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Research as a tool to help workplace development through policymaking

Core features of the process:

• A government that wanted to have an anticipatory approach to policymaking
• Collaboration between this government and two universities
• Action research as a working methodology
• Two levels of intervention

• Firms, with the expertise and methodology of Mondragon University
• Territory and collaborative governance, with the expertise of Orkestra





Action research to institutionalise a new policy

2020-2021 
Etorkizuna
Eraikiz Think 
Tank

2022 
Experimental 
projects with 6 
firms 

Deliberation in 
the think tank

2023 
Facilitated 
processes 
in 39 firms

AR 
workshops

2025 institutionalization of the policy 
framework

2024 
Facilitated 
processes in 
over 40 firms

AR 
workshops
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1. Stage: Gaining 
awareness

• Dialogue with 
management 

• Benchmarking-a and /or 
laboratory activities

2. Stage: Critical 
thinking • Definition of áreas for 

improvement  

• Plan for action 

3. Stage: Proposal 
of action plan 

• Quantitative 
diagnosis

• Qualitative analysis

• Pre-diagnosis

Results:
- Awareness
- Diagnosis

Results:
- Exit 1 results
- Reflections on alternative 

ways of managing

Exit 1 Exit 2 Exit 3

Emaitza:
- Exit 1 and 2 results
- Areas for improvement
- (Action plan)

Eta / edo

Eta / edo

Point of 
entry 2

Point of 
entry 1

The methodology
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A company example 

Industrial company. A section of about 12 people.

Machining operations: rough machining, internal machining, external machining and 
finishing.

Previous work (historically):

- Versatility on operations worked. 
- Each person is responsible for a machine / operation; for its productivity. 
- Weekly meetings: to review indicators, customer status, etc. 
- Good working atmosphere among workers. Traditional manager coordinating activities.
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A company example: Phase 1 (diagnosis) 

Diagnosis: The results obtained were generally satisfactory. Grey (company) over red (average of 
other companies from the same sector).
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A company example: Phase 1 (diagnosis) 

Diagnosis: Good general situation with respect to other companies.
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A company example: Phase 1 (diagnosis) 

Diagnosis: Agression emotionality (stress, anxiety, etc.); typical emotionality in industry.
.
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A company example: Objective

The company wanted to take another step forward in the autonomy and responsibility of the people.

So, the goal was written like this:

Implement another “Operating System” based on higher autonomy and responsibility…

In order to gain in:

1) Wellbeing of people.
2) Flexibility and organizational performance. 
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A company example: Phase 2 (Critical Thinking) 

Critical Thinking: Benchmarking other company with previous experience (and success) in developing 
a more autonomous “operating system”.

High Involvement Working System
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A company example: Phase 2 (Critical Thinking) 

Three working sessions. 

1st. Session: Organizational Culture. 

2nd. session: DB evidences. 

3rd. session: Work Systems / Operating Systems.
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A company example: Phase 3 (Designing action plan) 

Structuration: 
- Not changed. 

Leadership:
- Current manager stepping 

back from everyday issues.
- Close to retirement.

Idicators:
- Visible at the shopfloor.
- Updated every day (in each 

shift).

Purpose / Objectives:
- Just bottleneck productivity. 

For all of them; the same 
objective.

Autonomy:
- How to make the work, the 

sequence of the orders, how 
to cover somebody absence. 

Work design:
- Not changed

Coordination:
- 5 min./ day when at the 

change of shift.

Information: physical panel

- What are the orders, when to 
deliver, what are the 
operations left.

Training:
- Not changed. 

Beliefs:
(i) About people: they don’t avoid work; they want to get it right …
(ii) About the work: as a mean to grow professionally and emancipate.
(iii) About the company: not only to earn money, but also to keep Jobs, maintain families and have a possitive impact on society. 
(iv) About how to organize: don’t maximize the operations (one person one operation); maximize the whole (of the teman and overall performance). 

Symptoms:
(i) At management level: les workloak on everyday issues.
(ii) At workers level: less absenteeism, higher involvement. 
(iii) In the results: better flow of oders, less WIP, shorter lead-times, better performance.

Other to develop:
- They already are participating on 

benefits.
- Representatives of each shift 

rotating every six months.
- Managing the flow of materials 

focusing on the bottleneck.
- Tense order flow. 

Other to leave:
- Not to focus on operations 

productivity. 
- Just focus on the bottleneck. 
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The designed 
operating system for 
the section involved. 
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