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Preface

he health and well-being of each individual, of families and populations as a
whole, is both a precondition and the result of successful economic action and a
well-functioning community.

Health cannot be viewed simply as absence of illness or the successes of medi-
cal progress. Health also embraces healthy living and working conditions. Under-
stood holistically, health benefits employees, their families and companies. It forms
the basis for the development of creative and innovative potential in enterprises
and society without which the challenges which the European countries in particu-
lar are encountering - in the wake of globalisation and the host of social and demo-
graphic changes — cannot be overcome.

Enterprise for Health (EfH) is a group of European organisations which inten-
tionally exploits the close relationship between health, motivated workers, a corporate
culture based on partnership and economic development, both to increase productivity
and competitiveness and to contribute towards the sustained maintenance and fur-
ther development of affluence and social security in Europe.

This brochure presents the results of the EfH group activities and is aimed at
encouraging other enterprises to appreciate and grasp the opportunities for their
company development through policies specifically geared to health. The exemplary
company contributions documented in this publication provide an overview of the
wide range of different approaches in company practice and are intended to prompt
questions and encourage companies to follow suit.

The experience of our network also clearly shows that corporate, economic, so-
cial and health policies should together be geared towards shaping the economic and
social foundations in our countries so that economic success and social cohesion re-
main linked to each other.

Together with my colleagues from the EfH Network, I share the view that sus-
tained progress in political, economic and social respects can only be achieved with
healthy enterprises which have a comprehensive understanding of health.

Enterprise for Health unites us all in the view that a commitment to a company
health policy and a corporate culture based on partnership must not be seen simply
as a cost factor which has to be minimised, but also as an investment in the future.

I would like to thank the sponsors of the network, the Bertelsmann Stiftung and
the BKK Bundesverband, for having created the necessary framework for this net-
work and its further expansion. EfH performs pioneer work and creates many valuable
stimuli to encourage healthy corporate development.



Liz Mohn

Vice-Chair of the Executive Board
Member of the Board of Trustees,

Bertelsmann Stiftung

lobalisation, rapid technological advances, the demographic shift and changes
in personal values continue to be synonymous with ongoing fundamental up-
heavals in the world of work.

Not only do corporate strategies and structures have to address these challenges,
but the very culture of an organisation is facing a test of endurance. The high level
of complexity and increasing degree of difficulty in performing work tasks presents
constant new problems for both management and employees.

Significantly, mental illnesses are increasingly replacing physical disorders as the
main influence on sickness rates, the inability to work and early retirement. This is
compounded by problems brought on by information overload, the pressure of dead-
lines and quality standards and the extra mobility and flexibility demands on indi-
viduals as a result of changing work processes and structures.

We cannot master these challenges with the tools of the past. Traditional com-
pany health and human resources policies no longer meet the needs of modern
workforces. If our businesses are to survive and prosper in an increasingly com-
petitive world marketplace — and at the same time play their part in building a better,
healthier, more prosperous society — then we need new ways to motivate employees
and capture their commitment and creativity. We must undertake a fundamental re-
alignment in our world of work. There is much more to work-life balance than just
the separation of workplace and private activities. Continuing research and the experi-
ence of the member companies of the pan-European Enterprise for Health Network
has clearly shown that a corporate culture and leadership based on a partnership
with all stakeholders is the best way forward. To give just one example — sickness
rates are always lower among motivated and involved employees who are able to act
on their own initiative.

Through the Enterprise for Health Network, the Bertelsmann Stiftung has initi-
ated a change in paradigms in company health policy together with the BKK Bundes-
verband. In collaboration with the companies involved - including some of our lar-
gest, most familiar multi-nationals - it has focused attention on the correlation between
corporate culture and health.

The best practices and solutions developed and collated by the Network repre-
sent exemplary practice for the working world of tomorrow. My thanks therefore go
to all those involved in this innovative project and who are identified with it.



K.-Dieter VoB

Member of the Board

of the BKK Bundesverband

he company health insurance funds in Germany are part of the statutory health
insurance system and form an important cornerstone for a high quality of social
security. With their services they guarantee a high level of health care in line with needs
while maintaining the principle of cost-effectiveness and strong customer orientation.

The effectiveness and efficiency of health care will in future depend more than ever
on how strongly insured parties, enterprises and other organisations are committed to
prevention and health promotion.

Company health insurance funds have, for many years, been supporting organis-
ations with services for workplace health promotion while advocating the benefits of
a modern, company health policy. We are convinced that healthy employees not only
improve their company’s performance, but help reduce the demands on our health
system. Greater health awareness among individuals conserves resources in our
systems, reduces ancillary wage costs and, above all, increases the individual’s quali-
ty of life.

In order to win over even more companies to adopt a forward-looking company health
policy, we established the initiative Enterprise for Health together with the Bertelsmann
Stiftung in early 2000. Enterprises learn from other enterprises and share ideas at de-
cision-making level on important issues influencing a healthy company organisation.
The company health insurance funds not only make the results of this initiative access-
ible in Germany they also disseminate them as part of their activities in the European
Union. Here, too, they advocate that a modern company health policy can further
develop as a standard in all areas of our economic and social life.

The companies which work together in the Enterprise for Health have performed
valuable, innovative work in this respect.



The European network
"“Enterprise for Health” (EfH) was
established as a joint project
by the Bertelsmann Stiftung
and the Bundesverband der
Betriebskrankenkassen (BKK)

in January 2001.

EfH is an international group of
companies currently (October
2005) comprising 19 companies
from a total of 13 European
countries. The member companies
differ in size and operate in

different branches of industry.
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Media Industry, approx. 76,000 employees in 60 countries

Caixa Geral de Depdsitos, Portugal
Financial Services/Banking Industry, approx. 18,400 employees

E.ON Ruhrgas AG, Germany
Energy Industry/ Trade, approx. 13,500 employees worldwide;
of those approx. 3,600 employees in Germany

Ford-Werke GmbH, Germany
Automobile Industry, approx. 300,000 employees worldwide

GlaxoSmithKline, UK
Pharmaceutical Industry,
more than 100,000 employees worldwide

HAG a.s.a., Norway
Office Furniture Industry, approx. 450 employees

Hilti AG, Liechtenstein
Tools and systems for the construction professional,
approx. 15,000 employees at 120 locations worldwide

Grupo Maier, Spain
Alliance of over 110 single co-operative societies
in the Basque country, approx. 71,500 employees

MTU Aero Engines GmbH, Germany
Aero engines, modules and components,
approx. 6,800 employees worldwide

REWE AG, Germany
Trade, approx. 196,000 employees in Europe;
of those 131,000 employees in Germany

RWE Rhein-Ruhr AG, Germany
Energy Industry, approx. 7,000 employees

Royal Dutch Shell plc, The Netherlands
Energy and Petrochemicals Industry,
approx. 112,000 employees in more than 140 countries

é Stora Enso Oyj, Finland
STORAENSO Forest Industry,
approx. 46,000 employees in more than 40 countries
? TITAN Cement Company S.A., Greece
LA,
4TI1‘AN Building Materials Industry,

approx. 6,000 employees worldwide

Volkswagen AG, Germany
Automobile Industry, approx. 340,000 worldwide,
of those approx. 100,000 employees in Germany

Zaktad Energetyczny Torun S.A., Poland
Energy Industry, approx. 1,400 employees
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EfH networks for a healthier world of work tomorrow

Both sponsor organisations, Bertelsmann Stiftung and BKK Bundesverband, have been
involved for many years in issues relating to the development of corporate culture and
health promotion.

Philosophy of the network

The sponsoring organisations see the EfH as an important contribution towards creating a
healthy world of work based on partnership. The EfH was developed as a network platform
for companies which see — and seek — opportunities to achieve business excellence through
a corporate culture based on partnership and workplace health promotion, by learning from
the experience of other companies and helping others to gain from their own experience.

Prevention and health promotion take priority

In large sections of the world of work and other sectors of our societies, principles
of care, prevention and the promotion of potential are still not taken seriously enough.
This applies to personal behaviour, both at the workplace and outside work, to economic
decisions in companies, political action at all levels and also to the workflows and modus
operandi of our social security systems. The lion’s share of the health expenditure, for
example, is currently channelled in all countries into curative medicine and health care and
only a fraction of the available resources is targeted at prevention and health promotion.

A reorientation is required towards prevention and health promotion in view of the
uncontrollable rise in costs and rising deficits in public budgets. However, politicians
and the management in the health system are not fully convinced that prevention and
health promotion can be accepted and put into practice by the citizens and consumers
and that, as a result, care processes can be designed to be more efficient and therefore
cost less.

This scepticism follows a plausible logic: Up to now, new health services have gen-
erally resulted in higher costs even though they were promoted intensely beforehand
with a cost-saving argument. The experience with campaigns to change people’s un-
healthy habits have tended to be negative: It seems that a lack of exercise, eating habits and
in particular the use of drugs and addictive substances cannot be effectively influenced
by the processes of modern communications and customised advice services. Scepticism
is therefore justifiable; experiences so far do not tend to support the principle of giving
priority to prevention and health promotion.

Nowadays, great importance is attached in national and European politics to invest-
ments in a high quality of education. The promotion of key qualifications for knowledge-
based economies is aimed at countering losses in affluence which have hit many indus-
trialised societies as part of globalisation. At the same time, current achievements in dif-
ferent sectors of the education system, including vocational and further training at com-
panies, are a long way short of meeting political expectations and targets. Many coun-
tries are recording a rising number of youths and adults without any formal certificates
of education; education analyses reveal substantial shortcomings in basic fields of com-
petence among an increasing number of pupils and trainees.



A profile of the BKK Bundesverband ...

The Bundesverband der Betriebskrankenkassen
is the umbrella organisation of more than 200
German health insurance funds (BKK) and their
eight state associations. With over 14.8 million
people insured, the BKK is the oldest and third
largest form of statutory health insurance in
Germany. Roughly 89 percent of the popula-
tion, i.e. 73 million people, are insured in the
statutory health insurance system and some
57 percent of all health expenses are financed
in Germany by this system. It comprises 8
different types of insurance fund, with regional,
professional or branch-specific membership.
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Many of the social security systems in Europe are not adequately geared to new social
risks which have arisen as a result of the economic and social changes in the lives of
the population. Single mothers, their children, older people with low incomes and/or
low qualifications, as well as all people in gainful employment with low formal qualifi-
cations, are affected by this. A high, broad-based quality of education, a precondition
for an economically and socially successful transformation to the knowledge-based so-
ciety, depends on a reliable and supportive setting for the emotional and cognitive de-
velopment of children and young people. This is under constant threat from changes to
the traditional family unit, employment insecurity, lack of qualifications and job op-
portunities among certain population groups.

BKK

The BKK Bundesverband represents the inter-
ests of company health insurance funds in
respect of national policy and the trade public
and has mutually beneficial relationships with
international organisations in the field of health
and social policy. It assists the legislature, is
involved in framework regulations and agree-
ments with the service providers in the health
service and supports the state associations
and company health insurance funds in perform-
ing their functions.

The long and close working association be-
tween the BKK and companies and the great
importance of prevention in this type of fund
has been - and still is - the reason for numer-
ous initiatives of the BKK Bundesverband in
the field of workplace health promotion. The
BKK concept of workplace health promotion
focuses on the involvement of the workers
and stresses the close interaction between be-
haviour and setting-related prevention.

The BKK Bundesverband has also assumed im-
portant functions at European level: Since
1990, it has been the Collaborating Centre
Partner of the WHO in Europe and in 1995 it
became the national contact office of the Eu-
ropean Network for Workplace Health Promo-
tion (www.enwhp.org) in Germany. The secre-
tariat of the ENWHP has been located at the
BKK Bundesverband since 1999.
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Growing pressure from competition and the short-term preoccupation with protecting
share prices by continuously cutting costs leads companies to progressively reduce the
number of employees. Long-term business strategies have great difficulty in surviving in
this competitive environment.

... the Bertelsmann Stiftung

Since its establishment in 1977, the Bertelsmann
Stiftung has invested more than<€ 550 million
in self-generated projects which encourage so-
cial advancement. The foundation’s extensive
work directly reflects the wishes of its founder,
Reinhard Mohn. It continues the traditional, social
and cultural commitment of the owner families,
Bertelsmann and Mohn, but, equally, it is dedi-
cated to maintaining company continuity.

Financing
Reinhard Mohn transferred a total of 68.8 per-
cent of the capital shares in Bertelsmann AG to
the Bertelsmann Stiftung in September 1993. He
transferred his voting rights, relating to 90 per-
cent of the capital stock, to Bertelsmann Verwal-
tungsgesellschaft mbH (BVG) in July 1999. Today
the Bertelsmann Stiftung holds 57.6 percent of
the shares in Bertelsmann AG. The two other
shareholders are the Mohn family (17.3 percent)
and Groupe Bruxelles Lambert (25.1 percent).
The Bertelsmann Stiftung finances its work
by the earnings from its capital holding. In the
2005 financial year, the largest operational foun-
dation in Germany has a budget of some € 70
million. The fact that the non-profit-making foun-

dation has become the largest owner of the com-
pany is the result of Reinhard Mohn's insight
that large assets must be subordinated to the so-
cial obligation of ownership, as postulated by
German Basic Law.

The work of the Bertelsmann Stiftung

The Bertelsmann Stiftung makes concrete contri-
butions towards the solution of current social
problems. The foundation’s work is characterised
by Reinhard Mohn's realisation that corporate
thinking and actions make a decisive contribution
towards developing such solutions and breaking
down solidified structures. Its aim is to support
the continuity of a viable society.

The Bertelsmann Stiftung, which has 300
employees, sees itself as an operational institu-
tion which develops concepts: It seeks to detect
social problem areas at an early stage, search for
the best possible solutions worldwide and develop
and implement exemplary solution models, in a
dialogue with those involved, right through to
their practical trials. The Bertelsmann Stiftung co-
operates at a national and international level with
partners in scientific, state and private institutions
and concentrates on four topics:

| Bertelsmann Stiftung

D Education

D Economics and social affairs

D Health

D International relations.

In addition, it has initiated projects on culture and
foundation’s development, as well as the cross-
section projects “Campaign for Demographic
Change” and “Balancing Work and Family”. It
also holds an integration competition in collab-
oration with the Federal Ministry of the Interior
in Germany.

Centre of Competence for Corporate Culture
and Leadership

Through its Centre of Competence for Corporate
Culture and Leadership, the Bertelsmann Stiftung
is continuing the traditions of its founder Rein-
hard Mohn. The Centre’s aim is to improve the
competitiveness of companies by concentrating
on three strategic topics — the growth-orientated
balance of profitability, humanity and responsibil-
ity towards society. The main focus here is cor-
porate culture based on partnership - in both the
private and public sectors - along with corporate
social responsibility, and the future development
of working life.

11
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Present and future challenges to the economic and social development in Europe

The European Union is aware it is confronted with major challenges. In March 2000, the
former 15 member states agreed on a political framework programme, known as the Lishon
Agenda 2010, which states that Europe should develop into the most dynamic and competi-
tive knowledge-based economic region in the world, with lasting economic growth,
more and better jobs, greater social cohesion and, at the same time, respect for environ-
mental needs.

The interim conclusion of this ambitious reform agenda on the economic and social re-
newal of the European Communities was sobering: Only moderate progress was achieved
with all 28 main and 120 subsidiary objectives, in particular in the fields of “economic
growth” and “employment”.

Lively debates and detailed analyses were and still are the background to a realignment
of the strategy which the European Commission had adopted, demanding the concen-
tration and streamlining of the projects and focusing on the promotion of growth and
employment.

The core priorities of the renewed Lisbon action plan include the implementation of the
single market, action to reduce bureaucracy, the promotion of the transition towards a
knowledge society, greater flexibilisation of the labour markets and more investment in
human resources.

Healthy corporate cultures based on partnership are an important precondition for the
Lisbon renewal process. In future, up to an estimated 30 percent of workers will be direct-
ly employed in the production and dissemination of knowledge, manufacturing and in the
services sector. A large proportion of other workers will have to perform knowledge-based
work in order to be successful. These massive changes can only be achieved in working
conditions which permit and promote involvement and self-responsibility. Companies and
public systems in the member states and Europe as a whole must therefore target in-
creased investments at general and vocational education. Continuous qualification and
life-long learning will decide how easy or difficult it will be for people to get new jobs.

Furthermore, companies can help to a great extent to overcome the consequences of
the demographic change: Company programmes for active ageing help create an environ-
ment where employees do not have to depart too early from working life. Active ageing in
employment cannot be attained without healthy working conditions based on partnership
over the worker’s entire working life. Insufficient commitment in firms and enterprises to
this goal will have profoundly negative effects on the future financing and efficiency of the
social security systems.

The committed membership of the EfH is ideally placed to make a major contribution
in this context of renewal, where the above-mentioned challenges are not limited to the
European region. Other economic areas, especially in America and Asia, are confronted
with similar problems, or will have to face up to them in the near future.
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EfH is not alone

There are networks, forums and working groups, just like EfH, in various European coun-
tries at national and regional level, where companies and, in some cases, external experts,
exchange views on different issues of company health policy and worker-oriented staff man-
agement. There is a network for workplace health promotion (www.enwhp.org), sup-
ported by the European Commission, DG Health and Consumer Protection, in which non-
corporate institutions from the field of occupational safety and health and public health
have been working together for about 10 years at European level. This network supports ex-
perts and practitioners by providing access to examples of exemplary practice including
successful processes and tools of workplace health promotion. At national level, there are
a number of different initiatives, frequently backed by industry-wide institutions in the
fields of occupational safety and health and social insurance, which also support the
exchange of experience between experts in companies. The European Network for Work-
place Health Promotion (ENWHP) has initiated national forums in which companies and
other organisations actively participate in various European countries. In response to
this initiative, the German Network for Workplace Health Promotion was set up
(www.dnbgf.org). The company network initiatives include the English Corporate Health
and Performance network (CHAP), the Swiss association for workplace health promotion
(SVBGEF), the German network “Unternehmen fiir Gesundheit” (UfG) as well as net-
works in Scotland, Wales, the Czech Republic, Bulgaria and Hungary.

How the EfH works
Over the last five years, the EfH has developed and implemented a working model based
on four elements:

Identification of core issues for the future design of corporate culture and company
health policy (EfH Agenda) as well as the organisation of an exchange of experience in
the core issues of the agenda;

Collection of practicable procedures, methods and concepts (EfH Toolbox);
Identification of key arguments for the business case;

Derivation of general recommendations for successful company practice.

13



14

EfH Business Meetings

Corporate Culture Based on Partnership and Company Health Policy
May 28 - 29, 2001

Business Case
October 29 - 30, 2001

Work-Life Balance/Business Case
April 15 - 16, 2002

Ageing Workforce
September 23 - 24, 2002

Diversity
May 19 - 20, 2003

Mental Health and Leadership
October 13 — 14, 2003

Flexible Work
May 24 - 25, 2004,
November 22 - 23, 2004

Knowledge Management and Lifelong Learning
April 18 - 19, 2005

The philosophy, objectives and working methods of the network were drawn up at the start.
This led to a mission statement and an initial identification of issues from which a con-
crete timetable was prepared. Two working meetings are organised every year, each de-
voted to one key issue of the EfH agenda.

Each working meeting concentrates on a specific topic according to the EfH’s agreed
timetable and theme. At the start, current information on the relevant issue, successful
company procedures and arguments on the benefits of particular courses of action within
companies is communicated with the help of contributions from experts. This is followed
by reports on the experience of the member companies. Finally, general recommendations
for action in company practice are prepared.

One important result of the EfH’s work is the compilation of the knowledge and ex-
periences of companies into a general company action model. This model describes the ma-
jor factors that can be introduced into a company to help develop a healthy corporate cul-
ture based on partnership. It distinguishes between health factors, fields of action, general
process factors and results.
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Results

onomic Development

Management Process

® Corporate Policypand Culture

Crucial factors, and therefore the driving forces (drivers), are the company policy and the cor-

porate culture. The vision and business strategies of a company, as key elements of every
corporate policy, reflect the significance of the workers in the value added chain; they
also organise the action of all decision-makers in the company management and have a ma-
jor impact on leadership behaviour.

The corporate culture comprises the values and general orientation of the organisation
which may exist implicitly or in visible and written form. Corporate cultures based on part-
nership are characterised by the great importance of worker and customer-oriented values,
supplemented by the intentional orientation towards principles of social responsibility.

Health determinants describe the most important influences on the health and sickness
situation in companies. The EfH action model identifies five key sectors or general classes
of factors, each of which includes a larger number of individual factors. These are

” o«

the sectors “human resource management and leadership”, “work organisation and

job design”, “work environment”, “job security and changes to the world of work” and
“(health) competencies”.

15



16

The most important area is “work organisation and job design”, which in turn is very
closely linked to the management systems in a company. Today we have adequate scien-
tifically-based know-how on the individual design characteristics and their correlations.
Important characteristics are the “completeness of tasks” (planning, control and execution
elements, variety of tasks), the “degree of autonomy”, “social support” and “respect”.
Whereas production demands define these factors in industrial processes, in the services
sector the daily co-ordination between executives and employees is the decisive factor in
workplace health. The human resources department can also influence the quality of
leadership and work design by means of a number of supportive processes and internal
services. These include culture development programmes, executive development and
general staff development action, the development of systems of financial incentives and
lots more.

The “work environment” comprises the areas of occupational safety and health and en-
vironmental protection in the company - those areas which are traditionally linked the
closest with the subject “health at the workplace”.

“Job security” and coping with change processes in the company are two other key fac-
tors for the health and sickness situation. They have a particular impact on the quality of
mental and social health.

Individual competencies and skills form an important protective resource with which
both work demands and requirements relevant to health can be fulfilled. This also in-
cludes lifestyle competencies and skills, but goes beyond them to cover all professional
competencies of the workers.
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The fields of action describe specific practices in companies and their design in turn in-
cludes a whole series of health factors. They also reflect the EfH agenda. These include:

Demographic change and ageing workforces
Diversity

Work-life balance

Mental health and leadership

Flexible work

Knowledge management and lifelong learning

Business Case.

Apart from “business case”, all the fields reflect important changes in the world of work,
representing challenges to the design of healthy corporate cultures based on partnership,
irrespective of branches and economic sectors. Moreover, problems arise specific to
branches and companies. The “business case” is a cross-sectional field and describes the
need to gear investments into the above-mentioned fields of action in line with the com-
pany’s objectives and justify them accordingly.

Company measures within these fields of action should be organised as a continuous
management process, which embraces the steps “building infrastructures”, “analysis and

)

” o «s ” o«

planning”, “implementation”, “communication” and “evaluation”.

Company practice which arises from a corporate culture based on partnership and de-
signs the key health factors in the relevant fields of action in line with the principles of the
continuous improvement process, leads to results in quality of life and work (including
health improvements) as well as business results (performance and innovation).

17



Management Process

Pm

Topics/Fields of Action Health Determinants
® Demographic Change ® Human Resource Management
® Diversity and Leadership
® Work-Life Balance ® Work Environment
® Mental Health and Leadership ® Work Organisation and Job Design
@ Flexible Work @® Job Security and Changes
® Knowledge Management to the World of Work
and Lifelong Learning @® (Health) Competencies

® Corporate Policy and Culture




EfH in Action

— Networking for Improved Workplace Health

The activities of the Network are centred around important trends and developments in today’s world of work.

These include demographic changes and ageing workforces, the increase in psychosocial stresses and the

growing significance of knowledge in manufacturing and service sectors. The Network’s interests also focus

on flexible, new forms of work, the changed demands placed on worker-orientated leadership behaviour as

workforces and markets become more diverse, as well as new solutions to conflicts between employment

and other areas of life.

The understanding of company health policy on which the Network’s work is based is that
company health management needs to be combined with the development of corporate cul-
ture and the design of the organisation itself. Healthy workers in healthy enterprises are a
key element in — and a consequence of — a company’s understanding of the values of a part-
nership approach. This provides the framework for high quality management structures
and policies, as well as best practices in the work organisation itself (especially the design
of tasks, regulation of working hours and a culture of co-operation). This may also include
specific health promotion programmes addressing the needs and problems of certain
groups of workers or activities which generally go beyond the requirements prescribed by
law in occupational safety and health and which are based on voluntary self-responsibility.
The following sections contain the results of previous work by the Network, with brief
examples of practices illustrating the experiences of Network member companies.

19



Healthy Corporate Culture Based on Partnership

The progressive changes in the economy and society present new challenges to the competence, mobility

and flexibility of all those involved in a company. The tasks and degree of complexity of leadership have

undergone fundamental change. Centralistic management structures in rigid hierarchies are at best successful

only in the short term - the innovation and adaptation capability of the organisation will almost certainly

be jeopardised in the long term. A modern company and organisation design allows for changes in the ex-

pectations and values which have now become characteristics of broad sections of workforces. The Network

is concerned with the following fundamental questions: What orientation and values is a participative

management understanding based on? What role does a participative structure play for economic success?

Why are corporate cultures based on partnership more healthy?

20

Since the 1980s, scientists and front-line experts have been examining the issue of
“corporate culture”. An important trigger for this was studies on the driving forces of
economically successful companies which, in addition to the well-known business
success factors, also identified “soft factors” which were combined under the collec-
tive term “corporate culture”. However, these studies were followed by only a few suc-
cessful design proposals which could be implemented to improve company practice,
so the initial interest disappeared again quickly — almost like a fleeting fashion. The
subject received new impetus as more companies restructured more often, particu-
larly with managements seeking better ways to control the integration problems
among workers following mergers and acquisitions.

Why does a company have a “culture™

Every company has a specific corporate culture, regardless of whether philosophies
and values are communicated to the public. The basis of every organisation’s culture
is the fundamental, collective convictions which impact on and govern the thinking,
actions and perceptions of the workers and executives and are typical of the respect-
ive organisation.

These basic convictions may be intentional or unintentional, visible or difficult to
perceive. Convictions are expressed in patterns of behaviour and habits, e.g. in wel-
coming rituals, recurrent procedures at meetings, in clothing and lots more. These
convictions may sometimes act like doctrines which are no longer questioned and are
then deeply rooted in the emotions and feelings of the individual worker and entire
workforces.

As companies are not uniform structures the larger they become, several subcul-
tures may evolve beside each other which are often very closely linked to the speci-
fic professional profiles (e.g. the marketing culture versus the culture in the research
and development sector).
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Explicitly developed corporate cultures open up
strategic competitive advantages when they
provide a credible purpose in which all company
members can trust through shared values and
objectives. This must permit the contribution of
each individual worker towards the company
result to become comprehensible and transpar-
ent. This in turn increases the chances of a high
and lasting degree of identification with the
company and its objectives among employees,
an indispensable precondition for high quality
customer orientation and as broad a develop-

ment as possible of creative potential.

Corporate cultures are healthy when the fun-
damental values and standards highlight and
recognise the contribution of workers to the
company success, visibly reinforced by leader-
ship behaviour every day. The degree of credi-
bility is more important in this context than
investments in professional corporate com-
munications. Any breaches of trust damage
the internal communications and very soon the
quality of the company results as well.

The development and design of a healthy cor-
porate culture based on partnership is a man-
agement task and can only be achieved if it is
an element of everyday management routine.
This starts with the talking culture in dealing
with each other daily at the workplaces and
covers systematic analyses of the implemen-
tation of established and recognised corporate
values in all sectors of the organisation.




“A healthy and health-promoting work de-
sign is the key to healthy companies and
corporate cultures based on partnership.
The know-how for this is available: Work-
flows and tasks are to be designed so that
they are as complete as possible, i.e. they
include executing and planning/controll-
ing elements; autonomous teams are suit-
able in many sectors of production and in
the provision of services from the view-
point of health promotion and as regards
business management requirements.”

Prof. Dr. Eberhard Ulich,

Executive Project Co-Ordinator
of the EfH Network

22

Convictions which are jointly accepted and practised make everyday life easier, they
help to cope with the flood of information and they support decision-making processes
through clear orientation. Moreover, they govern the “game rules” in dealing with
customers, suppliers, financial backers, employees etc. There is usually an important
difference between the public culture communicated both in-house and to the outside
world and the corporate culture actually experienced. Finally, corporate cultures en-
hance the identification of the workers with the company because they communicate,
implicitly or explicitly, the sense and purpose of the company. This function of corpor-
ate cultures is probably the most important benefit with regard to economic success
and the development of competitiveness.

When does a corporate culture make people healthy?

Many companies have developed values specific to and typical of the respective company,
which is used as orientation for the entire corporate policy and its key fields of action. In
human resources management, these values govern the choice of staff, executive devel-
opment and the general development of the organisation. The implementation of the
agreed values is reviewed in staff surveys, executives receive feedback about the extent
to which they support everyday implementation and set an example.

Many of these values highlight customer orientation, performance orientation, the im-
portance of employees and the social responsibility of the company to the workers, the en-
vironment and society.

Company values promote the health of companies and workers if they recognise and
stress the workers’ contribution to the company success and, at the same time, communi-
cate involvement, self-responsible action and mutual support as important basic prin-
ciples for an open atmosphere of co-operation. However, the crucial factor is how credib-
ly explicit values reflect the actual attitudes and opinions, especially of top managers.
Identification with the company and its objectives, a key precondition for self-responsible
commitment, creativity and innovation, is closely linked to mutual trust and the percep-
tion of fairness. Major discrepancies between the vision and reality, between the values
communicated and those experienced, are detrimental to these fundamentals of motiv-
ation and reduce the efficiency and productivity of the business processes substantially.
Studies into the causes of inner resignation and burn-out experiences repeatedly confirm
these correlations.
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What keeps corporate cultures healthy?

A key factor in the promotion of healthy corporate cultures is the quality of leadership.
Crucially, top management stipulates the general conditions of corporate cultures and
have a major influence on which values are experienced in everyday company life and how.
Moreover, executives are examples from whom workers learn what rules and standards
are actually valid in the organisation and possibly contrast them with the public face of
the organisation. In creating corporate cultures, it is above all the company founders and/
or members of the company management who are important; they are directly involved
in the development of explicit values and philosophies. Later management generations
are often not aware of why particular values were chosen and not others.

A second important factor is the quality of work and organisation design itself. This
is divided into various fields of action, involving work design and human resources man-
agement. Activities in these fields maintain health when pressures and the resources to
overcome them remain in equilibrium, in which the active participation of all workers is
demanded, promoted and recognised and the leadership provide support and advice as
part of their managerial tasks.

“The discussion on corporate culture also
has an ethical dimension, which is char-
acterised by two poles. At the one end
of the spectrum there is the paradigm of
the personal responsibility of every indi-
vidual for his living conditions and thus
also for his health. At the other end is
the paradigm of solidarity emphasising
the responsibility of the community.”

Prof. Dr. Jean-Francois Caillard,
Scientific Advisor of the EfH Network

Enterprise for Health

BKK

The EfH brochure
Corporate Culture Based on
Partnership and Company Health Policy

is available for downloading at
www.enterprise-for-health.org
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BERTELSMANN

media worldwide

Evolving the Tradition of a Corporate Culture Based on
Partnership

Bertelsmann, a media group based in Giitersloh, North Rhine-Westphalia with more
than 76,000 employees worldwide, has a long tradition of “corporate culture based on
partnership”, in-house health insurance and of proactive employee health policy.

Bertelsmann has taken a comprehensive approach to company health since well be-
fore the signing of the “Luxembourg Declaration.”

In fact, as early as the 1950s and 60s, Bertelsmann had evolved a corporate cul-
ture characterized by a sense of qualification, motivation, identification and responsi-
bility among its employees. In 1960, Bertelsmann’s workforce signed a “company
constitution” committing them to a philosophy that also includes a shared under-
standing of “partnership” as a basic value.

Even then, the aim was to create a working atmosphere in which individuals
identified with their work and the company and could develop their creativity in a
nurturing environment that is free of fear and tolerant of mistakes. An environment
that allows employees to pursue their personal development and achieve a sense of
accomplishment for themselves (and the company).

Bertelsmann believes that an environment based on partnership also promotes
health in that it reduces psychological strain, the consequences of which would
otherwise have to be treated with “therapy.” In over 4o years of successful co-op-
eration with the Bertelsmann BKK, the company has offered its employees systematic
assistance for a healthier lifestyle (e.g. various prevention and screening pro-
grams), while also maintaining the tools that ensure success and appropriate or-
ganisation. In addition to a group steering committee on health, an organisational
framework has developed involving a variety of information, talks and feedback in-
struments which guarantees that the leadership and partnership principles are ac-
tually put into practice. For example, Bertelsmann greatly values employees’ opinions
and regularly performs employee surveys.
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The employee survey was taken to the international level in 2001 and includes issues
relating to corporate culture. This not only reflects the fact that Bertelsmann is a
decentralized worldwide organisation with a large number of independent companies
(profit centers), but also indicates that the group aims to achieve a culture of learning
across all its divisions and companies.

The Bertelsmann group has established an innovative “corporate culture learning
and reporting system” as a form of self-monitoring and to initiate a process of dia-
logue and reciprocal learning while continuously implementing and advancing the
group’s corporate culture.
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HAG

Creating Healthy Workplaces for Customers
and Workforce

Healthy workplaces are part and parcel of the business concept at the office furniture
manufacturer's HAG. It is no wonder that the well-being of its employees also enjoys high
priority in the company.

Since 1999 the Norwegian company has had the so-called “HAG Performance Model”,
which was developed together with the consulting firm “Scandinavian Leadership”. It de-
fines the company’s own corporate culture and provides tools for its active maintenance.

Cause and effect are defined as follows in the so-called “HAG chain”: The organisation
and its employees impact on production and the products and they in turn influence the
market and the customers who determine the company’s profits.

In addition to the strategies and objectives redefined every three years, the tools used
include the lasting vision of being “different and better”. The HAG corporate culture makes
the employees the focal point of the company; personal responsibility and esteem of the
employees go hand in hand throughout the company.

The leadership quality is a central element for the daily implementation of the culture.
Accordingly, the “organisation tools” belonging to the “HAG Performance Model” deal in-
tensively with executive development. Every manager attends a management programme
and, if required, is subjected to the “Leader Style Index” which results in an evaluation of
his performance.

Annual staff appraisal talks between direct managers and employees are more com-
prehensive at HAG than usual and also include the company values. Moreover, an annual
survey among all HAG employees is conducted to analyse the working atmosphere.
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It's Not Only Profits That Count

The example of Mondragon shows: Companies who do not feel primarily committed to
earning profits but to the well-being of the employees can, nonetheless, achieve eco-
nomic success.

The Basque conglomerate Mondragon, which had previously been regarded as an
“exotic creature”, is today one of the successful pioneers of corporate culture based on
partnership and achieves worldwide sales of over 9 billion euros.

The Mondragon Group, actually a well organised network of 110 single co-operative so-
cieties with approximately 71,500 employees, already laid down principles for a co-op-
erative community in 1987 and they are still valid today. They contain issues such as
diversity, fairness, vocational and further training, co-determination or employee sov-
ereignty just as much as the social commitment which obliges the Group to create jobs.

Mondragon belongs to the people who work in the co-operatives. Accordingly, the first
objective of the Group is to provide work and to involve the employees, i.e. the members
of the co-operatives, in the company management through a democratic organisation.
However, because a multi-billion Group has to operate against international competition
according to criteria such as productivity and efficiency, workplace health promotion en-
joys a high status.

One dedicated co-operative, Lagunaro-Mondragon Servicios, is responsible for this; it
plans and organises the work of roughly one hundred prevention specialists at Lagunaro
and the co-operatives. Their task, according to the definition of the corporate objective, is
to promote the health and safety of the employees of the member companies through the
collective administration of the necessary resources and through additional activities of
general health promotion.

The systematic alignment of the company’s activities in line with the interests of the
employees, both with the corporate policy and work design, has permitted the steady
growth of the company despite all the fluctuations in the national and global economies.

d I iz
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Demographic Change

- Meeting the Needs of an Ageing Workforce

What experts discuss under the heading “demographic change” can be reduced to one simple statement:

The number of young people is decreasing rapidly, the number of older people increasing. The reason is the

falling birth rate and the individual's increasing life expectancy at the same time.
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Europe is facing an historic challenge
.. And for the world of work this means that the proportion of people of employable
age will decline significantly in the coming decades. Falling birth rates and the fact
that people are living longer will cause, in the medium and long term, a substantial
change in the age structures in Europe and other industrial nations. The public is
gradually becoming aware that workforces cannot continually become younger when
society is increasingly getting older. The times when older people leaving employment
could be easily replaced by qualified young people will soon be over. According to all
the forecasts, it must be assumed that from 2007 onwards the number of apprentices
/trainees will decrease and from 2010 the number of workers over 45 years of age, will
for the first time, form the majority within the labourforce while at the same time, the
proportion of younger workers will decline appreciably. Even high immigration rates
will not be able to stop this trend.

At the Lisbon summit (“Lisbon Strategy”) the Europeans undertook “to make Europe
the most competitive and dynamic knowledge-based economic region in the world.”

In order to achieve this objective, ideas and action are required on how the health of
employees currently between 20 and 40 years of age can be maintained and improved
in order to keep them longer in the work process and best exploit their potential.
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Executives and employees must be convinced
that they can no longer be guided by negative,
age-related prejudices but instead they must
look for the benefits that greater age diversity
brings. Awareness should be created among all
corporate and supra-company stakeholders of
the necessity to tackle the effects of the demo-
graphic changes in the world of work. All stake-
holders, especially the decision-makers and
those responsible for leadership in the company,
need more reliable information on the develop-
ment of the actual capabilities of older em-
ployees including action which promotes the
employees’ work ability within company prac-
tice and outside work, and maintains it for as

long as possible.

Experience from practice shows that age diver-
sity can only be used positively for companies
and workers if the work ability of the em-
ployees is systematically promoted. This ne-
cessitates a holistic strategy which improves the
conditions at the company (work organisation
and leadership) as well as the personal condi-
tions of the employees (health, efficiency and
competencies). Here, the measures must not
only be aimed in isolation at the group of older
employees but they must take all age groups
into consideration at an early stage and as a
preventive action. Job design in particular can
make a considerable contribution, by means

of a variety of measures relating to the organis-
ation of working hours and tasks, towards
working conditions which as a whole maintain
employees’ working capacity throughout

the course of their working lives. In particu-
lar, work-related premature ageing must be
prevented. The aim must be to systematically
maintain and improve work ability through
work design commensurate with age and age-
ing, and a proactive company health policy.

Nowadays, most employees do not want an
abrupt break between their working life and re-
tirement; rather they would prefer a flexible
transitional phase which they can determine
themselves. Some companies offer programmes
in which older employees can prepare for their
forthcoming retirement. An increasingly import-
ant element in companies’ approaches to flex-
ible retirement practices involves possibilities
for employees to continue to remain in contact
with the company after reaaching retirement
age. A flexible approach which incorporates early
retirement, adaptable and phased retirement as
well as part-time work for those approaching
pensionable age may reduce the possible nega-
tive effects of an ageing workforce on company
practice in interaction with a flexible pension
scheme. This means that the preconditions for
this must be created, and flexible and sensible
transitions into retirement implemented.




“Work ability should be promoted over a
person’s entire working life and measures
relating to competence, health and ergo-
nomics must be integrated into company
life. Only the proactive and sensitive
handling of age-related problems can put
workers in a position to exploit their full
potential during their working lives. This
means understanding the strengths and
weaknesses of younger and older workers
to the same extent and designing work re-
quirements and tasks in such a way that
they can met the different demands.”

Prof. Dr. Juhani limarinen,

Finnish Institute for Occuppational Health,
FIOH, Helsinki, Finland
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New philosophies: preventive, holistic and age-neutral

The discussions confirmed that the previous perception and “handling” of the con-
sequences of the demographic change must be systematically expanded. While the
issues of offering further training options, qualifications and the opportunity for older
workers to acquire new competencies are important, the study of the demographic
change must not be restricted solely to “today’s” older workers. Previous philosophies
and one-sided focusing on “young” or the “youth” are no longer appropriate in these
times. The issue is a change in paradigms from a reactive, i.e. (human resource) policy
geared to the older employees, towards preventive, age-neutral action which is tailored
to people’s lives and employment biographies. A holistic view of the problem and strat-
egies to deal with the consequences of the demographic change are necessary.

As with everyone, employees experience changes in physical and mental per-
formance as they get older, but this need not necessarily lead to a fall in productivity.
Organising work in a way that takes into account the natural development of ageing
employees, coupled with organisational or staff changes, maintains the productivity of
the employee in question and can even increase it. It is important however that com-
panies embrace these changes and, while doing so, involve all stakeholders.

In view of the lack of skilled workers in areas of high skill needs coupled with the
unavoidable ageing of the workforce, it is insufficient for companies to simply recruit
qualified and efficient employees and commit them to the required work. Rather com-
panies should demand and promote a process of life-long competence development for
all workers.

Furthermore, a long-term orientation of the human resources management is be-
coming necessary to be able to develop and implement a labour and human resources
policy appropriate for the older workers. The question still arises as to whether the
competitiveness of the European economy can also be maintained and expanded with
a rising proportion of older workers. The current innovation and human resource poli-
cies of companies are still tailored to younger people and are therefore not prepared
for the changing nature of the workforce. However, it is employees with many years of
experience who often introduce important competencies into the work and innovation

process.
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The "work ability” approach

Key challenges that need to be addressed in wider societal terms are a lack of young
people, an increasing demand on pension provision and increased use of health care
services. For employers additional challenges include the need for proactive age man-
agement in the workplace, the need to promote work ability and the need to adapt
working practices and culture to the increase in retirement age.

The so-called “work ability” approach is one example of a strategy used by com-
panies for dealing with ageing workforce. The Work Ability Index (WAI) records the
individual work ability of the workers. If one imagines the “work ability” approach meta-
phorically as a house with several floors, in other words the factors — health, compet-
encies and values — which govern the work ability of a person are the first three floors,
and one “builds” on top of this house a fourth floor, namely “work”, the key task of the
management of the company is that of optimising this “fourth floor”.

But the size of the 4th floor is increasing all the time and the key question that
needs to be answered is: Can a larger and heavier 4th floor be supported by floors 1 - 3?
In other words are employees finding that the pressures of work are becoming un-
sustainable?

Work is designed for a workforce in the “prime” age group, i.e. between the ages
of 35 — 49 and the issues of work life for younger and older workers have been ignored.
Age management has to recognise the differences between older and younger wor-
kers. In order to maximise the potential of these groups, the differences must be ad-
dressed sensitively and in order to keep the house in a state of good repair, employees
and managers need to work in partnership.

“Older workers are increasingly perceived
as one of the core elements of future
labour supply and as crucial contributors
to the sustainable development of an
ageing Europe.”

Prof. Dr. Juhani llmarinen,

Finnish Institute for Occuppational Health,
FIOH, Helsinki, Finland
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Enterprise for Health

BKK

The EfH brochure
Meeting the Needs
of an Ageing Workforce

is available for downloading at
www.enterprise-for-health.org
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vy arcelor

Demographic Changes as an Opportunity for a New Design

Following a worldwide recession in the steel industry, employees were encouraged in the
1980s to enter retirement at the age of 50. This was recognised as a very expensive and
unsustainable solution to a short-term problem, and from 1988 measures were introduced
to end the practice. However employees were very accepting of retirement at 50 and the
company recognised that any changes to the system would have to be introduced careful-
ly and sensitively. Consequently steps were taken to identify and then build upon local in-
novations and practices. The pace of change was kept deliberately slow. The senior man-
agement team was actively supporting the change process but in a low-key way. Great
care was taken to ensure that the idea of ending retirement at 50 was marketed to the key
stakeholders. Managers were briefed through a system of “clubs” and trade unions re-
presentatives were taken to British Steel and Fiat - companies who were dealing with a
similar situation, so that they could examine at first hand, the processes being adopted.
One of the major issues that had to be addressed was the impact that ending retirement
at fifty would have on career prospects of younger workers and therefore their motivation.
To overcome this problem a decision was taken to base pay rates on skill levels and cus-
tomer satisfaction. Both of which encouraged workers to improve their skill levels.

A second major change was the introduction of “managed employment”. Under this
scheme no worker would be laid off once they had reached 50 years of age unless they
had another job to go to, and in areas where major downsizing was taking place or plants
were closing, the company would put in place employment creation programmes.

Arcelor applied a comprehensive concept for the human resources sector. This meant
that the following human resources processes were introduced:

Highly selective selection and hiring practices

Multi skilling aiming at continuous performance improvement
Extensive training in multiple production skills

Flexibility in job assignment

Teamwork at all levels

A multi criteria bonus system

Regular and in-depth information of all personnel on company policies and on the
company’s economic and industrial performance

Regular meetings between management and workers’ representatives

A credible employment security pledge.
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The approach has been shown to enhance performance, and also help with the raising of
the retirement age. The reason for this being that workers feel better and are more moti-
vated. A further benefit has been an increase in productivity without taking on new staff.

The approach has been monitored constantly and in the early 1990’s it was found that
the job security pledge was becoming difficult to manage. In 1994 it was decided to develop
the practice of part-time working and in the next four years the number of employees
working part-time rose from around 200 to just under 3,000. Beneficial outcomes of this
change for part-timers have included a decrease in sickness absence, shift work being
less tiring and a reduction in the use of drugs to treat hypertension and sleeplessness.

Arcelor has used staff surveys to monitor attitudes and evaluate its actions. These
studies have shown that a key group of staff are those in the 25 — 34 years age group. To
maintain their commitment to the company new challenges had to be found and one of
these was using workers in this group to mentor younger workers. This had the added
benefit of making the company seem less patriarchal.

33



Diversity

- Utilising Diversity as an Enhancement

Human resources management increasingly concentrates on companies’ core business. Considerations of turn-

over and cost dominate business as management sees itself confronted with far-reaching changes in the

economy. At the same time, society and with it labour markets, workforces, sales markets and even financial

markets are undergoing dramatic changes towards increased differentiation and individualisation. This is

where diversity comes in - enabling the utilisation of the growing variety of all stakeholders to better achieve

business objectives in the face of a changing economic environment.
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Variety, in the sense of diversity, can relate to similarities and differences, to what indi-
viduals bring with them - e.g. in characteristics and patterns of behaviour - but also to
groups of employees and their origins and qualifications. Diversity depends on variety in
the workforce: Workers of different sexes, age groups, nationalities, skin colours, lan-
guages and religions, healthy and disabled workers work together and therefore reflect
within the company the diversity of the market, enabling a business to survive more suc-
cessfully against the competition.

Monocultures no longer sustainable

In Europe, some of the long-lasting challenges facing companies have been addressed by
a company philosophy which originated in the USA. There are permanent key issues
which demand ever new strategies, requiring above all diversity and variety.

In view of European integration, the enlargement of the EU in eastern Europe and
globalisation, the aim will be to exploit the cultural diversity of the labour and sales
markets and to create international structures and co-operation. Company success will
increasingly depend on co-operation with competitors and business customers, with
other organisation cultures and the consideration of various attitudes and cultures in com-
munications — external and internal.

Different corporate cultures may be advantageous in strategic alliances, in close co-
operation for just-in-time solutions, outsourcing or other types of networking. Moreover,
the diversity of the partners and their different needs and strengths ensure success in
co-operation projects involving mergers and acquisitions.

Particularly in difficult economic times when there is a shortage of resources, the
growing pressure from “shareholder value” on costs, productivity and market success re-
quires the optimum utilisation of the entire — diverse — potential available from all em-
ployees. This resource of diversity must also not be underestimated in the marketplace
and among customers.
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Successful diversity management
relies on target group accuracy
and participation. Systematically
oriented to specific needs of a
diverse workforce, workers at all
levels are involved as early and
completely as possible in the needs
survey, analysis and implemen-
tation of improvement measures.

As the various areas of diversity
are in some cases severely tainted
with controversial values and gen-
eral principles, it is crucial to clearly
highlight the contribution towards
achieving core objectives in an or-
ganisation from the very outset
(business case). A clearly laid out,
consistent and approved communi-
cations policy creates the frame-
work for broad participation and
acceptance of the business case,
in particular among executives and
middle management.

Flexible and worker-oriented meas-
ures of work design, together
with culture and executive devel-
opment measures, form the heart
of all efforts to successfully imple-
ment diversity practices in organ-
isations today. This includes flexible
working time regulations and work
design to suit a particular target

group.

If diversity-friendly leadership and
management behaviour is to be
spread throughout companies at
all levels, not only appropriate
standard qualifications have to be
offered, but also performance and
success measurements must include
appropriate criteria which make
the results of leadership and man-
agement behaviour transparent.

In practice, a corporate culture
based on partnership is the driving
force behind successful diversity

management.




“What worked for us and made us success-
ful in the past will be quite different in
the future. Those organisations that really
understand how to manage diversity suc-
cessfully will enter this new century with
a major competitive advantage.

It is only in this way that every individual
in the organisation is put in a position
where he/she can contribute his/her full
potential.”

Penny de Valk,

Ceridian Centrefile Ceridian House,
Great Britain
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The strengthening of corporate identity, for example through diversity-oriented values
which highlight the company’s profile, improves competitiveness in times of concen-
tration and consolidation. Diversity acts as an image factor and helps companies to become
an “employer of choice” in the “war of talents” and ultimately win the “best” for them-
selves.

Adaptability and efficiency in a company are put to the test above all during organis-
ational changes. Here, key factors are not only the smooth introduction of new processes or
job contents and the effective co-operation in employee teams (e.g. with different training
and experience, ways of thinking and acting, communication and leadership styles). The
basis is the active respect of diverse people as well as an open, fundamental attitude to
change. In this way change can be exploited productively — to the company’s benefit -
allowing for the potential of all those involved.

Social change, marked by rising ethnic and cultural diversity, a new relationship be-
tween the sexes, a change of generation and demographic development, describes at the
same time the resultant trends impacting on the labour, sales and financial markets, busi-
ness partners and not least company workforces.

Not only is the (demographic) composition of society becoming more diverse, also the
cultural conditions (values, attitudes) and the interface between people (communication,
interaction) show distinctive trends towards individualisation and openness.

“Diverse workforces” pay off
There is a lot of evidence that companies which internally reflect the diversity of their
external stakeholders are more successful than monocultural companies.

Diversity management, the change of a monoculture to an open, diverse organisation
with a diverse workforce, pays off for the companies through a number of improvements
and advantages. These relate both to external and internal success factors:

Diversity improves market coverage (larger market shares, new market segments)
and customer proximity (better customer relations).

In relation to shareholders, diversity improves the rating and leads to greater attraction.

Diversity strengthens the company in competition for the best employees through
better access to broader (labour) market segments and improved staff image.

It serves to maintain the stock price and increase public standing.

Diversity boosts productivity (in qualitative and quantitative terms), increases
loyalty and motivation and reduces absenteeism and staff turnover.

Diversity improves co-operation and increases team productivity, creativity,
the ability to solve problems and innovative capacity.

The efficiency of the organisation as regards changes, complex structures,
processes embracing several sectors etc. is increased.

Diversity makes co-operation with other companies (cultures) easier.
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“Managing"” diversity
Even if the road to a diverse company is always an individual one, in practice it is in-
creasingly being flanked by two different diversity strategies.

In order to contribute directly towards enhancing the company’s success through the
optimum exploitation of diversity, some organisations rely on the systematic orientation
of diversity to its business objectives, strategic requirements and challenges.

In other organisations, diversity is integrated holistically into the company systems
in order to make the organisation fully compatible with diversity. With so-called diversity
mainstreaming - similar to gender mainstreaming for gender issues — no additional infra-
structure is required and the sustainability of the change achieved contributes towards
safeguarding success.

Diversity mainstreaming in the HR sector is reflected, for example, in staff recruit-
ment, staff development and at the level of employee relations (work-life balance). While
staff recruitment systems are reviewed and modified with a view to their neutrality and
transparency as regards different applicants, the incorporation of diversity issues into
existing training programmes in the staff development sector represents an important
strategy. Special programmes for diverse groups from the workforce — generally women,
as well as ethnic or other minorities - safeguard their development through further train-
ing, their own networks or career pools. The integration of diversity into employee rela-
tions is reflected in some companies by dignity-and-respect programmes or anti-dis-
crimination activities.

The area of “work-life balance” is particularly well developed. Flexible working time
models and absenteeism guidelines, care and support programmes as well as assistance
in looking after dependants, all support diversity objectives, supplemented by stress
management and health promotion.

“The concept of ‘diversity’ as in the sense
of differences between people infers that
organisations should make allowances
for existing differences between employees
by tailoring or re-designing the work ap-
propriately. For example in production,
different forms of work patterns should
be used to manufacture the same product
(principle of differential work design).”
Prof. Dr. Eberhard Ulich,

Executive Project Co-Ordinator
of the EfH Network

Enterprise for Health

BKK'

The EfH brochure
Diversity— A Challenge to Corporate
Culture and Corporate Health

is available for downloading at
www.enterprise-for-health.org
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Diversity as a Strength

Alone the fact that the Ford Motor Company employs about 300,000 people worldwide
in 100 production facilities and operates on 200 markets on six continents clearly illus-
trates the dimension of variety or diversity at Ford. Moreover, the corporate culture requires
inter-cultural co-operation throughout its entire international group.

This particular challenge was recognised at Ford and what started in 1996 with the cre-
ation of a special working group on the question “What does diversity mean? What do we
want to achieve?” was systematically developed further. Now diversity management has
for years been the cornerstone of Ford’s global corporate culture.

The focus of Ford’s diversity culture is respect for every employee, regardless of na-
tionality, religion, sexual identity or social group. This culture reflects the company’s
conviction that the workplace has a major role to play in wider socio-political responsi-
bility. The values lived in the company, such as tolerance and mutual respect, are taken
into society by the employees.

At Ford-Werke, diversity is not regarded as a programme or an initiative. It is a perma-
nent, integrated approach which promotes understanding that diversity is an opportun-
ity for both employees and the company.

One visible expression of this is the many activities inside and outside the company
in which many employees actively participate and constantly develop new ideas which
help promote diversity and bring about cultural change in the long term.

The company’s own diversity organisation is supported by a diversity team - with a
European and a national diversity manager — working groups of national and divisional
diversity councils, resource groups and networks.

Implementation in the line organisation is the responsibility of the European and
functional diversity councils.

The various units advocate, for example, work-life balance and particular needs relat-
ing to culture, ethnicity, race, gender, nationality, age, disability, religion, marital status,
sexual identity and education.

A works agreement on behaviour at the workplace (“dignity at work”) based on
partnership, flexible working (time) models (part-time, telework, sabbaticals etc.),
initiatives to enhance females’ interest for technical and engineering as part of
Women@Ford, various offers of care (for children and dependents in need of care) as
well as an extensive disability concept for the prevention of disabilities and the inte-
gration of employees with disabilities are just a few examples of the successful di-
versity practice at Ford.



Diversity

Through diversity, Ford wants to create a working environment which promotes a culture
in which the employees can contribute towards Ford’s success, respects and appreciates
the differences and abilities of all employees and benefits from the advantages of work
teams comprising many different people.

This involves:
Gaining more customers
Optimum reflection of the workforce structure
Reinforcement of external perception
Benefitting of employee potential.

Diversity management at Ford is not seen as a promotion programme for minorities. It
does not involve achieving and observing quotas or satisfying a charitable purpose. It is
an opportunity to harness the diversity of the workforce productively and to discharge
the social obligations of a major global company.

Against the backdrop of an ageing population, the changed role of women in business
life and further internationalisation, diversity will continue to gain in importance for all
companies and organisations.

The investment in the diversity initiatives of the company are already paying divi-
dends for Ford.

The diversity culture lived in the company not only increases the motivation and pro-
ductivity of the employees. Diversity has an impact on the company, and, at the same time,
radiates out into society.

Ford is becoming an “employer of choice” both for the workforce and potential appli-
cants, an employer people enjoy working for or would like to work for in the future.
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Work-Life Balance
A Balanced Life - Working Healthily and More Successfully

For many years “work life balance” has been an important topic of discussion in North America, now it has
become one in Europe also. The need to reconcile professional or working life with life outside work is now
much more than just wishful thinking. Identifying solutions to this challenge now represents one of the crucial
strategic success factors - for the workers in our ever more demanding world of work, and for the employers
who are operating in an ever tougher and more competitive environment. A higher quality of life and greater
satisfaction are preconditions for worker commitment and productivity and these lead to additional company
benefits in the area of staff loyalty and recruitment. Taken as a whole these factors speak in favour of a cor-

porate strategy which offers a strong work life balance for healthy employees in healthy enterprises.

The importance of a balanced relationship between work and private life must not be
underestimated, particularly as it involves not only the individual, but also his or her
family and friends. Special significance is also given at a societal level of the difficulty
of reconciling the contrasting needs of global competitiveness, citizen well-being and
national health.

What does work-life conflict look like?

There are a number of constellations and life realities which do not make it easy for
employees to reconcile the variety of demands they face. For example, signs of role
overload arise when there is too little time for the things that need to be done; or
competing role demands and expectations (family — work - career) (role interference)
can only be reconciled with great difficulty. Additional private responsibilities — such
as looking after children and dependants (parenting, eldercare) — as well as financial
difficulties may exacerbate the conflict even more.

Studies show that within an organisation factors such as excessive workloads,
caused by factors such as downsizing, and an inability to plan and set priorities
effectively; a lack of support from the supervisor (non-supportive management) as
well as a corporate culture which focuses more on working hours, money or the strict
separation of the different areas of life (culture of hours, culture of money, culture
based on the myth of “separate worlds”) than onthe needs of the employees, makes
reconciling work and non working life even more difficult. Where the organisations
own management does not set a good example, and where clear rules are missing, the
employees are exposed to additional stresses.

New values - changed labour market

Issues of the reconcilability of family, private life and work in politics and industry
have been gaining increasing attention since the 8os. Enabling the employees in a
company to reconcile work and private life has developed in recent years into a key
field of management action.
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The work-life balance is an important core
area of a corporate culture based on partner-
ship. The relevant issues no longer deal solely
with the needs of mothers and families but
increasingly with the social responsibility and
private ties of all employees throughout their
working lives. Companies which recognise and
respect the needs of their employees at differ-
ent stages in life are best positioned and pre-
pared to meet the challenges of the changing
world of work.

Corporate strategies to improve the work-life
balance should take specific national and re-
gional circumstances into account. Sociodemo-
graphic changes as well as changes in the labour
market situation have an impact on the make-
up of the workforce in terms of gender, age,
ethnicity, family, health and lifestyle. These
differences create different individual needs to
which strategies to improve the work-life bal-
ance must respond.

Companies can organize a broad range of ex-
ternal support mechanisms providing care and
other resources to specific needs of the work-
force. If these activities are to have a substan-
tial impact on important business targets (reten-
tion, recruitment, employee motivation and per-
formance), they must be grounded on culture
change which adopts a partnership approach.
Furthermore, for work-life balance to be imple-
mented successfully it needs to be an integral
part of the management system. Only on this
basis can investments in work-life balance be
seen to be contributing to the business case.
Finally, work-life balance practices should not
only consider balance in terms of employees
and their families but also consider the wider
impact on society and the environment. Com-
panies who facilitate the involvement of their
employees in community activities not only
demonstrate their social responsibility but also
strengthen social networks in a wider sense, in
turn contributing to a higher level of employ-

ability of the workforce.




“Research clearly shows that work-life poli-

cies have an impact on retention, moti-

vation and productivity.”

Gisela Erler, pme Familienservice GmbH,
Germany
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The need to develop work-life balance concepts emerged throughout Europe in the
early 9os when an increasing number of well qualified women entered the labour
market. And the increasing desire of many men for committed fatherhood and that
of single people for more space for their private lives contributed towards this devel-
opment. Accordingly, work-life balance relates to all target groups in a company — wo-
men and men, couples and singles, those with care responsibilities and those without.

Moreover, the labour and recruitment market is becoming increasingly chal-
lenging for companies. The lack of skilled workers and executives is ever more wide-
spread and in times when people-related factors such as innovation capability, crea-
tivity, experience and commitment are increasingly important, special activities are
in demand to support and increasingly exploit this employee potential. In this respect,
achieving balance between work and private life can improve an organisations profile
in a competitive labour market (war of talents) and enables employers to become em-
ployers of choice for highly qualified and skilled workers. Giving work life balance its
proper place in the organisation of work can make a significant contribution to reten-
tion issues, and as evidence form a number of surveys shows, the reconcilability of
work and private life is one of the crucial criteria used by high potential, prospective
employees, when choosing an organisation to join.

The relevance of the issue is highlighted by the recent flood of publications and
events, the strong demand for company practice to evolve quickly and the growth in
individual coaching in consultancy practice. New approaches for the reconcilability of
work and leisure, time management etc. are being developed with top priority. And
that for good reason!

Why invest in work-life balance?

An imbalance between work and private life leads to employees experiencing very
specific stressful situations with negative health consequences. A lack of reconcilabil-
ity, however, ultimately impacts not only on the employees but in many respects also
on the success of the employers.

The reasons why profit-oriented companies include strategies on work-life balance
in their corporate culture and actively invest in this field are many and varied, but are
underpinned by empirical studies. These demonstrate that in addition to benefiting
the recruitment of staff, linked most strongly to the much-sought-after “high potential”
prospective employees, there are also benefits with regard to existing staff. Savings
are achieved through lower staff fluctuation as, for example, parents can be won back
to work after taking time out to raise a family.

The employees are more motivated and productive, showing greater flexibility and
“inner absence” can be prevented. Levels of sickness absence in the company fall,
partly owing to the genuine drop in stress, e.g. through childcare possibilities, and
partly due to the higher degree of loyalty towards the employer.

The image of a company that also discharges its social responsibility gains in
attraction in society and among customers and shareholders.



Work-Life Balance

More balance through greater flexibility “Culture change means that work-life poli-
Work-life balance strategies are varied and, depending on the company, target and .
. . L . . . . cies are strongly supported from the top-
needs-oriented. Possible activities and action fall into the fields of work design, human
resources and health policy. They primarily serve to increase work flexibility and pro-  down and are regarded as an integral part
mote the desired work life balance balance and therefore reduce stressors and strengthen . . )
of management with setting and communi-
resources.
cating clear goals.”
Work-life balance activities include for example:
. . . i . . ) Gisela Erler, pme Familienservice GmbH,
flexible working hours (e.g. flexitime, part time, annual/life working time

German
accounts, release programmes such as special holidays, sabbaticals) /

flexible place of work (e.g. working from home and teleworking)

flexible design of work processes and work content (e.g. team formation,
job sharing, job rotation)

provision of financial and social support (e.g. providing childcare, care
arrangements for family members in need of care/eldercare, childcare and
child bonus allowances, household/concierge services)

qualifications to encourage work-life balance and staff development
(incl. management development and career design) (e.g. reintegration
programmes, support for women, management training, coaching, mentoring)

stress management (time and self-management), health circles, workplace Enterprise for Health
and sport programmes.

BKK

The EfH brochure
Work-Life Balance

is available for downloading at
www.enterprise-for-health.org
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e-on

ruhrgas

Focusing on People with a Family-Friendly Staff Policy

E.ON Ruhrgas has been devoting particular attention to the issue of family and work for
some years.

In view of the changes in the competitive situation in national and European mar-
kets, E.ON Ruhrgas AG is placing its hopes on an employee-oriented corporate structure.
It shares the E.ON Group's guiding principles and focuses on putting the corporate values
and behaviours into practice. Under the motto “People in Focus”, the personnel depart-
ment has pooled various activities to achieve a continuous and lasting improvement in
the co-operative corporate culture. The project activities which are offered support the
personal health of the employee and promote employee-oriented leadership and com-
munication behaviour as well as the participation of the employees in the company’s
success.

In order to reconcile work and family life, E.ON Ruhrgas offers its employees a variety
of supporting activities. These include flexible working practice, the provision of
childcare places and looking after children in emergencies.

The “Family & Work” audit of the non-profit Hertie Foundation, which E.ON Ruhrgas
successfully underwent and for which it was awarded the basic certificate in the
summer of 2004, is a management tool to optimise a family-friendly human resources
policy.

The aim is to achieve a viable balance between company interests and employee
needs. The audit records the status of the activities on offer to improve the balance of
work and family life and, with the aid of a criteria checklist, systematically determines
the potential for individual company development in nine relevant fields of action:
working hours, work contents and workflows, work location, information and communi-
cations policy, leadership competence, personnel development, pay components and
benefits in kind, services for families and company-specific issues.

Using objective-oriented suggestions from the auditor which are identified during
the auditing process, the company obtains ideas on the development of company-
specific personnel policy strategies and on the implementation of concrete aims and
activities. In this way a process is initiated to integrate and practice family awareness
in the long term.

E.ON Ruhrgas has long since been aware that the variety of measures relating to
work-life balance serves to attain the company objectives. They not only increase the
flexibility of the entire company but also its cost-effectiveness as well.



Work-Life Balance

E.ON’s commitment to a family-friendly corporate policy has not only met with atten-
tion and recognition within the company but also within the public eye and expert
circles. Of the companies with over 1,000 employees who received an award, £.ON
Ruhrgas AG is one of the top 30 employers in the European Union.

In Germany, E.ON was rewarded for its commitment in the German competition
“Success Factor Family 2005” of the Federal Ministry for Family, the Elderly, Women
and Youth being placed among the top 10 companies in the category “major concerns”.
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Mental Health and Leadership
— Stress Reduction and Healthy Leadership

Work-related stress now represents one of the greatest occupational health problems in the European Union.
With half of the 150 million or so employees in Europe now feeling exposed to substantial pressure at work

the damage to companies and the economy is considerable. The EU estimates that the material costs alone
which are caused by stress at the workplace equate to approximately € 20 billion annually in the Community.
The international work organisation (ILO) estimates the total cost of psychological strain at work at 3 percent

of the community’s GDP.

However, what causes work-related stress and how can it be coped with? According to
the European Commission, work-related stress is defined as “the emotional and
psychophysiological reaction to unfavourable and detrimental aspects of work, the
working environment and the work organisation. Stress is a condition which is char-
acterised by high activity and workload levels and is often linked to the feeling that
the situation cannot be overcome”.

Increasing work intensification, excessive work and pressure from deadlines mean
that increasing numbers of employees no longer feel they can cope with the work
assigned to them. Equally, too little work, monotony and a lack of communication and
information also cause stress. Often workers feel there is no sense in their work and
that they are not appropriately “rewarded” by their employer for their commitment.

Stress at work — a crucial factor in damage to health
In all industrialised countries there is now strong evidence that a large percentage of
the working population is exposed to high levels of occupational stress. This is often
attributed to high-pressure workloads combined with the individual employee’s feel-
ing of lack of control. Relentless — and sometimes conflicting - job demands, coupled
with little influence over the pace or method of working, have an accumulative effect
onemployees. Other significant work stressors include a lack of support from co-wor-
kers or supervisors, job insecurity and the physical demands of some occupations.
These pressures are increasing with work intensification. Economic conditions are
forcing more companies to adopt a range of measures to improve productivity, includ-
ing staff reductions, the introduction of non-standard working hours and higher indi-
vidual and team performance expectations.
If employees sense of “self efficacy” (self efficacy concept) is insufficient and if they
have the feeling that they are not receiving the reward or gratification they believe they
deserve for giving their utmost efforts in work, then serious consequences can arise.
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Work intensification has a con-
siderable impact on levels of health
in a company, and also on produc-
tivity and competitiveness. While
the health consequences are already
being discussed in depth in the
public debate, the effects on in-
novation and learning have so far
been neglected: People under great
pressure from work are finding
less and less time for learning and
personal development. New and
innovative ideas therefore fall by
the wayside.

Political and company decision-
makers have long since agreed that
qualifications and knowledge have
become the decisive competitive
advantage worldwide. People are
the bearers of this valuable capital.
With their abilities and creativity
"knowledge workers" represent a
crucial competitive factor: adapt-
ing to unforeseen changes. If com-
panies do not look after the health
of their employees appropriately
in view of the increasing work
strains, they are exacerbating the
vulnerability of their own economic
basis - the quality of human
potential.

A leadership declaration is neces-
sary on the development, design
and maintenance of health-promot-
ing work which enables the work-
force to meet the demands imposed
on it by work and other areas of
life and which will, at the same
time, ensure ongoing and success-
ful company development. Manage-
ment and a leadership styles which
are based on appropriate values,
set the course for everyone in the
company and create a common
identity. Value-oriented companies
are based on cost-efficiency as
well as on trust and fairness. This
successful combination is the corner-
stone of all business relationships,
whether internal as regards the
employees, or external as regards
the customers or shareholders.
Trust and fairness are the key re-
sources for sustainable success in
the economy and society and are

the mainstays for company health.

In the past, workplace health pro-
motion often concentrated on the
individual behaviour of the em-
ployees. Healthy companies are now
going one step further: They are
also looking after the ability of each
individual not only to be and re-
main prepared for change in times
of upheaval but also to be able to
actively support such change. This
approach combines work design
and work organisation, supportive
leadership, learning, innovation
and health.




“The economies of companies — and ultima-

tely countries — depend more and more

on the contribution of ‘knowledge workers’.

If organisations fail to recognise, or take
appropriate steps to mitigate, the damag-
ing effects of work intensification and
other stressors on these and other em-
ployees, then it follows that the organisa-
tion’s future could be in jeopardy.”

Dr. Graham Lowe,
The Graham Lowe Group Inc., Canada
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Stress makes people ill and prevents learning and innovation

The significance of psycho-social illnesses, which has long been underestimated, is no
longer being denied. Up to 50 percent of absenteeism can be a result of mental dis-
orders and since 1990, the number of people who have fallen ill at work due to stress
has more than doubled. The effects on the physical and psychological health of these
people differ, ranging from diseases of the heart, circulatory and digestive systems to
psychological problems, and above all depressive moods.

However, not only health-related absenteeism is of significance for the success
and business excellence of the organisations. When companies only concentrate on
absenteeism, they neglect the fact that one of the causes of a drop in performance and
productivity may be due to the fact that although employees are present they are not
healthy and completely efficient (presenteeism).

Companies which are undergoing restructuring and downsizing processes now
frequently display the trend of not only of risking their employees’ health and quality
of life through increased performance demands, but are also limiting the capability of
the organisation to develop and improve the competencies and knowledge base for
their business activities. At the same time, potential for change is lost, which entails
negative consequences for innovation and the overall performance of the company.

The only effective approach for organisations to counteract the negative effects of
stress at work is to invest in healthy and health-promoting work design and create
worker-friendly working methods and working environments.

How can work-related stress be reduced?
Companies nowadays not only support workers with stress management programmes
but are also increasingly allowing for the working conditions, e.g. work organisation,
equipment and the working environment to change in a supportive manner.

Strategies to reduce stress not only focus the spotlight on all work activities but
also on the organisation as a whole. A workplace environment which is designed to
include a participation-oriented and participative management, together with measures
such as staff development and career planning, agreed targets, team building and
appropriate reward/pay systems, can help to promote health and avoid mental stresses.
In addition to a supportive climate in an organisation in the sense of a corporate
culture based on partnership, specific jobs can allow for an individual’s personality
and have a health-promoting and motivating effect if the following criteria are satis-
fied: completeness, performing a variety of tasks, creating the possibility of social
interaction, individual autonomy, creating opportunities for learning and development
and having a sense of purpose.

All in all, the support of individual resources and the healthy design of work are
becoming key management tasks.
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Leadership for health — how to create healthy organisations

In times of increasing loss of purpose and control and the intensification of work, the
prevention of stress is one of the elementary challenges to management. Investment
in a corporate culture based on partnership and a company health policy ensure suc-
cess on the road to better health.

Strong leadership is a fundamental prerequisite for developing healthy organis-
ations. The critical question challenging business leaders is how to create the trust
that the organisation needs to embark on change. Managers need to address the
following questions: What is your vision of a healthy organisation? What values support
this vision? How can you live these values? How can executives be a catalyst and an
enabler for change?

It isn’t only executives — often the designers of work — who assume a key role in
this process. Supervisors exert a crucial influence on employees’ experience of stress.
It is important that they act as good examples and multipliers by adopting the prin-
ciples of “healthy” leadership and thus reduce levels of stress.

“The feeling among an increasing number
of workers nowadays is ‘In fact, I can’t
produce anything!’ This feeling frequently
leads to stress, which may not only entail
depressive moods but is closely connected
with cardiovascular illnesses.”

Prof. Dr. Eberhard Ulich,

Executive Project Co-Ordinator
of the EfH Network

Enterprise for Health

BKK' | Bertelsmann Stiftung

The EfH brochure
Mental Health and Leadership

is available for downloading at
www.enterprise-for-health.org
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Promoting Stress Management, Diversity and Performance
Orientation

GlaxoSmithKline (GSK) (UK) recognises that, to succeed in a highly competitive environ-
ment, it needs a corporate culture that protects and enhances the resilience of its work-
force.

Poor resilience among employees can adversely affect GSK in many areas, such as lack of
engagement/commitment, impaired business performance, burnout and in the area of
compliance/litigation. The company has therefore developed “Team Resilience” — an im-
portant strategy and set of management tools to enhance performance and provide human
sustainability within GSK.

The team and its supervisor are particularly important when considering employees’
experience of workplace stress. Stress management at GSK means not only supporting
the individual but also focusing on teams. As well as covering psychological or mental
well-being issues, it also addresses a broader resilience - i.e. the ability to succeed per-
sonally and professionally in the midst of a high-pressured, fast-moving and continuously
changing environment.

As part of the company’s overall Team Resilience Strategy, a Team Resilience Process
has been developed, based on a contract agreed by all members of the team. Comprehen-
sive assessments of team resilience and the effects of workplace pressure then become
the foundation for team action planning. Activities designed to promote resilience and re-
duce stress are implemented and evaluated.

The Resilience Strategy represents a preventive, proactive and participative approach.
Driven by top management, it involves the use of simple and standard GSK process im-
provement tools.

Management at all levels are responsible for addressing pressure at GSK, with sup-
port from a group dedicated to dealing with employee health, in partnership with Human
Resources.

Managers are given support to foster team resilience and promote the psychosocial
well-being of their employees. This is achieved through open communication on the
sources of pressure and the understanding of roles, objectives and priorities of the
individual and the company.

Over 2000 people are currently actively participating in the Team Resilience Process
in the UK and this is growing daily and spreading across GSK in Europe and worldwide.

The “GSK Team Resilience and Mental Well-Being Questionnaire” is used at the start
of the process — as an online version or on paper. This identifies potential causes of stress
in the team which not only affect the individual employee’s well-being but also have oper-
ational consequences for activities such as innovation, sales and delivery punctuality.
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It also covers relationships, work demands, corporate culture, career and development,
control of work, management practices and individual factors such as attitudes and char-
acteristics of team members.

To ensure confidentiality, the questionnaire is only used for teams of eight people
or more.

After evaluation of the questionnaires, the supervisor receives a detailed report on the
results which disclose the team stressors and provide information on their effects on
health, well-being, engagement, motivation and work in the company. The report therefore
also contains statements on the identification and affinity of the employees with the com-
pany, employee satisfaction, the work-life balance experience and the innovation climate.

During a team meeting, the identified key stressors and their sources are discussed
and focal areas defined for the improvement process.

An action plan is worked out, implemented and then evaluated together. The plan not
only enables a team to address any impediments to optimal performance, but also has im-
plications for the success of the whole organisation.
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Flexible Work

- Approaching the Age of Flexibility in Good Health

The world of work is becoming increasingly flexible and private lives increasingly varied. The keyword

“flexibilisation” covers very different aspects of new forms of lifestyle and work. For example, we speak

nowadays of flexible labour markets, flexible companies and flexible workers all in one breath.
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What does flexibilisation mean?

Expressed in general terms flexibilisation embraces the different tools and processes
with which the supply and demand of workers can be better co-ordinated, with the
use of the term “better co-ordinated” being dependent on the respective objectives be-
ing pursued. Taking the three aspects mentioned previously — labour market, com-
panies and employees, labour market policy aims at improving the structure and
qualification level of the labour market and keeping unemployment as low as pos-
sible; companies want to be economically successful and to this end pursue certain
objectives in their human resources policy; and workers are interested in good and
safe working conditions and want to reconcile working life and private life.

The most important regulating tools and approaches for flexibilisation are:
The regulations and protection standards under social law with regard to occupa-
tional health, safeguarding income, pension security, job security and health care
provision;
The provisions of collective agreements and individual agreements on working
time, contract term and status, income, work contents and tasks, further training
and career possibilities;
The company work organisation, in particular the organisation of work and
tasks;
The company human resources policy with regard to qualifications and a variety
of types of employment contract;
Individual training and professional development activities;
latitude with regard to the reconcilability of work and private requirements.

Flexibilisation strategies are often differentiated in company practice by whether they
have a quantitative or qualitative character and whether they are organised internally or
externally. Quantitative or numerical flexibility uses working time flexibilisation, part-
time employment and temporary agency work to permit the volume of workers to be
adapted to fluctuations in demand. Qualitative or functional flexibility uses procedures of
work organisation and qualifications to permit workers to be deployed for different tasks,
job enrichment and job rotation being included here. External flexibilisation comprises
temporary agency and seasonal work, outsourcing and subcontracting. Quantitative
approaches can achieve improvements in productivity through cost benefits, but with
qualitative approaches the emphasis is on improvements in efficiency.

External flexibilisation strategies are frequently assumed to be based on purely
cost considerations because less would be invested in temporary agency, part-time
and seasonal employees. In practice, however, there are, as a rule, combinations in-
volving different flexibilisation elements.
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The different forms of flexibilis-
ation in the world of work offer
new opportunities but also risks
for the health of workers and
therefore also for the efficiency of
the work processes and the long-
term security of competitiveness.
Company health management
should therefore systematically
control the health-related effects
of flexibilisation strategies and re-
gulate them with the customary
routines. With this information not
only can company solutions for
the reconcilability of flexibility and
social (health) security be found
but at the same time they are the
basis for safeguarding economic

success.

From a health perspective, ap-
proaches involving functional
flexibilisation, continuous qualifi-
cation, work structures that pro-
mote learning, job rotation and job
enrichment gain major import-
ance. Work design, the variety of
requirements, autonomy, complete
tasks linked with opportunities for
life-long learning promote employ-
ability, internal flexibility potential
and the health of the workers.

Certain forms of employment, tem-
porary agency work and the use
of subcontractors frequently lead
to work which is mainly “poor”
and risky being relocated from the
core workforce to these marginal
workforces. This may lead to the
accumulation of risks detrimental
to health and, viewed overall, re-
duce employability. It s exactly
these cases that need protective
regulations, be it at company or
supra-company level.

Moreover, workers can then better
cope with rising flexibility expecta-
tions when work organisation and
the culture experienced highlight
and recognise the contribution of
the employee to the company suc-
cess.




“Functional flexibility seems to provide
opportunities for sustainable employment.
Companies that try to increase this type
of flexibility are characterised by human
resource management and production
structures which are usually positively as-
sociated with sustainability. At the level
of the employees, functional flexibility is
positively related to working conditions,
such as skill development, active jobs and
involvement in decision-making and is
also positively related to long-term skill
retention.”

Dr. Anneke Goudswaard, TNO Work and
Employment, The Netherlands
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What is more relevant in practice is the time horizon of quantitative flexibilisation.
Ad hoc flexibilisation - reacting at short notice to peak demand or absenteeism — uses
overtime and temporary agency workers; long-term flexibilisation strategies are based
on working time flexibilisation and flexible forms of contract (time-limited and part-
time employment contracts, seasonal work etc).

From the workers’ point of view the crucial aspects are the form of the contract
and working time regulations. Flexible forms of employment comprise time-limited
and part-time employment contracts, work on-call and temporary agency contracts.
Working time flexibilisation relates to the duration, location and distribution of
working time.

Functional flexibility is closely connected to the production structure of a com-
pany and in practice demands group work as well as a company human resources
policy. This places an emphasis on company training and working conditions.

Short-term, quantitative flexibilisation processes tend to be found more in tight
labour markets, long-term ones more in the service sector and, in general in sup-
pliers. The quantitative approaches still depend on the degree of technology and the
age structure of the company.

What is the right medicine: Free play of the markets or state labour market policy?
Two diametrically opposed positions confront each other in both political and com-
pany practice. The liberal position sees the best engine for economic growth, em-
ployment and affluence in market mechanisms and competition. According to this think-
ing, high social standards threaten sustainable economic growth and promote high
unemployment.

Advocates of a state-promoted active labour market policy on the other hand, con-
sider the reconciliation of high standards of protection with greater flexibilisation to
be an important issue (greater flexibilisation being based on the principle of “chal-
lenge and promote”). This is also highlighted in specific approaches to functional flexi-
bilisation which have an emphasis on continuous training and life-long learning. This
attitude is also represented at present in the European Union. The English coinage
“flexicurity” — as a combination of flexibility and security — expresses the expectation
of being able to reconcile flexibilisation and social security.

Practicable elements of a flexicurity-oriented strategy already used comprise the
creation of transitional labour markets, the greater dissemination of a working time
policy that safeguards employment, the concept of life-ling learning as well as basic
security elements for the stage of life after employment.

Transitional labour markets are aimed at facilitating and socially securing the tran-
sition between employment and non-employment in order to better distribute the lack of
work. The transitions comprise the building of bridges between part-time and full-time
employment, between freelance and salaried employment, between unemployment and
employment, between the education and employment systems as well as between gainful
employment and pension. Working time accounts, sabbaticals, pools of workers outside
the company and the use of outplacement services are the well-known approaches already
being used in practice. And the promotion of time-limited employment contracts for
certain groups of unemployed who are difficult to employ can also be included.



Flexible Work

At present, the best known concepts of collective bargaining and in particular work-
ing time policy to safeguard jobs are those which are based on internal flexibilisation
strategies. When demand fluctuates, it is not the number of workers that is changed
but their working time. For this strategy the image of the “breathing factory” was cre-
ated. Companies can avoid redundancy and recruitment costs incurred as a result and
at the same time increase team productivity.

Functional flexibilisation requires life-long learning and an improvement in em-
ployability. For this greater investment - from the company and the individual worker’s
view — is required in company training programmes and in particular in the creation of
work cultures which promote learning.

Finally, flexible forms of employment can have a negative impact on pensions as
the social security systems are closely linked to continuous full employment. Here,
basic security tools can remedy the situation and lower the risk of new age poverty as
a result of employment for many years in atypical employment conditions.

Atypical and precarious working conditions: Risks to health?

As part of flexibilisation, the number of so-called atypical employment contracts is rising
although with very different development trends for the individual forms of employ-
ment. They are atypical because they differ in some key features from a normal em-
ployment contract (full-time activity, permanency of the employment contract and close
link to the social security systems). Atypical forms of employment such as part-time
work, time-limited employment, temporary agency work and bogus self-employment may
become precarious if social security provision is inadequate during both the phase of
gainful employment and subsequently.

According to European studies, temporary agency work and time-limited employ-
ment contracts appear to be linked to higher health risks. This applies in relation to
greater physical work stresses and higher exposure to harmful environmental condi-
tions such as noise or hazardous vapours. Workers with a limited contract and tem-
porary agency workers also report more frequently about physical complaints than
others. These are indications of possible negative consequences which may arise in
the wake of flexibilisation processes.

Enterprise for Health

BKK' | Bertelsmann Stiftung

The EfH brochure
Approaching the Age of Flexibility
in Good Health

is available for downloading at
www.enterprise-for-health.org
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56

Flexibility Through Active HR Policy Approaches

The active HR policy at the Volkswagen Group is characterised by its flexibility. The con-
cept of the “breathing company” as well as group work are just as much examples of this,
as are the continuous improvement process, creative employment concepts, a dynamic
pay system (time-asset bonds/profit-sharing pension scheme) and the concept of “demo-
graphic working time”.

A milestone in the history of the active HR policy at Volkswagen (VW) was the introduc-
tion in 1994 of a 4-day working week of 28.8 hours — a 20 percent reduction in previous
working time and at the same time a reduction in personnel costs — as a reaction to eco-
nomic difficulties and the threat to 31,000 jobs.

In the following years, Volkswagen gradually introduced the concept of the “breathing
company” in the form of a cascade of options. These included flexibility in hours (working
time sovereignty), shifts (1 to 4 shifts), working days per week (4 to 6 days), working days
per year (up to 300 days), holiday planning (holiday corridor), flexibility covering more
than one year (time accounts) and flexibility in working life (time asset bond scheme).

At Volkswagen, workers can invest elements of pay and working time in a bond which
bears interest. The return on the time-asset bond from the time it was invested is consider-
able. With this bond the working life can be shortened, part-time retirement exploited and
a higher pension achieved.

Another milestone is the project “s000 x 5000”. Auto 5000 GmbH, which belongs to
the Volkswagen Group, took on 5,000 unemployed people who are paid DM 5,000 (approx.
€ 2,300) per month on the basis of their own collective bargaining agreement, which is
separate from the parent group’s. They can also participate in the profit-sharing scheme.

All employees had to be registered as unemployed and available to the labour market.
A 3-month pre-qualification phase by the labour administration was followed by a 6-month
basic qualification course organised by Auto 5000 GmbH.

Average working time is 35 hours/week with a flexible time frame. Additional flexi-
bility is available by working up to 30 Saturdays, plus reworking operations.

Where employees are responsible for production defects, they are obliged to carry out
the appropriate reworking under a programme remuneration agreement.

Half of the agreed qualification time, comprising three hours per week, has to be
financed by the workers themselves. Recently, the first employees qualified as car work-
ers by passing a Chamber of Industry and Commerce examination following the two-
stage fit for industry and automobile industry worker qualifications.



Flexible Work

The basis of the active HR policy approach at Volkswagen is a philosophy founded on
common values, as laid down in the Group guidelines which contain seven core values
and 14 principles. Moreover, the company has concluded a declaration on the social
rights and industrial relations at Volkswagen with the VW worldwide Group works coun-
cil and the International Metalworkers’ Federation.

Guidelines on occupational health and health promotion at the Volkswagen Group
also define minimum health-related standards, instructions for action and recommenda-
tions which are applicable throughout the Group.
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Knowledge Management and Lifelong Learning

- Intellectual Capital for a Healthy and Successful Future

“Knowledge management” and “lifelong learning” are terms which characterize the ever more important role
of production and propagation of knowledge in developed economies. It is estimated that in future as many
as 30 percent of employees in Europe will work directly in the production and propagation of knowledge,
both in goods production and in the service sector. There is no doubt that the level of expenditure for research
and development - a major aspect of the knowledge-based economies - has a crucial effect on the growth
in productivity. Studies show that up to 40 percent of work productivity depends on research and develop-

ment expenditure.

» o«

Discussions of the “knowledge society”, “information society” or “post-industrial econ-
omy” indicate changes in the basic elements of competitiveness of companies. They are
increasingly no longer determined by material and financial assets, but by non-
financial, intangible assets.

The production processes in our economies have changed fundamentally: traditional
production factors such as natural resources, labour and finance capital have declined in
significance, while at the same time intangible factors such as knowledge and information
become steadily more important. The traditional accounting and controlling procedures
have to date not taken account of these changes, which has led to the declining sig-
nificance of financial accounting and macro-economic analyses.

What does knowledge management mean in practice?

Intellectual capital incorporates the intangible assets of an organisation. It is the prod-
uct of interactions between three components: human capital, organisation-related
capital (structural capital), (processes, procedures, culture, databases) and relation-
ship capital (customer relationships, supplier relationships, other external stakeholder
relationships).

In corporate practice three fields of action emerge for which knowledge management
and lifelong learning can offer useful concepts:
the management of information and communication technologies,
the research and development domain, and
competence management (including initial occupational training and corporate
continuous training).

These three fields of action will in future determine the competitiveness of companies,
and national and supranational economic regions, both in terms of national economics
and business economics. One driving force is the quality of the utilization of new in-
formation technologies and the general profile of the research and development
investments. The second driving force is the quality of all employees’ competencies,
not just those of the key experts in the crucial new technologies.
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EfH Guideline - Watchpoints

Intangible factors such as informa-
tion and communication technol-
ogies, research and development
and competence profiles will in
future become steadily more im-
portant for competitiveness and
the value creation process. They
must be made a core element of

the management process.

The components of intellectual
capital — human, structural and
relationship capital (employees,
organisation and external stake-
holders) can be improved contin-
uously using methods and pro-
cedures of knowledge manage-
ment and lifelong learning.

A healthy work and organisation
design based on a corporate cul-
ture based on partnership is the
crucial starting point for the value
creation of intangible factors and
for making possible the use of la-
tent potential.

Without healthy living and working
conditions the enduring, continuous
renewal of corporate resources is
not possible. Corporate principles
and a management which proac-
tively implements this paradigm
change, create access to concealed
potential and the conditions for in-
novation.




“The discussion on basic and continuous
training in the world of work is full of
myths. For example, the half-life for skills
and knowledge is not decreasing, as is
always being asserted. Most of the general
skills such as languages and mathemati-
cal skills endure for a whole lifetime.”

Prof. Dr. Gerhard Bosch,
Institut Arbeit und Technik, Germany
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Top quality in research and development assumes that researchers and developers
can utilize attractive framework conditions. An extremely intensive competition for
researchers and developers has emerged, both between companies and between whole
economic regions. In this competition it is in particular the professional, income-
related development possibilities and the quality of the working conditions that are
decisive.

The effects of the introduction and propagation of new information technologies in
the world of work on the quality of working conditions do not appear as a uniform
phenomenon. Although there has been an overall improvement in the general com-
petence level of employees, there are areas in which there has been a reduction or
devaluation of existing competencies.

High quality workplaces are often restricted to highly qualified personnel.
Furthermore the labour markets are breaking down increasingly into sub-markets for
well paid and poorly paid personnel, new forms of work are spreading, often involving
greater social risks with respect to qualifications, health, income and old-age pro-
vision. The growing significance of employee competencies is also reflected in the ap-
proaches and endeavours to develop a lifelong learning culture.

Lifelong learning: Concept and implementation

Repeated reference is made to the large number of adults without any formal
educational qualification — early school leavers — as a warning with regard to the
deficiencies of current learning quality. Both those directly affected and the family
households that are subsequently established are exposed to considerable risks. On
the one hand this reduces, in business management terms, the quality of the labour
market and, on the other, it creates a cost to the national economy for the necessary
support measures.

The concept of lifelong learning encompasses the totality of all formal, non-formal
and informal learning over the whole life-cycle of an individual. Ideally lifelong learn-
ing proceeds along permeable and interconnected education routes and is learning on
one’s personal responsibility. Lifelong learning is seen as individual, corporate and
social investment.

Lifelong learning in the corporate environment begins with initial occupational
training, includes continuous occupational training and encompasses all informal
learning processes within the framework of day-to-day work organisation. In corporate
practice there are great differences with regard to the conceptual basis of the practice
in continuous training and its financing formalities. Participation in continuous train-
ing various from sector to sector and depends on the size of company — the smaller
the workforce, the weaker the participation in training.

Learning time accounts currently constitute an important instrument for ensuring
that the time-related conditions for lifelong learning after initial training can be
created. This means that time quotas for continuous training can be created, reserved
or guaranteed. Companies which introduce learning time accounts are characterized
by a higher level of participation in training and they also more fully integrate em-
ployees with lower qualifications in continuous training.



Knowledge Management and Lifelong Learning

The employment rates are influenced to a major extent by the individual level of
education; the higher the educational qualification, the higher the employment rate.
Furthermore the actual average working time is also influenced by the level of edu-
cation; the higher the level, the longer the average weekly working time. Reductions
in personnel and the loss of competence this involves are normally made up for by an
intensification of the working time and its extension.

A study recently drawn up on behalf of the European Commission quantifies the
individual benefit of formal education as on average 6.5 percent income increase per
additional year spent at school and the macro-economic benefit as a 5 percent in-
crease in productivity.

Knowledge and learning can then unfold effectively and efficiently in the cor-
porate environment if they are part of the general management process, are thus
aligned with the corporate goals and are promoted by a co-operative and healthy organ-
isational structure. The principles that apply here are the same as those in a work
design that promotes personality. Participation, adequate, transparent and accepted
scopes for action and working requirements which contain planning and co-ordi-
nating elements which go beyond pure implementation are important characteristics
of a work culture that promotes learning and prevents work-related premature ageing.

Knowledge management and lifelong learning create values

The recognition of intangible factors in the value creation process demands new
thinking in strategy development and management, whether corporate or extra-cor-
porate. In terms of management, new methods of analysis and measurement are re-
quired which can fully assess the current and potential assets of organisations. Such
procedures have already been developed and their use should be increased. A policy
of increasing value through the planned cultivation of intellectual capital geared to
corporate goals can make use of existing procedures for the design of a healthy
corporate culture based on partnership.

The varied facets of such an organisation design enhance the value of the human
capital and in particular structural capital. They create the personal and organis-
ational conditions for continuous renewal and innovation. This increase in value will
then have a positive effect on the relationship capital.

“One major challenge is to shape the bal-
ance between intelligence and ignorance.
We concern ourselves almost exclusively
with what we know, and not with what
we don’t know. Companies should, in an
intelligent way, exploit concealed or un-
known resources and abilities. This is
something different from traditional know-
ledge management; I call it knowledge
navigation.”

Prof. Leif Edvinsson,

Universal Networking Intellectual Capital,
UNIC; University of Lund, Sweden

Enterprise for Health

BKK' | Bertelsmann Stiftung

The EfH brochure
Knowledge Management
& Lifelong Learning

is available for downloading at
www.enterprise-for-health.org
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Driving Business Excellence
— Why EfH Companies Invest
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through Corporate Culture and Health
in Workplace Partnership and Corporate Health

This section summarises the main arguments for investing in workplace partnership and corporate health.
These convictions are commonly shared by all EfH companies and reflect the unique experience and approach
of each individual company whilst incorporating the results of working together within the European Net-

work of Enterprise for Health (EfH).

The EfH Business Case

EfH companies are convinced that there is a strong need for a new direction in the
development of business strategy which can be best described by the notion of a healthy
organisation. A healthy organisation is defined as one whose culture, management, work-
ing climate and other business practices create an environment that promotes the health,
effectiveness and performance of its employees. Healthy organisations are financially
successful and have healthy workforces. Healthy organisations are able to balance eco-
nomic performance goals with employee health and wellness goals and can adapt the bal-
ance within the context of a continuously changing economic and social environment.

This conviction is driven by commonly shared values and both practical and scien-
tific evidence. This central value is expressed by EfH’s commonly shared belief that the
quality in work including the human capital is THE decisive factor for the economic and
social success of our companies and society at large.

Practical experience and research evidence clearly show that both employee health,
economic growth and productivity can be improved by tackling the critical factors, which
means making changes to job design, production systems, organisational systems,
human resource management practice and the overall corporate culture.
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EfH Scorecard

Improved Stakeholder Value

Growth Productivity
New Markets & Products (Innovation) Improved Cost Structure
Increased Customer Value Improved Efficiency

Customer Satisfaction and Retention

- g N\
Health Determinants Management Process
N . /
Human Resource Management Building Infrastructures
and Leadership Analysis and Planning
Work Environment Implementation
Work Organisation and Job Design Communication
Job Security and Change Evaluation

(Health) Competencies

Corporate Policy and Culture
Demographic Change
Diversity
Work-Life Balance

Mental Health and Leadership

Flexible Work

Knowledge Management and

Lifelong Learning
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EfH bases its convictions on three central arguments

Values

The values of the company justify investments
in a corporate culture based on partnership and
company health policy.

Changes to the world of work

Social, demographic and technological changes
lead to new requirements being placed on the
workers which in turn require healthy conditions

based on partnership. These conditions in turn
are becoming increasingly necessary to remain
attractive in the competition for well qualified
and motivated employees on the labour market.

These three key arguments can stand alone
and, in combination, also form the business
case for appropriate action and programmes.

Values which Matter: Driving Socially Responsible Leadership

EfH member companies share a set of fundamental beliefs which drive action in the field
of corporate culture and corporate health. These beliefs are reflected in the individual
values of member companies.

Successful leadership today needs a clear value base which provides direction and of-
fers a sense of coherence to all stakeholders. The key value is centered in the belief that
social cohesion and successful economic performance need each other. This includes all
levels of action: enterprises, local communities, countries and supra-national regions like
the European Union. This value base leads to different views on the role of human re-
sources, management practices and corporate culture: they become critical fields for in-
vestment which help ensure the necessary flexibility and capabilities to manage change
and continuously adapt to new environments.

Contribution to the stakeholder value
Companies with a healthy organisation based
on partnership can achieve optimised processes,
a higher degree of customer satisfaction and
loyalty, additional advantages with regard to
the development of productivity and business
growth (contribution to the stakeholder value,
including the shareholder value).
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EfH bases its convictions on three central arguments

Social, Demographic and Technological Changes
to the World of Work

Addressing the challenge of an ageing workforce

Workforce Ageing is one of the most powerful trends in all developed economies and
societies around the globe. Apart from the impacts of the demographic pressures on our
social welfare systems, there is no doubt that economic performance will more and more
depend on the capability of management to actively involve an increasing group of older
employees. Therefore, employers need to recognize the strategic role of the quality of jobs
and work environments which must respond to these demographic changes. Workplace
health, as an important ingredient of work quality, thus becomes a fundamental basis on
which to recruit, develop and retain workers.

Technological change

The technological change primarily results from the transition from the industrial society
to the information or knowledge society. Information and knowledge are becoming the
critical success factors in addition to the raw materials and the financial resources. There-
fore, the purchasing, processing and refining of information will mainly dominate the
future world of work. The number of workers in knowledge-intensive services is rising
continuously whereas employment in manufacturing and production is falling and will
continue to do so. The technological basis of this change is the continuing penetration of
the world or work by the various applications of information and communication tech-
nologies. Digitisation, miniaturisation (even smaller terminals) and multifunctional, in-
tegrated applications are becoming the basis for new, more flexible and decentralised
work structures. Even today the knowledge lead for many companies is their most im-
portant competitive advantage. Research and development, lifelong learning and, in gen-
eral, a continuous co-ordination and further development of the organisation itself, its
technology and human resources, are becoming the crucial fields of action in increasing
competitiveness for many enterprises.
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Driving Economic Growth and Productivity: Reducing Costs
of lll-Health and Poor Work Quality (Contribution to the Stakeholder Value)

Poor work quality and unhealthy work environments cause substantial, preventable costs
to business. People who are ill and need to stay away from work because of an unhealthy
work environment need to make use of health care services and thus contribute to the
general health care costs. Depending on the financing of the national health care system
employers either directly or indirectly (i.e. as part of a social insurance contribution or
as part of the tax system) cover these costs or parts of them.

[ll-health and work related absenteeism also cause a loss of output and in most cases
require additional expenditure to manage replacement in order to ensure undisturbed
production and/or service delivery. They also frequently lead to increased costs due to
wage compensation.

Far more important, however, are costs linked to those people who are at work but
perform at lower efficiency rates due to work-related health problems. These are “hidden”
costs and substantially impact on productivity and performance.

Moreover both cases lead to additional financial burdens on the social welfare sys-
tems which in most cases are co-financed through employers (tax based or based on con-
tributions to social insurance systems). The increase in public expenditure due to un-
healthy work environments reduces the general investment capability of the public system
and thus undermines the quality of the public infrastructure, which in turn deteriorates
the economic framework conditions for economic growth and development.

EfH member companies confirm the mounting evidence that those corporate strat-
egies and management practices, which strengthen workplace partnership and health,
actually produce significant cost savings and even result in a positive return on invest-
ment.

Improving productivity, innovation and growth

Future competitive advantages will be based on management strategies and organis-
ational practices that ensure an efficient development of knowledge and the use thereof.
In particular, corporate values and human resource management practices that encourage
employee involvement are central to high performance workplaces. Evidence confirms
that employee involvement (i.e. self-directed work teams, flexible job design, continuous
training, profit- and gainsharing) improves productivity in the range of 2 percent to 5 per-
cent. Knowledge development and knowledge use highly depend on a general learning
culture, which in turn requires investment in healthy work environments.

High performance workplaces ensure that people are enabled to get involved in con-
tinuous learning proactively. Work intensification — and its impact on the level of stress
and health - is known to be the most important barrier to implementing a learning cul-
ture in many businesses. In particular, highly educated professionals, technical workers,
managers and other knowledge workers, who are regarded as the most strategic con-
tributors to innovation and productivity improvements yet who are simultaneously
affected by high levels of job stress and work intensification, require a high level of work
quality, which in turn includes a healthy work environment.



Efficient processes, satisfied employees, customers, shareholders and public stakeholders

The shareholder value principle needs to be complemented by a human resource value
and social responsibility perspective. There is strong evidence, based on both research
and daily business practice, that sustainable economic success is driven along the em-
ployee-customer-profit-chain. Satisfied and committed employees serve satisfied and
loyal customers, which in turn pays off and ensures a financially stable performance. One
of the keys to initiate this chain is linked to the principles of fairness and trust. Employees
who feel treated in a fair and trustful way will commit themselves to achieve business tar-
gets thus building up a continuous success cycle.

The link between workers and customers is formed by process optimisation.
Programmes which tackle the fields of action “Work-Life Balance”, “Ageing Workforce”,
“Diversity”, “Flexible Work”, “Knowledge Management and Lifelong Learning” improve

the employees’ work motivation,

their deployment flexibility,

their identification with the company,

their general willingness to perform,

their own initiativeto improve workflows and environmental conditions,

creativity with respect to product and service improvements.

With these effects on the workers their contribution can be increased especially in the
critical value added processes through

improved planning capability of the processes as a result of lower sickness rates
and reduced staff turnover,

shorter development times for products and services,

reduced likelihood of faults or errors.
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EfH Guideline - Watchpoints

The proof of the operational benefit of invest-
ments in a healthy corporate culture based
on partnership is derived from three sources:
the trust in values as a precondition for eco-
nomic success; the awareness that the position
of the company in the labour markets depends,
in the present circumstances of continuous
change, on a healthy corporate culture; and
finally, the knowledge that appropriate invest-
ments also pay off along the functional chain
of “improved business processes - higher cus-
tomer loyalty - better productivity and more
growth”.
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The individual business case is always com-
pany-specific and will exploit the three above-
mentioned lines of argument (“values”, “change
in the world of work” and “productivity and
growth advantages”) in different ways and in
some cases by combining them. In company
practice methodology is being used to record
the current situation with regard to corporate
culture and workplace health promotion and
is often integrated into staff surveys whose re-
sults can be linked to customer satisfaction
data. This approach not only produces valuable
information which helps to underpin the bene-
fit but also incorporates health issues in the
normal leadership and management processes.

The development of the business case for the
development of a corporate culture based on
partnership will always be synonomous with

convincing corporate decision-makers and is

therefore a question of corporate policy. Here,
the crucial aspect is the role which is assigned

to human resources in the value added chain

and how important the quality of co-operation
— internally and externally - is assessed.




The Scientific Evidence Base

Impacts of Healthy Work Organisation and Job Design on
Business Excellence

Although the importance of condition-related intervention, i.e. changing working condi-
tions, especially through the design of workplace activities, has increasingly been high-
lighted in recent times, the focus of workplace health promotion continues to be placed
on people-related intervention, i.e. changing their behaviour. However, the different cost
estimates, for example, of the Federal Institute for Occupational Safety and Health in
Germany, show that in fact a major proportion of the causes of work-related illnesses are
to be found in working conditions. This also applies to the mental workloads at the
workplace which are increasing both in relative and absolute terms.

The significance of company work design can be illustrated through the example of
musculoskeletal diseases. These forms of illness are the primary cause of sickness-re-
lated absenteeism. The reasons for this are, on the one hand, the lack of exercise and one-
sided physical stress over a prolonged period, as can be found in numerous cases, for
example, working at VDUs. On the other hand, characteristics such as a lack of work
completeness and little latitude for activity obviously also play an important role in this
connection. For example, Lundberg (1996) in Sweden shows that musculoskeletal diseases
occur less frequently in group work structures with corresponding autonomy than in
divided-work structures where the same products or services have to be created.

It was shown here as well that physiological stress reactions and self-estimates of the
fatigue experienced increased in the divided-work structures during a shift and peaked
at the end of the shift, whereas in the flexible group work structure “a moderate and
more stable level throughout the shift”! was found. In a study of workers who assembled
the same product in a different production environment, Melin et al. (1999) found that
those working in partially autonomous groups exhibited more favourable physiological
characteristics and a better ability to relax after the shift compared with those working a
partialised work pattern from the beginning to the end of the shift.

Finally, Peter, Geissler and Siegrist (1998) were able to show in a company engaged in
public commuter transport in Germany, that so-called gratification crises — which result
from a lack of recognition of an individual’s efforts despite a great willingness to perform
- are correlated with a distinctive rise in musculoskeletal disorders, gastro-intestinal
disorders and symptoms of fatigue and sleeping difficulties. This statement is also backed
up by the studies of Maintz et al. (2000) who identified low social support, monotony,
pressure from time and insufficient relaxation breaks as the predictors for “shoulder-neck
pains” in public administrations in Germany.

Conversely, references like these show that an insufficient intensity of the character-
istics of personality-promoting work design which creates work orientation (Table 1) may
mean a risk to health. Naturally, this not only applies to the above-mentioned musculo-
skeletal diseases but also, for example, to dealing with potential company stressors.

70 ! Lundberg 1996



Characteristics of personality and health-promoting work design2 (Table 1)

Design characteristic

Completeness

Variety of requirements

Possibilities of social interaction

Autonomy

Possibilities of learning and developing

Time flexibility and ability to regulate
stress-free

Sense and purpose

2 Ulich 2005 (translation of the orginal German text)

Assumed effect

Employees recognise importance and sig-
nificance of their activity

Employees receive feedback on their own
work progress from the activity

itself

Different skills, know-how and abilities can
be used
one-sided strains can be avoided

D Difficulties can be overcome together
D Reciprocal support helps to cope with stresses

better

Strengthens feeling of self-esteem and willing-
ness to assume responsibility

Communicates the experience of not being
without influence and importance

General mental flexibility is retained

D Professional qualifications are obtained and

developed further

D Counteracts unreasonable work intensification
D Creates latitude for stress-free reflection and

self-chosen interaction

Imparts the feeling of participating in

the creation of socially useful products
Ensures the reconcilability of individual and
social interests

Achieved through ...

. tasks with planning, executing and con-

trolling elements and the possibility of
checking the results of their own activity
for compliance with the set requirements

. tasks with different requirements placed

on body functions and senses

. task where their execution requires or

presupposes co-operation

. task with possibilities of planning and

decision-making

. problematic tasks for the performance of

which existing qualifications have to be
used and expanded or new qualifications
have to be obtained

. the creation of time buffers in determining

specified times

. products whose social benefit is not

questioned

. products and production processes whose

ecological safety can be examined and
ensured
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Within the field of work psychology, there is now agreement that the concepts formulated

for the promotion of personality within work design are, at the same time, crucial

elements in workplace health promotion. Accordingly, high demands are placed on

independent thinking, planning and making decisions - in conjunction with possibilities

of communication and co-operation — complete tasks and broad latitude for activities as

important characteristics of healthy work design (Table 2). Whereas high demands are

therefore described as an important source of health, high stress levels, in particular

regulation barriers, are classified as potentially harmful to health.

Workplace health promotion: behaviour and circumstance-oriented intervention® (Table 2)

related to

Examples of

activities

Action level

People-related

effects

Economic effects

Duration of effect

Workplace health promotion

.
°®e
e ® o,
o®

People-related intervention
= behaviour-oriented

Individuals
D individual-oriented

Back school, stress immunisation
training

Individual behaviour

Health, efficiency

Reduction in illness-related
absenteeism

short to medium-term

72 3 Ulich 2005 (translation of the original German text)

.
‘e,
®e
.
®e

Condition-related intervention
= circumstance-oriented

Work systems/groups of people
D structure-oriented

Complete tasks, group work,
working time organisation

Organisational, social and
individual behaviour

Positive feeling of self-esteem,
competence, experiencing
cohesion, self-efficacy, internal
control, health, motivation,
efficiency

Improvement in productivity,
quality, flexibility and innovation
capability, fewer days lost and
lower staff turnover

medium to long-term



Calculations presented by the Federal Institute for Occupational Safety and Health (2001)

in Germany clearly show what savings possibilities there are if such know-how is system-
atically taken into account. “In 1998, DM 20.3 billion direct costs were attributed to trea-
ting illnesses arising from ‘heavy labour/lifting loads’, DM 18.1 billion to ‘little latitude
for action” and DM 10.5 billion to ‘low mental requirements’. These figures describe the
savings possibilities for the health insurance funds. The indirect costs — they describe the
savings possibilities of the companies — amount to more or less the same figures; this is
comparatively little and underestimated because only lost years of production as a result
of sickness-related absenteeism are taken into account in the indirect costs.”4

Conversely, these data confirm that expanding the latitude for action and increasing
the mental requirements not only represent important elements in workplace health
promotion but also offer considerable savings possibilities. Table 3 shows correlations
between individual work characteristics and sickness rates and economic success factors
in German IT companies.

Subjectively assessed work characteristics, economic success, sickness rates and staff
turnover in 28 German IT companies with 2,856 employees (Spearman rank correlations)’

(Table 3) Lo
Success criteria

Profit Turn- Value Equity Sickness- Staff
Work characteristics over added return rate turnover
Completeness .80 .78 a7 78 -82 -82
Qualification requirements 74 74 .78 74 -.78 -.76
Qualification potential 75 .73 .75 73 -.76 -75
Variety of tasks g7 .78 .80 g7 -.80 -.80
Latitude for activity 73 .73 717 74 -.76 -75
Participation possibilities 72 74 73 73 -14 -75

Among the above work characteristics, key importance is attached to task complete-
ness; the possibility of fulfilling or not fulfilling a number of the other characteristics
governs the degree of work completeness. For instance, only complete tasks permit
corresponding latitude for activity (cf. box 1).

Box 1: Health consequences of a lack of completeness of work tasks

"With increasing restrictions on the sequential completeness, i.e. a rise in the limitation to externally organised performance
due to a lack of preparation and control stages to be performed by oneself, the frequency of gastro-intestinal disorders and
the feeling of ‘mental saturation’, i.e. an affective aversion to the activity, increases. ... A broader variety of requirements may
also offer more extensive permanent possibilities for learning than a narrow latitude. The entire lack of learning opportunities
creates the risk of forgetting, i.e. the premature decline in mental capacity and shortcomings in motivation owing to a lack of ac-
tivity-internal motivation possibilities. This entails decreasing freshness, a reduction in encouragement and pleasure of work or,

. . . . —)
Vice versa, Increasing fatlgue, monotony and mental saturation”.

4 BAUA, p. 1 ff,,
5 acc. to: Degener, 2004 (translation of the original German text)

6 Hacker 1991, 54 (translation of the original German quotation)
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Conversely, results of Swedish studies show that, if there are degrees of freedom and lati-

tude for activity, high levels of stress can also be managed without detrimental conse-
quences. German studies showed that employees with an extended latitude for activity
during the night shift exhibited a significantly greater decrease in their heart rate and
systolic blood pressure than workers with a narrow latitude for activity. This also raises
the question of possible health effects of the work in more or less self-regulating groups.
English studies show that group work with high group cohesion and a good team atmos-
phere results in an improved feeling well-being among individuals. They also found cor-
relations between the introduction of partially autonomous work groups and lower emo-
tional stress, greater motivation, job satisfaction and performance. The data of a European
10-country study shows, in addition, that very positive effects on absenteeism and staff
turnover are found with the implementation of concepts of group work (cf. Table 4). It is
obvious that the reasonable use of degrees of freedom and latitude for activity require
corresponding qualifications.

DP workplaces without GD and different forms of GD workplaces by reported effects of
the introduction of direct participation on indirect labour costs (N=5525; percentages)7
(Table 4)

Decrease in sickness Decrease in absenteeism

Team-based 48 52
Medium GD 33 38
Weak GD 36 35
Other DP 33 34

DP = Direct Participation

GD = Group Decision

High demands, complete activities, autonomy and collective self-regulation are circum-
stance-oriented characteristics of health and personality-promoting work design. How-
ever, at the same time, they produce or permit orientations and patterns of behaviour
which stabilise or even strengthen the effects resulting from the working conditions.

Corporate culture and the behaviour of executives are also very significant factors. In
this context, the model of professional gratification crises (Siegrist 1996) is of major
significance. Gratifications result from the three “transmitter systems” financial reward,
respect and professional status control (chances of promotion, job security and em-
ployment commensurate with training). Gratification crises may arise if an imbalance is
perceived between professional effort and, in return, the reward received over a pro-
longed period of time. Studies in various countries show that gratification crises may
result in musculoskeletal disorders, depressive moods and cardiovascular illnesses. The
results of prospective longitudinal studies are shown in table 5.

7 EPOC 1999



Professional gratification crises and cardiovascular risks incl. CHD: Results from longitu-
dinal studies ® (Table 5)

Author (year) Dependent variables Independent  Odds ratio
variables
Siegrist (1990) Acute heart attack, sudden ERI 3.42
heart death, subclinical coronary
heart disease
Lynch (1997) Progression of arteriosclerosis ERI* significant main

of the carotid artery effect (p=.04)

Bosma (1998) New CHD ERland OC* 215

Joksimovic (1999) Renewed constriction of coronary 0cC 2.86
vessels after PTCA

Kuper (2002) Angina pectoris, CHD (fatal), ERI* 13
heart attack (non-fatal) oc* 13

Kivimaki (2002) Cardiovascular mortality ERI* 2.42

ERI = Effort-Reward Imbalance

0C = Overcommitment

* = Proximity mass to original
scales of the model

The evidence presented here leads to the conclusion that health management, as a com-
ponent of overall company management and an important element of “corporate social
responsibility”, should always be an integral part of any company evaluation. There is
also a responsibility on individuals to contribute, as far as they can through their lifestyle
and behaviour, towards maintaining and promoting their own health — and possibly also
that of their family. There is no doubt that many also require professional support for this.

Prof. Dr. Eberhard Ulich

Former Director of the Institute for Work Psychology

and Head of the Centre for Integrated Production Systems
at the ETH (Eidgendssische Technische Hochschule), Zurich,
Executive Project Co-Ordinator of the EfH Network

8 modified acc. to: Siegrist et al. 2003
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The Scientific Evidence Base

Impacts of Good Corporate Health Practices on Business
Excellence

Development of occupational health services

The first medical care interventions given to workers are as old as history. In 2500 BC the

medical doctor and architect Imhotep described acute lumbago of a slave working on the

construction of the pyramids®. In ancient Greece, Hippocrates described cases of work-
related illnesses and put in place personal protective equipment?. In 1700 Bernardino

Ramazzini in Italy wrote the first treatise on occupational diseases, which was promptly

translated into several European languages’.

But the concept of an organised occupational health service aimed at the health of
workers is a modern approach dating back to the end of the nineteenth century, and it
was in 1906 that the first knowledge-based system dedicated to the prevention of occu-
pational illnesses and accidents4 was established on the initiative of a group of medical
doctors from several continents. At the end of the Second World War some European
countries developed such services, which at the time were collectively called “services of
occupational medicine”; and in France they became mandatory for all employees as a re-
sult of a law passed in October 1946.

Throughout the 20th century, occupational medicine, at the intersection of several dis-
ciplines, slowly grew into a proper specialised medical field, passing through various phases:
D The fight against health epidemics and social evils, especially those afflicting the

working classes.

D The identification of occupational risk factors in the context of compensation closely
linked with primary research work and preventive medical and technical actions
which occurred simultaneous with the development of toxicology and industrial
hygiene.

D Research into how best to fit the work to the employee and protect employees from en-
dangering themselves or others, thus making the worker productive in employment.

D The adaptation of work to man, in effect the development of the opposite notion, and
the introduction of ergonomics, enabled consideration to be given to working condi-
tions and the organisation of work so as to ensure optimum levels of productivity,
safety, and the preservation of physical and mental health;

D Over the course of many years the epidemiology of occupational risks has become
" The Edwin Smith Papyrus. . N .’ ) ) X )
more and more vital with it’s aim of learning about the effects of risks and working
www.absoluteastronomy.com/encyclopedia/e/ed/ . i . . . .
conditions on health, in particular in connection with low exposure levels and pre-
edwin_smith_papyrus X . X X
vention of long-term effects (as, for example, exposure to carcinogenic, mutagenic or

% Hippocrates, Jacques JOUANNA, translated by M. B. toxic agents adverse to reproduction) and to help enterprises to establish their occu-
DeBevoise, Baltimore-London: The Johns Hopkins pational health and safety policies and necessary technical and organisational invest-
University Press, 1999. ments on the most sound scientific grounds.

; D These new competencies, the fruits of spontaneous progress in knowledge and neces-
Ramazzini and Workers'Health, Lancet 354 (9181): ) . . .
sary for the development of enterprises and society, have led to the notion of multi-
858 ~ 01, 1999 Sep 4. e . . o
disciplinary occupational safety and heath services, linking doctors and nurses as well

4 International Commission on Occupational Health. as other occupational health professionals such as engineers, industrial hygienists,
www.lemongraphics.com.br/icohnew/about html ergonomists, psychologists and physiotherapists. This concept was officially recognised
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by the International Labour Organisation in 1985°; since then it has been the inspiration

for a number of new national legislations. The EU Occupational Safety and Health Frame-
work Directive and the following directives published that charge the employer with
the responsibility to prevent the occupational risk effects have implicitly admitted this
principle 6,

Today in many developed countries and in a growing number of newly industrialised
states, such services exist according to the size of enterprises, under forms that may
be very different and very flexible in their organisations — in-company services (the
case in large enterprises) or external services (in small and medium enterprises), organ-
ised according to national legislation, in public or para-public (depending, for example,
on the social security systems) or private services, which cover the entirety or only part
of the workers’. Depending on national law, they may come under the responsibility of
either health or employment ministries.

The functions of the workplace health services

These are many and varied and aim at the prevention of risk effects at the workplace on human

health, promotion of the health of workers and in consequence maintain their best possible le-

vel of work ability during the course of their active life which has self-evident consequences
on their state of health after retirement and especially on the productivity of companies.

An occupational health service conforming to international standards is responsible for:

1 The evaluation of workplace health risks according to the current understanding of
dangers present in work situations (exposure to chemical, physical or biological
agents, to postural constraints or repetitive movements, to atypical working hours, to
adverse mental and psychological workloads and the measurement of exposure levels
of individual workers or groups).

2 The supervision of the health of workers, through regular medical check-ups focussing
on existing dangers. In certain countries (for example in France) such medical check-
ups result in the issue of a legally recognised certificate of medical fitness to work.

3 Health education in the form of individual advice or programmes organised for health
training and health protection. These may be specifically prioritised towards protec-

tion against existing dangers at the workplace; such programmes in certain enter- > The Occupational Health Services Convention, 1985
prises are also dedicated to the prevention of individual and behavioural risks (for (No.161) www.ilo.org/public/english/protection/safework/

example programmes to combat nicotine addiction, obesity, sedentary lifestyle, car-
. . ’ Directive 89/391/EEC on the introduction of measures
diovascular diseases, stress.)
. o X i . L to encourage improvements in the safety and health of
4 Rehabilitation and providing work for disabled persons with the aim of avoiding
3 . workers at work, adopted by the Council of Ministers
prolonged unemployment or their exclusion from the company.
. . X X . Lo . (Labour and Social Affairs) on 12 June 1989 (Official Jour-
5 Coordination of emergency health care, especially in sectors with activities associ-
X . . . o nal of the European Communities N° L 183, 29.6.1989, p.
ated with a high risk of accidents for individuals or groups.
. . 3 . X Www.europa.eu.int/eur-lex/.
6 Collection of survey data on the risks and health of workers with the objective of sani-

tary inspection, epidemiological knowledge and concern over the effects of new risks. 7 Country reports of the preparatory consultation for the
7 Evaluation of preventative measures and risk control at the workplace and protective  International Symposium “Occupational health for
measures for groups and individuals. Europeans”, ] Rantanen, S Lehtinen. 28 - 29 September
1998, Espoo’ (People and work. Research reports; 29)

Helsinki: FIOH. 1999, 119p. Fig., Bibl. ISBN: 951-802-319-0
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8 Survey of the quality and effectiveness of occupational
health services in the European Union, Norway and
Switzerland. Himaldinen, RM; Husman K; Westerholm
P; Rantanen J; Rdsdnen K. People and work. Research

reports; 45. Helsinki. FIOH. 2001, 272 p.

9 International Code of Ethics for Occupational Health
Professionals.
http:;//www.lemongraphics.com.br/icohnew/core_docs/

code_ethics
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8 Producing guidance for employers and employees in such areas as:

D work organisation and work design,
D the products used,
D the selection of certain work tools, materials or technologies,
D the choice of personal protective equipment.
9 Participation in:
D the development of programmes to improve the working conditions and working
methods,
D the analysis of work and study of its method and its organisation with the view for
a better adaptation for the workers,
the development and implementation of policies to prevent accidents at work,
the preparation of programmes in the field of occupational safety and health,
the establishment of procedures for emergency treatment,

the production of knowledge, especially epidemiologically, in occupational safety
and health,
D the study of risks created by the processes and techniques used in the general
environment as well as potential risks in manufactured products,
D the establishment of human resource management policies in so far as they
concern health.
10 The treatment of diseases and injuries caused by work or with consequences on the
ability to work, either through the direct provision of an in-house health care service
or through the use of an external health care provider.

All these functions are encapsulated by legislation and regulations, the complexity of
which varies in degree according to the country requirements as well as by rules of
good practice developed by specialist scientific societies®. The function of health care
(item 10) in the many countries where occupational health services are merely preven-
tative is not the general rule and depends on the type of organisation and the method of
financing health systems in the different countries.

In-house occupational health services in enterprises are under the administrative
control of the management of these enterprises, often attached to the human resources
departments or to the health and safety services or better still to the services integrating
occupational health and environmental protection. They are usually financed by the
enterprises themselves.

Occupational health professionals are subject to an international code of ethics?
published by the International Commission on Occupational Health. These ethical prin-
ciples principally guarantee the technical competence and independence of profes-
sionals, the respect of confidentiality towards individuals and industrial procedures, the
impartiality vis-a-vis conflict of interests.

The impact of occupational health services on the smooth running of enterprises

For a long time, no one has seriously questioned the social usefulness of policies for the
prevention of occupational risks and setting up services to implement them because in
industrial sectors the effects of occupational risks were very visible both in terms of their
frequency of occurrence and the seriousness of work accidents and occupational diseases.



The improvement of working conditions in the industrialised countries, which these

services have to a large extent promoted, has raised the standard of living worldwide, and
significantly reduced the level of occupational mortality and injuries, particularly in the
second half of the twentieth century. This phenomenon, in addition to the search for a
long-lasting improvement in company productivity and in the implementation of methods
of increasingly exact comparative analysis, explains in part why occupational health is
nowadays being questioned and why there is a tendency to try to discover the impact,
notably in financial terms, of occupational health services.

From the economic and financial point of view, a certain amount of knowledge relat-
ing to costs incurred by work-related health problems has been produced in recent years
and there has been a tendency to apply methodologies of cost-benefit analysis to
questions of health at the workplace. The economic impact of the number of programmes
of prevention and workplace health promotion has been the subject of a very large
number of studies.

An assessment of overall costs, both direct and indirect, and of illnesses and acci-

dents related to work has been found to be between 2.6 and 3.8 percent of the gross
national product of the 15 European Union countries, i.e. total costs of between 185 and
270 billion euros, according to the latest report from the European Agency for Safety and
Health at Work™. For its part, the ILO puts the figure at around 4 percent of GNP
worldwide™. In spite of the calculating difficulties and the absence, not only in Europe,
of common standards for producing comparative statistical information and also in spite
of the important differences in health care organisation and the systems responsible for
health insurance and compensation, it can be assumed that this figure describes a
situation which can be considered to be near the truth.
The north European countries have tried at national level to determine most precisely the
costs of poor health and here in particular the costs of work-related illness. The estimate
of the total costs of illnesses was between 15 and 22 percent of the gross national product,
with a variable percentage according to country of between 1.5 percent and 5 percent for
work-related diseases, most of the costs being due to musculoskeletal disorders, respiratory
and cardiovascular diseases and accidents ™.

The USA also reported a figure of 3 percent of GNP, corresponding to annual expen-
diture of $ 155.5 billion, of which $ 51.8 billion are attributable to direct costs (cost of health
care and insurance) and $ 103.7 billion to indirect costs for ill persons and enterprises .
An interesting comparison is made by the authors of the report cited above: These costs
represent almost five times the cost of AIDS, three times the cost of Alzheimer’s disease
and almost the same as the cost of cancer for the entire population of the United States.

At company level, it is quite clear that these percentages cannot be applied because of
the huge diversity of the situations encountered. There are, however, some methods of ana-
lysing the costs relating to accidents and illnesses, whether work-related or not, which take
into account, at each level, direct and indirect costs. The costs incurred by spending on
occupational safety and health (costs of services, protective equipment, investments, insur-
ances, programmes of prevention or return to work) can also be calculated. But the main
difficulty is to establish the relationship between expenditure incurred and the resultant
benefits and to try and translate the results into monetary terms and, yet again, to establish
a relationship between heath, prevention programmes and productivity of workers.

Economic Impact of Occupational Safety and Health

in the Member States of the European Union (EU)

http://osha.eu.int/data/products/oshinfo

Decent work — Safe work, Introductory report to th

e

XVIth World Congress on Safety and Health at Work.

J Takala. ILO. 02/03.

www.ilo.org/public/english/protection/safework/intro/

Economic appraisal in occupational health. ] Rantanen.

P 210 - 219. In Evaluation in Occupational Health
Practice. E. Menckel; P. Westerholm. Butterworth-

Heinemann. 1999. ISBN 0-7506-4303-X

Cost of occupational injuries and illnesses. P. Leigh,

S Markowitz, M Fahs, Ph Landrigan. Excerpted.
University of Michigan Press, 2000.

www.pbs.org/wgbh/pages/frontline
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There is a wealth of scientific literature which attempts to demonstrate the beneficial

effects of prevention programmes which seek to control individual risk factors or to
prevent those illnesses not specifically due to work even if one fraction attributable to
work constitutes a risk. During a meeting of “Enterprise for Health” in Berlin in
October 2001, Ron Z. Goetzel, PhD, presented the results of 32 evaluation studies into
the financial outcome of health promotion programmes, of which 28 had had a positive
impact in terms of health care costs with a mean rate of return on investment of 3.48.
Out of 14 studies examined, only four did not have any positive impact in terms of
absenteeism, and the mean rate of return on investment was 5.82™4.

Some studies show positive results in health, morale, absenteeism rate and medical
claims from health promotion programmes financed by the employer from employees’
contributions, with those who had the highest risk factors being particularly keen to
participate ™. Certain studies have focussed on controlling specific pathologies, such as
migraine, and demonstrate the effectiveness of interventions at the Workplacem.

The results of the studies are sometimes contradictory or insufficient; so the appli-
cation of an identical programme for the control of allergies in two different enter-
prises reveals positive effects on the state of health and productivity in one, and
negative effects in the other, thus proving the difficulty of controlling all the variables
in the evaluation.'” Another case deals with physical exercise at the workplace, which
was however insufficient to improve employees’ work ability or their productivitylg.

On the other hand, many studies which aim at proactive detection of health
problems, for example by screening™ or by global return-to-work programmes after
health-related absences?® prove to be effective. But many of these programmes, even
if well conducted, are more often centred on one or two individual health problems
than on the real questions of occupational risks and working conditions.

There is consensus that interventions are more effective if they relate both to

personal risk factors and risks in terms of the profession.This is the case in the evalu-
ation of the medium-term results of the creation of occupational health services
intended for Finnish farmers which conducted an overall strategy of risk management
and training of workers?.. As regards the prevention of lumbago, one of the most
frequent occupational illnesses in the world, it was shown that effective interventions
were those which included the ergonomic arrangement of work equipment, the
training of employees and modifications in work organisation?2.
The example provided by programmes promoting and maintaining the work ability of
older employees, also in Finland, is particularly demonstrative in this respect. 200 com-
panies of different sizes and sectors pursued a global occupational safety and health
programme, justifying it by the economic evaluation method of Tervus. This pro-
gramme, written into a national policy for ageing workers, has established a link
between interventions on working conditions and work organisation (including the
organisation of the working time), and industrial relations and the behaviour and
attitudes of individuals towards health and work. The results have shown a cost/benefit
ratio of between 3 and 20, a reduction in absenteeism rate and work incapacity of 50
percent and an increase in productivity of 50 percent?3.



Thus, using these examples, the impression is created that there is a strong case de-

monstrating a relationship between occupational risk prevention activities and work-
place health promotion and their outcomes in terms of the health of employees and
indicators of productivity. However, a point that cannot be ignored is that the method-
ology behind these studies is extremely complex 24, their cost is high?’ and it is often
difficult to translate the results into monetary terms 26,

These real difficulties should oblige all key stakeholders to pursue methodo-
logical research in this area in order to evaluate occupational health services and
enable their implementation in enterprises and in the inspection and supervision
structures of the tools that allow their application. But they also re-enforce the
essential idea that from a moral and ethical standpoint, the issues of health in general
and occupational health in particular cannot be solely considered from an economic
point of view.

Prof. Dr. Jean-Franc¢ois Caillard
University of Rouen, France,
Former President of the “International Committee for Occupational Health” (ICOH),

Scientific Advisor of the EfH Network

24 The effect of disease prevention and health promotion

2

5

26

on workplace productivity: a literature review. Riedel
JE, Lynch W, Baase C, Hymel P, Peterson KW. Am ]

Health Promot. 2001 Jan - Feb; 15(3): 167 - o1

Shining lights: studies that have most influenced the
understanding of health promotion’s financial impact.

Golaszewski T. Am J Heakth Promot 2001; 15(5): 33240

A review of health-related workplace productivity loss
instruments. ] H. Lofland, L Pizzi, KD Frick.

Pharmacoeconomics 2004: 22(3): 165 — 184
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The Business Case in Practice: Lessons Learnt from EfH Member

BERTELSMANN

media worldwide

Learning and Reporting System on Corporate Culture

In the past five decades, Bertelsmann has grown to become a leading international
media company. The company's corporate culture of partnership has played an essential
role in this. The basic concept is that employees who are granted on-the-job freedom
and comprehensive information and who experience leadership in partnership from
their direct supervisors and from senior management will develop a whole new degree
of creativity and dedication in their work. This in turn boosts the company’s business
success.

Therefore the Bertelsmann Executive Board and Supervisory Board not only regularly mo-
nitor the development of key financials, but also of the corporate culture. This has been
done since 1977 by means of employee surveys, enhanced in the past three years by an
additional tool: The “Corporate Culture Learning and Reporting System”. Beyond provid-
ing information to the Executive and Supervisory Boards, it serves mainly to communicate
insights to executives at Bertelsmann companies as to which instruments their colleagues
elsewhere in the group have found useful in shaping a corporate culture of partnership.
The fact that Bertelsmann consists of 400 very autonomous companies in over 60 coun-
tries makes for a particularly rich and appealing basis for this reciprocal learning system.
By initiating a process of reciprocal learning, the “Corporate Culture Learning and Re-
porting System” contributes to an ongoing evolution of the corporate culture. In a first
step, the “Bertelsmann Cultural/Partnership Index” indicates where a given company
stands in relation to other companies in the group. It rates eight dimensions, e.g. delega-
tion, leadership, information/communication and employee development. At a more de-
tailed level, the system points up examples of “Best Practice” for worldwide information
and know-how transfer within the group.

However, the actual effectiveness of the chosen measures and instruments doesn’t be-
come apparent until employees have rated them. Accordingly, employee surveys on topics
including workplace autonomy, employee health and satisfaction, and job design provide
a regular opportunity to identify weak points and propose measures for remedying them.
The following conclusion can be drawn from the results of the employee survey: The cor-
porate culture of partnership plays a large role in employee identification with their com-
pany. Companies that scored in the top 25 percent for their corporate culture of partner-
ship and employee identification with job and company also showed a significantly higher
return on sales (again in the top 25 percent) than companies with low scores. Profit Centers
in the bottom 25 percent of the corporate culture scores also were in the 25 percent with
the lowest returns on sales.

The survey team went on to explore the question of which elements in the corporate
culture of partnership are especially conducive to employee identification. It turned out
that on-the-job freedom and self-fulfillment, along with opportunities for personal growth
and development are crucial. In short: Leadership by partnership creates identification.
Identification leads to success.
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The Development of the Business Case GlaxoSmithKline

GlaxoSmithKline (GSK) invests significant resources in a corporate culture based on partner-
ship and health because of the returns for individuals and the company. A healthy, engaged
and innovative workforce is a prerequisite for all companies striving to achieve optimum
performance; but GSK is also a leading player in the global pharmaceuticals industry, mak-
ing it doubly important for the company to be seen at the forefront of healthcare for its
100,000 employees, as well as an exemplary corporate citizen.

From a rather paternalistic, pre-merger culture, GSK has matured its original Occupation-
al Health provision - often regarded as a cost centre rather than a benefit centre into a
comprehensive in-house Employee Health Management service (EHM), which contributes
to the company’s overall performance. It is an active and fully integrated approach, which
seeks the willing cooperation of employees through partnership, communication and prac-
tical support.

At the core of EHM is the company’s conviction that wellness means more than just
traditional health protection; it is a philosophy that embraces the complete “biopsychoso-
cial model” - the whole person. The company’s mission — “to improve the quality of life
by enabling people to do more, feel better and live longer” — applies to its own employees,
as well as to its markets.

GSK’s policies on such issues as smoking, flexible working etc, are based on popula-
tion health management, but are geared to take account of individual needs. EHM pro-
fessionals gather data, identify trends and problems and produce action plans, programmes
and frameworks. Managers are required to lead by example and the service enjoys in-
creasing involvement and backing from trade unions and the European Works Council.

Well-being programmes benefit the individual, but also need a business case justifi-
cation. GSK is an innovation-driven company, spending £ 2.4 billion on R&D in the UK
alone. Its success requires employees to be present and “switched on” — the key to tackl-
ing sub-optimal performance, capturing new ideas and avoiding costly errors. Share-
holders have shown a close interest in workplace health issues.

GSK points to an influential survey, the Watson Wyatt Human Capital Index, which re-
ported how workplace policies could enhance the market value of a company, such as flex-
ible working arrangements (3.5 percent), high employee satisfaction (1.6 percent) and
trust in leadership (1.2 percent). As a result of its own policies, GSK recently recorded a
20 percent drop in mental ill-health and a similar reduction in sickness absence lasting
more than a week. EHM has developed an independently validated work-life survey, in-
cluding a self-reported performance impact measure. Counselling is also evaluated, enabl-
ing comparisons on effectiveness.

GSK fosters a supportive and responsive environment where people can do their best
work. EHM strives to demonstrate the link between health and performance. The all-round
benefits are appreciated by well-informed and engaged employees.
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Motivated Employees Ensure Sustained Company Success

Great emphasis is placed on corporate culture in Liechtenstein. The world group Hilti
domiciled there successfully uses employee satisfaction as a crucial engine for driving
company success. Hilti views itself worldwide as “the partner for construction professionals”
who not only supplies his customers with products but also in-depth advice.

Hilti puts its stakes on working in partnership, on health and well-being at the workplace
and on the personal development of each individual employee. Hilti views the corporate
culture as the basis for sustainable profitable growth. Corporate culture drives employee
satisfaction and working morale. Employee satisfaction and working morale drive cus-
tomer satisfaction and loyalty. Satisfaction is not merely a significant driver of business but
also an important factor for inner balance and good health. Positive corporate culture, and
by extension a positive working environment, is therefore also a major contribution to
sound health. Hilti unleashes this cycle and generates sustainable profitable growth. Cor-
porate culture — and an environment that fosters health and well-being — are substantial
drivers of corporate success.

Partnerships made up of interdisciplinary and international teams, bonus systems
and premiums create impetus for good performance. A secure working environment, at-
tractive conditions and a balance in work and personal life form the basis for the health
and well-being of the staff.

Continuation training measures and numerous other initiatives support personal de-
velopment and enhance employee satisfaction. But this also increases employee flexibil-
ity in dealing with new challenges that the market places on them and on products.

To harmonize personal and corporate growth and to focus on common values and
goals, Hilti has defined a clear corporate culture. Hilti views corporate culture as a never-
ending voyage that has dubbed Our Culture Journey. This journey begins with the defini-
tion of the values that are decisive for the corporate culture. One of the four values is the
courage to face change. Employees are encouraged to break old habits and make new ex-
periences. But breaking old habits both advances and challenges the individual and the
company. Proactive activity, where mistakes are allowed, is the only way to gain experi-
ence and ensure ongoing development. The other principles consist of integrity, team-
work and commitment. The goal is to have many entrepreneurs within the company, ma-
ture employees who exercise entrepreneurial thought and action and who are indepen-
dent and responsible. Behavior and values are strongly influenced by people. It is people,
after all, who have the final say as to whether we move among the middle of the pack or
whether we stand at the top.

A comprehensive survey system on the satisfaction of both employees and customers
and on the costs and successes of all activities justifies the Hilti culture: The better the
satisfaction of the employees (“employee morale”), the higher the profits.



The Stora Enso Business Case for Health

With 46,000 employees in 40 countries, paper, packaging and forest products company
Stora Enso provides a classic case study of the benefits that a healthy corporate culture
can bring to a business.

Following the formation of Stora Enso when two large forest products companies — the
Enso Group and Stora Kopparberg — merged in 1999, considerable work went into develop-
ing a culture based on five core values — Customer Focus, Performance, Responsibility
(including corporate social commitment), Emphasis on People and Focus on the Future.
The company regards these as fundamental to its success.

Monitoring mechanisms enable it to assess how well these values are embedded.
These include regular value and attitude surveys among senior staff — which help to iden-
tify gaps between individual values and perceived organisational values. Comprehensive
satisfaction surveys are carried out among employees to assess working atmosphere,
management practices and culture. Promotion of the corporate values is included in train-
ing programmes, especially those that prepare managers for senior positions.

Stora Enso believes that, in the changing world of work, emphasis on people and pro-
motion of employee well-being is the best possible avenue to the longer-term sustainabil-
ity and enhanced shareholder value of a company. Its satisfaction surveys, when corre-
lated with business performance, have convinced the company of the link between a
healthy corporate culture, employee performance and financial success. Further re-
search is planned to clarify the connection.

The health of an organisation has traditionally been measured by its profitability. The
health of employees is assessed by a variety of factors, including staff turnover, accident
and sickness rates etc. Stora Enso is in no doubt that investment in the latter has a direct
impact on the former, the “hard” financial data.

The attitude and satisfaction surveys help monitor staff well-being, with the identifi-
cation of trends considered to be more important than point-in-time data. The surveys
contribute to the setting of targets for reductions in sickness absence and accidents. The
company is also establishing concrete, measurable and achievable targets in performance
culture, competence development and attracting and retaining talent.

Stora Enso believes that whatever is happening in the market place, valuing and moti-
vating staff remains at the core of its business, including the attraction and retention of
key employees. A positive corporate culture which places emphasis on open and trusting
relationships and which values and seeks to enhance human performance, creates an en-
vironment in which difficult challenges can be faced with confidence, enabling all em-
ployees, staff and managers, to embrace change and move forward together. Investment
in people is clearly therefore an investment in the business.

STORAENSO

—

-
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The Contribution Made by a Healthy Corporate Culture
Based on Partnership to Social Security

Today, the different national social security systems offer all members of society protection
against emergency and non emergency situations such as illness, disability, work accidents
and occupational diseases, the need for care, loss of income and pensions. Additionally,
social security also promotes vocational and further training as well as families and
family life.

Against the background of sound economic growth rates in the 1960s and 70s, an in-
creasingly tight-knit welfare state security network was established in almost all indus-
trialised countries. However, raw material crises and environmental disasters, the start of
global free trade and political changes in Eastern Europe then dominated a prolonged
phase of stagnation in economic growth in many countries.

Since that time there has been much debate and dispute about reforms of the social se-
curity systems: How much welfare can we afford? Does the relationship between solidarity
and self-responsibility have to be re-adjusted? How can the participation of all citizens
in affluence and society be permanently secured in the long term? How can the ever
greater social and economic imbalances worldwide be reduced so that wars, starvation
and poverty can be effectively combated?

Above all the prolonged high level of mass unemployment in Europe has brought the
social security system into a financial and legitimacy crisis. The close linking of the normal
employment contract to the social security systems has additionally exacerbated these
effects in countries with a high level of social insurance. Public budget deficits and rela-
tively high labour costs have impaired the development of employment and competi-
tiveness considerably and the series of poor positioning in international benchmarks in nu-
merous political fields continues for a number of branches of trade and industry and nation-
al economies.

Against this backdrop and as a result of other social and economic changes - increas-
ing ageing of the (working) population, expansion of other forms of living and family struc-
tures, creation of new work structures and forms of work — new risk situations have also
arisen which are not sufficiently covered by the existing social security systems. Here, the
quality of the qualification level reached is of key importance. Nowadays, education increas-
ingly governs an individual’s chance in the labour market and on access to secure em-
ployment conditions. In turn employment is still the key to achieving as high and compre-
hensive a social security system as possible and also guarantees participation in social life.

The symptoms of new risk situations as a result of inadequate education and qualifica-
tions includes the rising number of young adults without any formal school qualifications
as well as the complaints made by companies about the inadequate basic knowledge and
skills of apprenticeship candidates - especially with regard to language and mathematics.

People with a below-average level of education and qualifications predominantly live in
low-income households and are more likely to experience accumulated risk situations,
which in turn has a negative impact on the development of the opportunities of adolescents.

In particular, single parents and their children can face difficult life situations. The cir-
cumstances they experience act, in some cases, like a vicious circle where key risk features
are passed on to the following generation who are therefore “socially bequeathed”.
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One connection in particular has crystallised as being a critical factor for the quality of fu-

ture labour markets, for achievement of a high level of education and qualifications is
mainly governed by the quality of the development of cognitive and emotional intelligence
at an early age. The world of work indirectly influences this connection which is so cru-
cial for the future of the competitiveness of companies through the quality of the working
conditions in which risk groups in particular are employed. The most effective protective
action against child poverty today includes a high quality of working conditions, in par-
ticular for single mothers. Their share in short-time and part-time employment with non-
challenging work profiles is, on the other hand, above average.

The social and education policies attempt — against the backdrop of declining public
financial resources - to break through the vicious circles described above by setting up
and extending care programmes for children, all-day schools etc. Companies can make
their contribution by ensuring that the work and organisation design creates jobs of as
high a quality as possible and that the supportive action a company takes enables recon-
ciliation between raising children and pursuing gainful employment.

Taking appropriate action has a direct benefit to the company only with regard to the
current workforce, the medium and long-term effects cannot be experienced directly by the
individual company. In macroeconomic terms action to improve the quality of work influ-
ences the basis for innovation and competitiveness in the long term, in particular against
the background of a shrinking labour market caused by demographic change.

A healthy work and organisation design based on partnership therefore makes a lasting
contribution to social security in the world of work and contributes to the prevention of so-
cial emergencies. However such long-term effects and consequences do not figure in the
rapidly developing workings of the economy. This results in both rising social security ex-
penditure and negative impacts on the structure and quality of the future labour markets.
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Brave, New World of Work - More Flexible,
Older and Increasingly Diverse but also Healthier?

Enterprise for Health contributes towards the healthy development of the world of work. In addition to
Enterprise for Health, comparable company networks and forums exist in many countries. Together these
aim to develop and promote a variety of strategies which can be used at company level to make company
practice become more health enhancing.

These Networks share the view that the issue of “health” must be fully integrated into corporate cultures
in order for companies to be economically successful both now and in the future. But, how will the fore-
seeable changes in the world of work impact on the health of the employees and what role will health play
for the future world of work? Is economic success in global conditions reconcilable with the sustainable care

of natural and human resources?

In political statements health is always regarded as the “most important personal
commodity”, the protection of which enjoys high priority. For many years, national
economies have seen an increasing part of their gross national product being used to
finance health care. Yet, in many situations, the quality of health care has not sub-
stantially risen as a consequence. For some time many countries have been con-
fronted with tremendous financial problems in the provision of health care; with
service rationing and an increase in individual financial contributions often being
the result. This trend has been sustained by the expensive harvest of technological
innovations, the ageing of societies and the change in the disease panorama caused
by the continuous increase of chronic, degenerative illnesses.

The medical understanding of health, which is strongly geared to the individual,
largely predominates in health care. A more broad-based understanding which in-
cludes living and working conditions as important causal factors for sickness and
health is only developing slowly.

Health prevention still tends to be a marginal area in health care even though it
is valued and rated very highly in political manifestos. On the other hand, a sort of
“repair culture” prevails which is deeply rooted in all areas of life in our societies
and also governs individual behaviour and thinking to a large extent. Individual and
collective experience of failure in relation to the change in lifestyles detrimental to
health, such as the example of smoking or a poor diet, also confirms the broad scep-
ticism towards the success prospects of behaviour-related solutions compatible with
health.
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Health still ranks in many companies as a “private matter” for the employees, apart

from work accidents and occupational diseases for which company and supra-com-
pany authorities and responsibilities are clearly defined. While the harmful effect of
physical workloads and chemical/toxic environmental influences is recognised, the
connection between psychosocial working conditions and illness is largely unknown
or is regarded as something that is irrelevant or unchangeable.

Work-related health risks are largely based on three main areas of influence:
chemical, biological and physical environmental influences, excessive physical work-
loads and excessive psychosocial workloads (including workloads relating to working
time). In the meantime well-founded knowledge is readily available about the health
effects of all three.

When examining the sickness and health situation in the world of work, two is-
sues become noticeable: First, industrial accident figures are falling, resulting from
the success of company occupational safety and health schemes and a result of the
fact that the prevention of work accidents and occupational diseases has been inte-
grated into the management routines in many, particularly large, enterprises. How-
ever, data analysis shows that in certain sectors in the world of work, above all in
small and medium-sized supplier sectors, there has been a shift towards the classic
occupational safety and health risks.

Second, excessive physical workloads are still to be found in many areas in the
world of work, and these contribute towards cardiovascular diseases, musculoskeletal
illnesses and fatigue and exhaustion phenomena. Moreover, adverse psychosocial
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workloads are rising significantly, and these also have a strong link to the above-
mentioned health problems. Additionally they impact on the occurrence and course
of mental illnesses.

High psychosocial pressure in the world of work arises from the work organis-
ation, the work activity itself and the social relationships. The present state of
research indicates that restricted latitude for action and limited possibilities for
control are the key, critical factors. When workers see their possibilities of influ-
ence, decision-making and control being restricted or threatened, this leads to intense
stress reactions. Restrictions in latitude for action and decision making may relate
to a number of factors, including various aspects of the work organisation — work
content, expected results, time and sequence planning; the perceived relationship
between commitment and reward (through wage/salary, recognition and promotion
possibilities) and additional factors such as being overstretchedin the performance
of the work activity.

The development of a healthy design for the world of work requires that a com-
prehensive approach is taken with as many work activities as possible being inclu-
ded and would involve the independent setting of objectives, planning, performance
and feedback of the result.

The current upheaval in the world of work is proceeding against a backdrop of
growing economic and political interactions. The removal of trade barriers and other
obstacles to trade leads to a range of new constellations in global competition on the
one hand and new competitive situations at a local level on the othe. The order of
“winners and losers”, which was more predictable in the past, is now shifting for
many enterprises. The expansion of the European Union to the east was subject to
a particularly controversial debate with regard to the economic and social oppor-
tunities and risks. The advocates for political and social renewal of the European
Union demand determined completion of the single market in the EU in the hope that,
as a result, trade and competition will increase — a precondition for economic growth and
a reaction to, though not a solution for, the serious employment problems in many member
states.

Major sections of the world economy, with a focus on North America, Europe and
Asia, are in a prolonged process of transition to knowledge-based economies. In addi-
tion to the raw materials and financial resources, information and knowledge are
becoming increasingly important for the value added process. It is estimated that in
the developed economic regions, the information professions - telecommunications,
information science, media and the entertainment industry etc, will become the
predominate employment sector within a few years.

A common consensus held by the otherwise intensely competitive economic re-
gions is the importance of the transition to the knowledge society in ensuring that
companies, states and regions remain economically competitive in the future.

Regions with a social system involving a high level of solidarity, such as the European
Union, regard this change towards the knowledge-based society as necessary precon-
dition for maintaining the quality of social living and the prevention of social exclusion.



Brave, New World of Work

In this structural change the increasing computerisation of the world of work and
also of the other areas of life assume a key role. Important indicators are investment
volume in research and development, the dissemination and penetration of the national
economies by the new information and communication technologies, and the gen-
eral conditions for high-quality research work. It can be proven that progress in these
fields is an essential condition for the development of productivity and the creation
of innovations.

Even today the consequences for work processes cannot be overlooked. Digit-
alisation, miniaturisation and the integration of separate technologies in multifunc-
tional equipment create the conditions for new workflows, information management
systems and interactive group communication media. This change is expressed, in
terms of numbers, in a continuous fall in traditional production work and an equally
continuous rise in the service sector.

Whether more opportunities for a high quality of work — and that includes health
- will open up with these changes cannot be foreseen at present; and positive evi-
dence is sometimes seen hand in glove with negative developments.

The technological, economic and social upheaval is changing many requirements
for companies, workers and their families. Being able to cope with and satisfy these
requirements will govern economic and social success in a competitive environ-
ment, and depends on the intelligent and efficient organisation of resources both in
enterprises and in society, especially in the fields of education, social security, and
economic and research policy.

The key new work requirements include the intensification of the work pro-
cesses as a whole - linked with mental demands which are, on average, increasing —
as well as the tendency towards greater importance being attached to more complex
and higher-quality activities; on the other hand, new jobs will also be created for
less qualified workers in certain service sectors. Furthermore, there will be an indi-
vidualisation of the work processes as a result of the strong orientation towards the
specific demands of the customers and the expansion of the service sector.

The continuous adaptation which has become technologically possible between
market demand and the manufacture and organisation of products and services is
now being followed by the adaptation of the labour force resources through various
forms of flexibilisation ranging from working time, the location of work, new forms
of employment (temporary agency work, part-time work, time-limited employment)
and income regulations (short-time employment), to new procedures for designing
work and tasks which require different use and deployment of qualifications.

As regards the forms of employment, we are now seeing a gradual decline in the
so-called normal employment conditions (characterised by indefinite, full-time employ-
ment, frequently a family’s sole source of income) and the new forms of employment
which are evolving in very different ways and are quickly becoming more widespread.
The increasing breakdown of rigid company structures towards the virtual company - a
temporary network of independent companies which process a task together — will
dominate future developments. In addition to the solutions designed for use in
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Brave, New World of Work

companies, the extent to which a flexibilised world of work offers more opportun-
ities than risks primarily depends on the likewise ever-changing circumstances in
social security systems.

The consequences for the workers include the fact that leaving a company either
to change a job or because of dismissal is becoming an increasingly “normal” experi-
ence. Job positions and status benefits, qualifications and tasks are becoming re-
lative factors which can change constantly over the course of an individual’s work-
ing life. This is reflected in the development towards the so-called “patchwork bi-
ographies”. The new technologies also entail the detachment of the work from time
and place. As a result, a considerable proportion of the work becomes free of bound-
aries, and work and leisure increasingly intermesh.

Finally, the demographic changes of the decline in the population overall, as well
as the working population in particular, together with the rise in the proportion of
older people and workers will permanently change the labour market structure and
the composition of the workforces. It can already be seen that the opportunities on
the labour market largely depend on the level of training reached. The increased par-
ticipation in employment and education will soon lead in many countries to young
women overtaking their male peers in terms of the qualification level attained.

How can people in this new world (of work) cope with these changes and how
can the dangerous consequences of high economic and social inequality in the form
of wars, violence, starvation and poverty be effectively fought worldwide?

The slant of health promotion and prevention helps to provide answers to these
questions and create a starting point for design solutions in company practice. The
most important resources for mastering the future include education, the quality of
professional development opportunities and well-functioning and healthy “networks”,
families, circles of friends and colleagues as well as communities. Here, companies
can make a very important contribution by making the design of healthy corporate cul-
tures a normal management task. Naturally these resources also depend on efficient
public administration without which the high quality of school education and voca-
tional training cannot be achieved.

Shrinking labour markets, however, will, in all probability, require that the aver-
age level of education has to be increased. However, this contrasts with a rising num-
ber of “school dropouts” who will have only a very few chances in later stages of life.
There are symptoms here of new risks and social emergency situations which the
present social security systems cannot prevent or reduce. The new risk groups in-
clude people with a low level of education and low household income as well as their
family members, in particular children and adolescents, single parents and families
with a large number of children, the long-term unemployed and the homeless. As
things now stand, the most effective prevention policy is to promote as high a quali-
ty of early child development as possible. The most effective protection against “new”
child poverty is a high level of education and high-quality working conditions for
women, above all single mothers. This in turn requires companies to find solutions
to the problem of reconcilability of work and family, but this must not be achieved
at the cost of work quality.



The fields of action and design solutions presented by the EfH in this brochure sup-
port the positive management of the economic and social changes in our societies
and companies. Under the motto “Enterprise for Health”, enterprises create the future
basis for economic success and a productive renewal of the social foundations of our
societies.
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Prof. Dr. Dr. h.c. mult.
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Prof. Rita Siissmuth is former President of the
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dent Council of Experts on Migration and Inte-
gration, appointed by the German Government
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political and cademic career. She held several
senior positions including Vice President of the
OSCE Parliamentary Assembly and Member of
the German Federal Parliament. She has also
been Director of the Research Institute “Woman
and Society” and Professor of International Com-
parative Educational Science at the Universities
of Bochum, Dortmund and Hanover. She is a
member of the Board of Trustees of the Bertels-
mann Stiftung.

Eberhard Ulich
Prof. Dr. phil habil., Dr. rer. nat. h.c.
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Prof. Ulich is a leading international authority
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ogy and is scientific head of the Enterprise for
Health network.

After graduating in studied psychology and
obtaining his doctorate in 1955 at the University
of Munich, Prof. Ulich spent two years at the
Max Planck Institute for Work Physiology in
Dortmund. During the following 15 years, his
career roles included lecturer at the University
of Munich and at the Munich University of Tech-
nology, lecturer and professor at the Berlin
University of Technology, professor of psychol-
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gne and honorary professor at the University
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Between 1972 and 1998, Prof. Ulich worked
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in Zurich, as professor for work and organisa-
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Centre for Integrated Production Systems.

He is also an honorary professor at the Uni-
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search and Organisation Consultancy. He is the
author of more than 500 publications, his main
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2005.
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Prof. Dr.
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Prof. Caillard, a specialist in Occupational Me-
dicine, is a past President of the International
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scientific organisation in its field — and Scientific
Advisor to the Enterprise for Health Network.

Prof. Caillard studied at the Universities of
Rouen and Lille in France, graduating in Rheu-
matology, Internal Medicine and Occupational
Medicine. Later, while assistant professor in
Lille, he became aware of the scale and impact
of work-related diseases, particularly silicosis
in the coal mining industry, which led to his de-
cision to specialise in Occupational Health. Prof.
Caillard has been a full-time professor in public
university-hospitals in Rouen since 1979.

Between 1998 and 2002, he was head of
the Occupational Health Department of Assis-
tance Publique-Hopitaux de Paris, one of the
world's leading public hospitals, with 90,000
employees and also Professor in Occupational
Medicine at Paris VI University.

Prof. Caillard is president of the French Aca-
demic College of Occupational Medicine and a
member of several scientific societies and ad
visory boards. More recently, the French Prime
Minister asked him to take on the responsibil-
ity of preparing the National Environmental
Health Plan. Prof. Caillard helped found the Euro-
pean Association of Schools of Occupational
Medicine and promoted many teaching activ-
ities in developing countries.

His main fields of interest are occupational
lung diseases, occupational health for health
care workers, handicap and work and interna-
tional cooperation.
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Akzo Nobel nv, Netherlands
ASR-H

P.0. Box 9300

NL-6800 SB Arnhem

Rik Bijl

Health Adviser

© +31.26.3663734

&) +31.26.36655 11

(©) rik.bijl@akzonobel.com

Alcoa-Kofém Kft., Hungary
Versegi 1-15 Pf. 102
H-8002 Székesfehérvdr

Dr. Istvan Miniska MD

Occupational Health

Manager

®) +36.22.532089

& +36.22.531311

(© istvan.miniska
@alcoa.com

Arcelor S.A.,, France

17, Avenue des Tilleuls
F-57191 Florange Cedex

Dr. Michel Diss

Vice President Product Safety
Health and Safety Directorate
Arcelor

® +33.382516020

& *33.382516070

(© michel.diss@arcelor.com

Bertelsmann AG, Germany
Carl-Bertelsmann-Str. 270
D-33311 Glitersloh

Dr. Franz Netta

Head of Central Services

Human Resources/Principles

of Social Policy

® +49.5241.8016 20

& +49.5241.819513

(© Franz.Netta
@bertelsmann.de

Caixa Geral de Depdsitos,
Portugal

Av. Jodo XXI, 63

P-1017 Lishoa Codex

Dr. Manuela Neto
Company Doctor

Caixa Geral de Depdsitos
DPE Medicina do Trabalho
© +351.21.790-55 52

& +351.21.790-50 90

(© maria.neto@cgd.pt

E.ON Ruhrgas AG, Germany
E.ON-Platz 1
D-40479 Diisseldorf

Carl-Sylvius von

Falkenhausen

Vice President Project

OneE.ON

© +49.211.45793655

&) *+49.211.457936 56

©) carl-sylvius.
von.falkenhausen
@eon.com

Ford-Werke GmbH, Germany
Henry-Ford-StraBe 1
D-50725 Kéln

Jiirgen H. Roeder

Employee Relations Manager
® +49.221.9013850

& *+49.221.87012892

®© jroeder@ford.com

GlaxoSmithKline, UK
080 Great West Road
Brentford, Middlesex
TW8 9 BD, UK

Dr. Ian Wright

Director, Strategic Health
Planning UK Employee
Health Management
Worthing

West Sussex, BN14 8QH, UK
© +44.1903.822502

Q) +44.7768.237530

& +44.1903.822557

(© lan.A. Wright@gsk.com

HAG as.a., Norway
P.0. 5055 Majorstuen
N-o0301 Oslo

Kirsti Florenes Vandraas
Vice President Product
Development

© +47.22.595913

& *+47-22.5959 59
(© kfv@hag.no

HILTI AG, Austria
WerkstraBe 13
A-6712 Thiringen

Dipl.-Ing. Hartwig Eugster

Vice President Manufacturing

Plant Thiiringen (A)

© +43.5550.24 513213

&) +43.5550.24 5183212

(© hartwig.eugster
@hilti.com

Grupo Maier, Spain

Pol. Ind. Arabieta -

Apdo. 103

E-48320 Ajangiz - Biskaia

Antton Mendizabal Iturriza
Director of Human Resources
®© +34.94.6259285

& +34.94.6259219

(© antmen@grupo.maier.es

Lagunaro-Mondragon, Spain
P° Jose Maria
Arizmendiarrieta N°1
E-20500 Mondragén*
Guizpuizcoa

Joseba Erauskin Yabar
Servicios S. Coop.

Dpto. Prevencion Técnica
®© +34.94.379 0100

&) *+34.94.3798080
(© jerauskin@lagunaro.es

MTU Aero Engines GmbH,
Germany

Dachauer StraBe 665
D-80995 Miinchen

Dr. med. Jan-Heiko Leuschke

Medical Director

© *+49.89.14892336

& *+49.89.14896394

(© jan-heiko.leuschke
@muc.mtu.de

REWE AG, Germany
Domstrasse 20
D-50668 Koln

Horst Zoller

Personal- und Sozialwesen
Bereichsleiter Sozialwesen
© +49.221.149-1850
X)) +49.172.2 40 63 40

&) +49.221.149-9185
(© horst.zoeller@rewe.de

RWE Rhein-Ruhr AG, Germany
KruppstraBe 5
D-45128 Essen

Riidiger Hoffmann

Senior Manager

Safety Manager

® +49.201.12-252 61

& *+49.201.12-252 63

(© ruediger.hoffmann
@rwe.com

Raffinerie Shell, France
B.P. 1
F-76650 Petit Couronne

Dr. Georges Jacob
Occupational Health
Physician

© +33.235.674633

& *33.235.680519

(©) georges.jacob@shell.com

Stora Enso Oyj, Finland
Havarinne 1
FIN-55800 Imatra

Prof. Dr. Paavo Jippinen

Vice President Employee

Well-Being and Occupational

Health & Safety

© +358.204.624331

& +358.204.624330

(© paavo.jappinen
@storaenso.com

TITAN Cement Company,
Greece

Halkidos 22A

GR-11143 Athens

John Voyiatzis
Industrial Relations Unit

®) *30.210.25912 49
(© jvoyiatzis@titan.gr

Volkswagen AG, Germany
Brieffach 1599
D-38436 Wolfsburg

Dr. Uwe Brandenburg
Head of Work Sciences
© +49.5361.927487
&) +49.5361.929233
(€ uwe.oppermann-
brandenburg
@volkswagen.de

Zaktad Energetyczny Torun
S.A., Poland

ul. Generala Bema 128
PL-87-100 Torun

Wieslaw Szurmiej

Head of Human Resources

Department

© +48.56.6595100

& +48.56.6595390

(© wieslaw.szurmiej
@torun.energa.pl



EfH Business Meetings

EfH Background Information

Topic

Keynote Speaker

Corporate Culture Based on Partnership and Company Health Policy

May 28 - 29, 2001

Berlin, Germany

Business Case
October 29 - 30, 2001

Berlin, Germany

Prof. Dr. Klaus J. Zink,

Technische Universitdt, Kaiserslautern/Germany

Dr. Ron Goetzel,
The MEDSTAT Group, Washington/USA

Work-Life Balance/Business Case

April 15 - 16, 2002
London, UK
GlaxoSmithKline

Ageing Workforce
September 23 - 24, 2002
Aix-en-Provence, France
Arcelor S.A.

Diversity

May 19 - 20, 2003
Székesfehérvdr, Hungary
Alcoa-Kofém Kft.

Gisela Erler,

pme Familienservice GmbH, Berlin/Germany
Prof. Richard Ennals,

Kingston University, United Kingdom

Prof. Dr. Juhani [lmarinen,

Finnish Institute of Occupational Health, FIOH,
Helsinki/Finland

Prof. Dr. Guy Ahonen,

Swedish School of Economics and Business Administration,

Helsinki/Finland

Penny de Valk,
Ceridian Centrefile,

London/United Kingdom

Mental Health and Leadership

October 13 - 14, 2003
Mondragon, Spain
Grupo Maier/Mondragén
Corporacion Cooperativa

Flexible Work

May 24 - 25, 2004
Schaan, Liechtenstein
Hilti AG

November 22 - 23, 2004
Brunswick, Germany

Volkswagen AG

Dr. Graham S. Lowe,
The Graham Lowe Group Inc.,

Kelowna/Canada

Dr. Anneke Goudswaard,
TNO Work and Employment, AS Hoofddorp/The Netherlands

Greet Vermeylen,

European Foundation, Dublin/Ireland

Knowledge Management and Lifelong Learning

April 18 - 19, 2005
Torun, Poland
Zaktad Energetyczny
Torun S.A.

Prof. Leif Edvinsson,

Universal Networking Intellectual Capital, UNIC;
University of Lund/Sweden

Prof. Dr. Gerhard Bosch,

Institut Arbeit und Technik, IAT, Gelsenkirchen/Germany
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EfH Publications

EfH Background Information

The following EfH brochures are available for downloading at
www.enterprise-for-health.org

European Network of Enterprise for Health
Europaisches Netzwerk Enterprise for Health

Mission Statement
Mission Statement

Corporate Culture Based on Partnership and Company Health Policy
Partnerschaftliche Unternehmenskultur und betriebliche Gesundheitspolitik

Business Case
Business Case

Work-Life Balance
Work-Life Balance - Vereinbarkeit von Beruf und Privatleben

Meeting the Needs of an Ageing Workforce
Den Bediirfnissen einer alternden Belegschaft Rechnung tragen

Diversity
Diversity — Eine Herausforderung fiir Unternehmenskultur und -gesundheit

Mental Health and Leadership
Psychosoziale Gesundheit und Fiihrung

Approaching the Age of Flexibility
Gesund ins flexible Zeitalter

Knowledge Management and Lifelong Learning
Wissensmanagement und Lebenslanges Lernen

Successful, Healthy Enterprises in Europe
Erfolgreiche und gesunde Unternehmen in Europa

Guide to Best Practice

Driving Business Excellence through Corporate Culture and Health
Unternehmenskultur und betriebliche Gesundheitspolitik:
Erfolgsfaktoren fiir Business Excellence
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Bertelsmann Stiftung
Carl-Bertelsmann-Strae 256
D-33311 Giitersloh

Detlef Hollmann

@ +49.5241.81-89831

@ +49.5241.81-68 9831

@) detlef.hollmann@bertelsmann.de
&) www.bertelsmann-stiftung.de

BKK Bundesverband
KronprinzenstraBe 6
D-45128 Essen

Dr. Gregor Breucker

@ +49.201.179-1209
& +49.201.179-1032
(©) BreuckerG@bkk-bv.de
&) www.bkk.de
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Enterprise for Health

Guid _
to Best Practice

Driving Business Excellence
through Corporate Culture and Health
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