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What work means to
people

Experiments and studies
27/09/2022
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Table of Contents >J

* Introduction

» Collaborative governance undertaken by the group: exercise for October 24
* Where are we?

« Experimentation in companies and lessons learned

« Results from the preliminary analysis of the data collected (complementary)

* Programmes run by the Directorate for Economic Promotion to meet the
needs of companies

Today, instead of working in groups, this will be a plenary session so that we
can all listen to the companies.



ETORKIZUNA

GIPUZKOA

ERAIKIZ S

o (=0

(&

Lankidetzazko gobernantza / &)
- COllaborative governance (vision of the
group, taldearen ikuspegia)

AIKIZ

* Jaso duzuen dokumentuan deskribatzen den lankidetzazko gobernantza

kontrastatuko dugu orain / We will compare the descriptions of collaborative
governance that you have received.

* Urriaren 24an gutako bakoitzak ikuspegi hau partekatuko du beste taldeetako
kideekin / On October 24, each of us will share this perspective with
participants in other groups

ETORKIZUNA

ERAIKIZ

Where are we?
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General approach

+ Experimenting in different areas in each company.

« Each company carried out a preliminary diagnosis.

Detailed experiments (see table below) and teamwork.

+ The second measurement is currently underway.

Company Type Measurem Experiment
ent
1ZT Field experiment First Distribution and coordination of
work
F. Industrial Natural and controlled  First Digitalisation and production system
Sutargi Natural First Training process
Oribay Field experiment Second Autonomy
Lazpiur Field experiment First Autonomy and goals
Zorrotz Field experiment First Teamwork (involvement)

ETORKIZUNA

ERAIKIZ

Experiments and studies in
companies
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- Context: People at risk of social exclusion.

Fagor Industrial - Digitalisation

Objective/Hypothesis: When work is done to improve skills, it enhances what
work means to people.

Initial diagnosis: The measures of what work means to people are very good
(compared to the average).

Studies:

* These are people who find themselves in a difficult situation. The learning process
is very important in their lives, as it gives them hope that they can get out of the
irregular administrative situation in which they find themselves, thereby helping to
get their lives back to normal.

* The skills they are learning are not very demanding (compared to other jobs in the
industry) and the measurements of skills attained are very high in this situation. In
other, more demanding jobs, the measurements of skills attained are lower.

* |tis not easy for them to answer the survey.

Future lines of work: To try to measure improvement prior to starting the
educational programme and gauge the progression that takes place in terms
of what work means to them when they join the company.

-
poSiponke 1 rorkizuns
\ 1) -
\\\\ |} ERAIKIZ

Context:
* Undergoing a digitalisation process.

» Digitalisation should contribute to building people's autonomy by making
information available in a better and more efficient way.

Objective/Hypothesis: Digitalisation will help people have more autonomy
and consequently improve what work means to them.

Initial diagnosis: low autonomy compared to the average. Consequently, the
sense of what work means is also low.

Studies:

« It makes work easier but may limit the level of autonomy. Waiting for the second
measurement to see how the results vary (before and after digitalisation).
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Fagor Industrial — production system

ako f/\\\ U
\\\ ERAIKIZ

Context: in 2023, the production system will change towards a lean
manufacturing philosophy using takt time.

Objective/Hypothesis: This new production system will reduce autonomy and
involvement and, consequently, what work means to people.

Initial diagnosis: low autonomy compared to the average. Involvement, within
the average.

Work Done/Studies:

* Asimulation was carried out with students at the
university, using the Kiribil laboratory product.

* Productivity was improved (by 15%) through takt
time. Similar well-being (low in both cases).

* The product used was not the best. Need for
improvement in the balance between jobs.

* Asecond simulation exercise will be carried out in”

October with a different product (paper washing T
machines). )

\i\;/ ERAIKIi y
IZT
-

Context: differences between young people and adults in taking responsibility.

Objective/Hypothesis: Creating a work context for reflecting on goals and
being autonomous (taking on responsibilities) will increase what work means
to people.

Initial diagnosis: above-average sense of what work means, although there is
room for improvement in terms of skills and goals.

* Work Done/Studies: Overall situation

* Two training sessions were held with the working
group to reach a consensus on the lines of work.
Status of

» The working group is working on an information
panel that will help people coordinate their work, flelste - - -

take decisions (responsibilities) on a day-to-day
basis and translate goals into everyday life.
* The information provides an overview so that |:| |:| D D D D [:I I:I I:I I:I |:| |:| I:I

people can take responsibility. Tasks

10
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+ Context: high volume serial production; manager with many responsibilities
(outside working hours) and little responsibility for production.

+ Objective/Hypothesis: The implementation of a highly involved production
work system will increase what work means to people

+ Initial diagnosis: significantly below average results (in the work context and in
terms of what work means to people).

» Work Done/Studies:
* They visited a company to see what highly involved work systems are (NIASA).
* Atraining session was held for managers

* Their responsibilities (and the day-to-day running of the organisation) leave no
time for managers to reflect.

* This lack of time is due to workers’ lack of autonomy. Consequently, it is this very
lack of autonomy that leaves managers with no time to develop autonomy.

11

Oribay

* Work Done/Studies:

* At the same time, a company with serial production (using paper aeroplanes as a
product) was simulated using students.

» Workplace breakdowns were simulated using dice.

 Inthe first simulation: people at work; productivity and maintenance managers.
* Inthe second simulation: production, productivity and maintenance managers.
* Results in graphs.

* An exercise which needs to be improved and repeated. This will take place in
October or November.

Bienestar / motivacion

Productividad Y

IS

100%

80% 75% 73%
60%

40%

20%

0% 1
Simulacién 1 Simulacién 2

12
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« Context: it is worth reviewing the dynamics of internal group meetings to
increase people's initiative and their flexibility.

+ Objective/Hypothesis: The promotion of teamwork (involvement) will improve
what work means to people.

« Initial diagnosis: average or slightly above average overall. The department
involved with linear products has greater needs.

* Work Done/Studies:

+ They visited a company to see what highly involved work systems are
(NIASA).

+ Need to work on the internal dynamics of each group/department
(particularly the department involved with linear products).

« The management are currently in the process of reflection.

13

Lazpiur

« Context: need for a faster response time because the market moves very fast
and unpredictably.

« Objective/Hypothesis: Goals will be achieved by working on the information,
which will then have a positive impact on what work means tp people.

« Initial diagnosis: training appears to be significantly below average. \What
work means to people is too.

* Work Done/Studies:

» Learn about highly involved work
systems by taking part in a training
session.

* A methodology has been developed
to be able to work on the goals.

¢ Implementation of daily work
dynamics.

14
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Results from the preliminary analysis of
the data collected (in-depth work will be
carried out in November)

General conclusions

* Is the diagnosis psychometrically

. NA1
reliable?
NA2
: : ; : NA3
« Dimensionality (Factor Analysis).
Question to be answered: Can we i
calculate an average to get a NC1
measure of a construct? NC2
NC3
« For example, three questions NC4
were asked to measure what work NR1
means. Can we average out these NR2
three questions? T
* Generally the dimensionality is
NR4
good. In the case of a few
constructs, some questions )B(\ 384 558 344 324
cannot be used to calculate the NB2 305 648 527
average, e.g. in the case of the NB3 =
need for a goal construct, one :
question will not work. NB4 360 ,388 617

16
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+ |s the diagnosis psychometrically reliable?

+ Reliability (Alpha Cronbach):

» All constructs appear above to be above the Alpha .70 limit. Therefore, all
constructs measured were found to be reliable.

« For example:

Construct Reliability (Alpha)
Need for autonomy .85
Need for skills .92
Need for involvement .87
Need for goals .75
Satisfaction .84
What work means to people .93

General conclusions

17
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« What did the first diagnosis show us?

* The lowest variable is autonomy. According to self-determination theory, self-
determination is the key to people's motivation, and the most important variable.

» The highest measurement related to skills (or competence). However, the job has
a moderating effect: (i) when the work is complex, the measurements were lower,
(ii) when the work is repetitive and simple, they were high.

» Goals do not work in companies (in general) but the measurements for them are

better than those for autonomy.

N* Escuestas

Las medidas obtenidas en la organizacion respecto a la media NombreEmpresa
1 1 3 total obtenidas en el resto de organizaciones Todas

©Media de empresa

18
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