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What is an organizational intervention (OI)?
Challenges 1n organizational intervention research
Line managers can make or break an intervention
What do line managers need to do?

What do line managers need for them to do?

How can we integrate knowledge into future research?
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Focus on improving the psychosocial working environment and health
and well-being of organizational members

Through changing work is designed, organized and managed (Nielsen, 2013)

Four focus areas (semmer, 2011)
— Tasks
— Work context (workload and working time)

— Role clarity
— Social relationships
— Most often a mixture

Participation often a key element

Recommended as they tackle the Stressor at SOUrCe (eruc, 2004; EU-0SHA, 2010; ILO, 2001)
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The randomised, controlled design
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Focus g environment and health
«dwe RCT—the golden standard?

— Role clarity
— Social relationships

AL - C. .

Participation often a key element

ende

SOUTI'CEC (eTUC, 2004; EU-OSHA, 2010; ILO, 2001)
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Five phases of organizational interventions

Steering group
Communication
Capacity bullding
Readiness for

! change
Evaluation ¢

Process and
effect
evaluation

Implementation
Monitoring
Communication

Key principles:
Participation
Management

support

Intervention fit

SCreening
Taillaring
Feedback

Action planning
‘Workshops
Detailed action
plans

Nielsen, K., Noblet, A. (2018). Organizational interventions: where we are, where we go
from here? In K. Nielsen and A. Noblet: Designing, implementing and evaluating
organizational interventions. Routledge.
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Line managers breaking an intervention

Railway station managers

Intervention: Change in responsibility: repair of faulty station
equipment returned to station line managers

Means: Communication via written memos from senior
management and information at individual and team meetings

Adapted study design: Awareness of change (Intervention group)
— 68% of sample

Effect evaluation. Change in exhaustion level

Randall, R., Griffiths, A., & Cox, T. (2005). Evaluating organizational stress-management interventions
using adapted study designs. European Journal of Work and Organizational Psychology, 14, 23-41.
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Results

Exhaustion score: Estimated marginal means

s,
d

Aware offexposed to the intervention

—— - Not aware of/exposed to the intervention

AN

Time 1

Figure 1. Interaction effect (Study 1@ Railway staff).

Time 2

Randall, R., Griffiths, A., & Cox, T. (2005). Evaluating organizational stress-management interventions
using adapted study designs. European Journal of Work and Organizational Psychology, 14, 23-41.
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Qualitative process evaluation

Minutes from meetings: No communication about responsibilities being
reversed

Those unaware of changes had the same manager

Stakeholder interviews: Station managers reluctant to report changes due to
budgetary restraints

Line managers had good reasons to resist!

Randall, R., Griffiths, A., & Cox, T. (2005). Evaluating organizational stress-management interventions
using adapted study designs. European Journal of Work and Organizational Psychology, 14, 23-41.
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Two elderly care centres
Problems: Turnover and absenteeism

9

Solution: Team implementation to ensure making use of employees
skills and provide them with a challenging job

Line managers are often drivers of change ieisen & Randall, 2009)
¢ Communication
* Role model positive expectations
 Developing a clear vision and strategy for change
* Involve employees

My immediate superior has actively worked towards the implementation of the
intervention”; “My immediate superior was positive about the implementation of the

”, «

Nielsen, K. & Randall, R. (2009). Managers' active support when implementing teams: The impact on
employee well-being. Applied Psychology: Health and Well-being, 1, 374-390.
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Nielsen, K. & Randall, R. (2009). Managers' active support when implementing teams: The impact on
employee well-being. Applied Psychology: Health and Well-being, 1, 374-390
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Hospital using Lean management principles

Kaizen considering health and wellbeing at the same time as streamlining processes for
performance

What is the role of the line manager over time?

Does s/he encourage participatory process? Improvement in job satisfaction?

IDENTIFY

| feel that | am an important part of how we approach health promotion at my
workplace

THE
CONTINUOUS

IMPROVEMENT

CYCLE

SXECUTE |

.
[

Tafvelin, S., von Thiele Schwarz, Nielsen, K., & Hasson, H. (2018). Employees’ and Line Managers’ Active Involvement in Participatory Organizational
Interventions: Examining Direct, Reversed, and Reciprocal Effects on Well-Being. Stress and Health, 35, 69-80. DOI: 10.1002/smi.2841.
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The role of line managers over time

Initiation phase

Active intervention phase

Sustained phase
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Tafvelin, S., von Thiele Schwarz, Nielsen, K., & Hasson, H. (2018). Employees’ and Line Managers’ Active Involvement in Participatory Organizational

Interventions: Examining Direct, Reversed, and Reciprocal Effects on Well-Being. Stress and Health, 35, 69-80. DOI: 10.1002/smi.2841.
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Norwegian university
Interviews with line managers (heads of department)
What do line managers need to do in each phase?

What support do they need?

Christensen, M., Innstrand, S.T., Saksvik, P.O., & Nielsen, K. (2019). The Line Manager’s Role in Implementing Successful
Organizational Interventions —ARK as a Case Study. The Spanish Journal of Psychology. D0i:10.1017/SJP.2019.4
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What do line managers need to do?

Vision, process, content,
previous work
Drivers of change

Key principles:
Participation
Management

Monitor response
dl€ anad
Screen

Tailori .
Feedback

Evaluate progress through all phases

aen NINAd NOIKed 10 NNOIM

\

Facilitate translation into
action plans
Bottom-up process

Create dialogue about
perceived progress
Prioritize action

Nielsen, K., Noblet, A. (2018). Organizational interventions: where we are, where we go from here? In K. Nielsen
and A. Noblet: Designing, implementing and evaluating organizational interventions. Routledge.

Christensen, M., Innstrand, S.T., Saksvik, P.O., & Nielsen, K. (2019). The Line Manager’s Role in Implementing
Successful Organizational Interventions —ARK as a Case Study. The Spanish Journal of Psychology.
D0i:10.1017/SJP.2019.4
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What support do line managers need?

Training
Templates

Key principles:
Participation
Management

. Follow-u
Evaluation tools a— -

Reso e to change

Screen
Tailori .
Feedback

\

Interpretation of results
Template/video
Action planning tool

Implementation template
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Nielsen, K., Noblet, A. (2018). Organizational interventions: where we are, where we go from here? In K. Nielsen and
A. Noblet: Designing, implementing and evaluating organizational interventions. Routledge.

Christensen, M., Innstrand, S.T., Saksvik, P.O., & Nielsen, K. (2019). The Line Manager’s Role in Implementing
Successful Organizational Interventions —ARK as a Case Study. The Spanish Journal of Psychology. Ingtitito of
D0i:10.1017/SJP.2019.4
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Quantitative process evaluation

* Line managers’ role in ensuring change
happens (Randall, Nielsen & Tvedt, 2009)

EVALUATE

Qualitative process evaluation

— Document analysis: Action plans and
meeting minutes

— Interviews: Line managers and employees
(Nielsen & Randall, 2013)
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>

Assess line managers’ context pre-intervention
Prepare and train line managers for intervention

Provide opportunities for network and knowledge
exchange

Integrate 1nto existing procedures and policies
Ol interventions part of line manager responsibilities
Multi-level intervention designs

KEEP
CALM

AND

BE
PROACTIVE
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RCT does not provide us with the answers we need!
Line managers can make or break an intervention!
Sometimes they break an intervention for good reason

They do not have the resources
They cannot make sense of the intervention

Line managers need support
Through training (benefits for employees and leaders)

Clarity of intervention
Integration into context
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