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1. Introduction 

 

The 'Work of the Future' group entered a new phase in April 2021. The activity of this 

group of the Think Tank began in June 2020. From June 2020 to April 2021, the group 

deliberated on future work. Given that this is a very broad topic, the deliberation 

sessions reflected on and discussed which elements were truly important for future 

work in the context of Gipuzkoa. As well as the reflections and debates among the 

participants in the sessions —politicians, researchers from different universities, 

representatives of business associations, etc.— there were also presentations by 

experts in the field. During this initial period from June 2020 to April 2021, the 

participants discussed which topic, within the broad theme of future work, would be the 

most suitable for the Think Tank group to discuss. 

 

After this process (2020-2021), it was decided that one of the most important issues 

facing the province of Gipuzkoa in the general area of work was the change in the 

'meaning (or meaningfulness) of work'. In other words, it was felt that people's 

relationship with work was changing. Above all, it was argued that this change was 

occurring in young people, and that, if companies did not adapt to these changes, they 

would become less competitive with negative repercussions for the competitiveness of 

the province as a whole. It was therefore decided that the group would work on the 

'meaning of work' over the following two years. As well as encouraging deliberation 

sessions to reflect and generate knowledge on the 'meaning of work', it was also decided 

that the group should promote several experimental projects. In this regard, during 

2020-2021, the group reached two decisions: 1) It should address the 'meaning of work'; 

2) It should promote experimental projects.  

 



 

The aim of the next phase of the process, from April 2021 to March 2023, was to develop 

a conceptual framework on the 'meaning of work' and to launch a number of pilot 

projects in companies. During this phase, new participants joined the group, in addition 

to several who had already participated in the previous phase. Among the new members 

were the companies participating in the pilot projects, knowledge agents and relevant 

stakeholders from the entrepreneurial ecosystem. The ultimate goal of the think tank 

was to develop a public policy that would help the region's companies adapt to a new 

working environment and thus become more competitive. At the same time, there was 

an emphasis on rolling this public policy out in the province in a collaborative fashion — 

i.e., in collaboration with a number of agents from the territory. The second phase (April 

2021-March 2023) therefore had three axes that were developed on a systemic and 

interrelated basis. Firstly, to develop a conceptual framework on 'the meaning of work'. 

Secondly, to develop experimental projects in various companies. And thirdly, to work 

together with agents from the province to agree on a public policy in order to deploy 

the lessons learned from the think tank.  

 

2. Deliberation Session 9 (23-06-2021) 

 

As discussed in the introduction, in June 2021 the think tank entered a new phase. The 

central aims of this new phase were: 

 

- To co-generate knowledge on the meaning of work 

- To launch pilot projects in six companies that would focus on this theme 

- To generate a governance framework among multiple territorial stakeholders 

that would make it possible, through a public policy financed by the Provincial 

Government of Gipuzkoa, to deploy the lessons learned from the think tank and 

the experiments with companies  

In addition to identifying the new objectives of the think tank phase, the meeting also 

situated the initiative within the general framework of Etorkizuna Eraikiz Think Tank and 

Etorkizuna Eraikiz.  



 

 

Figure 1: Systemic vision of Etorkizuna Eraikiz 

 

Because the objectives of the think tank have changed in this new phase, there were 

also changes in the make-up of the group. On the one hand, it was decided during 

deliberation that it was important to involve the companies that were participating in 

the experimentation. On the other hand, in order to fulfil the aim of collaborative 

governance, it was agreed that the following territorial agents would participate: (a) 

Provincial Government (Department of Economic Promotion and Office of the First 

Minister); (b) Agents working with companies (Adegi, Asle, Gipuzkoa Chamber of 

Commerce, regional development agencies, vocational training representatives); (c) 

members of the knowledge system (University of the Basque Country, Mondragon 

University, Tecnun, Deusto University).  

 

In this regard, the June 2021 deliberation session focused on presentation of the new 

phase of the process. The objectives, projects to be developed, new members of the 

group, etc. were all explained. It was agreed that in September 2021 the group would 

begin developing the conceptual framework on the meaning of work.  

 

 

 

 



 

3. Deliberation Session 10 (23-09-2021) 

 

As mentioned in the previous section, the think tank for the work of the future entered 

a new phase in June 2021. A series of objectives were established and several 

participants who had not participated in the previous cycle joined the group. The 

September session was therefore the second deliberation meeting of the second cycle 

of the think tank for the work of the future. It was attended by representatives of a 

number of companies in which pilot projects were to be developed. The companies were 

as follows: IZT, Fagor Industrial, Sutargi, Zorrotz, Lazpiur and Oribay. In summary, the 

group had established a new work theme (meaning of work), the type of activity (co-

creation of a conceptual framework and development of experimental projects) and had 

recruited new participants. One of the group's first aims was therefore that through the 

co-creation of the conceptual framework, relationships of trust and shared narratives 

and languages would be developed.  

 

The focus of the session was the presentation of the progress of the conceptual 

framework by the researcher from Mondragon University. The conceptual framework is 

explained in detail in the report and in the working document of the session, both of 

which are available on the Etorkizuna Eraikiz website. As well as the presentation by the 

researcher from Mondragon University, the members of the group also participated 

actively in a group activity. The aim of this type of session was for the participants, 

working with the researcher, to co-generate a conceptual framework about the meaning 

of work. 

 

4. Deliberation Session 11 (21-10-2021) 

 

As mentioned in a previous section, the aim of the think tank was to co-generate 

knowledge that would be actionable within the framework of public policies. In other 

words, the idea was that the knowledge, experiences and lessons co-generated in the 

think tank could be integrated into the Provincial Government of Gipuzkoa's public 

policies. However, this Think Tank opted not only for a collaborative model of knowledge 



 

generation, but also for a collaborative model of governance and roll-out of public 

policies. It was therefore decided to negotiate a governance network that could deploy 

public policy collaboratively throughout the province. This would mean that public 

policy would take into consideration the real situations and demands of those 

stakeholders. And it would also be much more effective. The focus of the third session 

of the new cycle was therefore on collaborative governance.  

 

At the session, a governance model was presented that had been jointly constructed by 

the Provincial Government, the regional (comarca) development agencies and the 

vocational training centres. The model presented is shown below: 

 

 

Figure 2 

 

However, this model reflected the situation of other collaborative governance projects. 

In other words, it did not reflect the real situations of the stakeholders, networks and 

capabilities of the think tank group. The group therefore discussed how this model could 

be adapted to the real situation of the group. To this end, the session included group 



 

activities and a plenary session, aimed at incorporating the group's new situation into 

the governance framework that had been presented. The recommendations and 

comments of the group's participants are included in great detail in both the report and 

the working document for the session. In general terms, it was argued that the new 

model should incorporate a series of actors (ASLE, the Chamber of Commerce, etc.) who 

were not present in the first one. The facilitating group compiled the recommendations 

and used them to build a new model. This model is as follows: 

 

 

Figure 3 

 

At the October 2021 session, negotiations therefore began on a collaborative 

governance model among multiple stakeholders in the territory. This collaborative 

governance framework would allow for collaborative deployment of a public policy 

integrating the knowledge, tools and lessons learned from the think tank and pilot 

projects. With the working document developed after the session, which explains the 

new governance model (Figure 3), the collaborative governance model was tentatively 

established.  

 

 



 

5. Deliberation Session 12 (25-11-2021) 

 

As mentioned above, the person responsible for developing the conceptual framework 

on the meaning of work was the researcher from Mondragon University. As an expert in 

the field, he was analysing the different academic contributions on the subject. These 

inputs were shared in the think tank group and the participants gave their opinions, 

commented and offered suggestions for improvement based on their experience. In this 

way, from the September session, where an initial framework on the meaning of work 

was presented, the Mondragon researcher extended the conceptual framework on the 

meaning of work. At the November 2021 session, the researcher shared the progress of 

his research with the deliberation group. 

 

However, the main aim of the session was to present the specific experiments to be 

carried out in the companies. According to the conceptual framework being developed, 

meaningful work has a series of dimensions (autonomy, competence, relations and 

purpose) and each of these variables is manifested in a different way in each workspace. 

The experiments, which will be based on the conceptual framework being developed, 

will therefore be adapted to the specific situations of each company. On this basis, the 

Mondragon researcher presented the different experiments that were to be carried out 

in each of the six companies. After the presentation, the group participants took part in 

a group activity followed by a more general discussion at the plenary session. The group 

participants agreed with the type of experiments presented. However, they made a 

series of recommendations that are included both in the report and in the working 

document for the session.  

 

6. Deliberation Session 13 (27-01-2022) 

 

In the governance framework negotiated throughout the process (see Figure 3), it was 

established that knowledge agents should play an important role in the process. Before 

entering the labour market, people are trained in the educational sphere, and this is 

therefore a strategic field for the work of the future and the meaningfulness of work. It 



 

was therefore decided that these stakeholders should play an important role in the 

process. The January 2022 deliberation session focused on the role of the educational 

centres in the process, and more specifically, the role of universities and vocational 

training centres.  

 

The knowledge agents —universities and vocational training centres— made several 

presentations on the way in which they saw their role in the governance framework. The 

researcher from Mondragon University gave a presentation on an experimental project 

being developed at MU, in which they were performing a series of simulations with 

students. The participants representing the University of the Basque Country felt that it 

would be of great interest to develop a project of this kind. However, they stressed that 

such a project would have to include a series of guarantees and frameworks that would 

need to be taken into account. Rather than presenting a specific project, therefore, they 

presented a series of conditions that would be required in order to develop a project of 

this type in their organisation. The representative from the vocational training centres 

also said it would be of great interest to develop several projects in the field of 

vocational training. However, the representative said a final decision on the type of 

projects to be developed had yet to be reached.  

 

As with all the deliberation sessions, the presentations were followed by a group activity 

and the plenary session. The participants agreed with the points presented by the 

knowledge agents. As always, however, they made a series of suggestions that were 

taken into consideration, and which are covered in detail in both the report and the 

working document for the session. Both are available on the Etorkizuna Eraikiz website. 

 

7. Deliberation Session 14 (17-02-2022) 

 

At the previous sessions, the deliberation group on the work of the future had worked 

on the theoretical framework, the pilot projects and the governance network. There had 

been several breakthroughs, which were shared at the deliberation sessions. The 

members of the group gave their opinions, discussed, debated and provided 

recommendations that were compiled by the facilitation group. They were then 



 

integrated into the different elements of the process. One of the recurring 

recommendations of the participants was that the process should involve various 

groups, such as young people. As a result, two young people participated in the February 

2022 session.  

 

In their presentations, the young people explained ¡join¡ why they were unhappy in their 

jobs and what had motivated them to switch jobs. The aim of the session was to learn 

more about a trend that is occurring amongst young people in Gipuzkoa, with thousands 

leaving their jobs in the private sector and moving to the public sector. The deliberation 

group had identified that one of the structural problems in Gipuzkoa was that companies 

were unable to offer 'meaningful' jobs and that this had a negative impact on both the 

competitiveness of the companies and the competitiveness of the province as a whole. 

The presentations given by these young people can be found in the report for the 

session, which is available on the Etorkizuna Eraikiz website. Following the 

presentations, the other participants made a series of contributions and asked 

questions. These contributions are included in detail both in the report and in the 

working document for the session.  

 

8. Deliberation Session 15 (24-03-2022) 

 

As mentioned in several sections of this document, the process developed in the think 

tank on the work of the future had a number of different central themes. A researcher 

from Mondragon University had agreed to develop a conceptual framework on the 

meaning of work, which was debated on a continuous basis with the deliberation group. 

At the same time, a series of experimental projects were carried out in six companies of 

different types and sizes. These experiments were based on the conceptual framework 

on the meaning of work. The experiences, learnings and knowledge from these 

experiments were then brought back to the deliberation group and integrated into the 

conceptual framework. Finally, given that the purpose of the think tank was to transform 

the public policy ecosystem, a collaborative governance framework began to be 

negotiated in the think tank. This governance framework would make it possible to 



 

collaboratively deploy the lessons and tools co-generated in the process through a 

public policy.  

 

The March 2022 session therefore focused on the governance framework being 

negotiated among multiple stakeholders in the territory: regional development 

agencies, the Gipuzkoa Chamber of Commerce, ASLE, etc. This was not the first time that 

a public policy on economic promotion had been developed collaboratively. There had 

been previous experiences that resembled what was being proposed in the think tank. 

A similar case —the Industry 4.0 project— was therefore presented at the session. This 

process had a number of similarities with the think tank process, for which reason it was 

considered interesting to present it at a deliberation session. After the presentation on 

the Industry 4.0 process (which can be read in detail in the session report), several of 

the actors who were going to participate in the roll-out of the public policy took the floor 

and presented their expectations, their possible roles and their possible contributions 

to the process. The other participants took part in the group activities and the plenary 

session and gave their opinions on what had been presented. Their statements are 

included in the report and the working document for the session.  

  

The public policy process was also discussed. That is to say, at a given moment, the 

lessons, tools and knowledge of the think tank are to be deployed in the territory on a 

collaborative basis through a public policy. This roll-out of public policy will be a process 

with different phases. The session discussed this process. The results are included in the 

working document for the session. However, they can be summarised in the following 

image: 

 

 



 

 

Figure 4 

 

As with everything in this process, these types of frameworks were not conceived as 

being static. The proposed approaches or frameworks were therefore seen as being 

subject to change or improvement.  

 

9. Deliberation Session 16 (19-05-2022) 

 

During the different sessions held since June 2021, a series of presentations and work 

dynamics were developed focusing on the conceptual framework on the meaning of 

work, experiments in companies and the development of collaborative governance. 

However, each session focused on one of these themes. Most of the time, each of the 

themes was addressed separately. As a result, participants often felt that they lacked an 

overview of the process. Several participants had expressed the need to have a broader 

vision of the process: the timing, the expected results, the methodology, etc. The May 

2022 session was therefore designed to provide this overview of the process.  

 

The researcher from Mondragon University gave a presentation, reviewing a number of 

points: 

 



 

1. Planned methodology: Following compilation of any relevant input on the 

presentation on Industry 4.0 given on 24 March and based on the general steps 

proposed by governance at a provincial level, a preliminary general methodology 

was proposed at the session. Four different stages were proposed: (i) awareness-

raising and/or preliminary diagnosis of the company, (ii) in-depth diagnosis of 

the company to establish different lines of work, (iii) empowerment of the 

company for development of these lines of work, and (iv) monitoring of the work 

process and lessons learned, before the cycle begins once more.  

2. The lines of work to be developed in the company will focus on four themes of 

key relevance for the meaning of work: autonomy, capacity, relationships and 

purpose. There may be different methodologies and tools at the Provincial 

Government for developing these topics. It would be useful to make an inventory 

of these tools in order to offer them to companies. 

3. Finally, reference was made to the results it is intended to obtain at the end of 

the pilot project. Specifically, these were as follows: (i) development of the 

conceptual framework, (ii) diagnostic tool, (iii) experiential learning, (iv) general 

methodology to develop the meaning of work in companies, (v) specific material 

for company awareness-building (which would also contribute to development 

of the preliminary diagnosis) and (vi) laboratory/simulation exercises to develop 

awareness of the meaning of work in the classroom. 

 

The think tank participants gave input on the evaluations, the role of society, the 

conceptual framework and the results. These contributions are included in the report 

and in the working document for the session, which are available on the Etorkizuna 

Eraikiz website.  

 

10.  Deliberation Session 17 (23-06-2022) 

 

Etorkizuna Eraikiz Think Tank as a whole, and each specific think tank group, not only 

aims to co-generate knowledge among multiple actors in the territory. The deliberation 

groups also aim to influence, impact, transform and co-generate public policies. As 

mentioned in previous sections of this document, therefore the aim of the 'work of the 



 

future' group was to co-generate a public policy in order to collaboratively deploy a 

series of lessons, experiences, tools and knowledge co-generated in the think tank 

process. As explained throughout this document, the think tank has developed 

experimental projects with companies, a conceptual framework on the meaning of work 

and a governance network. The June session discussed how to integrate the knowledge, 

agreements, tools and lessons learned from these themes into a public policy to be 

promoted by the Provincial Government's Department of Economic Promotion.  

 

The director of strategic projects at the Provincial Government of Gipuzkoa presented a 

series of proposals to the think tank participants. The proposal presented contained 

three main points: 

 

- General objective and specific objectives of public policy 

- Steps in the roll-out of public policy 

- Timeline of the process to be launched with the public policy 

 

Following the presentation by the of Provincial Government of Gipuzkoa's director of 

strategic projects, the participants performed a group activity in which they discussed 

the proposal. Group participants gave their input on the nature of the diagnosis; on the 

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

on ways of approaching companies; 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; 

and on teamwork with companies. The contributions and comments are listed in detail 

in the session report, which can be consulted on the Etorkizuna Eraikiz website. With 

these contributions, a new proposal was developed, which is included in the working 

document for this session, also available on the Etorkizuna Eraikiz website.  

 

11.  Deliberation Session 18 (27-09-2022) 

 

In the evaluations compiled during the sessions, it was noted that the participants called 

for greater involvement by the companies in the deliberation group. In other words, the 

think tank had promoted a series of experimental projects in companies. These projects 



 

were progressing, yielding results and generating learning. These learnings were 

included in the conceptual framework being developed by the researcher from 

Mondragon University. However, the group participants, in the evaluations they made 

after each session, expressed an interest in learning more about the development of the 

pilot projects and the opinion of the company representatives. Consequently, the 

September 2023 session revolved around the pilot projects being developed in six 

companies in the territory.  

 

The representatives from the companies presented the experimental projects being 

developed in each of the companies: Lazpiur, Zorrotz, Oribay, IZT, Fagor Industrial and 

Sutargi. The presentations are covered in detail in the session report, which is available 

on the Etorkizuna Eraikiz website. Following the presentations from the companies, the 

Director of Economic Promotion took the floor to present the different tools available 

in his department to address the meaning of work. Following the presentations, by the 

company representatives and the director of economic promotion, there were no 

questions and no group activity.  

 

12.  Deliberation Session 19 (24-10-2022) 

 

The October deliberation meeting was a joint meeting between the four think tank 

groups. As mentioned in other sections of this document, the think tank is made up of 

four groups: the new political culture, the work of the future, the futures of the welfare 

state and green recovery. There is also a steering group, which coordinates the general 

direction of the think tank.  

 

During the last deliberation sessions, the idea emerged in the new political culture group 

that there are certain elements —such as the ethical code of good governance or 

collaborative governance— that are cross-cutting, affecting all groups. In other words, 

in addition to each group working on a specific topic —the work of the future or the care 

system, for example— there is a way of working that is common to all groups. This 

common form of working is collaborative governance. The October 2022 session 



 

therefore aimed to address the issue collaborative governance among all the groups in 

the think tank.  

 

Before the session, all the participants were provided with a document describing the 

different forms of governance that exist in the different think tank groups. The session 

explained the different forms of collaborative governance existing in the think tank. 

However, the session was dynamic in character, since the aim was to discuss these 

models of collaborative governance with the participants from the four groups in the 

think tank. The central question for the working dynamic was: What are your proposals 

for improving collaborative governance in the Think Tank in the future? The answers 

that received the most support are listed below: 

 

1. Address the composition of groups and increase their diversity 

2. Foster the relationship between the deliberation groups, for example, by holding 

more joint sessions 

3. Encourage the relationship between action, experimentation, theory and 

practice 

4. Develop and extend the notion of group responsibility 

5. Improve transparency between the think tank management and the four groups 

6. Improve the Think Tank's documentation 

7. Go further with socialisation of the think tank 

8. Develop the decision-making capacity of the think tank groups 

 

These recommendations were compiled by the facilitation group. They are explained in 

greater detail in both the report and the working document for the session. These 

documents are available on the Etorkizuna Eraikiz website. These recommendations 

were also sent to the steering group.  

 

13.  Deliberation Session 20 (15-11-2022) 

 

After the joint session held in October, which focused on collaborative governance, the 

November session once again focused on the specific theme of the work of the future 



 

group. At this November session of the Think Tank, the statistical analyses performed so 

far were presented. The presentation was given by the researcher from Mondragon 

University. As mentioned elsewhere in this paper, the Mondragon University researcher 

was developing a conceptual framework on the meaning of work. This conceptual 

framework was based both on a review of literature on the subject and on the lessons 

learned from the pilot projects with the companies. In addition, this conceptual 

framework was discussed repeatedly with the deliberation group. The conceptual 

framework was therefore dynamic. In other words, it changed throughout the process. 

Thus, the aim of the November session was to present the statistical analyses, discuss 

these results with the deliberation group and decide whether these results involved 

changes in the conceptual framework on the meaning of work.  

 

The conceptual framework had established that there were four key needs that had to 

be met for work to be meaningful: autonomy, competence, relatedness and 

beneficence. In the conceptual framework established prior to the statistical results, 

each of these needs was perceived quasi-independently and of the four elements none 

was considered more important than any other. However, as the Mondragon University 

researcher noted, the results of the latest analyses could change the conceptual 

framework. In other words, it was possible that the four components were interrelated 

and could not be analysed separately. It was also possible that some element was more 

important than the others. After presenting the results, the group participants therefore 

engaged in a group activity and discussed whether the results of these analyses changed 

the conceptual framework. Both the complete presentation and the conclusions drawn 

from the analyses can be found in the report and in the working document for the 

session.  

 

After the group activity and the plenary session, and as a result of the reflections, the 

following decisions were made with regard to the development of the methodology and 

tools:  

 

1) Autonomy will be the central element of the methodology and tools. 

2) The other variables and/or needs will make that autonomy possible.  



 

 

To sum up, it was decided that the methodology and tools developed for fostering 

meaningfulness in work would be oriented towards autonomy. This decision was made 

on the assumption that the greatest contribution to meaningful work comes from 

developing autonomy. However, it was decided that it would also be necessary to 

develop other variables in order to develop autonomy, since they are directly related.  

 

The November session therefore led to a change in the conceptual framework on the 

meaning of work and a substantial change in the methodology for intervening in 

companies.  

 

14.  Deliberation Session 21 (18-01-2023) 

 

As mentioned in the previous section, at the November session the think tank group 

discussed the conceptual framework for the meaning of work and the methodology for 

working on meaningful work in companies. After a presentation on the results of the 

statistical analysis and a group discussion, the group decided that the 'four needs' 

comprising the meaning of work were interconnected and that three of them had a 

relationship of dependency on another one, namely autonomy. The group therefore 

discussed the elements that make work meaningful. 

 

From the beginning of the process, a series of elements had been discussed —inter alia, 

autonomy, relations and purpose— but some elements had not been addressed, e.g., 

working conditions and salary. For this reason, the January session wanted to consider 

whether there were elements that have not been addressed, but which might have an 

important impact on making a job meaningful (or not meaningful). Above all, the 

members wanted to understand how younger generations viewed work. For this 

purpose, the group invited two consulting firms specialising in recruitment and retention 

and two young people. In addition, a work dynamic was presented that had been 

developed with university students in which they addressed the work of the future, 

among other topics.  

 



 

After the presentations by the consultants and the young people, a group dynamic was 

staged to discuss whether it was necessary to incorporate elements such as wages into 

the conceptual framework and methodology. All groups argued that for a job to be 

meaningful, certain minimum working conditions must be fulfilled: hours, salary, etc. 

Without these minimum conditions, they said, the other four components would be 

meaningless. This decision concluded the work on the methodology. The results of the 

discussion are covered in detail in the report and in the working document for the 

session, both of which are available on the Etorkizuna Eraikiz website.  

 

15.  Deliberation Session 22 (15-02-2023) 

 

The last session of this group of the think tank was held in February. Although another 

session was held in March, it was a joint meeting between all the think tank groups 

whose purpose was to bring the Etorkizuna Eraikiz Think Tank to an institutional 

conclusion.  

 

As well as the people who normally participate in the sessions, the February meeting 

was attended by several local stakeholders who will act as intermediaries with the 

companies. The session was therefore divided into two parts. On the one hand, to close 

the process, the initial goals of the think tank, its trajectory, the methodology developed, 

and the results of the experimental projects were all presented. Details of this 

presentation can be found in the report and in the working document of the session.  

 

As mentioned throughout this document, the project does not end with the think tank. 

During this phase, the think tank group —through its deliberation sessions, the 

conceptual frameworks developed, the contributions of experts and the experimental 

projects with companies— has developed a series of tools, methodologies, knowledge 

and lessons that will be taken to companies in the territory through a public policy. The 

public policy will be deployed on a collaborative basis, with participation from several 

agents from the province who will act as intermediaries between the Provincial 

Government of Gipuzkoa and the companies. Thus, in the second part of the session, 

participants were told that although the think tank was ending in February, there would 



 

be other people who would continue with the new project. The 'handover' between the 

think tank and the new project, officially concluded the process on the work of the 

future.  


