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Pillar 3: Adaptability

Flexibility – changing the way work is organised



In excess of 200 ADAPT projects have concentrated on addressing the major phenomena affecting the ways in which companies of all sizes, and in most sectors, organise and execute their work: flexibility in production and working time, and the variety of forms of teleworking.

Some 60 projects (involving 11 transnational partnerships) deal with flexible working time. They have been working on four broad issues. Most ADAPT projects deal with the redistribution of working hours without reducing working time, including the use of flexible working time to cope with irregular work patterns and demand and seasonal work (Germany, France, Italy, Greece, Austria). Others concern part-time work and job sharing (France, Germany, and Belgium). The use of flexibility to reduce working time only occurs in those countries that have adopted regulations in that field (France and Belgium) while a still more limited number of ADAPT projects work on flexibility from the angle of reconciliation of family and working life (Germany, Austria). The largest groups of projects are operating in France (28) and Germany (18). They fall into six main sectoral groups: agriculture and agro-food, tourism, metallurgy, automobile industry, textiles and trade. 

A further 50 projects deal with flexible production covering two main topics. Some work on lean production and related techniques like just in time, logistics and subcontracting chains (Italy, France and Spain). Those in the other group focus either on Total Quality Management (TQM) (Ireland, Germany, France, Denmark, Spain, Italy, Portugal, the Netherlands and Finland) and continuous improvement or world class manufacturing (UKgb, Belgium, Greece, Ireland). They involve large companies, supply chains and SMEs (urban and rural, co-ops and retail outlets).  Furthermore, almost all Member States have projects dealing with the implementation of Environmental and Quality Management Systems, issues that affect the way work is organised within the companies.

Just over 100 ADAPT projects have worked specifically on telework, teleco-operation and teletrade, covering multi-site teleworking, homeworking, and mobile teleworking. Most ADAPT telework projects have a strong training component. A number are establishing support systems for telework, while others are exploiting the potential for regional co-operation and development via tele-cottages and tele-service or call centres. Others are creating virtual companies, enabling them to compete with larger companies. Projects in EMPLOYMENT-HORIZON are showing how telework can create jobs for people with disabilities, bypassing physical barriers to access to the labour market. EMPLOYMENT-NOW telework projects concentrate on self-employment or the creation of new businesses as means of enabling women to work flexibly and independently. 

Key messages

·	New forms of organising production and work can only be introduced successfully into the workplace through consultation and negotiation. They only yield their optimum results in settings where a number of factors prevail including a strong involvement of management, openness and the active participation of the workforce.
·	Companies undergoing radical organisational change need business services, which holistically analyse and address their needs in a planned and co-ordinated way.
·	The potential for improved conditions of life and work can only be released if the new work organisation, from its design to its implementation, takes this dimension into account through the implication of all actors concerned (workers, social partners, public authorities).
·	Flexible organisations need to adopt the characteristics of learning organisations in order to underpin and sustain their key attributes of self-management and multi-functioning. The use of "key insiders" combined with external support helps the system remaining open and flexible. Training is internalised and becomes a transversal and active function in the company development strategy.

POLICY BACKGROUND

Fundamental changes in the direction of flexible production and open-ended and flexible forms of organisation have faced Europe with the challenge of ensuring that these new approaches are positive for productivity, prosperity and employment. The European Council of Essen in 1994 highlighted improvements in flexibility of work as key elements of the European employment strategy. The 1997 Green Paper on ‘Partnership for a new organisation of work’ launched a public debate in relation to companies and organisations of all types and sizes, identifying a number of policy challenges in order to release the potential for employment and competitiveness. On that basis, the Commission adopted the Communication "Modernising the Organisation of Work - a positive approach to change", stressing the importance of a comprehensive approach towards the modernisation of work organisation. 

Guideline 16 of the European Employment Strategy sets the objective of ‘making undertakings productive and competitive and achieving the required balance between flexibility and security’. The social partners are at the centre of the effort to achieve this, but beyond their role, the 1999 Guidelines of the Employment Strategy envisages strong European, national, sectoral, local and enterprise partnerships. The Guideline sees negotiated flexible working agreements as the means to the objective, also considered as a key element for reconciling work and family life in Guideline 21.

Flexible production, contrary to flexible working time directly referred to in Guideline 16, is not expressly mentioned in the guidelines, but its impact on competitiveness and employment makes it key to companies’ motivation. The significance of telework as a form of flexible working, and positive encouragement for its growth, were signalled early in many important policy papers White Paper on "Growth, Competitiveness, Employment, the Challenges and Way Forward into the 21st Century" (1993). 
1994 Action Plan identified telework as one of the 10 key aspects of the Information Society. 
1996 Green Paper "Living and working in the Information Society: People First" (social aspect)
Commission’s 1997 Green Paper, ‘Partnership for a New Organisation of Work’ (challenges for teleworkers).
.
 
Nationally, eight of the 1998 NAPs focused on flexibility of working time, some promoting flexibility without shortening total working time (A, DK, D, NL, IRL, FIN), and others concerned to reduce working time itself (F, IT, B, LUX). Expansion of part-time work was a key issue for many countries (GR, D, B, ESP, P, F, AU, LUX and NL). In the 1999 NAPs, France, in the wake of the 35-hour working week law, looked for better articulation between reducing working time and modernising work organisation. The Social Pact in Italy provides for negotiated flexibility, including the launch of a job-sharing system, seeking a better balance between working time and social and family responsibilities through local and regional arrangements. Luxembourg adopted new legislation (12/02/99) on working time designed to create jobs, while Austria and Germany gave priority to negotiated working time arrangements. In Finland, research and action programmes on working time policy, job security and job status have been initiated. Italy, Spain and Greece gave priority to the development of part-time work. 

In relation to flexible production, Denmark’s 1999 NAP proposes research into the strategic role of managers in flexible enterprises. In Ireland, the National Partnership 2000 agreement has been translated into practice by the ADAPT IBEC and ICTU project Partnership in Action at Enterprise Level, directly referred to in the NAP. Portugal launched a national project on organisational development and HR management. 

Following the Green Paper, the 1998 and 1999 National Employment Action Plans showed Belgium, Germany, Denmark, Spain, Italy, Greece, Austria, Portugal, Sweden, and the UK giving telework development a clear priority. The Helsinki Summit (December 1999) will discuss a follow-up to the Vienna report “Jobs in the Information Society”. 

At European level, the issue of organisational innovation stressed as a high political priority led to the creation in March 1999 of the European Work Organisation Network (EWON) between the Commission, national institutes from EU countries and the European Foundation for the Improvement of Living and Working Conditions. It aims at supporting and speeding up the modernisation of work organisation in EU enterprises. 
The European social partners have adopted two European Agreements on part-time work and fixed term contracts during 1999, the latter being followed by a proposal for a directive.

The Commission’s Research Programmes (DG XIII) have examined telework technological aspects, and the Structural Funds and the Community Initiatives have explored its human resource potential and impact. The European Foundation for the Improvement of Living and Working Conditions in Dublin has carried out research on its social and health and safety aspects.


STRATEGIC LESSONS 

Although their potential for competitiveness, employment and working conditions is recognised, new and more flexible forms of work organisation are generally not widespread in Europe Commission Communication "Modernising work organisation, a positive approach to change".. Experiences developed under ADAPT and EMPLOYMENT to release this potential, combining companies and workers interests, and to overcome practical obstacles in implementation represent an interesting basis for further innovations.

Project numbers indicated in the following sections refer to the European project database. 

Introducing flexibility through negotiation and participation

When companies change their working patterns and methods, there are not only profound economic implications, but also many real effects on social and working relationships. Reorganising work for the mutual benefit of companies and workers can only successfully be done on a basis of negotiation and participation.
 
·	The willingness of entrepreneurs and managers to involve themselves actively in the process of change, especially in SMEs, is fundamental to its success. Practical implementation of flexible working is their responsibility. They must be convinced of the advantages of flexible forms of work for their firms. ADAPT projects have underlined the need for awareness raising actions based on the transfer of good practices from specific experiments. A series of projects have demonstrated different ways in which this can be done.

Approaches include in-depth individualised interviews, personalised presentations of concept and tools to heads of companies, round-tables supplying evidence of successful introduction of new working time models (A-1997-D-519: Flexiplus), "pilot actions" to test interest and attitude of SMEs towards NTIC at regional level or even demonstration of computer-based tools in a "teaching factory (A-1995-Bfr-005: European Mechatronics). Diagnosis of strengths, weaknesses and margins for improved growth as a result of flexible organisation can also stimulate change.
  
·	The role of social partners in the negotiation process should go beyond identifying potential negative effects, and concentrate equally on the most efficient ways of enabling and securing workers to become more flexible. This depends on the social partners being involved throughout the whole process and developing a clear understanding of the diverse socio-economic implications of flexible working. 

This negotiation aspect has been illustrated in Germany by the RKW project (A‑1995‑D‑024), which has been backed by both metalworking unions and employers. It has enabled small and medium sized firms to make working time more flexible and to save costs, preserving the jobs of highly vulnerable workers. Other examples of ADAPT projects in France, Portugal, Belgium and Ireland show the importance of training workers’ representatives in order to make them actively participate and influence the changes in the work organisation undertaken by their companies. In Portugal, an analysis of needs resulted in a training programme established by the CRETA project (A-1995-P-054). Facing the challenge of an heterogeneous group in terms of age, qualifications (generally quite low) and experience, this training has enabled these group members to tackle issues such as working conditions, health and safety, wages, right to vocational training, enterprise renewal and equal opportunities, all in a highly effective manner.

The importance of social partner involvement during the whole process is underlined in the French CANA co‑operative (A-1997‑F‑764: Innovate to Compete), where reduction in working time is credited with creating no fewer than 350 completely new jobs in the group. Social partners were at the start of a process of introducing a range of innovations, including team‑working, new approaches to management, job‑sharing, and training. As members of a "Monitoring Committee" with the co-operative’s management, they followed the implementation of the agreements, validated the new organisations and ensured the adaptation of workers to this new context. Overall employment in the group has now risen from 3,800 to 5,300. 

·	Worker participation makes a major contribution to efficiency and good working relations in small firms. It ensures that workers, managers and owners all share in their successes and take responsibility for their failures. Many projects have demonstrated the effectiveness of participative management, self‑management, teamwork, improvement groups, quality circles, and self‑managing groups involving all employees, regardless of hierarchy. 

The Danish textile company Mammut A/S (A‑1997‑DK‑530) has introduced self‑managing groups over a decade, motivating and training its workers to improve their competitiveness in a sector under considerable technological and cost pressures. The process, based on an intensive information policy, has embraced the entire staff of the company in development, decision‑making and both technical and self‑management training enabling the company to remain competitive and to safeguard jobs. A German project (A-1997-D-691) used motivational strategies and qualification programmes for executives and employees in order to identify the internal company barriers to flexible working hours and to develop practical solutions.

It is essential to raise workers' awareness of the need for change before they are expected to play a role in implementing it, even when the decision to introduce flexibility is "imposed" rather than "negotiated". This can be necessary as a result of new regulation or sudden falls in competitiveness and can be a matter of survival. In Member States where social partners' roles and competencies are not very strong, smooth relations and efficiency depend even more on the effectiveness and openness of the direct participation of managers and workers. 

The public railways in Spain had to adapt rapidly to technological and market changes in order to remain competitive with other forms of transport. In the Spanish ADAPT project FOREUROPEFER (A-1997-ESP-707), the decision to introduce new work organisation - more efficient and client-focused - was not negotiated. Nevertheless, the company considered involvement and participation at all levels essential, and therefore developed an action plan and a training system to help the company and its workers to adapt. Due to this wide sharing of information and ideas, the whole workforce now plays an active role in planning change and implanting flexibility, which has enabled jobs to be preserved.

·	Effective communication strategies are essential to the success of both participation and negotiation structures in companies. They spread awareness of the need for change, its implications and its results. They need to be well-planned systems, and respond to identified specific needs in terms of content, regularity of information and the media employed.

The Greek project FANCO (A‑1995‑GR‑020) found that time and effort spent on communicating information and conducting a dialogue with its workers was a key investment for the success of its strategy to improve production flexibility (introducing lean production and just‑in‑time working). Recognising that awareness of change contributes directly to workers' willingness to accept it, communication was an important component of its human resource management and continuous development strategies. The French project TEMPI (A-1997-F-766) has been briefing workers’ representatives in individual companies on the broad socio-economic implications of the reduction of working time. These include the risk that working conditions will deteriorate in some ways as they improve in others. This in-depth information enables workers to become active participants in the negotiations conducted on their behalf, and seems genuinely to have improved the negotiations.


A holistic approach to the factors which contribute to continuous improvement

·	A holistic approach is particularly necessary in small firms, where the introduction of flexible working generally leads to a total redesign of work organisation, management style and structures, training systems and wage systems. One of the strongest lessons emerging from ADAPT projects working in the field of flexibility is the importance of dealing concurrently, and in a planned way, with all the implications of change. Adapting these different facets of organisations to change demands plans which can deliver continuous improvement, based on different phases: diagnosis; planning and defining objectives and the action programme; implementation with clear definition of responsibilities; and a monitoring and final review phase. 

The ADAPT "Lean Production" Lean production was developed in Japan in order to maximise profits by minimising manufacturing costs. This goal is achieved by reducing non added value operations such as set-ups, equipment and tool maintenance, capacity constraint or bottle neck, material handling, inspection, line imbalance and inventory storage. Workers must be capable of working in teams, changing jobs when necessary and performing different functions partnership (A-1995-ESP-050 & A-1998-ESP-670, A-1997‑F‑982, A-1995-IT-119) applied this principle in a large number of SMEs. Lean Production is a global approach to competitiveness encompassing all the companies' functions. It simultaneously and constantly addresses costs, deadlines, reactivity and quality. These projects provided organisational, advisory, assessment and diagnosis help, and gave great emphasis to training. The approach addressed to production was eventually judged to be useful for all departments (sales, administration and computer). They all saw the prime importance of training and communication, neither of which is always sufficiently developed in SMEs. Companies taking part have reported improved production margins, higher sales and better involvement and motivation amongst workers. In Greece, FANCO's (A‑1995‑GR‑020) holistic approach to flexible production combines a communication and awareness plan, an action plan, a training strategy and an evaluation and monitoring system. Projects like the French "Innovate to Compete" (A‑1997‑F‑764), experimenting in flexible working time, have confirmed that it requires more planning than traditional work organisation, and consequently time and means must be devoted to that function.

·	Provision for external help is needed to support the implementation of flexibility in small firms. Agencies or individuals with organisational, technological and social expertise generally deliver this support. Through their knowledge of the most recent and most competitive systems, they can help transfer and adapt good practice and new models and instruments to SMEs, which often lack the time or the information to do it themselves. Flexible organisation requires individualised and tailor-made support. Change breeds further change, so external support must remain available to maintain a culture of permanent change, without affecting the company's autonomy. 

Many examples of using training-intervention by external consultants to transfer and apply flexible models in SMEs (Lean Production, quality systems or working time) have been developed by ADAPT projects. Help in anticipating and planning future needs is more important than ever in a flexible organisation. The success of this kind of planning depends heavily on good diagnosis, including a detailed scrutiny of the various fields of organisational management, the organisation within the various departments and the working methods on the work floor, which many small companies cannot provide for themselves. It enables companies to look to productivity improvements as far as three years ahead. As well as technical support, smart tools and updated information, many ADAPT projects have shown that the "external point of view" better ensures a global and transparent analysis and facilitates the process of change, especially in cases of conflicting internal interests.   
 
Strong external support is also required when teleworkers have created their own companies. It is needed for market analysis, marketing strategies, communication, access to R & D and pooled training, constructing a business plan and securing financing. This support is best given to SMEs through a single contact point, a one‑stop shop, or a virtual one‑stop shop. Traditional representative bodies like chambers of commerce and regional development agencies can do a great deal to ensure the success of new telework by mobilising regional resources.

·	Networks can also meet many of these needs, either those between SMEs themselves or between companies and other partners. Working groups set up in and between companies, networks of small firms themselves can for example compensate for the absence of expert organisations.

WiR (Wesentliche Ideeen Realisieren, A‑1997‑D‑747), strongly backed by its regional development agency, has run informal innovation sessions, in which successful entrepreneurs have shared the experience of modernising their companies and applying new ICTs, and has set up a regional expert network based on a technical university and a management academy. This provides direct support via e‑mail, e‑conferencing and video‑conferencing. This approach has also resulted in the companies involved broadening their co‑operation and developing new business opportunities. 

Regional or sectoral co-operation can be useful in analysing economic changes and trends, and in promoting and transferring innovation. Often by mixing the public and private sectors, these working groups also help to identify ways in which the public sector can best provide support. 

Some projects like the Belgian Francophone project OSPRACHT (A‑1997‑Bfr‑527) have shown the importance of beginning sectoral or territorial initiatives with surveys or studies leading to the creation of an observatory or other permanent support facility. With the help of a local co-ordination group, composed of local authorities, union groups and local industrial associations, the Italian project Comune di Forli (A-1997-IT-830) mapped out the needs for flexible working time among local companies. Characteristics of SMEs and their challenges being similar, Developnet (A-1995-IT-176) and Lean Production (A-1997-F-982) projects started by raising awareness in their respective Veneto and Rhône Alpes regions. 

·	A range of tools has been developed to address the implications which flexibility will have for companies implementing flexibility policies. ADAPT projects have developed a wide range of such tools, in most instances with external help. They have also learned the important lesson that tools must be individualised, as there is no one model of flexible work organisation. Tools developed by ADAPT projects include:

Ø	methodologies and tools to diagnose the key requirements when manufacturing and service SMEs adapt to flexible production (Fanco, Developnet, Lean Production); 
Ø	performance analysis tools to analyse flexible production systems, like the Computer Aided Production Planning and Follow-up Systems tested and offered in its Teaching Factory by the Belgian European Mechatronics project;
Ø	tailor‑made tools to monitor staffing costs and measure the impact on performance and productivity of reducing working time have been created by the CANA company (A-1997-F-764) for itself because none were available on the market; 
Ø	Benchmarking tools sharing information and performance improvement strategies are used widely by projects like Developnet and Lean Production, demonstrating companies' conviction that their benefits outweigh the fear of competition.

Social implications of flexible organisation of work

·	Flexible forms of working can help reconcile working and private life, when they are designed, adapted and targeted properly to meet that need.

The rigidities of working hours and practices still lead to the exclusion of many women with children from the job boom in Europe’s small firms. The Austrian project "Chancen Heute" (A-1995-A-009), set up by the association Women in Fashion, has drawn a group of ten small firms into a pilot phase of activity to design women-friendly working models. Each one has been provided with a tailor-made model for re-organising working time. Further work has been done on introducing small firms to concepts like worker autonomy, teamwork, and networking. Four of these firms quickly adopted the new, flexible, woman-friendly working models initiated by the project, and their cases have been written-up. The other six small firms are on the road to change. The case studies derived from all ten will be made available to others who want to learn from them.

Telematics have been incorporated into a number of NOW projects working on job creation measures and the development of training programmes to enable women to access areas of the labour market in which they are currently under-represented. The use of teleworking and ICT have been applied successfully to a diverse range of projects, from those working in a rural context to the intensive centralised focus of the call centre environment.  The application of telematics and teleworking to the NOW target group is highly appropriate, providing a flexible and adaptable means for women to reconcile working demands with their domestic commitments and to return on the labour market after a work interruption.

·	Flexibility increases the demand for social and family support services. 

CONFATRA, the Portuguese public broadcasting company (N-1997-P-503) realised that its irregular working hours were the largest problem faced by many of its female employees in the television department. Frequently women have to work at times of the day or night when conventional care services do not operate. The project intends to tackle the problem by establishing a childminding service staffed by trained carers. It is looking for collaboration from a training centre capable of providing a type of childcare qualification that does not currently exist in Portugal. Women working on flexible contracts and as teleworkers need access to affordable care services for their children. These forms of work have the potential to be completely gender‑fair, but only when they are accompanied by childcare, and by an appropriate training in a context which is equal opportunities‑sensitive, when the jobs involved are not segregated, and when they have equal rates of pay to men working in the same job.

·	Implications for labour law, health and safety and collective bargaining
Flexibility does not result automatically in improved working conditions, but many ADAPT project have proved that, properly introduced, health and safety at work can be improved. Public authorities and social partners can play an important role in ensuring that this aspect is taken into account and in adapting wage schemes that are most of the time affected by reorganisation of work. ADAPT projects show ways of combining competitiveness and social interests, sometimes pointing out gaps in provision. 

Flexible production achieved through participative management has resulted in a decreased level of absenteeism, and wages have been increased following improved results and quality in the Danish project MAMMUT. In seasonal work, several projects have demonstrated that annualised wage systems can stabilise incomes.

The Belgian OSPRACT project (A-1997-Bfr-527), which has created a European trade-union observatory on telework, with a strong focus on the legal aspects, calls for a European regulatory framework. 

Flexible organisations become learning organisations

The readiness to learn, the willingness to make changes in the light of this learning and the continuous access to knowledge are key qualities of both flexible organisations and learning organisations.  
 
·	New skills, multi-functioning and responsibility are basic requirements in a flexible organisation. Training is essential to produce multi-skilled and multi-functional workers. Workers operating in a flexible organisation need a wide range of soft skills to complement their hard ICT skills. Projects have analysed the soft skills involved in mobility, team working, shared responsibility, communication, performance, initiative, continuous improvement, collaboration, and participation, and devised training to develop them. A key point underlined by many ADPT and EMPLOYMENT projects is the desirability of delivering and experiencing training in the workplace. Many projects have focused on changes in the roles of middle and top managers as they switch from controlling their workers to animating them, and also on the transfer of management skills to the workforce. 

In Galicia, the Spanish PIT project (A‑1997‑ESP‑688) has recognised that all of a company’s staff need to be trained in management in order to set up a flexible organisation to respond to the new requirements of production in the automobile sector, for example. Self‑managed teams are increasingly expected to be multifunctional and autonomous. As a result, they need continuous access to training to help them collaborate, solve problems together, and plan and execute their work. 

Also in Spain, around thirty HORIZON projects stated at the end of a seminar on telework, that this type of work can create employment for disabled persons if training does not only provide technological skills, which is still often the case. To develop a real profession with a market, teleworkers must have good background knowledge, as well as management and entrepreneurial skills to become autonomous workers or establish companies. 

·	Changes in culture and attitude related to new ways of working are often underestimated and are as important as skills and competencies. 

The Greek FANCO project conducted a survey which found that only 5% of workers recognised the need for change and could take responsibility for it, whilst more than 70% were resistant to change. Virtual working imposes real changes: from office environment to remote working, from a reasonably stable business (the company) to an ever-changing and ultra-flexible structure. This, as has been shown by the COMUTECH project in Germany (A-1995-D-002), requires new business cultures, new approaches to contracting and managing work, and the recognition of intercultural differences as critical success factors.

·	New roles and functions of a learning culture

Flexible organisations require a broad learning culture and permanent access to information and knowledge. New roles are emerging for internal staff, designated as "key insiders". They act as the internal relay, validating and transferring good practice and maintaining a culture of permanent change. They must be informed and trained by the external support structure and work with them. Training and learning functions must be organised within companies if a permanent learning culture is to be created. This can be done by involving the whole workforce in the training process, developing their motivation and willingness to learn, and creating training which responds to individual company needs. Training ceases to be something supplied from outside, and becomes an active part of the whole company's development strategy.

London Guildhall University (A-1997-UKgb-554) has recognised the need for SMEs to have the organisational competence to manage and sustain change effectively.  It has identified the role of ‘Change Facilitator’, until now the preserve of large companies, and has adapted this multi-disciplinary function to suit the working environment and pressures of SMEs.  The Change Facilitator programme, designed in consultation with SMEs, is aimed at both individuals and agencies, and reflects the spirit of the learning organisation. Individuals follow the workbook, develop a portfolio of evidence and demonstrate competence against defined Change Facilitator standards. An SME uses the workbook as a tool to guide the organisation, and thereby a team of individuals responsible for facilitating changes.  The programme has so far received positive feedback.  For example, one SME beneficiary reported that the programme “moves you from being ‘the expert’ who prescribes a solution to being more of a Facilitator who enables others to acquire the expertise and to find solutions through their own efforts. The consequence of the Change Facilitator programme is a much more balanced approach.” This key insider is also used for the introduction of Lean Production models in SMEs, and is chosen and trained to become an internal "relay", capable of taking ownership of the approach and continuing the process (A-1997-F-982).

The new function of training in a learning organisation is illustrated by the MAMMUT-FANCO transnational partnership. The Danish ADAPT project Mammut (A-1997DK‑ 530) took part in a 1989 initiative supported by the Danish Agency for Trade and Industry to set up multi-skilled, self-managing teams in the production of the textile industry. From 1990 to 1995, they set up one internal pilot team, which designed training to secure multi-skilled competencies This training was also designed to make the workforce more motivated and to take more responsible, as well as to provide an adapted response to internal needs. It is now used to create a learning organisation by transferring and further developing the experience throughout the company. The FANCO Company benefited from the Danish experience, leading to the establishment of an internal training department in 1995. This department took part in the design of the production itself at all levels: reorganisation of the factory; development of a customer-oriented approach; training programme for multi-skilling in order to save money and time. Today, learning organisation is part of the company strategy, which has decided to transfer it to all its departments. 
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