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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 all working
communities and in all workplaces.
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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We ask a somewhat provocative question on the front page: Is meaning really a necessity in a person’s working
life, or is it merely a fringe benefit? In the report you have in your hands, we establish that meaning is anything
but a fringe benefit. It is an absolute necessity for job satisfaction.
The research shows that people who can see meaning in their work are more satisfied both at work and in
general. It makes a great deal of difference to your satisfaction if you really feel you are making a difference for
other people or contributing to a greater purpose rather than if your job is somewhere you go to earn a living.
Lack of direction and meaning
Although quite a lot of people have a meaningful job, our study shows that there are still employees who have
tasks that drain their energy, and who cannot see any meaning or direction in their work.

One question that gives pause for thought is whether, as an organisation, you have a clear definition of your
core task, and whether your employees know how they can contribute to it. It is vital for our sense of meaning
that we, as employees, understand how to contribute to the organisation’s overriding objective. In order to
ensure this, the boss must be able to exploit the employee’s potential. But it is also worth pondering whether
wellbeing and meaning are the prerequisite for being able to deliver a piece of work. Or whether in fact
wellbeing and meaning come about when we bring our competencies to bear on the core
task.
We are complete people
I do not want to supply the answer, simply conclude that we at Krifa take the
whole of working life very seriously. We are not two people, one when we are
at home with our family and one when we are at work. It is therefore vital that
we advise the whole person. What happens at work affects us at home too,
and vice versa. This is the essence of a working-life movement.
I hope that this report will give you a whole new perspective on why meaning
is such an important factor for your job satisfaction. We invited a number of
experts to join us around the table and each of them gives their opinion.
Pooling their knowledge with our research throws new light on meaning as an
absolute necessity in working life.

Søren Fibiger Olesen
President
Krifa
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Summary

Summary

Meaning comes top
Not everyone is vouchsafed a job that gives them a sense of meaning.
But meaning has proved to be a very necessary factor if we want to have
and maintain job satisfaction. Since 2015, we have asked around 25,000
Danes about what is important in their working life. And Danes are in no
doubt. Meaning comes right at the top.

MEANING IS IMPORTANT TO DANES
Danes need to be able to see meaning in their work. We are
concerned with four dimensions of meaning in our
research. They are inner meaning, greater meaning,
organisational meaning and collegial meaning. The report’s
findings clearly show that inner meaning is very important
in terms of job satisfaction.
If you feel that you can be yourself at work, that you are
professionally competent and can use your skills, you feel
happy. If you can also see the point of the decisions taken in
your workplace and you can understand the course set by
management, you feel happy too. But several researchers
in the report indicate that greater meaning will be of very
special importance in the future. We want to make a
difference for other people and contribute to a greater
purpose.
IMPORTANCE OF PSYCHOLOGICAL SAFETY FOR
MEANING
In the report, we also give a perspective on the importance
for the organisation of psychological safety1 being high or
low. There is a correlation between having a sense of
meaning and job satisfaction, and employees being free to
say what they think and ask questions, and daring to make
mistakes. Here, we give perspectives on how to ensure a
high degree of psychological safety in Danish workplaces.
If we go about things with curiosity and in a spirit of inquiry,
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1 Edmondson A., 2012
2 See the article entitled “The art of asking powerful questions” on page 64

and ask the right questions, we will inevitably increase our
chances of feeling a sense of meaning and being able to
see direction in our work2. This makes demands on good
managers. We challenge the reader with new perspectives
on why vulnerability, curiosity and courage will be particularly important leadership skills in the future.
MEANING IS A JOINT RESPONSIBILITY
We largely assign responsibility for meaning to ourselves
and our boss, but our colleagues also have an impact on
whether we feel a sense of meaning in our working life.
There has, for example, been a great deal of upheaval in
Denmark since Covid-19 struck. This has led to some of
us not seeing our colleagues for a long time. And
colleagues in particular are important in terms of our job
satisfaction. Our colleagues have a positive impact on
our everyday life – both professionally and socially. So it
is not just wishful thinking when you sit at home missing
your colleagues. Because we show that being surrounded by good colleagues and communities is important for
your sense of meaning.
In this study, we asked a representative sample of 2,148
Danes 50 questions about their sense of job satisfaction,
meaning and psychological safety. You can find out
more about this in the section entitled “What we did" on
page 77.
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Overview

Overview

A look at the findings
We want to give you, the reader, the best possible overview of all the report’s
findings. So here is a little teaser to arouse your curiosity. We hope you will use
the overview to find out more about the subjects you are interested in.

MAKE A DIFFERENCE AND FEEL A GREATER SENSE
OF MEANING
Fifty-one percent of Danes just go to work to earn a living.
So more than half of Danes feel that their pay is merely a
means of earning their daily bread. Similarly, 10 percent
reply that they contribute to a greater purpose either not
at all or only to a small extent, and 13 percent do not feel
that they make society better. We can see that there are
problems for young people in this respect. Get a perspective on what making a difference in society really means
for young people, and how, as a manager, you can provide
the conditions for them to feel motivated. Also read about
the importance of greater meaning for the employees of
Sinatur Hotel & Konference, and how you, as a manager,
can lead Generation Z, who want wholeness, meaning and
relationships in their job.
Read more on pages 20-29.
HIGH MEANING IS HIGH MOTIVATION
The analysis shows a very strong link between feeling a
sense of meaning and at the same time feeling happy and
being motivated in your job. But 39 percent of Danes only
feel to some extent that their primary tasks energise
them, while 44 percent feel that they can only see the
point of the changes that happen in their workplace to
some extent. Find out the importance of being able to
make decisions about our work ourselves, having the
right skills to do the job, and being surrounded by healthy
relationships.
Read more on pages 30-33.
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IS THE EMPLOYEE OR THE BOSS RESPONSIBLE FOR
MEANING?
More than 25 percent of Danes believe to a large or very
large extent that it is the boss who has to create meaning
in their working life, but who is really responsible? Does
the responsibility for an employee’s sense of meaning in
their working life rest with the boss, with the employee or
with their colleagues? The analysis shows that 15 percent
of Danes feel that the boss is able to communicate clearly
what tasks are to be performed in the department to a
small extent. This challenges the employee’s sense of
meaning and makes it hard to perform the core task. Find
out what you yourself can do as an employee or manager.
Read more on pages 34-43.
CAN YOUR WORK HAVE TOO MUCH MEANING?
Our study shows that people who go to work merely to
earn a living have a lower job satisfaction temperature
than those who feel they are making a difference. But
does there have to be a balance in order to prevent
burnout? Find out too whether your colleagues can make
a difference to your job satisfaction and maybe recharge
your batteries.
Read more on pages 44-45.

WHEN COLLEAGUES = JOB SATISFACTION
Our colleagues have an impact on our job satisfaction
and our sense of meaning. Our analysis shows that
employees who are not part of a team or only work in
small teams have a lower temperature for meaning than
employees who belong to teams of more than 20 people.
We also know from research that close relationships in
working life affect our motivation and ability to perform.
Find out how you can strengthen good communities.
Read more on pages 46-47.
WHEN INSECURITY STANDS IN THE WAY OF MEANING
Forty-one percent of Danes feel either not at all or only
to some extent that they can safely ask questions in all
contexts, and more than half of Danes feel either not at
all or only to some extent that it is okay to make
mistakes at work. If we feel insecure, we are also afraid
to make mistakes. And mistakes are an unavoidable
part of life if we want to be innovative and develop as
human beings3. Get a perspective on how psychological
safety affects your job satisfaction and sense of
meaning. And read exactly how energy company SEF
A/S is working on psychological safety. Find out too
how the town council, chief executive and municipal
employees in Mariagerfjord Municipality have collaborated on a strategy for working on psychological safety
over the next three years.
Read more on pages 48-59.

3 Edmondson, A., 2012, and Bøgelund, R., 2019: 115

WHEN DOUBT AND VULNERABILITY ARE NOT A
WEAKNESS
Our analysis shows that almost half of employees either do
not feel they have a direction for their work, or at any rate
only to a small or some extent. It can be frustrating when
the boss does not always have an answer ready. But here
you can get the view of leading experts on how we can turn
doubt and vulnerability into a strength, giving us authentic
managers and healthy relationships in our organisations.
Find out too how to ask powerful questions as a manager
instead of always having the answers ready. And read a
senior manager’s thoughts on how the quality of courage
makes us grow as people, enabling us to contribute to the
organisation’s purpose and have a sense of meaning in our
work.
Read more on pages 60-67.
MEANINGFUL ORGANISATIONS OF THE FUTURE
According to the analysis, 14 percent of Danes cannot see
the point of day-to-day decisions at all, and 22 percent
cannot see the point of the major changes in the organisation.
This offers food for thought, because if you are unable to
see the point of your work in the organisation, our analysis
and other relevant research in the area show that it is hard
to find the motivation to keep going. Get an idea of how
organisations of the future might get to grips with structures that frequently limit people’s sense of meaning. Here,
the power to make decisions rests with the employees in
organisations with fewer or no managers.
Read more on pages 68-71.
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Contributors
A number of experts contribute perspectives and interpret the study findings in the report. This gives you, the reader, a broader and more nuanced
understanding of the subject.

CECILIE ERIKSEN - PhD, philosopher and lecturer

JOACHIM MEIER - Business psychologist at CLAVIS and PhD fellow

Since 2003, Cecilie Eriksen has been writing and editing anthologies such as “Selv
realisering – kritiske diskussioner af en grænseløs udviklingskultur” (2005, with Svend
Brinkmann), “Det meningsfulde arbejdsliv” (2007) and “Ulydighed og etisk dynamik”
(2013). She is co-editor of the “Moderne arbejdsliv” book series. Her latest book,
“Løgstrup og tilliden” (Klim), has been co-authored with Anne Marie Pahuus and will
be published in autumn 2020.

Joachim Meier has an MSc in Psychology and an MA in Journalism. He has contributed
to several books and articles focusing on the existential, paradoxical and ethical
dimensions of leadership and modern working life. Among other things, he contri
buted to the Management Book of the Year 2018, “Lederen mellem tvivl og
handlekraft”.

LARS SANDER MATJEKA - Board member and management consultant

ANDERS MOESGAARD JACOBSEN - Officer in the Danish military

Lars Sander Matjeka was most recently CEO of Aller Media and has worked as a
marketing and communications director in the IT industry, as well as a director in a
content marketing bureau. He also sits on the board of the Danish Management
Society (VL). In the report, Lars gives his view on who is responsible for the individual
employee having a sense of meaning in their working life. He also offers a perspective
on the role played by courage and vulnerability in our sense of meaning.

Anders Moesgaard Jacobsen is a qualified tactical officer and works for the Danish
military in that capacity. He also has an MSc in Political Communication and Leadership,
as well as a BSc in Economics, Business Administration and Philosophy. Together with
Joachim, Anders gives a perspective on the vulnerable manager who dares to doubt.
A manager who can bring meaning to working life for the individual employee for that
very reason.

EMILIA VAN HAUEN - Cultural sociologist, board member and writer

JACOB ALBERTSEN - BUSINESS PSYCHOLOGIST, OWNER OF LEDERTID.COM

Emilia van Hauen is a cultural sociologist with an MSc in Sociology and BA in Business
Administration and Marketing who writes for the national media on a regular basis. She has
written a number of books, including two bestsellers, and is often used as a commentator
and speaker both in Denmark and abroad. She sits on a number of boards, including
Messecenter Herning. Emilia gives a perspective on the importance of meaning for young
people and how to manage them in such a way that they find meaning in their working life.

Jacob Albertsen is the founder of www.ledertid.com, where he develops events and digital
learning for managers. He is also a qualified psychologist and has been working on
organisation, manager and team development since 2010. In the report, Jakob highlights
some of the dilemmas that can place obstacles in the way of meaning.

THOMAS JOHANSEN - Senior consultant and partner, MacMann Berg

MADS BAB - Management consultant, owner of Gnist and Humanai

Thomas Johansen, who has an MA in Education, is an experienced consultant and has been
teaching on MacMann Berg’s leadership and consultant courses for many years. He is the
author of a large number of articles and books on leadership, most recently: “Bæredygtig
organisations- og forretningsudvikling – en praksisbog om at stille kraftfulde spørgsmål”.

Mads Bab has been advising organisations for more than 20 years, as well as being a
regular sounding board for management teams when it comes to ensuring agility,
sustainable performance and high job satisfaction. Mads, who has written several
books on the subject, is a lecturer and regular teacher at Aarhus University.

THOMAS SPECHT - Senior consultant and partner, MacMann Berg
Thomas Specht, who has an MPhil in Ethics and Value Theory, is an experienced consultant and has been teaching on MacMann Berg’s leadership and consultant courses for
many years. He is the author of a large number of articles and books on leadership, most
recently: “Bæredygtig organisations- og forretningsudvikling – en praksisbog om at stille
kraftfulde spørgsmål”.
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MEANING IS NOT SIMPLY MEANING
If we break the meaning factor down, we can see that the
concept of meaning is made up of four dimensions, inner
meaning, organisational meaning, collegial meaning and
greater meaning:
INNER MEANING – EFFECT 4
Based on Danes’ answers, we can see that a sense of
inner meaning is very important in terms of job
satisfaction. So if you feel that you can be yourself at
work, that you are professionally competent and that
you can use your skills in your job, you will experience a
high degree of inner meaning.
ORGANISATIONAL MEANING – EFFECT 3.9
We can also show that organisational meaning is very
important in terms of job satisfaction. In practice, this
means that you feel greater job satisfaction if you can see
the point of the decisions that are made in your organisation, and if you agree with its ethos. But it also means
that you must have a clear direction in your work and be
able to contribute to the workplace’s overriding objective,
or your organisational meaning will be challenged and
drop in temperature.
COLLEGIAL MEANING – EFFECT 1.4
If you feel collegial meaning, you have a sense of
collegial community, with colleagues making a
professional and personal contribution to each other’s
everyday life. Based on the results of the analysis, we

can conclude that collegial meaning is not as important
in terms of job satisfaction as organisational meaning
and inner meaning. That does not mean that the
dimension is insignificant, but it does mean that inner
meaning and organisational meaning carry more
weight with Danes and are therefore more important
in terms of overall job satisfaction.
GREATER MEANING – EFFECT 0.5
Greater meaning only has an effect of 0.5, which is
much lower than the other dimensions. This may seem
surprising, as we often say that our job has to have a
greater meaning, and that we have to be able to
contribute to a greater purpose and make society a
better place to be.
WHAT IS CLOSE IS MOST IMPORTANT
But when we look at Danes’ answers, it is not greater
meaning that stands out. We can only assume that what
is close plays a greater role in the desire to go to work.
We personally being able to see the point of our job, and
having a clear and unambiguous direction in our work, is
more important in terms of our job satisfaction than
contributing to a greater purpose in society. However,
we cannot neglect the individual dimensions regardless
of their differing effect. It would also be unwise for a
manager or HR officer to only prioritise the measures
that have the greatest impact on job satisfaction, as all
four dimensions of meaning affect overall job satisfaction. In this report, we provide a nuanced picture and
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INNER
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look at all the dimensions of meaning, including greater
meaning. Cultural sociologist Emilia van Hauen, for
example, points out in the report that greater meaning
will be very important in the future, especially among
young people.
As you will also see in the report, it can be difficult to
decide whether inner meaning or organisational
meaning, for example, is in play, or whether the sense of
meaning is due to several dimensions interacting at the
same time. So you personally may also find that several
dimensions of meaning are in play at the same time in
your job. Together, they make up your overall sense of
meaning in your working life.
TEMPERATURE
The temperature tells us how things stand, generally
speaking, with job satisfaction and the meaning factor
among employees in Danish workplaces. Temperature
in this case will be calculated on the basis of a number
of questions about job satisfaction and meaning. There
might, for example, be a temperature for questions like
“To what extent do you feel your job is meaningful?” or
“To what extent do you feel motivated to go to work?”.
We assess temperature in points on a scale from 0 to
100.
EFFECT
Effect tells us what is important in terms of job satisfaction. We know from our analyses that the meaning
factor has a large effect on job satisfaction. Effect
therefore expresses how much influence a given factor
has on job satisfaction. If we raise the temperature for
inner meaning by 10 points, overall job satisfaction
increases by the effect of the factor in question.

To take a theoretical example,
Jan is an employee with overall job
satisfaction of 70 on a scale of 0 to 100
and a sense of inner meaning of 50. In the next
survey, Jan has a new manager, who has given Jan
recognition for his great professional and social
contribution to the organisation. This has given Jan a
greater sense of inner meaning in his job. As a result, Jan
reports a temperature of 60 instead of 50 for the inner
meaning factor. According to our survey, inner meaning
has an effect of 4 points. This means that Jan’s overall
job satisfaction has risen from 70 to 74.
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Introduction

When your job gives meaning
Meaning in working life has not always been a matter of course. And what
gives meaning for one person does not necessarily do so for another. The
meaningful working life is up for debate, but we are seeing a trend towards
“we” becoming more important than “me first” in the future.

By Cecilie Eriksen, PhD and
philosopher
There are ancient religious myths and
utopian science fiction that depict a
life where people do not have to work.
But in the real world, work has always
been a loyal companion. Nowadays,
being able to talk about a meaningful job is a matter of
course. Among other things, the National Research
Centre for the Working Environment carries out biennial
studies in which Danes are asked whether they have a
sense of meaning in their working life. The replies show
that most people have a great or even very great sense
of meaning and engagement in their job4. The research
carried out by the Job Satisfaction Knowledge Centre
supports the same conclusion. “Work” and “meaning”
have not always been natural bedfellows in European
culture, however.
THE WORK CONCEPT’S INTELLECTUAL HISTORY IN
EUROPE
It has taken several thousand years of intellectual
development for the two concepts of “work” and
“meaning” to be put together at all. If we travel back
nearly 2,500 years in time to the cradle of European
civilization to carry out a working environment study
and we ask an ancient Greek farmer to say whether he
feels “a low, high or even very high degree of meaning
in his work”, he would just look blank. For an ancient
Greek, being asked how meaningful their work is
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4 NFA 2018: 15

makes as much sense as being asked how often they
use a round rectangle.
The explanation for this is that all words for “work” in
the European languages come from a word that means
“labour”. In other words hard physical effort that
results in pain. In Ancient Greece, the word “work”
referred exclusively to different forms of physical and
manual work. If you were a politician, priest, artist,
philosopher or soldier, for example, what you did would
not fall within the concept of work. Physical and manual
work were, to be sure, regarded as a necessary evil and
a means of survival, but work in itself was seen as
meaningless, enslaving and ignoble. Things have since
changed radically.
THE PRESENT CONCEPT OF WORK IS COMPLICATED
The concept of work went from having a narrow,
instrumental and overwhelmingly negative meaning in
antiquity to absorbing more and more areas and
meanings over subsequent centuries. These days, the
word “labour” also covers “paid work”, “voluntary work”,
“housework”, “garden work”, “intellectual work”, “creative
work” and “work on self-fulfilment and self-development”.
Our current concept of work also includes all the different
and sometimes conflicting values and meanings assigned
to work throughout history. Work can, for example, be
seen as a grind and pointless waste of life. It can also be
seen as a civic duty, something that “ennobles”, some-
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thing that is its own reward, and something that you
carry out yourself and get your identity from. So when we
talk about work today, we are dealing with a concept that
is both very broad and highly complex in terms of
meaning.
A MEANINGFUL WORKING LIFE IS THE IDEAL
The ideal for working life today is that you find a job that
is meaningful and extends beyond you personally, but
also enables you to fulfil yourself. It is no longer good
enough for your job to simply put bread on the table.
Many Danes also demand that the work itself must be
perceived as meaningful5.
Studies have been carried out not just into whether people
perceive their working life as meaningful, but also into
what they now define and perceive as meaningful. The
picture painted is a varied one.
MEANING IS INDIVIDUAL
By far the majority of people feel a sense of meaning in
their working life through a sense of community and
being together with good colleagues. But factors like
being of service in society, doing pioneering work, earning
good pay, being able to develop professionally or
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5 Larsen, 2002
6 Bains et al., 2007; Ravn, 2008

personally, having varied work, being able to use one’s
talents, gaining promotion, having responsibility and
influence on the work, acquiring status in society through
your job and creating high-quality products/services are
also some of the things that give employees a sense of
their work being meaningful6.
MEANING FOR THE “THUNBERG GENERATION”
It is also relevant to note – particularly for managers,
who have to help create the conditions for employees
to feel motivated – that what is meaningful for one
employee may not be so for another. Some people
become demotivated if they can no longer see an
opportunity to gain promotion and earn a bigger pay
cheque. Others are not so concerned about their pay,
but very much need to be able to see how their work
tasks benefit society.
My guess is that when the “Thunberg generation” takes
over the labour market, the “greater purpose” will end
up playing a key role. If their work is to be perceived as
meaningful, many of them will need to see how their
job can help solve or improve the world’s current
problems with regard to the environment and inequality,
for example.

BEWARE OF MEANINGFUL PITFALLS
If we focus on what we each perceive as meaningful,
we can end up missing a number of supraindividual
frameworks that are the conditions for meaningful
work. These include factors like workplace culture,
legislation, leadership, economy, environment and
social matters.
Management is responsible for providing the right
framework and conditions for the job. If an employee is
not given sufficient resources or time to do their work
properly, for example, or if the job results in physical
injury, the meaningfulness of the job will be undermined7. The coronavirus crisis shows that a job’s
meaning also depends on the context in which it is
done. Before the crisis, it was meaningful for educators
to bring preschool children and the elderly together in
day nurseries in care homes, for example. It still makes
sense, of course, but during the crisis it puts the old
people in mortal danger, and it is more important to
avoid that than to reduce social isolation and give
mutual pleasure for a few hours a week.
WHEN MEANING DEVOURS TIME
Another pitfall in the current ideal of meaningful work
is that what we perceive as meaningful can easily end

7 Willig, 2009; May et al., 2014

up swallowing too much of the rest of our life precisely
because we see our job as a vocation. In this case, our
job can devour the time we should have spent on
family, the time to be active in a political party, to be a
befriender, to play music, to be a team coach, to read
the newspaper or to go dancing. The danger is,
therefore, that a meaningful working life will undermine the chances of living a meaningful life.
We should therefore consider what work means for us
today and discuss what role our work should play in the
future.
See supplementary bibliography.

In what follows, the report examines some of the
nuances of meaning that are part of our working life.
Among other things, the report goes into depth
regarding who is responsible for the individual feeling a
sense of meaning in their working life, whether we are
entitled to meaning at all, and the conditions and
factors that have to be in place for meaning in work to
come about.
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TEMPERATURE AND EFFECT
ON GREATER MEANING
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According to our analysis, more than half of Danes are primarily driven by
earning a living, and we can show that they have a significantly lower meaning
temperature than people who go to work to make a difference.

We know from other research8 that people who can see
meaning in their work are more satisfied both at work
and in general. It makes a great deal of difference to your
satisfaction if you really feel you are making a difference
for other people or contributing to a greater purpose
rather than if your job is somewhere you go to earn a
living9. But the study also shows that greater meaning
does not have as large an impact on job satisfaction as
the other dimensions of meaning. We will explore this in
future sections.
MAKE A DIFFERENCE
We are, however, able to show based on the analysis that
more than 50 percent of the respondents see their work
as a job where they go to work to earn a living. We are all
dependent on pay in order to cover our bills and rent.
Based on the analysis, we can show that employees who
feel they make a difference for other people in their job
have a much higher job satisfaction temperature than
those who only go to work to earn a living.
Organisations may be failing to focus on what contri
bution the individual makes to the greater purpose. This
could be reason for a dialogue with the employee
regarding the contribution they make to the organisation.
Because it can be difficult to see the greater meaning if
the organisation with the boss at its head has not
communicated its core task and how it contributes to
solving challenges in society.

SEE YOUR JOB AS A VOCATION AND GET LIFE
SATISFACTION
People who see their job as a form of “vocation”10 enjoy
much greater job and life satisfaction than those who
primarily go to work in order to earn their livelihood.
Our analysis supports the theory that job satisfaction
increases when you make a difference for people and

THE TEMPERATURE OF JOB SATISFACTION
IS MARKEDLY HIGHER AMONG PEOPLE
WHO SEE THEIR JOB AS A VOCATION

84

8 Wrzesniewski, A. et al., 1997
9 Ibid
10 Ibid
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Danes feel they have a high degree of GREATER MEANING in their job.
It is not as important in terms of job satisfaction as the other dimensions
of meaning, however.

do not simply go to work to earn a living. Thus, the job
satisfaction temperature tops 84 for people who see
their job as a vocation where they make a difference
for others. Conversely, the job satisfaction temperature
drops right down to 67 for Danes who only go to work
to earn a living.
If you see your job as a vocation, it does not necessarily
have to be because you hold a big executive post or are
secretary general of a humanitarian organisation.
Research shows that a sense of vocation is equally valid
for refuse collectors or cleaners in a hospital. The refuse
collector can have the outlook that they go to work in
order to make the environment a cleaner place to be,
and that the local authority is unable to do without their
work. Getting up every day and making a difference in
society gives them a sense of satisfaction and pleasure11.
Similarly, research by Wrzesniewski shows that job and
life satisfaction increase if you redefine your work as a
cleaner in a hospital. You can choose to see your work as
a job where you go purely to earn a living. But you can
also choose to see that your work makes a difference
for people in a difficult situation. With this attitude, you
will feel much greater life satisfaction12.

My job is a vocation
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CREATE YOUR OWN JOB
But maybe you simply feel that the job you are currently
doing is not your dream job. It is of interest in this context
to delve a little deeper into the term “job crafting” as
Wrzesniewski defines it. In its basic meaning, job crafting

11 Wrzesniewski, A. et al., 1997
12 Ibid

is about creating your own job based on the prevailing
conditions. Can you, as an employee, change elements of
your job? Can you focus on specific areas in particular? Or
can you change your interactions and relationships with
the rest of the organisation slightly so as to take account
of the areas and skills you love? According to Amy
Wrzesniewski’s research, managers can make a specific
difference here by encouraging employees to reflect in
this way and consider how else their job could be
performed while they continue to perform the job’s
necessary role.
IT IS ABOUT ATTITUDE TOO
So it is not purely about what job you have, but your
attitude to the job. Do you only see the job’s immediate
content, or do you see the contribution you make to a
greater purpose with your work?
One question to reflect on might be whether you as an
organisation have defined your core task, and had a
dialogue with the employees on how they can each
contribute to it and the difference they can make with
their work so as to provide meaning.
An unconditional focus on creating greater meaning
may, perhaps, be out of proportion too. We can run the
risk of our identity primarily coming from our work. We
will enlarge on this in the section entitled “When you
are married to your job” on page 44.
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Case

Sinatur Hotel & Konference
works for a greater purpose
An ambassador corps aims to ensure that Sinatur Hotel & Konference lives up
to the Global Goals and runs hotels in tune with nature. In other words, the employees are working for a greater purpose.

It is very important to Sinatur Hotel & Konference that its
employees should love working there. Job satisfaction
should be based not just on good working conditions and
lovely surroundings, but also the joy of working for a
greater purpose.
The hotel has set itself the concrete objective of the hotel
chain being recognised as “best for the world” by 2030.
This is an ambitious goal that will require a large number
of measures to educate both employees and guests in
putting nature first in everything they do.
CHANGE AGENTS TAKE EMPLOYEES BY THE HAND
The hotel chain has trained an ambassador corps that
takes employees by the hand and helps turn the
strategy into concrete action. The change agents are
intended to ensure that knowledge about sustainability
and social responsibility gets into every nook and
cranny, but they also have to help engage employees
and guests in thinking in a new way. Because changing
to more sustainable development demands new
thinking.
“It isn’t the ambassadors’ job to motivate colleagues,
since there is no need for that,” says Kari Brandsgård,
General Manager of Haraldskær Sinatur Hotel &
Konference. “Our employees really want to make a
difference. But there are a lot of us, and it is vital that
we pull in the same direction and tell guests the same

story at all six Sinatur hotels. With a good handful of
ambassadors from all areas at each hotel, it is also
easier for us to grab the ball when employees get ideas
for new sustainable measures.”
CARBON-POSITIVE HOTELS
The objective is for Sinatur hotels to be carbon positive
by 2030. In other words they will have to extract more
CO2 from the atmosphere than they themselves emit.
Among other things, this is to be achieved with the
assistance of their own wind turbine and their
475-hectare wood. The hotel chain also aims to be
water neutral, with all products having to be from
certified and sustainable businesses. It is an ambitious
programme that has a special impact on the
employees
SENSE OF AUTHENTICITY
Hanne Hansen, who is in charge of the cleaning department, is enthusiastic about the vision. She thinks it is quite
unique that the vision is being turned into concrete
measures and action, which spread like ripples in a pond
– beyond their own hotels too.
It also gives her a sense of authenticity, because the hotel
chain has been working credibly on sustainability and
green change for many years. Now the action has simply
been stepped up.

We impose sustainability and certification requirements on our suppliers,
and we make a huge effort to communicate this to our guests. As employees, we are constantly being given the opportunity to share and
acquire new knowledge, and turn it into reality. It feels meaningful and
engages me in my job.
Hanne Hansen, Cleaning Manager

Kari Brandsgård, General Manager of Haraldskær Sinatur Hotel og Konference

Sixtus Sinatur Hotel & Konference
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Young people seek meaning
in their job
Young people aged 18-34 do not feel they are contributing to a greater
purpose in their job to the same extent as some of the other age groups in the
analysis. But we can expect young people to demand more meaning in the
future. Because they have a vision they can see themselves in.

By Emilia van Hauen, cultural sociologist, board member and writer
Today’s young people are the children
of parents who inquired what their
children meant, what they felt, and
what they wanted with all they did and
all they were throughout their childhood and adolescence. So it is logical for them to now
take the same habits with them into the workplace,
which is making new demands on colleagues and
managers alike.
YOUNG PEOPLE WANT SUBSTANCE RATHER THAN
PRESTIGE
“He may well work in a top-flight consultancy, and I
know he worked his socks off to get the job, and lots of
other able young people were after his job, and it went
great and he got it – but if all he does is put pens, pads
and coffee out for the partners’ meetings, and copies
the reports they are going to talk about instead of
helping to write them himself, then there’s absolutely no
point!”
So said my young assistant to me the other day when
we were talking about what drives young people. She
was talking about an acquaintance who was envied by
his friends for having landed the ultimate prestige job,
a job that actually turned out to be an endless morass
of “boring triviality”. In other words, the job would look
great on a CV, but in reality it was stifling his creativity
and energy under a thick layer of dry dust.
YOUNG PEOPLE IN THE FUTURE WILL WANT MEANING
He soon moved on for that very reason. Which is a
greater loss for the organisation than for him. If, on the
other hand, you think: “Relax. We all did jobs like that
before getting the interesting assignments!”, then it is
highly probable that you were born before 1980.
Because baby boomers (born 1946-1960) and Gen Xs
(born 1961-1980) grew up in different circumstances,
which forced most people to sign up to the existing
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systems, with there being no good alternatives. As the
analysis from the Job Satisfaction Knowledge Centre
shows, a whole 51 percent of Danes see their job as
somewhere they go to earn a living, while just 31
percent see it as a vocation, and 18 per cent as a career.
This article will show why we can expect these figures
to shift towards a demand for more meaning in the
future. Young people’s circumstances have changed
decisively, and one of the reasons for this is their
parents.
THEY HAVE BEEN TRAINED TO BE CONSCIOUS
Young people today are the offspring of parents who
wanted to have a personal relationship with every
single child. The Danish Centre for Youth Research at
Aalborg University talks about a changed relationship
syntax between parents and children. They do not see
themselves as being in a traditional parental role 
(an object), but as a person who wants to relate
independently to the child as two subjects who come
together in a relationship. This means that the
hierarchy is being broken down to a much greater
extent than previously seen.

analysis shows that only 10 percent of people in all the
age groups on the Danish labour market feel that they do
not contribute to a greater purpose, with a further 13
percent feeling that they do not make society better.
The fact that the majority of Danes feel a sense of
meaning in their job is really great news.
A BROAD HINT
But if we look at young people, it is clear that they do not
have a sense of helping to make society better. We see
significant differences between the 18-34 and 55-65 age
groups in this respect. This may, of course, be linked to
the fact that the tasks and jobs you can have as a
younger person do not carry as much responsibility as
when you are older. Even so, it is a big hint to managers
and workplaces to either incorporate different tasks or to
coordinate expectations better with young people, which
may help to create more meaning.
YOUNG PEOPLE WANT TO HAVE A VISION
It goes without saying that most people would like to
have a sense of meaning in their job. But in the past it was
only a requirement for a small number of privileged
individuals. Nowadays, both the opportunity and the
expectation are there for young people because the
labour market has changed so much. In the USA, more
than half the labour force are independent freelancers,
and the trend is heading in the same direction for young
people in Denmark. This means that the workplace and
managers must be able to offer a vision that young
people can see themselves in.
YOUNG PEOPLE WANT TO WORK IN NEW TYPES OF
COMMUNITY
Young people want to work in new types of community
that differ from the traditional communities, which are
hamstrung by hierarchies, authorities, systems, KPIs
and the bottom line. We call these new communities
neo-tribes and they are based on the following values:

Voluntariness, Passion, Interest, Initiative, Creativity,
Openness, Diversity and Trust.
Many organisations are built around the self-same
principles as the new types of community. They are
characterised by self-leadership and space for co-
creation. So, if you are a manager, you must not place
yourself high up in the hierarchy, but centrally. The
manager has to be in the middle of everyone and
everything, making them central to creativity, relationships, groupings, ideas, etc. The manager’s most
important task is therefore to bring the right people
together with the right ideas and provide the best
conditions for creativity and development to happen.
GUIDING PRINCIPLES LIKE FEELINGS AND SOLIDARITY
This form of leadership has some definite advantages,
as it opens the way for binding collaboration and
therefore voluntary movements. Combining the new
communities with a degree of mutual mentoring in the
workplace, with the generations learning from each
other, provides fertile soil for a living working community.
Feelings, purpose and solidarity are therefore the three
most important guiding principles that you have to
follow as a manager and a workplace if you want to
create a working environment that young people feel
inclined to be part of and would recommend to others.
In the future, retention will not be about staying in the
job for a long time, but more about the employee finding
their own successor because it is a great place to work.
And, at a later date, the employee will come back to the
company with a whole new skill set.

The living communities will be reflected in young
people’s education choices. As you will see in the next
section, feelings and purpose play a key role in the
career choice of a young musician.

Many families live in what is called a family democracy.
In this arrangement, the children are trained to be
active participants in all decisions, and they are heard
and seen, as well as being made to feel that they are
valuable members of the group. This continues at
school, where they are also made to feel that they are
important members of society. The relationship is ruled
by feelings rather than reason and logic, and it is
feelings that children and young people are trained to
be conscious of. From when they were small, they have
been asked questions like: “What would you like to do?
What do you feel? Who are you? Who are we together?”.
This is a marked change of focus in experience.
YOUNG PEOPLE WANT TO MAKE A DIFFERENCE
If we change the way we raise children and focus on
wanting to make a difference, it is hardly surprising that
young people seek meaning. The Knowledge Centre’s
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Case

There has to be a wow factor
in your working life
Ninna Morsing is a trained musician at the Royal Academy of Music in Aarhus
who gives intimate concerts for intensive care patients in collaboration with
Aarhus University Hospital, a project that provides meaning and a big wow
factor13.

It was not a foregone conclusion that Ninna would
pursue a career as a professional musician. She certainly
grew up in an environment where music was a big part
of life, but it was as much about togetherness and
solidarity as anything. She was therefore educated at
grammar school, where she achieved good grades,
enabling her to follow any path. Music won through all
the same, and she discovered that she wanted to take it
much further. Seven years on and Ninna is well on her
way as a professional musician. How come? Because
she held on tight to the big WHY:
“I’ve always asked myself why I’m here, and what I want
with what I do. Which also means I’d like to know where
I want to take things, and where I can see myself in five
or ten years.”
YOU HAVE TO BE ON FIRE
Ninna is in no doubt that you have to be on fire, and she
has to feel a passion if she wants to remain committed
to her work. This does not mean that the passion is in
every task and permeates your entire life. But there
have to be moments where you can say to yourself:
“Yes, this is great.” Which also makes it easier to perform
your slightly more dreary and boring tasks.
Ninna has always been in search of an arena where she
could use her abilities and at the same time do something good for other people. When she agreed to take
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13 A lso read the article entitled “Mastering is not a solo performance” on page
37 of the 2018 index report, “The complete person at work”.

part in the collaboration between the Royal Academy
of Music and Aarhus University, she felt that she could
make a meaningful difference for people who were in a
very difficult and stressful situation. Intimate concerts
for intensive care patients gave her the opportunity to
provide a meaningful one-to-one experience where
she really felt that she was making a positive difference
for others. That gave her a deep sense of inner
satisfaction.
CLOSENESS GIVES MEANING
Intimate concerts are markedly different from all the
other concert experiences that Ninna has been able to
give her listeners. When she appears more conventionally on a stage, there is a boundary and a gap between
her and the audience. In the hospital, she could play a
concert for a single person. An amazing experience.
She could respond precisely to the individual listener
and adapt the concert to the needs of that one person:
“When you play for 50-500 people, you take a scattergun approach. Here I could target and refine, and
provide exactly what my listener needed right then.”
MAKE A DIFFERENCE FOR SOMEONE
She feels that it is nice to know that she can really
make a difference with her art and be recognised for it.
And it is nice that this can be done for people who
really need it. They are given an experience, but they
actually get better too, which gives her great personal

satisfaction. Some start to cry, while others open up
about their life story and talk about the old days. What
they all have in common, however, is that they get a
positive lift from the musical experience.
THE MEANING CAN BE LOST
Courses at the Royal Academy are highly individualised. It
is an opportunity that few have, and it is difficult to get in.
At the same time, it is something that most students have
been dreaming of and battling towards for many years.
This can leave its mark on the culture, with the result that
the meaning gets lost along the way:
“I’m together with lots of different young people, of course,
each of whom has fought to get onto their dream course.
It is both an individualised culture and a culture characterised by engaged people, from whom I learn a lot. They
involve themselves in both society and people. I’m also
gaining an insight in how you can practise becoming good
leaders for others through music.”
BRING YOURSELF TO THE TABLE
Ninna has seen many students, not just from the Royal
Academy, but from many other education programmes

too, who have forgotten the big WHY, and the reason
they are actually there, in the course of their studies.
For some, it may have been a positioning project,
where at some point they can no longer see the greater
meaning and ask themselves: “Oh, is this really what I’m
going to do for the rest of my life?”
Therefore, very early on in her studies, Ninna realised
that she had to contribute and bring something to the
table herself if she wanted to preserve the inspiration
and meaning in her working life. She is unable to see
herself in a 9-to-5 job. Her freelance career began back
when she entered the Royal Academy seven years ago,
and she has always tried to bring herself into play and
see herself as broadly as possible with lots of different
types of collaboration partner, with different disciplinarities being involved.
Ninna belongs to Generation Z, who demand things
from their job that we have not seen before. In the next
section, you can gain an insight into how to create the
best conditions for feeling motivated.
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How to manage the creative
Generation Z
We are seeing a more unbridled creativity and a showdown with traditional
gender role patterns. Generation Z want wholeness, meaning and relationships
in their job. This makes demands on their boss.

By Emilia van Hauen, cultural sociologist, board member and writer
Human beings have always been
creative, but until a few years ago the
demand for creativity was mostly
associated with the elite.
French sociologist Pierre Bourdieu is known for
describing how the elite mastered and had access to
three types of power, understood as forms of capital14.
There is the obvious economic capital, which can
consist of either old money, which was and still is seen
as superior, or new money, which does not enjoy such
high social status. Then there is cultural capital, which
includes everything in art, literature and theatre, as
well as all the other cultural genres. And finally there is
social capital, which defines who is in your network and
therefore the access you have to powerful institutions
in society.
CREATIVITY – NOT JUST FOR THE ELITE
So-called ordinary citizens neither mastered nor had
access to the three forms of capital. They fulfilled their
responsibility by conscientiously maintaining the
existing order, thereby helping to stabilise the system.
But in just a few years, this has changed and now
everyone is supposed to be able to exercise creativity
and do original work. Work that used to be the exclusive preserve of the elite.
Young people in particular have been trained in this
from the cradle up. Their parents encouraged them in
this expectation, and school also focused strongly on it.
Among other things, this is reflected in the fact that
innovation is a popular subject in Danish schools.
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14 B ourdieu P., 1997

At the same time, the internet and social media have
functioned as an outlet, where young people can
practise their own form of creativity and test the
reaction to it. In this way, expressing yourself creatively
has become the norm for far more young people than
ever before. The increasing number of people doing
this has also created diversity in the way you can
express yourself in society, which has influenced young
people’s perception of identity and gender.
MEN ARE CALLING THE CAREER JAIL INTO QUESTION
“More men than before are calling their job into
question when they have their first child. It is common
for the male lawyers, accountants and consultants I
interview to cry and say that they wish they were a
woman, or would fall ill so that they could take leave.
Some even call it the career jail.” So says Sara Louise
Muhr, professor at CBS and author of the book “Ledelse
af køn”.

contributing to a greater purpose through their job. But
younger men are now starting to demand wholeness in
their work more. We can therefore expect to see more
men attaching importance to relationships in the work
of the future.
INDIVIDUALISATION BRINGS VULNERABILITY
According to the Danish National Health Profile from
2017 15, 40.5 percent of young women aged 16-24 and
23.4 percent of young men suffer from so-called high
stress levels. In the workplace, there is a risk that this
will lead to long-term sick leave. Combining these
figures with those for depression, anxiety, loneliness
and self-harming behaviour paints a picture of a
generation of young people who are perceived as more
vulnerable than we have seen previously.
The Danish Centre for Youth Research recently
published the book “Ny udsathed i ungdomslivet”. In it,
11 researchers give their take on why young people are
more vulnerable than before. Increasing individualisation is a common denominator for all the researchers16. What might be seen as creative freedom to shape
your identity on your own terms has turned into
pressure to become a gifted original who has an
amazing CV, an exciting personality and an aware
mind, and who brings everything off at elite level. And
who does it in a highly visible way, of course. The most
challenging thing, however, is that young people often
feel that they are on their own with their life.

When a young person is in the process of creating their
own personality, it is important for them to be part of a
community where they can follow or rebel against the
norm. But the younger generation has had to create
their own identity all their lives, and so their freedom
has become a prison where they are supposed to
create precisely the amazing, individual personality
that gives meaning for both the young person and the
world about them.
MANAGE YOUNG PEOPLE THROUGH CREATIVITY
AND RELATIONSHIPS
If, as a manager, you want to attract the younger
generation to the job and retain them, it is a good
starting point to see them as people who have lots to
offer right from day one. Their need for meaning,
creativity and relationships can help push the workplace in a more modern direction, where wholeness,
balance and diversity are the codewords. If you, as a
manager, are able to take young people in hand and
provide a clear framework for when they are developing and when they are a success, you will create a
meaningful workplace where employees feel motivated. The analysis from the Job Satisfaction Knowledge
Centre shows that motivation in particular is linked to
meaning in your job. We will explore this in the next
section, in which we look at organisational meaning.

Since 2010, she has carried out 150 in-depth interviews
with employees in the law, accountancy and consultancy sectors. And this is just one example of the
changed relationship that young people now have with
gender. More and more studies are showing that
Generation Z (born 1995-2010) in particular would like
to free themselves from the notion of social gender
and the gender roles that their environment creates.
They just want to be people in defiance of the characteristics that are otherwise associated with being a
woman or a man. They want to be free to express
themselves and contribute as they wish.
GENDER ACQUIRES ANOTHER ROLE
The study behind this report shows, however, that
women feel to a greater extent than men that they are

15 SST, 2017
16 See the section entitled “When you are married to your job” on page 44
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We also see a tendency for some of our tasks not to

energise us. Thus, 39 percent of Danes replied that
their primary work tasks only energise them to some
extent, and 9 percent that they do not energise them
at all or only to a small extent. The younger target
groups in the 18-34 age bracket are more challenged
when it comes to having energising work tasks than
slightly older employees aged 55-65. Perhaps the
latter have been on the labour market so long that they
are more aware of which tasks suit their skill set. It may
also be that the older target groups dare to be more
demanding about the tasks they want to perform in
the course of a working day than the younger target
groups, who are new to the labour market.
INFLUENCE PRODUCES ENGAGEMENT
We have to conclude, however, that we lose motivation
in our job if we have too many tasks that drain our
energy. Several American psychology professors
documented in a nine-month research experiment that
people who had influence in their working life showed a

48%
We lose motivation in our job if
we have too many tasks that drain
our energy
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of Danes feel that their primary
tasks energise them not at all or
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Danes are more challenged in terms of ORGANISATIONAL MEANING
than the other dimensions of meaning. At the same time, it is important
for job satisfaction, so it is worth giving it a high priority.

Organisational
meaning

Our analysis shows a strong link between being motivated and having a sense of
meaning in your job. But the analysis also shows that your motivation is challenged if you cannot see the point of the organisation’s decisions and ethos, and
if you lack direction for your work.

WHEN TASKS FAIL TO ENERGISE
We know from the 40 years of motivation research
carried out by American psychologists Edward Deci
and Richard Ryans that feeling able to contribute and
have influence is very important for people’s motivation to go to work17. This is dependent on our being able
to see direction and meaning in our job so that we
really can contribute. Our analysis shows that 10
percent of Danes did not enjoy their last day at work all,
while 11 percent are not looking forward to their next
day at work.
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TEMPERATURE AND EFFECT ON
ORGANISATIONAL MEANING

High meaning is high
motivation

In our survey, 62 percent of Danes replied that they feel
happy in their job to a great or very great extent. It is a
privilege that we as nation are generally satisfied with our
job. But we still find that quite a lot of Danes do not enjoy
having to go to work or feel that far too many tasks drain
their energy.
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DIRECTION AT WORK

much greater degree of engagement in their job and
felt much less drained of energy than employees who
had experienced the opposite18.
WHEN WE LOSE MEANING AND DIRECTION
When our tasks fail to energise us, it may be a sign that
we are unable to see the point of the tasks we have to
perform. This may be because we lack the big picture.
At any rate, our analysis indicates that our motivation
is closely linked to our sense of being able to see the
point of the decisions made in our workplace, and being
able to see a clear direction. Eleven percent of Danes
feel little or no direction in their work, while 38 percent
feel that they have direction in their work only to some
extent. Furthermore, 22 percent reply that they can see
the point of the major changes that happen in the
workplace either not at all or only to a small extent.
Here, a large middle group of 44 percent reply that
they can only see the point of the changes to some
extent.
We are therefore looking at more than half the labour
force being challenged in terms of their sense of
meaning. In particular, people who work for large
organisations with 100-249 employees are more
challenged than people who work for organisations
with fewer than 10 employees. This is, perhaps, quite
natural, as people in an organisation with fewer than 10
employees have fewer managers, a simpler organisation
structure and shorter paths from decision to action
than typically seen in larger organisations.

18 Fernet, Austin & Vallerand, 2012

49%
of Danes feel they have direction in their job not at all or only
to a small or some extent

POINT OF CHANGES

66%
of Danes can see the point of the
major changes that happen in the
workplace not at all or only to a
small or some extent
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DIRECTION GIVES MORE
MEANING AT WORK

85 62
The temperature of meaning is markedly higher
for people who feel direction in their job
Source: Job Satisfaction Index 8, 2020

PARTICIPATION AFFECTS JOB SATISFACTION
Our analysis shows a strong link between an employee’s sense of participation in the decisions taken at
work and knowing the direction you have to work in.
Similarly, we can see that the temperature for job
satisfaction drops right down to 48 for employees who
feel they have direction in their work either not at all or
only to a small extent. And the temperature for
meaning is 62 for people who feel they have direction
in their work either not at all or only to a small extent.
Conversely, the temperature for meaning is right up at
85 for people who feel they have direction in their work
to a great or very great extent.
We see virtually the same picture when we ask whether
employees feel that their boss expresses clear expectations regarding the tasks they have to perform, and
whether they feel their boss monitors that the team is
developing in the right direction. We can therefore
plausibly state that if you, as an employee, feel that
you have a clear idea of where your work is headed, if
your boss is interested in the team’s work and actively
involves you, it has a great impact on your general job
satisfaction and your sense of meaning. But what
about your motivation?
WELLBEING AND INFLUENCE ARE LINKED
Motivation research shows19 that the more our need to
be able to actively make our own decisions and have
influence in our life is met, the greater the degree of
wellbeing we will achieve. If we also have the right skill
set for the job and are surrounded by healthy and
meaningful relationships, we will not only feel happy, but
also be able to perform better.
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19 Deci & Ryan, 2000 and 2017
20 Deci & Ryan, 2000 and 2017
21 Deci & Ryan, 2017

When the three needs for autonomy, competence and
affiliation20 are met equally, it will help the individual
employee to look for challenges, and to use their
capacities and strengths to approach their own learning
in a spirit of inquiry. The employee will be genuinely
motivated to create change. It will also be motivation
that comes from inside and not motivation that is
imposed from outside – by the employee either being
offered more pay or simply being told that is how it has
to be.
FREEDOM CAN PRODUCE STRESS
You may well have a job where you have free rein in
performing tasks, but if you do not have the right skills
or resources, you will not achieve maximum wellbeing.
And if you do not have secure relationships and a
healthy working environment, you will not able to
achieve maximum wellbeing on the job either.
Researchers therefore point out the importance of
needs being fulfilled equally if wellbeing is to be
achieved. This may be familiar to us from our own
working life. You are given a task and have free rein to
perform it in your own way, but you do not feel competent in the field. This causes insecurity and a sort of inner
stress. There is a need here to work more on your
competence, to equip you to perform the task and to
give you the necessary skills rather than giving you even
more elbow room.
PROVIDE A CLEAR AND HONEST RATIONALE
We also know from the self-same research that it helps
boost employees’ motivation if managers provide a
clear and honest rationale for the changes that happen
in the organisation. Similarly, if employees feel a
certain influence on how the changes can be implemented in the best possible way in relation to their
day-to-day tasks, it also has an impact on their
possible animosity towards change and their desire to
cooperate21. Our analysis shows in this respect that our
job satisfaction is significantly challenged if employees
are unable to see the point of the changes that happen
at work, and if they are not involved in decisions that
affect their job.
The analysis shows a link between being able to see the
big picture in a task and being highly motivated at
work. Our analysis shows in this respect that 53
percent of Danes feel that their boss only communicates the expectations s/he has regarding the tasks to
be performed by the employee clearly and unambi
guously to a small or some extent.

In what follows, we will therefore look at how the boss
can help employees to contribute to the organisation’s
overriding purpose and still keep his/her influence intact.
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Results in depth

When your boss is an active
partner in your working life
What role does your boss play in your job satisfaction and sense of meaning?
Our analysis shows that nearly one in six employees feels appreciated by their line
manager for their professional contribution either not at all or only to a small
extent.
We know from our index analyses that producing good
results at work and feeling we are accomplishing
something also boost our job satisfaction. The question is,
who is responsible for our being able to use our skills in our
work? More than 25 percent of Danes think to a large or
very large extent that their boss bears primary responsibility for employees having a sense of meaning in their
working life. And 17 percent feel that their boss helps to
make their job meaningful either not at all or only to a
small extent.
THE BOSS MAKES JOB SATISFACTION GO DOWN
Some research shows that employees’ engagement and
motivation are closely linked to their boss’s ability to lead
with meaning. In this case, the boss recognises employees’ need for direction and cohesion, and is able to lead
in such a way that employees feel a sense of meaning
precisely because they are helping to accomplish
something and make a difference22.
This is supported by an analysis carried out by AS3 in
2020, in which one in five Danes estimates that they will
change job in the current year. By far the majority will
change job because of poor leadership. But in third and
fourth place we see the wish to develop personally and
professionally, and a desire for more recognition.
Similarly, 19 percent reply that they want clearer
meaning in their job. The study thus confirms our
analysis results and shows that when we, as employees,

are squeezed when it comes to inner meaning and
organisational meaning, our job satisfaction declines
and we want to change job.
This is also documented by a study we carried out in
collaboration with Kraka in 201923. Its findings show that
one in three Danes has looked for a new job within the
past six months. When an organisation works to
increase job satisfaction, it also minimises the risk of its
employees disappearing and finding new jobs. This
highlights the boss’s role and the organisation’s focus on
meaningful leadership.
UNCLEAR EXPECTATIONS AFFECT JOB SATISFACTION
The respondents who feel to a large/very large extent
that their boss expresses clear expectations have a job
satisfaction temperature of 84, while those who feel that
their boss expresses clear expectations either not at all or
only to a small extent have a job satisfaction temperature
of 56. The same picture is painted when we ask whether
their boss appreciates their professional contribution.
Here the temperature is just 54 for Danes who feel
appreciated either not at all or only to a small extent.
Similarly, we can see that those people who replied that
their boss is the reason for grumbling in the department
have a markedly lower job satisfaction temperature than
employees who feel that grumbling is the result of unclear
expectations regarding tasks, lack of goals and direction,

More than 25%
of Danes think to a large or very
large extent that their boss bears
primary responsibility for
employees having a sense of
meaning in their working life
34

22 Eriksen et al., 2009
23 Videncenter for God Arbejdslyst & Kraka, 2019

25%

of Danes did not feel the last big change in their
workplace to be particularly meaningful

disputes with colleagues or too much work pressure, for
example. We must assume, therefore, that the boss plays a
key role in our working life, and also has an influence on it.
THE BOSS MUST NOT JUST BE PLEASANT
When we answer the question as to whether we get on
well with our line manager, it is not just a matter of
whether we like his or her personality. The analysis shows
a strong correlation between liking your boss and at the
same time being recognised for your professionalism,
being able to see direction in your job and knowing what
the boss expects from you. This makes great demands on
the boss’s skill set.
S/he must not just be pleasant or good to talk to, but
possess strong professionalism and good communication
abilities. Fifteen percent of Danes do not feel or only feel
to a small extent that their boss is able to communicate
his/her expectations regarding the tasks to be performed
in the department clearly and unambiguously. We also
see the same picture when it comes to the boss’s ability
to monitor whether the team is moving in the right
direction. In this case, we see a middle group of 38
percent who only feel to some extent their boss masters
this.
A CLEAR DIRECTION GIVES MEANING
According to the recognised organisation researcher
Karl E. Weick 24, it is important for managers to indicate a
general direction and set goals so that employees know
what they have to work towards. Because it is precisely
in this movement, and when we carry out a concrete
action, that meaning comes about25. This is also
supported by our major leadership study, “Når ledelse
skaber arbejdslyst”. One of the four dimensions of
leadership identified in the study touches on the
importance of employees having a clear direction to
work in if they are to have a sense of meaning in their
job.
WE HAVE TO BELIEVE IN THE MEANING
Our study shows that 25 percent of Danes did not feel
the last big change in their workplace to be particularly

24 Hammer & Høpner, 2017
25 Read more about this perspective in the section entitled “When you
yourself are an active partner in your working life” on page 36

meaningful. The research shows that our previous
experiences help to predict whether a given organisational change is meaningful. So it will not be the actual
strategy behind the organisational change that gives
us meaning, but rather the actions that follow on the
part of management. They create new actions,
learning and meaning in the employees26.
This makes it likely that we are unable to imagine a
meaning, but have to act on the basis of our previous
experience, in the course of which meaning comes into
being. The Danes who do not feel that they can see
meaning in the day-to-day decisions at work have a
job satisfaction temperature of 50. Conversely, we see
a temperature of 86 for those Danes who have a sense
of meaning in the decisions at work to a great or very
great extent. There is, therefore, a marked difference
here, which can have a large impact on your desire to
contribute and your wellbeing in general.
WE WANT TO CONTRIBUTE
Lack of meaning management can lead to employees
losing sight of how they can contribute to the organisation’s purpose, and how they can exploit their potential27.
The analysis also shows that employees who do not feel
that they have a clear direction for their work, who are
unable to see meaning in the day-to-day decisions at
work, and who do not have a boss who appreciates their
work also have a low job satisfaction temperature. We
can therefore conclude that there is a close link between
good leadership and an employee’s sense of wellbeing at
work.
As human beings, we basically want to contribute and
be part of a meaningful organisation. This is supported
by our analysis, in which a large proportion of Danes feel
that the boss and employee have a joint responsibility
for the individual having a sense of meaning in their job.
It is therefore of interest to take a closer look at employees’ own responsibility for creating meaning in their
working life.

26 Hammer & Høpner, 2017
27 Ravn et al., 2009 p. 70
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Inner meaning

68%
of Danes feel it is important to a large
or very large extent to use ALL their
skills in their job.

For 68 percent of Danes, it is important to a large or very
large extent to use ALL their skills in their job. This is
supported by one of our previous studies, in which four in

According to business psychologist Maja Loua Haslebo,
focusing too much on your own skills can give rise to
organisational challenges30. The risk is that we will all
pursue our own agendas and projects rather than
working purposefully on the organisation’s core task.
She is of the opinion that our job is like an organisational
membership, where we join and work purposefully to
perform the organisation’s core task. But she also
questions whether organisations know their own core
task well enough, enabling employees to actually bring
the relevant skills to bear.
DO ALL OUR SKILLS HAVE TO BE USED?
Seventy-three percent of Danes feel to a large or very
large extent that they contribute to the organisation’s
overriding objective, but their replies also indicate that
they expect all their skills to be used, and also that the
boss is responsible to some extent for their having a
sense of meaning day to day.
In the theory of organisational membership, it is the
core task that controls which skills are brought into
play. Wellbeing and meaning are not necessarily
something we can demand, but something to which we
all contribute together. Maja Loua Haslebo is very stern
and points out that we are paid to contribute actively
to the core task. We are not paid to act out our potential. She also questions whether we go to work to fulfil
ourselves rather than to contribute to the overall
purpose for which we have been employed.
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As Danes, we feel a high degree of INNER MEANING, which
is the dimension of meaning that is most important of all
for our job satisfaction.

WE CREATE MEANINGFULNESS OURSELVES
According to her theoretical reflections, meaningfulness31 is not something that can simply be found on a
shelf and lifted down. Nor is it something that the
workplace is under an obligation to provide. We have to
help create the meaningfulness ourselves, and we do
so by contributing to the organisation’s core task and
generating our own experiences in practice.
This makes demands on us as employees, as we may
have had a notion that wellbeing was a prerequisite for
us to be able to deliver our work. It turns our picture of
the world on its head somewhat, and we have to
reflect on whether wellbeing and meaning are a
prerequisite for being able to deliver a piece of work, or
whether wellbeing and meaning come about when we
contribute our skills to the core task.

THE CORE TASK IS NOT THE MOST IMPORTANT
THING
Our analysis indicates that the most important thing
for the employee is not necessarily fulfilling the
organisation’s objective or core task. This may suggest
that there is a need to help people understand why the
core task is important in the organisation.
In the analysis, Danes rated what is most important for
them when they go to work on a scale from 1 to 7. We
ask about meaning in work tasks, collegial communities, the organisation’s purpose, pay and the employee’s relationship with their boss.
Sixty-one percent of Danes put the organisation’s
purpose in fifth, sixth or seventh place – i.e. at the
bottom. Forty percent of Danes believe that top spot

Meaning
in tasks

General
wellbeing

61% of Danes do not think
the organisation’s purpose is very important for
job satisfaction

Organisation’s
purpose

Inner
meaning

ten respondents said that their workplace has a duty to
ensure that they work on what they love29.
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More than 25 percent of Danes believe to a large or very large extent that it is
the boss’s responsibility to create meaning in their working life. But is it exclusively the boss’s job to give employees meaning, or do you yourself, as an
employee, have a responsibility to feel a sense of meaning in your working life?

WHICH TASKS ARE MOST IMPORTANT?
Based on this understanding, each of us has a responsibility to generate experiences and perceptions that
can ultimately give us meaning in our job. But which
tasks at work do we share? Is it our own tasks, and who
defines which tasks to focus on?

port
index re
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TEMPERATURE AND EFFECT
ON INNER MEANING

When you yourself are
an active partner in your
working life

If we work on the theory that meaning creation
happens constantly and is an unconscious process,
then we each generate our own meaning based on our
experiences and perceptions28. In principle, this means
that there is nothing called shared meaning, but only
shared tasks and projects, resulting in shared experiences. It is ultimately our experiences and tasks that
bind us together rather than a shared meaning.

ISES
C
R
E
X
E

Relationship
with boss

1/4 of Danes do not think
their boss is very important
for their job satisfaction

Source: Job Satisfaction Index 8, 2020
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28 Hammer & Høpner, 2019
29 Index Report 7, Colleagues – an important piece in your job satisfaction,
Videncenter for God Arbejdslyst, 2020

30 Haslebo, 2014

31 A ccording to the dictionary, the Danish word for “meaningful” describes something that gives
meaning. Therefore, this report does not distinguish between whether something is meaningful or
whether it gives meaning, as it amounts to the same thing.
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BALANCE BETWEEN CORE TASK AND FACTORS

Core
task

Colleagues

Influence

Achievements

Mastering

Meaning

Balance

Leadership

GOOD JOB SATISFACTION

The AS3 analysis mentioned previously indicates that
employees who are thinking about changing job are
threatened in terms of what we call inner meaning. A
sign that your inner meaning is declining is precisely that
you do not feel you can be yourself at work, that you
cannot use your professional skills and that some of your
tasks drain your energy. Our analysis shows that too
many of Danes’ tasks do not energise them. This might
give an organisation reason to consider whether its
employees are aware how they can contribute to the
core task with their skills and disciplinarity – and whether
they know what the core task is at all.

you get to use your professional skills and exploit
your potential and at the same time having high job
satisfaction. We can therefore conclude that we not
only have to consider the individual employee’s
professional skills, but also ensure that those skills
are used correctly. If the employee does not have a
clear direction regarding the organisation’s core task
and how they can contribute to performing it, then it
is the individual’s disciplinarity that takes top spot
and not what gives the organisation value.

IS POTENTIAL BEING USED?
It might also give managers reason to consider
whether the individual employee feels that their
potential is being used. We know from our analysis
that there is a clear correlation between feeling that

In the following sections, you can read two leadership
experts’ views on who bears responsibility for
meaning in working life and how the individual finds
meaning.

We must balance our focus so as to take care of both the core task
and the seven factors that give job satisfaction.

should go to general wellbeing, while 43 percent of
Danes put meaning in tasks in shared first and
second place.
At the bottom, for some people, we also find the
employee’s relationship with their boss, with 26
percent of Danes opting to put the relationship with
their boss in sixth place. It is worth noting in this
respect that a quarter of Danes therefore do not
think that their boss is very important in terms of
their job satisfaction.
THE BOSS HAS AN OBLIGATION TO CREATE
MEANING
If, on the other hand, you ask philosopher and
businessman Morten Albæk, you will hear a different
story. He is of the opinion that the boss has an obligation to create meaning in employees’ lives32. The boss
is responsible for facilitating every single employee’s
meaning journey and ensuring that the employee has
a sense of meaning when they go to and from work.
As the boss of Voluntas, Morten Albæk has therefore
done away with performance appraisals and
replaced them with meaningfulness reviews, and his
employees have been given meaningfulness days,
when they are each supposed to reflect on what
gives meaning in life. Here, the boss plays a crucial
role in creating meaning for the individual employee.
THE BOSS AS LIFEGUARD AND PRIEST
According to organisation and management consultant Asbjørn Molly and business psychologist Stine
Reintoft, there might be a danger of the boss
becoming lifeguard, priest and psychologist. What is
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32 Albæk, M. 2018
33 Analysis of 1,400 Danes, carried out by AS3, 2020

more, the boss may risk getting too close to an
employee and actually occupying a space that
exceeds the employee’s personal boundaries. Nor,
according to the two consultants, must we forget the
asymmetrical relationship that exists between boss
and employee, with the boss ultimately being
responsible for assigning tasks, awarding pay rises
and firing employees. Therefore the employee may
want to please the boss and show themselves in the
best light, which can make it difficult to discuss
existential questions.
DOES WELLBEING COME BEFORE THE CORE TASK?
The two aforementioned management consultants
recommend that the meaning review should be based
on the organisational focus and not the individual
employee’s ability to live meaningfully. The big question
is whether job satisfaction is an effect of focusing on the
core task, or whether wellbeing is a prerequisite for being
able to focus on the core task in the first place. Perhaps
wellbeing and the core task are not actually each other’s
opposite, but rather the prerequisite for each other in a
cyclical process. Here, focus on the core task is measured
out in interaction with the seven factors that, as we
know from our index analyses, provide job satisfaction,
engagement and motivation.
NOW SEE THE POTENTIAL IN THE EMPLOYEE
But if one in five Danes is thinking about changing job
because they have a bad boss, because they are not
appreciated, or because they are not developing
professionally and personally33, we must consider both
the core task and the individual employee in the
organisation.
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When meaning disappears,
create it together
When employees lack meaning and direction in their work, they may naturally look
at their managers and think “go on, do your job”. But there has never been as
much focus on good leadership as there is now, so surely poor leadership cannot
be the whole story.

By Jacob Albertsen, business
psychologist and CEO, Ledertid

that this tendency is also seen in female managers
from time to time.

The world is growing more and more
complex, challenging our sense of
meaning. Crucial factors like stress,
complexity and abstraction also have
an impact on meaning.

Reduced empathy also means a reduced ability to see
other people’s perspective36. So a stressed manager
may fail to notice that their employees do not immediately see the point of a strategic decision or direction.
This can make the manager forget their responsibility
to communicate and create meaning together with
their employees.

From where I sit, there are three reasons for the lack of
a sense of meaning. Leadership definitely plays a role,
but I believe rather that the primary explanation lies
halfway between employees and managers. Let us
take a closer look at stress, complexity and differences
in abstraction level as factors.
STRESS AND LEADERSHIP STRESS AMONG MEN
Stress reduces people’s ability to handle complexity34.
Prolonged stress reduces and inhibits the hippocampus
in the human brain. This part of the brain affects our
ability to learn new things and process information in
complex ways.
Our sense of meaning in our job frequently depends on
our ability to process information in complex ways.
Creating meaning requires us to be able to draw
parallels between our own actions on the one hand and
the organisation’s goals and strategies on the other.
Feeling stressed reduces our ability to look up, see the
connections and form a mental overview.
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FOCUS ON YOUR MENTAL WELLBEING
One of a manager’s most important tasks is to look
after their mental wellbeing so as to give them the
mental capacity and time to create meaning. Creating
meaning for and with employees is of KEY importance
in a manager’s task portfolio – because employees’
sense of meaning actually helps to reduce their stress
too37.
THINK ABOUT THE MEANINGLESS
It is important for an employee to call a halt if their work
seems meaningless. When you find meaning in your
work, it helps you to rediscover your resources and
energy for the job. But, for the moment, it may be
necessary to focus very closely on creating balance
between resources and demands at work.

Research also shows that men in particular have a
tendency to become less empathetic when they are
under pressure35. Based on what is now called anec
dotal evidence, this writer would tentatively suggest

CREATE SIMPLIFICATIONS TOGETHER
There is a good deal of talk about complex tasks in
Danish local authorities. Citizens facing multiple
challenges can rarely be handled within a single
discipline and require cooperation across functions and
specialist units.

34 Dutta, S., 2019
35 Tomova, L. et. al., 2014
36 H ye Park, K. et. al., 2015

37 S kakon, J. & Kirkegaard, T., 2017
38 Read more about this perspective on page 49 of the index report entitled
“Colleagues – an important piece in your job satisfaction”.

Similarly, competition and globalisation have increased
demands on private companies. In many places, it is no
longer possible to make do with a single strong
specialism. Instead, the ability is needed to combine
specialists’ abilities in larger and more complex
solutions in order to be competitive38.
BARRIERS CAUSE LOSS OF MEANING
Meaning is challenged if there are perceived to be
barriers to cooperation between units. Employees can
feel both frustrated and resigned, while important
successes are thrown away.
Here, the manager can facilitate a simplification of
both the task and its organisational structure. Anders
Trillingsgaard from UKON uses the term “professional
simplification”39. This involves helping the organisation
to handle a complex task by selecting and communicating the information and story needed for the
organisation to orientate itself collectively and
meaningfully towards performance of the task.

management team, it will be made up of people who
thrive on having an overview of large, complex
totalities. At the same time, it must also be able to act
at a more abstract level than the employee, who has to
deliver concrete professional solutions.
If a manager has a preference for thinking strategically,
it is easy to forget in the rush that employees have
their focus elsewhere, apart from which they may not
thrive on thinking in that way. An employee often has a
professional focus on the task to be performed in
relation to the customer, user or citizen.

The employee can support this work by taking responsibility and reaching beyond their own disciplinarity to
create the relationships and collaboration that enable
the task to be performed.

BREAK STRATEGY AND DECISIONS DOWN
A good manager breaks strategic insights and decisions down into something that gives meaning in the
direct performance of tasks. Otherwise the connection
between the direction charted by the manager and the
meaning the employee must see in their work will be
lost. Similarly, it is important for the employee to
contribute to strategic development by sharing the
insights and observations they see at the implemen
tation stage. In fact, the employee should insist on
strategies and objectives being pressure tested, and
verified at implementation level – especially if the point
is hard to find.

ABSTRACTION LEVEL FOR MANAGER AND EMPLOYEES
When something is meaningful for the manager, it is
not always meaningful for the employee, and vice
versa. Part of the explanation is that there is a difference in the level of abstraction that the different tasks
require. The manager’s task is frequently more
abstract than the employee’s by its very nature, and
sometimes the manager also has to think more
abstractly than the employee in order to do their job40.

THE THREE FACTORS UNDERMINE MEANING
The three factors, stress, complexity and differences in
abstraction level, are likely to have a mutually negative
effect on each other. Together, this undermines our
sense of meaning. In a world where more change and
increasing complexity are constantly challenging our
sense of meaning, we have to grab hold of our reality
ourselves, and formulate and reformulate meaning
together.

When a management team comes together to draw up
a strategy for the coming year, for example, they go
for a bird’s-eye view and consider the market, the competition, the company’s potential, and all sorts of other
things. That is their job. Moreover, if it is a good

See supplementary bibliography on page 79.

39 A nders Trillingsgaard’s presentation on Professional Simplification (in Danish): ledertid.com/video/professionel-forsimpling-af-en-kompleks-verden/
40 C
 onnor, R. & Mackenzie-Smith, P., 2003
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Find your own meaning in
your (working) life
Who is responsible for your finding meaning in your working life? The study behind
this report shows that a large proportion of Danes believe that the responsibility
rests with management. I don’t agree! We can only find the meaning in our (working) life in one place, and that is in ourselves – regardless of our function in the
organisation.

By Lars Sander Matjeka, board
member and management consultant
Finding meaning requires us to take
responsibility and decide what we
actually want to spend our lives doing.
This may sound high-flown, but, when
it comes down to it, that is precisely
what it is about – not least because we spend so many
of our waking hours at work. We must be conscious of
why we are working on what we are where we are. And
we have to be able to answer the question: “Why am I
here specifically?”
Finding meaning in our (working) life is not necessarily
easy, and it requires us to be willing to make an effort,
and have the courage to look inwards and take note. I
personally spent several years finding my meaning,
which is about my wanting to help make life better for
my fellow human beings. In my leadership work, I want
to do this by always keeping a warm heart.
This means that it is important for me to be part of an
organisation where I can reflect my meaning, and have
the opportunity to practise living in accordance with it
every day. It has also made it easy for me to make
conscious choices for and against in my activities in the
corporate sector.

THE ORGANISATION’S GUIDING PRINCIPLE MUST BE
CLEAR
The organisation must also have a clear meaning and be
able to communicate what I call its guiding principle. This
can be the organisation’s raison d’être and ambition, the
difference it wants to make, and the values on which it is
based. The strength and clarity of the guiding principle is
crucial in terms of the quality of the leadership space
and employees’ ability to decide whether it is an
organisation that they want to be part of or not.
Are you okay working somewhere where the main focus
of the owners/shareholders is on increasing their own
financial return, for example? Or would you prefer to
work somewhere that also has a socially beneficial
element to it? There is no right or wrong answer, but we
cannot avoid actively deciding who and what we want
to work for.
It is absolutely vital for a manager to have decided, since
much of their job is precisely about communicating and
keeping goal for the organisation, its activities and its
culture. It is about ensuring that the entire organisation
is working towards its guiding principle. At the top, it is
only possible to practise credible leadership if there is
clarity surrounding the organisation’s meaning, and that
very meaning provides meaning for the manager. But
meaning is also about our personal values.

PERSONAL VALUES AS A SATNAV
As a boss, I feel it is important to be clear about your
own jumping-off point in terms of values in order to
exist in life and therefore to exist in a workplace. If I
have not got straight in my own mind what values I
want as a foundation, it will be difficult for me to
navigate – and likewise to find meaning.

COINCIDING VALUES
When we base our work activities on personal values,
it also becomes clear whether our own values and
those of the organisation coincide, which is crucial of
course. My assertion is that the greater the coincidence between the two, the more we feel a sense of
meaning in our working life.

When we talk about meaning, my advice is therefore
always to begin by defining your own values, because
the two things are inextricably linked. The process of
working on your values can be both protracted and
demanding, but simply being aware of your values
puts you in a much stronger position as a manager
and employee. Our values become the satnav that we
have to steer by in our (working) life, and many
questions and situations undoubtedly become easier
to deal with when our values are clear.

Using our values as a satnav also makes it easier for
us to be internally guided rather than externally
guided, in other words we listen to our own inner
voice more than to attitudes from the outside world.

THE PSYCHOLOGIST

THE PHILOSOPHER

Business psychologist,
Maja Loua Haslebo

CEO, Morten Albæk,
Voluntas

CEO, Niels Duedahl,
Norlys

Managers are not responsible for motivating their
employees. The responsi
bility for motivation rests
primarily with the employees
themselves. Therefore, we
must each stay engaged in
the core task. If it no longer
absorbs us, it may be better
for us to find a new job41.

As a manager, you are under
an obligation to manage
based on an ambition to
create meaning (rather than
satisfaction) and do it
through professional
intimacy. Work must provide
space for the platonic
affection between manager
and employee to take root
and unfold.
It is therefore important for
the manager to create the
conditions that make it
possible for the employees to
achieve meaningfulness. This
ought to help the employees
to acquire an understanding
of purpose, feel they belong
and have a sense of developing as human beings42.

People follow people who they
can take example from and
see meaning in. This is the
ultimate test faced by a
manager. So you have to
consider how, as a manager,
you can have followership
when things are not going so
well.
What is your personal DNA as
a manager, and why should
people follow you to the ends
of the earth in spite of and not
because of?43.

In my leadership work, I always want to keep a warm heart
Lars Sander Matjeka
Board member and management consultant
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But maybe there is a flip side to work becoming a larger
part of our identity, with each individual having to
contribute to the core task and the community, and find
meaning in their working life. We will look into this in
what follows.

41 Haslebo, M. 2014
42 Albæk, M. 2018
43 Duedahl, in Bøgelund, R. 2019

THE BOSS
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Reflection

When you are married to
your job
Our analysis shows that “wage slaves” have a lower job satisfaction temperature
than people who also want to make a difference for other people. But can the
tendency to identify completely with our job rebound on us?
Can we become too dependent on our job? If we are
jointly responsible for finding meaning in our working
life, it is relevant to investigate whether having too
much of our identity tied up with our job can rebound
on us. It presents the risk that we will end up filtering
our experiences through the conditions that the
market makes for us, and having our whole identity
tied up with our job increases our vulnerability44.
WHEN MEANING GIVES RISE TO DEPENDENCE
As previously mentioned, we know from research that
people who see their job as a vocation where they
make a difference for other people also have higher job
and life satisfaction45. For a great many people, their
work has also become their passion, with job and
personal life becoming increasingly merged. As a
result, they may not differentiate much between work
and leisure when taking stock of the 24 hours in a day.
The analysis also shows that people who see their job
as a career or vocation have a much higher temperature for inner meaning than those who only go to work
to earn a living.
Here we can discuss whether we all need to see our job
as a vocation in order to have a meaningful life.
According to several researchers, it is not possible for
everyone to live up to present-day demands for
self-development, lifelong learning and competence
development at work. American working life researcher Arlie Russel Hochschild46 is of the conviction that the
more of our life we spend working, the more self-fuelling it will be and confirm us in our belief that it is the
only thing that life has to offer. This creates a state of

dependence, in which work becomes the primary
source of meaning in life. And it simultaneously
undermines the sense that our identity is also based on
many other factors.
“WHAT DO YOU DO, THEN?”
There used to be more of a separation between
working life and personal life. You went to work, and
you came home. They were more or less two separate
things and did not necessarily have anything to do with
each other. Nowadays, a good many people feel that
their working life is also their personal life. This view is
supported in Morten Albæk’s book “En tid, et liv, et
menneske”, in which he asserts that people only have
one life, with there being no working life and personal
life. There is only one life. But there is a risk of our
working life taking over our life and defining who we
are as people 47. We have all asked our neighbour at the
dinner table: “What do you do, then?”. Meaning, what
do you concern yourself with in your working life? We
rarely hear anyone ask: “Who are you, then”. We no
longer think about it, but our job has become an
accepted way of defining our identity.
BALANCE IS NECESSARY FOR JOB SATISFACTION
We know from previous index analyses that balance has
the third-highest effect on job satisfaction – only exceeded
by meaning and mastering48. At the same time, balance is
also the factor with the lowest temperature, making it the
area that Danes think is lagging furthest behind too.
Consequently, the potential for creating greater job
satisfaction by paying attention to the balance between our
work and our personal life is enormous.

Self-fulfilment in our working life can lead to
emptiness and a lack of purpose in our life.
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44 Hochschild, 2004: 121, Eriksen et. al., 2009
45 Wrzesniewski, A. et al., 1997
46 Hochschild, 2004

47 Brinkmann, 2009
48 Index Report 2019 – “Your life – your job satisfaction”

BACK TO THE WAGE EARNER’S WAY OF LIFE
But if our whole identity is tied up with our working life,
we put ourselves in a vulnerable position where we can
suddenly be rendered superfluous by an organisation
change, a shift of focus or cutbacks at work. Our analysis
shows in this connection that redundancies, reshuffles
and retrenchments in particular have a major influence on
how much job satisfaction and meaning we feel day to day.
Social philosopher Axel Honneth49 goes so far as to say
that, for many people, our individual self-fulfilment
projects in our working life have led to a feeling of
emptiness and a lack of purpose in life, as well as a sense
that we have become superfluous as people. According
to his research, we need to be part of social groups and
institutions more than we need a one-sided focus on
constantly developing and fulfilling ourselves.

49 Honneth, A., 2004
50 Brinkmann, S., 2009

COMMUNITY RATHER THAN SELF-DEVELOPMENT
Psychologist Svend Brinkmann50 therefore asks, somewhat provocatively perhaps, whether we should return to
the classic wage earner’s way of life in order to find the
real meaning in our existence. A way of life where we go
to work and find meaning together with our colleagues
and in our interaction with civil society. His assumption is
that a binding community with colleagues can provide
meaning and a more stable identity than our boundless
hunt for self-development and our temporary search for
superficial relationships in the consultant’s life. Perhaps
the answer lies somewhere in between, but it prepares
the ground for investigating the importance our
colleagues have for our sense of meaning.
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We need collegial
communities
Although responsibility has to be placed in several quarters, our analysis shows
that our colleagues have an influence on our sense of meaning. The fact is that
66 percent of Danes believe to some, a large or a very large extent that their
colleagues are responsible for them, as employees, having a sense of meaning
in their job.
Our analysis shows that there is a link between being free
to say what you think, ask questions and dare to make
mistakes and at the same time feeling strong professional solidarity with your colleagues. This might indicate that
a healthy, psychologically secure climate is also important in terms of strong professional communities.
Although more than 25 percent of Danes believe that
their boss bears primary responsibility for employees
feeling a sense of meaning in their job, even more believe
it to be their colleagues’ responsibility.
We know from previous analyses that Danes are generally happy with their colleagues, and, of the seven job
satisfaction factors, it is the one to have had the highest
temperature every year51. Colleagues have a positive
impact on Danes’ everyday life, both professionally and
socially. Consequently, the temperature hits 79 when we
ask Danes whether they feel they make a positive
contribution to their colleagues’ everyday life, and 77
when we conversely ask whether colleagues contribute to
Danes’ everyday life. We can also see a strong link
between contributing to colleagues’ everyday life and
people’s sense of job satisfaction.

DO SOMETHING GOOD WITH YOUR COLLEAGUES
So this indicates that, as an employee, you experience
greater satisfaction in your job if you spend time doing
something good for your colleagues. At the same time,
we can see that collegial meaning is higher if you see your
work as a vocation where your focus is precisely on doing
something good for other people rather than only going
to work in order to earn a living. This is supported by the
fact that employees in teams have a higher temperature
for greater meaning than employees who are not part of
a team. When we make a difference for other people, and
we do it together with our colleagues, it has a positive
impact on our sense of meaning, which affects our job
satisfaction.
MORE COLLEAGUES PRODUCE JOB SATISFACTION
There is a reason for your missing your colleagues when
you are sitting at home. Our analysis shows that employees who are not part of a team or work in small teams
with between six and 20 members have a significantly
lower temperature for meaning than employees who
belong to teams of more than 20 people. There may be
several reasons for this. We can see from previous index
analyses that open-plan offices have a positive influence
on professional interaction52, which ties in well with
employees in larger teams having a higher meaning
temperature than employees who are not part of a team.

Conclusion:

The more colleagues we
have, the greater our
sense of meaning at work
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We get on well with our colleagues, but COLLEGIAL MEANING
is not as important for our job satisfaction as INNER MEANING
and ORGANISATIONAL MEANING.

The more colleagues we have, the more we can bounce
ideas off them or ask for help when we are unsure of
something. This can have a positive impact on the
amount of meaning an employee feels day to day. But
what effect do colleagues have on our ability to perform?
COLLEAGUES MAKE US BETTER
If you have a strong relationship with and confidence in
your colleagues, it is easier to ask for help or bounce ideas
off them. And we know from previous analyses53 that
colleagues make us deliver better results at work. Eight in
ten Danes believe that their colleagues help them to be
more efficient and deliver better results in their job. We
also know from the same analysis that 55 percent of
women and 49 percent of men say that their colleagues
are a crucial reason for staying in their present job. This
confirms our belief that colleagues contribute to our
feeling happy and being able to deliver on our tasks to a
much greater extent. Research also supports these
results, with high-performing teams being far more
curious and inquiring than team members in poorly
performing teams54. They put questions, ask for help and
share knowledge.
COLLEAGUES CAN RECHARGE OUR BATTERIES
But if you are going to dare to be curious, you need to be
in an environment where you have trust and security so
that you constantly learn too. Your colleagues play an
important role in this respect.
They can help to both recharge and discharge your
batteries. Our analysis shows there to be a strong positive
correlation between having colleagues who make a
positive contribution to your everyday life and feeling
motivated to go to work, as well as happy with your
workplace. Similarly, a previous analysis shows that the
sense of job satisfaction and mastering is greater among
employees who have to a large or very large extent
colleagues who show them trust55.
53 Index Report 7 – “Colleagues – an important piece in your job satisfaction”
54 Losada & Heaphy, 2004
55 Index Report 7 – “Colleagues – an important piece in your job satisfaction”
56 Gagné & Deci, 2005

We also know from research that close relationships in
working life, where colleagues are dependent on each
other in the execution of tasks, affect our motivation and
ability to perform56. It therefore makes sense to cultivate
environments that support employees’ desire to cooperate with others. But a solid, psychologically secure
environment does not happen by itself.
CONFIDENCE TO TALK ABOUT MISTAKES
According to Professor Amy Edmondson from the
Harvard School of Business57, a pioneering researcher in
psychological safety, real wellbeing and performance are
dependent on our having basic psychological safety58. In
a major research project conducted in hospitals, she
investigated psychological safety in a large number of
different teams. Her theory was that fewest mistakes
would be made where psychological safety was highest.

Collegial
meaning

Collegial meaning

gram
ing pro
A train

Surprisingly, the research results show that it was exactly
the opposite. This was not because more mistakes were
actually been made in the “good teams”, but because
team members dared to report them, dared to talk about
them, and so learned from them for next time. In teams
with a low level of psychological safety, where team
members were unable to voice their opinion freely, where
they feared reprisals, and where they did not dare ask
questions, mistakes were simply not reported, even
though they happened. They were covered up instead.
This underlines the importance of working on psychological safety in teams.
But just imagine a working environment where making a
mistake was welcome, where it was openly accepted and
perhaps even appreciated. How many more pearls of
wisdom would you utter?

57 Edmondson, A., 2012
58 P sychological safety is defined here as basic trust in each other with
employees daring to offer their opinions and ask questions without having
to be anxious about what other people think.
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Psychological safety

When insecurity stands in the
way of meaning
Forty-one percent of Danes in the analysis feel either not at all or only to some
extent that they can safely ask questions. They fear being called negative or
ultimately being fired. They are therefore also nervous about making mistakes,
because how will their colleagues and boss react?

WE GRUMBLE
Forty-one percent of Danes feel either not at all or only
to some extent that they can safely ask questions at
work. The analysis shows a moderate correlation
between being able to ask questions and the amount of
grumbling that goes on. We can therefore plausibly
state that we grumble more when we do not feel
heard, and when we cannot contribute to the community freely. At the same time, we also see a strong
positive correlation between being able to ask questions safely and having a meaningful job you enjoy.
The same picture presents itself when we ask Danes
whether they are able to offer their opinion. Here, 39
percent answer that they can offer their opinion either
not at all or only to some extent. Fifty-five percent of
those who find it hardest to give their opinion answer
that they are nervous about being called critical or
negative. Thirty-one percent are anxious about being
fired, while 27 percent are afraid of what their boss will
think.

39 %

feel either not at all or only
to some extent that they can
safely contribute their
opinion

51 %

feel either not at all or only
to some extent that it is all
right to make mistakes

INSECURE ENVIRONMENTS FOR SOME
The picture painted is one of some Danes feeling that
they work in a psychologically insecure environment
where they are anxious about how their colleagues or
boss will react.
We may surmise that we increase the probability of
finding meaning in our work precisely when we are free
to ask questions and be curious about the decisions
made in the organisation, for example.
MISTAKES GIVE MEANING
If we feel insecure, we are also afraid to make mistakes
– because what reprisals might there be if we end up
making mistakes in our zeal to think in new and
innovative ways? Thus, 52 percent of Danes also say
that it is okay to make mistakes in their job either not
at all or only to a small or some extent. It is worth
reflecting on the fact than more than half of employees in the workplace are sometimes afraid of making
mistakes. Most people would agree that mistakes are
an unavoidable part of life if we are going to develop.

Psychological
safety

We asked Danes whether they dare to make mistakes,
and whether they are able to contribute their attitudes
and perspectives, and whether they can safely ask questions. If, as employees, we do not feel that we can safely
contribute without fearing being called negative, or
fearing for our job, we stop being innovative. If we do not
contribute, it is reflected in lack of engagement and
motivation, which is discernible in our job satisfaction.

41 %

feel either not at all or only
to some extent that they can
safely ask questions

At the same time, we can see from our analysis that
employees who feel to a large or very large extent that
they can make mistakes at work have a significantly
higher job satisfaction temperature than those who
feel that way either not at all or only to a small extent.
The same picture presents itself in relation to the
temperature for meaning.

If you are unafraid of making mistakes, you also
have greater job satisfaction.
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Danes think...

57%

“You are good at your job if
you do not make mistakes.”

It is important not to
80% “make
mistakes.”

WHEN YOU LEARN FROM YOUR MISTAKES
Mistakes are the prerequisite for success. The more
mistakes you make that you actually learn from, the
more opportunities you have to act, the more
knowledge you acquire, and the more successes you
also have the chance to achieve59. How, as a manager,
can you look at mistakes with new eyes? Could you
recognise the courage in trying for something more
than the result itself? It might not have gone entirely
well the first time, but instead of saying: “No, that
didn’t go very well, so we’d better find something else
for you.” You could say: “You ran into some things
along the way that didn’t go so well. If you had to do it
again, what would you do differently?" In that way,
you will not discourage your employee, but help them
dare to try again60.
ARE YOU GOOD WHEN YOU MAKE MISTAKES?
According to a Gallup survey of pupils in Danish schools
from 2018 (61), 42 percent of the pupils at intermediate
level and 55 percent of pupils in the final years of
compulsory schooling replied that they only put their
hand up if they were totally sure about the answer. This is
barely distinguishable from the picture painted by our
analysis. You are afraid to express thoughts or share
knowledge if you are unsure whether you are right.
Similarly, 31 percent and 39 percent respectively replied
that if they were going to try something new, they only

thought about all the things that could go wrong. When
you are nervous about making mistakes, it may lead to
your not venturing inquisitively into unknown territory
and so not gaining the experience and skills you will need
later in life either.
In 2018, our index analysis showed that 57 percent of
Danes felt to a large or very large extent that they were
good at their job if they did not make mistakes. Here, not
making mistakes is equated with being good at your job.
The study also showed that for nearly 80 percent of
Danes it was important not to make mistakes62. This
finding requires some nuancing, of course, as in some
jobs it is necessary to aim for as few mistakes as possible,
and, similarly, mistakes must not become a pretext for
doing nothing, with sloppiness and apathy resulting in
inferior work.
As people, we do not want to make mistakes, but
mistakes help to develop the organisation if we learn
from them. At the same time, we can see that daring to
make mistakes promotes employees’ job satisfaction and
sense of meaning. How can the boss help to support such
a culture?
THE BOSS CAN PROMOTE A HEALTHY CULTURE
Ulrik Haagerup, former Executive Director of News at the
Danish Broadcasting Corporation (DR), has a clear

We grumble more when we do not feel heard, and when we
cannot contribute to the community freely
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59 Edmondson, A. 2012
60 B øgelund, 2019
61 Study carried out by Kantar Gallup for the Ministry of Children and Social Affairs,
2018

62 Read more about the importance of the two mindsets for our view of
mistakes and mastering from page 15 of the 2018 index report, “The
complete person at work”.

philosophy regarding the zero-mistake culture. A news
desk lives by being able to tell a new and original story.
But if the culture is one of being afraid to make mistakes
because the boss will pounce on you if you do something
that does not work, you will only dare to suggest
something if you are sure it will be a success. And when
is something a success?
“You can only be sure it will be if you have tried it before.
And if you have tried it before, it is no longer new by
definition.”
“We set the past in stone and copy it over into the future if
we only dare to do what we are in the habit of doing.
Therefore, it is vital for a society or an organisation that
people retain the courage to dare to make mistakes and
experiment63”, he concludes.
The boss can do a lot to promote a culture in which
employees dare to contribute their opinions, and in
which they also dare to talk about things they know
nothing about. When the boss sets a good example and
dares to show vulnerability, the employees can follow
their lead.
MEANING AND ROMANIAN RED WINE
In an interview with Infomedia, Grundfos CEO Mads
Nipper says that “everything he does should give
meaning – otherwise it is like drinking ‘Romanian’ red
wine”64. When he was appointed, he had an obvious
desire to show a more transparent style of leadership,
so he replaced his door with a glass one, for example,
and lent his name to a more open and aggressive style
of communication than had been seen before, both
internally and externally.

63 Taken from the book “FEJL”, Bøgelund, R. 2019
64 https://infomedia.dk/blog/mads-nipper-interview/

WHY DID HE DO THAT?
He did it to be sure that his employees knew what he
stood for and got to know the boss they worked for.
As Mads Nipper sees it, you achieve most as a
manager with honesty, and by sometimes also daring
to hold to what you do not know and say it openly.
This is very much in line with the research into
psychological safety, which shows that the boss plays
a very special role in ensuring a healthy culture in
which employees dare to contribute their opinions65.
LINK BETWEEN PSYCHOLOGICAL SAFETY AND
MEANING
Human beings have an innate need to fulfil themselves by being able to give themselves up to their
work with curiosity and in a spirit of inquiry. Organisations therefore need to give their employees room for
individual meaning to come about, and for them to
have the opportunity to marvel and become immersed66.
If we want to foster inner and organisational meaning,
where we each feel seen professionally and personally, and can see how we can contribute to the organisation’s purpose, then psychologically secure cultures
that promote curiosity and the desire to contribute
your opinion are very important. This is confirmed in
our analysis, where we see the link precisely between
being able to contribute or ask questions and the
sense of having a meaningful job. And it can also be
seen in the following examples from energy company
SEF A/S and Mariagerfjord Municipality.

65 Edmondson, 2012: 147
66 Eriksen, et. al. 2009:159, 171
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Case

At SEF A/S they want to take
better care of each other
Energy company SEF A/S has learned that the boss must lead the way if the
employees are to dare to make mistakes and contribute their opinion. They
have therefore introduced “taking-care-of-each-other reviews” to take the
place of traditional employee and manager performance appraisals.
At SEF, they state explicitly and unequivocally that
employees must be able to express their opinion and
attitude. It is important to take care of the individual, but
they are also aware that it is important to bring out
employees’ skills and opinions in order to achieve better
results.
CURIOSITY PROMOTES AN OPEN CULTURE
Every single employee is an expert, so decision-making
competence should be passed to the employee. In
practice, this means that if you, the employee, have a
good idea, you describe your idea yourself as the
“initiator”, you ensure that the departments affected
are involved, and you do a SWOT analysis67. In the
process, you will learn to be curious, to look at things
critically and to ask questions. If you are curious and
ask questions, you will help to promote an open
culture, in which the individual dares to contribute their
opinions. This approach is based on research into
psychological safety done by Harvard professor Amy
Edmondson. Research that SEF A/S has brought up for
discussion with both manager and employee.
Brian Eskildsen is a strategic advisor at SEF, as well as
being their trainer in psychological safety. He was
appointed because the management realised that
there was a need to work on the company’s culture so
that employees would want to be curious, challenge
the status quo, solve challenges and suggest new
solutions.
PSYCHOLOGICAL SAFETY REQUIRES GOOD
LEADERSHIP
A manager may well say that a workplace is very open
and everyone is free to contribute their opinion, but it is
by no means certain that the employee will feel the
same. Therefore, there is a need for the manager to
take the lead and demonstrate by their actions that it is
necessary to be able to make mistakes in order to be

52

innovative. According to research on psychological
safety, this requires the manager themselves to be
curious, to make mistakes and talk about them, to ask
questions, and to dare to experiment.
Instead of just talking about it, the management has
implemented guidelines. They themselves undergo an
extensive course on leadership. So when physician
Imran Rashid points out the importance of managers
being trained, since you would not after all allow
drivers on the road without a driving licence68, SEF
takes it seriously. As part of the course, they discuss
how they can manage the company in such a way that
the employees both give and receive energy, and are
happy day to day.

SEF is aware that it is not all peaches and cream, and
that it takes just as long to get rid of habits as it does to
acquire them.
“TAKING-CARE-OF-EACH-OTHER REVIEWS”
At SEF, the focus on psychological safety has also led
to new “taking-care-of-each-other reviews”, which
are held four times a year. The reviews each last 45
minutes, and employees can select different topics to
discuss. What all the topics have in common, however,
is that they provide an opportunity to talk about
things that are difficult and that may not be discussed day to day. They ask each other questions,
making psychological safety not purely a management task, but a joint concern. Questions like “how
can you and your boss jointly ensure good cooperation in the future” have the same value as “in which
areas would you like more or different support from
your boss”.
A CONCRETE EXAMPLE
Brian Eskildsen gives a very concrete example of an
effective “taking-care-of-each-other-review” that
they had in the organisation.

department. They had a dialogue on the head of
department’s role as a manager, and whether he was
actually happy in the role. The conversation was
different to those they normally had. The head of
department was not afraid to betray his doubts about
being completely right for the role of manager.”
After the review, they agreed to arrange some
follow-up meetings to discuss whether the head of
department’s desire to be manager would change
with time. His desire did not come back, and the head
of department became increasingly sure that he did
not wish to be a manager in future. But he really
wanted to continue working for SEF. The company
obliged and found a new role for him.
“It seems to me that this is a definite sign that we are
starting to have conversations and dialogues that are
different from those we had before. More and more
people are daring to express their opinion without being
afraid of what others will think. Not everything in the
garden is rosy, of course. We are on a learning curve,
making mistakes and practising as we go. And we are
aware that it takes at least as long to change habits as it
does to acquire them,” says Brian Eskildsen in conclusion.

“The company’s chief technical officer had a “takingcare-of-each-other review” with one of his heads of

The be-all and end-all for SEF is that all employees and
managers should be taught to listen, ask good questions and provide appreciative feedback. As far as they
are concerned, leadership is about inviting into the
room, and actually putting things on the agenda and
talking about them.
THEY WORK IN NEW WAYS
The cultural focus on psychological safety has brought
about changes in the way they work in the company.
They have already introduced the Pomodoro technique,
which has been adopted by IIH Nordic too. With this
technique, you work concentratedly for 25 minutes and
then have a five-minute break at intervals in the course
of the day. This has challenged them to be more focused
and have more flow experiences during the day.
Similarly, they have introduced a new meeting culture
and reduced meeting times from 60 to 45 minutes, and
30 to 20 minutes. Positive feedback is being received
from employees to the effect that this has meant far
few meetings in the course of the day, and more
effective meetings, with the agenda easily being
completed in the shorter time.

67 A SWOT analysis focuses on both internal and external factors in your organisation. Strengths and Weaknesses are the internal factors, while Opportunities
and Threats are the external ones
68 borsen.dk/ledelse/work-life-balance/blog/destruktiv-ledelse-ville-du-kore-i-en-bus-hvor-chaufforen-ikke-har-korekort

Brian Eskildsen, Strategic Adviser at SEF A/S
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Case

Mariagerfjord Municipality
measures psychological safety
Mariagerfjord Municipality is putting psychological safety on the timetable for
the next three or four years. The initiatives are intended to support the municipality’s collective core task and be in line with the principles of their leadership
policy.
Are you getting the help and support you need from
your boss? Is it easy to discuss difficult subjects in your
team? Do you talk about your mistakes and how you
can learn from them? These are some of the questions
that Mariagerfjord Municipality’s employees have been
asked this year. Questions that are designed to indicate
whether the employees experience psychological safety
in their working life.
“We see it as a dialogue tool, and we are much more
concerned that the survey should give rise to useful and
meaningful dialogues, enabling us to put good processes
in place, than we are about the actual results of the
survey,”, says working environment consultant Thomas
Hou Nielsen, who is working closely with the other
consultants in the Centre for the Town Council, Human
Resources and Strategy in Mariagerfjord Municipality.
Their survey revealed very good performance, however,
with the temperature for psychological safety being 76
out of 100. A starting point that the individual workplaces are now working to improve.
LINK BETWEEN MEANING AND PSYCHOLOGICAL
SAFETY
The study carried out by the Job Satisfaction Knowledge
Centre confirmed precisely that there is a link between
psychological safety and people’s sense of having a
meaningful job. It is therefore worth looking at this in
relation to the specific work being done on psychological safety in Mariagerfjord Municipality.
TALKS ON PSYCHOLOGICAL SAFETY
The work on psychological safety got under way in
January 2019. The Main Committee had just had its
annual working environment discussion and so gained an
insight into what had concerned employees in the past
year, what they had been particularly challenged by, and
what would characterise the next year. Trends and
research were discussed, and it was apparent that the
psychological working environment was on many
people’s lips in the organisation. The Main Committee
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was then given a joint presentation on how the organisation could work on psychological safety together. Since
then, the working environment consultant has given lots
of talks in the organisation, inspiring employees and
managers to put it on the agenda themselves.
“We have defined a linguistic framework for psychological safety based on the definition coined by Professor
Amy Edmondson from Harvard Business School. In other
words, that psychological safety is about being safe to
ask questions, contribute your opinions and being able to
talk about your mistakes in order to learn from them,”
says Thomas Hou Nielsen.
The municipality is aware, however, that there are so
many nuances to psychological safety that there can be no
definitive answer to the question of how each individual
department or workplace should work on it. They are
given scope to work on it in their own way so as to ensure
that it provides motivation and engagement in work.
“There are wide differences depending on which workplace you are in. What all the approaches share, however,
is that they support the organisation’s core task and
leadership policy,” Thomas Hou Nielsen continues.
MORE MISTAKES BUT FEWER READMISSIONS
The “In Safe Hands” project, which comes under Health
& Elderly Care, is a good example. One of the challenges
here was that too many elderly people were being
readmitted owing to the wrong medication. The project
managed to create a safe space where employees dared
to talk more about the mistakes that inevitably happen,
but also how you can learn from them and so change
your practice. This resulted in the municipality seeing far
fewer readmissions than before. Far more mistakes are
being spotted, to be sure, so the mistake count is rising,
but that is because employees are daring to talk about
their mistakes, and daring to report them instead of
maybe covering them up.

Thomas Hou Nielsen, Working Environment Consultant with Mariagerfjord Municipality

NEW INSPIRATION TOOLS
The aim is to create safe spaces throughout
Mariagerfjord Municipality, and consideration is
currently being given to how to develop different
tools, such as video sequences, databases with good
examples from other parts of the municipality and
courses in psychological safety, which can help to
spread inspiration.
“Momentum must be kept up for the next three or
four years, that is key. We don’t know what the focus
will be after that. But we can see that wellbeing is

becoming more closely linked to our core task to a
large extent. An exciting question is quite definitely
how we can each find meaning in our work tasks,
contribute to the core task and at the same time feel
happy day to day,” Thomas Hou Nielsen concludes.
But the work on psychological safety began much
earlier. It is the foundation for how the town council
and the entire management in Mariagerfjord Municipality envisage leadership of the municipality and the
municipality’s employees.
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Case

Authentic leadership starts
on the town council
In Mariagerfjord Municipality, good conversations start on the town council.
Trusting dialogues are also an important element in the leadership policy and
the starting point for a culture where people dare to challenge and make
mistakes.
If you ask Lars Clement69, Chief Executive of Mariager
fjord Municipality, what makes an innovative municipality, he will say that a good political climate is the
be-all and end-all. The politicians in Mariagerfjord
Municipality take pains to be decent and welcoming of
dialogue in their decision-making process. This does
not mean that they agree on everything, however, or
abstain from tackling challenges, but they do it in a
decent way. People who make mistakes are not
pounced on, and they try to put disagreements behind
them, as well as being good at having a laugh together.
“Our town council say that they do not want to be like
other municipalities. And when we recruit directors and
senior staff, we explain what characterises our way of
running the municipality,”, says Lars Clement.
The political climate has a great influence on how the
rest of the municipality functions, and what sort of
culture the employees are part of.
LEADERSHIP POLICY PROVIDES THE FOUNDATION
This led to a joint leadership policy, which the 160
managers in the municipality helped write and then
signed. It is not a document to be filed away, but a shared
picture of how leadership is conducted in the municipality.
Among other things, the joint leadership policy focuses on
“the conversation” as an important foundation stone.
Managers must facilitate better and more direct conversations with employees – however difficult they may be.
The conversations help to create psychological safety, so
that employees offer their opinion and contribute. This
means that employees do not just focus on operations,
but dare to challenge the way in which they perform their
tasks. The desire of managers to promote courage in the
organisation is also a key part of the leadership policy.
They encourage employees to launch surprising collaboration projects that cut across departments. And they
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want employees who think in new ways and try out new
methods.
HONEST ABOUT MISTAKES
“I am concerned that we should not have a zero-mistake culture in the municipality. We should not make the
same mistake twice of course, but if we do make a
mistake, we put it right and try again,” says Lars
Clement. “At the same time, it is also important for there
to be clarity and consistency if employees and managers
do not take enough trouble or deliberately do something different to what has been agreed. Trust without
consistency is not reasonable for either the individual
employee or the organisation as such,” Lars Clement
goes on.
He is aware that it means something in an organisation
if the chief executive dares to admit making a mistake
or say that they do not know something.
“If I tell my 160 managers about something stupid I said
or a mistake I made, it becomes legitimate for them to
come and say when they have made a mistake too. It is
authentic, and something managers and employees
can take example from.”
EVERYONE GROWS IN A TRUST-BASED CULTURE
Lars Clement himself has previously been in organisations where a great deal was done to avoid mistakes.
This led to managers and employees denying responsibility instead of taking responsibility. In his experience,
a trust-based culture means that employees and
managers grow and take even more trouble. At the
same time, it also requires managers to be open to
other people’s ideas and not merely see their own
picture of the world.
“It is fanciful to believe yourself smarter than 4,000
brains in the organisation,” he says.

69 Ed. Lars Clement has since changed job and is now Chief Executive of Skanderborg Municipality.

Lars Clement, Chief Executive of Mariagerfjord Municipality

NO NEED TO WORK YOURSELF INTO THE GROUND
All in all, Lars Clement would like to show that psychological safety is also about leadership characterised by
transparency and honesty. And that good leadership is not
necessarily about working yourself into the ground. In his
view, everyone is entitled to “a great working life with a
great life during leisure hours and with the family to go with
it,” as he puts it.
Employees respond immediately even if an email says in
block capitals that they should not answer until they get
back from holiday. This means that Lars Clement tries to

wait until the holiday is over before firing off emails. A
holiday is a holiday. Nor does the mayor deal with citizen
complaints in the evening as a matter of principle, and
urgent matters must really be urgent.
“Managers working and being available all the time does
not make for better products and more wellbeing. It sends
a signal to the employees that a person has got their
priorities wrong. Managers who are able to be managers
under fairly normal conditions, and achieve the results and
create the value they are supposed to, are by far the
cleverest and smartest,” he concludes.
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When fear is more prevalent
than trust
We have a problem when fear is more prevalent than trust. Destructive
grumbling occurs when people do not feel heard, and when our contribution
does not support the meaning of our (working) life. We therefore need to bring
more courage and vulnerability into organisations if we want to create healthy
cultures.
By Lars Sander Matjeka, board
member and management consultant
When the analysis shows that many
people do not dare to ask questions
because they fear the consequences, it
is clear to me that fear is more
prevalent than trust in the organisation.
Fear does neither people nor organisations any good,
and it is a leadership task to ensure that there is room
for employees to be able to express their opinion
without consequences70.
ROOM FOR CONSTRUCTIVE GRUMBLING
My personal attitude is that there obviously should be
room for questions, criticism, astonishment and yes,
grumbling too. But, at the same time, I have always
demanded that we preface it with “constructive” or
“productive”. In other words, it is fine to grumble if you
also have suggestions regarding what can be put in
place of whatever is causing your dissatisfaction.
Generally speaking, destructive grumbling happens
when people do not feel themselves seen and heard.
Constructive grumbling happens when management
sees and listens respectfully, and is unequivocal and
able to handle the input from the organisation,
whether good or bad. A manager must be relationship
competent and have a genuine interest in their
employees.

CONSTRUCTIVE OR DESTRUCTIVE GRUMBLING
Grumbling also frequently occurs when we as individuals perceive a discrepancy between our personal values
and meaning and the organisation’s values and
meaning. That is because it has a negative effect on us,
both mentally and physically, if we find ourselves in a
workplace where our own contribution does not
support the meaning of our (working) life, and where
the values are very different to our own. We risk being
drained of energy, degenerating and becoming
anything but the best version of ourselves. It can be a
high price to pay.

Courage is also about making mistakes, but we have
to see mistakes in a nuanced way. Making mistakes
has almost become a fashion phenomenon, and
there is no doubt that it is important to have a
culture in which no one is put to the sword for
making mistakes, and where mistakes are seen as an
important element in developing the organisation.
Here too, however, clarity on the part of management is important. Where is it all right to make
mistakes and where not? We must not make
mistakes deliberately, and we all know that there are
functions or situations where mistakes can have
fatal consequences.
COURAGE BRINGS VULNERABILITY
When we are brave, we often feel vulnerable too,
which is the biggest restraint on being brave and
stepping outside our comfort zone. That is where we
grow as human beings and contribute to the
organisation’s development. Showing our vulnerability takes courage. Courage and vulnerability go
hand in hand, but unfortunately showing our
vulnerability is still seen as a weakness in many

places. Nothing could be further from the truth!
Trying to be brave and vulnerable is a huge strength,
and, if anything, it helps to create psychological
safety in an organisation.

When we talk about the authentic manager who
dares to be vulnerable, we are doing away with the
long-standing focus on managers primarily having to
be dynamic, able to answer questions, and provide
direction.
In the two contributions that follow, we give two
different perspectives on “new” types of manager.
Managers who purposefully articulate psychological
safety. They use honesty, vulnerability and curiosity
in their leadership in order to create meaning and
direction for their employees.
This takes us deeper into the link between meaning
and psychological safety. But we also give a perspective on the importance vulnerability and curiosity can
have for people’s sense of meaning.

We have to remember, however, that a workplace is a
community – and a community for which we are all
responsible71. We therefore have to consider the
purpose of our grumbling. We have to recognise
whether our grumbling is constructive or destructive.
We have to recognise whether our grumbling contributes to a better or worse working environment for
ourselves and our colleagues. And we have to remember that we can always go somewhere else that is
better for us.
COURAGE, MISTAKES AND VULNERABILITY
One of the ways to create greater trust in an organisation is through courage and vulnerability. The
courage to stick your neck out and your hand up. The
courage to say: “I don’t know”, and the courage to
stand by your values.

One of the ways to create greater trust in an organisation is through
courage and vulnerability. The courage to stick your neck out and
your hand up.
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70 Read more about psychological safety from page 48 onwards
71 Read more about the importance of communities for meaning from page
46 onwards
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When the boss dares to doubt
We have to be careful about confusing doubt with weakness. Managers who
dare to show doubt can help to create meaning and psychologically healthy
cultures.
By Joachim Meier &
Anders Moesgaard Jacobsen
Most managers are acquainted
with doubt. Just as many are
familiar with the discomfort it
causes. Who would not wish to be delivered from its
insistent voice? As a manager stressed in an interview:
“I’m the doubting type, so I suppose I’m not at all
suitable to be a manager.”
While drive is rated highly, doubt is not a popular trait in
managers. Many managers measure themselves more
or less consciously against tough ideals about the
dynamic, heroic leader figure. A fantasy that is fuelled
constantly, but at the same time imperceptibly, in the
narratives that managers are fed with: “A leader is one
who knows the way, goes the way, and shows the way,”
writes John C. Maxwell, the famous American writer on
leadership, for example. It has a good, strong sound to
it. And it is an ideological mindset that resonates with
most people because, incredibly enough, it sounds
obvious in our day-to-day leadership discourse. But is it
the reality? Is it the case for all managers? We have not
met them.
DOUBT IS NOT A WEAKNESS
The myth of the dynamic and heroic leader tricks us into
confusing doubt with weakness, which become two
sides of the same undesirable coin. Our ideals about
leadership are unfortunately as straight as a die,
whereas day-to-day leadership practice is experienced
more as a jumble. And amidst that jumble, amidst the
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organisational complexity and uncertainty, we should
not confuse doubt with weakness. We should instead
regard doubt as an inescapable followership. In fact, we
should go a step further and regard it as a followership
that managers would do well to cultivate.
DOUBT CREATES TRUST AND FOLLOWERSHIP
We might intuitively think the reverse. That managers
who are dynamic and sure are the guarantor of
security and trust in the organisation. But at a time
when the organisational basis of action can never be
completely sure and the best may be sure enough, it is
not very credible for a manager to apparently be
always sure of their case. As a middle manager in a
large private enterprise confided to one of us: “My boss
is really capable, but I don’t really trust him. He never
shows doubt or uncertainty, so I close off too.”
The middle manager suggests that his boss’s skills are
far from the only deciding factor in trusting him.
A manager who is never in doubt or never has the
courage to show doubt to his employees is not a
desirable role model. “… so I close off too”, as the middle
manager adds. Managers create culture, and if they
keep their cards and own doubts close to their chest,
their employees do the same. Conversely, by sharing
their doubts with colleagues and employees, they
contribute to a culture in which it is all right to not
always know, be able and act.
SHARE MORE THAN YOU THINK
Managers cannot share all their doubts, of course. So
how much doubt can you share as a manager? It

probably comes as no surprise that only a situational
answer is correct in this context. The individual manager
must use their judgement, read the situation and feel
their way. Part of the answer lies in asking the question in
the first place, however. Another somewhat brave but
instructive guide is that most managers can share more
than they think. Many managers imagine that their
employees judge them against an ideal in which they
always have a clear answer ready. Such a notion is not
always wrong. But it frequently is.
DOUBT IS YOUR LEARNING POTENTIAL
In Ancient Greece, Socrates was presumed to be the
cleverest man in Athens. Paradoxically, he himself
thought that the only thing he knew was that he did not
know anything. An attitude that made him exceedingly
hungry to know. To ask, to listen and to disrespectfully
challenge everyone and everyone’s assumptions. It is
great to have lots of experience, course competencies, a
master’s or a diploma in management. Of course it is. But
the pitfall of having a lot of experienced knowledge is a
know-all attitude that silences curiosity. By contrast, the
message of doubt is that we cannot know for sure. When
all is said and done, that is what whispers in our ear: “You
can’t be absolutely sure here. There are several paths to
choose between. You need to think. Maybe discuss it with
other people.” In this way, doubt contains the ability to put
ourselves in a state that promotes a critical and enquiring
inner voice. It demands thoroughness, curiosity, thirst for
knowledge. It requires us to be humble because, when it
comes down to it, we know nothing.
DOUBT PROVIDES LEARNING AND DEVELOPMENT
Doubt is therefore a catalyst for learning. Many of us
boast that we love learning and developing. But do we?
Kierkegaard put it trenchantly when he claimed that we
all want development, but no one wants change. The fact
is that learning is painful. Because when we learn, we
have to identify with what we do not know for a time.
Most of us base our identities on what we can do, what
we know, and what we master. It feels good. But it also
comes with a risk.
The author Mark Twain was of the opinion that it is not
what we do not know that causes us serious problems.
On the contrary, it is what we know for certain, but turns
out to be wrong.
NEW LEARNING CULTURE
Moreover, the division into right and wrong is often an
obstacle to learning. It hampers freedom of thought, with
freedom of thought being hampered even more in
expressing itself. Suppose if what I am saying is wrong.
Many organisations and teams therefore wish to foster
learning cultures in which the focus is not primarily on not
making mistakes, but on daring to think new thoughts,
feel your way and make choices that are not perfect.
Doubt can help such cultures on their way. In other words,
if there is room to doubt, if you can actually hear doubt in
the meeting, round the lunch table, among the team, by
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the coffee machine, it will often be a sign that learning is
taking place too.
DOUBT IS NOT JUST A TOOL IN OUR BOX
We must be careful about regarding doubt as just another
tool for our box. As an instrument that we can take out on
occasion and use to promote trust and learning in the
organisation. Doubt is something constant, a phenomenon
that sits somewhere between your head, your heart and
the world, and that managers constantly have to deal with.
Because doubt also communicates the ethical complexity
that permeates organisational life and presents managers
with paradoxical and dilemma-filled ethical insolvabilities.
It is not enough to know about obligatory moral laws or
utilitarian calculus. Instead, you have to make yourself
receptive to your doubts and deal with the specific ethical
considerations that have to be turned over in each case.
DOUBT THAT GUIDES
Unlike rules and procedures, doubt is not a clear moral
compass, but it can serve as an essential guide that it is
rewarding to consult. Many people certainly know about
conducting an internal dialogue with themselves. We talk
to ourselves. It can sometimes seem like there are two of
us inside. The ancient Greeks had a notion of their being a
“daimon” inside us, a figure you could listen to in difficult
situations. Nowadays, we talk about our conscience,
which expresses the same idea. Conscience and doubt are
central to our ethical judgement. If we want to manage
ethically, we should not treat doubt as an uninvited guest,
but accept its invitation and listen to its voice as a source
for doing good.
DOUBT AND DRIVE ARE NOT OPPOSITES
Have we put doubt on a pedestal? Perhaps. If doubt is
unpopular with managers, this is also linked to the fact
that managers are employed to act, and doubt can
prevent them from doing just that. When doubt takes on
destructive proportions, it can paralyse. We are beset by
doubt.
But if we regard doubt and drive purely as opposites, we
are contributing to an illegitimate polarisation. It is good
to be able to act, i.e. to find the courage to do what you
know you should. But actions that are empty of doubt
cannot really be called actions. They are rather automated
behaviour. And behaviour is something we share with
animals. Actions are what make us human.
THE HAMSTER WHEEL OF ACTION
On the hamster wheel of action (behaviour), one action is
followed by another. We are trapped in an accelerated logic
of activity that gets us nowhere. We may look dynamic, but
we are actually just repeating untenable decisions the
whole time. Tenable actions, on the other hand, are rarely
constituted on a foundation that is free from doubt. The
strongest decisions are not made without, but despite,
doubt. Doubt can be an uncomfortable followership. But it
is also a vital followership that managers would do well to
cultivate.

Joachim Meier
Joachim Meier is a PhD fellow at Aarhus University and a business psychologist with
CLAVIS Erhvervspsykologi. He is a qualified psychologist and has an MA in Journalism. He
has contributed to several books and articles focusing on the existential, paradoxical and
ethical dimensions of leadership and modern working life. Among other things, he contributed to the Management Book of the Year 2018: “Lederen mellem tvivl og handlekraft”.

Anders Moesgaard Jacobsen
Anders Moesgaard Jacobsen is a qualified tactical officer and works for the Danish military
in that capacity. He also has an MSc in Political Communication and Leadership, as well as
a BSc in Economics, Business Administration and Philosophy from the Copenhagen
Business School. Apart from his operational work in the Danish military, Anders is interested
in the governing logics and complex leadership problems that occur and play out in
businesses, organisations and society.
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FIGURE 1: POWERFUL QUESTIONS

Creates added value in problem
solving for the client
Improves the quality of decisions
and actions
Boosts the organisation’s
collective intelligence

The art of asking powerful
questions
Doubt and not having an answer are seen by many as a sign of weakness.
But according to two experienced management consultants, the ability to ask
questions and not just have an answer ready proves to be a key competence
when it comes to creating meaning and productive relationships.

By Thomas Johansen and
Thomas Specht, MacMann Berg
If meaning is important in terms
of our job satisfaction, wellbeing
and engagement, it is relevant
to look at how we, as managers and organisations, can
work intelligently on meaning.
When something gives meaning, it is because we can
relate to it, whether it is a direction set by management,
values on which the organisation is based or the
difference that the organisation makes for citizens,
customers or society. If we lack the understanding, do
not have the skills or are unable to see the direction, we
experience loss of meaning.
CREATE MEANING BY ASKING QUESTIONS
As managers, we are creators of meaning and culture.
Whether we want to be or not. With our behaviour and
communication, we help to promote or hamper the
creation of meaning in the individual and for the
organisation as such.
One of the master keys for creating meaning in the
relationships we form lies in the questions we ask and
therefore what we invite in our relationships and
communities.
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Creates a culture of inquiry
and development
Builds trust-based
relationships
The ability to ask
powerful questions

Source: Johnsen, Specht, Kleive, 2020

FOCUS ON PRODUCTIVE RELATIONSHIPS
Psychological safety72, meaning and good relationships
are the main ingredients in many recipes for a good
working life. But, in our experience, it is often more
interesting to talk about productive relationships than
just good ones.
Very few organisations or companies are brought into
existence with the primary purpose of generating good
wellbeing. We are brought into existence to perform a
task and create the value that others need. Job satisfaction and wellbeing are just a means to the actual
end. A department or organisation can therefore have
a high degree of wellbeing and good relationships without it producing results in relation to the task for which
the organisation was set up. The members of a team
may well experience good individual wellbeing and
good relationships with their teammates without the
team being a high-performing team that does really
well with the task it has been set as a result. On the
other hand, working towards or contributing to a
meaningful objective or purpose will often be a key
factor in relation to good wellbeing.
But what is the link between psychological safety,
meaning and good performance? And how can we
promote psychological safety so that our relationships
are not just good, but productive too, and create value
in our task performance?

72 R
 ead more about psychological safety in the article entitled “We need collegial communities” on page 46
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QUESTIONS PRODUCE BETTER TASK PERFORMANCE
Based on the research into psychological safety,
high-performing teams, collective intelligence and the
ability to ask questions, we will present our take on how
we can work intelligently and create the best cohesion
between the different concepts so that it results in
better task performance for the benefit of citizens, users
and customers.
As the figure shows, there is a close correlation between
the ability to ask good questions and at the same time
create value and meaning for the customer in our task
performance.
The questions we ask each other are crucial in terms of
whether we manage to build up trust and psychological
safety in our relationships. Relationships must not just
be good, but productive too, and that requires us to
work together curiously in a spirit of inquiry on developing our joint task performance.
FROM ANSWER CULTURE TO CURIOUS ASK CULTURE
The ability to ask powerful questions is at the centre of
the model. It is one of the most important prerequisites
for everything else succeeding. Powerful questions are
therefore one of the master keys to creating psychological safety, collective security and productive
practice. Ultimately, it helps to create both inner and
organisational meaning. As we see it, it is not just about
asking questions, since many questions are backwardlooking, positioning, accusatory or guilt-focused.
Powerful questions, on the other hand, are questions
that throw new light on a matter or situation. They
invite, involve and nuance. What is more, they disrupt
and challenge current perceptions in yourself, the other
person, the team or the organisation as a whole.
OPEN TO NUANCES
If, for example, we face challenges in teamwork, we
may be induced to ask the backward-looking question
“Why can’t you figure out how to work together?”.
Instead, it would be far more productive of good
teamwork to ask the same question in a forward-
looking way: “What does good teamwork look like?”.
This opens the way for nuanced perspectives, but does
not point the finger at anyone.
The curious ask culture also confronts the centuries-old
notion that competent leaders should be able to
answer everybody’s questions and make numerous,
rapid decisions. This notion and practice has long since
been exploded, with the tasks we have to perform
becoming more complex and calling for several
different disciplinarities.

QUESTIONS ARE NOT A WEAKNESS
It is no longer management’s job to provide ready
answers. Managers rarely have the best answers
themselves. Instead, it is management’s job to create,
develop and manage a contribution culture in which
employees’ knowledge, experience and ideas are
brought into play in relation to the tasks that we have
to succeed with together. Without wearing each other
down. It is about going from an explanatory answer
culture to a curious and investigative contribution
culture with a strong focus on the task.
QUESTIONS ARE A MANAGEMENT DISCIPLINE
In many cultures, asking questions is seen as a sign of
weakness, as well as an expression of ignorance and lack of
drive. Especially in leaders. The rules have changed,
however, so if we want to succeed better and create
greater wellbeing and meaning in future, there is no way
back. The ability to ask powerful questions is a crucial
leadership skill, and also helps to create the culture that
makes us innovative as teams. Curiosity is not just a matter
of uncritically asking a lot of questions like: What do you
think?
DIFFERENT QUESTIONS INVITE DIFFERENT ANSWERS
The questions we ask create the arena for the answers
we get. There are differences between questions.
Different questions can do and invite different things.
Some are backward-looking. Others are forward-looking.
Some are clarifying. Others are developing. Just look at
the difference in these three examples.
FIRST EXAMPLE
1.	Why haven’t you done anything about the problem?
(backward-looking question that seeks reasons,
explanations and guilt)
2.	What possible solutions do you see to the problem
we are facing? (forward-looking question that
invites ideas and contributions to good solutions)
SECOND EXAMPLE
1.	Why can’t you figure out how to work together?
(backward-looking question that seeks explanations in
the past again)
2.	What does good teamwork look like? (forward-looking
and opportunity-creating question)
THIRD EXAMPLE
1.	What is the matter with you? (backward-looking
question focusing on problems)
2.	What is the way forward for you? (forward-looking,
investigative question focusing on opportunities)

WE MUST DEMAND NEW PERSPECTIVES
As Figure 2 shows, the nature of our questions controls
what we invite the other person and other people to
contribute to our relationships. This is important in
determining whether we manage to create productive
relationships. We can differentiate between four main
types of question, each of which invites something
different.
1.	The first type of question focuses on what has
happened in the situation (1).
2.	The second adds different perspectives to the
narrative (2).
3.	The third category of question is forward-looking
and looks at new opportunities (3).
4.	The final category narrows the dialogue and makes
it action-oriented (4).
By far the majority of questions we ask are from category
1. Then we frequently jump straight to answers in
category 4. Based on the logic that if such and such has
happened, you should do this!
The problem is that this simply reproduces the action
patterns of the past, producing the same results as
yesterday. If we want to create a far more innovative
contribution culture, we have to ask more powerful
questions, which fall into categories 2 and 3.

HIGH-PERFORMING TEAMS ARGUE
Powerful questions invite us to think beyond our own
perspective and see something in a broader context.
They are powerful because they throw light on our
responsibility and curiously examine the assumptions
that shape and maintain our and other people’s
behaviour.
Research shows that high-performing teams are
characterised by being much more exploratory and
curious in their approach to each other than low-
performing teams, who almost exclusively argue with
each other in their teamwork (95 percent of communication is characterised by an argumentative approach,
while only 5 percent is exploratory)73.
So asking questions does not come without a cost.
Through our questions, we create each other’s
opportunities and prerequisites for succeeding, not just
as individuals, but first and foremost in relation to the
task we share in an organisational context. In return,
the sense of being able to contribute to a greater
common purpose is part of what creates the greatest
meaning and job satisfaction in the individual. That is
how it will be in the future too.
See supplementary bibliography.

FIGURE 2: CURIOUS ASK CULTURE
CLARIFY

What would it be
wise to do from
this point on?

What is the
situation about?

1. Situation

4. Actions

FUTURE

PAST

2. Perspectives

3. Opportunities

What relationships
and perspectives
can add nuance to
the problem?

DEVELOP

What ideas, hopes
and dreams can
create new opportunities?

Source: Johnsen, Specht, Kleive, 2020
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Perspective

Meaningful organisations of
the future
If we are to get off the hamster wheel, we must dispense with the classic
notions regarding how workplaces best promote meaning in individuals.
Instead, we need to have an eye to the organisations where the power to make
decisions rests with the employee, and where outstanding results are achieved
with very few managers or none at all.

Many employees have a workday that
resembles a hamster running on its
wheel. According to the study you are
reading about, 14 percent of Danes
cannot see the point of day-to-day decisions at all, and 22
percent cannot see the point of the major changes in the
organisation. Their workday does not always have a clear
direction, and management communicating clearly,
monitoring the department’s progress or otherwise
recognising the employees’ professional contribution is not
a daily occurrence.

Most people say that it sounds fascinating. But maybe
a bit unrealistic too.

It is a waste of good life when far too many employees are
running fast without getting anywhere. It is a waste of
potential, with the organisation missing out on ideas, drive
and growth. So is the reason poor leadership or employees’
unrealistic demands?

EMPLOYEES NEGOTIATE AND APPOINT
The Job, Activity and Competence Centre (JAC) in
Gentofte Municipality was chosen as Denmark’s best
public workplace in 2018 and 2019. Employees there
are allowed to draw up strategies, negotiate pay and
appoint new colleagues. The people who work there do
not believe in control, power and top-down. They
believe in each other.

Maybe the answer does not lie in the usual positions, and
maybe it is about time that we stop primarily searching for
solutions in leadership or the employees’ attitude.
We should simply stand back and see the big picture. See
how we organise ourselves, how we cooperate, and how
we perform our tasks.
NEW WAYS OF ORGANISING OURSELVES
Imagine a workplace without managers. A workplace
where it is the employees who take the big decisions
regarding strategy, finances and pay negotiations.
Imagine a workplace that turns the traditional
management method on its head and works on the
principle of the employees having the aces and the
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most important knowledge. Where the organisation’s
direction is not decided by a small number of managers, but is a product of an entire organisation’s ideas.

It is hard to imagine organisations that work in a
completely different way to what we have learned.
Can organisations be operated without managers, for
example? What about strategies and targets? What
about pay? Can hierarchies and top-down decisions
really be replaced by self-organising units, where the
managers do not stand in the way, but set the organisation free?

According to Ann-Christina Matzen Andreasen, JAC’s
director, there is a lot to be gained by letting go of the
reins. She tells Danske Kommuner Magazine: “The
employees are terrific. What happens in the organisation when we invite the employees into management’s
engine room is absolutely amazing. We have never been
as strong professionally, financially and in terms of
working environment since we managers relinquished
power and began operating with an organisation that is
90 percent management-free.” 74

74 danskekommuner.dk/Nyhedsarkiv/2019/November/15/Pa-Danmarks-bedste-offentlige-arbejdsplads-styrer-medarbejderne-selv/

Meaningful organisations of the future

By Mads Bab, management consultant
and owner of consulting companies
Gnist and Humanai

When the individual employee experiences maximum
participation and is happy about the cooperation they
are part of, it also spills over into the quality of their
ideas and therefore the performance of their work and
their interaction with citizens or customers.
FREEDOM PRODUCES MEANINGFULNESS
Freedom creates meaningfulness. Not freedom from
responsibility, but the freedom to influence and set our
stamp on our workplace. This freedom means
everything to us as human beings. It means that other
people trust us, and that our ideas and opinions are
relevant.
When you make decisions as a manager and use your
managerial authority to pull the organisation in a
particular direction, you limit the freedom of your
employees. You are within your rights to do so, and it
may be effective in the short run. But is it wise in the
long run?
Most people claim that they want to promote creativity
and the development of ideas, but the opposite often
results. Instead of a free-thinking organisation with a
strong sense of meaning, you end up with a hidebound
organisation.
“When 120 people think, it generates absolutely
amazing ideas for development. They come up with a
thousand great thoughts, much better than we
managers could come up with ourselves. Constantly in
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fact. Investing in the employees is pure gold,” Ann-
Christina Matzen Andreasen tells A4 Arbejdsmiljø
Magazine75.
LET’S TURN IT ROUND
Imagine that you see a challenge in the way a task is
performed. Maybe the problem is caused by a procedure in another department. You take the problem up
with your team leader. In the best of all worlds, they
listen to you and promise to take the problem up with
their boss at the earliest opportunity. The boss learns
of the problem and promises to take it up with the boss
of the other department. The boss from the other
department learns of the problem and luckily agrees
with your point. She grabs her team leader, who tackles
the work process with the team in question. It is a
hierarchical process that takes a long time to carry out.
The problem is solved, but now you become aware of
another challenge. This time it is a challenge that only
affects something that is done in your own department. You take the problem up at the next staff
meeting. Maybe several meetings are required. You all
want to agree, and everyone has to support the
improvements. In the efforts to build a strong
community, the decision ends up being a compromise
between a number of different proposed solutions. A
compromise that sounds good, but is hard to implement and even harder to make a success. It could
perhaps have been done more intelligently.

75 a
 4arbejdsmiljoe.dk/artikel/offentlig-leder-lader-medarbejderne-forhandle-loen-og-ansaette-nye-kollegaer-guldet-ligger-i-at-investere-i-medarbejderne

THE ORGANISATIONS OF THE FUTURE ARE ALREADY
HERE
As human beings, we would like to have a meaningful
working life. And when we encounter bumps in the
road or find a stone in our shoe, we naturally enough
want to do something about what is impeding us. But
problems and solutions frequently have to be cleared
by several layers of management or discussed in a consensus-based culture where everyone has to agree.
In the book “Reinventing Organizations”, Frederic
Laloux presents a number of organisations that have
developed a method that is not based on managers
who have to approve processes or communities that
have to agree. The method is called the advice process.
THE METHOD BASICALLY CONSISTS OF FOUR STEPS
1.	A person sees a problem or opportunity and takes
the initiative to follow it up.
2.	They are now the decision-maker and carry out
their own analysis of the initiative and any implications for the organisation.
3.	The decision-maker is under an obligation to seek
the advice of all the parties involved before making
a decision.
4.	Based on the advice received, the originator decides
to carry out the initiative if they consider that it will
serve the organisation as a whole.
CONSULT BEFORE MAKING THE DECISION
Before a given decision is taken, the people who will
have to live with it and any experts are consulted. The

wider-ranging and riskier the challenge, the more
people’s views must be canvassed.
It will nearly always be relevant to consult people in your
own team, but input from other teams, and even
customers or citizens, will often be required too. Some
decisions will, of course, also require management to be
consulted. The originator is then entitled to make a
decision. This is not a joint decision-making process, but
a process in which the originator takes responsibility
based on the views they have gathered.
The idea for the advice process comes from Dennis
Bakke, former CEO of the American energy company
AES. Dennis Bakke used the method to create a business
with more than 50,000 employees and a turnover of
USD 8 billion. The advice process was a response to a
classic dilemma of how to accommodate the individual’s
need for meaning and participation while taking account
of the organisation’s need for effective processes.
THE FUTURE IS NOT DRIVEN BY MANAGERS
In Frederic Laloux’s book “Reinventing Organizations”,
meaning creation is not a managerial communication
task where the manager has to sell the strategy from
their soapbox. It is not yet another seminar or inclusive
process. And the focal point is not the managers’
communication skills or the employees’ attitudes. It is
about designing a decision-making process that is
driven by the organisation itself rather than the
management.
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Roundup

Does it give meaning?
Some people are motivated by making a difference for others and seeing the
big picture in their job. Others find meaning in their tasks when they can see the
organisational direction or use their skills. So meaning is not simply meaning.

Our study shows a very strong correlation between
feeling a sense of meaning and at the same time
feeling happy and being motivated in the workplace.
At the same time, we are able to document that people
who go to work merely to earn a living have a lower job
satisfaction temperature than those who feel they are
contributing to a greater purpose. So we can safely say
that meaning and job satisfaction are inextricably
linked. Meaning is not merely a fringe benefit, but a
necessity.
For some people, their job has also become an identity
project, for which reason we ask in the report whether
a person can find too much meaning in their job. If our
whole identity is tied up with our working life, we put
ourselves in a vulnerable position where we can
suddenly be rendered superfluous by an organisation
change, a shift of focus, a crisis or cutbacks at work.
MEANING IS ALSO DOING SOMETHING USEFUL
It can also be meaningful simply to deliver a piece of
valuable work without the individual having to consider its
greater meaning. Anthropologist Dennis Nørmark76
challenges the perception that everything we do must
have a greater meaning. According to him, doing
something on a small scale, making some products that
will be sold or generating profit for a business can in itself
give meaning. Several of the people he interviewed for his
book “Pseudoarbejde – hvordan vi fik travlt med at lave
ingenting” did not miss have a greater purpose in their
job. They only missed doing something useful. Our study
also shows that more than half of Danes primarily go to
work to earn a living. So greater meaning does not play a
key role for them.
MEANING IS ALSO FOUND OUTSIDE WORKING LIFE
But a good many people would also agree that making a
difference for others and contributing to a greater
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76 berlingske.dk/aok/vi-vil-ikke-blot-have-arbejde-vi-vil-have-mening
77 Ibid

purpose does something for our life satisfaction and job
satisfaction. We can do it at work, but also outside work.
According to Helge Hvid77, a professor at the Centre for
Working Life Research at RUC, we will also find meaning in
our leisure time and association activities to an even
greater extent in the future. We will still demand a lot in
terms of meaning, but we will identify with it in contexts
other than just working life. Perhaps we will work less and
that will leave room for new activities.
MEANING DIVES AND PAY RISES
According to Dennis Nørmark, when we as a nation are
well off financially and socially, meaning occupies a
central place in Danes’ lives. But if a crisis comes along,
he predicts that meaning will drop down the agenda,
with a more basic factor like pay moving up. It will
therefore be interesting to look into how the inter
national Covid-19 crisis will influence our sense of
meaning and job satisfaction in the future.
JOB SATISFACTION AND SECURITY IN EMPLOYMENT
At the Job Satisfaction Knowledge Centre, we are very
interested in how security in working life affects job
satisfaction. Especially at a time like this, when
Denmark is facing economic challenges, when workplaces have closed and some employees have lost their
jobs. We have been researching what provides job
satisfaction since 2015, and have identified seven
factors that are of particular importance for job
satisfaction. In a future report, we will look at the seven
factors in a context and put the results into perspective
in relation to areas such as changed terms of employment, a greater emphasis on security and fair pay, but
also on issues like more flexible working conditions
with a great degree of participation. The report will be
published in spring 2021.

Survey model

DEGREE OF EXPLANATION

Meaning and job satisfaction

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.

In this survey, we decided to take a closer look at the Meaning factor. This is one of the seven factors that
all affect our job satisfaction.

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.

In 2019, we carried out a major study that put job satisfaction for all seven factors into perspective.
The following models show the link between our overall life satisfaction and job satisfaction and the
importance of the seven factors for job satisfaction.

TEMPERATURE

Taken together,
the seven factors we
investigate account for

74%

of what Danes’ job
satisfaction consists of

points

point

MEANING

MASTERING

LEADERSHIP

point

BALANCE

INFLUENCE

EFFECT

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

80

TEMPERATURE
76

75

points

TEMPERATURE
points

75
73

73

60
MEANING

ACHIEVEMENTS

MASTERING

INFLUENCE

LEADERSHIP

0.7

TEMPERATURE
1.5
1.1

2,6

0.8

1.3

points

POINT

0
MEANING

ACHIEVEMENTS

MASTERING

INFLUENCE

LEADERSHIP

BALANCE

Source: Job Satisfaction Index 2019

68

COLLEAGUES

Here we see the effect on job satisfaction of
every 10-point improvement in a factor’s
temperature.
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Job satisfaction and happiness
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.

XX

POINT

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.

Source: Job Satisfaction Index 2019
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Temperature figures

Method

Selected temperature figures
for factor questions in
Job Satisfaction Index 8

What we did

Dimension

Spørgsmål

I hvilken grad er din arbejdsplads overordnet et godt sted at arbejde?
I hvilken grad føler du glæde ved dit arbejde?
I hvilken grad føler du dig motiveret til at gå på arbejde?
Arbejdslyst
I hvilken grad nød du din seneste arbejdsdag?
I hvilken grad ser du frem til næste gang, du skal på arbejde?
I hvilken grad oplever du, at du udfylder en vigtig funktion på din
arbejdsplads?
I hvilken grad oplever du, at dit arbejde er meningsfyldt?
I hvilken grad mener du, at dit arbejde bidrager positivt til andre
Mening
menneskers hverdag?
I hvilken grad oplever du, at du lykkes som menneske gennem dit arbejde?
I hvilken grad oplever du, at dit arbejde har betydning for, hvem du er?
I hvilken grad oplever du at være fagligt dygtig i dit arbejde?
I hvilken grad oplever du at kunne være dig selv, når du er på arbejde?
Indre mening I hvilken grad oplever du, at du benytter dine faglige kompetencer i løbet
af arbejdsdagen?
I hvilken grad oplever du, at dine primære arbejdsopgaver giver dig
energi?
I hvilken grad oplever du, at du med din arbejdsindsats gør en positiv
forskel for andre mennesker?
Større
I hvilken grad oplever du at bidrage til et højere formål gennem dit
mening
arbejde?
I hvilken grad oplever du, at du via dit arbejde er med til at gøre vores
samfund bedre?
I hvilken grad oplever du, at du bidrager positivt til dine kollegers
hverdag?
Kollegial
I hvilken grad oplever du, at dine kolleger bidrager positivt til din hverdag?
mening
I hvilken grad oplever du, at I som kolleger bidrager til at gøre hinanden
bedre fagligt?
I hvilken grad oplever du, at du bidrager til arbejdspladsens overordnede
mål?
I hvilken grad oplever du, at værdierne på din arbejdsplads giver mening
for dig?
I hvilken grad oplever du, at I som medarbejdere har en klar retning for
Organisatorisk
jeres arbejde?
mening
I hvilken grad oplever du, at du kan se mening i de daglige beslutninger,
der træﬀes på din arbejdsplads?
I hvilken grad oplever du, at du kan se mening i de større forandringer, der
sker på din arbejdsplads? (ansættelser, afskedigelser, omrokeringer,
besparelser osv)
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The data set for the Job Satisfaction Index 8, 2020 “Meaning – fringe benefit or
necessity” was collected using quantitative and qualitative methods. A total of
2,148 Danes took part in the survey, which was conducted by Kantar Gallup in
December 2019 and January 2020.

Temperatur
77.38
76.53
75.3
74.1
72.65
82.67
81.36
79.79
75.15
72.83
83.77
81.55
80.39
72.76

The respondents for the survey were chosen to provide
a representative sample in terms of sex, age, geographical location, educational attainment and job
area. The participants in the survey are in the 18+ age
group, are currently active on the labour market and
have at least one manager over them.

exploratively and confirmatively. Explorative checking
consists of an analysis in which the questions are
grouped in such a way that they naturally fall into
groups independently of the constructed model.
Confirmative checking involves verifying the quality of
the intended groups in the structure.

DEVELOPMENT OF SURVEY MODELS
The surveys are based on a model of the factors that
create job satisfaction. The model was developed by
the Job Satisfaction Knowledge Centre on the basis of
recognised research and literature reviews.

In the surveys, both methods show very strong
agreement with the defined model. The questions
throw light on the elements to be uncovered to a very
high degree. The calculation model itself is of the
Structural Equation Modelling type, which in terms of
method falls into the category of regression analyses
for calculating causal relationships between a dependent variable (in this case “job satisfaction") and other
independent variables (in this case inner meaning,
greater meaning, organisational meaning and collegial
meaning.) In this way, the effect of the independent
variable on the dependent variable is estimated.

QUESTIONNAIRE
The survey model was operationalised – it consists of
questions that can shed light on the factors in the
model. The questionnaire consists of scaled statements.

79.35
74.04
71.62
78.98
76.6
74.98
80.64
72.27
71.31
68.06
61.75

In the study, we go into depth with the “Meaning”
factor, with the questions in the survey primarily
focusing on this factor, as well as on questions that
relate to the topic of job satisfaction. We also added
the topic of psychological safety to the index survey in
2020. Here we look at whether Danes safely dare to
contribute their opinions and ask questions, and
whether they dare to make mistakes and talk about
them.
We are constantly expanding our knowledge. We have
therefore adjusted a small number of the questions in
relation to previous years. This helps us get ever closer
to being able to explain Danes’ job satisfaction.
ANALYSIS MODEL
Kantar Gallup checks the collected data in the analysis
model by examining the structure of the data, both

CASES AND EXPERTS
In this index analysis, as a supplement to the quan
titative survey, we interviewed various contributors to
illustrate the work on the meaning factor. This was
done using semi-structured interviews.
We also made use of contributions from leading
researchers, managers and other experts to throw
light on the work on meaning and the four dimensions
of meaning: inner meaning, organisational meaning,
collegial meaning and greater meaning. Using research
and practice, cases and experts back up and put into
perspective the results from the representative survey,
which provides the evidence base for the Job Satisfaction Index 8 “Meaning – fringe benefit or necessity”.
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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.

Edmonson, Amy (2019): The Fearless Organization: Creating Psychological Safety in the Workplace for Learning,
Innovation, and Growth. Hoboken, New Jersey: Wiley.
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Behavioral Scientist, 47 (6), 740-765.
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2020:
Job Satisfaction Index 7:
Colleagues – an important piece in your job satisfaction
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. In this report, we take a detailed look at
Danes’ sense of being part of a collegial working community and examine, among
other things, the link between a good collegial community and the individual’s sense of
wellbeing and job satisfaction.

Arendt, Hannah (2019). Åndens liv. Aarhus. Forlaget Klim.
Bjerre, Henrik Jøker & Hansen, Brian Benjamin. (2017). Handl!. Copenhagen. Forlaget Mindspace.

Trivsel betaler sig

- en undersøgelse om værdien af god arbejdslyst

Kirkeby, Ole Fogh. (2013). Hvem er jeg?. Copenhagen. Gyldendal.
Lüscher, L. (2018). Lederen mellem tvivl og handlekraft: Paradokser og personligt lederskab. Dansk Psykologisk Forlag.

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.

Job Satisfaction
Knowledge Centre

MEDARBEJDERTRIVSEL I ET LEDERPERSPEKTIV

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

Medarbejdertrivsel
i et lederperspektiv
– en undersøgelse blandt ledere i Danmark

© Videncenter for God Arbejdslyst, 2019

80

- Viden der skaber arbejdslyst

1

81

Publications
THIS REPORT HAS BEEN PRODUCED BY THE
JOB SATISFACTION KNOWLEDGE CENTRE

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

2018:
Når ledelse skaber arbejdslyst
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 survey are interpreted and put into
perspective by a number of leadership experts and practitioners.

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.
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.

Editorial team: 			Rebekka Bøgelund			
					Rasmus Højbæk
					Helle Stenbro
					Christian Borrisholt Steen
					Marie Leth Hansen				

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.
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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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Meaning – fringe
benefit or necessity
The Job Satisfaction Index 8 takes the temperature of Danes’ sense of meaning and
psychological safety in their working life. Since 2015, we have asked around 25,000 Danes
about what is important in their working life. And Danes are in no doubt. Meaning comes
right at the top.
This study throws light on four dimensions of meaning – inner meaning, greater meaning,
organisational meaning and collegial meaning. It also outlines the link between meaning,
job satisfaction and psychological safety.
Among other things, the report provides an insight into:
• How you, as a manager, can help your employees feel a sense of meaning in their
working life
• What responsibility you bear as an employee for feeling a sense of meaning
• How participation and motivation affect your sense of meaning
• How to create psychologically secure organisations
• How vulnerability can be turned into a strength
• How to ask powerful questions that promote meaning at work
• What the meaningful organisations of the future will look like
The report provides nuance and perspective with cases, concrete results from the analysis
and contributions from a large number of experts.
Very happy reading to you!
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