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Innovation and organisation systems area Innovation and organisation systems drea

In addition to adequate remuneration, people also look for their contribution to the company,
opportunities to demonstrate their capabilities, grow professionally and see their efforts
recognised.

Lortek, S.Coop. is a private technology centre which generates excellent knowledge in
Manufacturing Processes and Digitisation, to transfer it to the industry and, in this way, improve
competitiveness, environmental impact and sustainability.

We are accredited as an agent of the Basque Science, Technology and Innovation Network, a
member of the BRTA (Basque Research & Technology Alliance) consortium and we are a
cooperative integrated in Mondragdn Corporacion.

Our areas of expertise are:

- Joint Technologies.

- Additive Metal Manufacturing.

- Inspection and Non-Destructive Tests.
- Smart Manufacturing and Industry 4.0.

We promote a culture of innovation in jobs, and a social commitment to gender equality and

transparency.

WP&I4.0 Company

A WP & /40 company is characterised by having the capacity to respond to movements in the
business environment, extensive knowledge of global markets, management of product and

process technology, and capabilities to obtain the best from people.

New forms of work organisation, greater service orientation, changing skills and job profiles, more

interactive value creation processes, and increasing digitisation - all these are the driving forces
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of far-reaching change that the modern work world is experiencing. Today more than ever, being
innovative requires complex processes that, in addition to interacting with technological
development, also interact with people, organisational development and human skills,

We believe that innovation in the workplace must be followed by Industry 4.0. and the training of
people. To do this, we activate a process of continuous improvement that begins with an initial
phase of awareness and alignment of people with vision, based on our LORTEK @GITE model.
After the initial alignment phase, we accompany the companies in the development of the first

iteration (evolutionary loop), which consists of 4 stages:

1. Technologies and 14.0 skills. Technology, qualification and lifelong learning are variables
of business competitiveness to take into account to carry out current and future

professions.

2. Degree of Organisational Maturity. Based on WP & 140 principles, we audit maturity, that
is, practices and results within an organisation under three performance headings:

technology (140), organization (WPI), and people (CULTURE).

3. Generation of Work and Learning Dynamics. On the way to success and fulfillment of
strategic objectives, daily management must incorporate work and learning dynamics
based on trust and data. These dynamics must have support from the structural part of the

company and managed by three profiles
e Economic performance (General Manager)
e Operational excellence (Responsibility for Production)
e Professional and competence monitoring (Responsibility for Cultural Development)

4. Generation of Favourable Contexts for the Training of People. Self-management is a way
of addressing the challenges of changing situations that companies face in the present and
are going to face in the future. We help to generate the new context, a new way of
conceiving and conceptualising what and how the company should be, incorporating
propitious strategies for intra-entrepreneurship and stimulating intra-entrepreneurial
activity.  We help to generate the new context, a new way of conceiving and
conceptualising what and how the company should be. Another objective is to stimulate

intra-entrepreneurial people to action, in the execution of projects and reorienting
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companies to achieve an optimal level of competitiveness, as well as contributing to the

development of the people who comprise them.

The model explores practices and outcomes within an organisation under three “TOP”
performance headings: Technology, Organisation, and People. Under each heading, we have

identified three key indicators:

RELATIONSHIP
CHANNELS

Technology:
- Intelligent process,

- Intelligent product,

- Intelligent company. MANAGEMENT OF
INFORMATION FLOWS

KNOWHOW TO BE

INDUSTRIAL EFFICIENCY

Organisation: AND EFFICIENCY KNOW HOW TO DO

- Information flow management,

FLEXIBILITY AND

- Industrial efficiency, ORGANIZATION KNOW HOW TO GROW

- Flexibility & customisation.

VALUE
PROPOSAL
BUSINESS
MODEL

RESOURCES
PROCESSES

INTERESTGROUPS
People: SUSTAINABILITY

- Know how to be and stand

- Know to do BIG & SMARTDATA |0T - INTERNET OF THINGS

SMART COMPANY INTELLIGENTPRODUCT
- Know and Grow 10T - INDUSTRY 4.0
INTELLIGENT PROCESS

The progression through the LORTEK @GITE model establishes the degree of maturity of the
company, in other words how the practices are integrated within an organisation, starting at the

“Developed” stage and moving towards “World Class”™

o Developed. Principles and practice are in place, communicated, and understood. Everyone in

the company knows what is expected of them.

e Settled down. Employees are actively involved to ensure that principles and practices are
applied consistently. These ways of thinking and behaving become a habit within the

company.

e Advanced. Employees actively drive positive results, own principles and practices, and apply

their knowledge to solve new problems.

e World Class. The principles and practices are fully integrated with broader activities.

European Workplace Innovation Network (EUWIN)

EUWIN was established by the European Commission in 2013 and is now entirely supported
by contributions from an international network of partners co-ordinated by HIVA (University
of Leuven). EUWIN also functions as a network partner for the H2020 Beyond4.0 project.

www.euwin.net | contact@workplaceinnovation.eu



https://beyond4-0.eu/
http://www.euwin.net/
mailto:contact@workplaceinnovation.eu

<UWIN

Employees take responsibility for delivering consistently positive results, always with an eye

toward future improvement.

The final long-term objective is to create a new culture (knowledge of strategies, techniques,
improvement systems and innovation) that allows taking advantage of talent and gradually

transforming the company until it achieves outstanding business results.

WP&I40 GOIERRI

WP&I40 GOIERRI is a collaborative work space, which aims to investigate, evaluate, value and
socially disseminate different processes to achieve shared social and territorial value. It also seeks
to develop new forms of organisational relationships that put the person, transforming workplaces,
developed learning processes and future work and their associated competencies at the centre of
everything.

KEYS TO COMPETITIVENESS

Companies with a high level of adaptability to the surrounding situation (changes in the market), with the capacity for
innovation and structured and efficient continuous improvement processes, with people trained in innovation tools and
problem solving.

TRAINING FOR THE IMPROVEMENT AND INNOVATION OF
THE COMPANIES Training of people for Actionin a controlled
environment (WP & 140 Space).

WP&I40 SPACE OBJETIVES. Serve as a model of practical

TECHNOLOGIES AND SKILLS 4.0. Technology, qualification
ADVANCED and lifelong leaming are variables of business competitiveness
TECHNOLOGY to take into account to carry out current and future professions.
WP&I40 SPACE OBJETIVES. Have a map of the impact of
new technologies and professional profiles.

TRAINED

PEOPLE

excellence.

Train PEOPLE to acquire the WPI cuilture and values,
customer orientation, continuous improvement, based on
the feedback obtained through Indusfry 4.0

Automation and digitization of data, enabling the
development of mathematical models that allow information

to be displayed clearly for immediate decision-making.
Increased flexibility and customization of production
Improvement of the logistics of the value chain, allowing
adaptations to changing situations, both internally of the
industrial plant or production chain, and at a general level.
Decrease inresources (energy, material, _)

Carbon footprint reduction.

HIGH
ADAPTABILITY
COMPANIES

Next, we will describe the results of a research project focused on the promotion of strategies and
organisational and business experimentation in advanced formulas for transformation in work
environments and distribution of time of employment, taking place in the Goierri region. This
research was undertaken with the help of Gipuzkoa Provincial Council.
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Participants

- lkaslan Training Center Foundation

- Goierri Eskola - Goierriko Herrien Ekintza Foundation

- Goieki county development agency

- Goierri Valley
- Goilan Foundation

- Lortek S.Coop.

The objective of the project was to compare the degree of organisational maturity (according to
WP & 140 principles) of 3 business units of IKASLAN, a centre where GOIERRI ESKOLA middle
and higher grade students carry out additional internships that help them adapt to the

professional world.

The centre plays a very important role in the transition to the professional world. Their job is to
provide students with adequate training so that this transition is as practical as possible. That is
why lkaslan’s objective is to train the student in future jobs, bringing the school world closer to
the professional world. For this, it has 7 mini-factories with activities in the metalworking sector

(laser cutting, boilermaking / welding, machining, electrical installations, assembly of structures).

Degree Of Organisational Maturity - Principles of WPI40 Culture

In the following table, we compare the results of 3 of the 7 Ikaslan mini-factories: 4000.
Boilermaking-Welding, 5000. Electrical installations and 7000. Machining.

Principles 140. The results are consistent. The mini-factory that best lends itself to 140 implementations
is the 7000, followed by the 4000. In the mini-factory 5000 the activity is very manual and it is more
difficult to integrate 14.0 concepts.

Principles WPI. In this case, the best results are obtained by section 5000 and it is due to the effort
made over the years in the design of the workstations so that they are more ergonomic. Another
differential factor is leadership style, where the work of the head of the mini-factory and the proximity
of customers is a determining factor.

Culture Principles. The 7000 mini-factory is the most recently created and where the element beliefs
have the best marks. This is because both the head of the mini-factory and his assistants have less
prejudice and are more open to cultural change. This is also noticeable at the level of behavior of the
controls, the latter being more oriented towards compliance with the principles promoted by the
Lortek @gite model.
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PRINCIPLES ELEMENTS 4000 5000 7000
1STELEMENT
PrncPLES RESOURCES 12 34 6.5
IND ELEMENT
= . INFORMATION SYSTEMS T4 8.8 nr
=3 i
== 3RD ELEMENT
ORGANIZATIONAL STRUCTURE 6.8 6.6 6.9
THE PR s CFJND_US_'I_R‘Y 4.0 4RE ATH ELEMENT
N ALL ATE FIEL CULTURE 7 SEB 7.7
1STELEMENT
JOBS AND TEAMS 44 5.2 4.1
2ND ELEMENT
. STRUCTURES, MANAGEMENT AND 76 8.4 83
: PROCEDURES
el 3RD ELEMENT
sz IMPROVEMENT AND INNOVATION 8.4 12 .8
\ ATH ELEMENT
CO-CREATED LEADERSHIP AND 8 9 8.3
EMPLOYEE PARTICITATION
_ 1ST ELEMENT
= BELIEFS 6.4 5 83
R 2ND ELEMENT
_ WAYS OF WORKING 12 6.7 74
3RD ELEMENT
ARCHITECTURE 4 8.1 9.1
e ATH ELEMENT 58 7 76
BEHAVIOR OF THE PEOPLE IN COMMAND : :

Conclusions- Differential value of lkaslan

The Educational Cooperation program established between the Goierriko Herrien Ekintza
Foundation, through the Ikaslan Foundation, and Goierri Eskola, allows:

e The alternation of the training with the practices demonstrates its effectiveness in the
practical placement of 100% of the students. Such achievement is largely derived from the
close relationship between the Goierri Innovation Pole agents (training centres, foundations,
companies and their R & D & | units, technology centres), as well as the possibility, since 1982,
to alternate studies with a real practical experience of the students.

e The process of incorporation of the student to the company is the least possible, learning to
function in a productive environment throughout 1 year of internship.
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As an immediate conclusion, it follows that the operation of IKASLAN is, and we consider it should
be, as a company, but with a series of differential elements that make the experience something
new and tremendously enriching for the beneficiary, the student:

e |tis a non-profit foundation.

e All surpluses are reinvested in technical means that make it possible to adapt the practices to
the continuous technological evolution, either in their own facilities or in those of the school.

e Representatives of the municipalities participate in the governing bodies (Board of Trustees and
Executive Commission), which gives a character of semi-public foundation or association. They
do not receive any remuneration for the performance of their duties.

e |KASLAN's stable staff structure is made up of people in support and management services from
each of the mini-factories.

e Allstudents who carry out the practices do so throughout the last year, training cycles or during
the period of theoretical instruction (INEM courses).

e Inthe transition from one course to the next, veterans (those who finish the internship period)
instruct the newcomers.

e The practices are in accordance with the specialties studied at the school.

e The result of the internship, the tangible product, is a means through which the real product
matures: the student until he / she joins the staff of a company. Without the involvement of
the companies in the region, there are no practices.

e The physical, tangible products are varied depending on the specialties. There are more than
3000 product references. Economic profitability is not the first objective.

e Recruitment to internships is voluntary.

e The direct management of the students with the clients facilitates their hiring.

Ikaslan educates the entrepreneurial spirit in the student, training them in responsibility,
commitment, effort, dedication, perseverance and a spirit of work, by providing them with the
necessary critical skills.

And the school takes into account the real possibilities offered by the productive environment,
complementing theoretical training with practice.
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