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Introduction

In the previous session, on 19 May, the group discussed the tools and working methodologies
that are emerging from the experimentation process. On this occasion we worked on how the
Provincial Government of Gipuzkoa (PGG/DFG) can use its policies to bring these tools to
companies. Unai Andueza presented a proposal asking the group whether this proposal answers
the comments that have been made by the group to date and what improvements the groups
would propose.

Two of the three groups said that the proposal suitably reflects the work done so far. The third
did not answer this question. But all three groups made proposals for improvement. This
working document consists of three main sections. First, it shows the proposal made; then there
are the improvements proposed by the groups followed, finally by a new definition of the
proposal, based on the groups' proposals.

Proposal from the Economic Promotion Department

The PGG proposed the following general objectives, specific objectives, steps and timeline to be
addressed through an adaptation of its policies. Adaptation can range from improved
orientation of existing programmes to the development of new programmes.

Overall Objective:

The Think tank has so far been linked to a process of experimentation. Now, the idea is to relate
it to the Provincial Government of Gipuzkoa's public policies, and more specifically to those of
the Department of Economic Promotion, moving from experimentation to action.
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Specific objectives

Steps:

To integrate companies into our collaborative governance by opening a dialogue
with one of the bodies participating in the think tank.

To help any companies in Gipuzkoa that so wish to carry out a rapid preliminary
diagnosis of the meaning of work

To carry out a diagnosis of the meaning of work in companies throughout
Gipuzkoa by aggregating individual data (always confidentially).

To analyse policy transformations in the context of company statements

The proposal consisted of combining awareness-raising and diagnosis in a single process, with
the following characteristics (the proposal is made taking into account the experience of
Industry 4.0):

Design 1. Agree on the company to be approached (in the case of Industry 4.0 it
was industrial companies with 10-100 employees

Design 2. At the same time, we will have to agree with each company who is to
be the interlocutor.

Design 3. Joint design of a structured interview by those involved in this dialogue
in order to get an initial idea of the autonomy, capacity, relationship and purpose
of each company

Training. Conduct training on how to use the structured interview and collect the
data collected in a single application.

Work with companies 1. Contact companies and conduct a structured interview
with any who so wish.

Work with companies 2. Each company will be given its own preliminary
diagnosis and will be oriented towards the corresponding programmes, to begin,
if it so wishes, with elaboration of its priority axis

Improvements in policies. And, finally, a report will be drawn up on companies
in Gipuzkoa and a list will be made of needs related to areas not covered in the
programmes.

Timeline.
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Proposal 2023 (lll): timeline B G

Design 1

Design 2
Design 3
Training

Work with
companies 1

Work with
companies 2

Improvements

in policies

The think tank sessions would be oriented towards accompanying this process, and there would be
additional sessions for people who would take charge of liaising directly with the companies

Contributions to the proposal by the groups

As mentioned, two of the three groups answered directly that the proposal reflected what had
been said in previous discussions. The third group did not answer this question directly, but all
three groups made suggestions for improvements to the proposal.

On the nature of the diagnosis:

* ‘We believe that we are missing the opinion of the people of Gipuzkoa. What do
they think about the meaning of work?’

On the characteristics of the companies that should be invited to participate in the next phase:

* ‘In our opinion, the companies should be neither large nor small. We need to
work with something in between’.

* ‘It would be very positive to have some small companies. | hope they will also
be included’.

e ‘First of all, there is one question that needs to be answered: What kind of
companies are interested in this topic? We believe that the smaller the
companies, the less interest they will have in issues of this type’.

In relation to the ways of approaching companies:
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e ‘We think that before going to companies we should get to know something
about them first. We believe that these companies should be willing to listen to
us. That must be a prerequisite’.

On the messages and tools to be brought by the people who go to the companies and the shared
space in which they will be working:

e ‘We think that something needs to be done prior to the training: we need to
know what the diagnosis is, how we are going to do it and with whom we are
going to do it’.

* ‘When interviewing companies, we believe that the message must be clear: the
company must understand what we are talking about. Why is the meaning of
work important to them?’

* ‘It is important to make a diagnosis. But we believe we still lack tools. We lack
the tools to take action’.

¢ ‘In the Think Tank we have done a lot of thinking and we are getting closer to
action. But at some point, that will come to an end. So we will have to think about
some kind of spin-off’.

On taking people into account as well as companies:

e ‘There are people in companies. And those people will be of key importance. We
have the experience of the project on Industry 4.0 and digitalisation. So we need
to choose the right people’.

* ‘When it comes to implementing the project, we will have to select people rather
than companies. We need people who believe in the importance of what we are
talking about. They should be people who believe that everything we have
worked on here is related to competitiveness. [...] trust between the facilitator
of the implementation and the person in the company is very important. It is not
necessary to persuade the entire company. You just have to choose the right
person and work with him or her’.

On teamwork with companies:

¢ ‘We believe that the interventions should be carried out in blocks of companies.
That way, they can learn from each other. It will be more efficient, because each
company will be able to see what has happened in the other companies’.

New proposal
The ideas that have been taken as a basis for structuring the new proposal are as follows:

¢ Instead of talking about the meaning of work, we must find another name for
this process

e Start with companies ‘that believe’

* |tisimportant not only to determine the opinion of the companies on this issue,
but also the opinion of society
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Companies learn as a group; the process should provide companies with
opportunities for group learning

We should not put the focus on the company, but on some of the people in these
companies.

Building trust between the people in the organisations who will act as
intermediaries with the companies (Adegi, Asle, Chamber of Commerce,
agencies, vocational training) and the people in the companies

The people in the organisations who will act as intermediaries with the
companies will need their own work space to reach a consensus on messages,
tools and their use.

The proposed changes are as follows:

Although in the research related to the process, we will maintain the concept of
the meaning of work, when developing policies collaboratively, we will talk about
processes of reconciling employees’ welfare with company competitiveness
through work.

Instead of conducting a broad diagnosis through a meeting in a defined group in
2022-2023, divide this activity into two sub-activities:

o On the one hand, initiate collaboration with the group working on the
Provincial Government of Gipuzkoa's regular opinion polls to gauge the
vision of Gipuzkoa's society on this issue, including questions on this topic
in the survey to be conducted in late 2023

o Each of the agents that are going to act as intermediaries should
constitute a group of companies (3-5) to create, and, throughout 2023,
using the tools derived from the experimentation process, make a
diagnosis of the autonomy, capabilities, relationships and objective,
creating the conditions to take the next step with regard to the most
urgent issues.

o Select 1 or 2 people from each company who may be able to drive this
process. The process will provide these people with tools and a space for
empowerment

At the heart of the process will be a group of facilitators from the organisations,
who will act as intermediaries. This group, before going to the companies, will
specify the messages, tools, procedures and language to be used.

Based on these changes, the steps would be as follows:

Design 1. Agree on the agents involved in the intermediation, with each one
contacting 3-5 companies. The group will analyse whether, when looking for
these companies, as well as taking into account who to believe, any additional
requirements should be established.

Design 2. Tools to work on the training process, autonomy, skills, relationships
and the objective with the people who will work to facilitate the process in the
organisations, who will act as intermediaries. A consensus will be reached during
training on how these tools will be used
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Work with companies 1. Each agent involved in the intermediation will hold
sessions with company representatives, on a regular basis (periodicity to be
determined), to aid with the diagnosis

Work with companies 2. In parallel, the agents involved in the intermediation
will hold meetings with the research team (MU) to monitor the process, learn
together and make the improvements required by the process

Work with companies 3. Using the anonymised documentation gathered from
each process, a report will be drawn up to identify the main difficulties and the
means of dealing with them

Improvements in policies. Based on the report mentioned in the previous
section, possible improvements in PGG programmes will be analysed in order to
better assist companies along the way.



