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   This presentation is based on: 
 
1. Research from the last          
20 years on private as well         
as public workplaces 
 
2. Personal experience as 
researcher (1975-2008)           
and as private consultant (2008-
2017) 
 
 



Psychosocial factors seen as risk factors: 

Organisational downsizing and mortality 

A 7.5 years’ follow-up study of 22.430 public employees 
who kept their jobs. 
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Psychosocial factors have two faces 

Job demands 
Leadership 
Influence at 
work 
Social support 
Job (in)security 
Predictability 
Etc etc 
 

Stress, burnout 
Absence from work 
Labor turnover 
Diseases, disability 
Job dissatisfaction 
Conflicts 

High engagement 
High productivity 
High profits 
High quality 
Innovation 
Satisfied customers 

My focus 
today 



An example of the double character of 
psychosocial factors 

Influence at work High Low 

Stress 
Heart disease 
High absence 
High turnover 

High engagement 
High productivity 
High quality 
High innovation 



1. Employee wellbeing and health 



Even  
HBR is 

worried 

February, 2016: 
Your most helpful 

employees are  
burning out!  



  How is the individual employee influenced by good 

leadership and cooperation at the workplace?  

GOOD LEADERSHIP AND COOPERATION 

(Based on trust and respect) 

GOOD (PSYCHOSOCIAL) WORK ENVIRONMENT 

Meaning Recognition Respect Social 

support 

Predictability 

(information) 

Role- 

clarity 

WELL-BEING, JOB SATISFACTION, LOW STRESS, LOW ABSENCE, 

LOW PERSONNEL TURNOVER 



The road to a good job: 

”The six golden nuggets”  

High influence (job control) 

(how to perform the work, breaks, who to work with, etc) 
 

High level of meaning 

(purpose of work, usefulness for society) 
 

High predictability 

(relevant information about future changes and events) 
 

Good social support 

(practical and emotional support from colleagues and supervisors) 
 

Adequate rewards 

(recognition and appreciation, career, salary) 
 

Suitable demands 

(quantitative, emotional, social) 

* 

* 

* 

* 

* 

* 



Great Place to Work: An international concept 

focusing on good psychosocial work environment 

• The five dimensions of ”Great Place 

to Work”: 

 - Credibility 

 - Respect 

 - Fairness 

 - Pride 

 - Camaraderie 



Best workplaces and sickness absence in 
Denmark 

       

Danish average 

50 best workplaces 
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Voluntary  

turnover 
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best” 

The ”100  

second best” 

Average for  

the US 

% 

”Great place to work” 
– lower turnover of personnel 

Comparison  with  100 companies that were not among the best  

and labor  market total. US. 

Lymann, 2008 



Satisfied employees retire two years 
later  

Thorsen et al. IAOEH, 2016 



2. Productivity and economic 
returns 



  How is productivity, quality, and innovation 

influenced by good leadership and cooperation at the 

workplace?  

GOOD LEADERSHIP AND COOPERATION 

(Based on trust and respect) 

ORGANIZATIONAL CITIZENSHIP 

Knowledge 

sharing 

Help & support Network Motivation Involvement 

HIGH PRODUCTIVITY, QUALITY AND INNOVATION. 

LEADING TO HIGH ECONOMIC RETURNS TO STAKEHOLDERS 



Not sustainable 



Staff workload and hospital 

mortality 
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It is not enough that the employees are 

highly qualified 

• They should also be able to collaborate 

– Coordination 

• Common language 

• Common goal 

• Mutual respect 

– Communication 

• Timing 

• Precision 

• Problem solving 

 

Jody Gittell 
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Relational coordination and quality of treatment at 9 

hospital departments 

Quality: Few bed days, freedom from pain, functional ability, patient satisfaction 

Gittell. High Performance Healthcare 
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High social capital in Southwest 

Airlines 

• Highest number of passengers per 

employee 

• Highest proportion flying time 

• Highest precision 

• Highest passenger satisfaction 

• Lowest number of lost suitcases 

• Very high employee satisfaction 

• Very high level of union membership 

• No firing of employees – not even in 2001 
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HCL, fabulous case. 
From 2005 to 2010: 

• Four times as many customers 

• Trippling of income 

• Doubling of ”market cap” (value) 

• 50% higher customer satisfaction 

• No 1 in job satisfaction 

• Fortune: ”Most modern management” 

• Harvard: ”Case study in teaching” 

• Business Week: ”One of five emerging companies 
to watch out for” 

(Vineet Nayar. Employees first, customers second. 2010). 
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The economic development of Irma* 1996-2011 

Josefsen 

starts 

More recently: 

2009: 50,6 mio 

2010: 78,5 mio 

2011: 72,0 mio 

  

I promise you three  

things: low wages, 

work on weekends, 

and heavy lifting 

*Irma is a Danish supermarket chain 

Leadership based on trust, 

high level of influence 

and focus on customers 

IRMA was each year one of  

the best workplaces in Denmark 



A German study of 8,000 private copanies 

High levels of trust and influence at work give high 

returns to the companies 

Beckmann & Hegedues, 2011. 

Trust from 

the employer 

Freedom to  

decide one’s 

own work 

schedule 

2.7 % higher  

productivity 

4.4 % higher profit 



Companies with good psychosocial 

work environment give double return to 

stockholders 

GPTW, 2017 



3. Customers and citizens 



  How is customer and citizen satisfaction and loyalty 

influenced by good leadership and cooperation at the 

workplace?  

GOOD LEADERSHIP AND COOPERATION 

(Based on trust and respect) 

Quality of 

products 

Focus on 

value for the 

customer 

Focus on 

the process 

Friendliness 

and  smile 

Organiza-

tional 

citizenship 

HIGH SATISFACTION, LOYALTY AND SENSE OF OWNERSHIP AMONG  

CUSTOMERS AND CITIZENS 



Jet Blue 
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Arrivals on 

time % 

Complaints per 

1000 passengers 

Up in the air. p.5. 

US Airways 

Alaska 

American 

United 

North West 

Precision and customer complaints among 

American airlines 

Continental 

Delta 

High quality 

Low quality 



”The Service-Profit Chain” 

Psychosocial 

factors 

Heskett, Jones, Loveman, Sasser, Schlesinger. ”Putting the Service-Profit Chain to Work”.  
Harvard Business Review 2008; July-August, s. 118-124. Plus several books. 

Heskett. The Culture Cycle. 2012. 

A widely used concept in the service sector 

Job 

satis-

faction 

Low 

turnover Service 

quality 

Customer 

satis-

faction 
Produc-

tivity 

Customer 

loyalty 

Economic 

growth 

Profit 



Company  

resources. 

(Education, 

influence) 

Service climate and customer loyalty 

in Spanish hotels and restaurants 

     Customer loyalty: That the customer would like to return and would like to recommend the place to others. 

 

Salanova et al. J Applied Psychol 2005;90:1217-1227. 

 

Engagement 

and 

involvement 

 

 

Service  

climate 

 

 

Service  

quality 

 

 

Customer 

loyalty 

 
* 

* 

Information from employees Information from customers 

A study of employees and 

customers in 114 companies 



Patient satisfaction 

(% Excellent)  
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Psychosocial 

work environment 

Good work environment and patient satisfaction. 

Departments at a large hospital 

Hospital 

60 

National  

Survey  

of 

Patient 

Satisfaction 

 Regional Work Environment Study 

Dept. with the 

best psycho- 

social work 

environment 



MS Saving Bank – ”The best workplace 

in the country” 

Analysis Denmark. 

Quality  

of  

netbanking 

 

Customer service 



An important point 

• There are many ways to achieve high 

profits and success: 

Ryanair – Europe’s largest airline World’s largest company by revenue 

But research shows that low wages, insecurity, stress, and  
poor working conditions is not the only way.  



The four effects of good work 

High quality 
psychosocial 

work environment 

Good employee 
engagement,  

wellbeing 
and health 

High customer 
(or citizen)  
satisfaction 
and loyalty 

High economic 
returns and profits. 
High sustainability 

High quality,  
productivity 

and innovation 

Money Products and services 

Employees Customers 



Take a quick decision: Jump! 
(You learn to swin while you try) 



Bonus dias 



Social capital and economy in Scripps 

Health 

GPTW 
2013 



Social capital and innovation in a 

large American company 

 
Collaboration 
 

 
Common goal 
 

 
High level of 

trust 
 

 
Sharing of  
knowledge 
 

 
Innovation 
 

Tsai & Ghoshal, 1998 

A study of trust and collaboration between 15 
Independent units in a large international 

 electronic company with 31,000 employees  



Social capital, knowledge sharing and economic growth 

Collins & Smith. Acad Management J 2006;49:544-560. 

A study of 136 knowledge based american firms  

with at least 100 employees 

Commitment 

based 

HR 

management 

0,50 

”Social climate” 

Trust 

Collaboration 

Common 

language 

Knowledge 

sharing 

Economic 

growth 

Increase in sales 

Sale of new 

products (%) 

0,43 
0,49 

Data from 

HR-boss 

All correlations are significant. 

Data from knowledge workers 
(7 per firm) 

Data after 1 year 


