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Part 1 

A Pedagogical Approach

Introduction

Krami is a pedagogical activity that works with individuals who live under weak social circumstances and who want a place in society as well as on the labor market. This is why Krami has to be sensitive to social progress as well as to changes within the target group. 

The activity places emphasis on making sure that participants’ learn how to be part of work-related social contexts and learn how to handle social interactions that takes place in work-places as well as in other social contexts. It is the pedagogical approach that is Kramis strength when relating to the target group. The target group is fixed and approached with those values and attitudes that are expressed through Kramis pedagogical leadership. People in general and especially the target group demands that there are visible attitudes, values and motivations behind the pedagogical efforts, and a minimum of rules. 

Kramis participants have a need not to be perceived as social clients, but instead as persons who need to acquire qualifications and competencies that are directed towards their expectations and understanding of what they are in need of, in combination with the demands of the labor market on a technical, professional and social level. That is why much emphasis is placed on attitude and demands, because a precondition to reach any results is that we have knowledge about, what we shall do, and a mutual attitude in relation to those principles, that can bring us forward towards the goal. 

Method 

The method is based on a Consequence Pedagogical attitude and method. Consequential Pedagogic is based on existentialisms ideas that every individual has the freedom to choose their own actions and has thereby responsibility for his or her own actions and its consequences. Consequences are not equivalent to punishment or sanctions, but are logical results of ones actions. Humans are what they express through their actions. The pedagogy’s most important task is to create frameworks and conditions for the individual development by placing emphasis on social interaction and self-education from the assumption that every individual both belongs to, and is jointly responsible for the society we live in. The pedagogical attitude is that the individual evolves socially through interactions with other people. 

Starting point

Krami as an activity follows the framework and conditions stipulated in the national Krami policy. Krami turns to men between 18 and 35 years of age and who due to specific social circumstances demand a close and personal follow up to ensure that participants’ can acquire the competencies that are required in a working context. There shall be a continuous enrollment and discharge which means that enrollment can occur every week of the year by reference from for example, the Prison and Probation Services, Social Services or other institutions. 

The target group

Krami turns to persons who are marked by unstable social circumstances, weak schooling background a criminal lifestyle which has rendered their possibilities to obtain education or work. 

· It is persons who due to social and personal circumstances have not obtained education or other occupation

· It is persons who want a job and a close connection to the labor market

· It is persons who have difficulty taking part in social interactions which is a precondition when entering the labor market. 

· It is persons that demand a personal and social follow up in order to acquire the competency, which is demanded by the labor market.

The existence for the participants has been characterized by offences and/or various forms of substance abuse.

Participation in Krami is optional and presupposes that the individual has a will to obtain work that can contribute to a personal development. 

It is Krami that decides if an applicant can take part in the program, while the Prison and Probation Services, the Employment Services, the Social Services and other institutions have the right to refer persons to Krami if they meet the requirements of the target group. Krami is responsible for informing the various authorities if the applicant is approved or not in the program.

The objective

The basic objective is to guide and supervise the participant in finding, getting and keeping a job, living a law abiding life and taking part in new social contexts. At the same time the objective is to support the individual in developing and learning those vocational and social competencies that are required in order to function in the labor market. 

The internal objective includes holding fast to a pedagogical leadership and working method that takes its point of reference in the personal and social problems that are expressed by the individual. This means holding fast to participants’ futuristic goals since these are the most important aspects in a pedagogical approach. This objective is firmly established in an individual plan of action that has its starting point in the near futuristic goals. 

The individual goals are a consequence of the participants’ different prerequisite and the individual efforts are based largely on where the strength of development lays with the individual. The individual development and achieved social competency is a natural consequence of a continuous enrollment and discharge and is an important part in the pedagogical effort.

The pedagogical praxis is about social learning, with emphasis on the individual responsibility. The social side shall evolve at the same pace as the vocational learning because people not only learn, but also relate themselves, and transform their learning experiences to personal actions. 

The target group and the social problems they express as well as Kramis specific supervised program makes the pedagogical attitude to an important element when carrying out of the program. This means, among other things, that social deviations and adaption problems expressed by the individual shall not be seen as fixed (biological, psychological or hereditary) laws with the individual, but instead as visible expressions of not knowing how to be part of social relations, or as a expression for that they in situations, and due to individual reasons, choose to act against social norms. This is why emphasis is placed on social- and vocational training instead of treatment. Treatment is and will not be a pedagogical assignment and therefore not an objective for Krami. Krami is a pedagogical activity and shall in contradiction to treatment build upon the assumption that deviated actions are expressions of choices, without consideration to, if one is aware of the consequences or not, and despite the persons social background and level of education. As a pedagogical activity, Krami creates conditions for linking the development of work-related qualifications and social competencies. The pedagogical attitude and methods take their starting point in the work related possibilities and the participants’ goals, willingness and interest in participating to obtaining the goals. 

Pedagogy

To secure the quality and standardization in relation to the development of the personal and social competency the activities in Krami are carried through with a mutual pedagogical attitude. It is consequential pedagogic, together with the work-related goals and the single participants’ capacity, which constitute the basis for the clarification and carrying through of activities. 

The pedagogical leaders have at all times focus on those attitudes, values and frameworks, that create the starting point for the individuals possibilities to learn how to be part of the social context that a workplace may expresses. This means taking responsibility for one’s own action in both social and work related contexts. Participation in Krami is carried through with an attitude and understanding for that acts are aligned with consequences and affects both the individual and others.  

The pedagogical attitude will in particular be expressed in Krami through a practical pedagogical reality, where emphasis is placed on the individuals’ social way of being. It is the individual’s attitude that influences the individual to both achieve the goal of acquiring a job and maintaining a firm bond to the labor market. This is why Krami places professional emphasis on creating pedagogical frameworks that can develop the individual’s social way of being, and secure that the participant finds a place on the open labor market. 

During their enrollment in Krami the individual will learn how to act independently and at the same time take responsibility for their actions as well as the consequences of them and obtain a high level of self-supporting. 

To strengthen the participant’s social way of being, the pedagogical attitude is built upon the understanding that everyone is responsible for their own actions as well as the consequences that follow. This applies to arriving late or being absent, where the direct consequence will be loss of labor market subsidies. It also applies to basic actions concerning criminality, abuse or the use of violence where the consequence is immediate discharge from Krami. These are consequences that the individual knows on beforehand and therefore the individual also chooses the consequences when acting. 

The decisive pedagogical emphasis is placed on that the individual through concrete processes shall obtain work related qualifications and at the same time become socialized in their way of acting. The pedagogical goal is to strengthen the personal and social development.  

The pedagogical attitude

The attitude is the pedagogy’s basic outlook and ethical standpoint and creates the basis for the understanding for what people are and lays weight on social contexts which also constitutes the driving force in one’s existence. 

The essential task of the pedagogy is to create frameworks and conditions for the individual development by placing emphasis on social acting competency and self-supporting from the understanding that every individual belongs to and is jointly responsible for the society we live in. The pedagogical attitude claims that the individual develops socially through interplay with other people and through processes and activities where social norms are mutual to all and bind person to person. 

Characteristic in the way of working is that the activity is action-oriented, situation-fixed, attitude focused, participant focused. 

Action-oriented

A basic outlook in consequential pedagogy is that humans express who they are through their actions. Humans are not predetermined by an innate genetic structure but can through their actions become something else than what they were before. Therefore more emphasis is placed on what participants’ do, than on what they say. Participants’ are constantly valued from their actions. The perception of the participant is not influenced on what the staff believes or presumes, but instead from what the staff observes from the participant’s actions. The objective is to ensure that word and deed correspond. 

Situation-fixed 

At Krami the staff does not let any situation pass unnoticed or any person in the specific situation. One never leaves anything to tomorrow, if it can be fixed today. This presupposes a very close follow up of the participant. If the staff waits to long in confronting the participant one risks moralizing and making the confrontation personal. To the participant it is not about if he or she is good or bad, but if his or her actions were good or bad in that situation. 

Attitude fixed

A condition for the pedagogy to work is that it is based on, for all employees, a mutual attitude from which one can discuss and determine what is right or wrong in a pedagogical context. A mutual attitude prevents the pedagogical approach from becoming pluralistic, e.g. a situation where everyone has their own pedagogical approach. The objective with attitude fixed pedagogy is to make sure that the taken pedagogy regulates the interplay between staff members and participants’ in the daily work. If the employees do not have a common outlook on people, if they do not have a clear thought on how the pedagogy is applied and if they do not have insight about the participants’ and their situation, the pedagogical work will fail. Every contact with the participants’ demands that the employees proceeds from a mutual outlook on people and take into consideration the current situation as well the individual in it. Attitude fixed pedagogy can never be mechanically fixed. There are never any on beforehand given pedagogical patterns on what is right or wrong, there are no interpretations or solutions on problems that can be mechanically applied. Every situation is unique and demands creativity and discrimination from the staff. 

Participant focused

Krami exists so that the participants’ can be offered an arena where they can act and make choices. Through their actions the participants can express what they really want, what they can and who they really are. Krami offers certain frameworks wherein the participants can evolve and learn. The preparations, super vision, follow ups and staff exist so that the participants can be given many and new learning situations. Through their choices the participants can decide if they want to make use of these situations or not. The participants either choose Krami or something else. The employee’s role is to present different alternatives and the participants have always several alternatives to choose from. It is the participant who makes the final decision, not the staff or Krami. 

Norms

Norms are the pedagogy’s moral form of expression and describes the expectations upon which the participants should act in accordance with, when interacting with other people, and constitutes the basis when learning social codes that regulate what is right or wrong when people interact with one another 

General social norms are: 

· It is expected each and every one can/will shape their own existence

· It is expected that each and every one can master their own existence and therefore strive to be independent

· It is expected   that everyone will take responsibility for their way of being.

· It is expected that everyone will strive to keep agreements and follow rules.

· It is expected that one will treat others as one would like to be treated by others. 

· It is expected each and every one will co-operate with other people

· It is expected that each and every one is open towards others views and opinions

Pedagogical methods

The purpose of the methods is to strengthen the social learning which aims at promoting the possibilities of interacting with individuals in various social contexts. That is why consequential pedagogic is directed towards developing the competencies that deal with those challenges that bind the individual demands of today in regard to self-determination, self-supportive, reliability, responsibility, respectfulness, co-cooperativeness, and receptiveness. Such competencies evolve best in a social and practical reality where we through dialogue with the participants’ place emphasis on coherence between what they want and what they aim to do. When using the methods it is important to understand that they are not used to adapt or punish the participants’. The application of methods sole function is to uphold the norms that create the basis when interacting within for example an; institution or workplace.  

Process-oriented methods

1. Consequence orientation aims at establishing a dialogue between the participants with the purpose to pay attention to what the consequences of at certain act can be. 

2. Appeal, request and decree aims at starting a process where the participant through insight takes responsibility for his or her own development.

Boundary set methods

3. Consequence reminder aims at making the participant consequence oriented. The goal is to support the participant in developing the ability to postpone those actions that they aim on taking until they have considered the short- and long term consequences of those actions. 

4. Confrontation aims at being able to confront a person with a certain way of acting and evoke a conflict

Rules

Rules are the pedagogy’s practical area, where the community places boundary’s for what you can do by describing what you cannot do, and is established through sanctions that will be implemented when legislative rules are broken.

3 rules exist within Krami.

· No to drug-abuse

· No to crime

· No to violence or the threat of violence as a mean to solve conflicts.

Consequences

Consequences are directly tied to the act because it is not the act in itself that is special but the consequences. Consequences are consistent and signify a logical relationship between the participants’ acts and the pedagogical attitude. Consequences must never be interpreted as or perceived as punishment. 

Suspension

Suspension is usually applied when the participant despite the pedagogical efforts does not express change through their actions. The aim of suspension is to establish a process, where both Krami and the participant can consider if there are any possibilities in a short or long perspective for a continued cooperation. The purpose is to find out if Krami has anything to offer the participant or if the participant on the whole wants to be enrolled in Krami or wants to do something else. Suspension can come into question when it is observed that the participant for example; does not meet up on time or is poorly engaged in their vocational training. A suspension can last up to a week. During this time the participant is shut off from Kramis activities, the vocational training and all financial support is omitted. Once the suspension period is over the participant is summoned and a decision is taken concerning continues enrollment. If both parties are in agreement concerning continuous cooperation the participant will return to the vocational training and the Krami program. If only one party feels that there are preconditions for the cooperation to continue, the participant will be discharged. If the participant, despite the suspension and agreement to change but does not express this in action the participant will be discharged as a consequence. 

Discharged

Discharged is applied when the participant breaks Kramis rules. The participant is then discharged from the Krami program and consideration to the reasons why the participant could not follow the rules is not taken. Discharge is not a punishment but a logical consequence of the participant’s choice. Discharge refers to that the cooperation between Krami and the participant has now come to an end. The participant shall understand that Krami on his behalf is now history and at the same the cooperation shall end on positive terms. Discharge must never be used as a threat towards the participant, but shall instead give the participant the possibility to consider his or her situation and sort out their lives so that it will be possible for them to apply to Krami again. Discharge can also come into question if, despite the pedagogical efforts and suspension, any change still has not occurred. All discharges shall be documented and reported to the responsible authority with a recommendation of some other incitement for the individual. Krami shall also document and pass forward to the responsible authorities the participant’s efforts during his or her enrollment in Krami.

Competencies 

After the vocational training the participant shall have reached the qualifications to:

· Meet agreements and appointments

· Take part in social contexts and show sensitiveness towards those they work for and with. 

· See one-self in relation to others and show respect towards others. 

· To take responsibility for one’s own actions and the consequences that follow. 

During their employment the participants shall develop personal and social competencies that makes it possible for them to: 

· Live up to the expectations of a work-related flexibility that is in coherence with the demand of being able to take on various work-related assignments. 

· Have knowledge and experience on how to execute basic work assignments within one’s own branch of choice. 

· Be able to clarify one’s own work-related efforts and be able to show a high level of independence in ones work performance.

· Have knowledge about and experience on how to secure the quality when carrying through work related assignments. 

Part 2

Kramis Program

Introduction

Kramis program is divided into 4 connecting phases, the application phase, the super-visional phase, the vocational phase and the employment phase. There are no exact timelines for each phase. How long the individual remains in one phase is dependent upon on the individual’s maturity, motivation, chosen line of trade.

Application Phase

Krami is responsible for all stages of the process towards employment accept for the drug-tests which are under the responsibility of the remittent. 

Applications are received continuously and the date for when the applicant can start the program is dependent upon availability in the program. The objective is however to process the application as soon as it has been received by Krami’s office and once the applicant has been cleared through the application-phase he can start the program. 

A first informative meeting

Most applications are received through the remittent, the Prison and Probation Services, the municipality or the Employment Services. Once the application has been received by Krami the applicant is called to Krami for an information meeting. Information meetings are held continuously. 

The objective of the meeting is to inform the applicant on what the terms and conditions are when taking part in the program. The applicant is also informed on the different phases of the program and what the objective is with each activity. Information is also given on what practical preconditions need to be fulfilled before being approved to the program. 

In order to be approved for Krami’s program the applicant has to be:

· Registered as a citizen within the municipality

· Current within the Prison and Probation Services

· Current within the Social Services

· Living under suitable conditions

· Drug free

After the meeting the applicant is asked to take some time and consider if Krami is for him or not. If the applicant decides to apply for Krami he is expected to contact Krami to make an appointment for the first of two interviews. By this the applicant is forced to make an active choice and has to take responsibility for contacting Krami. 

Application Interview

To facilitate the application process, references from the Prison and Probation service, Social Services and from the Employment Services are asked attend the interview. All contacts and remittent approvals should be stated before the interview in order to be certain that the applicant meets all the conditions to partake in the program. 

The application interview is a formalized interview and focuses on the applicant’s social situation and the objective is to establish if the applicant is in need of Krami’s social learning program. The interview therefore focuses on certain facts and conditions and includes: 

· Living situation: What are the living conditions? The living situation has to be long-term and stable. Of this reason Krami does not approve of shelters or similar living conditions because these are not compliable with work and the responsibility that follows. If the living situation is not satisfactory the applicant is referred back to the controlling authority to solve living situation. 

· Family/children: The applicant is asked about their family network, about any children and childcare. If the applicant has children he is informed on Kramis child related activities

· Land of birth: aims only at statistics

· Physical obstacles: The aim is to establish if there are any medical conditions that might affect their work ability. 

· Medication: The applicant is asked if he is under medication and what type of medication. The purpose is to establish if the medication will affect their participation in Krami. 

· If there are any other current insertions in their lives that might prevent them from taking part in Krami’s program full time. Under certain circumstance other insertions can be combined with at participation in Krami. 

· The applicant is questioned on the level of education and previous work experience. 

· Finally, the applicant is asked to leave the names and numbers of the remittent and other references.

Before ending the interview the applicant is informed upon that all three authorities represented by Krami personnel have to agree upon if he is to be admitted into the program and if he is approved he will be called to a second interview. If Krami decides not to approve the application, the applicant and remittent will be informed as soon as the decision is made. The interview ends up with informing the applicant on that Krami will come to a decision regarding his application and if it is a positive decision he will be asked to be tested twice for drug abuse before beginning the program. 

Decision making

All applications are reviewed in Kramis staff meetings. The discussions are based on the application interview. All staff members have to agree upon if the applicants are qualified or not. No single staff member (authority) owns exclusive rights to decide if the applicant shall be approved or not. 

Applicants and remittent are informed of the decision taken by Krami. If it is a positive decision the remittent and applicant is informed that the first of two drug tests needs to be handled. If the drug test is negative the applicant is called to a second interview. 

Second interview

To facilitate the path to employment Krami makes use of labor market political subsidies. In order to be granted subsides the applicant has to coded has socially dysfunctional in accordance to the Employment services regulations, e.g. the individual has due to his previous lifestyle social difficulties and is in need of support to obtain work.    

The second interview is a structured interview and focuses on the applicant’s background in regard to criminality, drug abuse and the level of isolation. Based on the interview a report is produced. The applicant shall take part of the contents in the report and agree upon to be coded as socially dysfunctional in the Employment Services database. The applicant is also informed upon that the code is only temporary and will be lifted once the individual reaches full employment without any labor market subsidies or if the individual chooses to discharge himself from the program. 

Registration

The applicant is called to a formal meeting to complete all administrative duties. The applicant is also given a contract which states the terms and conditions for participating in Kramis program. The contract also guarantees the applicant employment under the condition that he follows the contract. 

Super-visional phase

All activities in the super-visional phase aim at preparing the participants for the vocational training and teaching them to take responsibility for their actions and social situation. 

The seminars

The super-visional phase begins with an introduction containing three dialog based seminars that can be given either individually or in groups. The purpose of the seminars is to provide all participants information relating to labor market demands and expectations and current labor market information.

A seminar based on the concepts of responsibility, reliability, respect, co-operation, and receptiveness to clarify what social skills are demanded and expected from employers and Co-workers. Furthermore the participant is given the opportunity to discuss their own fears and expectations upon beginning their vocational training.  

A seminar on economy which includes topics concerning:

· The participants’ monthly subsidy during their enrolment in Krami and how to receive payment. 

· How to apply for further economical allowances through the Social Services.

· How Krami can assist them in any current financial problems

Individual coaching 

Once the seminars are carried through the participants are individually coached towards the labor market. The overall objective is that the participant shall find a place of work where he can do his vocational training within a trade of interest and with the possibility to transform the vocational training into an employment. 

The coaching process includes:

· Making an inventory of earlier work related experiences 

· Discussing what the participant wants, can and will do in regard to meeting their personal goals

· Mapping out the participants social situation and find solutions for any obstacles that may hinder the participant from working full time. 

· Contacting debt collection firms and/or enforcement services and set up a plan of action for repayment. 

· Guidance towards what the participant wants in relation to work. 

· Producing a personalized letter and a CV.

· Finding out if there are any preparatory courses to the chosen line of trade.

· Setting up a personal plan of action. 

· Actively finding a place for vocational training by contacting employees, make appointments and schedule the first interview. 

· Role playing as a preparation before the interview

Kramis curriculum activities

Parallel with the program and super-vised guidance the participant is encouraged to take part in Kramis activities. The activities shall function as a pedagogical arenas where the staff can observe their social abilities and confront the participants in their actions. Another purpose is to encourage the participants’ curriculum interests and introduce new paths towards new social contexts. Krami offers several forms of curriculum activities. 

· Reoccurring activities every week, cooking, weightlifting, bowling, etc. 

· Activities that reoccur on a regular basis and are directed towards a certain group such as parental activities. 

· Activities in modules over a limited period with a clear purpose and goal such as cooking courses or football training before a tournament. 

· Activities chosen by the participants

· Activities directed towards the individuals specific needs. 

Vocational phase

Once the participant has found a place of choice to do his vocational training they enter the vocational phase. The vocational phase can last up to six months. 

Before starting their vocational training the participant is called to a dialog with one of the staff members. The dialog takes it starting point in the past weeks and the way the participant has been perceived by others and what he needs to think about during his vocational training. During the dialog the participant is informed on his obligations towards Krami and how the contact will be with Krami from now on. 

All vocational training is preceded with a three party meeting between the participant, employer and personnel. The meeting is an opportunity for the employer to ask the participant questions of interest and vice versa. During the meeting the working schedule is agreed upon and how the follow up shall be handled. Furthermore the employer is informed that Krami will handle any problems that may occur regarding the participant. The meeting ends up by deciding upon date for when the vocational training shall start and when the next three party meeting shall take place.   

Qualification period

The first month on the vocational training is a qualification period. During the first month Krami has continuous follow ups with the employer and the participant. By the end of the first month a dialog is taken with the participant concerning his performances and gives him the opportunity to take on a new course of action if he is for good reasons not satisfied with the current working situation. By this Krami can avoid unnecessary defections. 

Follow up

Throughout the whole vocational phase the participant is closely followed, counseled and supervised by Krami personnel in different ways. 

· Throughout the vocational phase the participants are scheduled to be at Krami office once a week. The purpose is to enable staff members to have regular contact and follow ups with all participants but it is also a possibility practical group activities, counseling and other activities related to their social situation. 

· Phone contact: Participants’ can always reach Krami staff by phone contact during working hours. It is also possible to call personnel after working hours; however personnel are not obligated to be on call after working hours. Whenever Personnel need to get hold of participants it is usually through phone contact. 

· Regular contact with participants and employers through workplace visits. 

· Krami has open after working hours three evening every week so that participants can receive counseling on urgent matters.  

Employment phase

When the participant has reached the goal of employment he is discharged from the program. However, since most employments come with a wage subsidy, Krami has a responsibility follow up the participant for as long as the subsidy lasts. Follow up at this stage in the program can last from 1 year up to 4 years. 

Before beginning the employment the participant is called to Krami for an informative meeting. The personnel have a responsibility to take up, explain and discuss the following topics: 

· What it means to be employed with a wage subsidy.

· How they can join the union and why this is important. 

· What are the possibilities of evolving within the chosen line of trade?

· Bring up the occupational safe and health act. 

· How Krami can continue to give advice, support and counseling in relation to the place of work, financial problems and other aspects of the participants social situation. 

· An individual action plan based on a discussion with a futuristic perspective on the participants future goals and how he can reach these goals. 

· The possibility to continue taking an active part in Kramis curriculum activities. 

Follow up meeting 

Every other month those participants with employment are invited to a follow up meeting at Krami. The purpose is to offer an arena where the participants can meet and socialize with each other. Krami plans the meetings and it usually comes with some sort of activity or information on a current topic.  

Part 3

Management

Employees’ role in an organization

Krami as a place of work is managed by objectives contrary to planned management. Management by objectives sets other requirements to employees than planned management. Organizations with planned management often have a hierarchic structure in which the employees are given little room for independent decisions. The ability or employees to follow certain rules/instructions is appreciated. In organizations with management by objectives, the employees are allotted more responsibility, and they have to make independent decisions – taking given aims and limits into account. Such a model of management requires co-operation, discussions and agreements on each level between different levels of the organization. Thus a single employee acquires a better overview and understanding, has more possibilities to influence the working process and discharges more obligations. In such a model it’s a pre-supposition that the employees are committed and have a high level of competence and knowledge about the target group. 

Requirements to independence and competence are higher in an organization with management by objectives. While aims are real and specific, the choice of methods will be left to each single employee. This freedom makes possible different approaches and increases creativity. The aim is to work in search of better and more purposeful structures and methods all the time. And it is expected that all employees will take active part in the continuous operation with others, something that will contribute to an increase in competence of the organization as a whole. If a certain employee makes a mistake, this should be regarded as a new experience for the organization, and as something one can learn from. It is important to separate matter and person. 

Management by attitude

Using “management by attitude” the organization is guided by certain attitudes. Management by attitude implies professional approach to one’s attitudes. All decisions that are made (at all levels) should ensue from the organization’s attitude, and not from the attitude of a single person. Attitudes include opinions on questions of ethic, aesthetics, ideology and religion. These opinions should be basis for what an employee says or does. Therefore, attitudes can support reaction upon certain acts, objects, ideas or values. 

Consequences of management by attitude

Employees in an organization with management by are obliged to accept and act in accordance with attitudes which are not necessarily in agreement with one’s own convictions. If in organization with planned management employees are obliged to follow certain rules, here they are obliged to make decisions proceeding from the organizations attitude. Management by attitude and the high degree of employees’ influence it presupposes requires commitment and competence to the main attitude. While rules are static, attitudes should be re-considered in accordance with co-operation between Krami and the society. This requires participation of all employees in the development of the main attitude. Application of a professional competence will give the employees the possibility to influence the pedagogical practice of Krami. 

Management by attitude and consequence pedagogics

Krami has to follow the formal aims and limits. Thereby pedagogical tasks of a single employee should be ascertained. Pedagogics sets aims for the work, but limits freedom in choice of methods. Therefore, one can claim that pedagogics sets aims and limits for the whole organization, aims and limits that determine the main attitude. Thus in consequence pedagogics attitude management can be equaled with aim-limit management.

Consequence pedagogics cannot be applied without attitude management. This is because consequence pedagogics is not a method, but a theory about social learning and development. Attitude (pedagogical thinking) defines what is right and wrong in the work with young, people, and appropriate methods are developed proceeding from juxtaposition for the target group and the pedagogical standpoint. This is not because there is ´absolute truth` in consequence pedagogics, but because there is a need for limitation of pedagogical pluralism; a situation where all values are equal and each employee acts according to one’s own ´common sense`. This limitation is also important, because it will assure existence of one single set of values among all employees in their daily work with students. This does not mean that all employees should act alike, but that they should substantiate their choice of methods in a general pedagogical attitude. 

Management by attitude makes it possible to separate matter and person in pedagogical discussions. When such discussions arise it is not interesting to see acts in the light of an employee’s personal set of values, but in accordance with the pedagogical thinking. Discussions with a general pedagogical attitude will gradually unite employees in their professional aspirations. This will create a possibility to delegate much pedagogical responsibility from leadership to single employees. Thereby leadership will have an opportunity to use more time on development of pedagogical methods, instead of answering to separate questions. Thus pedagogical organizations with management by attitude will have a higher development potential and be more open to the society (capture the spirit of time). 

Schedule of meetings 

It is important to establish a schedule of meetings in an organization with attitude management in order to define aims and limits of Krami. Meetings should contribute to keeping up the commitment of the employees and, if necessary, increasing their competence. They also should allow the employees to influence their work situation and future development of Krami. 

Krami is a Swedish re-integration program for ex-offenders and is managed by a pedagogical attitude that is based on Consequence Pedagogic. The overall aim is to integrate ex-offenders into the Swedish labor market so that the individual can become independent and self-supportive.  
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