day as well as attitudes and values – Festinger’s cognitive
dissonance theory as a motivational incentive (Festinger, 1957 ).

•

to attain the change through the direction of the action – Argyris’ theory of action science
(Argyris, Putnam & McLain-Smith, 1985).

•

to make all changes of thoughts, feelings and actions as foundations of the development of
action take place in every single individual.

The idea of an Hourglass model about rotation between individual- and a group-related perspective
and its importance for the separate processes of development - personal development, social development, professional development, commercial development and organisational development, create the
insight and attitudes which are required so the employees leave enriching benefits for the increased
competitiveness for the enterprise.
The humanivity environment bears the hallmarks of:
•
•
•
•
•
•
•

mutual respect and acceptance of basic values
taking responsibility for the life environment and its development
taking responsibility for human development in the life environment
participation in the development of the ideas and long-term policy of the controlling and
leading system is developed by and for those who take responsibility for the performance.
target, decision and performance are founded on consensus
common responsibility for the performance of imposed tasks and agreements within the contract frames
exchange of achievements is mutually enriching proportionally to the value of achievement

It can mean for the company:
•
•
•

self-driven operative action
strengthened competitiveness through increased liability of change of the engaged persons
liberated time from tackling problems and managers and staff functions, which lead to increased productivity when the employees handle most of the problems by themselves in their
situation of work as well as take responsibility for quality in their work
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•
-

increased individual freedom to act and really effect on one’s own situation of work leads to:
increased responsibility and more proposals for improvement and development
better mental well-being with lowered absenteeism from work as a consequence

•
-

more challenges in an enterprise, which leads to personal development, meaning:
lower employee turnover
increased attractiveness in the recruiting process of necessary insight of competence about
the business idea or the mission of an enterprise9 creates an increased tendency of change,
which signifies quick adoption to the changes in the surrounding world and new requirements from the clients or employers

•

better handling of salary formation because a necessary competence does not have to be
"bought" urgently with increased salary drift or real demoralisation in the organisation and
consequently leaving an employee feeling disrespected

Even with the juridically binding agreement between the parties (employer and employee) a mutual voluntary approach can be present or can develop. In most work
environments there is always something which is necessary to do or which can be
regarded negatively by others, for example that the action has low status or is not on
the level of one’s competence. In expert perspective the situation can be solved
through given orders. In a Humanivity perspective a dialogue creates insight and
acceptance for such necessity of action. Acceptance is achieved for the task action,
and without greater insight and knowledge about the context of the company, i.e. the
same action can be attained in the expert perspective. Only the relevant competence
is demanded for the agreed action.
If an action surpasses that which has been agreed and is self-imposed, participation in
planning of performance seems to be necessary because this form of participation
gives an insight into the situation of a company and an understanding of its aim.
Compare Helene’s participation in the project – such participation enables not only
the self-imposed action but also creates the possibility that the action will be motivated later on. Such an action is based on voluntarism, which means that an action is
performed freely. Without deep philosophical reasoning, freedom arises if the conditions given below, among others, are fulfilled:
9

It pertains to both commercial companies as well as public enterprises
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•

•

•
•
•

A human being is an existing free subject (Jasper) who possesses the possibility to relate to himself and his situation in free, responsible situations of
choice (Kirkegaard).
Freedom assumes consciousness of one’s own situation, then one’s decided
choice assumes that one is conscious about one’s situation and the consequences of the action.
Freedom means that a human being is free if he/she realises about
him/herself.
Insight in inexorable necessity of existence is regarded to be absolutely central for free life.
Every human being has an individual task (idea of personality) which he/she
shall fulfil through free, indeterminate (not determined by reason) choice so
as to reach full freedom.

When the parties in relationship managers – co-workers have mutual confidence and
there is a developed skill to take responsibility to achieve the agreed aims there are
conditions that the action is performed on the level of freedom. The superiors rely
absolutely and firmly on the fact that the co-workers accomplish the agreed target
according to the plan. So as to independently perform the action on the level of freedom there is relevant authority connected with the imposed responsibility.
One of the strongest motives for power is a challenge against the furthest limits of
one’s capacity. Conditions for individuals in a work situation can be offered in the
form of participation in the project, analyses of different situations (internal and external), and participation in assessment of parts of or the whole enterprise. This level
is called the level of challenge, and on this level perhaps the strongest emotional
commitment can develop within the enterprise.
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4.9 Regulation of a process of action in a company
It is clear that an orienteer needs to know where he or she is and where he or she is
going in order to decide about the route to take. Analogically it can be applied to a
well-reasoned change of a process of action in a company. How can the current situation, a desirable position and a concrete choice of method be described for a process
of action? Chapter 3 describes a process of action as a series of chronological sequences, and it is in a common activity that a process of action can be consciously
influenced (regulated). That is why the current constitution for an action can become
the starting position of a change. The constitution of variables describe the “control”
of an action and who is participating and has influence on how, what will and can be
done. Through “freezing” an ongoing process of action it can be observed how:
•

Available competence is applied, supported and developed (K)

•

Leadership acts regarding formulation of a demanded action, aims, decisions and follow-up, choice of a form of communication and response to an
action which is performed beyond that which has been agreed (L)

•

A defined structure is composed regarding the organisation of work,
adapted administrative control system, grade of adaptation to the laws and
agreement, and the presence of a particular formal and informal set of rules,
which can effect the freedom of action (S)
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Figure 6
K, L and S can be treated as variables that give a mirror image of how the action is
constituted in a common activity. That in turn indicates the conditions. A subsequent
analysis gives a comprehension of the current affordance of environmental action,
which is a logic assessment of the character of cooperation and action that is expected to be performed. There is a logic connection between the status of KLS variables and current affordance.
The example given in the questions below gives a concrete comprehension of an
affordance of environmental action.
1) Competence
•

How are knowledge, experience and skill (qualification) adapted in a company?
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•

How is an unforeseeable problem that arises in a situation of work tackled?

•

How is it decided what is going to be done?

•

How does a company have access to the necessary competence that is missing?

•

How does a company have access to competence to solve complex problems?

•

What is the foundation of the development of competence in a company?

•

How is the development of competence planned?

•

When is the development of competence performed?

2) Leadership
•

How is everyday work planned?

•

How are complex problems tackled?

•

How is the project of changes formulated?

•

Who takes the initiative for the necessary project of changes?

•

What is characteristic for the communication in everyday work between the
superiors and the employees?

•

What is characteristic for the communication before the general work of
change?

•

What is characteristic for the discussion regarding the relationship between
superiors and co-workers?

•

What is characteristic for the communication regarding the development of a
company?
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•

What can an exchange for the self-imposed initiative for improvement be?

•

How is the agreed exchange defined?

3) Structure
•

How is the organisation of work composed?

•

How are responsibility and authority shared?

•

What relates to investments? (for example, new equipment, new control systems etc.)

•

What happens if something unexpected occurs and requires immediate intervention?

•

How is everyday work followed up?

•

How are the reports of results of the concerned persons treated?

•

How is the cooperation of the administrative control system carried out?

•

Who follows up and analyses the reports from the control system?

4.9.1 KLS analysis
The responses for the above questions can give answers about who is participating
and has an effect on how, what will and can be done, i.e. traits of a common activity
or description of an affordance of environmental action. KLS variables can be used
to define the present and future situation in a process of action as a foundation for a
decision and a plan for the continuation of a method. As is well known, the reality of
the situation is neither black nor white and this refers also to environmental affordance. Probably it contains some parts of expert and humanivity environment
affordance. KLS analysis has been composed to define this division through interpre-
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tation of answers in comparison with the two different univocal features of environmental action.
4.9.2 Features of an expert environment
A feature of competence in an expert environment can be the fact that the demand
for competence is adjusted so as to mainly and effectively cope with the operative
action of the company. Some of the individuals in the company possess the necessary
competence for long-term development of the company and are qualified for problem solving, in other cases a company will consult external experts. The knowledge,
which the employees show during the recruitment process, seems to be sufficient.
Technology and the content of work are adjusted to some extent to the level of competence. Normally there is no expressed long-sightedness for the company. The majority of employees are fully engaged in their everyday work, so ordinarily there is no
space for training. If there are not usually any training plans, the lack of competence
emerges firstly when the need for it becomes clear, for example in connection with
important changes in the company. Partial training is created in such cases for those
who are directly involved and usually by the external experts. In the case of another
training, the manager takes responsibility and plans different parts of the training, for
example quality training. When giving priority between the training action and something “acute” in a situation of work, it is usually the training action that is prospective
for the future. Regarding leadership, the work tasks are well formulated in an enterprise, i.e. everyone is familiar with their own tasks. When new and unexpected problems emerge it is usually a manager that takes care of them. In the case of longer
breaks (engine breakdown, lack of materials etc.) than the planned ones, a manager
assigns new work tasks. If there is no task to be carried out, instead of waiting this
could be, for example, cleaning. Higher managers take complete responsibility for the
follow-up and account for the analysis and arrangements if the planned results are not
achieved. The board of directors is the only group that has access to different systems
of follow-up and control. If the planned results of work are not obtained, the superior becomes involved to analyse, takes necessary measures or makes changes to the
situation of work. The information from the follow-up system is usually given only in
exceptional cases.
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The employees are commonly informed in cases of negative deviations or changes
regarding working conditions, for example routines, motifs, different kinds of corrections, etc. Basic information about the economic situation of the company can be
given. Rarely somebody receives information regarding their own work achievements.
The managers “listen” when new ideas concerning the enterprise are proposed, but
very seldom pay much attention to them. Important decisions, which concern the
employees, are presented in the form of brief information with an opportunity to ask
questions. If there is no understanding of the taken decisions, persuasions or insusceptible arguments appear, for example due to the situation on the market, a board of
directors decision etc. The employees are treated in compliance with the current laws
and agreements, which are both central and local. The managers have an organisational right to appoint co-workers to perform most tasks, within the collective agreement. They apply this right sometimes in acute situations. The managers have no time
to ponder over what the employees think of their work or work situation. Most managers usually treat the employees justly and correctly. They usually have good
knowledge about incentives for effective achievement, anchoring and implementing
the decisions taken by the board of directors. The employees are allowed to express
their opinions and criticise, but are seldom considered.
The conditions of employment are regulated in the collective agreement and normally
a single employee does not have any possibility to affect it. They clearly regulate
compensation for overtime, work on holidays etc. The management consider that the
employees understand that if the company prospers thanks to their work, they do not
risk losing their job. In some cases, in order to handle tough problems, the managers
can resort to developed system of rewards. They can, for example, promise some
“reward” to those who are willing to perform more work than the agreement states.
Very often the reward has a material meaning and relates to the conditions of employment. In other cases it can be, for example, an office party; “a cake for everyone”
seems to be a good reward. The structure variables are characterised for the work
organisation, which is defined by the experts so as to achieve the greatest possible
productivity. Existent work tasks are well planned and systematically divided. Naturally there is an expectation that the employees are responsible for their tasks, but often
without corresponding authority. The work organisation is developed with the flexibility to quickly adjust to changes in the surrounding world, which affect the enter-
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prise. These are the changes about which most employees are unaware and thus have
no possibility to anticipate them or relate to them.
Those who work in administrative control systems require input which should usually
be reported according to given instructions. Very often those who perform this routine task have no knowledge why it should be done or why it is important for both
the enterprise and their own development.
The conditions of employment are defined unilaterally by the management of the
company, alternatively in negotiations with trade unions. Working hours are regulated
and there is very little deviation because most of the employees are dependent on
each other. Sometimes it happens that the employees are given the possibility to
choose their work time between some different working hour schedules. The amount
of payment is regulated by local agreements. Not many people know what the base of
the amount of payment is, and the possibility to have an influence on it is very small.
If the result of the enterprise is positive, there is a chance for a result-focused bonus.
In summary, we can draw attention to the fact that affordance of an expert environment contains conditions for action liquidity for the agreed task action, and an individual has an approach that can be based on compulsion, manipulation or devotion.

140

Kenneth Daun - Humanivity

4.9.3 Features of humanivity environment
One of the features of the humanivity environment is competence which company
regards as necessary; co-workers should have qualifications so as to take own initiative and define as well as solve the problems which arise in their work situations.
Furthermore, they have a capacity to propose their own suggestions, which contribute to the improvement of their work situation and consequently lead to the development of the enterprise. To achieve it there is a constant development of insight
and knowledge of co-workers regarding the development of the company and how
the surrounding world can affect the enterprise, i.e. a purposeful development so that
the co-workers can insert their achievements within the context of the company and
thus understand and actively cooperate for the changes. This happens through regular
planning and developing discussions for the coordination of the developing ambitions of the co-workers. Co-workers (managers and non-managers) have a common
responsibility for planning the need of competence and accepting the plan of its performance. New competence is developed in many different activities. It can be, for
example, participation in a project, analysing work, representation of the company in
different contexts, giving lectures, or spending leisure time on developing new skills.
Furthermore, it seems to be important that most of the co-workers develop their own
large contact network within their respective field of competence.

Leadership, which is another feature, defines the everyday work of the co-workers,
which is based on their short- and long-term targets. They know very well the general
target and can make their own decisions so as to achieve the agreed target within the
defined economic, temporal and qualitative frames. It assumes conditions for freedom of action. Only if something unknown happens, which is beyond one’s sphere
of responsibility, is it valid to consult a manager. Those who take responsibility for
tackling the problems follow up their achievements on their own and guarantee that
the agreed targets are obtained. Co-workers have knowledge about the administrative
control system that is used in the company and work groups can, on their own, effect
its shaping with an aim to cope with the taken responsibility.
Managers have regular discussions with their co-workers about what happens inside
the company regarding the results as well as short- and long-term problems. They
give direct and sincere mutual “feedback” concerning their experiences of the situa141
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tion of work. The managers listen to them and assess the propositions of improvement of their co-workers. New ideas are conveyed to the interested so as to create a
possibility for reflection and eventually to contribute to the development of ideas and
adjust them to the situation of the company. All persons involved receive a chance to
think about the suggestions that can have an influence on them and express their
opinions. If the standpoints are relevant, they become the basis of the final decision.
People have the same value irrespective of nationality, ethnicity, gender, level of education, task work, organisational status etc. Most of the decisions are founded on
genuine estimation of the suggestions proposed by the persons involved without
making distinction. Constructive criticism can be brought forth, and unpleasant and
delicate questions can be posed and discussed without any risk of reprisal.
A policy for rewarding co-workers is not necessary. The exchange beyond what has
been regulated in the agreement is adjusted naturally afterwards when the selfimposed extra assignments are taken; for example, the company notices and regulates
through dialogue if any co-worker has an achievement that surpasses their expectations. It is important that everyone who wants to has the possibility, in connection
with their private situation, choose the extent of their participation in the development of their situation of work and enterprise. Consequently, there is understanding
and respect because the co-workers can make own choices regarding their ambitions
in the company, which does not affect their future possibility of development.

Structure bears the hallmarks of the individuals/work groups who have independent
responsibility within the frames of agreed work organisation so as to achieve the defined target. They contribute with work methods, which are continuously developed
for improvbed effectiveness. The resource gains that appear can be divided for the
advantage of both co-workers and the enterprise. In connection with the changes in
the surrounding world, which effect the enterprise, a project group is created involving representatives from the concerned groups, who prepare a common analysis as a
base for eventual changes.
Every co-worker who has the confidence to take independent responsibility to
achieve the agreed work targets has the authority to cope with the task. Such respon-
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sibility brings about developed knowledge about existent control systems (economics,
production, quality etc.) in an enterprise and access to necessary information.
Working hours and salary are defined in a dialogue between a co-worker and their
closest manager. Mutual respect is given to each other without renouncing the positive and planned results. The factors that are essential for the amount of salary are
well known. It means that everyone involved in the enterprise can affect the development of their salary. There are even forms for dividing eventual improvement of
results, which arises in a company in connection with the creative effort of change of
the co-workers.
In summary we can say that the fully developed affordance of the Humanivity environment has conditions for the action liquidity for agreed, self-imposed task action,
object action and innovative action. The inner standpoints can be founded on mutual
acceptance, voluntarism and exciting challenges.
4.9.4 KLS method
As we have established, it is probable that an environmental affordance consists of
parts from both the expert and humanivity environments; for example, a variable of
leadership indicates that the form of communication is a dialogue, while a variable of
competence indicates that only competence for the task action can be adopted and
developed. We can draw the conclusion that there is a lack of appropriate conditions
for innovative object action. Another example is that even if there is an individual
qualification for the self-imposed action, but without economic authority, the action
cannot be performed independently. It means that variables of competence and respective structure lack balance, which signifies “friction of action”. These few examples show that KLS variables interact with each other, which naturally means that the
change of one variable effects the others, and it happens in the direction towards
both expert and humanivity environments. With the support of KLS variables the
action process is consequently regulated, which means that both action liquidity and
the approach are developed so as to create conditions for the desired form of action
for the purpose of an enterprise.
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The KLS method which is based on a theory about common activity
•
•
•
•
•

is founded through an initiative between two or more individuals
states the starting point for the demanded action
is influenced by the character of cooperation
guides a process of action
requires human skill other than the one that is demanded for the individual
action directly for the object

A part of one's skill is to be able to take initiative. An individual initiative in this
context can be based on reflection about the importance of action and cooperation
and its effects on the prospects of one’s own and the other's intentions. Briefly,
reflection signifies the thoughts and feelings of an individual from the past, present
and future work situation in a company joined with the situation from outside the
company. One's intention for the action can consist of many incentives, which in
cooperation can influence the driving power to an action in a company. The leading
incentives consist of 1) improved value for an individual, for example personal development, higher status, improved competitiveness, 2) stimulating "incentives"
consisting of material exchange in any form, for example fringe benefits, money,
travel, tickets to the theatre and education, 3) improved value for an object, for example improved competitiveness, enhanced economic results, enhanced reputation
(good will) on the market and/or in society, and 4) refinement of the context of the
object (business concept).
In a common activity the initiative (reflection, intentions) can be communicated between the representatives of the company and the employees, who can create conditions for the action for the object (parts of or the whole company). The manner in
which the conditions are understood depends on individual capacity and the level of
participation, which in turn leads to independent individual activities with different
effects. Beyond the effect as an exchange of the performed action (the "done" and its
service in return) the effect can also mean changing the individual skill, which leads to
"learning" through changed common activity. Figure 7 illustrates this.

144

Kenneth Daun - Humanivity

Figure 7

We stated in chapter 4 that in common activity the conditions for action liquidity
and approach could develop depending on the character of the cooperation and
how the demanded action was formulated, which is a foundation of the individual
activities. Is it possible for the management of a company to have an independent
influence, and how can it be done in practice if it seems to be impossible to give directives for the desired approach, which, for example, bears the hallmarks of mutual
trust? Such trust is deserved if in various situations the expressed words correspond
to the showed actions "In actions one shows who one is" (Hannah Arendt).
An action liquidity and an approach, as was pointed out before, depend on each other
but can be also conceived as abstract concepts, and thus they do not seem to be directly easily influenced, which is opposite to the foundation of the activity and
character of cooperation. The KLS method assumes that reasoning. According to
the method, the variables K (competence), L (leadership) and S (structure) have been
composed so as to estimate A) the current character of cooperation between the
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managers of the company and their co-workers and B) the foundation of the activity, which is a starting point for what is expected to be independently performed by
them in the company. A manager of the company can independently affect both the
character of cooperation and the foundation of the activity. The figure 8 given below
describes the common activity in the company and presents how individual skill and
learning can be developed.

Figure 8

KLS variables include competence (K), which indicates how 1) available competence is adapted (adaptation), 2) how competence is maintained, for example re146
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cruitment and training (maintanance), and 3) how and for which action it is developed (development).
The other indicating variable is leadership (L). This variable has been created to
show 1) the starting point for the demanded action, which, for example, can be authentic participation in the development of an idea, problems, targets, plans of performing the other defined aim or insusceptible description of tasks. It gives a picture
of how a demanded action has been formulated and decided (leading), 2) how initiative (reflection, intentions), agreement, formulation, follow-up and motive are communicated (communication), and 3) how an action which has not been agreed is
estimated and eventually compensated for (exchange).
The third variable structure (S) has been formed to point out 1) how the action of
employees is coordinated, the current participation of the employees and their effect
on their own work situation, and to what extent the employees are involved in the
project of changes (work organisation), 2) how the result of the action is followedup, knowledge of the adapted control system and access to reports which concern
their own achievements (control system) and 3) how the employment contract is
adapted and revised as well as how the labour legislative practice is adjusted to the
work situation (condition).
If the KLS variables define the current character of cooperation and the foundation of activity, it is possible to analyse how they integrate and indicate if there is
anything that could be performed independently. Furthermore, they indicate a grade
of freedom of action, which incentives are used for the voluntary action for the object, and if there are incentives and freedom to perform the action independently in
and for the company. They indicate the current level of common activity in a company between employers and employees. This in turn shows conditions for action liquidity and an approach. In other words, it shows a collective driving force in a
process of action.
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Figure 9

Dialectal cooperation means that a dialogue is a form of communication that is goaloriented, direct, open and calm and one’s own initiatives are set as a background of
an action. Apparent democratic cooperation means that the management uses a motivation for work research so as to stimulate one’s own demanded action, for example
anchoring already taken decisions by giving the employees a feeling of participation.
Even if an employee has such a feeling it cannot lead to a self-imposed action if there
is no authentic participation in the process of problem solving and setting the target.
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An above-presented mould for our aim shows four levels of driving force (individual
force, manipulation, common acceptance and mutual freedom). If the requirements
of the character of cooperation and a foundation of an activity are fulfilled, the conditions for the action liquidity and the approach are on a corresponding level.
Chapter 4 also explains that the common activity left characteristic features on affordance of environmental action.
Expert affordance is characteristic of the fact that the employees are steered towards
an aim, which is usually decided by their superior and is mostly beyond the influence
of the employees. The employees are conceived as manpower that is expected to
loyally perform whatever their superior has decided and what is within the frames of
the reached agreement. The agreement regulates what is to be done, the payment,
working hours, compensation for overtime and work during inconvenient time etc.
However, there is no regulation of the rights of the individual employees to have an
influence within their own work situation or personal development. The individual
"force" consists of the fact that the company has a need to have the work done and
an individual needs employment to be able to cover the costs of living. Individual
force, which is on the first level, means that the conditions for the action liquidity
consist of competence of the employees for performing the action and approach.
Changes, for example for the sake of improvement of productivity or for achievement of better flexibility, mean changing the agreed action, which requires motives
other than the agreed ones. To reach these changes some enterprises develop their
management to stimulate others to the changed action within the frames of the same
law and agreement, which are followed on the level of force. One can conceive it as a
development from authoritarian leadership to apparent democratic. The aim is
attain more achievements than on the level of force. The expert control is still directed to reach maximal results for the enterprise. The new point in the democratic
leadership is the fact that the co-workers have a feeling of participation. They are
invited to share their opinions just before giving information about the decision
(which has usually already been taken). A process of anchoring also has an aim to
make the performance of action easier. A sophisticated system of material reward is
developed and used for stimulation to the desired action without delaying complications. Superficially it seems to be a way of motivation, but a deeper analysis shows
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that to a large extent it is manipulation. We call it manipulation because it means a
"bought" service in return for beyond that which has been agreed. We can also call it
a bribe. Other methods of manipulation combine "sticks/carrots" as an alternative to
the system of reward. For example, an employer who has an inconvenient task to be
done says: "If you do this, I shall think especially about you during the next salary negotiations, which we will have next week”. Such statements are not obliging and seem to be a
reward (carrot), but there is also a hidden threat (stick) because something will happen if the unpleasant task is performed. Manipulation can also consist of a form of
lavish work environment or attractive recreational activities beyond the rich reward. It
leads to the creation of a great "indebtedness" to the company, which later can contribute to the fact that it will be difficult to refuse to "stand by" the company even if
that would mean great inconvenience. Irrespective of the forms of reward and a charismatic leader, the conditions are the same as for the action liquidity on the first level,
but an approach can be more positive to a changed or expanded achievement depending on other "incentives".
Expert affordance consequently lacks the conditions for most employees to share
innovative ideas and take an action initiative in their work situation or understand the
importance of quick necessary changes. It conforms to the factors that K. Goodpaster24 showed in his research, proving that they lead to discomfort and illnesses. These
factors are characterised by 1) short-term aims, narrow perspective, and wide limitations as well as self-interested maximal results for the enterprise (fixing); 2) individuals are beyond their own influence - there are “a market, a board of directors and
other untouchables" who affect their situation. An individual denies or reinterprets
the situation so as to easily make a decision and perform the actions (rationalisation);
3) the relationship between the brain (rational) and the heart (feeling) is cut away, and
empathy is absent. Expert affordance contains the conditions that lead to discomfort
in an enterprise, absenteeism due to illness, staff turnover, rejection, and other types
of sabotage.
Affordance of Humanivity is included in the family of theories of organisational psychology that started to develop together with the famous Hawthorne studies in the
1920s (Roethlisberger & Dixon, 1943) and Human Relations School and which later
24

KE Goodpasters – Theory of Teleophaty
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has been furthered developed and declared as the self actualisation of Maslow's human (1954), McGregor's theory Y (1960), Argyris' model II (op.cit), and Likert's system 4 (op.cit). An organisation of humanivity bears the hallmarks of:
•
•
•
•

•
•
•

mutual respect and acceptance of basic values
taking responsibility for the life environment and its development
taking responsibility for human development in the life environment
participation in the development of the ideas and long-term policy of the
control, the and leading system is developed by and for those who take
responsibility for the performance
target, decision, and performance are founded on consensus
common responsibility for the performance of imposed tasks and
agreements within the contract frames
exchange of achievements is mutually enriching proportionally to the value
of achievement

Affordance of humanivity is based on the truth that human and material resources
have the same priority and thus investing in human resources should be planned and
performed for the improvement of results in the enterprise. This type of viewpoint
has a long-sighted character and can result in:
1. self-driven operative action
2. strengthened competitiveness through increased liability of change of the
engaged persons
3. liberated time from tackling problems and managers and staff functions,
which leads to increased productivity when the employees handle most of
the problems by themselves in their situation of work as well as take
responsibility for the quality of their work
4. increased individual freedom to act and have a real effect on one's own
situation of work leads to:
- increased responsibility and more proposals for improvement and devel
opment
- better mental wellbeing with lowered absenteeism from work as a conse
quence
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5. more challenges in an enterprise, which leads to personal development
meaning:
- lower employee turnover
- increased attractiveness in the recruitment of necessary insight of competence about the business idea or a mission of an enterprise25 creates an increased tendency of change, which signifies quick adaptation to changes in
the surrounding world and new requirements from the clients or employers
6. better coping with salary formation because a necessary competence does not
have to be "bought" urgently with increased salary drift or real
demoralisation in organisation and as a consequence an employee feels
disrespected
Affordance of humanivity can also be described on three characteristic levels. In all
enterprises there are absolutely necessary concrete work tasks that must be performed
precisely as an individual needs to earn a living. Naturally, for example, production of
a manufacturing company should be as effectively as possible connected to constant
improvement of productivity. On the third level there is a dialogue with those who
are responsible for the activities and actions that are required to produce what is demanded, what is sold, or what will be sold to generate profits for the company.
Common acceptance is created through dialogue and through listening to and respecting each other's intentions and existential needs. A dialogue leads insight and
knowledge about the manufactured product and the importance of the fact that the
product should correspond to the needs and expectations of clients as well as satisfy
the requirements of the market. This in turn leads to insight and knowledge about
what the achievement of the employees means in the context of the company and
thereby create the conditions for an action liquidity other than the one that has been
developed on the two first levels. A dialogue about each other's intentions, dependent
on the harmony that is between the incentives, leads to an action that was not contracted within the frames of the agreed aims, without receiving encouragement or
calls from the manager. If a dialectal cooperation for the necessary action of the
company to maintain its existence characterises the level of acceptance, a next level, a
25

It refers to commercial companies as well as public enterprises
152

Kenneth Daun - Humanivity

level of freedom, is characterised by mutual freedom. Here the parties, over a long
period, develop respect and confidence for each other through common reflection
and dialogue about their intentions of cooperation and actions for the company. At
large, full freedom of action means freedom to make choices to perform actions with
the agreed context, i.e. a guideline and agreed budgetary limits. The level of freedom
is reached by giving the employees the possibilities to take up various challenges in
their work situation. Such challenges can have the form of participation in projects,
analyses of different situations, problem solving, expressing ideas regarding development, etc. The effects that can be obtained in connection with such challenges lead to
enhanced insight about the enterprise, improved skill to participate in common activities, and personal development beyond the self-result that was the target of the challenge.
Aaron Antonovski carried out research about which factors in the organisation have
a decisive importance, so that people in the organisation develop positively and are
healthy. He identified these factors in his Salutogenesis theory (feeling of coherence).
It emerges that the most important "health factors" mean that people have a skill to
situate their own achievements in a greater context (comprehensibility), that they have
real insight and can influence their own work situation (manageability), and that they
see their work and the products of the company as meaningful and act loyally towards
themselves and the enterprise (meaning). This is synonymous with the humanivity
affordance of the environmental action.
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5. Entrepreneurship as an object
5.1 Introduction
Affordance of the humanivity environment requires communicated insight and
knowledge about the context of the company, to create participation in the formulation of the demanded object action of the company. To achieve this a general model
of “entrepreneurship” has been made that can be used to give a picture of one’s business concept and create an understanding of how the surrounding world can affect it.
The presented model has been developed in cooperation with active entrepreneurs,
some chosen employees, researchers and some people responsible for different projects within the business world. The model is divergent and generally describes different detailed parts and indicates inter-influence. Divergence means that it does not
focus on any specific perspective but can be applied to anything that has been agreed;
for example, in the business world, in a technical, economic, competence or action
perspective and in cooperation between companies, employees, universities/high
schools, organisations of entrepreneurs and authorities.
In the introduction to the seminar about the KrAft-programme26 a question was
posed to the participants (researchers, entrepreneurs and qualified consultants):
“What does strategic business development mean?” There were almost as many
standpoints as there were participants. The opinions concerned the development of
new markets, product development, investing in production, development of leadership, organisation and competence etc. These, together with the personal motive of
entrepreneurs (to make as much money as possible) and entrepreneurship, created an
unclear picture of what was meant. It shows that it is important if different parts in
cooperation contribute to the development of small and medium-sized businesses
(SME), which can be easier if there is a somewhat homogeneous understanding of
what is meant with the object of entrepreneurship. The object can describe an idea
of the content and the form. Form in this context means how the idea of content
will be realised.

26

A national program with an aim to develop a dialogue between SME:s and the universities/High schools to create conditions for growth.
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Can we describe objectively such a general model despite the subjective motives and
without the necessary economic and human resources and its tactical disposition?
Most of us have knowledge about how the car is composed of different units; for
example, chassis, engine, gearbox and body. It is also well known that each unit consists of different components, like crankshaft, cylinders, fuel pump, CV joint, wheel,
disc brakes etc., and each of these components consequently consists of other details.
Furthermore, each component contributes with its own unique function to the car’s
correct operation and has another meaning for the function of the car. For instance,
it is possible to drive a car with a defective body and without brakes, while it is absolutely impossible without a working fuel pump or power transmission to the wheels.
The size, style or function of the car can vary in many ways, but no matter if it is a
Formula 1 racing car, a large luxury car or an old vintage car, a general model can
describe all cars and explain the importance of the included units for the function of
the car. Such a description can be prepared in separation from the proprietorship,
who is responsible for financing the car and how they do it, and its operating costs.
Beyond knowledge about the structure and function of the car, a car requires human
skill to operate it. It is worth underlining that knowledge about the context of the car
differs from the skill to drive it.
Now we shall present an analogue model for the object of entrepreneurship. This has
grown up from different projects together with active entrepreneurs, representatives
from public industrial companies and researchers from universities/high schools. The
aim is that this general model of entrepreneurship as an object shall give knowledge
about entrepreneurship through somehow describing different well-known functions
and its under functions and see how they can influence each other; for example, a link
between the customer’s needs and the product, selling and production, etc.

Attention! The model shows only the knowledge about various functions of entrepreneurship and
their mutual influence. In order to set up and run a company it is important to complete it with
knowledge for the entrepreneurship. Within the company, the model can be used for strategic, tactical
and operative planning and can create possibilities for building understanding for single operative
action in its context.

155

Kenneth Daun - Humanivity

The model is divergent, which means that it does not focus on competence, technology or economics, but becomes dependent on the development of the content of the
company and on the manner in which it is formed to give profitable results.
Knowledge about the object of entrepreneurship gives a "reference picture" so that
the management of the company can receive and interpret the course of events in the
surrounding world and they can be used to continuously reconsider "sustainability" of
the direction of both the business and the technical strategy. For instance, what can a
discernible crisis in the motor business mean for demand? In depth knowledge about
the object of entrepreneurship beyond internal usage in a company (cooperation with
co-workers) can also be adopted in the cooperation between entrepreneurs and their
interested parties, such as customers, financiers, and suppliers for direct business
transactions or in cooperation with other external figures, for example in cooperation
with authorities, organisations of entrepreneurs and universities/high schools for the
exchange of ideas in order to find access to new ordinance, new results of research
projects - for instance within technology, economics, leadership and organisation etc.
5.2. Business direction
As an introduction we shall indicate that to bring about "business" a demand for an
offer is required. What is most basic for a demand? A reply to this question can be
something that a human being or an enterprise has a need of or a wish for, as they
lack the capacity or will to handle it on their own. Mostly a demand can lead to a
human need, according to Maslow”s theory of behaviour, i.e. basic physiology (hunger, thirst, motion etc.), safety, social belonging, and personal development
(knowledge, skills etc.). There is also room for wishes about standards of living and
life quality.
In everyday life it can happen that a need and a product join together, for example if
a company produces and sells electronic alarm equipment, a need for safety and security would seem to be primary. There is also a need that can be fulfilled in another
way. Another example shows that a bike fulfils the need for transport, but it can also
be filled by a moped, a car or another means of transport. An oil boiler can fulfil a
need for heat in a house or building, but there are also products such as electrical
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heaters, heat pumps or connections to district heating systems that fulfil the same
need.
The choice of the manner of fulfilling our need or wish depends on a person (individual or legal person) who has the demand and is called a client.
Because a demand is founded on the need of a client it can also depend on the geographical position of the client, which is called a market. A market completes the
need of a client with specific requirements of the demand. For example, clients who
have a demand for a car find that a market requests the car to be left- or right hand
drive depending on whether there is left- or right hand traffic. Other requirements of
the market depend on its climate, environment, legislation, religion, culture etc.
Consequently, we can formulate a business direction in such a logic sequence of the
concept need  client  market  demand. To define a demand, both qualitative
and quantitative, we require knowledge about the need, the client and the market.

5.3 Technical direction
The technical idea of entrepreneurship is composed of a supply that balances a demand. Such a supply can be marked as a product, which in turn has been formed to
meet the demand, i.e. the design of the product. The design of the product, including clients and the requirements of the market and together with the demand of volume, can consequently set its own requirements on the production technology. If,
for example, a suit is a product, a supply is based on a unique design, which involves
personal contact with the client in order to set the target and define the wishes regarding the quality of the material and design. It requires specific production technology, which only a skilled tailor can cope with. But in the case of large standardised
volumes of suits the design and production technology should be adjusted to handle
production in an automated production line.
Consequently, we can formulate a technical direction in such a logic sequence of the
concept product  design  production technology  supply. Because a product
should fulfil both the needs of the client and the requirements of the market, as well
as production technology, it cannot be defined without good knowledge or good
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influence (created need) on the business direction. Consequently, business direction
can have a controlling effect on the technological direction.

5.4 Realisation of business
Beyond "thinking out" the business and technical direction there is a need for concrete effort to discover and define the needs/wishes/problems of a client as well as
to explore various markets through direct and indirect communication in order to
have access to a base for analysis of the demand and later to be able to use it for
marketing and selling and as a foundation for the supply target.
Consequently, we can formulate a realisation of business in such a logic sequence of
the concept discovery  exploration  marketing  selling.

5.5 Realisation of technology
Historically it has been most often an invention that has constituted the foundation
for the development of a company. Regularly inventions precede the need that the
inventors have defined on their own. Usually it is a labour saving device or something
that improves comfort of any type that is so characteristic for innovations. The question of whether it is the discovery of a need or an invention is the same as that regarding which came first, the chicken or the egg. Naturally, there is a link between a need and
fulfilment of the discovery and innovation. An invention can lead to the idea of a product that can be
realised by the development of a product of a set design and then by the production technology
which produces that which is being sold.
"Realisation of technology" of entrepreneurship consists of the sequence invention
 development of a product  development of production technology  production.
It is clear that there is a general link between content of business and technology and
realisation of business and technology; for example, between research and defining
the need and finding the way (inventing) to fulfil the need as well as finding the forms
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to compile the products. It is also possible to understand that the sequence does not
matter. For instance, an invention leads to a product that fulfils the need, or a need
leads to an invention. The same applies to the connection between selling, demand,
supply and production.
5.6 Suggestions for adopting the model of entrepreneurship
The composed model has been and can be adopted in various contexts. It can describe the strategic direction of the company, create understanding for one’s situation
and necessary changes for the employees, give necessary insight and knowledge for
object action, and create understanding for entrepreneurship with different interested
groups, adopted in education in most levels of schools etc.

Figure 10
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With the help of the model the questions given below have been developed as a base
for common reflection. The questions can also be used for deeper analysis about the
historical, present and future effect of the surrounding world and can lead to insight
about necessary changes.
It is important that, before answering the questions, the persons who for any reason
will use the model, develop a common meaning of various concepts. The described
content of the concepts in the model will be treated solely as a starting-point for such
a dialogue. The same applies to the questions regarding the relevance of the agreed
target.
Questions to reflect on, i.e. thoughts and feelings which concern past, present
and future situations.
A. Questions, business content:
A.1 Need
A.1.1 Which need/problem/wish fulfils the company? If the company is a subcontractor,
which needs/wishes of the other companies does this subcontractor fulfil?)
A.1.2 Can it be connected to any basic human needs?
A.1.3 When is that need strongest (prosperity - recession, summer - winter, etc.), and
how does it vary?
A.1.4 Is that need going to exist for "eternity" or is there anything imaginable or visible in the surrounding world that can in any way indicate a change?
A. Client
A.2.1 Who are the most important clients of the company?
A.2.2 Is there any form of communication with clients who have authority to do
business with the company?
A.2.3 Who has direct contact with the client in the company?
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A.2.4 What purchasing power do the key clients have?
A.2.5 When is that need strongest (prosperity - recession, summer - winter, etc.) and
how does it vary?
A.2.5 What specific requirements or wishes do they have?
A. Market
C.3.1 On which markets does the company operate?
C.3.2 Which figures (competitors, suppliers, distributors etc.) are there on the market
that can influence the business possibilities of the company?
C.3.3 How can they influence?
C.3.4 Does the company have any contact with them or is there any information
about their operations on the market?
C.3.5 Are there any restrictions that set special requirements? What are they?
C.3.6 How do these requirements effect products, production, marketing, selling?
A. Demand
A.4.1 How can the largest possible quantitative demand for the products of the company be estimated?
A.4.2 How can this demand be effected?
A.4.3 What and how can it be effected?
A.4.4 How big are the market shares of the company on its different markets?
A.4.5 Which expressed aims are there for different market shares?
A.6 If the company is a subcontractor, what are the questions for the above answers
from their perspective?
Questions technical content:
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B. Fulfilment
B.1.1 In what way does the company fulfil the defined needs of the clients?
B.1.2 Are there any other ways to fulfil these needs?
B.1.3 If yes, what are they?
B. Product
B.2.1 Which are the most important goods/products/services of the company?
B.2.2 How have they been developed?
B.2.3 Who has contributed to their development?
B.2.4 What is so attractive about the products that are included in the offer of the
company?
B.2.5 How does the offer of the company look in comparison with its competitors?
B.2.6 What is characteristic of the design of the products of the company?
B.2.7 Can your enterprise affect the design of the products?
B.2.8 Is there anything unique about the product or something that is patent?
B.2.9 What are the pros and cons of the present design?
B.2.10 Do the products meet the demanded quality?
B.3 Production technology
B.3.1 How does your enterprise have access to its own products that are being sold?
B.3.2 What type of production methods are used in the company?
B.3.3 What does the flow in the production look like from the raw material to the
finished product?
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B.3.4 How is the material refined (adapted) in the flow of production?
B.3.5 How does the choice of production method effect the price, quality, attractiveness etc. of the product?
B.3.6 What is the capacity of production today in the company regarding the offered
products, client/market?
B.3.7 How does the capacity of production balance the sales potential?
B.3.8 What capacity do the eventual subcontractors have?
B.4 Supply
B.4.1 Which of the company’s products fulfil the business direction?
B.4.2 How does the design of the products meet the requirements of the market and
possible potential?
B.4.3 Which foundations are important for the production technology of the company?
B.4.4 Is there a balance between the supply of the company and demand today?
(Does the supply of the company meet the requirements and wishes of the clients as
well restrictions of the market and eventual requirements of volume).
B.4.5 If no, how can the imbalance be described?
B.4.6 Which inner circumstances of the company can affect this balance?
B.4.7 Which factors of the surrounding world can affect balance?
C. Business achievement
C.1 Discover/define
C.1.1 Which innovations have become a foundation of the business direction of the
company?
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C.1.2 Which conducted analysis defines the needs that have to be fulfilled?
C.1.3 Are there any systematised forms to make "innovations" in the company?
C.1.4 Is there anyone who has "responsibility for innovations" in the company?
C.1.5 Are there any forms to analyse innovations in the company? If yes, how and by
whom?
C.2 Research
C.1 What are the external sources today for research of the needs of clients and markets in the company?
C.2 How is the research conducted?
C.3 How are important events that can effect the business and technological content
of the company communicated?
C.3 Marketing
C.3.1 How is the potential on different markets analysed in the company?
C.3.2 What methods are used to promote the offer of the company (advertising, participation in fairs, distributing brochures, training clients etc.)?
C.3.3 What kind of marketing materials does your enterprise have?
C.3.4 Are there any activities to develop new markets?
C.3.5 If yes, what are those new markets?
C.3.6 Are there any other needs of clients and/or restrictions of the market on them?
C.3.7 How are complaints dealt with?
C.4 Selling
C.4.1 What is the manner of selling in the company?
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C.4.2 Does selling take place through direct contact with the client?
D. Realisation of technology
D.1 Invent
D.1.1 Is there any invention behind the products that your enterprise offer clients
today?
D.1.2 Is there any need of invention that has priority?
D.1.3 If yes, which is it?
D.1.4 Is there any “enterprise of inventors” today? (Like contact with the inventors,
support for creative employees, anything else that enhances creativity?)
D.1.5 Are there any possibilities of creative experiments during the process of production?
D.1.6 Are eventual suggestions of changes in a structure of production treated seriously?
D.2 Product development
D.2.1 How are the specifications of requirements for the products and the company
defined?
D.2.2 Which are the more important requirements of the products?
D2.3 Who is contributing to the process of construction?
D.2.4 How does the construction of the product affect what is produced?
D.2.5 What is the guarantee that the promised quality of the product is assured?
D.3 Product adjustment
D.3.1 How is the production developed?
D.3.2 How is the capacity of production adjusted to the demand?
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D.3.3 In what manner are the changes of development and structure of production
decided?
D.4 Production
D.4.1 What does the company produce?
D.4.2 What is the manner of production?
D.4.3 How much can the company produce with the present capacity?
D.4.4 How does it relate to what is being sold?
D.4.4 What is the key competence to manage everyday production?

5.7 Conclusions
The model of entrepreneurship and KLS analysis together give an answer to the
questions that were asked at the beginning. The first question: “Who decides what,
how and when things should be done in the company?” indicates the character
of cooperation, motive for the demanded action of the enterprise, which is necessary
for its running and development. Variables of competence point out how an individual qualification is used, supported and developed and thus signalise what can and is
going to be done. Variables of leadership clarify the current human communication
and create conditions for the employees to have an authentic effect and participation
in the process of development of the company. Without a dialogue, insight and
knowledge about the object (the parts of or whole context of the company), it is realistic to expect that only an agreed task action will be performed. Self-imposed and/or
innovative action seems to depend also on leadership. Variables of structure together
with leadership can decide how the action is performed and followed-up and effect
the grade of freedom of action.
The leadership of the company can autonomously use the model of entrepreneurship
together with KLS analysis and the KLS method in order to decide about the character of the cooperation and which action is demanded in the company. This is an an166
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swer to the above question about “who” has decision-making power in his or her
hands.
In the next chapter we will describe how the KLS method has been adopted in a
medium-sized company.
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Part III
Common activity in practice

A company can be regarded as an object, which by nature can solely be influenced by human action,
individual or cooperated. Action in cooperation with the object can depend on the individual capacity
for common activity.
Chapter 7 can show that common activity can become a foundation for learning and changing. An
individual learns something if his or her capacity of action changes and a changed action leads to
learning.

Figure
11

This chapter shows how this theory has been adapted in practice in Godbiten AB. It proves that
through the development of common activity, the skill and the approach of the employees changed
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from, at best, doing what they were told to do to independently performing what is requested so as to
achieve an agreed aim.

What can the management of a company do if the profitability of the company is
influenced negatively by high personnel costs in the form of high absenteeism due to
illness, big staff turnover, fall in production due to quality problems, sluggishness in
changing the organisation etc.?
These complexities of problems are going to be enlightened with help of the theory
about common activity and KLS method by chronologically following the development of new work organisation in a manufacturing company from the food sector.
It starts when the owner of the company started to think about changing the work
organisation, which was implemented during the period 2002-2005. Rune Kallerup
(RK), who was a source, a company member, president of the board and a managing
director in Godbiten AB in a discussion with Kenneth Daun, responsible for ÅSF27,
expressed a wish to change his work organisation similarly as Jörgen Jönsson28 (JJ)
achieved in his company. This change was described by JJ during the first Wednesday
lunch in Åstorp29 in the year 2001 and RK listened to the description.

27

Åstorps Seminar for Entrepreneurship, see chapter 1.
Owner of Oj lågprismarknad in Åstorp
29
An arrangement for the entrepreneurs, which started in September 2001. It takes
place on the last day of every month with the exception of June, July and December and
continues to this day. See chapter 1.
28

169

Kenneth Daun - Humanivity

Article written in Helsingborgs Dagblad after the premiere of
Wednesday lunches
The discussion between RK and KD led to the fact that ÅSF and UNIVA AB30 received the task to conduct analysis (the first research) on how Godbiten affects human resources in production. After this analysis, which was a foundation, UNIVA
AB was asked to develop and implement a new work organisation with Professor
Curt R. Johansson (CRJ) and KD as a project leader.

6. The “Godbiten case”
6.1 A background of the company
Godbiten Konditori AB is a company from the food sector located in the municipality of Åstorp. When the process of change started, the company found itself in an
expansive phase with a sales turnover of about 100 million SEK. They employed
30

UNIVA was a research institute owned by the University of Lund in which KD
had 80% of his regular post.
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about 100 persons who were mainly occupied with packing the produced cakes. They
even had a sales agency and sold different cakes as a complement to their own products. The main range of products of Godbiten consisted of different kinds of cakes
with mazarines as its specialty. They promoted their products mainly in the Nordic
countries with Sweden as the largest market.
Sven Kallerup was the founder and an entrepreneur who developed the enterprise
from a district café into a large manufacturer. Many years ago his sons Rune and
Viggo Kallerup (VK) took over responsibility for the company. Rune Kallerup (RK)
has been a managing director since 1995 (??) and up till now is a leading light in the
company. His ambition is to take care of his father’s creation and leave it in a much
better condition than the company was when he took it over.
Profitability of the company was insufficient partly due to the high costs of absenteeism through illness, staff turnover, damaged products because the staff were not
careful enough etc. Some in the management of the company believed that the problem should be eliminated by increasing the grade of automation in the company, then
difficult and monotonous tasks would disappear and the work would become more
interesting, which could result in easier recruitment and staff maintenance. Production management believed that staff turnover consisted of unqualified work tasks.
The others thought that the price of the company’s products were too low and that a
price increase would improve profitability.
The production was controlled in principle by a production manager, a logistics manager and a team leader, where the logistics manager mainly decided what should be
done. Very often a logistics manager changed daily planning without paying much
attention to the inconvenience caused in the form of more work and additional pressure. With the help of a "tough" team leader who was supported by the production
manager, the employees were controlled totally authoritatively and unilaterally to
keep up the promised supplies and to cope with unexpected changes. One of the
consequences was that the staff were often forced into unpredicted displacements. A
great deal of employees did not know from one day to another what they would do
etc. Some employees who "were well in" with the work management escaped the
most boring work tasks or had other privileges, which emerged from the research
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done at the end of 2002 in the form of a survey and in separate discussions with the
co-workers.
According to Rune Kallerup the economic situation of the company did not allow
any heavy investment in production in the form of increased automation; he meant
that profitability should be enhanced by diminishing personnel costs (illness, staff
turnover), and that this should happen together with arrangements to create a good
"team spirit" between the employees and make them "feel well at work".
There was also a place for the question of credibility, because the idea of Godbiten
was to offer the clients "a good moment" during the coffee break with the help of
their products . He meant that it could be achieved only if Godbiten was considered
to be a "GOOD COMPANY" by both the clients and the employees. The big question that Rune Kallerup asked regarded how to integrate the process of change together with the business and economic development of the company.
Our starting point is to describe the process of change in Godbiten from the perspective of the theory of common activity and connect to it to the KLS method. In this
case study the common activity will be described partly between the task submitters
and task receivers and partly between managers and employees in the practice company.
6.2 Introduction and aim
Is it possible to have co-workers independently perform an action that has not been
agreed in an unexpected situation in the company? How can "controlled employees"
develop into "self-driven co-workers"? For the managers it can mean a change of an
approach from thinking that "employees must do what they are told to" to "co-workers shall
take their own initiative and independently perform what has been agreed, contribute with ideas, and
actively participate in necessary work of changes". For the employees it can mean that their
approach changes from "we do what we are told to do, if we must" to "while we work we think
about improvements in and for the company and how we can contribute to have them performed." It
seems to be relatively easy to say in theory how it should be done, but how can it
happen in practice? If there is a wish to perform a general, solid change in the work
situation of employees starting with the fundamentals, by whom and how can it be
done in practice?
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Changes started to take place in Godbiten AB during the period 2002-2004, a description of which can be divided into four periods:
•

The time when the managing director of Godbiten, Rune Kallerup (RK), started to think
about developing a "team spirit" in the company so as to cut down on absenteeism costs due
to illness and staff turnover, until he decided to take up the issue with the management of
Godbiten together with CRJ and KD in compliance with their presented suggestions of
effort and method of changes. This happened in August 2002.

•

The period from August 2002 to December 2002 - from the point when the decision was
taken to the decision to start changing the work. This is phase 1.

•

The third period was the phase of "performance of the second phase".

•

The period after the new work organisation had been implemented.

6.3 The decision by the owner and managing director of Godbiten AB
On many occasions the managing director of Godbiten discussed with KD and trusted him with different person-related problems that emerged in the company. During
the spring of 2002 he drew the conclusion that something should be done because it
was expected that he should intervene personally all the time and find solutions,
which engaged too much of his valuable time. He thought that he could make better
use of this time. Because the problems were usually connected with production, he
understood that soon it would be time to make changes to the method of manufacturing with an aim to create a new "spirit" in the company. During a discussion with
KD he pondered over the manner in which the changes could be performed. KD
informed him, among other things, about the KLS method and cooperation with CRJ
and the Hourglass model, as well as how these methods could be adopted.
In the next discussion between RK and KD it was clear that most of the effort of
employees in Godbiten was controlled one-sidedly by the owner with support of the
system of rules in the form of collective agreement and legislation (a level of force). It
became obvious that most of the employees lacked an understanding of the conditions of the company and did not realise what a sales increase meant, for example
when RK informed them that one-month sales had surpassed the budget with 2 mil173
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lion crowns, some of the employees understood that the company earned two millions crowns. Some of them did not understand the link between the revenue of the
company and labour costs and thought that society was responsible for the wages of
the employees. There were a lot of discussions, but it started seriously during the first
six months of 2002 after a lot of different disorders in production. The problem
caused dissatisfaction of the employees. It became "the straw that broke the camel's
back" and urged RK to again make contact with KD and express more clearly his
wish to change the work organisation. RK and KD agreed to have a meeting with a
former production manager (PC1) to discuss the changes together. It showed that
PC1 was very cautious and sceptical towards this type of change. According to him, it
would have been better to invest in a greater automation of production in order to
eliminate monotonous tasks and prepare room for more "qualified" co-workers. Furthermore, he had participated in a similar process of changes in another company and
said that it had been a very troublesome process. Moreover, he thought that there
would be many objections and a lack of good will of the employees. RK expressed his
view that the company did not have enough finances for the heavy investment but
required instead measures to overcome the high personnel costs caused by new recruitment, absenteeism, and quality problems. No decision was taken about the
changed work organisation because RK wanted to give PC1 some time to reflect and
underlined that the changes would also affect his position.

After the meeting it took some time before RK made contact with me again. I understood that the production manager was not motivated enough to take care of personnel issues, even though I could not understand why. Later on it became clear that
PC1 controlled the production personnel indirectly through a firm team leader who
sometimes applied questionable methods. Such occasions meant that many employees reacted and required changes. They felt unfairly treated by the team leader, and it
was clear for RK that something visible should be done. It became the background
for a new meeting between RK, PC1 and KD, in which the production manager was
more open and interested in taking responsibility for a change. RK decided to present
the issue to the management of the company.
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There were parallel discussions in the management group regarding the development
of the business idea with an aim to increase sales. Together with a consulting company, Positionera AB, they concluded that instead of selling “cakes” they should offer a
product in the form of “a good moment” in connection with a coffee break at work,
at home, during a visit with a neighbour, on an excursion, etc. They realised that for
the sake of their credibility the new product must be manufactured in “a good company”. So as to reduce high absenteeism due to illness because the production manager revised his attitude towards changes, KD received an inquiry to prepare a suggestion of an action plan for the changed work organisation.
A suggestion was prepared during a discussion with CRJ and KD and presented first
to RK and later to the management group at the meeting on August 14, 2002. Those
who participated in the meeting were RK, the financial accountant, the production
manager, the logistics manager, the marketing manager, the technology manager and
KD. CRJ gave information about the obstacles. The suggestion of the agenda given
below was accepted:
Meeting with the management group of Godbiten August 14, 2002

Suggestion of the agenda

•
•
•

A short presentation of each person
Our ideology of change
Suggestion of “how to go on”

Suggestion of “how to go on”

1) Information to the trade unions
2) Seminar with the management group (all the managers?). The aim is to
describe KLS analysis and the Hourglass model (1/2 day)
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3) Inform about the KLS analysis and why it should be implemented, then
conduct it in the whole company.
4) Seminar for the management group (all the managers?) Aim: with the help of
the results of the KLS analysis define a suggestion of an action and
performance plan.
5) Information about the results of the KLS analysis and continued
development for everyone in the company.
6) Start of change according to point 3 after the decision taken by the
management of the company.
During the meeting KD conveyed the message regarding taking the step from an
expert controlled organisation to an environment of the company which bears the
hallmarks of humanivity affordance. Then he spoke about the importance of understanding the current situation as a starting point for planning and follow-up of a process in a desired direction. A picture of the situation could be made with the help of a
survey regarding how the company influences its employees in the work situation
(KLS), the creative skill of the company (GEFA) and how the employees perceive
their situation (Psychosocial survey). Students from the Psychology department of the
University of Lund could perform such a survey. Furthermore, how could the Hourglass model be adapted in the phase of performance?

A decision was taken unanimously, which meant to develop a suggestion of change,
which the management group would estimate later.
6.4 Phase 1 – A path to decision of phase 2
After the decision was taken by the management group of Godbiten, a suggestion of
task was formulated together with UNIVA (CRJ) and ÅSF (KD) and later agreed to
by RK, as written below:
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Task – Godbiten

The aim of the task
UNIVA and ÅSF shall conduct an analysis of the present situation regarding how the
company controls/leads its human resources. Thereafter, with this analysis as a base,
they shall prepare a plan of action and implementation which shall harmonise with
the business philosophy of the company.

Implementation phase 1

Nr

Activity

Responsibility

Date

1

Information to trade unions and team leadership.

Management of
Godbiten/ Ut

2002-09-26

2

Seminar with the management group about
“Development of humanivity”

Ut

2002-10-07

3

Information to the employees / Implementation of KLS analysis

Ut

2002-10-10

Seminar for the management.

Ut

4

2002-10-11

Presentation of KLS analysis.

2002-11-06

Preparing the action and implementation plan
for development of humanivity.
5

2002-11-05

Decision “go or not go”

Management of
Godbiten
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6

Information to all the employees regarding
KLS analysis

Ut

2002-11-19

7

The process continues according to the decision, as in point 6 (Phase 2)

According to the
decided plan

According
to the decided plan

Task receiver (UNIVA/ÅSF)

The implementation went as planned. KD went through point 1 with the same form
as with the management group on August 14, 2002. Information about the planned
process of changes and KLS analysis was conveyed to the team leaders and trade
unions. The response was positive, so it was time to inform all the employees as well
about the changes and perform the intended surveys during October, which was
carried out by the students R Ågren (RÅ) and J Kamp (JK) as a part of their master's
theses.

Concurrently with this task K Ljung Lindström31 (KLL), P AB, conducted a study
with an aim to analyse how the potential target group of Godbiten perceives the
products of Godbiten, the brand name and position on the market, as well as the
factor which controls the buying behaviour of the clients. The results of the research
would be applied as a base for the decision for the future work with product- and
market strategies of Godbiten. In connection with that, many employees went
through an interview-research phase concerning their attitude to their work situation
and the company. Before that, KD together with RK met KLL to ascertain that the
new strategic direction on the market was in harmony and could strengthen the designed change.

31

The name and the name of the company is changed
178

Kenneth Daun - Humanivity

When the analysis work was ready, RK, KLL, CRJ and KD had a meeting to find out
the results and compare them. It was a very gripping comparison because KLS analysis showed that the employees in production were working totally within the frames
of an employment agreement and had a minimal possibility to affect their own work
situation and minimal chance for personal development. The research of KLS depicted a great deal of discontent among the co-workers because of that fact. Some of
them expressed negative opinions regarding the way the team leader treated them.
The analyses of the students confirmed this situation.

The results from the different research methods underlined the validity of implementation of the changes and strengthened the sense that we were going towards the right
direction.
KLS analysis was presented partly in the form of a pie chart and pointed out that the
influence of the employees of the company on production equaled 68.0% on the level
of force, 30.2% on the level of manipulation and barely 1.8% on the level of freedom,
and partly in a form of a bar graph consisting of the indicating variables Competence
and Structure, while the variable of Leadership was demonstrated through its partial
variables: Personal approach, Communication and Exchange.

Attention! The KLS method that was described in chapter 4 is a further development
of the one that was used in Godbiten. The difference lies in the fact that the partial
variables Personal approach and Communication have been joined together and from
now on will be identified only as Communication.
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Beyond the statistical presentation there were also the following written comments:
Godbiten AB

Comments to KLS-analysis
1. Structure

Meaning
The variable of Structure presents the way of planning the work and the grade of
being bound to one’s work situation. Furthermore, it measures the possibility of
effecting one’s work situation.
Result
KLS analysis depicts that the work situation at large is defined by the superior
and there are one-sidedly established rules that control the process of production.
Individual impact and participation in effecting one’s work situation is small.

Attention!
KLS analysis does not measure how well the work organisation and current set of regulations
are in effect and support the planned and desired work.

2. Competence

Meaning
The variable of Competence presents which qualitative requirements of competence are set in the work situation and to what extent the development of competence is planned and conducted in the company.
Result
KLS analysis shows that if there is any training, it is almost exclusively such that
is required in a work situation to perform work correctly and to meet the re181
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quirements of the current legislation and ordinances. There is no planning of
Competence that, among others, means that the management of the company at
large has no knowledge about the development ambitions of the employees.

Attention!
The KLS method does not measure which competence the employees have or their development
ambitions.

3. Leadership

Meaning
Leadership is divided into four different partial variables, namely 1) Leading, 2)
Personal approach, 3) Communication and 4) Exchange. The first partial variable
sheds light upon how the aim for the enterprise is set and how the decisions are
taken. Variable “Personal approach” indicates what perception of people prevails
at large in the company. A variable of Communication depicts how and what is
communicated in the work situation. Finally the variable Exchange points out if
and to what extent the exchange beyond the payment can be found in the enterprise.
Result
Targets are defined and decisions are taken mostly by the superior or by those
who are supposed to have specific “expert skills”. Regarding the perception of
people it was shown that people are assessed differently in the work situation.
That which is communicated is mostly one-sided from the superior to the employees and applies to direct directives and corrections so as to fulfil the needs of
the company. The suggestions of the employees are rarely taken into account.
There is nobody who cares about what the employees think. Variable “Exchange” indicates that “reward” is promised so as to cope with the critical situations for the company; however, it is very limited.
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Attention!
KLS analysis does not indicate how good or how bad the individual managers (team leaders) are in
their work roles.
The conducted survey became a base during the two-day seminar with the management group, with an aim for common reflection. This, together with a number of
exercises in communication, led to improved comprehension of the common activity
and its validity for the cooperation. The aim of the communication exercises was to
show that an individual can take responsibility for how the cooperation is developed
thanks to one’s own way of communicating. It happens through one’s own choices of
whether one prefers to “control” or “be controlled” during the discussion, how one
presents one’s own opinions and listens to others. What, for example, does the choice
mean when the remarks are expressed calmly without insulting anybody else and if
they are goal-oriented, open, and direct instead of doing everything so as to unilaterally criticise, persuade, or dictate to the others that one’s opinions are the only correct
ones, with the support of a power advantage or better knowledge. The same applies
to the way of “listening”. What does it mean to “actively listen” to the opinions of
another person if one asks questions for better comprehension of the standpoints if
the background of the current understanding is solely an interpretation of what one
listens to and sees? What is required in order to ascertain oneself that the “picture”
that one person conveys is synonymous with the “picture that the recipient provokes
inside him/her”? For example, if one person describes an inner picture using the
words: “I am thinking about a big and a little <b>!”. Which picture can the others
“provoke” inside them?

183

Kenneth Daun - Humanivity

Who can with absolute certainty judge if this is picture 1, 2, 3, or 4 that the person in
question sees without posing questions for better comprehension?

The training of communication arises only from what has been experienced together
during the seminar, i.e. a common learning situation. For example, what can it mean
if a manager aged 45-50 says: “I do not understand how the others can think differently than
me; we have already gone through similar situations.” What can this discovery mean for the
others who have gone through such situations? For this form of process of changes,
such “learning situations” can serve as a “textbook”. Because such a “textbook” consists solely of empty pages - it can take time until anything useful is written there.
What is “written” can lead to new initiatives because they can be founded on common reflection and expressed intentions. Difficulty can support the motivation of the
participants until what is “written” is considered meaningful. To make it easier we can
integrate training with anything that is directly combined with the work situation of
the participants and what can be useful for both themselves and the company. During
the first seminar with the management group it became apparent that they would
derive personal joy from the communication training in their work and that the
agreed target to work out a policy for management and co-workers of Godbiten
would refer to the company and define the guidelines for the new work organisation
and form how the suggestions could develop.
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The management group finished the seminar with the belief to continue the process
on the chosen course. Therefore, it was important that the individuals of the company who were responsible for team leading would have the same possibility to understand the value of communication and a chance to practice the skills of communication. Hence it was decided to conduct a programme with the same direction as for
the management group, for all employees who were occupied with team leading. It
led to enlargement of the task; there were two lunches and two lunch seminars with
two different groups, which were conducted in December 2002 with the following
structure:

1. Introduction of Rune, who presented the background, described the new policy
and expressed the requirements and expectations of the company.
2. PC1 accounted for the possibilities and (concerns) which the management group
discussed on 5-6th November.
3. A feedback of KLS analysis and finding out the opinion of team leaders concerning
the analysis as well as interpreting the results.
4. Start of an exercise in creativity - the participants named how many visible changes
they could make themselves, beginning with the current situation.
5. Human interplay/communication
6. Wrote down (individually) five suggestions of realistic changes (within the responsibility field of production managers) which are useful for both themselves and the
company.
7. Team work. Agreed together on five changes with the highest priority. Assigned a
representative from each group, who would be the spokesman of the group, and
reached consensus regarding the most primary changes.
According to some of the opinions of the groups, five changes that positively influence them and the company are:
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•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Less red communication (less directives and arguments)
Better salary (improved achievements => improved salary)
Better information (new products, export, changes which influence them in
their work situation/organisation)
Training so as to cope with more work tasks
Means of assistance so as to cope with, for example, heavy lifts
Coffee break on Fridays
More power (influence on one's work group, nobody else should have the
right to interfere in the form of leading)
Employ “educated” persons and provide more training
Better planning scheme
More space and equipment
Easier contact with the management group (within the production)
Listen to and help each other (mutual backup and help)
Clear work descriptions
Work environment
Clear managers/team leaders (Who is my manager?)
Increased understanding of the opinions of the employees

During a dialogue between the groups, the changes with the highest status of priority
were stated as follows:

•

•

Changed communication between the management and the co-workers
should be developed towards “green” communication, which means more
dialogue than directives/arguments.
Work descriptions

The following suggestions of changes could not be prioritised due to shortage of
time:
•
•

Training
Form of payment
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•

Work environment (space, means of assistance, treatment of visitors etc.)

It is worth reporting that the production manager was active and available in connection with the different exercises. He did not show any hesitation towards the upcoming changes.
During the meeting of the management group of Godbiten, which took place on
November 19, 2002, it was decided to work out a suggestion of the continued changing work for the other phase.

6.5 Medium phase – The agony of the production manager
The main aim of the other phase was to work out a suggestion for the new work
organisation and to develop a management group so that they change their method of
leadership and harmonise it with the newly-defined policy for the leadership and coworkers of the company. The seminars for the management group of Godbiten concerned mainly the function and mode of operation of the management group, i.e. the
common activity of the group for the company (object), and which requirements and
expectations are assigned to each person in the group.
It was intended that development of the suggestion about the changed work organisation be started, but it failed. The delay depended principally on the former production manager. During the first six months of the year 2003 PC1, RK and KD had
several assemblies to start with the concrete work, but there were constant difficulties, and the difficulties in production had higher priority than the plan of changes.
Because the methodology of changes is founded on the leader, in this case PC1, who
should take the initiative and become the driving power, RK wanted to wait on the
problems, which he did with great patience.

The production manager realised (KD’s view, not confirmed by PC1) that it would
mean vast changes for him in leading the production. In the current situation PC1
was leading indirectly through a team leader who “controlled” the production per187
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sonnel with the help of a “stick and carrot” approach thanks to the power with which
he divided the daily work tasks. His current approach in the function of a team leader
was in conflict with the new leadership, which was supposed to be developed and
start characterising the company. It was speculated that with this team leader the
changes would take much more time and it would be almost unachievable to bridge
the discontent of many employees. Moreover, it would be difficult to make a start for
changes to look credible because several promises of change that were given before
had never been fulfilled. Another dilemma was that it would also be valid for the
management of the company to show that they cared for the employees who needed
to be reshuffled. Due to that it took some time to find a meaningful task for the team
leader.
It is not confirmed that all this led to the fact that PC1 quitted his work, but it resulted in appointing a new production manager, PC2, and since then the changing work
began to speed up. It was very important for the continuation of the process that the
new production manager had already been in a management group and had already
been involved in a development process.

6.6 Conducting the second phase
6.6.1 Establishment of the development team
During an assembly in the beginning of July 2003 the new production manager and
the personnel manager decided to establish a development team. The group would
consist of a production manager, personnel manager, trade union representative and
representatives with experience of work tasks in production. KD would be responsible for the common activity in the group with the same methodology as CRJ and KD
applied for the development of the management group. During this meeting it was
also agreed that the employees who would join the group would be chosen from
those who voluntarily reported their interest to participate. Therefore, everyone in
production received information about the target of the group, and those who would
join the group would represent their co-workers. Those who wished to could report
their interest to the personnel manager by August 22, 2003 at the latest. The idea was
to create possibilities for the employees to participate. Six co-workers reported their
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interest and, although it was stated that only four persons would enter the group, it
was decided to accept all of them.
A task of the development team was to become a “communication channel” between
the co-workers in the production and the management group of Godbiten. An idea
was to create a work situation based on mutual respect and understanding between
the demands of the company and the employees. It was particularly stressed that the
development team would not be an “expert group” and there was not any ready suggestion that would be conducted.
Before the first meeting of the development team there was an organised lunch-tolunch seminar for those who did not participate in the Al-seminars at the end of
2002. The idea was that all of them would have the same insight into the background
of changes and about various forms of communication. Moreover, RK and PC2, after
inquiry of KD, confirmed that their attitude towards structure, direction and methodology were the same. It was also clear about the reshuffle of the team leader, who
in his new post would work with quality and hygiene safety and be subordinated to
the development manager of the company.

6.1.2 The meeting of the development team
Experience showed that in the common activity it is of great importance to initially
find common basic values and a common target or a considered future situation (vision) which seems to be realistic to conduct. The idea is to cope with the future ambiguities concerning where one goes and different interpretations what is right and
wrong. Owing to this, many person-related conflicts can be avoided or quickly solved
before they lead to blocking or prestige-goaled tactical movements (in a group or in a
work situation) for subjective profit. Thus the released human energy is mainly applied for the task instead of against it. The first meeting bore the hallmarks of that
aim and led to the following ideas:
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Basic values
•
•
•

No one is born with an instinct to hurt other people
Everyone wants to be appreciated for what he/she does
Everyone wants to develop

Vision
•

Several self-driven flowing groups with univocal responsibility from
the raw material to prepackaged goods would take care of production

Then the meeting continued to find conceivable suggestions of the flowing group.
Examples included a café line, little and big mazarin line, Line 1 (small cakes) and
Line 2 (soft cakes). It was decided to ponder over the following questions for the
next meeting:

•
•
•
•

Which pros and respective cons can be found for these groups?
Other suggestions of the natural team
How can the representatives of the development team communicate with
their colleagues without any fall in production?
In which order is it possible to create a team?

Other points for the discussion regarded:

•
•
•
•

Working hours
Routine of recruitment and introduction
Development of competence
Form of payment
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and the groups claimed that they should be changed so the new work organisation
could operate according to the vision.

The other agreed meeting was delayed for four days because of problems in production. During the meeting the discussion naturally included the reasons for the problems, so the planned subject of the meeting could not take place. The standpoints
that were named were:
Requirements of the market too big
Large absenteeism due to illnesses
Lack of personnel planning
Problems with the machines (lack of competence of the machine operators)
The management of production “have bitten of more than they can chew”
The picture of how the production was controlled became clearer. It showed that the
function of the market (department delivery) “presses” the orders at the beginning of
the production process (weighing and putting on trays) without paying attention to
whether the packing section, which is a “bottleneck” in the production, can handle
the situation at the end. It appeared that the logistics manager, production manager
and two team leaders planned the daily production early in the morning. These plans
could be changed anytime during the same day. A decision concerning the change of
plans could also be taken if, for example, a cake filling was being prepared in a big
stainless steel container but unexpectedly an order came that another type of cake
should be produced instead, which meant that the already made filling should be
taken away, the container washed and a new filling prepared. If such changes repeated
constantly, what were the extra costs in production? Which function was burdened by
these extra costs, which were caused by the function of the market? In the case of
Godbiten it was a production manager who was most often “Black-Pete” even if he
did his utmost be flexible. What do the employees experience to continuously change
between different work tasks and not to know what one would do while being on
way to a work place?
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The questions that arose regarding the requirements were:

•
•
•

What production capacity is defined by the management of the company?
Within which limits +/- X % of the defined capacity should short forward
planning be done?
What should production capacity look like in one year?

Attention! These issues were received by the production manager to ponder over because it seemed to
be important for the continuation of the development. It meant setting other requirements on the
function of the market because the answer for the questions should be founded on the credible sales
forecasts and on the business strategy towards both technology and production capacity.

A group also discussed the suggestion of how they could become more flexible and
how in future to minimise the difficulty that they caused themselves. The following
recommendations were noted:

Better knowledge of the employees about the adjustment and maintenance of
the machines
A working personnel schedule
During the second meeting the discussion regarding the alternative flowing groups
continued. It was decided to listen to how the employees conceive the other alternatives that were discussed. Therefore, this task was divided between the participants.
6.6.3 Communication with the employees in production
During the following encounters we discussed the reaction of the employees concerning the train of thought about the new work organisation. The standpoints that
were brought up included: “Will it be 3 shifts?”, “Why demolish something that
works?”, “What can we gain if we do more?”, “Is everyone allowed to do what they
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want?”, “Why will it happen now when nothing happened before?”. Moreover, there
were also negative reactions, which showed the resistance towards the changing process. This led to a discussion about human behaviour for defence, which can emerge
in the changes that depend, among other things, on the uncertainty of future consequences. Thanks to this, the development team grew in their understanding and were
able to treat such reactions with respect and without criticism of behaviour. One way
to change resistance is via increased insight and participation through personal communication. A natural question that was asked was how it could be possible. After
discussion we chose a “person responsible for dialogue” with the employees within
the following work areas:

1.
2.
3.
4.
5.

Packing
Big and little mazarin line
Weighing, putting on the tray and maintenance of machines
Café line
Lines 1 and 2

During the follow-up of the employees’ opinions it emerged that the implementation
in those five work areas would be the first step towards a vision. Therefore, the “responsible persons” for these areas were chosen and they each received the task of,
within their own fields, describing thoroughly the future work tasks. Then it was decided to hold information meetings with the employees who worked within these
different work areas and PC2, responsible for work the area, together with KD,
would participate and answer the questions that caused difficulties.
These meetings took place during November 2003 with an aim to listen to and answer any questions regarding the changing process.
The structure of the meetings consisted of an introduction partly led by PC2, who
welcomed the participants and commented on the value of the changes. He referred
to the conducted surveys. During the other parts the participants presented themselves and expressed their opinions regarding which change would be crucial for
them and the company. The standpoints referred to work area 4. The meeting
passed with a positive attitude, and the participants expressed their will to contribute
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to the changes. They presented opinions like the possibility to learn more so as to be
able to cope with more tasks and work rotation. Later they wished for more information (they said directives) and better forward planning, so that they would know
what needed be done (what they are expected to do).

In a dialogue with work area 5 there emerged, among others, standpoints referring to
coffee breaks and how to create better coordination, the employees wished to have
widened knowledge about the installation of the machines and pondered over how to
find time for dialogue with the others in the group. These questions are important
especially because they are limited absolutely to their work place.

In a dialogue with work area 1 the opinions referred to creating the possibility in
one’s workplace to have contact with a machine tender (intercom) so as to stop the
conveyor belt in case of difficulty so that the person packing would not leave their
work place in order to stop pulling down the cakes. They also had a feeling that their
field of work was understaffed. Furthermore, there were new suggestions that
emerged which had not been discussed in the development team, which is proof that
there are some people who thought about the improvements.

The employees in work area 4 worked already as a flowing group and had a positive
attitude towards this form of work.

Another feeling accompanied the dialogue with work area 3. The group was very
uncommunicative. This could have been due to the fact that there were a lot of new
employees in the group. Some young people had a superior, nonchalant and patronising attitude. They showed a lack of interest and were not as responsive to information
as the members of the other groups. They could have a negative influence on those
who were willing to have the changes. During the next group meeting one of the
employees expressed his opinion that the idea of changes was impossible and rejected
it sarcastically.
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Also the meeting with the employees within work area 2 differed noticeably from the
others. It appeared that they had plotted against the changes. They brought up a work
ergonomic problem. Some expressed their lack of interest to teach the others what
they learned, which could be done by those who are willing to teach.
After a sincere discussion regarding what could be good for Godbiten and the survival of the company and simultaneously beneficial for the employees, one worker announced his interest. He said that the group had plotted against the changes but, due
to given information, they were willing to participate in the next meeting, which it
was promised would take place.

A summary of evaluation in the development team concerning the meetings:

o

The majority of participants of the meetings had a positive attitude
towards the initiated changing work. In the work areas where the
employees considered that “it was alright as it was” or did not treat
the information seriously, we drew the conclusion that these persons
had a “job with higher status” and received personal advantages, i.e.
that they had a possibility to “escape” from the workplace without
causing a stop of production (work area 3). (People who had a “flashy”
job and kept moving around their work area). Some of the employees
considered their own work area as a little “playhouse”. When a
message was conveyed to the employees within this work area, most
of them were very silent. It could depend on the fact that many of
these employees had a very short time of employment or opposed
the changes that would affect their “freedom.”

o

The employees from work area 3 were divided into two camps,
dependent on their work tasks and situation. One part of the group
had a view corresponding to the positive attitude of the other work
areas. The other part consisted of persons who had personal
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advantages.

The development group continued work with the conviction that they were on the
“right” path. Due to the fact that the idea was that the new work organisation would
mean the same conditions for everyone who would like to contribute to the improvements and in exchange receive a relevant credit, we could disregard dissatisfaction that was founded on one person benefiting more than another. The same was
done with the group that opposed the changes because they had quite a lot of free
time between their planned work tasks. The development group noticed a possibility
to take advantage of these “slots” in the new work organisation by involving these
persons in the future flowing groups.

6.6.4 Conducted activities

The following meetings continued the dialogue for the “object” in cooperation with
the persons concerned in the company. Between these meetings the running changes,
which were considered as important to live up to the implemented policy of leadership and co-workers, were conducted after the agreements. An example of such a
change is the implementation of new routines of recruitment and the introduction of
the new employed persons.
A year after the first survey of the work environment, the students, Magnus Lindblad
and Elin Sällsström from the Department of Psychology in Lund, conducted an identical survey. It took place at the end of 2003 and the results were presented in their
thesis “A good changing work at Godbiten – An action-science approach” (PSY
142 HT – 2003). Here are the abstracts from this thesis:
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Abstract
Godbiten Konditori AB is a company within the provision industry that
has embarked upon a great organizational change. Organizational
changes usually face great resistance. We have reviewed literature on
this subject. The organizational development team at Godbiten AB has
used an action-research approach, to minimize the problem of
resistance and to improve the quality of the process. Our research
question was whether or not any significant positive changes could be
found compared to a similar study 2002. To evaluate the progress we
have used questionnaires concerning: the level of innovative
organizational climate, GEFA; competence, leadership and structure,
KLS; finally a questionnaire measuring the psychosocial working
environment. The results points to a significant differences on several
scales. We believe that many of those changes are linked to the change
in the production management.

Target
Godbiten Konditori AB initiated the difficult task of conducting far-reaching organisational changes. Thanks to cooperation with UNIVA, they used an action-science
approach towards the changes. The work changes were conducted as an actionresearch project, and our task consisted of independently, within the given frames,
collecting data and performing the analysis so as to study whether the work had led to
changes regarding organisational climate, competence, leadership and structure (KLS
analysis) as well as to the psychosocial working environment. The target of the research was also to widen UNIVA’s knowledge base regarding the changes.
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Questions
Can we observe any significant changes between the research that was performed in
October 2002 by Camp and Ågren (2002) and the research that was performed by us
in November 2003? Therefore, we will employ a directed research hypothesis µ1>µ2
null hypothesis is µ2=µ1. Testing takes place with unilateral hypothesis testing. We
are testing with a level of significance of 5% for type I errors. If significant changes
are detected, can they be tracked to the specific measures of change?

Method theoretical starting points
We have chosen to apply four different forms: GEFA, KLS analysis, psychosocial working environment and a questionnaire with open questions. We have chosen these forms
for the continuation of and comparison with the previously collected data from the
surveys conducted in Godbiten Konditori AB. The point in choosing the GEFAform is to observe what the innovative organisation climate looks like at Godbiten,
because the company is going to embark on widespread organisational changes. KLS
analysis has been used to measure the variables of competence, leadership and structure. Subsequently the variables will be classified according to the level of force, manipulation and freedom in order to mark how the balance between the controlling
and controlled persons is composed. The results of the analysis are a starting point
for the development of organisation in a direction that is regarded by the people in
the organisation as meaningful for the individual and organisational aim. Finally a
questionnaire regarding the psychosocial working environment has been applied to
measure how the employees experience their work and how they feel.

Gefa
The results of the independent t-test regarding GEFA prove that all dimensions have
been significantly improved. The results of the dependent t-test show the same tendency, as seven out of ten dimensions have been significantly improved. Godbiten is
heading towards a more innovative organisational climate. However, it is crucial to
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pay attention to the fact that in spite of the improvements of all the dimensions in
relation to the previous research, the dimensions of the company are still very low.

KLS analysis
We realised after our interviews with Kenneth Daun and Viggo Kallerup from the
development team of Godbiten that the greatest change was in connection with leadership in the organisation. Also, in the same area we found our two significances of
the dependent test, namely leadership-personal approach-delegation and leadershipleading influence.
The variable of competence has not been changed significantly on the dependent test.
This comes from the fact that the requirements of knowledge and experience remain
unchanged and that factual competence is demanded. Additionally, the development
of competence has not been present during recent years. When the change comes
into effect mental competence is going to have a higher status because the operational problems such as planning and adjustments will be performed by the employees
working in production, who then will become part of a work team. Then there will be
a demand for change from single-loop learning to double-loop learning. It will impose higher requirements and demand work according to Argyris' model II. It seems
that the employees are conscious about the higher demands of competence since
some of them asked about the development of competence/learning in the open
questions. The approaching higher demands of competence require more in exchange. It can be noticed through the fact that the variable of leadership/exchange
does not follow the trend towards the improvements, but at large remains on the
same low level as before, judging by the dependent t-test. Significances in leadershipexchange-influence on the independent test might depend on the high percentage of
new employees in this group. They might believe that they have a bigger effect on
their development of payment. The company should consider that the changing work
is going to result in the fact that the employees can take on more responsibility, which
in turn will lead to their demands for higher payment. This has been marked on many
statements in the open questions. The variable of leadership-personal approachdelegation has been significantly improved in both tests. The view, which permeates
the company, of the management has improved. It emerged from the open questions
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that numerous employees were more satisfied with the contact with their managers,
which proves that the distance between persons on various levels could have shortened. One person wrote that the secret race politics disappeared. Godbiten employs
people of many nationalities, and maybe the attitude towards them has improved.
The variable of leadership-management-influence increased significantly on the dependent test. A powerful change of leadership occurred. The old management of
production that controlled authoritatively is gone and the new management has the
ambition to develop a sincere engagement and interest in the co-workers. This creates
conditions for an open and unprejudiced test of one’s own and the other's ideas,
which Argyris takes up in his model II. Regarding the variable of leadership/management/delegations there was no significant difference in either test. This
might be due to the fact that probably no changes were made in the way the production work is organised. The variable of structure has not improved significantly. It
depends, among other things, on the fact that the structure of work organisation
remains the same and the work tasks nowadays, as before, consist of limited tasks of
repetitive character. The conditions of employment are also unchanged, with the
same type of employment forms and payment conditions. When the changing work is
conducted, this variable should change substantially.

Psychosocial working environment
The psychosocial working environment does not show any significant positive change
on the dependent test. On the other hand, all the variables present a significant positive change on the independent test.
Because of the fact that there are not any changes that were conducted regarding the
work as such, it is reflected by the high probability on the variable of experience on
the dependent test. The fact that the independent test shows a significant improvement should depend on many questions on the variable of experience, which was
affected by the length of employment. The questions concern, for example, the way
the work is experienced: monotonous, stimulating and developing. We experience
most new work tasks in such a way, even though the experience changes with time. If
the organisational change is conducted as planned, we believe that the experience of
work will be transformed significantly.
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The diagram below shows an implemented change with help of KLS analysis. We can
establish that the identical persons, who answered the questionnaire during both occasions, assessed the changed approach of the management towards the employees
and the form of communication as positive. It also shows greater use of the competence of the employees. A variable which has not changed in a positive direction is
the "variable of structure", which is probably not worthy of notice because nothing
has been done to change it. Work organisation, system of control and the employment conditions remain the same, as in the case of the previous measurement.

6.6.5 The growth of a new management group for production

Spring 2004 showed that the division of the five work areas, which was performed
before the dialogue meetings, was a beneficial split of manufacturing, in which the
natural flowing groups would develop. It was decided to make these flowing groups
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"permanent" and to nominate a responsible person in each work area, who, together
with the employees from that work area, would univocally account for this area and
the "flowing" within it. The responsibility of the flowing group would include regulating the planning of capacity, maintenance of the necessary equipment, management
and refinement of raw goods, hygiene, quality and demand of competence, of planning and of developing in harmony with the requirements and targets that the group
set as short- and long-term.

Firstly it was necessary to describe how the running (operative) work was performed
in the current situation. For this purpose the group agreed about a common template
in which the future work tasks would have the following phases:

Preparations
Installation of machines
Production
Supplementary work
After this had been done, the preliminary staffing schedule was prepared which was
based on the average level of capacity of production from the previous year. In this
moment the sales forecast for the year 2004 was not yet stated, but as soon as it was,
each flowing group would apply it so as to work out a new staffing schedule.

The applied methodology of changes meant that the development team was changing
direction towards becoming a management group for the production in order to, as
has been mentioned above, discuss the problems that arose during the group meetings and take proper decisions. The insight of the development team about the meaning of communication in the considered flowing groups suggested a form of "training
of communication" for the employees within the respective work area and building a
contact surface to each other, which develops "mouthpieces" within their own and
between other areas. The suggestion resulted in forming two different groups whose
participants were nominated by the responsible persons. The training for each group
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was prepared during lunch-to-lunch seminars with participants from the development
team.
During the following meetings a production manager expressed his opinion about
better working manufacture. He said, "production flows". On the question of why it
was so, he replied that it depended on the fact that the same people are in the same
positions and the absenteeism due to illness is lower. The others in the development
team had the same standpoint and added that the atmosphere in the company had
improved significantly. The representative of the trade unions and another participant
had a feeling that the training of communication had contributed to a "better climate". The responsible person from the personnel department said that the new routines of recruitment and introduction had been adopted and the new employees
showed a positive attitude towards the way they were introduced. It means, among
other things, that they can work "by someone’s side" during the first week to learn
before they start working "seriously".
The development team also considered a suggestion to find employees who have the
skills to cope with the task of taking responsibility for a work area. It was proposed
that PC2 choose people, and agreements with responsible persons for various work
areas were reached. It transpired that, among others, the responsible persons for
different work areas had all participated in the development team with the exception
of one person who became responsible for maintaining the machines. During May
the flowing groups given below were ready, with suggestions of responsible persons:

Work area

Suggestion of responsible
person

1

Packing

Ingela

2

Big and little mazarin

Marina

3

Weighing, putting on a tray, operating machines

Roger

4

Line 2 + Café Line

Carina

5

Line 1

Rebecka

6

Maintenance of machines

Jan

7

Cleaning

Almaz
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Responsibility means:
1)
2)
3)
4)
5)
6)
7)
8)

Planning the tasks for the next day
Daily planning
Maintenance and control of the machines
Quality-, hygiene- and work environment
Development of competence
Permission/leave of absence for part of a day
Controlling time cards
Responsibility for introduction of new co-workers/participation in a recruitment
process
9) Planning of holidays

6.6.6 Tools/ structure for the new production management
The next step in this group was to prepare the "launch" of the new work organisation
and everything that will be needed in future to take full responsibility for production
as a whole as well as for respective work areas, and for the coordination of all areas,
and subsequently, how the responsibility for planning and development of competence should be carried out.
It was established that the production manager, with respective responsible persons
for the work areas with the exception of cleaning and maintenance, would have a
short meeting every morning regarding planning and coordination of the running
production. The adapted agenda would be as follows:
Agenda
1) Present situation of production.
Reports from each responsible person.
2) Establishing a “running plan” for the next day
alternatively a complementary plan from the “market”.
Opinions from each work area that influences the “running plan” for the
next day.
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3) Orders from the market, which will be delivered the day after tomorrow.
Opinions from each work area.
Establishing a “Rough” running plan
4) Other factors that can influence short-term production.
The responsible persons should cope with such a morning meeting so that the majority of employees within each work area know about the established daily work schedule or the “running plan” as it domestically called. In the current situation it did not
work satisfactorily; the “running plan” was established in the morning without the
logistics manager, who had some difficulty living up to the new demands that were
set so that the production management would take responsibility for planning and
coping with the daily production. It means that still the daily production targets were
generally both unknown and impossible to influence for those who had responsibility. Such “control” led naturally to conflicts all the time. The new demands from the
production management required certain information about the sales forecast from
the marketing department and a set claim on the management group to establish the
future capacity of production.
It was agreed with the logistics manager that for the short-term planning he would
prepare at least three days before his own “order” to the production, so that there
would be enough time to plan the current daily production. The scheme below visualises how to make it practically possible. It shows how, when, the task, the basis and
responsibility for the daily production with the respective work area. The day zero
refers to the present day. The production manager would take responsibility for the
communication with the supply department so as to obtain the required basis.
Day

Task/ready

Basis

Responsibility

0

Performing daily production

Established detailed plan

Responsible for the work area/coworkers

1

Establishing a detailed plan for
the next day

Complementary, inventory
of resources

Production management

2

Rough planning

80% of a day 0:s production

Production management

205

Kenneth Daun - Humanivity

During the autumn of 2004 a fundamental analysis of competence was performed
with the support of a temporary newly employed person who was given the task of
working out a “database of competence” together with the responsible persons from
each work area. The various work tasks and the needs of competence corresponding
to them were described and divided into four different levels of difficulty A, B, C and
D, where the easiest level was marked A etc. When the division was ready it was established, during individual meetings with the employees, which tasks they could cope
with and which tasks they would like to learn within their own work area as well as
the corresponding abilities and wishes for the other work areas. With such information in the “database of competence”, in the form of a diagram, within each work
area and for the whole company, it was possible to visualise the number of employees
who had: 1) competence on different levels, 2) competence and levels on the rest of
the work areas and 3) wishes about the development of competence within the area
and level. With the help of this analysis we prepared a basis for upcoming discussions
regarding planning and development between the responsible persons for these areas
and their co-workers and for the approaching new recruitment.
6.7 Finish of the task
At the end of 2004 PC2 conveyed a message that they had already conducted their
daily planning of production without the presence of the logistics manager, they also
said that absenteeism due to illness had lowered and that there was a much more
pleasant atmosphere in the company. For example, the school teenagers who worked
during the summer holidays expressed their will to come back the next summer
whereas the “season workers” before said “never again”. It seemed that Godbiten
was on the right path, and when the last planned seminar was conducted in November 2004 the task was accomplished.

6.8 Summary
The case study of Godbiten shows that it is possible in common activity (ca) for the
management of a company to take the initiative to develop conditions for a collective
driving power for learning integrated with the operative action process. The necessary
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knowledge regards what is easily influenced directly and its consequences for the
development of confidence in the relationship of cooperation, which in turn influences the inner decision of an individual. It was the first issue that changed, which
came out of the research. The management of the company first of all said during the
general information meeting about working out the suggestion to change the work
organisation, which should be done together with the persons concerned. It was confirmed that there was no suggestion or decision yet. Despite this, many employees
were sceptical and thought that “it will fizzle out, like it did many times before”. The
management of the company showed by their direct action that the promise was serious. One could see it in, for example, the undertaken research, the general invitation
to participate and the establishment of the development team. The employees who
were representatives in the team could witness for their colleagues that they were
authentically participating in the project and were absolutely not “hostages”. The fact
that the management of the company respected and listened to the ideas was proved
in connection with the “dialogue meetings” and when different groups participated in
every lunch-to-lunch seminar, during paid work time, concerning the subject of “human communication”. These seminars could have taken place because of the “learning” of the management group about the importance of human communication in
the common activity-process during previously prepared seminars. The previously
presented model for the common activity-process was adapted similarly on all decision levels of the company.
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Figure 12

The management group of the company, the established development team and the
management group for the production had the same agenda, after the initial agreements about the basic values and the vision, for their meetings in connection with the
process of changes, namely:

1.
2.
3.
4.
5.

What has happened since the last meeting?
Where are we in the process?
What shall we do today?
What we shall do until the next meeting.
What shall be done during the next meeting?
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Because every person accounted for what he/she did and experienced and what it
could mean for the continuation of work, it was altogether a common reflection. The
following dialogue referring to what should be done today, which benefits the development, leads to what each of us should do until the next meeting. What happens in
the group affects, to the highest degree, what is done and how it is done. Whether the
agreed things are done or not it leads to individual learning; the changed skill leads to
a changed initiative before and during the next meeting.

It is proof that the character of human cooperation and the form of the basis of the
action can influence the approach of an individual in spite of the object and its decision level. It means the same influence, regardless of whether an individual is in a
work group and is bound to a running band with a continuous flow of cakes which
he must take care of, otherwise they fall on the floor without stoppage, or if an individual is in the management group and regards a work organisation as a flexible system where the capacity and the costs can be adjusted to the tempo of the current sale.
A great difference lies in the skill to perform various tasks of an individual. The same
can refer to development of the skill at the pace of need that a changed object causes.

In the case of Godbiten, the suggestion about the new work organisation was relatively quickly developed and accepted by the management group and the majority of
the employees involved in the production that they would directly influence. It also
took relatively little time to change from a passive approach to an active one for most
of the employees. That which showed to be troublesome in both the management
group as well as in the development team was the development of an individual skill
that the changed object required.
For the management group the changed work organisation meant passing the responsibility for how they plan and serve “received orders” from a market function, and
without the right to continuously intervene and change the daily manufacturing plan.
It imposed other requirements on the market function; suddenly they could not
quickly “correct” the eventual errors like they could before: when the production did
not cope with these corrections it was production that was blamed. Now the errors in
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the delivery plans or deficits in the sales forecast became visible and set other requirements on the planning. It was also clear that the management group started to
understand the importance of the strategic direction not only for their markets and
products but also for the capacity of production and technology, which were in harmony with the business strategy.
Within the management of production this question was constantly up-to-date: “How
and what shall I do?” which was difficult to answer, especially because first of all the
management participated in the medium-long planning of production and in the long
run was informed or directly participated in the long-term planning. When the task
was finished, this question "hung" in the air because the production manager experienced difficulty in formulating the necessary basis so that the responsible persons for
their work areas would take responsibility together with other co-workers. It was clear
that the effects of ca-process on the cooperation in Godbiten's production led to
diminished absenteeism due to illness and lower staff turnover. However, the skill to
live up to the intentions with the new work organisation was not so well developed,
which resulted in new requirements of development based on, among others, the
function of the management group - this started to change during the seminar in the
spring of 2005.
The summary can be made with help of KLS variables, which show the situation at
the end of 2004.

Competence
The competence of the employees is used more or less to the same extent as before.
Recruitment and maintenance were conducted with the aim to develop a long relationship of cooperation. An analysis of competence was undertaken and there was a
good picture of “volume of competence”, which was accessible for planning. A developing discussion for individual development was not conducted, but it was decided to conduct it soon. The responsible persons participated in the seminars about the
discussion concerning planning and development. In connection with the seminars
“checklists” were prepared for responsible persons and the co-workers, relating to
the preparations in good time before implementation. During the discussions with
the responsible persons, the parties together created a document with the points that
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would be important to consider before, during and after the discussion. One person
was chosen to be responsible for their compilation.

Leadership
The target and decision about how to discern the path of action within the respective
work area cannot be set yet. The motives of the responsible persons to have the work
tasks carried out was changed from “hot” to a kind of manipulation in the form of
promises such as training, pay increases, new work tasks etc. Communication had
been transformed to a kind of dialogue, but there appeared to be some difficulty in
expressing unpleasant feelings, for example to call attention to the fact that somebody
came late or said about the requirements and expectations directly to a co-worker.
There is no exchange for exceeding achievements or good ideas.

Structure
A new work organisation was introduced, which can give greater freedom of action
when each “work area” considered how to build a slot for common reflection. An
applicable system of control for the follow-up of the manufactured goods and the
costs is missing for various work areas and needs to be developed so as to be able to
follow one’s own achievements in relation to the imposed requirements. The conditions of employment remain principally unchanged.

7. The OJ case - Learning in and for a company
7.1 Introduction
The previous chapter describes the development of a new work organisation, which
was introduced to Godbiten AB through adapting the theory about common activity and
the KLS method. The change led to an improved approach between the leadership
and the employees while the daily work, in spite of the conditions for the freedom of
action that the changed work organisation brought about, continued in the same old
"rut". We can explain such a situation after studying the change that was conducted
with great success in OJ Lågprismarknad Ab (OJ). The beginning took place when
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Jörgen Jönsson (JJ) took over the company in 1998. Jörgen, who is the sole owner
and managing director, with his own skill and power developed his employees from
"loyal doers" to co-workers who are able to take responsibility. A "core group" which
crystallized from the employees actively participated in the development so as to
refine the company. Jörgen described how he achieved it in practice in an interview32
that was filmed on March 31, 2011 in his company and was shown during the “General Meeting of the QUICK project” in Vilnius in April 2011. His description certifies the theory about common activity and its importance for learning with a differently defined meaning: inductive learning. Learning means a change of individual
skill both to cooperate and develop knowledge about the object (a company in this
case), which leads to the development of an idea and self-imposed action for the best
of the object. The aim of this chapter is to show that everything that Jörgen Jönsson
did in practice, without any connection to the theory about common activity, certifies
this theory.
7.2 Jörgen Jönsson's report
There are questions posed in the vignettes of the film:

Can the ideas stream and be fulfilled in the action during the current production?
How can we develop the passive employees into active co-workers?
What do the investments in the individuals mean for the economic results of
the company?

”Well, my name is Jörgen Jönsson. I have been running quite a big store with everyday commodities
OJ in Åstorp for thirteen years. Last year we had sales of 206 million crowns and in 1998 we had
sales of 147 million crowns. We have had fantastically good development, especially in view of the
competition that is growing in the municipality of Åstorp. The municipality of Åstorp is the munici-

32

An interview and film were made by Per Odenrick and KD
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pality in Sweden with the highest percentage of sales of everyday commodities, not mentioning three
municipalities of cross-border shopping. In this little municipality with about 14 000 inhabitants
there are three supermarkets: ICA Maxi and Citygross and also Lidl. Well, as was said, I took
over the store on 1 February 1998. A store that had lost some percentage of turnover for every year
since Citygross opened in another part of the municipality. My predecessor, who retired, was of the old
stock. He controlled everything very authoritatively and his opinions were always right and only he
knew what was best.
Anyway, I came here, but I didn't know everything because I had a very small shop for many years
outside Malmö. Naturally, I could trust those who stayed in house and had worked here for many
years. However, they didn't dare take decisions without asking me about everything and I didn't have
any good answers. However, I thought that they weren't any more stupid than me and we all are
people, we all have skills. Anyway, in such a way we quite quickly started a long journey during
which the personnel would take responsibility so that the store would run well enough without my
interventions. But it wasn't so easy, partly because they were not used to taking initiative and partly
because they weren't trained to that. The most difficult thing was to find the speed at which to give
them responsibility and simultaneously support them with training so that they could cope with the
responsibility. The point was to find security in their work situation. At the beginning we were out of
step, but it changed. The first change, which was gigantic, was when we emptied the store and started
from the beginning with a new client with a new design. It was gigantic also because I had not been
here for a very long time. Now I know the personnel almost better than my family. It's also because
we have mutual confidence in each other. When we rebuilt here, all of us were involved in how we
would build, what the client route would look like, what ships and gondolas would be and furthermore how much space each class of goods would take up. It's not clear if the marmalade should occupy five square metres or if cornflakes should have twenty square metres, there is a great deal of discussion about such matters. Finally I said that we would do it like this: if it wasn't working, we would
modify it. There was a lot of chat about this and then a lot of practical work to arrange everything
and build it up again. Everything was out and if we didn't close for a single day in the year we would
sell the goods. It was complicated, I can say.
Nowadays, everyone has responsibility, some have bigger or smaller responsibility depending on what
they want and what skill they have. If one has responsibility for a small department or a large one,
one must be trained to be able to calculate margins, set prices and negotiate with suppliers, even
though it is less than before, have suggestions about activities, well, take care of everything. Everything
is computerised and the register must be updated. One can say that one "owns" the department
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100% and controls so that everything works there and develops. Nowadays, we have automatic
orders and we must check the stock balance and what level we want to have on the shelves; everyone
takes responsibility for that. It is different from other shops, which have two people in charge, taking
care of everything from the automatic orders to things that come to the shop, where one person is
responsible for the department and the other one for putting goods on the shelves etc. We have a completely different philosophy. It means that we have completely different costs of training. Where other
shops send two people for training, we send twenty-two. All training is an investment, even the training which is not good enough, because it motivates the personnel, because it shows that I’m investing
in them and require competence, and they can meet other like-minded persons from other shops and
understand what a comfortable situation they have.
I discuss things with my personnel every day and we talk about development all the time, if we can do
anything better. Because now, after so many years, they know that I have a positive attitude towards
changes, and all the changes that the employees suggest are positive. It will be a very good result even if
it may not always be optimal, but if an employee believes in an idea, which he maybe on his own
contrived, he does everything so that it will work. If I force change on them, which they are not sure of,
they do everything so that it fails. If an idea comes from the personnel, it is nearly always good. A lot
comes from me anyway, what we change. I sow some seeds and we discuss it, and then it is as I
thought.
In Autumn 2003 Ica Maxi opened a supermarket in the municipality, a day later Lidl also
opened. Then we invested more. We built a big kitchen and changed all our refrigerated counters and
some other stuff. Later it proved to be the right thing to do. It didn't disturb us appreciably and we
sell even more now. Right now we are negotiating with our neighbour to be able to build 26 new
parking places, the space we have got now is not big enough.
When I came here we sold so-called hanging textiles, which are cardigans and shirts. We don't sell
them anymore. But we didn't have any media department. Then we sold CDs, videotapes and
DVDs, which were popular before but not any more as people download things from the Internet.
The market is not as big anymore and that's why we have phased it out, that's why we sell much less.
Now it's another range of products that is needed. In Åstorp there aren’t the world's best malls,
because it lies too close to external shopping centres. A shop with paints closed a year ago; I stopped
selling the paints thirteen years ago and a year and a half ago I added paints again to my product
range. Now, just before Christmas, a shop with cosmetics and perfumes closed down, so we shall
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include these products in our range. If we don't do it, other shops from Åstorp will do it. Then it will
also be easier to buy food in other places.
It's natural that in the beginning we didn't earn big money. We had debts of 15 million crowns and
the interest was 5%. We don't have any debts now. We finance everything with the results we achieve.
Here we have another advantage, there aren't many grasping shareholders who require dividends. The
money that we earn whirls round in the company. It's an incentive for me, I can say, and it leads to
better results. Each year we sell more goods, it becomes better with every year. It's very stable. It
depends also on the fact that we take care of the waste, and the personnel feel for OJ and take responsibility for it all. Earning money is a basic condition, but earning as much money as quickly as
possible shouldn't be a goal, otherwise it will become a quarter economics and one shall maximise the
results. It can survive for only a limited period. It's much better to have other targets like the wellbeing of the personnel, content clients, orders etc. It leads to better results. It just happens.
I can establish that we don't have any staff turnover. The staff turnover consists of retirements. Some
staff turnover is positive. We need to have staff that reflect our clients, that is why we have some
immigrants and people of different ages. We recruit a new person if somebody retires. But naturally
I'm very pleased with that because it costs a lot to introduce new personnel, especially to the spirit that
we have at OJ, which is extremely valuable. We don't want to change too many people at once so as
not to lose the spirit, so that the new person joins in the same spirit. Well, the client is the most important and we take care of him, a positive way of thinking, I don't want my personnel to go around
and think that everything is tiresome and boring.
We never consult a staffing company, because they lack the spirit. The personnel from such a company come, do their work and go away. They are never in the place where the client asks questions.
They don't know our routines and the way OJ works. We have only our personnel, which is numerous. It is not possible to be the best and simultaneously have the lowest personnel costs. It means that
if somebody is away, we solve the problems in house. OJ doesn't close if somebody is away for a few
days, but throws away some tasks. The client is always most important, we always find time to take
care of him. Everything else can wait. If the personnel feel good at work and are motivated, they do
everything for the client. I'm used to telling them every week to take care of the clients, because the
clients pay them their salaries. I don't feel that they make a fuss of it. It is extremely important that
they feel good at work and are motivated, then they achieve more than if they had a stick behind them
because as soon as the stick was away, they wouldn't do anything. I am one of the team. Absenteeism
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due to illness is relatively low. The majority try to come to work even if they are ill, and sometimes I
have to tell them to go home.
There are more employees now than when I took over the store. There were just a few people. Primarily it depends on the fact that now we have a kitchen where we produce ready-cooked food, cold-buffet
and cooked meats. We even have our own smoker and we smoke fillets of pork and chicken, and we
have a fish department which requires some personnel."

Have you experienced any disadvantages because of the leadership that you developed in OJ?

”No I haven’t, actually. However, I can only manage to work three days a week, I need a lot of time
because many people want to discuss matters with me, I want to talk to them as well. That's why I
cannot be here less than three days a week, because I wouldn't catch up with it. Now the staff are
trained to take responsibility, well, change and develop, of course they agree with me. In both big and
small matters. As for the rest, I don't see any disadvantages with my way of leading this company.
It's quite optimal. Of course it's easier if it's me who goes on holiday, it's much worse if other people
take days off.
I discuss things a lot with my personnel, but I don't look at it as a disadvantage. I suppose that
partly because I like it and partly because it's positive. The dialogue contributes to the motivation of
everyone to do their best at work.
We were chosen as the best quantum store last year in the southern region. From Norrköping to the
South there are 44 shops. I went to Stockholm to take a diploma in November 2010. It depended
mainly on the relation with the client."

7.3 A process of change in OJ
It emerges clearly from the description of Jörgen Jönsson that he took over a "social
context", which is described as an expert affordance of an environmental action in
the theory about common activity. The characteristic features are given in chapter 4.
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Many employees had learned that the best thing was to do what they were told to, no
more and no less. Any change would lead to sharp direct criticism from the owner
regardless if the others were nearby or not. For the former owner it meant a continuous requirement of being present in the company or at his disposal in other way.
Only he knew best in all situations, and in unexpected situations the personnel had to
wait for his instructions. Generally, it meant that he was the first person who entered
the company in the morning and the last one who left it in the evening. When Jörgen
took over the company he expressed directly that he did not want such a pattern of
leadership, but also that he would like to have some time for himself and his family.
He conveyed the message openly to all of the employees that OJ would work just as
well regardless if he were present or not in the company. Jörgen was conscious that
the applied "stick" must disappear and that the skill of the employees should be developed so that they would take responsibility for their actions within the agreed area
of responsibility. Learning, (Jörgen calls it "bringing up") would mean for the employees both new knowledge about the company as well as the courage to take the
initiative in a work situation. It is to develop the skill of the employees, including an
inner willingness to both "think" about and "feel" what can be profitable for the
company as well as to be able to "do" and "experience" what was done and its effects for the company. How did he succeed? How could he mesh with the current
process of action that had been controlled with a "rod of iron"? How can it be generally explained? What did the attitude of Jörgen mean for the employees? What did his
experience about human cooperation mean? What did his knowledge about business
mean?
Let us once again point out that Jörgen Jönsson was absolutely the only one who
took initiative for change and conducted changes without consulting any experts.
From the beginning the author followed the process just through the discussion with
Jörgen. Partly during the visit in his company, partly in the project in which we cooperated for the development of industrial life in Åstorp, and partly through listening to
him when he gave a lecture33 about his changes to OJ in different contexts.

33

During the first Wednesday lunch in ÅSF. In the University of Lund during the
Vinnova seminary in the project "The innovative company".
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Firstly, let us begin by considering what his attitude towards the targets of the company and the employees can mean. "Earning money is a basic condition, but

earning as much money as quickly as possible shouldn't be a goal, otherwise it
will become a quarter economics and one shall maximise the results. It survives only for a limited period. It's much better to have other targets like the
well-being of personnel, content clients, orders etc. It leads to better results. It
just happens" and the employees "I thought that they aren't more stupid than
me and we all are people, we all have decent skills."
He started the first "gigantic" change in the company with this approach. He took an
immediate initiative to directly invite the employees to "dance" with him. He directly
showed that he sincerely wanted to "dance" with them and absolutely not to his
tune, so that he could earn as much money as possible at their expense. He wanted
the common "dance" to lead to the best of the employees and the company. He
showed by his actions and in many other situations that he meant it truly. The meaning of what he says is the same regardless if he addresses a client, an employee, the
person in power in ICA, a local government commissioner, a scientist or a local head
of government. In other words, he is himself in all contexts and does not play any
roles depending on who he is talking to and what status his interlocutors have.
What can "to have other targets than earning as much money as possible" mean
in this context? What did Jörgen mean by the well-being of clients? What can be done
to make client well-being? Naturally, the clients can feel good when they have all their
shopping needs fulfilled and are positively treated. The safest way to fulfil the shopping needs of the client is to "listen" to what the client thinks, and positive treatment
of the clients can reasonably only develop if the employees have a positive approach
towards both the company and its leadership. Certainly there are many who would
agree with this reasoning but how can it be converted into practical action? How can
the employees learn about the link between the best of the client, their own actions
and the results of the company? How can the employees understand and voluntarily
accept to do something that goes beyond the agreement of employment?
To clarify the link between the best of the clients and the best of the company it is
beneficial to use a frame of reference. Jörgen has one in his head, which he showed in
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the project when the curriculum "From an employee to a co-worker" took place. The
model of entrepreneurship became a foundation stone and can be adapted to the
situation of OJ according to figure 13.

Figure 13

When Jörgen took over the company, the former owner alone answered for everything that was the basis of what should be done (task actions according to the terminology in the theory about common activity). The only responsibility of the employees was to perform the assigned tasks. Jörgen, however, believed that the employees needed an insight about the target of the company as a starting point to take
initiative on their own, to act and take responsibility for their daily work. Knowledge
about taking responsibility can be developed through active contribution to pondering over it and finding answers for the questions: What are the needs of the client?
How can we fulfil them? What can be done? What is needed to achieve it? And
this was precisely what Jörgen did. He asked questions and let the employees not only
reflect on them and give answers but also do it in practice. All of that led to learning
thanks to the "talks" by Jörgen to the employees during his tours around the store.
Together with making the employees realise that "actually the clients pay our salaries" he established a driving power for cooperation other than the "stick and carrot"
or apparent participation.
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The "talk process" of Jörgen took place directly in his continuously returning meetings during daily work, which can be seen as a series of cohesive "chats". The exchange naturally depended on the content of the "chats", i.e. what one by turns
"gives" and "gets", what the chatting parties "think" and "feel" and "do" and "experience". See figure 14.

Figure 14

The returning discussions led to a common reflection and understanding and respect
for the intentions of each other together with the thoughts about the performed
action and what effects it can have on the company and on its targets. This giving
and receiving can only arise in a common activity and in personal communication.
How and what is conveyed can vary depending on whether the "conveying" is carried
out with force, through manipulation or if it is accepted and voluntary.
Without renouncing his own thoughts and feelings or imposing them on the employees, Jörgen "sowed" the "seeds" that allowed promises to sprout in the inner world
of the employees, they had freedom and time for consideration to reflect and feel on
their own. In the following discussions a common view on how and what needed to
be changed grew up. During this "wandering" an unpretentious exchange of relevant
knowledge took place together with new ideas of change. In a positive way they
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"made a mountain out of a molehill", which can be regarded as a generative cooperation that is a living innovative process directly during the current work.
When any employee contrived an idea he/she nearly always received a chance to
realise it, even if Jörgen did not consider it to be a good idea "It is much better to let the
employees realise an idea which they alone contrived, because they do their utmost so that it succeeds.
If it fails, we discuss it so that they can correct it"... ... ... "if I forced my idea on them, they would
instead do everything to show that I was wrong". "I stop only the ideas that could risk the survival of
the company". Thanks to this freedom of action, the employees learned to take responsibility for their actions. If an idea did not bring about the intended result, it was clarified during the common reflection, which led to trying other ideas, because the eventual "wrongs" did not lead to scolding but to the strengthening of learning and built
up their courage to dare to take the initiative within their own work area. In the
common activity Jörgen received, in turn, feedback about the knowledge of the employees and learned to balance it according to the pace of giving responsibility. He
meant that it was complicated. "The most difficult thing was to find the pace in giving them
responsibility and simultaneously support them with training so that they would cope with the responsibility. The point for them was to find security in their work situation. At the beginning we were out
of step, but it changed." Thanks to the fact that Jörgen was open about what happened,
about the situation of the day and the future and about his privacy, he received a
corresponding openness from the side of his employees, which seems to be important for the trust and confidence to grow. "I know my employees almost better than I
know my family". Mutual trust can, among other things, mean a reduced need of energy
to keep control. Energy that can be used for other matters.

7.4 A common activity in OJ
We found out how Jörgen Jönsson, through his common activity ("a chat"), changed
the skill of the employees to actively contribute to the idea of development and to set
the target for the company as well as their will to act in the best interests of the company. It happened without his talking about how they should do it, and without using
a cost-consuming material system of reward. What did Jörgen actually achieve with
his "chats"? It is not easy, because of its state of complexity, to discover and explain
what Jörgen actually achieved by only observing the results of his investment, such as
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improved economic results as a consequence of better well-being of employees and
satisfied, faithful clients who became more numerous in time. Generally, it can be
said that he developed the environmental action of a company with a positive affordance for the employees, clients, himself and the company. He also succeeded in maintaining everything that he achieved through understanding the importance
of having employees who contribute to that, and he made the new employees develop their "skill of reception" to this affordance (humanivitysaffordance).

It can be done with help of the theoretical model given below defining what can be
achieved in a common action through the "how-process" above (figure 14). As we
established in chapter 2, common activity can develop knowledge about both the
context of the company (an object) and the current character of cooperation. Learning can in turn change the individual skill for both cooperation as well as a starting
point for individual action. It means changing the conditions for action liquidity and
the approach that can lead to individual activities with their own effects and new
learning. What kind of skill is required to successfully mesh with the current process
of action? What can a power position mean?
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Figure 15
Let us begin with the skill of Jörgen Jönsson. In the case of OJ it was Jörgen Jönsson
who had the "power" to intervene, but we shall disregard the perspective of power
here and focus on his skill. His skill can be tracked in his description, which can be
complemented by the observations made by the author during many discussions since
Jörgen took over the company in 1998 and through cooperation in many projects.
The author also had a long discussion with the former owner, which proved that
Jörgen Jönsson did not like the way the company was controlled when he took it
over. Jörgen Jönsson developed his skill in the branch of everyday commodity during
almost all of his life. His father had, among others, a grocer’s store. Before JJ took
over OJ he ran a smaller food store with substantially fewer employees. His business
strategic way of thinking emerges from the needs of clients and the conditions of the
market, and a great proportion of competitiveness lies in quick adjustment to the
continuous changes in the surrounding world. He also drew the conclusion that such
an adjustment is quickest when the employees are conscious about it and have full
insight into the situation of the company. Jörgen believes it to be a necessary condition for self-imposed individual activities in action situations. Furthermore, he has a
developed the skill and patience to let the employees find out on their own what
needs to be done, even if he has a clear comprehension about it. At the beginning the
employees wanted to have answers to the question “What should I do?” and Jörgen
223

Kenneth Daun - Humanivity

answered “I don’t know, you must know better, because you have been here longer. What does the
client think?”

From the very beginning he showed coherence with what he talked about. He saw
and sees himself constantly as one of the “team” and refuses to play the role of leader
of the company. He says explicitly that he is not superior to others, and the position
of leader of the company is a task just like many others in the company, and this task
requires unique competence just as the other tasks require other skills.
Everything is reflected in his aptitude to create unstudied learning situations for their
employees, which gives conditions for common reflection and builds credibility for
the intention that “this store shall work as well regardless of whether I am present or not”. His
openly expressed subjective incitement was to be able to plan his own “life” beyond
the company. “I must be able to go on holiday with my family and know that the company will
operate as well as if I were there.” The same applies to his salary in the company, which is
well known and accepted in the enterprise; it means that there are no hidden personal
aims. The majority of the generated profit in the company is reinvested in assuring
the improvement and survival of the company. “We finance everything with the results we
achieve. Here we have another advantage; there aren't many grasping shareholders who require dividends. The money that we earn whirls round in the company.” The employees notice that their
efforts beyond the agreed ones lead to secure their employment as well as give them
the possibility for personal development within the company. His skill to take the
common initiative developed thanks to the spent time “listening” to the ideas of the
employees, suggestions about the changes or to the problems than need solutions. It
was noticeable from the beginning in this “gigantic change” with the attitude that “they
are not more stupid than me and we are all people, we all have decent skills”. As a consequence,
another character of cooperation grew up, which bears the hallmarks of acceptance
and free will and the one that was characteristic for directives and control was left.
Cooperation was influenced when the employees received a promise to do things on
their own, for example they were encouraged to test the ideas without risk of being
reprimanded, which meant that their previous fear of making mistakes was instead
directed towards the courage to take initiative.
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Participation in the development of an idea and the target broadened the skill of the
employees to see their action in the perspective of a client and could also unify what
they did with what they considered to be good for themselves. The foundation for
the individual activities of the employees consequently changed at the same pace as
their knowledge about the context of the company grew up.

Through the changed cooperation and the foundation of the activity (see figure 15)
conditions emerged for changed action liquidity as well as the approach of the
employees towards the company. Because it meant self-imposed activities and consciousness about their effects on the company (object) and cooperation, it led to a
changed skill for taking new initiatives in the common activity etc.
7.5 Consequences
What did the change of the common activity mean? For the company, the sales volume increased all the time with an improved economic result. To a large extent it
depends on the commonly developed smart investment in new equipment and the
reconstruction to adjust to the new requirements of the surrounding world, and to
meet increasingly stiff competition.

For Jörgen Jönsson the change meant that after ten years he needs to be in the company for only three days a week, which he regards as important to maintain life in the
“chat process”. It is impossible to shorten his working time to less than three days
“because then I wouldn't have time to talk to the employees, and I want it”.
Thanks to the change he can spend most of his time doing things other than company matters, and he has time to think about the long-term direction of the company.
For example, he works during his leisure time in his own forest and can "be undisturbed deep in thought" and reflects over what he wants.
As a consequence for the employees the change means that the majority of them
have learned to understand the importance of their action in the perspective of the
company. They learned to communicate what they feel and think about the work
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situation and they know that they will be treated seriously. This understanding, which
we can call inductive learning, differs from the training and development of experience which can lead to the enhanced skill of an individual to perform their professional action as a surgeon, dentist, bricklayer, driver, pilot, teacher, researcher, lawyer,
accountant, shop assistant, cleaner, astronaut, carpenter, constructor, cox, weatherman, nurse, general practitioner, postman, pharmacist, product developer, baker,
industrial engineer, social worker, orderly, turner, policeman, customs officer, personal administrator, consultant, etc.
Generally, Jörgen Jönsson showed in practice that inductive learning can lead to
increased knowledge about the object (whole company) and greater consciousness
about the cooperation and its meaning for the object. The changed skill of an individual can lead to broadened responsibility in and for the company, which in turn
results in a new dimension of motivation supplementing the traditional individual
need and/or material incentive. It means being able to "see" the different stimulation
that the object can offer and which altogether creates the intention of an individual.
Depending on the character of the cooperation (trust and confidence), an expected or
expressed exchange can influence the self-imposed initiatives taken by an individual.
For example, in the case of Helen (Chapter 4), she thought that her involvement in
changing work organisation could have a positive meaning for herself, her colleagues
and the company, while the fitter of the machine did not notice any advantages for
himself if he contributed to the solution of the problem that had arisen. It emerges
from both cases that nothing but their inner standpoints can influence their decisions,
because no one can know what they see inside themselves and can neither be nor
press something towards it.
7.5 KLS variables in the process of change in OJ
Chapter 4 describes KLS variables, and depicts how they were used in Godbiten AB.
How can the process of change in OJ prove what the variables actually indicate? It
means to define the level of common activity that can give an indication of the
character of cooperation and an individual foundation of an activity which is the
starting point for an individual to independently perform the demanded action. This
indication can give a picture of the conditions for the action liquidity and approach in
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a current process of action. Because KLS variables can indicate the level of common
activity in a current situation of action, they can be also used by “the one in power”
to see how one can influence “those not in power” in an enterprise and understand
which conditions the influence created. Naturally, KLS variables can also be used to
build the conditions for the action liquidity and the desired approach.

Figure 16

In the description made by Jörgen it emerges that the common activity was present
between the former owner and the employees in OJ. He decided on his own what
should be done in the company and thus also which competences should be adapted.
If one employee quit, the owner employed another individual who was considered to
be able to cope with the same tasks as the former employee with the corresponding
competence. There was no training apart from when an employee changed work
tasks. The leadership of the previous owner was characteristic for all the defined targets, taken, performed and followed-up decisions without any participation on the
side of the employees. His communication consisted of a message saying what must
be done, no more and no less. His personal approach was absolutely authoritarian
and all the time he proved that he knew best. This way of running an enterprise bore
the hallmarks of clear work routines; the owner decided who should do what and the
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conditions of employment fulfilled the minimum requirements of the obliging legislation and central agreement.
We have established that KLS variables can be described as follows:

K
Application

Only for performing the assigned action

Maintaining

Recruiting/dismissing the employees so as to balance the quantitative need

Development

Training in order to cope with changes in the work
situation.

L
Leadership

Communication
Exchange

Instructions are given when the situation requires
any change that was already defined in the daily
work.
Directives, instructions, persuasion or corrections if
the work requires them
Nothing beyond what was agreed

S
Work organisation
System of control

Conditions

Hierarchical and normative
Well-known and accessible only for “the one in
power”

A strict application of laws and agreements for the
best of the company
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It means that the common activity can be deduced from figure 16 and is placed on
the first and second level, i.e. a level of force and manipulation, which can also verify
the meaning and the construction of the KLS variables.
KLS variables indicate that the common activity is placed on the level of force and
manipulation, which can mean that the cooperation between the owner and the employees for the sake of the company is formally juridical or apparently democratic. It
means that one shall conduct one’s own tasks according to the agreement of employment or that an apparent feeling of participation was brought about in cooperation. This indication can lead us to judge which conditions are for the action liquidity
and an approach. From the chart below it can be deduced that the starting points for
an individual action are the agreed tasks or controlled tasks, which the description of
Jörgen proved i.e. the sole conditions for the action liquidity formulated by the owner
for the action that an employee performs because he must or is stimulated to do it.

When Jörgen took over the company, he judged the situation that if “this company
is to work as well regardless of whether I am present or not” it would require
another kind of cooperation with the employees and a change in their knowledge
about the company so that they would take responsibility as Jörgen wished. He
achieved it in his “how-process” by directly inviting the employees to contribute to
the first gigantic change and thus started a “development of knowledge” about the
object. Instead of “teaching” the employees from his own knowledge, they were supposed to start “thinking” what would be best for the clients. When somebody asked
what they should do, the answer was “I don’t know. You should know it, because you have
been here longer than me. What do the clients think?” In such a way the skill of the employees was developed in order to make decisions from the perspective of the object and
through listening to the ideas of Jörgen and the way he assessed the importance of
their input for the results of the company. Jörgen let the employees participate in the
courses arranged by ICA so as to develop their competence for increased responsibility. Participation in the courses about different control systems in order to, for example, follow up the stock balance, profitability and fixing of prices. The offer to develop the competence is accessible for all who want it, but is not compulsory. “It means
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that we have absolutely different costs of training. When other shops send two persons, we send twenty-two. Every training session is an investment, even the training courses which are not good enough,
because they motivate the personnel as I show that I am investing in them and require competence,
and they can meet other like-minded persons from other shops and understand what a comfortable
situation they have.” Even if the discussions about planning and developing are not
formally scheduled, the aim is achieved in the continuously returning discussions. His
leadership is characterised by the fact that no decisions that the employees implement
are taken over the head of any worker. Neither he nor any other person can have the
mandate to mesh in the responsibility area of another employee. Instead, the employees became involved in the change from the very first moment by asking them their
opinions regarding the change, urging them to ponder over the ideas and the need of
change or problems that need solutions. They always have the possibility to think and
discuss things with him or the others in good time beforehand so the decision can
“ripen”. His discussions with all the employees consist of mutual giving and receiving
and bear the hallmarks of emphatic “listening”. This applies to all situations and not
only for the best of the company and himself, but also for the personal situations of
the employees. For example, if somebody wished to take time off from work, there
was no difficulty, regardless of the reason (it is only the individual who can determine
the importance of leave) and the situation of the company. He understood that if
somebody needed to take leave, the others had to stand in for that person. This was
the case even if there was a lot of work “because we give priority to the client and leave everything else. We can do the other things later”. The feeling of being understood and the possibility to take leave regardless of the circumstances can be regarded as an “offer of
freedom”, which is equal for all employees. Beyond the exchange in which he showed
his care about his co-workers and gave them the possibility to personal development,
nothing else was scheduled. Instead, Jörgen invited all employees to various events on
different occasions. For example, all employees were invited on a journey to Austria
for a weekend and another time to London. The employees received a lot of reassurance that their extra input was noticed and appreciated and that it could lead to any
form of compensation. The way that Jörgen controlled/led the company consisted of
dividing the company into independent work areas with clear borders. These work
areas can also be conceived as “companies” within the company. The employees
within each “company” are also the “management group”. Each group has full and
univocal responsibility with the corresponding authority for its working and development, which also includes economic profitability. No one outside the “company”
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has the right to make any decision which might affect somebody’s responsibility
without reaching an agreement. Demarcations between “the companies” are based on
the type of goods (dairy food, butcher’s desk, vegetables). “One can say that one “owns”
his/her department 100% and controls whether it works and develops”. The responsible persons have full knowledge of the current control system even if they do not need it for
their responsibility. “If one has responsibility for a small department or a large department, one
must be trained to be able to count margins, set the prices and negotiate with the suppliers, even if it
is less than before, have suggestions on activities, well, take care of everything, everything is computerised and the register must be up-dated.”
In the case of Jörgen the KLS variables can indicate the situation that was current
when the interview was carried out according to the list below:

K

Application

Taking advantage of accessible skill in the changes
that influence the whole company, beyond the
one for the agreed daily task.

Maintaining

Internal development of the skill of the employees
so they are able to take full responsibility for their
own work area.

Development

Continuously ongoing development directly in an
action situation and participation in external
courses to have knowledge to take responsibility.
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L
Leadership

Agreed target as a foundation for one’s own decision and taking responsibility for one’s own actions.

Communication

A dialogue, i.e. active listening, respect for each
other’s opinions and situation.

Exchange

Personal growth in the company and increased
competitiveness on the labour market.

S

Work organisation

Separate work areas with their own independent
responsibility for development in the context of
the company.

System of control

Open for all and including knowledge to adapt it
for one’s own responsibility.

Conditions

Real influence and participation in the work situation and in the development of the company beyond the regulations of the laws and agreement.
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Cooperation bears the hallmarks of dialectal communication about tasks which need
to be performed and about the development of the company. Furthermore, the
foundation of activity of an individual lies in the agreed target or in the direction of
the company. It creates, in turn, the conditions to make one’s own choices to achieve
the defined aims and to work to make changes within the frame of the direction of
the company. It can also create the conditions for an approach that is based on
common intentions for the task or the company as a whole.
This means that the common activity can be deduced from figure 16 and is situated
on the third and forth level, which is the level of acceptance and freedom, and which
can also verify the meaning and the construction of the KLS variables.
This case study can consequently confirm the theory about common activity, and the
KLS variables can define the level of common activity in the current action situation.
Thus, the influence of “the ones in power” on the character of cooperation and on
the individual foundation of activity can be tracked, which in turn means that the
conditions for action liquidity and an approach for the object can be estimated. Naturally, the KLS variables can also be adjusted to the conditions of the desired level in
an action process, i.e. adjusted to the level that characterises:
•
•
•

Competence (Taking advantage of accessible competence, maintaining it
and developing it for any target in the company)
Leadership (Targets, decision, form of communication and which exchange
the action that was not agreed can bring about)
Structure (Work organisation, system of control, responsibility and
authority, how the laws and agreements are adapted in the conditions of
employment)

These variables influence themselves mutually, for example Leadership cannot be
applied on the level of freedom if the variables of competence or structure are placed
on the level of force. In summary, we can say that Jörgen Jönsson, in his common
activity, achieved a level of learning in his employees that led to changed individual
skills regarding both cooperation and the object. It is also clear that Jörgen’s “con233
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tent of the chats” changed at the pace of development of the individual skill and
environmental affordance. From expert affordance to humanivity affordance.
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Epilogue

Common activity
The book describes three case studies showing how it is possible to mesh and make
individual choices so as to change the action environmental affordance. The three
case studies took place in a society environment (the municipality of Åstorp with the
object “direction for industry”), production environment (manufacturing of Godbiten with the object “work organisation”) and in a whole company environment (OJ
with the object “direction for the company”). In Åstorp the change resulted in an
improved climate for entrepreneurship. The change of climate brought about many
more new companies and companies that chose to establish themselves in the municipality. Consequently, it led to an increased number of work tasks in the municipality
and thus lowered unemployment. In Godbiten the changed environment of work
caused increased comfort for the employees, which, among other things, led to diminished absenteeism due to illness and reduced personnel turnover. The change of
environment in OJ led to enhanced sales with improved economic results thanks to
the increased state of wellbeing of the employees and more numerous as well as more
satisfied clients.
The theory about the common activity was applied in two of these cases to change
the environment while in case of OJ the change took place absolutely autodidactically
thanks to the owner of the company. In the last case, practice confirmed the theory.
Furthermore, all the changes were conducted purposefully and for completely different objects and environments. The main theme in all those three cases is changed
character of cooperation and the foundation of the independent actions of the
individuals for the object. (Attention! Something that “those in power” of the object can influence on their own). This in turn led to the changed individual skill of
action and a changed approach towards the respective object. It means a skill of action that supplements the professional competence and the strengthened positive
feeling for the object. Another decisive meaning was not only the expressed opinion
of the initiators that people want to and can develop themselves, but also a sincere
belief in it, which was shown in the action.
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One can ask the question of whether the theory of common activity can be
regarded as general in all action environments that arise for the object.
What opposes this is, for example, the fact that there are different physical, concrete,
micro or macro environments and the state of complexity of the object, for example
if the object is the construction and power of a nuclear facility, the compilation of the
energy policy of a nation, or the production of an uncomplicated product. Naturally,
depending on the kind of object, there are different requirements of the intellectual
capacity of the cooperation such as competence and skill for action and cooperation.
Regardless of the environment and the object, the general criteria apply to learning,
which can only arise through mutual exchange of thoughts and feelings for what
was done, what is being done and what needs to be done and about the possible effects of future action for a common object. There are formulated criteria on the respective level (force, manipulation, common acceptance or mutual freedom) on
which the common activity is based. The same criteria set, in turn, the general requirements on how the levels of the common activity can be changed or maintained.
However, what can be learned is totally independent of the object and its environment and of the capacity of cooperation.
Thus, we can draw the following conclusion:

Common activity for the common object, which is absolutely independent of the
object, can have a decisive impact on the idea of the object (content and realisation), acquisition and use of necessary resources for realisation. The resources refer to both human as well as material (economic).
Generally the changed common activity can lead to:
•

changed individual skill (skill of the object) to take one’s own initiative for
action for the object, which can mean a positive, neutral or negative change
of the object
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•

the skill to understand and develop one’s own intentions and insight about
the skill for the object of other people, which can mean changed motivation
(social driving power) for how the skill of an individual is applied to the
object

The changed skill of an object and social driving power can lead to the change of an
object, which can mean:
•

changed insight into the context of the object, which can have a meaning for
the changed affordance for the common activity

•

a changed view of the intentions of the cooperating parties for their action
for the object and with a meaning for the changed affordance for the
common activity

Interaction between the changed context of an object and a social context can consequently mean changing part of the environmental affordance that derives from human cooperation and its target (object).
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Figure 17
Figure 17 illustrates a common activity. Previously it was shown what through individual learning about human cooperation and the foundation of an activity for an
independent action for an object can mean for the resource of the skill (action liquidity) and the inner position of how it is applied (approach) to an object. It is the meaning of the common activity for individual development, human growth. Furthermore, it was also described how the common activity affects the process of learning.
Consequently, it can be established that a common denominator for the desired goaloriented change of an object can be achieved through human growth.
Following figure 18 can illustrate it:
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KLS method
The KLS method can generally be applied so as to give a picture of the current level
of the common activity. It can mean that it is applicable to individual development,
in the process of learning and for the development of environmental affordance
(see figure 18). The KLS variables can be regarded as a coordinating tool of the
common activity and can 1) define the current level, 2) formulate and decide about
the desired level and 3) be applied so as to stay on the level or change it. It means this
regardless of whether one wishes to develop an environmental action affordance,
change one’s learning in an enterprise in order to increase participation in the work of
change etc. or create the conditions for the loyalty of an individual to perform in the
best possible way and without resistance adjust oneself to the given instructions.
Consequently, the KLS method can be used in all the situations of change directly in
a new or ongoing process of action for the object. It can, for example, be used if the
change has been decided through human growth, as a choice for the refinement of
the
company
and
then
can,
among
otherthings,
lead
to:
7. mutual responsibility for the company and its development
8. the agreed operative work is conducted without a need for control
9. the aims can be achieved within the frames of the agreed policy
10. effective and quick adjustment to new requirements which the changes in the surrounding
world can set
11. make the increased initiative possible in a work situation in view of the entirety
12. the employees take responsibility to solve the unexpected problems either on their own or in
cooperation with others
For a management of the company it can mean:
•

free time for observation of the surrounding world, developing ideas, strategic thinking or
for other aims
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•

using more “energy” for the content and performance instead of for implementation and
“breaking” resistance in an organisation

•

shown skill to perform the changes with the desired results

For the employees it can mean an increased state of well-being through conditions
for:
•

individual freedom of action and a real influence on one’s work situation

•

challenges in daily work

•

development of one’s own competitiveness on the market of competence

•

increased knowledge about entrepreneurship can lead to establishing one’s own company

•

insight about and increased exchange of what the action can bring about, beyond what was
agreed

•

synchronisation of one’s own “life jigsaw”

In a local industrial environment such a choice can lead to:
•

expansion of companies with increased need of labour force

•

development of the employees to take greater responsibility for their work situation, which
can transmit to other environments beyond the company (family, neighbourhood,
associations, local community etc.)

•

insight into whether the criteria of the company can lead to one’s own business enterprise

•

improved climate of the companies, which leads to enhanced attractive power for both the
community and the existing companies
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•

growing companies with an increased number of employees causing naturally increased
revenue from taxation to the municipality
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