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I have always thought it strange that we who are employed by the Swedish National
Defense have become an expenditure, the more training, the greater the cost. Why
do we not evaluate – and show – knowledge and competence within the Swedish
National Defense?
After a study visit to the Skandia Future Center (SFC) in Waxholm, I
became aware that there are methods of measuring immaterial assets in a company.
Would this be feasible in the Swedish National Defense? After talks with Professor
Torsten Björkman, Head of the Department of Leadership and with the former
director of SFC, Leif Edvinsson, I began my individual paper with the heading
“How can the Swedish National Defense make its Intellectual Capital visible”?
Intellectual Capital (IC) is the name within civilian trade and industry given
to the difference between the value of material assets and the market value (e.g.
stock exchange value). One can also say that the immaterial assets within a company or enterprise comprise IC -intangible assets. I am completely convinced that
an effort to identify the IC of the Swedish National Defense must be implemented
in order to be able to carry out the revolutionary changes that are going to take place
in the coming years. Everyone is talking about competence oriented defense and
that we must be flexible, be able to meet the unexpected.
Competence oriented defense must in my opinion be able to utilize its
potential to the full, be able to identify untapped power within the organization. We
must be able to turn on the “jet” engine in order to create our own future, we must
be able to futurize our Intellectual Capital.
This example of an IC account is my suggestion for what the target for the
Swedish National Defense could look like. It is also to be used as a source of ideas,
basis for discussion and as an issue for debate.
Magnus Jörgel
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Do you want
to look into
the future?
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Stockholm 2001
The Swedish National Defense is on the
brink of its greatest upheaval ever. We are going
to move from the people’s defense of the industrial society
to the competence oriented defense of the IT society. The reason
primarily is a radically changed environment, but also because a change
has occurred amongst our employees. Our younger officers have a completely
different attitude to their profession than was usual only some ten years ago. Our
younger employees’ experiences through travelling, encountering other cultures, a
genuine interest for the unusual and studies abroad have resulted in openness for new
things and a tendency to change that is bigger than previously.
Together with this, new demands have been placed on participation, freedom and
the opportunity for personal development. These demands will not be able to be fulfilled if
we do not try to change the philosophy of management and attitude to individualism within
the Swedish National Defense. The whole work of redirection and the new demands on the
Swedish National Defense will cause our Intellectual Capital to be put into focus. Where is it?
What does it look like? How can we use it efficiently? Where is the “jet” effect? How can we
make it visible? are some of the questions that need to be answered.
Today we have an annual report of hundreds of pages, where personnel is mentioned
in a few places and then most often as costs. What you are holding in your hand is an
example of an IC account, which wants to show a new way of creating a counterbalance to the financial view that characterizes both management and activity within
the Swedish National Defense today.Work on our IC account started during the
summer of 2000 with a residential conference for military management.
A common view of what was to be attained was created here and a
common language began to take shape. Subsequently, the work
spread to the whole organization during the fall, everyone
took part in the ideas and what they were to be
used for. Throughout the entire task,
“participation”, “being able to influence” and “clarity” have been the
catchwords.
The issue you are holding in your
hand is the fruit of common labor. Use
it as a bank of ideas or a basis for discussion so as to make next year’s account of the
Intellectual Capital in the Swedish National
Defense an account that really can give indications of our future.
This was concluded by holding a seminar in
the Globe for all employees of the Swedish National
Defense on the 2nd Advent. Our future will comprise
of how well we can futurize our Intellectual Capital, how
quickly we can switch on our “jet” and dare participate
in work to make the Swedish National Defense an organization for innovation and futurizing. We have chosen to call this
account BRAINPOWER FOR INCREASED FIREPOWER.
NN NN
Supreme Commander
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INDICATORS

AREAS OF FOCUS

The process is a top-down one. In order for work of this comprehensive nature to be feasible the management must be agreed before
embarking on the project. All the employees of the Swedish National
Defense will participate in the process of producing indicators, deciding how these will be measured and first and foremost how these are
going to be put in their context to show completeness and flows.
STEP ONE in the process of making an IC account is to create
a common language for IC and also to be united in the goal of this
account.
STEP TWO is to produce indicators and see how these could
measure but also how they affect and support each other. Here we
produce together the critical areas we want to focus on, the indicators
that will be the basis for the account and how they will be measured.
STEP THREE involves the technical systems that are going to
support the account; these systems will not be discussed here.
STEP FOUR is the most interesting one, and is dependent on the
afore-mentioned steps being ready. The fourth step involves work on
how we tackle the facts we have seen in the account: IC leadership, IC
organization and our work with futurizing our IC.

The model we have chosen is Skandia’s “Navigator”. The Swedish
National Defense has adapted the model so that it includes relevant
indicators for us. However, the five areas of focus are the same.
FINANCIAL FOCUS: The traditional annual financial report already
covers this focus.
EXTERNAL FOCUS: Our relations with the Government and Parliament, conscripts and in certain cases other sections of the Swedish
population.
INTERNAL FOCUS: How we work within the Swedish National
Defense. How do we support our ability to meet the future?
FOCUS FOR RENEWAL AND DEVELOPMENT: What we are doing to
meet the future. What possibilities do we have to create the future
ourselves? How good are we at futurizing?
HUMAN FOCUS: Perhaps the most interesting of our five focus
areas. Here we try to describe the “cement” that keeps the other four
areas together, the power that enables us to use immaterial assets to
create added value.
This model will provide a new insight for e.g. the Government
and Parliament. New values will be seen and how we try to convert
intangible assets into new processes.

Finance focus

[Blank page]
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External focus
One of the two areas we shall concentrate on in this focus area is our conscripts. The other is our Government and Parliament.
During the years our opinion of the conscripts has changed from
them being a nuisance that mess up our beautifully planned exercises to
being one of our greatest assets. Their involvement and suggestions, which
can be utilized within the Swedish National Defense, are invaluable. For
two years we have been measuring an index that we have provisionally
chosen to call “satisfied soldier index” To our delight we can declare that
this index has increased by no less than 5 points. The index is a combination of factors such as involvement, being able to influence, interplay with
officers and comprehension of the task to be solved by the soldier.
The number of soldiers who leave their training before time is still
too high. The price of losing a soldier is to be regarded both from the perspective of the individual - “Why did I ever have to come and do my conscription?” - and from the perspective of the Swedish National Defense
- “We have a vacancy in our war organization.” Apart from this, there
are psychological aspects for the individual connected to a “failure” that
cannot be foreseen by the Swedish National Defense. In order to decrease
the drop outs, there is a project initiated called “Maximum 1%”. The only
goal this project will have is to reduce the leavers amongst our conscripts
to a maximum of 1%. The whole project is being carried out by the Conscripts’ Council supported by Headquarters.
The role of the Conscripts’ Council is going to become more distinct during the years to come; it is going to get more direct influence on
the planning phase in the Swedish National Defense so as to in a better
way safeguard the needs of the conscripts.
Communication with the Government and Parliament must improve.
A step in this process is to identify other values in the Swedish National
Defense other than financial ones. During the year, members of Parliament have been involved in the planning process of the Swedish National
Defense both as “spectators” but also as invited participants to discussions
and as speakers.
The Attraction index of the Swedish National Defense, which is an
internationally recognized index, has luckily increased from xx to yy. A
sign that we are not only on the way – but on the right way.
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Internal focus
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The last five years have meant an enormous expansion within the
area of IT. For the Swedish National Defense this has brought
about a radically changed working environment, today we can
offer no less than 1750 employees distance work. This has in turn
resulted in the number of people on leave of absence to diminish by
38%. Evidently one can plan one’s day and life in a different way
to what was possible just a few years ago. The number of computers within the Swedish National Defense exceeds the number of
employed, both because of the fact that we need more work stations for our conscripts but also because those who distance work
should be able to have a permanent, common place to come to.
These common work places have been installed in 15 places all
over the country in an environment that is to give inspiration and
facilitate the intellectual exchange between employees. The latest
so-called Think Tank Center was placed on the island of Möja in
the archipelago of Stockholm. Other centers are located e.g. connecting on to the mountain resorts of Björkliden and Abisko, the
Conference Center in Skanör-Falsterbo and Vinga.
Today, every employee has at least 10 megabytes at their disposal for work; everyone can connect to the central network and
in this way gain access to the databases of the Swedish National
Defense. Work on our common network for exchange of ideas is
going on, the current phrase today is “Think bigger together”.
Work on creating intelligent flows within the Swedish
National Defense has today become both a local and central task.
One of the greatest problems for our central IT management is
to create communication surfaces between all the very promising
local initiatives.

Focus for Renewal
and Development
How do we try to create the future? The Swedish National Defense
has not, contrary to common belief, reduced its R and D. Quite the
opposite, we have in fact increased this part of our budget some
what. The number of research projects remains at a constant level
despite the fact that the Swedish National Defense de facto has
been diminished to nearly half. Thanks to goal-oriented work to
create a competence-oriented defense, a base of knowledge has
been established that can now come to very good use.
The Swedish National Defense distributes its research tasks
to the Swedish National Defense College, Defense Research
Establishment and Defense Materiel Administration. A small part
of the tasks goes to other institutions.
The number of proposals from both the employees and conscripts has risen during the last years. This would be a positive
enough sign in itself, but the really good thing is that the number
of proposals fulfilled has also risen. The total saving, on the proposals with an economic implication last year, was no less than
478 million Swedish crowns.
To further emphasize the importance of good proposal work within the
organi-zation, a project group is partly
working on reviewing the time it takes
between proposal – decision – implementation and partly on reimbursement for
proposals.
An interesting proposal that could
increase involvement among the conscripts is to give short-term employment
to those that contribute with proposals.
These conscripts would then get the
opportunity to work as project leaders or
as project members.
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Human Focus
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The final part in this account is the most difficult and least tangible of the intangible
assets. How can we identify the “cement” that makes the other areas work together as
a whole? How can we reveal the core of the organization? We have chosen the following areas in this year’s account: academic background among the employees, experience
abroad, diversity and motivation.
The work of the Swedish National Defense College to establish an academic
degree for officers has been very successful. Today we can do the examining in no less
than 49 approved courses. The possibility of issuing degrees for completed study courses
does not lie far into the future. With this and the right to appoint doctors and professors,
the Swedish National Defense College has made itself the tools required to attract both
students and teachers outside the organization and outside the country.
Within the Swedish National Defense today there are 167 employees with
degrees, counting civilian and military. This figure is far too low both from the international perspective and in comparison to other organizations in the rest of the country.
The Swedish National Defense has initiated an exchange with colleges and universities
abroad and will within a few years be able to offer civilian studies abroad for approximately 50 officers a year. This project is being carried out together with the Swedish
National Defense College and the University of Stockholm.
Through our UN missions, the Swedish National Defense has gained enormously
large experience from service abroad. This experience is now going to spread with the
help of a growing use of IT tools. The International Centers of the Swedish National
Defense are going to compile experience from 1950 to the present day. Moreover, apart
from this experience there are thousands of other visits abroad and service that could
provide increased knowledge about the world around us. All these experiences will now
have the opportunity of being placed into a database designated “The World - a Fun
Place”. It will be possible to document all journeys in pictures and text. Both private
journeys and ones for work - all experience abroad is welcome.
Diversity - an absolute precondition for a living, learning organization? The
former Supreme Commander Bengt Gustavsson has taken the initiative for a national
effort on diversity during this year. An institute has been founded for the accumulating of
knowledge and processing. The Swedish National Defense is an extremely homogenous
group and has therefore stated its interest and its support for this initiative. If we are to
exploit the competence that all our soldiers have, we must be more open and tolerant
as employees for anything we experience as novel, difficult or uncomfortable. We need
to be better at attracting minorities, other practices of faith and naturalized Swedes.
The basis of requiring Swedish citizenship must still remain, but even within this quite
small homogenous group there are oceans of diversity to dip into. The Swedish National
Defense must be open to opposing views, individualists and minorities so as to be an
organization for the future.
Motivation amongst our employees is a completely crucial indicator of how our
organization feels and works. We can to our delight conclude that our motivation index,
produced together with SIFO (Public Opinion Poll), has risen with no less than 5 units
during the past year, from 80 to 85. Compared with e.g. Skandia and Volvo, this is a good
and high result. The value indicates how easy it is to gain the faith of your personnel
if they feel they are participating and if the management shows a genuine interest to be
changed. Empathy has never been a priority characteristic among high-ranking officers.
Do we see a new trend?

The Road Ahead
Leadership and Company Culture
The leadership of the Swedish National Defense is a good basis to
stand on. We need to complement today’s leadership with openness
for new, provocative ways of working, we must allow differences to
be present to a much larger extent than to day and we must encourage
innovations. Our leadership must be focused on creating and changing instead of retaining and consuming. Commanders must learn how
not to carry out micro-management but to create conditions for great
achievements through descriptive future pictures.
Organization
Our blocks of organization need to become clusters of organization.
Work must be able to take place over all the boundaries that we
have built up in our organization. Groups of workers must be able
to create their own routines for their specific projects, management
must be through target pictures and not through detailed tasks. Let
our management channels be transparent information ones, let working groups meet in the coffee room, have talks on a kayak trip in the
archipelago or why not on a well-developed network so that we can
all work at home?
Diversity
How come 97 % of our officer corps is male, protestant, moderate,
born Swedish, quite afraid of changes and reserved? Why do we
not have more officers with an African background and who profess
themselves adherents of the Greek Orthodox doctrine? Why are there
not more officers called Paul who at the Officers’ Ball present their
partner Peter? Why have we so far considered there to be just one
type of morals and ethics within the Swedish National Defense – perhaps it is precisely in diversity that our moral future lies?

The future should be viewed as an asset,
an opportunity to create our own!
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Wordlist
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Intellectual Capital (IC)

Accumulated value of Structural Capital and
Human Capital.

Human Capital (HC)

Accumulated value of investments in employee
training, competence and future prospects.

Structural Capital (SC)

Value of what is left when the Human Capital, the
employees have gone home.

Customer Capital (CC)

Value of customer bases, customer relations and
customer potential.

Organization Capital (OC)

Systemized and packaged competence and sys
tems for exploiting the company’s innovative
strength and value creating organizational capa
bility.

Innovation Capital (InnovC)

The power of renewal in a company expressed as
protected commercial rights, and other tangible
assets and values.

Process Capital (PC)

Accumulated value of value creating processes.

Information

Something that reduces the recipient’s uncertainty
or increases his/her knowledge.

Competence

Comprises knowledge, willingness and skills,
both professional and social but also commercial
abilities.

Human Resource
Management (HRM)

Accumulated ability to cope with the value of the
employees’ training, competence and future.

Human Resource
Accounting (HRA)

Process which identifies and measures data about
human resources and informs interested parties of
this.

Multiplicative Effect

Increase that arises through interaction between
HC and SC, often aided by positive IC leadership.

Create your
future now dare to futurize!
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