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A good example

Lennart Meister just turned 67
He has worked at Vattenfall since 1974

"To quit working is unthinkable to me. It's not in my
nature. | think it's fun to work, | like what I’'m doing. But it l
has to work at home too, fit in with your family and of '
course you have to be reasonably healthy. So long as it
works | will continue to work. | have an agreement to
work until I am 70. But, | have no plans to quit.

| have not thought much about the financial aspects, but
future retirement income is of course improved by
continuing to work. That doesn’t affect my plans,
however.

| have no opinion about what others should do. Everyone
has to feel what is right for them. It depends on your
nature, on your own person. There are many possibilities.

| feel privileged to work with something | really like.
e

© Vattenfall AB 4 VATTENFALL ’:



INTEGRASJONSPLANLEGGING MAL 2007

i —
ﬁﬂ‘? —
) § A T
_-m

i —ﬁlml

|| ———

: | !“"-‘*i Tl
W) ¥l i; |
Over5|l<t QVeransatte pa
stillingsniva 3




Media management
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Passing on knowledge
and Incentives to stay
until 65

. EMPLOYER OF CHOICE

Passing on

knowledge

With many experienced employees due to retire,
Vattenfall Nordic has initiated a programme to
transfer their know-how to younger employees.

BY BOEL HALLDEN

To TRANSFER their expertise to  group. How does he view his
1

, Vattenfall

Nordic has initiated the Com-
petence Transfer Mentoring
programme.

ees have retired it has meant
thata great deal of undocu-
mented tacit knowledge has
been lost by the Group.

Ina pilot programme that

? What experi-

ences has he had to date? How
does he feel mentors can help
initiates? And what do the ini-
‘Traditionally when employ- tiates think?

“Asa ‘senior,’you have had
time to achieve successes,
experience failures and reflect
onyour own strengths and
weaknesses," says Lindholm.

took place during the first half  “Now you are ready to guide
of2005, 1 experienced manag-  others. Asa mentor, you
ersand specialists participated  should impartyour profes-

Sten Lindholm

ofyears. During the pilot pro- diate
gramme, Lindholm meteach  hidden obstacles - what they
ofhis twoinitiates 10 times.  should bearin mind and what
Theywill continue tomeet,  they ought toavoid,” he says.

ina trainin

wellas  and have been One of Sten’
formentors toleamhowto  yourwisdom of life.” added tothe that P
impart their knowledge, expe- Toallow the mentor-initiate ~and reflect is what he finds
rience and wisdom to employ-  Lindholm points to an i most valuable about the initi-

ees, whichall have van
experiences. The intention

wasalso for the mentors to neglected
tiatesto  their careers, which in many
onsandfind  cases has resulted in divorce.
Perhaps you have missed out
onbeing at home with your

children when they were

help the so called i
clarify their que:
their own paths i reaching

ecisions.
Sten Lindholm, former

dwork  example: “It is common that
managers later regret having

pl
open, all discussions are confi- ~ ate’s experience.
dential. Theintention s forthe ~ “Ican discuss with my men-

purchasing managerandnow  young, and that's time you can

senior advisor at Distribution
Sweden,is one of the mentors
who participated in the pilot

never get back”
Mentors meet their initiates
onceamonth overa couple

Competence transfer mentoring

Eleven mentors were appointed
for a pilot programme in compe
tence transfer mentoring during
the first half of 2005. The pro-
gramme was conducted over 10
days from January through July
and reading assignments and
practical work continued through
October. During the course, the
mentors were provided the oppor.

16

tunity to develop their discussion,
coaching and feedback sklls.
They also spent about 10 hours,
inindividual mentor interviews

of their own with a certified men:
tor. Under the new programme,
atleast 10 mentors will be trained
eachyear. In early January, the
next group, 12 people, will be:
appointed as mentors.

p torhow I should proceed,”
develop asindividualsandin he says. “Quite simply, I have
ful sounding board. We

“Itis an advantage if the
mentorand initiate work

meet for onlyan hour anda
half each time and don't have
apart from one anotherin time to address questionsin
the organisation,” Lindholm  great depth, butI gain valu-
says. “But there must bealink  able guidance, which helps
between the mentor'sknowl-  me find my own solutions to
edgeand the initiate’s needs.”  problems.”

ForLindholm, whathemost  Lindholm says that the
wants to impart o hisiniti-  mentor programme hasalso
ates, who are between28and  been beneficial for him and
34yearsold,isthattheycan  has helped him develop.

fously guide their careers  “We older is
based on theirown selfreli- anew perspective on our
ance, and they can make their  work during our final years at
own career plans. Vattenfall” he says. “Really,

“Ifmy i

Ishould have had this
20 to 30 years ago; it would
have been useful” w

acertain type of manager, I
cangive them advice on inter-
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Incentives to
stay until

At Vattenfall Sweden, it is normal to
continue working until 65. This benefits
both the employee and the company.

“IN 2005, we have conducted one-day
seminars to which all employees aged 57

seminar, draw their own conclusions and
make their own proposals, which they

been invited. The purpose of these i to
inspire and motivate older employees
in understanding the benefits of stay-
ing at work until reaching the standard
retirement age”, says Nils Friberg, who
is responsible for the Senior Programme
at Vattenfall Nordic.

Approximately 600 people have partici-
is that

5
for six months, after which it can be
extended or the employee may return

pass on to their devel-  toworking full-time.
opment dialouges or the like.

One of the tool datthe L f the program
seminars to make it casier for employees  shows that this has worked very well,
tostay at work is the * > both for i loyee and

g P!
This entails reducing working time to
80 percent, whil ing 9o percent

for the company. Employees are able to
d gain d

of full salary and without affecting pen-
sion commitments. Following agreement
from the employee's manager and on

tion that th i

pated. s
participants should reflect on the points
of view and ideas expressed during the

French minister learns from
Vattenfall’s Senior project

feasible within the department, those
who have reached 58 may test this tool

A . especially
Larcher, market 1 the -
minister, pai

inmi gatherinfor- f59afew
mation aboutvattenfall’s Senior  years earlier.

proj il Frberg o The uni

attenfall h

of the labour unionsto lookat post- a consensual basis withoutany
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and motivation, while the company
acts pro-actively, avoiding future costs
for sickness leave and rehabilitation.
‘The impact on production is negligible.
Consequently, this is a win-win situa-
tion," affirms Nils Friberg.

Vattentat’s Nils

Fiiberg meets ith

Gératd Larcher,
et
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57+ Seminars - Participants

(Based on interviews, N = 15 randomly selected part icipants)

 Participants were generally satisfied with the
seminars

— Reached a large number of the senior workforce, but not all

— Vattenfall was now perceived as welcoming also senior

workforce and in need of their competence:"They need us and
want us”

— Several participants wanted to extend their career to 65 while
previously planning to retire at 62

— The 80/90/100 arrangement was for some a pre-requisite for
prolonging their career, own health was seen as a necessity to
prolong the career, and the two were related

— Learning and development of wages in senior years was seen
as a positive attribute

— Work content and satisfaction important for prolonged careers

© Vattenfall AB
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57+ Seminars - Managers

(Based on interviews, N = 11 randomly selected mana  gers)

 Managers

— Managers should take part in the seminars as
their attitudes makes a difference

— Invitations should be sent directly to the senior
workers to avoid filtering be negative

managers acting as bottlenecks and gate
keepers

— Knowledge transfer and the generations
relays were of significant concern to the
participants
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Reduction in working hours (80-90-100 schedule)

« What: new working schedule
— 80 % workload (4 days a week or any other schedule)
— 90 % of wages paid
— 100 % of pension point earnings
 Why
— Retention of competent senior workforce
* Who are entitled
— All workforce aged 58+
 How
— The worker must apply to be enrolled into the 80 /90 / 100 scheme

— Nearest manager decides — depending upon
* Type and amount of work to be handled by the unit
* The availability of competent workforce

— Individual re-evaluation every 6 months

— Renewals are possible
e
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Reduction in working hours (80-90-100 schedule)

(Based on personal interviews, N = 12 workers + 11 man  agers)

« All participating workforce satisfied with the 80/9 0/100 working schedules
— Facilitates continued work with chronic health problems
— One day less for long distance commuters
— Prepares for retirement, practically, socially, emotionally
— Feel more motivated and energised for, and alert at work (win/win)
— Wil continue working to 65 provided a continuation of the schedule
— Perceived and valued as recognition for seniority competence at the workplace
— Feel uncertain about the continuation as it is re-negotiated every 6th month
* Managers observe
— More motivated and engaged workforce with more ideas for problem solving
— More administrative work
— Difficulties on teams due to reduced manning / increased workload on colleagues
— Some instances of unintended use of the benefits
— Lacking organisational support for replacing the lost man-hours
* Organisational practices regarding the 80/90/100 di  ffer between units
— Some demands health reasons as the only valid entrance key to the schedule
— Some units are not offering the schedule
— Fits well with double manning as part of the “generation relay”
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Reduction in working hours (80-90-100 schedule)

(survey 2009, n=237)

Jan 2009: 303 (24 % of the 58 + population) in the  program

* 53 % Same amount of work on shorter time
* 58 % Improved achievements

* 85 % Improved health

* 53 % Higher motivation

» 32 % Decreased sick leave rates

* 94 % Satisfied with their work

* 88 % Willing to work up to 65 years of age

« Competence transfer:
— 37 % Discussions
— 53 % Being asked how to / why / where / with whom
— 5% Organised teaching / mentoring
— 5% Not involved in any competence transfer
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Planning to leave Vattenfall
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Co-operation with my manager on

goals for own work

0 <30
M 31-50
B 51+

Positive  Positive No No Negative Negative
05 07 opinion opinion 05 07
05 07
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Company change processes

0 <30
B 31-50
B 51+

Too fast No opinion Too slow
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Vattenfall Sweden - Sick leaves (days lost)
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Sick leave: 80-90-100 group and Vattenta

total
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Managers’ perceptions of discriminatory practice

towards senior workers (percent). (n=357)
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Managers’ beliefs about senior workforce. (percent) n=357.

Low interest in
training

Less flexible

Negative to
change

Passive in
change

I I I I I I
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Decision latitude for age management issues

among Vattenfall’'s mangers ercent) n=357.
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Cooperation with workers’ unions (interview)

The Ageing Workforce Management is
built upon consent

e Support to the initiative
* Generally satisfied with outcomes

» Have clearly enabled workers to
prolonging their careers

* Would prefer the 80-90-100 to be a
negotiated right for the workforce
instead of a management tool

* No possibilities for unions to intervene
when workers application for 80-90-100
s refused

« Strong need for management training

© Vattenfall AB 21 VATTENFALL ’:
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berg pa personalavdelningen pi
Vattenfall Norden. Nir den stora
bubblan av 4o-talister forsvinner
ivig blir det svirt att fylla halet
som uppstar, for med dem for-
svinner erfarenheten, - srskilt
bland ingenjorerna. Vi har darfor
utarbetat en plan for att minime-
ra kompetens- och kunskaps-
tappet.

Forra aret infordes 80-00-100-
projektet efter att ha provats
under 2004.

Malet &r att motivera och inspi-

Norge, omett
par manader.
Energifére-
taget Vattenfall
ABgs avsven-
ska staten och
har totalt
33000 anstll-
da, varav 8500
iSverige fran
Luled till Mal-
mb. 1500 per-
soner finns i
Réckstai vstra
Stockholm.

Per-Olof
gt

S i
jekt. De har kortare arbetstid med bibehallen

‘om man har beviset med sig.

arbeten fram till ordinarie pen-
sionsalder, Gs eller 67 4r. Allasom
ir 58 dr eller ldre erbjuds att gi
med och det gér ut pa att man
arbetar 80 procent av full tid, fir
90 procent av lonen men 100 pro-
cent av pensionen nir det blir
dags. Det betyder att Vattenfall
betalar in till i fonen i

N24.se
Alan Greenspan
végrar att g&
ipension.
*N24.se

Lediga mandagar

Anne

ttenfall

Alecta pé sammalon som vid hel-
tid. Gruppen som berrs omfat-
tar cirka 1100 medarbetare dver
hela Sverige, av dem har for niir-
varande 140 nappat. Projektet ir
ocksd ett led i Vattenfalls arbete
att sanka sjukkostnader och dyr-
bar rehabilitering.

~Det ir inte av sniillhet som

Per-Olof
Istris Vattenfall har gatt
di 80-90-

e
pensionerad och det Kindes bra att

100-projektet.

Badaarbetar p Vattenfalli Ricksta,
Anne Askensjd med marknadskom:
‘munikation inom elhandel och Per-
Olof Karlstrém som jurist. Anne
Askensji ir ledig varje méndag och
arbetar full tid de andra dagarna. P

iarbetet pa min av-
delning men det
gick bra di en per-
son kom_tillbaka
efter barnledighet.

Anne  Askensj;
forlorar 10 procent
av sin lon men det |

vilket ger

framtida pension. Redan i dag plockar PO ut lite av sin premiepension

FOTO: GUNNAR LUNDMARK.

krdvde en period av tillvanjning

brist pé pengar. Dessutom fir jag

fonirsrabatter eftersom  jag
at plocka ut delar av min
premiepension frin PPM, det lilla
jag far. Och jag forlorar inget pd
den allminna pensionen eller pi
tjinstepensionen eftersom foreta-
get ticker upp.

‘mirkligt att vara ledig men nu har
jag vant mig och vet vad jag ska

ra.
Vid 6s kan hon, som de flesta
andra, gi med full pension, men
hon har rit att arbeta kvar till 67
Anne, som dir G4 dr, har dock
inga planer pA att fortsiitta jobba
efter Gs-irsdagen.

hantera den lediga dagen i

Per-Olof Karlstrom, som ocks ir

‘maximal ATP enligt det gamlasys-
temet och forlorar ingen pension
pi att gé ned i arbetstid. P tjin-
stepensionen betalar Vattenfall in
som p4 full Ion och Per-Olof Karl-
strom forlorar inget dir heller.
Han kan sjalv styra sitt arbete
och han har en eftertridare som
jobbar parallellt med honom nu,
for att underlitta vergingen nir
Per-Olof Karlstrom pensioneras.

hon pensionerades i fortid genom
avtalspension, si jag hakade pa8o-
90-100-projektet. Jag piggnade till
av en extra ledig dag, tycker jag
sjlv i alla fall

Nils Friberg, projektledaren, ir
sjilv 61 ar men fortsitter att jobba
heltid.

- Nej, nej jag vill absolut inte gh
ned i arbetstid, jag ir inte redo for
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Conclusions

* Most managers and workforce appreciated the program

* The program has contributed to

— awareness of the senior workforce issue and the challenges of the
“generation relays”

— Increased retirement ages
— reduced sick leaves for workforce in the 80-90-100 programs (?)

» Perceived working conditions of workforce aged 51+ were generally equal
to or better than working conditions for the younger workers, Stress and
work-home overflows are serious exceptions

« The program developed into a dynamic process attracting external
attention that improved the company image and strengthened the effects
of the program

 Attention must be paid to managers and their decision latitudes
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