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Founded in 1899, KRIFA is a working-life movement with more than 190,000 members.
For us, “job satisfaction” is more than just an expression. It is our mission. We want to
create experienced job satisfaction for the individual in every phase of working life, in
working communities and in the workplace. Find out more at krifa.dk
THE JOB SATISFACTION KNOWLEDGE CENTRE studies and analyses working life in
order to find out what creates job satisfaction, and what we can do to improve it. It
continuously charts Danes’ wellbeing and job satisfaction in the Job Satisfaction Index,
as well as producing various studies into what gives working life meaning, how leadership
affects job satisfaction and other issues to do with working life. Find out more at krifa.
dk/videncenter
KANTAR GALLUP has been conducting surveys in Denmark since 1939 and is now
Denmark’s largest analytics and consulting company. As a market leader in analytics,
Kantar spearheads the development of advanced analytical models, digital solutions,
technologies and services that turn information into decision-ready knowledge.
Find out more at www.gallup.dk
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Your, my and our working life
Relationships are of vital importance to us humans. We are largely defined by relationships, and it is partly
through our relationships with others that we become who we are. This is the case throughout life. Both in
home life and in the life that goes on in the workplace: your, my and our working life. Therefore, it is also
very significant that we use relational terms to describe ourselves and each other: mother, father, sister,
brother, colleague or boss.
We live our lives in relationships. Personally, I am a father, spouse and grandfather, but also a colleague,
boss and chairman of Krifa. All my roles help to define who I am, and what they all have in common is that
they only make sense because other people exist with whom I have different relationships. I am not a
spouse in isolation, and nor am I chairman of Krifa in isolation.
Communal wellbeing and job satisfaction
As people, we need close and engaged interaction with the fellow human beings with whom we form a
community if we are to feel happy and develop our potential. This is also true in our working life among
colleagues and managers. We have therefore chosen to turn the spotlight on the collegial working
community and its importance in terms of the individual’s wellbeing and job satisfaction.
Our study shows that, generally speaking, we Danes get on well with our colleagues, but, at the same time,
one in six of us says that we would fire one or more of them if we could. Our colleagues can help to improve
our sense of wellbeing and job satisfaction, but can also make it worse. The study also found that, generally
speaking, we Danes have a lot of trust in each other in the workplace, and that those of us who feel a high
degree of trust generally also feel a great deal of job satisfaction.
Several perspectives on relational working life
For this report, our Job Satisfaction Knowledge Centre asked a number of inspirational experts and prac
titioners to contribute commentaries, perspectives and interpretations on the subject matter of the report
from their respective points of view. You can, for example, look forward to reading business psychologist
Maja Loua Haslebo’s article looking at how wellbeing and job satisfaction ought not to be ensured through
social relationships, but through professional working communities that focus on the
core task. You can also enjoy relationship expert Mattias Stølen Due’s article, in which
he argues, taking Søren Kierkegaard as his starting point, that we need to become
better at “loving” at work.
I hope that, with this report, we can inspire both managers and employees to
make the working communities in Danish workplaces even better. This is
important, because it is about your, my and our working life.

Happy reading!

Søren Fibiger Olesen
Chairman
Krifa
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Focus

We are not desert islands
when we go to work
In everyday life, Danes typically spend more of their waking hours with colleagues
than we do with family and friends. In this report, we take the temperature of our
relationship with colleagues and take a closer look at their importance for your,
my and our working life.
According to the German philosopher Martin Heidegger,
“there is not given any isolated I without others”, because
others “are there with me already”1. The idea, then, is that it
is not least the relationships in which we are involved that
help to make us the people we each are. The notion of the
individual as a relational person has also been developed by
other thinkers at one time and another, including the
Austrian philosopher Martin Buber in his theory of personal
ism, in which the human person is regarded relationally, i.e.
as an individual who needs close and engaged interaction
with their fellow human beings in order to feel happy and
develop their potential2.
We are, therefore, always connected with other people, and
so it makes no sense merely to see people as isolated individ
uals. None of us are desert islands, including as employees
and colleagues in our working life. We are placed in a context,
and this context helps to shape us and make us who we are.
In short, colleagues are an important piece in your job
satisfaction and mine.
COLLEAGUES IN THE JOB SATISFACTION INDEX
The Job Satisfaction Index survey, which Krifa has been
conducting annually since 2015, uses seven key factors that
are of importance in terms of job satisfaction: meaning,
mastering, balance, leadership, influence, achievements and
colleagues. And every year the colleagues factor comes top
when we ask Danes to rate their job satisfaction. We also
know that colleagues are important for a person’s wellbeing
and job satisfaction, and that good colleagueship is charac
terised by trust-based relationships and valuable social and
professional interaction3.
In the survey on which this report is based, we repeated the
seven questions that made up the colleagues factor in 2019,
and for all seven questions Danes rated colleagueship as
being even better this year than last year. You can read more
about this and other findings in the section entitled “Trust
boosts job satisfaction” (see page 23)4.
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1) Heidegger 2007, page 142
2) Mortensen 2012, page 14

SEVERAL PERSPECTIVES ON GOOD COLLEAGUESHIP
This year, we found it relevant to dig deeper and say more
about the importance of colleagues and the working
community for the individual’s wellbeing and job satisfaction.
In so doing, we also hope to help inspire both managers and
employees in their efforts to make working communities
and working life even better for Danes in the future.
The report aims to provide a more nuanced picture of how
things stand with the working communities in which we
Danes take part when we go to work. It also aims to show
relevant perspectives on good colleagueship seen in the
context of working life. The focus in this connection is on
perspectives that can provide inspiration and encourage
reflection among managers and employees in their joint
efforts to create a good workplace with good colleagueship,
greater wellbeing and better job satisfaction.
FOCUS ON WHAT WE ARE TOGETHER TO DO
This year, we wish to expand previous years’ focus on good
colleagueship as something of importance for wellbeing and
job satisfaction to include some considerations regarding
why we are together as colleagues at all. After all, our
primary purpose in being together is not to feel happy and
cultivate good social relationships. We are together in order
to contribute to the workplace’s core task. The fact that
good colleagueship should mainly focus on the core task is a
premise advanced in several of the sections in this report. At
the same time, we should preferably thrive and be happy
while contributing to the core task.
This year, we put a total of 80 questions about colleagueship
and relationships in working life to 3,324 respondents
chosen to provide a representative sample. You can find out
more about this in the section entitled “What we did”
(see page 56).

Results in depth

New in this report
Here is a quick summary of some of the new findings and topics:
• Danes’ general sense of job satisfaction and being part of a collegial community is
better than before
• We present and examine three key ingredients in a good working community:
• Trust: Trust increases our sense of being able to master our work
• Cooperation: Cooperation with colleagues is better than cooperation with the boss
• Fairness: Half of employees feel that tasks are fairly allocated in the workplace to a
large or very large extent
• Nearly eight in ten say that colleagues enable them to be more efficient and deliver better
results at work than would otherwise have been the case
• One in six would fire one or more of their closest colleagues if it was in their power to do so
• The most commonly cited reason for Danes wanting to get rid of one or more colleagues is
their laziness
• Half of Danish employees believe that it is their workplace’s responsibility to ensure that
they can use all their skills in their job
• Four in ten believe that their workplace is under an obligation to ensure that they work
on what they love
• Seven in ten believe that a person is entitled to feel happy at work

3) Job Satisfaction Index 2019
4) You can read more about the survey model on which the Job Satisfaction
Index is based in Appendix 2.

Underlying theory
Trust

A good working community
has three key ingredients

SOCIAL
CAPITAL

Your colleagues are important for your happiness and job satisfaction.
Good colleagueship is characterised by trust-based relationships and
valuable social and professional interaction.
In this section, we present two theoretical starting points
for our work on good collegial working communities and
good relationships in working life: the theory of social
capital, in which the three key ingredients – trust,
fairness and cooperation – are expanded on, and the
theory of organisational membership.

SOCIAL CAPITAL IS AN ATTRIBUTE OF
THE ORGANIZATION
What the three main architects behind the theory of
social capital have in common is that they regard
social capital as “something that arises between and
among people and not an individual attribute”9.

SOCIAL CAPITAL
The theory of social capital can be traced back to the
French sociologist Pierre Bourdieu. According to
Bourdieu, social capital is “the sum of the resources,
actual or virtual, that accrue to an individual or a
group by virtue of possessing a durable network of
more or less institutionalised relationships of mutual
acquaintance and recognition”5.

There are a number of definitions of social capital,
depending on how and in what context the term is
used10. In this report, we keep to the definition presented by
the National Research Centre for the Working Environ
ment (NFA) in a major report (white paper) on social
capital from 2008. This definition relates specifically
to the term’s use in the context of working life and the
workplace:

Thus, for Bourdieu, social capital “arises in the connections
between people and through their mutual recognition
of one another as part of the group or network”6.
Bourdieu’s ideas on social capital were subsequently
developed further by the American sociologist James
Coleman, who contributed his thoughts on “how the
exchange of services and return services creates
mutual obligations and norms, and that the general
interest comes before self-interest”7.

“The organisation’s social capital is the attribute that
enables the organisation’s members to perform its
core task together. In order to perform this core task,
it is necessary for the members to have the ability to
cooperate, and for cooperation to be based on a high
level of trust and fairness”11.

Finally, the American political scientist and professor
Robert Putnam contributed to theoretical development
with the idea that “trust and networks are vital for
social activity and at the same time create a potential
that the individual is unable to realize alone”8. Putnam’s
point is, in fact, backed up by our survey, as nearly
eight in ten respondents feel that their colleagues help
them to deliver better results at work than would
otherwise have been the case.
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5)
6)
7)
8)

Bourdieu 1986, page 241
Moltke og Graff, 2017, page 23
Moltke og Graff, 2017, page 23
Putnam, 1995, page 33

We can thus understand social capital as being a
relational phenomenon that can be used to describe
certain attributes of society or workplaces.
In the section entitled “Trust boosts job satisfaction”
(see page 23), we take a closer look at how things
actually stand with regard to social capital, trust,
fairness and cooperation in Danish workplaces.

9) Kristensen og Hasle 2007, page 31
10) Se fx Putnam, 1995 og Halpern, 2005
11) Gylling Olesen, 2008, page 8

Fairness

TRUST
The first ingredient in social capital
– trust – is about whether managers
and employees have confidence
that everyone will contribute
constructively to performance of
the organisation’s core task. Two
dimensions of trust are therefore
involved: “vertical” trust between the
employees and manager, and
“horizontal” trust between the
employees12.
Trust is not something we can
demand from each other. It can only
be built up and developed through
actions that enable us to show trust.
Workplaces with high social capital
will typically be characterised by a
high degree of trust, with the
expectations that the organisation’s
members have of each other being
fulfilled13.

12) See e.g. Gylling Olesen, 2008, page 48
13) Sprogøe, 2011, page 5
14) Gylling Olesen, 2008, page 50

Coorporation

FAIRNESS
The second ingredient in social
capital – fairness – is about
whether the individual member of
the organisation feels that things
are handled properly with regard
to decision-making processes and
the distribution of benefits in the
workplace. Do they feel that tasks
are allocated fairly, for example?
And do they have a sense that the
boss recognises the individual
employee for a job well done?
When the employees in an
organisation feel that they are
treated fairly, it helps to increase
the organisation’s social capital,
“because the employee’s sense of
being treated fairly helps to
promote their desire and
willingness to cooperate, as well as
making them orient themself
towards joint actions and
objectives in the organisation”14.

COORPORATION
The third ingredient in social c apital
– cooperative ability – should not, in
this context, simply be seen as the
individual employee’s ability to
cooperate, but also as a relational
phenomenon that develops
through day-to-day work between
colleagues and managers.
Cooperative skills in the working
community will develop over time,
as day-to-day interactions in all
directions produce norms for
mutual obligations that allow for
each party’s situation15.
This understanding of cooperative
ability shows us how social capital
ought to be seen largely as an
attribute of the organisation and
not just an attribute of the
individual member of the organisa
tion.

15) Gylling Olesen, 2008, page 45
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The organisation is a community, a club, which we have joined voluntarily.
When we say yes please to our job, we say yes please to membership.
Maja Loua Haslebo, 2014

WELLBEING AND PRODUCTIVITY
Social capital challenges a widespread notion that
wellbeing and job satisfaction stand in opposition to
productivity. Some people associate wellbeing and job
satisfaction with a good fruit scheme or the chance to
have a massage at work. But as Moltke and Graff touch
on in their book “Social kapital i organisationer” (Social
Capital in Organisations), this disconnects the question
of wellbeing from the requirement to contribute to
performance of the organisation’s core task. Social
capital offers an understanding of wellbeing and job
satisfaction “that is very closely linked to job content,
because social capital is about how people cooperate
on what they have been employed to do”16.
LIMITS OF SOCIAL CAPITAL
The theory of social capital provides us with a good
starting point for our work on the importance of the
collegial working community for the individual’s
wellbeing and job satisfaction. The theory also has its
limitations, and the three elements – trust, fairness
and cooperative ability – cannot explain everything to
do with wellbeing and job satisfaction in the work
place. Even if there is perceived to be a high level of
social capital in the workplace, this will do nothing to
change there being excessive demands and too little
time, for example. On the other hand, the excessive
demands and lack of time will appear even more
stressful if there is also a low level of social capital.
As emphasised by the National Research Centre for
the Working Environment, another point worth noting
is that a very high level of social capital can represent
a barrier to change in the organisation, because the
employees become too dependent on each other.
The flip side, which can be a downright obstacle to
succeeding with the core task together, is looked at in
more detail by the business psychologist Maja Loua
Haslebo in the section entitled “From cosy community
to focused working community” (see page 26).
THE INDIVIDUAL’S ROLE AS A MEMBER OF THE
ORGANISATION
The theory of social capital and its strong focus on the
collective and relational cannot stand alone. We also
need a concept that better captures the individual’s
role in the relationship and as a member of the
organisation. If the primary purpose of colleagueship

and working-life relationships is to cooperate on what
people have, after all, been employed to do, this
inevitably also acquires importance in terms of the
intention and mindset with which the individual
employee clocks into work in the morning. The theory
of organisational membership and appreciative
followership provides a conceptual framework that
supplements social capital’s focus on the collective
and relational with an understanding of the individual
employee as a member of the organisation.
The theories of social capital, organisational member
ship and appreciative followership all share the belief
that the core task should be the most important focus
for the working community.
YOUR WORKPLACE IS A PROFESSIONAL MEETING
PLACE
In the theory of organisational membership, the
organisation or workplace is seen as a professional
meeting place where every single member of the
organisation is focused first and foremost on per
formance of the core task. The theory of organisa
tional membership has its epistemological starting
point in social constructionism, which Maja Loua
Haslebo, a business psychologist and author of several
books on organisational membership, explains as
“co-creation” and deals with “how our knowledge is
created in cultures through language and communi
cation”17.
It is a key point in social constructionism and the
theory of organisational membership that everyone
who forms part of a collegial working community also
has an influence on – and responsibility for – how the
relationship works.

engaged members of the working community, and
using their own language to create good options for
everyone. It is about contributing to a good and
ongoing dialogue on the core task and prioritising it
over individual wishes”18.

tion member. An organisation member focuses first
and foremost on the core task of the organisation to
which they belong. It is the core task that we share,
that brings us together, and that defines us as a
community19.

SUCCEEDING WITH THE CORE TASK
In organisational membership and appreciative
followership, the focus of the individual organisation
member is on joint obligations more than on individual
rights. How can I contribute to the common good and
performance of the organisation’s core task?
By seeing myself primarily as an organisation
member. This is illustrated below in the figure entitled
“The three circles”.

“There is thus part of the professional and part of the
personal that are of no relevance to the working
community – or to put it another way: that I owe it to
my working community to exclude”20.

One of the theory of appreciative followership’s main
points is that employees and colleagues should clock
into the organisation first and foremost as organisa
tion members and only to a lesser extent as profes
sionals and private individuals. We go to work as
complete people, of course, and with our whole
personality, but as the figure entitled “The three
circles” illustrates, we should primarily focus and
spend our working hours on our role as an organisa

In the section entitled “From cosy community to
focused working community”, Maja Loua Haslebo
writes more about organisational membership and
what should characterise good working-life relations
and good colleagueship in a professional workplace
(see page 26).
But how do things actually stand with colleagueship
and the working community in Danish workplaces?
We take a closer look at this in the next few sections,
where we present various results of the study on
which this report is based. We also intersperse the
results with cases and inspirational articles from
practitioners and experts.

THE THREE CIRCLES

Professional

APPRECIATIVE FOLLOWERSHIP
In connection with the term organisational member
ship, Haslebo also introduces the concept of apprecia
tive followership, which indicates which role the
individual should see themself in as a member of the
organisation:

Private
individual

“When [an employee in an organisation] provides good
followership, it is about appreciating the whole and
exploring ways to create results together. It is about
respecting their colleagues, managers and other

Organisations
member

Source: Haslebo 2012, page 29

The shaded area in the figure shows what the employee’s primary focus should be in their working life.
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16) Moltke & Graff, 2017, page 13. You can read more about the link between relationships, efficiency and results in the section entitled
“We enhance each other’s performance at work” See page 15.
17) Haslebo, 2014, page 13

18) Haslebo, 2012, page 18
19) Haslebo, 2014, page 15
20) Haslebo, 2014, page 23
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Results in depth

We enhance each other’s
performance at work
Your working community has an impact on your efficiency and the results of
your work. Nearly eight in ten think that their colleagues help them to be more
efficient and deliver better results at work than would otherwise have been the
case.
Historically, the perception has been that a strong
focus on productivity and results has a negative
impact on employees’ wellbeing and job satisfaction.
It has also been the perception that a strong focus on
wellbeing and job satisfaction will often have a
negative impact on productivity21. However, our study
confirms a more recent understanding that there is a
positive correlation between the sense of being part of
a good working community with high job satisfaction
and the feeling of being productive and delivering
good results at work, though we cannot say whether
the good results are due to the good working commu
nity or the good working community is due to the
good results. But there is a correlation!
COLLEAGUES MAKE WOMEN AND YOUNG PEOPLE
PERFORM BETTER
Nearly eight in ten say that their colleagues help them
to some extent to be more efficient and deliver better
results at work than would otherwise have been the
case, while more than four in ten feel that their
colleagues help them to a large or very large extent to
be more efficient and deliver better work than would
otherwise have been the case.
If we take a closer look at sex and age, we can see that
women in particular feel to a very large extent that
their colleagues make them perform better. The same
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applies to young people aged 18-34. This latter finding
is not, perhaps, very surprising. When a person is new
to the labour market, they are more in need of older
and more experienced colleagues to help them learn
and feel that they can deliver a satisfactory result at
work. One explanation for women feeling more than
men that their colleagues make them perform better
may be that being in a social context and feeling
comfortable in a working community are more
important for women than for men. This is supported
by, for example, a 2016 study from Epinion, one of the
conclusions of which is precisely that women are more
relationship oriented than men22.
JOB SATISFACTION AND THE GOOD COLLEGIAL
COMMUNITY
If we compare questions about people’s general sense of
job satisfaction with questions regarding the collegial
community, we can see that there is a definite positive
correlation between a sense of job satisfaction and a
sense that colleagues make the individual more efficient
and deliver better results than would otherwise have
been the case. For example, respondents who feel to a
large extent that their colleagues help them to deliver
better results at work than would otherwise have been
the case have an average temperature of 90 for their
general job satisfaction, whereas the average job satis
faction temperature for the population as a whole is 75.

21) See, e.g., Moltke & Graff, 2017, page 13, and Gylling Olesen, Thoft et al., 2008, page 61
22) Epinions Danmarkspanel, 2016
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COLLEAGUES MAKE US STAY IN OUR JOBS
More than half of us cite colleagues as a crucial reason for
staying in our current job. If we take a closer look at
differences between the sexes, we can see that women
assign colleagues decisive importance for them wanting
to stay in their current job to a slightly greater extent than
men, with 55 percent of women and 49 percent of men
replying that it is to a large or very large extent their
colleagues who are the deciding factor for them staying in
their current job.

“My colleagues are a
crucial reason for me staying
in my present job”

The figures do not say anything directly about whether
this is because women find going to work sociable or
because cooperation with their colleagues on performing
the core task makes them stay, but we can see that more
women than men feel part of the social community in the
workplace.
On a scale from 0 to 10, where 0 is not at all and 10 is to a
very large extent, 45 percent of the women asked
answered 9 or 10 in response to the question: “To what
extent do you feel part of the social community at your
workplace?”, whereas only 34 percent of men answered 9
or 10 to the same question.
JOB SATISFACTION AND PRODUCTIVITY ARE NOT
OPPOSITES
There is research to show that we should dispense
with the notion that focusing on wellbeing and job
satisfaction necessarily means lower productivity as
well as poor results and a poor bottom line. Our study
thus supports the idea, on which the theory of social
capital, for example, is based, that wellbeing and job
satisfaction are linked to job content: “Because social
capital is about how people cooperate on what they
have been employed to do”23.
Therefore, if you buy into this premise, wellbeing and
job satisfaction cannot be isolated from the actual
core task and the strategic focus in the workplace.

CHALLENGES AND OPPORTUNITIES IN THE PHYSICAL
FRAMEWORK
If you are interested in working communities and how
we interact with our colleagues, it is also natural to be
interested in the surroundings in which we work. What
opportunities and challenges does that physical
framework present us with? For nearly seven in ten, the
office is the focal point for their day-to-day work, with
40 percent of those who work in an office working in
an open-plan office. This presents the working com
munity with a number of opportunities, but also a
number of challenges. Business psychologist Mads
Lindholm has researched the importance of space for
wellbeing and job satisfaction, and he offers some
ideas regarding the strengths and weaknesses of the
open-plan office based on the study behind this report.

23 ) M
 oltke & Graff, page 13, 2017
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49 % 55 %
for men

for women

The percentage of women and men respectively who answered that they agree to a large or very large
extent with the statement: “My colleagues are a crucial reason for me staying in my present job”.
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Inspiration

The open-plan office
facilitates professional
interaction
Four out of ten respondents who work in an office do so in an open-plan office.
It increases the opportunity for cooperation and professional interaction, but
also causes disturbances and interruptions. The solution may be a new layout
for the office of the future.

By Mads Lindholm, business psycho
logist, PhD in Strategic Planning
Look up from this report for a
moment. Where are you? Are you in
the office? On the sofa? On the train?
What do your surroundings look like?
What does the space you are in smell like? Who is in
the space apart from you? What mood does the space
put you in? Your body has already registered all this.
Sometimes we are fully aware of it. Other times we
have to check in order to put it into words.
Our physical surroundings play an important role in
how we feel. They affect our thoughts, emotions and
behaviour. When in a library or museum, you will auto
matically lower your voice and walk more slowly. If
you are in your workplace, you are absolutely certain
to behave differently.
WE CREATE SPACE
At a time when we are very much focused on digi
talisation and technology, we may have a tendency to
forget or disregard the importance of our physical
surroundings. But language constantly reminds us of it:
We talk about something taking place. We make room
for each other when we are together. We create space
for certain activities. We talk about there having to be
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wiggle room. Or about not being on home ground. All
these expressions relate to our social and psychologi
cal life, but they are all linked to metaphors from the
physical world in which we live.
Our physical surroundings create the framework for
how we interact. That applies in the home and not
least in the workplace, where we once moved from
farming to industry’s factories and the office is now
the focal point of work for 67 percent of us.
THE OFFICE IS THE SAME AS EVER
“Kontor”, the Danish word for office, originally meant
a “counting house”, premises used for administration
purposes by clerks working for the public authorities
or as a necessary adjunct to production proper in the
factory.
It is really since the 70s and 80s that the office has
changed from not just being about administration, but
production too: of knowledge, innovation, cooperation,
creativity. And when you consider just how big a
difference there is between office work 50 years ago
and today, it is remarkable that the physical layout is
largely unchanged. The primary ingredients of the
office are still desk and chair. Which is not all that
surprising, since we are schooled in where real work is
done from childhood on.

REAL WORK
For generations, we have been trained right from our
schooldays in how real work is done with head bent
over book and desk, whereas break time is when we
move, play and make a noise. This tendency has been
called the “chaired human” by philosopher Ole Fogh
Kirkeby24. It is still the perception that prevails in
working life. The classroom has been replaced by the
modern open-plan office, the layout that provides the
work setting for 40 percent of those with office jobs.
But the open-plan office is structured around chairs
and desks too, with the books typically being replaced
by screens.
In many ways, the open-plan office is beneficial. The
study behind this report indicates that professional
interaction is enhanced when we work in an open-plan
office. The open-plan office gives us more opportunity
to cooperate and share knowledge, which is a
strength.
Our world has become more digital, despite which
nearly 85 percent of us are still physically located
together with the colleagues with whom we cooper
ate on a daily basis. Here, the study shows that it is
easier to cooperate when physical distance is short.
INTERRUPTION OR COOPERATION?
There is a flip side to the open-plan office that has to
be considered, however. The more people are
together, the more easily we are disturbed. The Job
Satisfaction Index 2019 showed that precisely
frequent interruptions in the course of the working
day are one of the main reasons for us not feeling
happy or getting stressed. Interruptions and distur
bances are clearly one of the biggest problems with
open-plan o
 ffices. It is also a difficult problem to solve,
as it comes up against our understanding of whether
something is real work or a disruptive element. Where
is the dividing line between knowledge sharing and
chatting? When is speaking with a colleague a
disturbance – and when are we enhancing each
other’s performance?
The layout of many open-plan offices can exacerbate
the problem. The majority of open-plan environments
are mainly laid out for individual work at desks, while
the space for conversations, cooperation and chatting
is often not clearly defined. This may lead to distur
bances actually taking up more space than they need
otherwise have done. Therefore, part of the solution
may be to divide the room into different zones.
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24) Christensen, P. H., 2009

ACTIVITY-BASED LAYOUT
If you consider the open-plan office where you work
and compare it with other people’s, you will probably
notice that they are very similar – pretty much
regardless of industry and function. But if you
compare your workplace with your home, you will see
that the home is generally divided into kitchen, lounge,
bedroom, etc. Our office, on the other hand, is often
the same, irrespective of what we are doing.
All of 72 percent of us use the same physical work
space no matter what tasks and projects we are work
ing on. That is like having your kitchen, lounge and
bedroom combined in one place, which is not the case
for most people. It is, therefore, not very surprising if
the chatting in the kitchen disturbs the person
engrossed in a book in the lounge.
In other words, the disturbance is the result of us
combining all activities in one place. In recent years,
some workplaces have set up activity-based working
environments. In other words, they take inspiration
from how the home is laid out and create cooperation
zones with space for discussion and interaction, quiet
zones with space for concentration and café areas for
meetings, for example. And so on. At the same time,
47 percent of respondents avail themselves of the
opportunity to work from home, with a good quarter
using their home office once a week or more. We are
seeing the digital alternatives doing away with the
limits on where a person can work from and enabling
them to work from a laptop or smartphone anywhere
in the world.
SPACE IS A RESOURCE
The significance of space is therefore changing as a
result of digital developments. Concentration at a screen
is possible in all sorts of places. But meeting with
colleagues day to day – to bounce ideas off each other,
cooperate and chat – still requires space and a frame
work. So it is important to create spaces that support
good colleagueship, both professionally and socially.
This is a job for management and employees alike.
Spaces and layout are a strategic resource that is
frequently disregarded, more’s the pity. Our physical
surroundings help to shape a healthy work culture, but
also healthy behaviour. This will be reflected in our
productivity, in the quality of our work and, not least, in
our sense of both job satisfaction and wellbeing.

HOW TO IMPROVE WELLBEING IN AN OPEN-PLAN OFFICE

Use the space strategically

Think about how the space helps to support the workplace’s strategy. Why is the space laid
out the way it is? How does the space affect culture, behaviour and cooperation? And what
can be improved?

Create zones

Think about how work is divided between concentration and cooperation. Create zones in
the space that support different ways of working so that people can move to suit what
they are doing and what they need.

Space is a base

Many people perceive their place in the space as a firm anchor in the workplace community.
So employ dialogue and broad-based participation if you are considering making changes in
the space.

Agree behaviour

Discuss how you can best support each other’s work. Think, for example, about times or
places with quiet and concentration, and others with discussion and cooperation. Agree
whether you will speak on the telephone in the space or go outside.

Use the entire space

Think about whether it would be a good idea to be able to move to suit the type of work
you are doing. You can, for example, book a conference room for yourself if your task
requires concentration or go for a walk with a colleague if you need to talk. Conversely, an
arrangement where it is the colleagues who need to talk (loudly) who book a conference
room is also conceivable, of course.

Talk!

Say what works well for you in the space – and what you wish was different. Inappropriate
behaviour in the space may often be the result of misunderstandings or lack of awareness of
each other’s wishes and needs.
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Results in depth

Trust boosts job satisfaction
When we feel that our colleagues trust us, we typically also feel greater job
satisfaction. At the same time, our study shows that employees who trust the
statements made by management often enjoy above-average job satisfaction
too.
Our colleagues can help to improve our job satisfaction,
but can also make it worse. If we feel we get on with
our colleagues and also have a lot of confidence in the
people we work with, it is highly likely that we will feel
happy and enjoy good job satisfaction as well.
Conversely, if we do not really feel we can trust each
other, it is highly likely that we will not really feel
happy at work either.
When taking the temperature of Danes’ job satisfac
tion, the Job Satisfaction Knowledge Centre uses a
scale from 0 to 100, where 0 equals no job satisfac
tion and 100 equals excellent job satisfaction. In 2019,
we measured Danes’ general sense of job satisfaction at
72 on average, and this year it rose to 75. So, generally
speaking, it appears that a lot of people are happy and
feel motivated to go to work.

tion. People who feel that their colleagues trust them
typically also feel greater job satisfaction. Trust is
generally high among Danes in Danish workplaces,
and this is backed up by recognised research in the
area. Gylling Olesen, for example, writes in a major
report (white paper) on social capital that “a number
of qualitative studies say that Denmark has high social
capital [...], they trust each other and [...] employees
are happy with their job”25. This is confirmed by a
study of more than 1,500 Danes compiled by PwC in
collaboration with Epinion in 201826. In this case the
index for trust was 71, which is described as high.
TRUST AND JOB SATISFACTION
If we take a slightly closer look at the results of our study,
we can see that a sense of trust – both between
colleagues and in relation to the boss – boosts job
satisfaction. Here are a couple of examples:

Similarly, the temperature for the colleagues factor
went up from 76 in 2019 to 77 in 2020, so we are
seeing a positive trend here too. If we look at the
questions about our relationship with colleagues and
whether we trust them in isolation, the temperature
this year is 82 and 80 respectively. We can, therefore,
conclude that we Danes generally rate our confidence
in our colleagues highly.

In the study, we asked respondents about the extent to
which they agree or disagree with the statement that
colleagues trust each other in the workplace. The
respondents who said they agreed strongly also have a
general sense of job satisfaction that is well above
average, 87 to be precise on a scale from 0 to 100, with
the average being 75.

WE TRUST EACH OTHER
Our study shows that there is a significant correlation
between a sense of trust and a sense of job satisfac

Another statement reads: You can trust the statements
made by management. Here the study shows that the
respondents who trust the statements made by

25) Gylling Olesen, 2008, page 8
26) PwC Danmark, Epinions Tillidsbarometer, 2018

23

management to a very large extent also have a much
greater sense of job satisfaction. In this case, job
satisfaction is 89 compared with the average temperate
of 75.
LACK OF TRUST IS POISON TO YOUR JOB SATISFACTION
In contrast to the above, lack of trust is poison to your
wellbeing and job satisfaction. Our study shows that the
respondents who feel a low degree of trust, and
experience colleagues telling tales on each other to
management or other colleagues, for example, enjoy
much lower job satisfaction than average. For example,
the average sense of job satisfaction for respondents
who agreed very strongly that colleagues tell tales on
each other to management was 59 – compared with the
average temperature for job satisfaction of 75. So there
is no doubt that trust in both management and col
leagues has a great influence on people’s general sense
of job satisfaction.
Trust also seems to affect the extent to which we as
employees and colleagues feel able to master our work.
We will take a slightly closer look at this.
TRUST INCREASES OUR SENSE OF MASTERING
We see a definite positive correlation between people’s
sense of being able to master their work and sense of
colleagues trusting them. The respondents who replied
“to a very large extent” to the question about whether
their colleagues trusted them, for example, also have a
greater sense of mastering their tasks than those who
replied “not at all”.
However, we cannot say with certainty whether it really is
trust that increases mastering or whether it is mastering
that increases trust. But a competent employee who
thoroughly masters their work may trust their colleagues
more because they are self-contained and confident that
they know their stuff, so there is no need to worry about
being “exposed” by their colleagues for not being able to
do their job satisfactorily.
You can read more about the correlations between our
relationship with colleagues and our sense of being able to
deliver good results and doing our job efficiently in the
section entitled “We enhance each other’s performance at
work” (see page 15).
FAIRNESS FOR YOUNG PEOPLE AND APPRECIATION
FOR OLDER EMPLOYEES
Half of employees feel that tasks are fairly allocated in
the workplace to a large or very large extent, and slightly
fewer – 44 percent – feel that conflicts are resolved in a
fair way in the workplace. Young people (18-34 year olds)
in the labour market in particular feel that tasks are fairly
allocated to a very large extent. At the same time, older
employees over 65 in particular feel that they are
appreciated for doing a good job.
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Our survey shows that Danes generally feel that there is
a high level of trust and good cooperation between
colleagues, whereas their sense of fairness is not quite as
marked. This may be to do with a person’s boss playing a
greater role in relation to their sense of fairness than he
or she does when we ask about their sense of trust and
cooperation between colleagues, for example. But,
overall, our survey supports the perception that Danish
workplaces are generally characterised by a high level of
social capital.
FAIR CONFLICT RESOLUTION AND JOB SATISFACTION
As with trust, we can see that people’s sense of fairness can
help enormously to boost their sense of job satisfaction.
The study shows, for example, that people who replied “to
a very large extent” to the question about conflicts being
resolved in a fair way in the workplace score much higher
than average for their general sense of job satisfaction.
Their temperature is 92, whereas the average for the
population as a whole is 75.
COOPERATION WITH COLLEAGUES IS BETTER THAN
WITH THE BOSS
We Danes generally enjoy good cooperation with both
managers and colleagues. But cooperation is neverthe
less better with our colleagues than with our boss.
Whereas only half of respondents say that they feel to
a large or very large extent that there is good coopera
tion between management and employees in the
workplace, 74 percent replied that they feel to a large
or very large extent that there is good cooperation
between colleagues in the workplace.
THE BOSS NEEDS TO FOCUS MORE ON COOPERATION
If we look more specifically at questions about
cooperation in relation to a person’s line manager or
the management in general, there is room for
improvement, and there is probably untapped
potential here that would be worth looking into. Quite
a lot of employees do not feel that they are involved
enough in the decisions of importance to their job,
with more than one in four – 27 percent – replying
that they do not feel at all or only feel to a small extent
that the management involves them, as employees, in
decisions of importance to their job. Nor do employees
feel that their boss takes sufficient action if they are
overburdened with work and need assistance. Here,
nearly 23 reply “not at all” or “to a small extent” to the
question regarding whether their boss deals with the
problem.
We can conclude that the employees who feel
involved, and have a boss who takes care of their work
pressure and actually deals with it, also enjoy above-
average job satisfaction. In fact, the temperature for
them is all of 90, compared with the average of 75.
This confirms our belief that the boss plays an
important role in employees feeling happy at work.

1 in 6 would fire at least one of
their colleagues if they could

ONE IN SIX WOULD FIRE A COLLEAGUE
Although, generally speaking, we Danes feel that we
get on well with our colleagues, our study also shows
that there is a limit to good colleagueship. Thus, one in
six of us would fire one or more of our colleagues if we
had the boss’s power to do so.
Young people (18-34 year olds) in the labour market in
particular seem to have a short fuse when it comes to
firing colleagues. Our study shows that 22 percent of
this group would like to fire one or more of their
colleagues to a large or very large extent, while the
equivalent figure for 35-44 year olds is 17 percent. In
the over-65 group, only nine percent would like to fire
one or more of their colleagues to a large or very large
extent. The study therefore indicates that the older we
get, the more accommodating and patient we
become too.
THE LAZY MUST GO!
When we inquire into why one in six employees would
like to fire one or more of their colleagues, laziness/
poor performance comes top by a clear margin. This is
the reason given by half of the respondents who
would like to fire one or more colleagues.
In second place we find poor cooperative abilities, and
in third place poor skills/lack of professional compe
tence. What the three main reasons for some of us
wanting to fire one or more colleagues have in
common is that they primarily relate to people’s work
and professionalism.

FAMILY CONFLICTS AFFECT YOUR WORK
If your family life is characterised by conflict, there is a
high probability that it will have an impact on your
working life. Conversely, if your family life is charac
terised by harmony and little conflict, there is a
correspondingly high probability that it will have an
impact on your working life too. Our study shows that
the temperature for job satisfaction, working commu
nity and sense of being able to master your tasks is
markedly higher among respondents who feel to a
large extent that their relationship with their immedi
ate family is characterised by harmony. Conversely,
the study also shows that having conflict and chal
lenges in your personal life has a negative impact on
the very same areas. Our study thus underlines the
importance of managers and workplaces being aware
of the importance of employees’ close relationships
and investing more in strengthening good relationships.
TWO PERSPECTIVES ON THE WORKING COMMUNITY
The next two sections provide two different perspec
tives on the collegial working community. First,
business psychologist Maja Loua Haslebo offers a
perspective on why she believes it is important to
learn to act as an organisation member and focus on
performance of the organisation’s core task in
everything you do at work. Next, Mattias Stølen Due,
psychologist and Director of the Centre for Family
Development, provides an introduction to why we
need to become better at “loving” in the working
community. Then we combine these two apparently
very different approaches to understanding the
working community and argue – taking Søren
Kierkegaard as one of our starting points – that the
two perspectives are not perhaps as radically different
as might first appear.
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Perspective

From cosy community to
focused working community
Seven in ten employees in Danish workplaces believe that they are entitled to
feel happy at work. But this is a completely mistaken approach to the role of
employee. Wellbeing and job satisfaction should not be ensured first and
foremost through social relationships, but through professional working
communities, where the focus is on the core task and cooperation on it.

By Maja Loua Haslebo, business
psychologist, graduate in psychology
There are differences between commu
nities. They differ in terms of what they
consist in, what we get out of being part
of them, and what members of commu
nities share with each other, etc.
As a business psychologist, I often come across the attitude
that the strength of the workplace consists in colleagues
having a good social community and getting on well with
each other. This is also seen in the study behind this report,
where the people who feel they get on well with their
colleagues also enjoy above-average job satisfaction. That
is not very surprising, of course. If we get on well with the
people we meet on a daily basis, we naturally feel happier
than if we did not get on well with them. But we cannot
determine what is cause and what is effect from this.
PUTTING THE COMMUNITY FIRST
Is it perhaps the case that we cannot feel happy in our
working life unless we get on well with our colleagues?
Or is it rather that the wellbeing has another source,
and what produces wellbeing also makes it easier to
enter into collegial relationships?
The first interpretation dominates the thinking in
many workplaces and leads to a lot of team building
events, long, confidential conversations during breaks,
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tales from people’s private life, teams being put
together on the basis of personality testing and even
recruitment on the basis of various personality tests.
PUTTING THE CORE TASK FIRST
The idea that wellbeing may be due to something else
that also makes collegial relationships easier is a more
recent, alternative understanding, which is primarily
found in approaches and theories that attach more
importance to the organisation’s core task than
anything else, employee wellbeing included. In this
case, smooth-running collegial relationships are not
seen as social, or based on personal chemistry or
in-depth knowledge of each other’s private life. On the
contrary, they are seen as professional, that is to say
focused on the work to be done and the cooperation
that goes into doing it.
PUTTING COLLEAGUES BEFORE THE CORE TASK
When the attitude is that the social aspect takes
priority over everything else, and that the workplace
must ensure the wellbeing of its employees – in fact,
the study indicates that all of 70 percent of Danish
employees believe that they are entitled to feel happy
at work – it all too often leads to the organisation
investing and tying up a lot of resources in all sorts of
team building measures, which rarely have very much
to do with the core task.
This makes it a kind of cross-your-fingers strategy, as
the organisation can only hope that things will go

 etter with the actual core task as long as the
b
employees are happy. It can also be called an avoid
ance strategy, because it quickly leads to people
seeking out the colleagues they like best while trying
to avoid those they dislike, to the possible detriment
of the core task.
FOCUSING ON CONCORD RISKS DISCORD
I also call it a but-at-least strategy, because cultivating
the social aspect can act as a minor consolation when
things go badly with the core task: “It’s annoying, but at
least we have fun with each other.” And I call it a
reverse strategy, since not tackling the core task in a
sufficiently focused and professional way will always
lead to major changes, such as reallocation of
resources, cost-cutting, redundancies and closures. All
the things that rarely – at least at first – generate
happiness in the social community. Thus, the strategy
works badly and even in diametric opposition to what
was intended. Things can really end up not quite as nice
and cosy as was hoped.
INVEST IN PERFORMANCE OF THE CORE TASK
Fortunately, there is another strategy that is better at
creating wellbeing, even though that wellbeing and
job satisfaction are seen more as an effect and a
by-product. In this strategy, the organisation’s be-all
and end-all is the core task – the greater purpose that
everyone goes to work to contribute to. For one thing,
this means that the organisation and its members
invest directly in becoming better at performing the
core task – instead of investing in all sorts of team
building measures. Hoping is not good enough.
JOB SATISFACTION AS A BY-PRODUCT
When the core task is the working community’s actual
reason for existing, it becomes relevant to orient
yourself on the basis of contributing to the core task
– instead of on the basis of who and what you like and
dislike. And there is no need for consolation, because
the focus is on succeeding with the core task instead.
There may, on the other hand, be a need for profes
sional and organisational in-service training that is
directly relevant to cooperating on the core task. The
shifts in both thought and action described above free
up resources that will previously have been tied up in
large and small personal spaces. If these resources are
invested directly in the organisation succeeding with
the core task instead, it will be of enormous import
ance – including in terms of the by-product: wellbeing.
FOCUSING ON THE CORE TASK PRODUCES
SUSTAINABLE WELLBEING
When I visit organisations and talk about the differences
between social communities and professional working
communities, I often meet with a number of objections
from employees. They are generally along the lines of:
“You surely don’t believe that the workplace doesn’t have
to see to it that I feel happy?” Yes, I do believe that. The
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workplace and all its actors have to help each other
contribute in a professional and efficient manner to the
core task. Because that creates clarity, a common focus,
and pride in contributing and succeeding as a working
community. When we produce good and relevant results
together, we can feel the professional version of wellbe
ing: a legitimate pride in our work. At the same time, both
qualitative and quantitative resources in the organisation
are increased, making this a sustainable version of
wellbeing too.
THE EMPLOYEE’S OBLIGATIONS
Defining and orienting yourself on the basis of a core task
is one of the great ideas in organisational membership. As
an organisation member, you use your disciplinarity and
personality in a relevant and advantageous way. You
remember that you joined the organisation yourself by
allowing yourself to be employed, and that membership
entails obligations with regard to the core task and the
working community. You remember that you are there to
help do something specific, and that all your professional
relationships must be about this shared higher purpose
(= the core task).
The more focused our cooperation on the joint core task,
the more legitimate pride in our work we can feel. Our
(= employees’) wellbeing and social relations must not be
prioritised so highly that we come to see it as the core
task’s competitor or as a prerequisite for being able to
succeed with the core task.
The importance of these differences in understanding
and focus may seem minor on paper, like a play on words,
but it is considerable in practice. For both managers and
employees, and to a large extent for the organisation’s
target group.
DAILY CONTRIBUTION TO THE CORE TASK
Firstly, it means that everyone – employees and
managers alike – comes to work every day with a clear
appreciation of what the core task is, and of how they
themself and everyone else contributes to it. Secondly,
it means that all employees come to work as equal
organisation members in professional rather than
social relationships. And, thirdly, it means that all
employees strive for legitimate pride in their work in
the long term rather than a friendly atmosphere and
social relations in the short term.

Organisational membership and performance of the
organisation’s core task are a recurring theme in Maja
Loua Haslebo’s work. In the next section, we present a
slightly different perspective on the working community and the individual’s role in the organisation. Taking
Søren Kierkegaard as his starting point, Mattias Stølen
Due argues that we need to become better at “loving”
at work.

Perspective

We need to become better at
“loving” at work
We, as employees and managers, should focus much more on the importance
of our relationships for our working life. In fact, we need to become better at
loving each other – not as an emotional act, but in concrete behaviour. This will
both create wellbeing and have an impact on the bottom line.

By Mattias Stølen Due, psychologist
and Director of the Centre for Family
Development
Relationships are of vital importance.
Life itself originates in an intimate
relationship between our parents, and
in our first years of life we are profoundly dependent
on our relationship with them. Without their help, we
perish, and without the right stimuli, we die inside.
Severely neglected orphans in Romania were a tragic
reminder of this.
RELATIONSHIPS ARE VITAL FOR OUR WELLBEING
Life, but also quality of life, is plainly defined by our
relationships. Several international studies show, for
example, that the partner relationship is the most
crucial factor in our wellbeing in life27. Our relation
ships also affect our physical health, however. Among
other things, studies show that, statistically, people
suffer from more infections and remain ill for longer if
they have problems in their partner relationship. Our
immune system is quite simply impaired by insecurity
or problematic relationships.
A NEED FOR GREATER FOCUS ON RELATIONSHIP
DEVELOPMENT
With our relationships being so important to us, it is
unsurprising that 91 percent of respondents in the study
behind this report state that “my closest colleagues

27) Bradbury & Karney, 2013
28) Dahl, S., Hansen, H., & Vignes, B., 2015

contribute to me wanting to go to work”. It is therefore
remarkable that relational wellbeing is not given a higher
priority by managers and HR departments. We know from
recent Norwegian research that workplaces suffer from a
high level of absence due to illness and an increasing
number of sick days among people in the five years prior
to a possible divorce28. That is a long time. When people
have problems in their relationships, it also has a negative
impact on the organisation’s finances. For the same
reason, managers should invest more in strengthening
employees’ close relationships. They send employees
galore on SoMe, SEO and CRM courses. In this way, they
prioritise competence development and self-develop
ment, but all too rarely relationship development.
ORGANISATIONS SHOULD INVEST IN EMPLOYEES’
PARTNER RELATIONSHIPS
To be specific, I believe that organisations should
provide financial support for employees who so wish
to attend preventive (and evidence-based) couple
courses, for example. This will strengthen the organi
sation’s CSR work and public image, but in all proba
bility it will also boost employees’ efficiency at work.
DISGUISED AS ADULTS
Attachment theory has taught us that we need
fundamental security in our relationships if we are to
thrive and develop. If a child does not have a secure
relationship with its parents, it will not engage and be
free in its play. The fact is that an insecure child will
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82
The figure shows the average temperature for job
satisfaction among people who enjoy a harmonious
home life to a very large extent. We measure the
temperature on a scale of 0-100.

spend time and energy keeping an eye on whether its
parents are there. It is the same with the rest of us,
although we are better at camouflaging our insecurity.
In one sense, we too are children who, in the words of
singer-songwriter Kim Larsen, are “disguised as
adults”. If our relationship with our spouse is strained,
it reduces our bandwidth and ability to focus on our
work. And it works just the same the other way round:
if our partner relationship is fairly secure and happy,
we will typically also be much better able to engage in
our work.
There are thus good reasons for focusing more on the
link between working life and family life. Because, as
this year’s Index also shows, there is a significant
correlation between a person’s sense of harmony at
home and their sense of job satisfaction at work.
Danes who feel to a very large extent that there is
harmony at home also have an above-average sense
of wellbeing and job satisfaction. In fact the average
job satisfaction among those who feel to a very large
extent that there is harmony at home is 82 on a scale
from 0 to 100, whereas it is 65 for those who do not
enjoy harmony at home at all or only to a small extent.
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3 tips for managers

3 tips for employees

• Invest in concrete measures
to support employees’
partner relationship and
home life
• Set aside more time for
discussing relational wellbeing
in the workplace
• Lead by example and treat
employees as complete
human beings. Offer them a
friendly look, warm smile and
listening ear

• Love your colleagues by
showing a genuine interest in
their personal life and family
life
• Do not bad-mouth your
colleagues
•R
 emind the HR department or
your line manager about
giving relational wellbeing a
high priority
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GOOD INTENTIONS MUST BE PUT INTO PRACTICE
Organisations should also make a greater effort to
create relational wellbeing in the workplace. This
applies both between colleagues and to the relation
ship between managers and employees. We do not
need to have amazing or exceptional relationships
with each other, but there needs to be fundamental
security and warmth between us.
Many managers will no doubt think that they already
focus on this, but this frequently amounts to nothing
more than empty phrases and idealistic intentions.
They are formulated at sporadic value seminars and
sometimes on sticky notes, in random Word docu
ments and on websites, but they are not necessarily
implemented in simple, concrete measures. Let me
spell it out:
Employees do not get on better with each other
because of a few nice words about relationships in the
organisation’s official values. Employees get on better
with each other and their managers if time is set aside
quite specifically for talking about relationships with
each other, and if concrete methods are set out for
these conversations. It is only by prioritising time that
we can talk about difficult subjects in healthy ways
and so enhance general wellbeing.

WE NEED TO BECOME BETTER AT LOVING
– AT WORK TOO
To be a little radical in my language, my message is
that both managers and employees need to become
better lovers. I am not, of course, talking about the
duvet gymnastics that go in the private sphere,
although we no doubt have a lot to learn in that
department too. Nor when I use the word love do I
mean a particular feeling that we have to try and
activate in relation to each other. We are not in control
of our feelings, but we can control our behaviour to a
certain extent. As in Kierkekaard29, the point is that
love must be a duty. Something we give each other
rather than a feeling we insist on getting. My plea,
therefore, is not that we should feel love for each
other at work, but that we should love our colleagues
and co-workers by showing them trust and respect.
“Loving” can, for example, consist in listening atten
tively and patiently, even if we disagree with other
people’s professional views; in not bad-mouthing
people; and in always treating each other with dignity
and respect, even if some tasks have not been
performed well enough. The businessman and
philosopher Morten Albæk has reminded us that we
are complete human beings, and that it does not
make sense to split ourselves into a working and a

29) Kierkegaard, 1996
30) Albæk, 2018

private individual30. What this perspective means is
that we have to treat each other as people in the
workplace – not just as “employees”, whose value
depends solely on their function in the organisation.
We must never have an instrumental relationship with
each other and use each other as tools. To be specific,
this means that we must remember to ask about each
other’s weekend with curiosity and sincerity, get
coffee for each other, and show solicitude and
consideration for each other with a warm smile,
animated look and friendly gesture. Even if it sounds
banal, it is important. Because that kind of concrete
behaviour is a symbolic declaration that people have a
significance in themselves.
INVESTING IN RELATIONSHIPS PRODUCES RESULTS
ON THE BOTTOM LINE
It is vital for our job satisfaction that we, as managers
and employees, focus much more on the importance
of relationships in working life. To paraphrase
K ierkegaard’s “Works of Love”, we must quite simply
love each other. Not as an emotional act, but in the
form of concrete behaviour. Doing so will not just
create greater relational wellbeing. It will, I believe,
also make itself felt on the bottom line in many cases.
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Reflection

Wellbeing and core task are
not opposites
Should we invest all our focus and energy in our workplace’s core task and
hope that Maja Loua Haslebo is right when she says that job satisfaction and
wellbeing will then become a more sustainable by-product? Or should we take
Mattias Stølen Due and Søren Kierkegaard at their word and put everything
into cultivating good relationships and loving our neighbours – our colleagues
– as ourselves? Maybe the differences between the two approaches are not so
great after all.

In “Works of Love” from 1847, Søren Kierkegaard puts
love and loving under the microscope. His starting
point is the commandment that we must love our
neighbours as ourselves. But who, according to
Kierkegaard, are our neighbours? He answers the
question like this: “It is not a particular person with
particularly pleasant qualities whom one must love,
but man as such. And that means all people”31.
TO LOVE IS TO SHOW TRUST AND RESPECT
It is clearly this Kierkegaardian understanding of
“loving” that Mattias Stølen Due is inspired by in his
article when he writes:
“[Nor] when I use the word love do I mean a particular
feeling that we have to try and activate in relation to
each other. We are not in control of our feelings, but we
can control our behaviour to a certain extent [...] we
should love our colleagues and co-workers by showing
them trust and respect.”
TO LOVE IS TO ENTER INTO AN OBLIGATION
In organisations, when you love your neighbour in the
Kierkegaardian sense, it is about showing your
colleagues respect and trust. And suddenly Stølen’s
approach is no longer quite so radical. Because what
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31) Kierkegaard, page 64, 1996

does showing trust and respect in a working commu
nity mean? Respect scarcely involves letting matters
take their course and displaying indifference towards
your colleagues. On the contrary, it involves daring to
require one another to each accept the obligation, do
our best and help one another.
TRUST AND RESPECT IN THE WORKING COMMUNITY
If we understand trust and respect as something to be
acted out within the framework of the organisation as
a professional meeting place, where the purpose of
the working community’s members is to succeed with
the core task, trust is about relying on us each doing
our best so that, together, we can succeed in what we
are there to perform, namely the core task.
By analogy, respect can be understood as also daring
to require one another to each help – to the best of
our ability – to contribute to performance of the
organisation’s core task.
COMMITTED TO THE CORE TASK AND WORKING
COMMUNITY
This understanding of trust and respect makes it clear
that the individual member of the organisation has
obligations to themself, to the working community
and in relation to the core task, from which it is also

apparent that taking a Kierkegaardian understanding
of “loving” as a starting point is not necessarily in
conflict with Haslebo’s understanding of a person’s
obligations as an organisation member. In her article,
Haslebo writes the following, for example:

good reason to adopt a two-pronged approach: we
have to be engaged in performance of the core task.
But, as manager and working community, we must
also have an independent focus on the individual’s
wellbeing and job satisfaction.

“As an organisation member, you use your disciplinarity
and personality in an advantageous way. You remember that you joined the organisation yourself by
allowing yourself to be employed, and that member
ship entails obligations with regard to the core task and
the working community”.

WELLBEING PAYS
We know that it can pay! Most recently, the Job
Satisfaction Knowledge Centre documented in
collaboration with think-tank Kraka that the work
place can profit enormously by investing in job
satisfaction and wellbeing. There is, for example, a
clear correlation between job satisfaction and fewer
sick days, good health, less stress and employee
retention33. In this way, workplaces could also create
more energy for focusing on performance of their
core task.

JOB SATISFACTION AS A BY-PRODUCT – WHAT IF IT
FAILS TO MATERIALISE?
According to Maja Loua Haslebo, the working commu
nity’s main focus must be on performing the core
task. When we succeed with this together, we can
experience what she calls the professional version of
wellbeing, namely legitimate pride in our work. But is a
legitimate pride in your work the same as wellbeing?
Or to put it another way: Is it not possible to be
legitimately proud of having helped to perform the
core task and also feel that you are not really happy at
one and the same time?
LEGITIMATE PRIDE IN YOUR WORK – BUT WITH
POOR BALANCE AND JOB SATISFACTION
At the Job Satisfaction Knowledge Centre, we have
been shedding light on the factors that are of greatest
importance in terms of Danes’ wellbeing and job
satisfaction on an annual basis since 2015. They
include not just colleagues and working communities,
but also leadership, meaning, mastering, influence,
achievements and balance. If we take a closer look at
the balance factor, for example, we can see that quite
a lot of Danes feel challenged when it comes to
balance. This is apparent when we ask whether they
feel that they have time to deliver the desired quality
of work, for example. Or when we ask whether they
feel that there is balance between their tasks and the
amount of time they have to perform them32.
Is it not possible to imagine being legitimately proud of
having made a good and meticulous contribution to
performing the organisation’s core task and at the
same time – perhaps for that very reason – be
challenged in terms of your feeling of balance in
everyday life, and therefore challenged when it comes
to wellbeing and job satisfaction too? There may be
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32) Job Satisfaction Index 2019
33) Kraka and Job Satisfaction Knowledge Centre, 2019

ORGANISATIONAL MEMBERSHIP OR NOT?
More than half of the employees in our study believe
that it is their workplace’s responsibility to ensure that
the individual can use all their skills. In addition, nearly
30 percent believe that the workplace is only entitled to
define the individual’s field of responsibility at work to
some or a small extent. This finding is in contrast with
the theory of organisational membership. It is one of
the theory’s key points that everyone who forms part
of a working community is also responsible for
contributing to the workplace’s core task. That it is the
core task, and not the individual employee, that defines
which tasks they must concentrate on. Therefore,
according to the theory of organisational membership,
it is logically speaking also the core task that should
define which skills are used – and not the individual
employee.
According to the theory of organisational membership,
the organisation is regarded as a community that we
have actively joined. This imposes certain requirements
on us in terms of primarily focusing on helping to
perform the organisation’s core task. Consequently,
ensuring that the individual can use all their skills
cannot be the sole responsibility of the workplace. We
must primarily use those skills that help us contribute
to p
 erformance of the core task. This means that there
could easily be professional skills that we, as an
employee, find very interesting and advantageous, but
that do not contribute to performance of the core task
and that we should therefore not spend working hours
on.
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Case

Lise-Lotte smooths the
path for a good working
community
A good working community is sustained by mutual trust, joint ownership of the
core task and, not least, a genuine and curious interest in each other. This is the
opinion of Lise-Lotte Berg, who helps managers and employees (re)discover a
good working community.

ABOUT LISE-LOTTE BERG
Lise-Lotte Berg is an independent development consult
ant, GAIS Business Partner34 and owner of Konsulenthus
Berg’s in Randers. She carries out assignments for both
public and private organisations. Over the last 12 years,
she has worked on wellbeing, cooperation and leadership
in a large number of Danish workplaces.

“I am very interested in good working communities, 
and curious about the underlying reasons for cooper
ation among a group of colleagues faltering or
cooperation with the boss going wrong.” So says
Lise-Lotte Berg, whose work is concerned with the link
between general wellbeing and job satisfaction and
the seven job satisfaction factors rated in the Job
Satisfaction Index 35.

“Employees and managers have been given a shared
point of reference to speak from, and it has suddenly
become legitimate to keep the discussion about
wellbeing going. GAIS makes it completely natural to
talk to each other about wellbeing and job satisfac
tion, as everyone has heard the same thing. That also
makes it easier to reach agreement on wellbeing work
moving forward,” says Lise-Lotte Berg.

She is constantly impressed by how focusing on a
single factor can bring about improvement in the
other factors too. She has also noticed that measuring
employees’ wellbeing and job satisfaction with the
GAIS wellbeing tool typically gives managers and
employees a common language for wellbeing and job
satisfaction. GAIS stands for God Arbejdslyst Indeks
Score (Job Satisfaction Index Score) and is a digital
survey tool that helps make it easy for all workplaces
to get to grips with improving job satisfaction and
strengthening the working community.

TRUST IS CRUCIAL FOR GOOD RELATIONS
Trust is an absolutely crucial factor when it comes to
good relations in the workplace. In teams and depart
ments where trust is strong, people speak more openly
about cooperation, and usually resolve the problems and
disagreements that crop up along the way by themselves.
“Trust boosts the individual’s courage and eliminates the
importance of professional and personal differences. It also
provides optimum conditions for working across teams,
departments and disciplines,” says Lise-Lotte Berg.

Good colleagueship is sustained by mutual trust, joint ownership of
the core task and, not least, a genuine and curious interest in each
other.

Lise-Lotte Berg, development consultant

34) T
 he GAIS team at Krifa has signed up a number of external business partners, who cooperate with GAIS on further development of GAIS, disseminate
information about wellbeing and job satisfaction, and facilitate wellbeing processes in Danish workplaces.
35) You can find out more about all seven job satisfaction factors in Appendix 2.
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The process with Lise-Lotte Berg gave us a clear picture of our
team’s strengths and points for action. We quite simply know each
other better and at a deeper level than before.
Annette Green Kjærgaard,
Head of Department, Municipality of Favrskov

BEHIND GAIS
GAIS stands for God Arbejdslyst Indeks
Score (Job Satisfaction Index Score)
and is based on the factors, questions,
data set and analyses that have been
refined in the course of work on the Job
Satisfaction Index.
The GAIS organisation survey acts as a
useful discussion tool and is always
based on the answers to the questions
about wellbeing and job satisfaction
given by the employees. It provides a
picture of where the shoe pinches, and
where action needs to be taken in order
to establish an optimum feedback and
communication culture in the work
place.
GAIS has been developed and distribut
ed by Krifa and a large number of
external business partners. The aim is
to provide easy access to measuring,
understanding and improving job
satisfaction. GAIS is freely available to
all.
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PUTTING DISAGREEMENTS INTO WORDS
In Lise-Lotte’s experience, things do not really get talked
about in many Danish workplaces when there are
problems with wellbeing and job satisfaction. Or, as she
puts it: “I am frequently engaged to put into words what
managers and employees don’t dare verbalise.” In this
connection, she describes what happened in a work
place dominated by men. It was not the done thing
there to say much about internal cooperation and
anything at all about cooperation between the different
disciplines, with the result that a lot of employees were
going around with pent-up frustrations about
everything that was not working.
GAIS PUTS THE UNSPOKEN INTO WORDS
Lise-Lotte had one-to-one interviews with every single
employee for a GAIS analysis. Everything that had
gone unsaid and all the pent-up frustrations became
apparent to her. It was her task to get it all put on the
table honestly for everyone to see and establish a
common language for the cooperation problems that
existed in the workplace. The common language
resulted in trust and good colleagueship slowly
starting to return.
FEEDBACK CULTURE AND FOCUS ON THE CORE
TASK
When Lise-Lotte works on wellbeing, cooperation
and leadership, there is always close interaction with
the management at the workplace in question. “For
me, there is always a direct link between good
leadership – what I call leadership with courage and
purpose – and cooperation between colleagues. The
manager is a role model who has to focus on both
setting a course and creating meaning. The manager
also has an important task in ensuring influence and
providing employees with feedback,” says Lise-Lotte.

GETTING STARTED WITH GAIS
It is really simple to get started on working tangibly on wellbeing and good colleagueship
in the workplace.
1. SET UP AN ORGANISATION SURVEY
You create an organisation profile and set up a survey for your organisation
2. CARRY OUT THE SURVEY
	The employees do the anonymous GAIS survey and receive a personal GAIS report
with individual recommendations
3. VIEW THE RESULT
	You receive an organisation report that provides you with an overview and helps to
prioritise actions
4. RECEIVE DEVELOPMENT AND CHANGE TOOLS
	You receive bespoke help and inspiration for initiating actions and doing more work on
job satisfaction – based on the answers given by employees
Try GAIS today at gais.dk
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Results in depth

How Danes see themselves
and their colleagues

Roles in the working
community
We go to work as complete human beings. But, as members of the organisation, we primarily clock in as organisation members and only to a lesser extent
as professionals or private individuals. So what roles do we and others have in
the working community?

In the theory of organisational membership36, the
main focus is on the organisation member and the
core task. This means that I, as an employee, must
focus first and foremost on the core task in the
organisation of which I am a member. According to
this theory, therefore, it is the core task that brings us
together to work, and that defines our working
community.
ROLES ARE RELATIONAL
How we see ourselves, and what role we undertake as
an organisation member in a working community, is
not an individual question. Rather, it is “a relational
consideration that is inextricably linked to our moral
obligation to contribute to a shared desirable future.
When we consider how we want to position ourselves
[...] we must therefore also consider what our choice
will mean for other people’s options”37.
It is thus relevant to always consider which roles and
self-understandings enable you, as an employee, to
make the best possible contribution to the common
good and performance of the core task.
ROLES IN THE WORKING COMMUNITY
In this year’s study, we asked respondents which role
they generally undertake in the community of which
they are a member in their workplace. We also asked
them which role they think best suits their colleagues.
THE HUMAN DYNAMO AND MR/MS PRACTICAL
The Human Dynamo and Mr/Ms Practical are the two
roles that most Danish employees identify with
according to our survey. Thus, 43 percent of respond
ents say that the Human Dynamo best defines their
actual role at work. The Human Dynamo is followed

by Mr/Ms Practical, with whom 30 percent can
identify. A large proportion of the workforce
apparently see themselves as some who keeps the
wheels t urning, and who sees to it that the practical
tasks that come up in the course of the working day
are taken care of.
The Human Dynamo also comes top when we look
at the roles that employees think best suit their
colleagues. One in six of us would fire one or more of
our colleagues for laziness and poor performance, but
our study nevertheless shows that a good quarter
chiefly see their colleagues as people who help to keep
the wheels turning in the working community. Having
said that, we also give our colleagues roles that are
not quite as flattering.
THE WAGE SLAVE AND THE FREELOADER
One in six employees in Denmark regard the majority
of their colleagues as either Wage Slaves or Freeloaders.
There are several ways of seeing these two roles of
course, but they are not, generally speaking, roles that
are regarded in a particularly positive light. Nor are they
roles associated with dedicated employees who are
focused on performing the core task. Both roles are
passive and reactive, and when we assign ourselves or
other people passive roles like these, we also open the
way for others to take on a more active role by
“...persuading, forcing or tempting us. Thus, others have
to weather the storm.”38
THE ENTHUSIAST AND THE CULTURE BEARER
Only a few of us – four percent – see our colleagues
as Culture Bearers, and not quite one in six describes
colleagues as Enthusiasts. In contrast to the Wage
Slave or Freeloader, the Enthusiast is a colleague who

26%

43%
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26%

8%

9%

The Human Dynamo

The Enthusiast

The Wage Slave

– the hard worker who keeps
the wheels turning

– who loves their job and
identifies strongly with it

– who mainly goes to work for
the pay

7%

3%

6%

27%

5%

30%

The Freeloader

The Initiator

Mr/Ms Practical

– who goes with the flow

– who makes things happen

– who sees to it that the
practical stuff gets done

4%

20%

4%

23%

3%

25%

The Culture Bearer

The Ideas Person

The Completer Finisher

– who is above all driven by the
workplace’s DNA

– who comes up with
good ideas

– who takes pride in getting
tasks finished

How Danes see their colleagues
36) T he theory of organisational membership is described in more detail in the section entitled “Underlying theory” (see page 8)
37) Haslebo, page 30, 2014
38) Haslebo, page 30, 2014

13%

How Danes see themselves
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loves their work, and who, together with the Culture
Bearer, makes a major contribution to supporting
organisational membership and the working commu
nity’s joint focus on the core task. Having Enthusiasts
and Culture Bearers among the workforce could
therefore be regarded as particularly valuable for the
organisation.
I’M SOMEONE WHO MAKES THINGS HAPPEN
We personally believe that we are good at coming up
with ideas (the Ideas Person), setting things in motion
(the Initiator) and getting things finished (the Com
pleter Finisher), and this applies both when the survey
asks about the individual’s perception of their own role
and when the question is about which role the
individual thinks their colleagues would associate
them with. Depending on which role is being asked
about, between one in three and one in five sees
themself as an Ideas Person, Initiator and/or
Completer Finisher. We are also convinced that our
colleagues see us in the same way. We do not,
however, have quite the same picture of our
colleagues. Thus only six, four and three percent
respectively of those asked regard their colleagues
as Initiators, Ideas People and Completer Finishers.
These results should provide food for thought.
Because what does it mean for the working communi
ty if it is commonplace for each of us to go round

thinking that they are the person who comes up with
the good ideas and sets things in motion for the most
part? And that it is mainly them who gets tasks
finished and is responsible for all the practical stuff?
In other words, we should consider whether the roles
we assign each other – and ourselves – help or hinder
the working community in performance of the core
task. And whether our perception of colleagues is
correct. Or perhaps we should be a bit more aware of
how we categorise and think about each other – and
not lock ourselves down to particular roles and a
that’s-you mentality.
DO THE ROLES SUPPORT PERFORMANCE OF THE
CORE TASK?
It is human to assign each other roles – including in a
working community. But when we assume particular
roles or assign them to our colleagues, it may be
relevant to consider whether the roles we assign each
other support the objective, if it exists, of promoting
organisational membership or not.
Consideration might also be given to whether all the
“necessary” roles are present to enable the core task
to be performed. Operating staff, who ensure stability,
are just as important as the Ideas Person, who comes
up with new ideas, but does not necessarily turn those
ideas into reality themself.

THINK ABOUT YOUR ROLE IN THE WORKING
COMMUNITY
• What is it possible for you to do in your role?
• What is it impossible for you to do in this role?
• How do you contribute to the working community with your role?
• What does your having the role you do make possible for other people around you.
• Would it be desirable for you to contribute more or less in this way?
The reflection questions are taken in part from Haslebo, “Anerkendende følgeskab” (Appreciative Fellowship), 2012,
page 31, and adapted by the Job Satisfaction Knowledge Centre, 2020
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Results in depth

The manager in the working
community
Nearly one in four employees feels that their line manager does not contribute
to them wanting to go to work. On the other hand, nearly nine in ten think that
their colleagues motivate them to go to work.
For most of us, our day-to-day working community
consists not just of a community with our colleagues,
but with our line manager too. Our boss inevitably plays
a major role in our sense of colleagueship and the
working community’s job satisfaction. Not least
because they are responsible for managing and
assigning our work. Since the boss plays a major role in
the working community, we also looked at Danes’
relationship with their boss.
LINE MANAGER CONTRIBUTES MOST TO OLDER
EMPLOYEES WANTING TO GO TO WORK
Nearly one in four employees feels that their line
manager contributes to them wanting to go to work
either not at all or only to a small extent. If we take a
closer look at the different age groups, we can see
that older employees over 65 are the group where the
largest number of people have a boss who contributes
to them wanting to go to work. Here, only 14 percent
think that their boss contributes to them wanting to
go to work either not at all or only to a small extent.
Nearly six in ten older employees feel that their line
manager contributes to them wanting to go to work
to a large or very large extent. Among younger people
in the 18-34 age group, not quite half (47 percent) feel
the same.
So it is mainly older employees who stand out in a
positive way. Among the other groups, close on a
quarter feel that their boss does not really contribute
to them wanting to go to work. Perhaps the feeling
among older employees is linked to them having
actively chosen to remain in the workplace, and that it
may be their relationship with their line manager in
particular that made them stay.
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COLLEAGUES MAKE US WANT TO GO TO WORK
MORE THAN THE BOSS
Whereas nearly one in four of us feels that our line
manager does not make us want to go to work, only
one in ten feels that our colleagues do not make us
want to get out of bed and head off to work. If we look
at the results of the study in a positive light, more than
90 percent of us feel to some, a large or a very large
extent that our colleagues make us want to go to
work. Similarly, nearly 76 percent feel to some, a large
or a very large extent that our line manager makes us
want to go to work. In other words, our colleagues
make us want to go to work more than our line
manager. That is not very surprising perhaps, but the
result should nevertheless give managers food for
thought. Because why does one in four of us feel that
our line manager does not contribute to us wanting to
go to work? A possible explanation may be that many
managers are not sufficiently interested in
strengthening social capital. Greater management
focus on trust, cooperation and fairness might lead to
more employees wanting to go to work because of
their boss and not despite him/her.
THE BOSS’S PHYSICAL PRESENCE AND EMPLOYEES’
JOB SATISFACTION
Some of us experience greater job satisfaction when
the boss is not physically present in the workplace
(12 percent). The commonest reason for job satisfac
tion being greater when the boss is not physically
present is that employees feel that s/he causes a bad
atmosphere and disrupts their work. Thus, nearly a
third of those who feel that their job satisfaction is
greater when their line manager is not physically
present say that s/he generally creates a bad

 tmosphere. Similarly, a good quarter say that their
a
line manager disrupts their work.
The bad atmosphere when the boss is at work also
affects people’s general job satisfaction, colleagueship
and sense of being able to master their tasks. We do
not see this correlation for people whose job satisfac
tion remains unchanged whether the boss is physically
present or not.
For the vast majority of us, our job satisfaction is not
affected by whether our line manager is physically
present in the workplace or not. After all, nearly eight
in ten have the same sense of job satisfaction regard
less of whether the boss is there or not. The boss does
not, therefore, have a negative impact in this context.
But it is worth noting that the boss does not have a
positive impact either. This might give the individual
manager pause for thought. Are you aware of the
positive impact you can have as a manager in terms of
your employees’ sense of community, mastering and
job satisfaction?
LINE MANAGER SHOWS US TRUST
Very broadly speaking, our study shows that the vast
majority of us feel that our line manager shows us
trust. Among women, 76 percent feel to a large or
very large extent that their line manager shows them
trust, with the same being true of 73 percent of men.
Less than two percent of the workforce do not think
that their line manager shows them trust at all.
EMPLOYEES’ WORRIES HAVE A NEGATIVE IMPACT
ON JOB SATISFACTION
Our survey also shows, however, that worries regard
ing future changes in working life have a negative

impact on employees’ sense of job satisfaction,
colleagueship and mastering their work. Thus, the
temperature for all three factors is significantly lower
for people who worry to a very large extent about
future changes in working life than of those who do
not worry.
The individual manager has a special responsibility for
ensuring a workplace culture and a working commu
nity characterised by trust and wellbeing. Although a
manager cannot, of course, eliminate their employees’
worries about the future, s/he can at least help to
ensure that employees’ worries are not positively
fuelled or reinforced in their current job.
LINE MANAGER’S TRUST AND WORRIES ABOUT THE
FUTURE
Our study also shows a correlation between the boss’s
ability to show trust and the extent of employees’
worries about future changes in working life. Thus, the
feeling of trust from their line manager is significantly
lower for people who worry to a very large extent
about future changes in working life than for those
who do not worry.
Although we are unable to say whether it is the trust
that reduces people’s worries or the worries that
reduce the trust, the results indicate that a person’s
line manager showing trust may help them to worry
less. This finding also supports the point that organi
sations
that concern themselves with social capital and a
work culture that inspires trust help to create a good
and secure working community.
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Case

When strong disciplinarities
stand in the way of the core
task
The labour market of the future calls for employees with a high degree of
disciplinarity. But it also calls for employees who are able to control the manifestation of their disciplinarity. It has to be adapted to the workplace’s core task
and the other disciplinarities with which the core task is to be performed.
So says Christina Busk, Director and founder of the Etikos consultancy.

Christina Busk has more than 14 years of experience
with facilitating change processes in the public sector
in particular. In her experience, many employees’
strong professional identity and resulting burning
desire to have their professional potential fulfilled
often stand in the way of performance of the joint
core task.
As the core task becomes ever more complex – in the
nursing and care sector, for example – it is even more
important for the individual employee to be able to
control their disciplinarity. It has to be adapted to the
other disciplinarities in the organisation and targeted
at the core task.
So when the study behind this report shows that more
than half of Danish employees think that it is their
workplace’s responsibility to ensure that the individual
can use all their professional skills, it is problematic in
relation to the reality that Christina Busk encounters in
workplaces.
ABOUT CHRISTINA BUSK
Christina is the Director and founder of Konsulenthuset og
Videncentret Etikos in Risskov near Aarhus. As a develop
ment consultant, she specialises in working with politically
governed organisations, for which Etikos provides ethical
advice and develops new policies. Organisation cultures
that need renewal and change processes across the board
are often the reason for Etikos being invited in. Etikos has
been in existence since 2006.

“It is a problem when more than half of employees in
Denmark think that it is their workplace’s responsibility
to ensure that the individual can use all their profes
sional skills. Because, in the future, employees will
increasingly face requirements to focus more on
performance of the core task than on fulfilment of their
own professional potential.”
			

In Etikos’s experience, when they facilitate change
processes in local and regional authorities, it creates
frustration and dissatisfaction in working communi
ties if the employees feel that they are not allowed to
use all their professional skills in their day-to-day
work. Christina Busk calls attention to a number of
trends and changes that she believes are going to
become increasingly important for the working
communities of the future and joint performance of
the core task.
GREATER COMPLEXITY
An ever-increasing complexity of task performance in
a number of different sectors means that the individu
al employee and the working communities to which
the individual belongs must use their disciplinarity in a
new and different way. One example from ‘the old
days’ – and not very long ago in fact – might be the
process surrounding hospitalisation. The patient used
to remain in hospital until everything was under
control, so to speak, and they were ready to return
home. That is not the case today. The requirements
for home nursing, for example, are forever increasing,
because the health services that the individual patient
has to have in their own home are far more complex
than before.
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It is a problem when more than half of employees in Denmark think
that it is their workplace’s responsibility to ensure that the individual
can use all their professional skills.

Many people now have to work in teams made up of
assorted disciplinarities on performance of the joint
core task. This means that they frequently have to
work across each other’s classic specialist fields and so
also acquire influence over them. It is no longer the
disciplinarity that sets the agenda, but the core task.
The core task often extends beyond the individual’s
disciplinarity. As a result, many professionally strong
employees are frequently left with a feeling that they
have to compromise on their disciplinarity, or that
their disciplinarity is not fully heard, Christina Busk
goes on to explain.
		
MORE PARTICIPATION
Another trend that, according to Christina Busk, is
gaining in importance for people’s work is the ever-
increasing focus on citizen participation. It is not just
the individual citizen and their family who are being
involved more in the arrangement of patient care, etc.
We are also seeing more and more examples of civil
society in the form of volunteers being involved
in the performance of tasks in the public sector to an
ever-increasing extent. When several people have to
perform the core task together, it places new
demands on employees’ disciplinarity and their ability
to use their disciplinarity in collaboration with others.
AWAY WITH SILOS!
When the employees in a working community have to
use their disciplinarities in new ways and in collabora
tion with others to an increasing extent, we also have
to do away with silo thinking. It may be a cliché, but
many workplaces are still characterised by a silo
mentality. Formerly, it may have made sense to
organise in silos. A silo for every discipline. A silo for
every task. But increasingly complex work tasks and
changing core tasks require employees to be adap
table, something that is made difficult by silo thinking.
It is not just about being able to think across silos, but
being able to think completely outside the silo and
being able to work in a multidisciplinary way on the
core task.
As Mads Lindholm also touches on in the section
entitled “The open-plan office facilitates professional
interaction” (see page 18), one of the advantages of
the open-plan office is that sitting together increases
the opportunity for cooperation and professional
interaction. It also calls for us to break down the silos,
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look up and become more curious about new and
better ways of performing the core task. In other
words, individual working communities should be
curious about what value the individual’s disciplinarity
brings to the core task, and how we each can become
clearer about what the core task is and what it
requires from us.
“In the labour market of the future, employees will be
faced with the requirement of being able to take part in
multidisciplinary working communities. More disciplinarities will have to operate at the same time and
collaborate on the task. As an employee, you will
therefore not simply have to regard your tasks as
multidisciplinary. You will also have to see it as an
advantage that a large number of disciplinarities are
involved in the task. And accept other disciplinarities
getting involved and affecting what you do, even
though it may traditionally have been your professional
domain.”
MANAGEMENT’S RESPONSIBILITY
Management has a special responsibility to communi
cate the value of the individual’s disciplinarity for
performance of the joint core task. It is essential to
understand that the move towards multidisciplinarity
will not happen by itself just because the structures to
do with people’s work are being changed and organi
sation in silos is being dropped, for example. Which is
why Christina Busk regards it as necessary to actively
put disciplinarity and performance of the core task on
the agenda so that disciplinarity does not hamper new
ways of performing the core task.
The individual employee and the individual working
communities must, of course, continue to have a high
degree of disciplinarity, but they must also be able to
control the manifestation of their disciplinarity so that
it is adapted to the core task and the other disciplina
rities of the team that is to perform the core task,
Christina Busk explains.
She adds that the line manager inevitably plays a key
role in this work. The manager should, for example,
help enable every single employee in the working
community to see the point of the changes that are
taking place. At the same time, all the employees must
also feel engaged in the organisation’s core task
– even though it may have to be done differently
today and tomorrow than it was yesterday.
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Roundup

Cultivate good relationships
and strengthen your focus on
the core task
Good working communities are characterised by a high degree of trust,
cooperation and fairness, and their main focus is on the core task. But what
does this mean for the working communities of the future, and how can we
work on social capital and a good working community in the workplace?

If we were to summarise the point of this report in a single
sentence, it could scarcely be put more simply than how
labour market researcher Tage Søndergaard Kristensen
phrased it in an article: “You need to love your core task
and have good relationships”39.
AN ENDURING FOCUS ON WELLBEING
Tage Søndergaard Kristensen makes an important
point, which is also evident from this report: a longterm focus on the core task and good relationships
produces wellbeing and job satisfaction. And it will
always be a more enduring focus on wellbeing than
isolated initiatives that are detached from the core
task, such as a fruit scheme or having a massage
during working hours.
As we stated at the beginning of this report, the
workplace is a community that we actively join when
we sign our employment contract. This imposes certain
requirements on us in terms of contributing to the core
task and getting it done in the best way possible. It is

not, therefore, the workplace’s responsibility to ensure
that each of us can use all our skills. On the contrary, we
must use those skills that help us contribute to
performance of the core task. This means that there
could easily be professional skills that we, as an
employee, find very interesting and advantageous, but
that do not contribute to performance of the core task
and that should therefore be excluded for the time
being. It may, perhaps, be possible to use these skills at
a later date in another job or for other tasks.
ENGAGEMENT AS A VIRTUE
Our study shows that employees in Danish workplaces
have only partly bought into the premise of acting as
organisation members, i.e. as employees who primarily
focus on the organisation’s core task. With more than half
of those asked in the survey behind the report replying
that it is the workplace’s responsibility to ensure that the
individual can use all their professional skills, there is still
some way to go. In her article, Christina Busk hits the nail
on the head, concluding that it is problematic when more

You need to love your core task and have good relationships.
Tage Søndergaard Kristensen
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39) Magasinet Arbejdsmiljø, 6/1/2020, interview with Tage Søndergaard Kristensen

than half of employees in Denmark maintain this point of
view. Because, according to Christina Busk, in the future
employees will ever-increasingly face requirements to
focus more on performance of the core task than on
fulfilment of their own professional potential. It also
represents a task for managers, who bear a special
responsibility for helping their employees to see the point
of focusing on performance of the organisation’s core
task.
WORKING ON SOCIAL CAPITAL
Our study has shown that social capital in the work
place helps to support wellbeing and job satisfaction.
That is because social capital is an expression of trust,
cooperative ability and fairness. For example, we see a
definite positive correlation between people’s sense of
being able to master their work and sense of colleagues
trusting them. We can also see that those employees
who feel to a marked degree that tasks are assigned in
a fair way, and also feel that management recognises
them for a job well done, generally enjoy above-
average job satisfaction. Finally, we can also see that
the respondents who feel to a marked degree that
there is good cooperation between management and
employees generally enjoy better job satisfaction than
the average for Danish employees.
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TRUST
As we have already touched on, trust is not something
you can demand from each other. It has to be earned
– both as colleagues and as a manager. If a workplace
wants to strengthen trust between colleagues and in
the relationship between manager and employee, each
person basically has to have faith in everyone to
contribute to the performance of tasks to the best of
their ability. This is only possible if everyone in the
working community helps to support a culture charac
terised by a trustful working community with open
communication. The manager, by virtue of their role,
has a special responsibility for supporting such a culture
and communication in this context.
COOPERATIVE ABILITY
As previously mentioned, cooperative ability must not
simply be seen as the individual organisation member’s
ability to cooperate, but also as a relational pheno
menon that is constantly evolving in the working
community. Our study shows that a person’s sense of
cooperation between colleagues is generally better
than their sense of cooperation with the boss. Manag
ers therefore need to focus more on the value of
cooperation. In this context, it makes sense to focus on
the working community’s individual strengths in
particular. We should train each other to be open,

unbiased and curious in relation to each other, and
examine how we can each succeed in contributing to
the joint core task.
FAIRNESS
People’s sense of fairness lags slightly behind their
sense of trust and cooperation. This is probably linked
to the fact that the boss plays a greater role in ensuring
a fair assignment of tasks than in promoting the
individual employee’s sense of trust and cooperation
between colleagues. For example, barely half of
respondents feel to a large or very large extent that
work tasks are assigned in a fair way in the workplace,
whereas nearly three in four feel to a large or very large
extent that there is good cooperation between
colleagues.
But how can you, as a manager, work to improve your
employees’ sense of fairness? If, generally speaking,
your employees feel a sense of unfairness with regard
to how work tasks are assigned, you might consider
whether there is a need to work on greater openness in
the decision-making processes for assigning tasks in
the department. Are tasks assigned purely on the basis
of resources, or is it possible to look at the individual
employees’ strengths and specialities when it comes to
assigning tasks? Can the employee be involved in some

of the decision-making processes, and ask for and take
on tasks that they feel particularly well equipped to
perform or have a preference for? The more influence
employees have in relation to the individual task, the
greater the degree of engagement the manager will
presumably also experience among their employees.
At the same time, it is also important for employees to
recognise the manager’s right to manage and assign
work. The individual manager may have more to
consider in relation to the big picture than the individual
employee.
IT PAYS TO INVEST IN WELLBEING
Do employees succeed in performing the core task
because they are happy? Or are they happy because
they succeed in performing the core task? It appears to
be the old question of the chicken and the egg, which
several of the contributors to our report answer
differently. But let us state once and for all: it pays to
invest in employees’ wellbeing. This is documented by a
new study on the value of job satisfaction that the Job
Satisfaction Knowledge Centre has just launched in
collaboration with think-tank Kraka. The study shows a
clear correlation between job satisfaction and fewer
sick days, good health, less stress and employee
retention. In short: wellbeing pays!
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This report builds on the knowledge about the importance
of colleagues in terms of Danes’ job satisfaction acquired
in the course of our work on previous years’ index studies.
This study is primarily based on two different investigation
methods: literature reviews and two large surveys.
LITERATURE STUDIES
We have previously described colleagues in the following
terms in the Job Satisfaction Index: “Your colleagues are
important for your happiness and job satisfaction. Good
colleagueship is characterised by trust-based relation
ships and valuable social and professional interaction.”
The primary purpose of the literature studies was to
deepen our understanding of the colleagues factor and
so bring more nuances and perspectives to the import
ance of colleagues for the individual’s sense of wellbeing
and job satisfaction. We therefore scrutinised various
theories and examined other studies in the field with a
view to being able to produce a questionnaire that
covers the subject of colleagues and job satisfaction as
broadly as possible.
QUANTITATIVE STUDIES
Based on the literature reviews, we conducted two
large surveys with a total of 3,324 respondents for this
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study. The respondents were chosen to provide a
representative sample in terms of sex, age, geographi
cal location, educational attainment and job function.
The participants in the surveys are in the 18-65+ age
group, are currently active on the labour market and
have at least one manager over them. The data was
collected by Kantar Gallup between August and
September 2019, and by YouGov in November 2019.
EXPERTS AND PRACTITIONERS
As part of our work on the report and in connection
with the interpretation of results from the quantitative
surveys, we asked a number of experts and practition
ers to contribute their own explanations and perspec
tives. This resulted in a number of articles, which are all
included in the report under the heading Perspective,
Inspiration or Case. The contributors were briefed about
the study results, and we asked them some questions
that we would like them to shed light on in their
contributions, but otherwise they had free rein to write
on the general subject matter of the report from their
own point of view. Therefore, attitudes that may have
been expressed in the individual external contributions
are not necessarily shared by the Knowledge Centre.
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External contributions

Factor questions in Job Satisfaction Index
Faktorspørgsmål i God Arbejdslyst Indeks 2020
2020

MAJA LOUA HASLEBO
Maja is a business psychologist, graduate in psychology, author and lecturer, and works
as an independent consultant for organisations in all sectors. Maja’s professional angle is
business psychology with the emphasis on social constructionism and appreciative,
systematic approaches. She gives inspirational talks and acts as a sounding board for
decision-makers at all levels.

MADS LINDHOLM

Job
satisfaction

Factor

Colleagues

Mattias is a graduate in psychology and Director of the Centre for Family Develop
ment. For the last 11 years, he has specialised in work on close relationships. He has
held countless lectures and couple courses (PREP), as well as helping to develop the
preventive and research-based Par-tjek relationship check-up concept in collaboration
with Aarhus University. He has been the regular relationship expert and a columnist
for Berlingske, and in 2015 he published the book “Pas på parforholdet”, which has
been translated into three languages.

Mastering

MATTIAS STØLEN DUE

Question

Temperature

To what extent do you feel your workplace is a good place to work overall?
To what extent do you feel happy in your job?
To what extent do you feel motivated to go to work?
To what extent did you enjoy your most recent day at work?
To what extent are you looking forward to the next time you go to work?
To what extent do you get on with your colleagues?
To what extent do you have conﬁdence in your colleagues?
To what extent do you ﬁnd it easy to be part of the community at your workplace?
To what extent do you feel you have good professional teamwork with your colleagues?
To what extent do you feel part of the social community at your workplace?
To what extent do you feel you and your colleagues are good at appreciating each other?
To what extent do you feel your colleagues make you perform better in your job?
To what extent do you feel able to handle new demands and changes in your job?
To what extent do you feel there is a match between your work tasks and your skills?
To what extent does your work give you professional satisfaction?
To what extent do you feel you are developing your skills?

77.58
76.45
75.43
74.24
72.69
82.28
79.63
78.60
78.56
76.56
74.64
70.77
78.55
77.47
76.34
68.96

Mads is a business psychologist, graduate in psychology, Bachelor of Commerce in Organisa
tion and Management and has a business PhD in Strategic Planning from Aalborg University.
He is owner of the Wice consultancy and has many years of experience when it comes to
advising people and organisations on leadership, job satisfaction and strategic planning.

Cases
LISE-LOTTE BERG
Lise-Lotte is an independent development consultant, GAIS Business Partner and owner of
Konsulenthus Berg’s in Randers. She carries out assignments for both public and private
organisations. Over the last 12 years, she has worked on wellbeing, cooperation and leader
ship in a wide variety of Danish workplaces.

CHRISTINA BUSK
Christina is a graduate in theology, and the founder and owner of the Etikos consultancy.
As a development consultant, she specialises in working with politically governed
organisations, for which Etikos provides ethical advice and develops new policies.
Leadership development and employee training in handling dilemmas also make up a
large part of her assignment portfolio. Organisation cultures that need renewal and change
processes across the board are often the reason for Etikos being invited in. Etikos has
been in e
 xistence since 2006.
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Appendix 2
DEGREE OF EXPLANATION

Survey model 2019
The Job Satisfaction Knowledge Centre regularly publishes reports on the basis of Job Satisfaction Index
studies. This report is based on a separate study in which we focused on the colleagues job satisfaction
factor in particular. In Your life – your job satisfaction from 2019, we carried out a comprehensive analysis
of all seven job satisfaction factors (meaning, mastering, leadership, balance, influence, achievements
and colleagues).
In order to provide an overview and context, there follows an outline of the survey model from 2019 with
all seven job satisfaction factors.

MASTERING

LEADERSHIP

BALANCE

INFLUENCE

points

TE

point

points
HAPPINESS

HOW DANES SCORE THE TEMPERATURE OF THE SEVEN FACTORS THAT HAVE
AN IMPACT ON JOB SATISFACTION

1.5

TE

75

Danes’ happiness level and job satisfaction on a scale from 0 to 100
points. Danes experienced a decline in both job satisfaction and
happiness level between 2017 and 2019. The temperature for both
parameters fell by two points in that time.
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of what Danes’ job
satisfaction consists of.

TEMPERATURE
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points
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74%

According to Kantar Gallup, 74 percent is very high for such a broad
survey of the labour market in terms of age, sex, geographical location,
etc. This goes to show that many of the things affecting job satisfaction
are universal, irrespective of job area or qualifications. They are
important aspects of our working lives because we are all – first and
foremost – human.

THE SEVEN FACTORS THAT AFFECT DANES’ JOB SATISFACTION

TEMPERATURE

Taken together, the
seven factors, we
investigate account for

The degree of explanation increased from 71 percent in all previous
indexes to 74 percent in the 2019 index. This means that we can
actually explain even more of what is important in terms of Danes’ job
satisfaction.
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The temperature of the seven factors that affect Danes’ job satisfaction on a scale from 0 to 100.
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INFLUENCE

LEADERSHIP

BALANCE

5.2

Job satisfaction and happiness

E
EFF KT

Our job satisfaction affects our general sense of happiness. The Job Satisfaction Index 2019 shows that if
job satisfaction goes up by 10 points, it affects our happiness level by 5.2 points.
Danes’ happiness level would therefore increase from 75 to 80.2 points if their job satisfaction rose from
72 to 82 points.
The effect of job satisfaction on our general sense of happiness fell from 5.9 to 5.2 between 2017 and 2019.
Our survey does not tell us what this drop is due to, but it could be a relative drop. In other words, something
else that we are not measuring has become more important for Danes.

XX

POINT

Publications

More knowledge about wellbeing and job
satisfaction

At the Job Satisfaction Knowledge Centre, we are constantly working to collect, expand and disseminate
knowledge about topics to do with wellbeing and job satisfaction. Here is an overview of our most recent
publications. You can download them free of charge from krifa.dk/godarbejdslyst/viden-og-udgivelser, where
you will also find various analyses, specialist articles and other inspiration for a good working life.

Trivsel betaler sig

- en undersøgelse om værdien af god arbejdslyst

2019:
Trivsel betaler sig – en undersøgelse om værdien af god arbejdslyst
Organisations can profit enormously by investing in job satisfaction. There is a clear
correlation between job satisfaction and fewer sick days, good health, less stress and
employee retention. In short: wellbeing pays! Kraka and the Job Satisfaction Knowledge
Centre document just that in this report (in Danish), which analyses the value of job
satisfaction for Danish employees – in hard cash.

2019:
Job Satisfaction Index 2019. Your life – your job satisfaction

Job Satisfaction
INDEX 2019

Your life – your job satisfaction

Among other things, the report provides an insight into what is affecting Danes’ job
satisfaction in 2019. You can also find out what it means when we regard our job as
crucial to how we see ourselves. You can read more about eight very different
workplaces, each of which is focusing on improving their employees’ wellbeing and
job satisfaction by targeting their efforts at selected job satisfaction factors.
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MEDARBEJDERTRIVSEL I ET LEDERPERSPEKTIV

2019:
Medarbejdertrivsel i et lederperspektiv - En undersøgelse blandt
ledere i Danmark
Medarbejdertrivsel
i et lederperspektiv
– en undersøgelse blandt ledere i Danmark

© Videncenter for God Arbejdslyst, 2019

- Viden der skaber arbejdslyst

1

Among things, the report (in Danish) provides an insight into how managers in
Danish workplaces prioritise and work on wellbeing and job satisfaction day to day.
It also takes a close look at what managers think is most important in terms of
employees’ wellbeing and job satisfaction.

Viden og inspiration

RAPPORT: Stor undersøgelse af sammenhængen mellem ledelse og arbejdslyst

Rapporten bygger på en stor undersøgelse af, hvad forskellige ledelsesdimensioner betyder for danske medarbejderes arbejdslyst. Resultater og
pointer fra undersøgelsen er fortolket og perspektiveret af en række
ledelseseksperter og –praktikere.

NÅR LEDELSE SKABER ARBEJDSLYST 2018

Når ledelse skaber
arbejdslyst

Når ledelse skaber
arbejdslyst

Ledelse kan nære arbejdslyst og livslyst – og ødelægge begge dele. Ledelse af mennesker
er et meget stort ansvar. Men det er ikke kun et ansvar over for individer. Mennesker er
den vigtigste ressource i vores samfund, og ledelse er derfor også et samfundsanliggende.

The report (in Danish) is based on a comprehensive factor analysis of what
different dimensions of leadership mean for Danish employees’ wellbeing and job
satisfaction. Results and points from the study are interpreted and put into
perspective by a number of leadership experts and practitioners.

Krifa ønsker at være med til at sætte god ledelse på dagsordenen. Derfor har vi bidraget
med viden og undersøgelser til regeringens ledelseskommission. Derfor arbejder vi
for, at der skal lovgives om god ledelse. Og derfor har Videncenter for God Arbejdslyst
udarbejdet denne rapport.
Rapporten giver blandt andet indblik i
• behovet for god ledelse i Danmark
• fire vigtige ledelsesdimensioners påvirkning af danske medarbejderes arbejdslyst
• hvordan man skaber mening gennem ledetråde og retning i en kompleks verden
• hvad det vil sige at tage ledelsesansvaret på sig - også når det gør ondt
• hvordan det står til med ledernes egen arbejdslyst
• om danskerne ville ansætte deres nuværende ledere, hvis de selv
kunne vælge
• hvordan god ledelse kræver tid, refleksion og træning
Nyt i 2018
Vi har i dette tredje oplag udvidet og opdateret rapporten med supplerende cases og ny
viden. Bl.a. kan du læse mere om, hvorfor god ledelse er en god investering, om prisen for
ikke at lytte til medarbejderne, om strategisk og personlig uforudsigelighed hos lederen
– og meget mere.
Eksterne bidragsydere: Alfred Josefsen, Anders Trillingsgaard, Eik Dahl Bidstrup, Eva
Hertz, Helle Hedegaard Hein, Helle Hesselholm Bisgaard, Henriette Søndergaard, Iver
Tarp, Jacob Lejbowicz, Jacob Theilgaard, Johan Bitsch Nielsen, Mads Lindholm, Michael
Andersen, Michael Nørager, Morten Ditmer, Steen Hildebrandt, Tommy Kjær Lassen.

Rapport udgivet af
Videncenter for God Arbejdslyst.

2018:
Når ledelse skaber arbejdslyst
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2018:
Job Satisfaction Index 2018 – The complete person at work
The report takes a close look at Danes’ sense of mastering in working life.
We defined three different dimensions of mastering in the report: professional
mastering, personal mastering and social mastering.
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Colleagues – an important
piece in the puzzle of job
satisfaction
A study of the link between working communities and wellbeing
We are largely defined as people by relationships, and it is partly through our relationships
with others that we become who we are. This is also true in working life and the working
communities to which we each belong.
Therefore, this report takes a closer look at how things stand with Danes’ sense of being
part of a collegial working community. In other words, it is about your, my and our working
life.
The report builds on the knowledge amassed by the Job Satisfaction Knowledge Centre
about Danes’ wellbeing and job satisfaction over a number of years.
THE REPORT PROVIDES AN INSIGHT INTO:
• Danes’ general sense of job satisfaction and being part of a collegial working community
• Three key ingredients in a good working community
• The importance of trust for our sense of being able to master our work
• How things stand with cooperation with our colleagues and our line manager respectively
• Whether, generally speaking, we feel that tasks are allocated fairly in the workplace
• The importance of colleagues for the results we deliver at work
• Who we think ought to ensure that we can use our skills at work
• The extent to which we, as employees, think that we are entitled to be able to work on
what we love

WITH EXTERNAL CONTRIBUTIONS FROM:
Maja Loua Haslebo, Mattias Stølen Due, Mads Lindholm, Christina Busk and
Lise-Lotte Berg.
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