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This report was drafted by Cristina Caramelo. Paulo Peres had been in charged of the
handling of the raw statistic data. Rui Cartaxo edited the final report. All 3, plus
Fernando Camisdo and Isabel Rodrigues, are the core technical team contributing to

Flexwork.

The 1% workshop in the framework of the EU funded Flexwork project took place in
Oeiras, atown located in the outskirts of Lisbon, on May 23. The City Hall offered the

Public Library Auditorium and other premises for the seminar.

The workshop was organised solely by APDT taking place at noon and all after noon.
The results of an ADAPT programme, Victori@, aso run by APDT, were presented in
the morning. The whole seminar ran under the tittle “The flexibilization of work”.

80 peoplein tota attended the Seminar. Only 25 were representing SME’s, business

advisors, consultants, etc. 35 people, in total, answered the questionnaire, meaning that
some were done on an individual basis, as suggested by the Chairman of the workshop.

Aims and Objectives

The main goal of the conference was to explain to associations and SME’s managers
and consultants the concept of flexwork, the benefits to get from it and to identify the
possible drawbacks of the project implementation to facilitate the explanation of the
guoted project to associations and SME’s managers. The seminar had the participation
of Michael Griffith, who briefed the project and Rui Cartaxo who launched and chaired
the debate. Participants were asked to deliver their contribute through a questionnaire
based in the one drafted by Jeremy Millard and suggested by the Flexwork project team.
The major divergence of the one proposed to the audience versus the original is that the



technical questions present a possibility of multi-choice, developed by Cristina
Caramelo. The endeavour of thisis to raise a mgjor amount of qualitative answers, once
that the majority of the people involved do not know what concepts such as Flexwork,
IS or ICT exactly mean . This procedure should also be seen in a cultural perspective,
as the Portuguese do not have the tradition of filling questionnaires. Once they have to
identify themselves, they get worried about consequences and once they have doubts
they prefer not to answer. Answers with multi-choices were the way to minimise these

restrictions.
The questionnaire has three parts.

The first one deas with the identification of the individual and his organisation, the
second part deals with the characterisation of the organisation. This characterisation
ranges from the public or private nature of the organisation, the economic sector where
it is included, the type of juridical contract, number of employees, etc. Inside this
section, the characterisation of the employees deserves a specia attention.

The third part handles the first approach to the Flexwork topic. Here it is required
information about the understanding of the Flexwork concept and items included; the
advantages and disadvantages of the new methods of work, namely flexwork
implementation; implementation drawbacks and possible solutions to their
minimisation. Another question very significant for the project is the one that intended
to know what sort of benefits can the SME’s take as well as the regions and/or
communities where they are implanted. The last ones tackle with the structure of the
Flexwork Project, in a way to understand how this project can or should support

individuals, organisations and communities.

Char acterisation of the Participants

The individuals that are not SME’s consultants or advisers represent the big majority of
the answers. Nevertheless, they are related with SME’s. This is due to the fact that is
very difficult to bring these individuals for a full day of debate, despite the fact that
SMFE’s are among the most interested in the new methods of work. Another important
conclusion is that the majority of the presented organisations operate in metropolitan

areas.



Participant's Profile

mTotal
Questionnaires

W SME Consultants
No.

O Non-SME
Consultants

State / Public Company Type

30+
251 @ Municipalities
201 W Ministeries
o 4
N2 15 O Other
10+ OND
5,
0-
Private Company Type
30+
25+
204 @ SMEs
Other
15 u
OND
10+
5,
0-
Operating Area
20
15 @ Metropolitan
10 B Rural
OND
5




Characterisation of the Organisations

The SME's represented have a small number of employees, which can be clearly seen
on the column that represents 1 to 5 employees. The fixed duration work contract and
the indefinite duration are contracts more or less equally represented. The activities
significantly linked with outsourcing are building maintenance and cleaning services.

No. of Employees —
Bm5to9
20 010 to 19
20 to 49
15-
50 to 99
10+ @100 to 199
[ 200 to 499
=) 1500 to 1000
0 B Over 1000
END
Work Contract Type
25- @ Undefined and fixed date
for termination
201 B Undefined
15-
All
10 =
S OND
O,

Outsourced Activities

@ Commerce

W Technical

O Financial

O Administrative
W Maintenance
@ Cleaning




The economic sectors more significant are the trading, teaching and services.

Economic Sector of Activity

@ Agriculture

B Fishing

OForestry

OF&B

B Metallurgy

O Automobile

@ Furniture

ORecycling

B Energy & Utilities

@ Construction

O Commerce

O Transportation

B Telecommunications

B Financial

@ Insurance

B Education

B Health & Social Services
O Other Service Activities

A sengtive issue is aways the one concerned with the annual turnover. Portuguese

people use to say that the secret is the business soul, so the answer to this questions

always raises to many suspicions. The preponderance of the answers goes to around 1

Million euro.

Company Revenues (per year)

E Unknown
M 0 to 1 Million USD
O Over 1 Million USD

In accordance with ICT structure in the organisation area, there is a preponderance of

good structure as considerable answers prove that the ICT implementation contribute to

the increase of employment opportunities.



ICT Infrastructure in the Operating Area

E Good
B Insufficient
OInformation not

ICT Impact on Job Creation

EIncrease
B Unknown / No
OInformation not

Char acterisation of the Employees

The magjority of the individuals support the idea of a work schedule of 35H a week, and
the flexibility according to the timetable. Is also true that the majority prefer a full time
schedule. This is a very important issue, once that this choice is a consequence of the
low salaries income and the precarious forms of part-time opportunities.

Professional qualifications are another state of the sort of organisations that were
presented at the conference. In addition, this important detail can be related with the
flexibility of the time schedule. The mgjority of the answers are related with very

qualified technicians, team managers and qualified technicians.



Working Hours

@ 35H/Week
M 40H/Week
O > 40H/Week

Preferences in Working Hours

BFull Time
W Part Time

Flexibility of Working Hours

@ Flexible Schedule

M Limited Flexible
Schedule

O Rigid Schedule




Professional Qualifications

@ Manager / Senior Manager

M Intermediate Manager

O Team Leaders

O Highly Qualified Technicians

M Qualified Technicians

O Under qualified Technicians

[ Disqualified Technicians

O Apprentices
l Unknown / ND

The use of ICT reveals that the most used equipment are PC and Internet, followed by
telephone, printer and fax. The dissmilarity between the use of Internet and modems
reveal a certain lack of knowledge according to the relationship between these items
that can suggest lack of knowledge of the real capacity of the ICT. Curioudly, a
significant number of answers point to a decrease of professional and quality of life
performance when the ICT are used. Devoid of any doubt this reveds the deficient

knowledge of the ICT capabilities and how to maximise these in the day-to-day life.



ICT Usage Profile 55

B Portable PC
O Printer

O Plotter

Bl Modem

O Telephone
M Voice-mail
O Fax

M Internet

B ISDN

O Cable TV Access
O Other

ICT Impact on
Performance

Hincrease
BNegligibl
ODiminish

As regards the meaning of flexwork, a significant amount of answers goes to the use
and optimisation of the ICT, remote work, freedom of time-table and objectives
management.



@ Self-employment

What is "Flexible Working" B Employed for 3rd. party

O Virtual Organisation

20+
O Task and Competencies Distribution

M Increase on productivity and
18+ competitiveness

O Increase on worker's specialization

16 M Increase on responsibility

O Reduced schedule

14 B Articulated part-time

B Undefined schedule

O Management by Objectives

O Remote Work

B Mobile / Nomadic Work

B Fixed duration work contracts
@ Simutaneous tasks

B Teamwork

O Teamwork (in situ / remote)

O Less bureaucracy

OWork on company's premises

OWork in telecentres

OWork in company's regional offices

O Optimized usage of ITC

O Collaboration between institutions

The next step takes in hand the possible advantages as disadvantages for employers and
employees.

In relation to employers, is possible to identify as the magor advantages of flexwork
being: decrease of facilities costs, enlargement of labour market and an improved
distribution of tasks and workers. The disadvantages are identified as difficulty of



managing and/or monitoring workers, the difficulty of productivity management and the

information security.

Employer's Advantages on Flexible Working

30+

@ Installation costs are reduced

251

M Better locations

20- O Absent leave reductions, more
flexibility and productivity

O Access to larger work markets

15 B Better coordination

O Better staff allocation

@ Better relationships with
suppliers and clients

Disadvantages for the Employer with
Flexible Working

O Implementation costs

B Harder producivity
evaluation

OHarder work and staff
management

O Technical and logistical
impact

M Information security

OReal estate speculation




According to the employees, the advantages identified are the reduction of commuting
movements, more opportunities to individuals with disabilities and the decrease of costs
related with energy, parking, clothes and meals out. The disadvantages are identified as
the difficulty of professional and family lives division; social isolation and the deficient
ICT network infrastructures in the residential area.

Employee's Advantages with [ Reduction of pendulum
Flexible Working movements
M Cost reductions on fuel, food,
clothes

O More time for personal / family
life
O Stress reduction

M Better productivity
O Wider working market

@ More opportunities for people
with disabilities

O More opportunities for women

H More opportunities for the
unemployed

. @ Difficulty in separating work
Disadvantages for the Employee form private life

with Flexible Working B Harder training

0O Career management and
progression

OlIncreased stress

B Social isolation

@ No infrastructures in
residential area

@ Uncertainity about the work
contract

O Uncertainty about social
benefits

B Equipment and
communication costs

@ Insurance costs

OWorking premises unavailable
at home

O Real estate speculation




One of the primary results coming from this questionnaire is the identification of the
drawbacks of the flexwork implementation. Once identified these parameters will help

to conceive action plans to solve or at least minimise them.

For the employer the main drawbacks identified are the traditional management, which
demands physical presence, the anxiety of the change impact, the ICT costs and the
deficient ICT network infrastructures.

BC s th
Employer Obstacles to o Gy aoe

Flexible Working

5 B Operations with Suppliers
5,

O Operations with Clients
20

O Disqualified Working Force

151

B Traditional Management -
Physical presence

10+
O Equipment and
Communication Costs

@ Maintenance Costs
(Equipment and
Communications)

O Change Management
1 Impact

For the employee the drawbacks identified are the inexistence of any labour legidation
relating to the work contract and the social benefits, the anxiety of professional career
discontinuity, communication with the colleagues, socia isolation and space to work at

home.



Employee Obstacles to Flexible [gno iegisiation appiicable to
. k contract
Workin wor
o g B No legislation applicable to
social benefits
O Career Discontinuity
25
OLack of Training
20} B Communication with peers
151 @ Equipment and
communication Costs
@ Social Isolation
101
OLack of Space for working
54 at Home
M Real estate speculation
0 @ Inefficient Infrastructures

To go beyond these drawbacks the following topics are identified: better accessibility to
the Information Technologies, governmental incentives and a better accessibility to the
Telecommunication Technologies.

[ More accessibility to

How to Overcome Obstacle to Flexible Working | .onmunications network

B More accessibility to ITC
257 . . -
[ Continuous training
201
151 O Tax Benefits
10+ .
B Government Incentives
5 p
O Environment Benefits

0,

The categories of work identified on the way to the benefits of the SME's and the
region where they are localised are independent work, telecentres in rural areas,
individualsSME’'S networking, free-lancers, fixed workplace with the flexibility
provided by ICT.



Work From Home

[ Independent
W ork

B W ork for 3rd.
Parties

[JAlways at Home

O Regularly at Home

B Occasionally at
Home

Work From Telecentres

@ Telecentres in
Rural Areas

B Regional Offices

0 Mobile Service

O Cybercafes

Mobile Work

@ Organisation in
Multilocation

B Mobile W orkers

O Free-lancers




Telecooperation [gndiv/SME's
collaborating with virtual

companies
20 B Indiv./SMEs
collaborating in
151 multilocation
101 O Indiv./SMEs
collaborating in network
51 _ .
O Fixed location, more
0/ flexible work methods

allowed via ITC

The manner that the FlexWork project can support the flexwork implementation is
based on the following items. workshops for managers and influent collaborators,

conception of awebsite and Conferences to present results and case studies.

FlexWork Support Structure

@ Creation and distribution of
documentation on strategic
management

B Creation and distrib. of
documentation relative to case
studies

20+

O Website creation

15
OWorkshops for Managers

10
B Workshops for Intermediate
Managers

O General Conferences on
Flexible Working

B Results Dissemination via
Specialized Conferences

Conclusions

The very first issue is to ask the attention of Flexwork Project to the culture of each
country. Despite the intention of the project to fulfil in every country, region, company,
etc, it isimportant to advise that the features of the cultures and the establishment of the
active population expectancies also, can be a success or a drawback point, and can be a
very influent element. In addition to this, it is important to mention that the results here



presented are an example more or less representative but they do not intend to be
statistically representative of the whole organisational tissue.

Flexwork can be a very interesting solution not only to remote and rural areas but also
to metropolitan areas. Despite the fact that the resolution of remote and rural areas can
help to diminishing the number of individuals in the metropolitan areas, is also true that
the peripheries and its relation with the big city are a very complex problem. Flexwork
will allow minimising the functional gap between city centres and peripheries (strongly
characterised by the dwelling) and al the questions related with this functional
segregation. Rural and remote areas need to be developed, rehabilitated, but urban
contemporary areas need a sustainable way of rehabilitation according to the financial,
functional, technical and aesthetical realities and expectancies.

Based on the example acquired is possible to conceive a checklist. Alongside with this
identification is required a possible reason to this achievement.

The identification of this checklist is the most significant contribute to an important
project that is Flexwork.

o People do not have a clear idea about the organisation structure according to the
number of individuals, incomes, aims and expectancies. There is an ambiguity
about this, because this questionnaires asks for the identification of the
organisation and the individual. This can be very often a drawback according to
the will of answering or to the veracity of the answers.

o The maority of the SME's supported no more than five elements. This can be
proved by statistical data of the Portuguese SME's. As a matter of fact, the
majority of the SME’s do not have more than five elements (see also AMBELIS
(1995) Os Numeros de Lisbhoa: Camara Municipal de Lisboa)

o Thereisaconsensusthat ICT are agear to increment employment opportunities.

o The flexibility timetable presented in the answers gathered is due to the fact of
the characterisation of the organisation and the professional qualifications of the
individuals. If bigger organisations were represented, maybe the result would be
different due to a stronger hierarchical redlity.

o The preference of full time job is in accordance of a survey made by Freire
(Freire et a. (2000) Trabalho e Cidadania. Lisboa Ingtituto de Ciéncias Sociais
da Universidade de Lisboa, col. Atitudes Sociais dos Portugueses). The reason
for that is the low salaries that people get at the end of the month, and the need
of continuity to fulfil their more straightforward requirements.



o A deficient knowledge about ICT, can lead to the misunderstand of them and an
ignorance of their entirely capacities. This is in accordance of the survey made
in 1997 by Crisina Caramelo Gomes (Caramelo-Gomes, C. (2000) A
conceptual Model to Implement Telework in Lisbon’s Metropolitan Area. Ph. D.

thesis, Salford University). People do not have access to a training process, they
learn by themselves. This can be seen as a positive attitude once there are no
costs for the employer/employee related with that but there are indirectly costs
according to the deficient use of the effective tools of the ICT.

o In accordance with the last point but in a contradiction with the item that raises
ICT as a gear to increment employment opportunities, the answers show a
perception that ICT decreases the professional performance as well as the
quality of the family life. Indeed, a certain amount of individuas fedl that the
possibility to work everywhere at every time, leads to the need of achieving
objectives and consequently getting workaholic, putting the persona and the
family lives as a moment to next opportunity.

o There is among the individuals presented a good understanding of flexwork
objectives. Our explanation is the presentations that preceded the questionnaires
fulfilment as well as the trandated MG presentation, which was in the files
handed at the registration to the participants.

o Once required the opinions about the advantages and disadvantages of flexwork
implementation, the results obtained are not very different from the ones showed
in the maority of the articles concerned with new methods of work. For the
employer the advantages presented concerned the decrease of facilities costs,
enlargement of the labour market and the improvement of labour as workers
distribution. The disadvantages presented concerned the difficulty to manage
workers (see also Sousa, M.J. (1999) Teletrabalho em Portugal: Difusdo e
Condicionantes. Lisboa: FCA — Editora de Informatica, Lda.), productivity and
information security. For the employees, the reasons presented as advantages
concern the decrease of commuting movements costs, inclusion of individuals
with disabilities and the costs related with energy, parking, clothes and meals
out. According to the disadvantages the reasons presented are related with the
separation between professional and personal/family lives, social isolation and
the deficient ICT network infrastructure in the residentia area.



o The drawbacks identified by the employers are traditional management, the
anxiety of the flexwork implementation impact in the organisation, ICT
equipment costs, and the deficient ICT network infrastructures in the workplace
area. For the employee, the drawbacks identified were the inexistence of any
work legidation related to the work contract and socia benefits. It were also
identified the discontinuity of the professiona career, social isolation and space
to work at home. It seems crucial to pay some attention to these items specialy
to the one that respects the space at home. Is important to mention that, in
Portugal, real estate speculation is one of the most powerful drawbacks of
working a home. Satellite communities are mainly related with residential
function and this amost mono-functionality is a strong argument to increase the
socia isolation. It is also important to state that the big majority of the
individuals own their houses, and this decreases the will to move; aso, because
of the price of the space, people buy the house they can buy and not the one they
need. A space to work at home is not thus an easy task. (Caramelo-Gomes, C.
(2000) A conceptual Model to Implement Telework in Lisbon's Metropolitan
Area Ph. D. thesis, Salford University).

o Theways to go beyond these drawbacks are related to better accessibility to the
information and telecommunications technologies and government incentives. In
fact, new methods of work are a sustainable way of living. The involvement of
the governmental authorities is more important than the individua or the
organisational effort are. The equilibrium between rural and metropolitan aress,
the quality of life and a better environment are reasons enough to motivate the
ICT institutions and the governmental ones.

o The Flexwork Project can benefit SME's and regions trough different types of
flexwork. The most identified by the answers concern the independent work,
telecentres in rural areas, individua/SME'S networking, free-lancer and fixed
workplace with the flexibility allowed by the ICT.

o According to the structure of the Flexwork Project and the way that it supports
flexwork implementation, there is a consensus about the need of learning from
other experiences and the debate with different parts involved. This is the
explanation for the identified ideas of the need of workshops for managers and
influent collaborators, the conception of the website, results presentations to
Conferences and case studies. In fact this is a new area and al the learning



programs and all the case studies that can be analysed are the strongest
arguments to future implementations with a successful result.



