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Summary



The Finnish National Workplace Development Programme (1996-1999), initiated by the Economic Council and incorporated in the Government programme, has three main focus areas. Firstly, it supports workplace-initiated development projects that contribute to changes in modes of operation that boost productivity and improve the quality of life at workplaces. The programme has received more than 350 applications and so far, 201 have been approved. The projects involve 333 places of business with 20,000-25,000 employees. During the programme period, the number of projects may rise to around 280, involving 30,000-35,000 employees. Assessment data already received indicates that in the opinion of both management and staff, the projects have had a positive impact and have brought clear added value to development activities at workplaces.



The second focus area deals with the dissemination of know-how concerning working life development in Finland. As part of the programme, publications have been issued and seminars held, and a comprehensive information register has been created on the Internet. An important focus for future activities is a data bank containing project descriptions with 'suitable practices' to be used in the development of work organizations. The programme and its projects have also been covered in the mass media. English-language programme material, presentation of the programme to international experts and of developments in other countries to the Finnish public, and cooperation between experts aimed at developing work organizations and funded by the European Union's DG V have all contributed to international contacts.



The third focus area concerns strengthening the structures of Finnish working life development. The programme has functioned as a cooperation forum aimed at setting up comprehensive dialogue between the most important interest groups in Finland. It has promoted cooperation between work organizations, various development programmes, different Governmental and municipal authorities, research and training institutions, other backers of research and development, and the social partners.



The focus areas of the final stage of the programme include utilization of project results and experiences, and prediction of future needs concerning the development of working life in Finland. Important measures include the creation of a data bank, the systematic collection and analysis of project assessment results and a study of the needs of the different interest groups, so that the development of working life and work organizations can continue once the programme ends.



The Ministry of Labour, the social partners and various business organizations are jointly responsible for programme coordination. The 1996-1998 budgets allocated a total of FIM 68.9 million for programme implementation. Most of this allocation has been spent on funding workplace-initiated projects. The financial contributions made by the businesses and public corporations concerned far exceed the expert support provided by the programme.



In view of the encouraging results of the programme so far, the management group considers it important to continue with development after the programme period ends.





Foreword



The four-year (1996-1999) Finnish National Workplace Development Programme was launched by the Economic Council on March 6, 1996. The aim of the programme, which is also incorporated in the Government programme, is to improve the productivity and quality of working life by promoting staff know-how and innovation at Finnish workplaces. This is intended to help businesses and public corporations cope better with new demands in the operating environment and to create better conditions for sustainable employment. The programme was drawn up jointly by the Ministry of Labour, the social partners and various business organizations in autumn 1995.



A management group with a term extending to the end of 1999 was appointed to lead the programme, and this group was to report on its progress to the Economic Council by March 31, 1998. Matti Salmenperä, department head from the Ministry of Labour, was appointed chairman and the following individuals have served as group members: Tuulikki Haikarainen from the Ministry of Social Affairs and Health, Ritva Hainari from the Ministry of Trade and Industry, Pirjo Harjunen from the Finnish Confederation of Salaried Employees, Rauno Jarnila from the National Board of Education, Raimo Kantola (up to April 30, 1996, Aulikki Penttinen) from the Centre for Industrial Safety, Sakari Karjalainen from the Academy of Finland, Harri Koulumies (up to September 16, 1997, Matti Virtanen) from the Employers' Confederation of Service Industries, Kimmo Kemppainen (up to March 31, 1998, Anna-Leena Mäkilä) from the Federation of Finnish Enterprises, Marja Paavilainen from the State Employer's Office, Peter Rehnström from the Finnish Work Environment Fund, Olli Saariaho from the Confederation of Unions for Academic Professionals, Tapani Saukkonen from the Confederation of Finnish Industry and Employers, Jukka Sädevirta (up to September 16, 1997, Jorma Palola) from the Commission for Local Authority Employers and Marjaana Valkonen from the Central Organization of Finnish Trade Unions. The management group has held eight meetings.



A programme project team at the Ministry of Labour has acted as the management group secretariat, with the following members: Tuomo Alasoini, Asko Heikkilä (as of May 1, 1997), Juhani Pekkola (up to January 31, 1997), Osmo Rahikainen (as of February 1, 1998), Nuppu Rouhiainen, Tiina Tervahartiala, Mari Kyllönen (as of May 2, 1996) and Virpi Lappalainen (as of May 1, 1997).



The management group has been assisted by a preparatory expert panel with the following members: Ulla Aitta from the Confederation of Unions for Academic Professionals, Bjarne Andersson from the Commission for Local Authority Employers, Lars-Mikael Bjurström from the Ministry of Social Affairs and Health, Kimmo Kemppainen from the Federation of Finnish Enterprises, Matti Kopperi from the Central Organization of Finnish Trade Unions, Harri Koulumies (up to August 20, 1997, Martti Virtanen) from the Employers' Confederation of Service Industries, Riitta Martiskainen (up to December 31, 1997, Seppo Ruotsalainen) from the Finnish Confederation of Salaried Employees, Martti Salminen from the State Employer's Office and Tapani Saukkonen from the Confederation of Finnish Industry and Employers. The expert panel has been chaired by Tuomo Alasoini, with the project team as its secretariat. The panel has held 28 meetings. 



The management group respectfully submits its report on the first stage of the programme, and its plan for further activities, to the Economic Council.



Helsinki, March 31, 1998



Matti Salmenperä (chairman)





Tuulikki Haikarainen �Ritva Hainari��Pirjo Harjunen�Rauno Jarnila��Raimo Kantola�Sakari Karjalainen��Kimmo Kemppainen�Harri Koulumies��Marja Paavilainen�Peter Rehnström��Olli Saariaho�Tapani Saukkonen��Jukka Sädevirta�Marjaana Valkonen��



1 Finnish working life confronting pressures created by threats and opportunities for change



Many factors are currently making changes in Finnish working life necessary. Internationalization of the marketplace, rapid technological advances, more demanding customers and the growing weight of environmental issues are among the important global factors contributing to change. Other important factors affecting Finnish working life include European economic and political integration (especially EMU), an ageing and better-educated population and the need to cut government spending. 



The pressures for change affect different sectors of business and work organizations in different ways. Nevertheless, more and more Finnish businesses and public corporations are having to adapt to a rapidly changing environment and to develop their operations accordingly. The pressures affect the productivity and profitability of operations, the quality of products, services and overall operations, flexibility and response in the interests of better customer service, and factors related to the quality of working life.



Individual, unrelated development measures are often not enough when pressures have to be dealt with. In recent years, many businesses and public corporations have therefore striven to reshape their whole operating approach. To achieve this, businesses and public corporations with an advanced level of operations have streamlined their processes, introduced teamwork, increased cooperation with other work organizations in production and other development-related matters, provided their staff with additional skill training, provided for more staff participation and introduced new arrangements for pay and working hours. The pace of change in Finland has quickened since the economic recession in the early 1990s, and at the same time, businesses and public corporations have become more aware of the need to develop their own operating approach.



The new operating environment has made it more and more difficult for businesses and public corporations to implement changes in a controlled fashion 'from the top down'. Operating environments have become more dynamic, more complex and more unpredictable. Changes in working life have become continuous processes, and are no longer one-off events. It has also become increasingly difficult to target change. As networking between work organizations has progressed, their change processes have become more and more interdependent. Controlled change calls for new kind of know-how and cooperation, and the use of advanced methods. Moreover, all the parties involved must be committed to change.



Businesses and public corporations with an advanced level of operations have become increasingly aware that, in the new environment, continuous development of their operating approach is a competitive factor comparable to know-how in the field of product and production technology. On average, businesses with an advanced operational approach are financially more successful, have better growth potential and offer more secure jobs than other firms. Likewise, public corporations with an advanced approach produce better-tailored and higher-quality public services. In fact, many recent strategies formulated by the EU and OECD emphasize the great importance for sustainable economic growth and employment of an advanced operating approach in work organizations.� An advanced operating approach is also important if work organizations are to make efficient use of key inputs, such as investments in new technologies or staff training.



In a rapidly changing environment, central and local government should support the development of working life and work organizations for the very same reasons they support other areas of technological development. However, the mechanical 'top down' strategies used in technology policy up to now cannot be applied to the development of working life and work organizations. The new forms of work organization, management methods, staff participation and arrangements for pay and working hours are not blanket concepts transferable from one environment to another. Instead of ready models introduced from the top down, development of working life requires modes of support to promote changes generated and implemented jointly by management and staff at the workplace. Consequently, government must provide forms of support that do not just offer work organizations standard solutions, but instead promote learning within them.





2 Functions of the management group and programme resources 



The Economic Council instructed the management group to:



prepare general programme guidelines 

monitor the progress of the project entities designed for the programme and focus areas to be specified separately

promote research contributing to the development of working life in Finland

promote public awareness of the importance of the development of working life from the point of view of the economy, employment and welfare

manage coordination with other national programmes

arrange for programme assessment



The work of the management group is also based on the proposal by the tripartite working group that prepared the programme for how The National Workplace Development Programme should be launched.�



The management group consequently specified three main focus areas for the programme:



promoting changes in operating approaches in Finnish businesses, public corporations and other work organizations that help to raise productivity and the quality of working life (chapter 3)

disseminating know-how related to the development of working life (chapter 4)

strengthening the structures of working life development in Finland (chapter 5)



So far, the 1996-1998 budgets have allocated a total of FIM 68.9 million for the programme (FIM 16.9 + 26.0 + 26.0 million). If the 1999 programme budget remains at around FIM 26.0 million, total funding for the programme will amount to FIM 94.9 million.



Nearly a third of programme funds come from the programme for funding and expanding government-sponsored research and development approved by the Science and Technology Policy Council of Finland in December 1996. The aim is to increase the percentage of Finnish GDP spent on research and development to 2.9% by 1999. Under the programme, the Ministry of Labour will be allocated a total of FIM 30 million to be spent on additional research related to the Finnish National Workplace Development Programme in 1997-1999.�





3 Project activity at workplaces



3.1 Modes of project activity



Expert support to businesses, public corporations and other work organizations striving to improve their operating approach is a central mode of programme operation. The purpose of the expert support is to make the development of a work organization easier and/or help it to make wider use of the know-how provided by experts (outside researchers and consultants or internal trainers). Expert support is used mainly for funding the use of experts in different projects. However, in most cases, the work organizations are themselves responsible for most of the computed project costs, including participation in staff training or meetings discussing development. Expert support is conditional on approval of an application submitted to the Ministry of Labour, which should include a detailed implementation plan drawn up according to instructions. The programme's expert panel deals with applications on the basis of preparatory work done by the project team, after which the Ministry of Labour makes the final decision.



Expert support can be granted for three kinds of project (table 1), for which the management group has prepared the criteria and reporting and assessment practices. All the projects are expected to promote the development of operating approaches that contribute to raising productivity and the quality of working life, to be based on the development needs of the work organization itself, and to be implemented jointly by the management and staff.



Table 1 Forms of expert support provided by the Finnish National Workplace Development Programme



NATURE OF  PROJECT�PURPOSE�CRITERIA�SIZE AND SHARE OF SUPPORT�EVALUATION��Basic analysis�Examination of the problems, development needs and potential in the operating approach of the work organization�4 absolute�size: max FIM 30,000 or FIM 50,000

share: max 100%�final report��Development project�Promoting changes in the operating approach of the work organization to raise productivity and the quality of working life�6 absolute

6 supplementary�size: max FIM 400,000

share: max 50% (small work organizations max 70%)�final report

self-assessment

advanced external assessment (part)

��Network project�Creation and implementation of organizational innovations promoting changes in operating approach and promoting employment in networks of several businesses�7 absolute

3 supplementary�size: no formal upper limit

share: max 50% (small work organizations max 70%)�final report

assessment by external quality panel��

Basic analyses are brief analyses lasting for a few months which work organizations can use in specifying their development needs with an eye to a larger project. A basic analysis can make development work easier for work organizations with no previous experience. Maximum expert support can amount to FIM 30,000 or 50,000, depending on the nature of the project. No upper limit has been set for the percentage of computed project costs accounted for by expert support. The project is assessed in a final report.



The purpose of development projects is to promote changes in operating approach in one or more work organizations and bring about improvements in productivity and the quality of working life. There are a number of criteria for development projects, which should be applied to one of the following focus areas: promotion of new forms of work and work organization, development of management and cooperation skills, development of human resources, promotion of the status of ageing and young employees, or sexual equality. The maximum expert support granted is FIM 400,000, and normally not more than half of the computed project costs are covered. The project is evaluated in a self-assessment carried out separately by the management, the staff and experts. In addition, an expert panel from outside the business makes a more thorough assessment of some of the projects. 



Network projects are joint undertakings by several businesses committed to mutual development cooperation in production or other areas. The purpose is to create and test organizational innovations that can contribute to new operating approaches and boost employment in the businesses concerned. They differ qualitatively from other development projects in that they should have real novelty value, involve several businesses and have a stronger impact on employment. Funds for network projects are included in an appropriation based on a decision by the Science and Technology Policy Council. No formal upper limit has been set for expert support; it is covered by the rules applied to ordinary development projects. An outside expert panel assesses all projects.





3.2 Volume of project activity



The programme started with a pilot stage lasting from March to June in 1996. The final decisions on the project criteria and other procedures were based on the experience gained during this stage. During the pilot stage, the programme received nearly 60 applications, 21 of which were approved. Since then 246 project applications and 64 applications for basic analyses have been received, i.e. a total of 310 (table 2). The number of applications received each month has risen steadily throughout the programme period.



A total of 77% of all applications processed have been approved. The high figure is probably explained by the fact that the programme project team has always striven to establish close contacts with the applicants before any application is submitted. Advance comments from the project team have often improved the quality of applications, or even led to their abandonment, e.g. when the topics proposed were outside the scope of the programme. Applicants have also been given the opportunity to add information to their applications later on.



Table 2. Applications for projects and basic analyses July 1, 1996 - Mar 31, 1998.*



�Approved�Rejected�Pending�Total��Project applications�141�36�69�246��Applications for basic analyses�39�17�8�64��TOTAL�180�53�77�310��* These figures do not include the 21 applications approved and 60-odd applications rejected during the pilot stage.



On the basis of the preparatory work done by the project team and discussion by the expert panel, the Ministry of Labour has approved 158 projects and 43 basic analyses, or a total of 201 applications. The appropriations for these amount to approximately FIM 48.2 million. At the moment, the number of people involved in the projects is between 20,000 and 25,000.



The biggest sums have been granted to projects in industry and construction, followed by local authority projects (table 3). The metal and engineering industries and municipal social and health services are the individual fields with the most projects. Around a quarter of the appropriations have gone to projects in SMEs.



Table 3. Projects and basic analyses between Jan. 1, 1996 and March 31, 1998, by business sector



BUSINESS SECTOR�NUMBER OF PROJECTS (N)�FUNDS GRANTED���Projects �Basic analyses�Total�FIM 1,000�%��(1) Agriculture and forestry�1�1�2�365�1��(2) Industry and construction�55�9�64�20,501�42��Metal and engineering industry�24�5�29�11,611�24��Wood-processing industry�11�1�12�3,127�6��Chemical industry�7�2�9�2,783�6��Construction and installation�7�-�7�1,887�4��Other/ miscellaneous�6�1�7�1,093�2��(3) Private services�24�9�33�7.071�15��Hotels and restaurants�1�-�1�307�1��Trade�6�2�8�1,630�3��Transport�2�2�4�751�2��Communications�5�-�5�1,530�3��Finance and insurance�5�1�6�1,218�3��Other/ miscellaneous�5�4�9�1,635�3��(4) Local authorities�56�14�70�16,362�34��General�11�2�13�3,165�6��Social and health services �28�4�32�8,968�19��Catering�5�3�8�1,261�3��Technical services�4�1�5�823�2��Education and culture�8�4�12�2,145�4��(5) Central government�10�4�14�2,381�5��(6) Other�7�3�10�1,500�3��(7) Multi-sector�5�3�8�*�*��(1-7) TOTAL�158�43�201�48,180�100��* The organizations involved have been placed in the different sectors



A total of 333 places of business are involved in the projects. By far the largest number are in the area covered by the Uusimaa Employment and Economic Development Centre, followed by Pirkanmaa, Finland Proper, Häme and Central Finland (figure 1).



Figure 1. Places of business involved in projects and basic analyses between Jan. 1, 1996 and March 31, 1998, listed by Employment and Economic Development Centre.



In view of the overall programme resources and duration, the total number of projects receiving programme assistance should reach around 280 and the total number of people involved between 30,000 and 35,000. The programme management group has set April 30, 1998 as the deadline for applications for basic analyses and June 30, 1998 as the deadline for development projects. The deadline for applications for network projects will be decided later. 





3.3 Targets of project activity - examples of projects

Projects of many sizes and types are included in the programme. They may concern the establishment of teams, better management, more cooperation between work organizations with regard to production and other development fields, streamlining of processes, the introduction of continuous improvement methods, updating staff skills, the provision of more varied work content, improvements in the social atmosphere at workplaces, and boosting staff working capacity. All the projects are expected to contribute to changes in operating approaches in work organizations. Some of the projects aim to create and develop models and methods with wider applications in Finnish working life. Some of the largest projects are shown in table 4.



Table 4. Largest projects in the Finnish National Workplace Development Programme

NAME (DURATION)�WORK ORGANIZATION(S)�EXPERT(S)�MAIN AIMS��PKT2000-Competence = competitive edge (1997-2000)�Erikkilä Nostotekniikka, Kilsgaard, Larox & Safematic�Credere etc.�principles of world-class operations (ISO9004-8)

profitable growth peak model for a SME��JT-Network (1997-2000)�Eimo, Javasko & 10-15 partner companies�VTT Automation

VTT Manufacturing Technology

Finnish Employees' Management Development Institute�model for establishing and operating a system supplier for an SME ��Tel Lappi II (1998-2000)�Oulu University Central Hospital, Lapland Central Hospital, Sodankylä Health Centre & 18 equipment manufacturers�University of Oulu

Oulutech�evaluation and support method for introducing a comprehensive telemedical system and its functionality��Together we can achieve more (1997-2000)�Teräsjousi, Holmtek, Metmek, ASP & SMC�PJE-DATA

IHOy

University of Helsinki�alliance capable of system deliveries selected from a group of SMEs��Crossing boundaries and a change laboratory for developing service approach (1997-1999)�Yksityis-Sampo, Helsinki University Central Hospital, Merikoski rehabilitation and research centre�University of Helsinki�operating approaches based on innovative cooperation between organizations, organizations and customers, and customer service and development

model for a cross-boundary laboratory��Lifelong learning in factories (1997-2000)�Nokian Tyres�Pro Competence

Helsinki University of Technology

TAMK (?)�building a culture of lifelong learning with a comprehensive preparatory programme and training of supervisors

tools for life-long learning��A change laboratory as a means of developing new operating approaches (1996-1997)�Finland Post & Helsingin Sanomat

�University of Helsinki�new operating approaches in a rapidly changing environment of competition and technology

model for change laboratory��Electrical contractors in transformation (1997-1998)�13 small electrical contractors�Development Foundation of Finnish Entrepreneurs

High Line

TaCon�construction of a quality system and development of a new operating approach with networking��Forming teams in

a factory manufacturing lift components (1996-1998)�Kone�Tietopalvelu (?)

Käyttötieto (?)�Organizing the factory in team form and establishing a 'suitable practice' for team-forming��Development programme for psychiatric treatment (1996-1998)�Helsinki City Health Department�Näkökulma�Operating approach emphasizing out-patient care and customer interests based on cooperation between social welfare and health, enterprises, educational institutions and the third sector ��

3.4 Results of project activity



Reporting on projects and basic analyses



A final report is prepared on each project. There are many reasons why well-prepared final reports are important for both the work organization involved and the programme. According to the instructions concerning final project reports, the report should include the following information: the situation the project was based on, the development process, the project results, an assessment of project implementation and effects, and suggested and implemented development measures.



So far, the expert panel has discussed and approved final reports on 21 projects and 20 basic analyses (appendix 1). Unless otherwise agreed, the final reports are not published in full, but their summaries appear on the programme homepages on the Internet.



Project self-assessment



The management, staff and project experts submit their own assessments of each development project. These assessments, made after the project using a special questionnaire, detail the effects of the project on productivity, employment, the quality of working life, planning and implementation of the development process, and the importance of financial and other forms of support. The assessment provides a subjective view, by three separate parties, of the project and its short-term results.



By March 20, 1998, a total of 36 projects had submitted 84 correctly completed questionnaires. The following is a summary of the most important self-assessment results received so far (detailed breakdown in appendix 2):



Effects on productivity and quality of working life: Respondents in all groups feel that the projects mostly have had positive effects on productivity factors. Between 60% and 80% felt that the project had brought substantial or at least discernible improvements in all five productivity factors (productivity, quality of products/services, quality of operations, customer service and smoothness of operations). The positive effects most keenly felt concern workplace development activity and teamwork. In the opinion of more than 80% of the respondents, the project contributed to improvements in these areas. Nearly 80% felt that the staff is now in a better position to develop their skills and more than 60% noted that, following the project, social relations and cooperation between the management and staff are on a better footing. About half of the respondents felt that well-being at the workplace had improved and about a third that the same is also true of physical working conditions. Fewer respondents noticed improvements in the status of young and ageing employees and in sexual equality, which is probably because most of the projects did not set these as direct aims. The percentage of respondents viewing project effects negatively does not exceed 10% in any of the items.



Effects on employment: Around a quarter feel that the project will lead to long-term growth in employment at their workplaces. Moreover, almost a half feel that the project will secure existing jobs.



Project success: Respondents in all groups give the project fairly high marks. After all, more than 80% feel that the project has been fairly or highly successful in achieving its goals, using expert support and applying the methods used. Almost 80% feel that this degree of success applies to the accuracy of the cost estimates and more than 70% that it applies to scheduling. About a third of the respondents feel that fairly or very serious delays occurred.



Importance of the economic project support: More than 80% of the respondents feel that the economic support granted as part of the programme made an important or fairly important difference to project implementation. More than 70% feel that the support had a similar degree of influence on project scheduling and initiation, and in the opinion of more than 60% this also applies to the setting of project goals. Thus, a substantial majority of the respondents feel that the economic support brought considerable added value to the project with regard to the three items in the questionnaire.



Importance of the other forms of project support: In the opinion of more than 80% of the respondents, participation in the programme makes a very important or fairly important contribution to positive attitudes to organizational development. More than 70% feel that the positive publicity resulting from participation is important and more than half think that the same is true of the support and comments provided by the project team during the planning stage. Nearly half consider the contacts made with other experts as a result of the project important, and more than 40% are of the same opinion concerning the support given by the project team during the implementation stage and regarding the interaction with other programme projects.





Other project assessments



A six-member expert group (quality group) consisting of representatives of different branches of science outside the project monitors and assesses each network project. So far, four network projects have been established involving 11 companies and three other work organizations. The number of network projects is expected to reach between 10 and 15 during the programme period.



The purpose of the quality group is to assess the approach and methods adopted in projects, the quality of the experts involved and the project results. The group will also assess the use of the total allocation granted for network projects. It will submit half-yearly interim assessments to the expert panel, and a full assessment at the end of its term. The quality group began work in early 1998 and its present term will expire on October 30, 1999.



Outside experts will also make separate assessments of some of the 'ordinary development projects'. The management group will make more detailed decisions on these matters later this year.





4 Disseminating know-how concerning development of working life in Finland



Dissemination of project results and the results and experiences of the whole programme to the most important interest groups is the second main focus. The most important interest groups include work organizations in Finland, universities and colleges and other research and training units, consultants, the social partners, the Employment and Economic Development Centres, the labour protection districts, and foreign and international expert organizations specializing in the development of working life. The most important information to be conveyed includes:



effects of projects on productivity, quality of working life and employment

models, methods and instruments ('suitable practices') proved successful during the projects

new and innovative practices used during the projects

new modes of cooperation between different operators resulting from the projects and other forms of programme activity

assessments concerning the projects and programme





4.1 Publications



There are two series of publications on the programme. The Raportteja (Reports) series includes the programme yearbook, a high-level scientific and policy-oriented discussion forum dealing with programme-related issues. The results and experiences of programme projects are also being published, in particular those which involve the creation and testing of successful models and methods, or which have otherwise significant innovative value. Reports and comments related to the programme field are published in the Työpapereita (Working Papers) series.



So far, four publications in the Reports series and five in the Working Papers series have appeared (appendix 3). The programme staff have collaborated with the Ministry of Trade and Industry, the Ministry of Education, the Finnish Work Environment Fund and the social partners in preparing and funding a publication called Työpaikan kehittämistalkoot (Workplace development - a common goal (?)). Reports and Working Papers publications have been sent to more than 1000 Finnish and about 150 foreign subscribers as well as by separate order.



In 1997, two special issues of the Ministry of Labour Työelämä (Working Life) magazine were published as part of the programme (editions of 22,000 and 30,000 copies). The issues detail projects in progress, the results of completed projects and other programme activities. The National Productivity Programme and the Finnish Work Environment Fund helped to produce the latter issue. At least two programme-related issues should also be published in 1998.



In 1996, a general information leaflet on the programme was published in both Finnish and Swedish (20,000 and 1,500 copies respectively) and the same year, a leaflet with application instructions also came out (5,000 copies). The latter was updated twice in 1997 and 3,000 copies of the new versions were printed. The Finnish-language version of the general information leaflet has also come out in an updated edition (1,500 copies). Leaflets have been distributed to Employment and Economic Development Centres, labour protection districts, employment offices, the social partners, research and development units, and directly to work organizations on request.





4.2 Information registers



In 1996, the programme introduced its own Internet homepage as part of the Ministry of Labour homepage (http://www.mol.fi/tyke/). In 1997, the homepage was revised, its information content was improved and an agreement was made concerning its updating. The homepage contains general programme information, a list of project descriptions and publications, specific basic information about each project, summaries of final reports on completed projects, information about current events, information about units providing services for the development of working life in Finland, application instructions and addresses. Information was also available in hard-copy form.



Compilation of a programme-related data bank containing project descriptions with 'suitable practices' was started in 1998. Representatives of work organizations, developers of working life and other interested parties will have free access to this data bank. In addition to case descriptions, it will contain summaries of development models, methods and instruments, their potential applications, and addresses of experts and work organizations involved.



Initially, the data bank will only be available in hard copy, but eventually it will also be on the Internet. During the construction stage, the needs of the various interest groups will be examined and parties prepared to contribute to the data bank will be contacted. Particular attention will be paid to how the data bank can serve the needs of the Employment and Economic Development Centres, the employment offices and the labour protection districts.





4.3 Seminars



As part of the programme, a number of seminars have been held on issues related to the programme field. Two have been high-level general seminars opened by the Minister of Labour and attended by foreign experts. Both had more than 200 participants:



Työelämän innovaatiot - tulevaisuuden mahdollisuus (Workplace innovations - future opportunities (?)), held in Espoo on February 3, 1997

Aallon harjalla (On the crest of a wave (?)), held in Helsinki on March 11, 1998



There have also been eight theme seminars, mainly concerned with the various experiences and results. Each attracted between 30 and 150 participants, most of them from projects in the programme:



Opening seminar presenting the programme and pilot projects, held in Helsinki on June 4, 1996

Seminar on networking in social affairs and health, held in Helsinki on March 20, 1997

Working conference on catering projects, held in Helsinki on May 15, 1997

Lifelong learning in a traditional industrial environment, held in Tampere on May 27, 1997

Seminar on networking in social affairs and health, held in Helsinki on  June 4, 1997

Theme seminar on project assessment, held in Helsinki on September 9, 1997

Theme seminar on group development, held in Helsinki on November 18, 1997

Theme seminar on group development, held in Helsinki on January 28, 1998



Other programme-related events have also taken place, including an internal working seminar and a number of smaller workshops.



Additional seminars are to be held in 1998, including a number of theme seminars and regional seminars, and one international seminar of researchers.





4.4 Mass media



The programme and its projects have been reported on in many daily newspapers (Helsingin Sanomat published a series of articles on the subject in spring 1997), other papers (e.g. those of the social partners), on TV, and on the radio. In the future, publicity will become an increasingly important programme element as more project-related experience is gained and project assessments are completed. 





4.5 International contacts



One English-language report (Yearbook 1997), one working paper on the programme, the proposal by the group preparing the programme and a number of articles and seminar presentations have been published. Publications have been sent to the 150 foreigners on the mailing list and have also been distributed on various occasions. The general programme leaflet and the proposal by the group preparing the programme are also available in Swedish. 



The programme has been presented to EU and ILO officials and other foreign experts at international seminars and workshops.



Key target groups in other countries will be ensured continued access to topical English-language material on programme activities. The most important of these groups are financial and executive organizations involved in the biggest national and regional research and development programmes on working life, the European Commission (especially DG V), the European Foundation for the Improvement of Living and Working Conditions, the ILO and the OECD.



The programme also follows developments in other countries' working life and work organizations, and provides interested parties in Finland with information on them. Programme publications also contain information about development work in Sweden, Norway, Germany and Australia.





5 Strengthening the structures of working life development in Finland



Strengthening the structures of working life development involves measures that help research and training units, backers of research and development, consultants, the social partners and the most important authorities to support work organizations in the development of their operations. The measures referred to in the two previous chapters are concerned with this aim. This chapter will deal with measures aimed at directly contributing to cooperation between the programme and its interest groups.





5.1 Cooperation between work organizations



The programme has maintained registers of information about the programme and projects which have been distributed to project contact persons, and has held seminars for the exchange of information and experiences (chapter 4). In some cases, this has also lead to more in-depth cooperation between the work organizations involved in different projects. The programme projects as such have also promoted cooperation between work organizations. Dozens of projects involve a large number of work organizations which form a network based on mutual cooperation concerned with operations or other fields of development.





5.2 Cooperation with other government development programmes



In conjunction with its decision to launch the National Workplace Development Programme, the Economic Council also decided to extend until the end of 1999 the National Productivity Programme which began in 1993. The programmes are complementary, in that the Development Programme is one instrument through which methods and instruments developed in the Productivity Programme can find wider applications. So far, they have been applied in 12 Development Programme projects.



A National Programme for Ageing Workers was launched in 1997, following a committee report.� The Development Programme has sought to promote projects raising the status of ageing employees through visits to research units and other information provision. The Development Programme has also drawn up memoranda for the Programme for Ageing Workers on the work being done in different projects to raise the status of ageing workers. This is one of the focus areas of the Development Programme and is at least one of the targets in about 15% of its projects.



The National Workplace Development Programme has also worked in close cooperation with the SoTeKeKo project run by the National Research and Development Centre for Welfare and Health, the Ministry for Social Affairs and Health, the National Board of Education and the Association of Finnish Local and Regional Authorities. SoTeKeKo is a national coordination project comprising more than 40 projects aimed at providing the social welfare and health sector with new models of cooperation and operations to be used at workplaces and in training. The Development Programme has supported some of the SoTeKeKo projects and joint network meetings have been held.



Workplace development activities are connected with many sectors of social development policy. The National Workplace Development Programme has been incorporated in many high-level political 'umbrella programmes', though these may involve projects which have no direct cooperation with each other otherwise. These 'umbrella programmes' include the Finnish Employment Programme 1996-1999�, national strategies for the information society� and a policy programme for SMEs�.





5.3 Other modes of cooperation within the administration



A network of contact persons has been built up covering all the Employment and Economic Development Centres and labour protection districts. These contacts have distributed information in their areas about programme opportunities and provided technical assistance in preparing applications. A two-day information and training course for contact persons was held in 1997. This cooperation is to be strengthened, e.g. by involving Employment and Economic Development Centres and labour protection districts in data bank construction.





5.4 Cooperation with other backers of research and development



Close contacts have been maintained with the Academy of Finland, the National Research and Development Centre for Welfare and Health, and the European Social Fund, with the aim of discussing cooperation in project funding, particularly the funding of network projects. An agreement on regular exchange of information concerning future applications has been made with the Finnish Work Environment Fund, and jointly-funded projects have also been launched. Discussions have been held with the National Research and Development Centre for Welfare and Health concerning how businesses interested in support offered by the technology programmes can be informed about the similar opportunities under the Development Programme. So far, jointly-funded projects have been established with two technology programmes, Nopeat tuotantojärjestelmät (Rapid production systems) being the closest partner. There have also been jointly-funded projects with the European Social Fund and a number of ministries. 



The Academy of Finland and the Finnish Work Environment Fund are also represented in the programme management group.





5.5 Cooperation with the social partners



The social partners are represented in the programme management group and the expert panel. The most important decisions concerning programme aims and focus areas have been made on a tripartite basis. The expert panel, consisting mostly of representatives of the social partners and business organizations, has given advisory opinions on all the applications submitted to the programme before the Ministry of Labour made its final decision. A list of all the persons in the central organizations receiving the most important programme material has also been compiled.





5.6 Scientific network of experts: national level 



In 1996, the programme surveyed more than 40 units providing research-assisted workplace development services in Finland. The programme project team has visited several Finnish research and training units with information about how the programme can support projects and to compile data on planned projects or projects in progress. The units have also received regular information about the progress of the programme. 



Project funding has been used to support researcher training at the universities and colleges involved in the projects. Compilation of the data bank also indirectly contributes to researcher training. Case descriptions to be incorporated in the data bank can be used as material for training researchers on working life.





5.7 Scientific network of experts: international level



In its capacity as the Finnish expert partner, the programme has participated in the activities of the European Work & Technology Consortium of 10 countries and 14 expert organizations, which is funded by the European Commission's DG V. The aims of the consortium include the creation of high-level European coordination in this area and the promotion of regional and local expert networks and area-related discussion between various interest groups. The consortium has also been searching for innovative practices and ways of disseminating them in Europe. It has already submitted its 1997 report to DG V. The report underlines the need for intensified EU-wide expert cooperation in questions related to the development of work organizations.�





6 Focus areas for future activities 



In its initial stages, the programme has focused on launching project activities and the creation of project-related practices (criteria, application and processing, reporting and assessment). Over the last two years or so, the most important interest groups have become much more familiar with the project, one indication being the large number of applications. A register of more than 300 outside experts and contact persons at workplaces has been created on the basis of the projects. The register receives regular information about project events and has been actively involved in seminars.



Taking the programme duration and the unexpectedly large number of applications into consideration, the management group has already made a decision on the closing date. This does not yet apply to network projects receiving funds granted under decisions by the Science and Technology Policy Council of Finland. The first third of this appropriation was not granted to the programme until the autumn of 1997. Most of the network projects will start during 1998.



Funding granted under decisions by the Science and Technology Policy Council of Finland is an important additional programme resource in supporting new and innovative forms of work organization in Finnish businesses. The aim is to create an active discussion forum for businesses and experts involved in the network projects, the quality group monitoring and assessing the network projects, the Employment and Economic Development Centres and the parties involved in programme organization, in order to contribute to wider dissemination of project results in Finnish working life.



In the later stage, activities will focus on the utilization of project results and experiences. The programme will build up a data bank containing well-documented case descriptions of programme projects. Publications dealing with project experiences will also be issued, a comprehensive data register maintained and developed on the Internet, seminars held, material produced for the mass media and an active role played in international cooperation in the development of work organizations.





Securing continuing development



Four years is a short period in which to strengthen the structures of working life development. Therefore, the management group considers it important to examine the needs of various interest groups in terms of further government-backed development of working life and work organizations. In particular, development needs beyond 1999 should be looked into. In 1998, the programme will produce a report on this issue, and decisions on its detailed implementation will be made during this spring. Project assessment practices, such as assessments of network projects by the quality group and project self-assessment, will serve the same purpose. Self-assessment information received so far suggests that both management and staff view project impacts positively and that the programme has clearly brought added value to development activities at workplaces. The management group therefore considers it important for development work to be extended beyond the programme period.

�

Appendix 2



RESULTS OF PROJECT SELF-ASSESSMENT



Purpose of self-assessment



The final report is the main instrument with which individual development projects are assessed. The programme has developed a self-assessment method for projects aimed primarily at producing information about the effects of the programme on Finnish working life and supporting continuous programme development. Self-assessment can also produce information about the functionality of the models and methods used in the development process. This provides the programme with a picture of the degree to which the aims central to development projects have been achieved.



Implementation of self-assessment



When a development project ends, three parties — management, staff groupings and project experts — are asked to submit a self-assessment. This is based on an independent view of the project results expressed by the party’s representative, or the views of several persons within one party, which would actually be a more desirable alternative from the programme's point of view1 . If the project covers more than one place of business, the assessment should detail its combined effects on them all.



The assessment is carried out using questionnaires sent by post, and ideally, all the recipients should submit answers. The project team is responsible for the practical arrangements.



Preliminary results



By the end of March, the project team had received 84 fully completed questionnaires. Thus, 36 projects, or 15% of the expected total number, have submitted responses. This means that the results already received can only be judged as preliminary, though they probably give a fair indication of the final results. The breakdown of the responses received so far is as follows:

Management 27

Staff      31

Experts    26



About 4,500 persons are directly involved in projects that have already submitted responses. This means that the total number of persons involved in all the projects will probably be between 30,000 and 35,000.



Some of the most important self-assessment results are presented on the following pages in graphic form.





Figure 1. Has the development project had any effects on the following matters in the participating place(s) of business?
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Figure 2. Has the development project had any effects on the following matters in the participating place(s) of business?
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Figure 3. Has the development project had any effects on the following matters in the participating place(s) of business?
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Figure 4. Has the development project had any effects on the following matters in the participating place(s) of business?
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Figure 5. Has the development project had any effects on the following matters in the participating place(s) of business?
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Figure 6. Has the development project had any effects on the following matters in the participating place(s) of business?
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Figure 7. Do you think that the development project will have any long-term effects on the number of staff in the participating place(s) of business?
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Figure 8. Do you think that the development project will have any long-term effects on the number of staff in the participating place(s) of business?
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Figure 9. How did the following parties influence project content during the planning stage?
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Figure 10. How did the following parties influence the project contents during the planning stage?
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Figure 11. How did the following parties influence project implementation?
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Figure 12. How did the following parties influence project implementation?
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Figure 13. What is your general assessment of the development project?



GENERAL ASSESSMENT OF THE DEVELOPMENT PROJECT



Fairly unsuccessful

Very unsuccessful

Fairly successful

Highly successful



Attainment of goals

Scheduling

Budgeting

Experts used

Methods applied



Figure 14. What is your general assessment of the development project?
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Figure 15. What effect did the financial support received from the National Workplace Development Programme have on the following matters during the planning stage of the development project?
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Figure 16. What effect did the financial support received from the National Workplace Development Programme have on the following matters during the planning stage of the development project?
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Figure 17. How important were the other forms of support received from the National Workplace Development Programme for implementation of the development project?
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Figure 18. How important were the other forms of support received from the National Workplace Development Programme for implementation of the development project?
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Figure 19. How important were the other forms of support received from the National Workplace Development Programme for implementation of the development project?
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Figure 20. How important were the other forms of support received from the National Workplace Development Programme for implementation of the development project?
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Figure 21. Amount of cooperation between the parties during the development project
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�  These strategies include the European Commission's Green Papers on innovation (COM (95) 688 final), the information society (COM(96) 389 final) and work organizations (COM(97) 128 final) and the OECD Job Study strategy.

�  Finnish National Workplace Development Programme: Proposal by the tripartite committee to the Ministry of Labour. Ministry of Labour. Publications of the Labour Administration 122. Helsinki 1996

� 	Science and Technology Policy Council of Finland: Finland, a society of knowledge and know-how. Edita. Helsinki 1996.

� 	Ageing persons in working life: Report of the committee examining the improvement of conditions for employment of ageing persons. Committee report 1996:14. Edita. Helsinki 1996.

� 	Programme for Employment in Finland 1996-1999: Halving unemployment. Helsinki 1995.

� 	Finland’s way to information society. Second revised edition. Ministry of Finance. Helsinki 1996.

� 	Company policy programme for SME. Reports by advisory bodies of the Ministry of Trade and Industry 1/1996. Helsinki 1996.(?)

� 	European Work & Technology Consortium. Europe's advantage? Work organisation, innovation and employment. Nottingham Trent University - CERRM. 1997.

1 	In the preliminary results, about 70% of the respondents said that they had expressed their own opinions and 30% said that they had produced a joint response with others.
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