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Executive summary

Relevance of the topic

Similarly to many other regions around the globe, the Basque Country faces a significant need for
transformation, including the need of reshaping the business fabric to align with climate neutrality
and sustainability standards, the demographic transition, or the disruptive emergence of new
technologies expected to substantially modify our daily lives. Addressing these complex issues
necessitates transformative public policies that go beyond conventional planning methods,
alongside the establishment of broad social consensus to support these efforts.

In this context, in 2021 the research project Euskadi 2040 was launched, as a collaboration between
the Basque Government (concretely, Presidency and the Department of Economic Development,
Sustainability and Environment) and Orkestra- Basque Institute of Competitiveness as a research ally.
The overarching objective of the project was: to identify what the main challenges of the Basque
Country are, and how they are evolving, to build a sustainable and inclusive competitiveness for
wellbeing model for the next generation. This objective deeply aligned with the movements of
protection of future generations rights and the beyond GDP approach to development.

As research progressed, it became clear that, in order to identify the competitiveness challenges,
there was a need to establish an agreed direction, as these challenges are inherently shaped by the
preferred wellbeing model selected. For this reason, the exercise soon turned into a participatory
construction of a shared vision for the future of the region.

Throughout this visioning exercise, some policymakers and economic stakeholders expressed
concerns about a perceived shift in social values—namely, a decline in proactive ambition and the
value placed on work, alongside an increasing prioritisation of leisure and free time. Such evolving
values may have significant implications for the region's long-term competitiveness for wellbeing.
While existing literature acknowledges a strong connection between values and future-oriented
thinking (Amara, 1991; Kuosa, 2012; Mannermaa, 1986; Masini, 2006), there is a notable gap in
understanding which specific values shape shared visions and how they influence the visioning
process itself. Thus, the general objective of the dissertation is the following:

“To understand how social values influence shared vision development
processes in the field of competitiveness for wellbeing”

In order to achieve the general objective, six specific objectives are enumerated below by domain:

1. Define the concept of social values for a specific population group and temporal
context.

2. Analyse the evolution of values influencing desirable futures in the domain of
competitiveness for wellbeing in Euskadi, providing a comparative perspective with
various European welfare culture models and incorporating gender and generational
perspectives. For this objective, several literature-based hypotheses are proposed:

Social
values

o H1: There is a trend towards post-materialist values in the Basque Country.
Materialist values refer to order and economic stability, whereas, post-
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(Inglehart, 1977).

in the Basque Country.

materialist values refer to items such as free speech and political participation

o H2: The importance of the value of work is lower in younger generations.

o H3: Euskadi has a higher locus of control (i.e. the degree on which people feel
they have completely free choice and control over their lives, or they feel their
lives are already predetermined) than the European average.

o H4: Gender differences on locus of control have decreased in the last decade

w

Shared
vision e .
specific territory.

Define the concept of a shared vision for a specific territory.
4. Explore how a shared vision-building process can be effectively conducted within a

Social | 5. Conceptually and analytically understand how social values influence shared vision

values development processes at the territorial level.

& 6. Identify key recommendations from the perspective of social values to enable
Shared policymakers to implement robust and effective shared vision-building processes
Vision that are transformative.

Process and research methodology

The methodology, or philosophical stance of the researcher, adopted in this dissertation is that of
action research for territorial development (Karlsen & Larrea, 2014). This implies that the
researcher, operating from an insider perspective, has engaged in the co-generation of actionable
knowledge with other key stakeholders, primarily policymakers.

[ Method/
technique Chapter I Chapter llI
/design State of the Art
B 2=
Literature review .
design
Conceptual framework

Chapter V
Analysis and framework contrast
Mixed-method analysis

Quantitative Qualitative

Conclusions

In terms of methods, different
techniques have been employed for
different parts of the study. The
conceptual framework has been
designed by combining theoretical
(through a literature review) and
practice-based knowledge. The latter
has been accomplished through the
implementation of a single, in-depth
case study design for the visioning
process of Euskadi 2040. The
framework is tested and elaborated
further via mixed methods, utilising
European Values Study (EVS) data
alongside qualitative analysis of the
Euskadi 2040 process.

The quantitative part consists primarily of secondary data (2008 and 2017-19 waves of EVS) in
combination with some primary data (leadership questionnaire). The qualitative part has been
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carried out through the analysis and coding of the 77 systematization documents of the contrasting
sessions held during the process.

Euskadi 2040 case study

i

The regional shared visioning exercise, led by the Basque
Government with Orkestra as a research partner, was
structured in three distinct phases: diagnosis, co-
construction of a shared vision and backcasting, and
development of a shared agenda.

A total of 55 participatory sessions were held, including 9
with institutions at multiple levels (local, provincial, and
regional, with two interinstitutional dialogues), 10
sessions with various government departments, 21
sessions from a multi-actor perspective (involving
business associations, trade unions, third sector
organisations, and youth), and 15 sessions within the
leadership group. In total, 307 individuals participated in
the process.

The outcome was a collectively developed vision for
Euskadi based on six key dimensions: a prosperous,
inclusive, innovative, green, committed, and connected
region; and 32 competitiveness challenges were mapped.

Six key experiential learnings

As a result of the case study, six key experiential learnings were extracted, that were fundamental
along with the theoretical revision to construct the conceptual and analytical framework.

@The difficulty of measuring social values is a barrier to @ Participants identify the need not only to discuss the

include value-related dimensions and challenges as content of the vision, but also, refer to aspects related to
part of the vision for the future. In this case, despite the how the vision should be constructed (the visioning
difficulty, it has been included due to the high process), and how they understand their desired vision
awareness of the importance of social values for outcome looks like.

developing the competitiveness for wellbeing model.

@ The visioning process has been valuable to identify shared

@The driving group or leadership of the initiative had values and visions in the territory among different actors.

a prominent role including, the process and However, it has alsc made latent the existing
methodological design, in the selection of participating discrepancies, and in some cases, the polarised positions.
actors, and in the content that was in the last instance The presences and the absences in the participant list are
included in the resulting vision outcome. also an important learning to assess the feasibility or level

of resistance to the implementation of the vision.

@ Participants have taken part either as individuals or
as representatives of diverse collective entities or @A distinction between vision and action is made,

sectors of the society, in order to guarantee a highlighting the importance of the coherence among the
representativity of different territorial interests. two.
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Learnings

Key definitions

Social values are defined as:

“Learnt beliefs that define what is preferable and serve as guiding principles for human
conduct. They exhibit a socio-cultural and dual character, can be ranked hierarchically, and
are both trans-situational and variable (Argadofia, 2000; Frondizi, 1956; Hofstede et al., 2010;
Jacoby, 2006; Jenkin, 2016; Penas Castro, 2008; Rohan, 2000).

Shared vision is defined as:

A normative, and action-oriented image of a better future imagined in a collaborative way
(Hines & Bishop, 2015; Stevenson, 2006; van der Helm, 2009).

Conceptual and analytical framework

The conceptual and analytical framework is the main outcome of this doctoral dissertation and has
been built around three key contributions.

Values as limits of normative foresight

The first step of the framework seeks to establish a conceptual link between the domain of social
values and that of futures by creating a visual and mental representation of their interconnection. A
fundamental characteristic of values is their dual nature (Penas Castro, 2008), typically expressed
through opposing poles. This duality is evident in widely used value frameworks—for example,
collectivism versus individualism values (Hofstede et al., 2010), or materialism versus
postmaterialism (Inglehart & Baker, 2000).

Each value dimension comprises two conceptual extremes, and quantitative approaches often seek
to understand the distribution of these values across populations, whether normally distributed or
not. Those limits are conceptually equivalent to the limits of the preferable futures. By integrating
this understanding with the Futures Cone model (Voros, 2022), a visualization emerges that positions
social values in relation to different types of futures (possible, probable, and preferable). The
distribution of values across the population enables or disables the existence of a shared vision in

the territory.

Shared vision enabling value-distributions

__\/ )

Shared vision disabling value-distributions Preferable  Possible

Value limit 1 ——

Official vision

............

Shared vision [

Value limit 2




|
Orkestra
THE ROLE OF SOCIAL VALUES IN SHAPING A SHARED VISION ON COMPETITIVENESS FOR

WELLBEING. THE CASE OF THE BASQUE COUNTRY

From a level-based paradigm into a level and role-based paradigm in the value holding subjects

Territorial
_ Leadership
National
nal
Organisational
Participants
Individual o
Individual | ©rganisatio
nal
Level-based paradigm Level and role-based paradigm

The most comprehensive piece within the literature that intersects values and foresight processes
focuses on the three existing levels for values (national, organisational and individual), when
analysing the “cultural readiness” for foresight (Panizzon & Barcellos, 2019). This dissertation
contributes to the existing framework twofold:

e Proposes the substitution of the level of “national” by “territorial”, as it better reflects the
reality of the diverse territories that can undertake foresight processes and scale at which
social values are increasingly being measured (sub-national level).

e While the level of values—whether individual, organisational, or territorial—is significant, the
role in the process of those who “own” these values, particularly as leaders or participants,
also needs to be considered in the analysis as it has differential impact.

Three stages in how values influence normative foresight processes

The dissertation identifies three key stages where values play a role in normative foresight exercises,
leading to three value-categories: visioning values (influencing the process), vision values (shaping
the outcome), and vision-action values (guiding implementation).

v

Visioning (Shared) Action
___________________ are

Stage 3

Stage 1 Stage 2

Social
Values




d
Orkestra
THE ROLE OF SOCIAL VALUES IN SHAPING A SHARED VISION ON COMPETITIVENESS FOR

WELLBEING. THE CASE OF THE BASQUE COUNTRY

As part of the conceptual framework, the three stages are connected with the value uncertainties
they address (Modller, 2016) and the direct or indirect role of values (Douglas, 2009; Shala, 2018).
Categories are not mutually exclusive, meaning certain values can fall into different categories as
they impact different stages. Examples of values per category include:

o Visioning values: locus of control, general trust and trust in government.

o Vision values: Post materialism index, values to be transmitted to future generations,
competition good/bad, individual vs state responsibility for providing for livelihoods and
provision of society.

o Vision-action values: personal and general commitment towards environmental protection,
importance of work, important aspects in a job, immigrant strain on welfare system or not,
better if immigrants maintain/not maintain own customs, importance of speaking the
language.

The resulting conceptual and analytical framework is the following:

Categories Definition Level & role Analysis factors
Normative foresight process Predominantly marked by
Stage 1: | related social values, regarding: leadership values (both
organisational) positioning, n
values = Method g
T order to check
" Participation where the shared
Social values associated with  Predominantly marked by vision could be
the form and content of the participants’ level of values positioned
vision. (both individual and Spread of values or
. . isati olarised positions
=  Which social values are organisational) P . P .
. for its connection
Stage 2: preferable towards the Leadership values can also with values as limits
Vision future influence, when leaders’
=l . . of preferable
values » How are those preferable take part in the vision futures
social values defined, which = content-development, and R
. . . . , Distribution of
is their content via their commitment values or level of
= What characteristics should towards incorporating .
: . . , homogeneity of
the resulting vision have participants’ values on the . . .
interventions in
outcome
order to see
The social values that influence whether it is
whether and how the vision is enabling or
taken into action: Predominantly marked by disabling  shared
e territorial values, since a isi
. | » What specific values apply N vision
Stage 3: t0 a situation territorial vision does not Level of
Vision- . . only apply to the grou Vi
action " Which value is preferable (Ieadyersgr?d artic% antF:)s) repﬁesentawlty | o
over another in a given P p' ar.1a ysed values
values that have co-created it. Its with respect to the

situation

For their analysis it is useful to
identify specific situations or
dilemmas.

realisation depends on the
wider community.

territory to ensure
quality
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Recommendations

Key recommendations to guide future policy and strategic action in the intersection between social
values and shared visioning are outlined below:

In the context of values, it is important to clarify the distinction between the colloquial use of the
term and the conceptualisation employed in this study, as informed by the literature. In various
contexts, “having values” is often equated with adhering to specific socially accepted (moral)
values, such as honesty, tolerance, or generosity—qualities commonly associated with the
collective good. Conversely, individuals who do not espouse these socially endorsed values may
be accused of “lacking values.” (i.e. lacking moral values). Nevertheless, this study adopts a more
nuanced understanding of values, grounded in the notion that values are inherently dual (e.g.,
individualism versus collectivism). From this perspective, all individuals possess values; the
question is not whether values are present but rather which values are prioritised.

A shared vision can serve as an end in itself, as previously argued, given its potential to guide
present actions toward a more desirable future. Beyond its intrinsic value, however, a shared
vision is also a foundational prerequisite for contemporary governance approaches that
emphasise integration, collaboration, and alignment of diverse actors. One notable example is the
"whole-of-government approach".

A transformative shared vision for the territory can only be achieved through agreement and a
shared culture around visioning, the vision itself, and vision-action values, understood as an
iterative and dynamic process. For this reason, a territory should work on three capabilities:

o Cultural readiness (homogeneity in social values regarding the visioning process). This
process requires a high level of trust and locus of control, i.e. a high perception of having
a say in future trajectories, and confidence in doing so collectively. In the event of the
predominant values being different, it could not be said that the region does not have
cultural readiness. Instead, it would be culturally ready, albeit for a different purpose.
Consequently, alternative approaches to futures, such as explorative foresight via the
study of trends, the generation of scenarios, etc., could be considered.

o Visioning capacity in this case refers to the ability of a region to collectively define its
preferred future trajectory. It would not just be a matter of exploring different possible
future trajectories, but would imply the ability to collectively and democratically choose
which of the existing possibilities is preferable.

o Transformative capability entails the alignment of vision-action values in the territory,
signifying a shared understanding of how to translate the selected shared vision into
actionable steps. It is a collective capability not only to co-create a desirable future but also
to take individual and collective steps toward its realisation. This requires working on
eutopic (good place) and not utopic (ideal place) visions for the future, where difficult
conversations and trade-offs are confronted.

It is important to promote strategies to foster futures literacy in regions, increasing the
capacity of anticipation. Concretely three specific actions have particular relevance:

o Disseminating the potential of futures domain, requires raising awareness of its broad
relevance and methodical richness to fully leverage its potential in regional development.

7
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o Clarifying and mainstreaming the definition of "vision"—especially as action-oriented—
can improve shared visioning processes and enhance mutual understanding among
stakeholders.

o Fostering systemic thinking is essential for addressing complex challenges, as it
encourages actors to move beyond siloed perspectives and recognize interdependencies
across domains.

e It is fundamental to undertake foresight process at sub-national levels, particularly by
involving children in shared visioning exercises, as it has the potential to foster more cohesive
future generations (as values crystalize at early stages) equipped with stronger social capital,
better preparing them to adapt to the challenges and realities to be faced.

e Lastly, this dissertation highlights the major role that the social values of leaders play in
shared vision development processes, including kicking off the initiative, the design of the
process, participation in the content and form of the resulting vision, and an active role in its
implementation. One key implication of this is the importance of understanding the values of the
leaders we choose. Their value orientations are as critical -if not more so- than the proposed
project or their knowledge and background. In order to capture wider diversity of values in
foresight exercises, shared leadership models can be promoted.
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