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1. 
SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

In line with the WORKS organisational research matrix, the BEER AD, Business Function- Production case study represents the brewing sector in the Food beverage and tobacco industry in Bulgaria. The main unit of research is one of the breweries of the company located in the city of PLV. Accordingly, the main objects of research are the business functions of production and the process of restructuring that took place there. 
Between October 2006 and February 2007 four visits were performed in the business function under study. In total 16 respondents were interviewed. Four of them have also given information that is be used in the case study analysis of Logistics. Two additional interviews with the company’s Human Resources Manager in Bulgaria and with President of the Trade union of brewers and similar branches of the food sector (within the Confederation of Independent Trade Unions in Bulgaria) were conducted in October 2006. 
Table 1. Interviewed respondents and their occupational positions in the Production Department of the brewery under examination
. 

	1
	Man 
	Operation Manager (Belgian by nationality)

	2
	Woman
	Plant Manager

	3
	Woman 
	Shift Manager of brewing operations department

	4
	Man 
	Operator in the distilation department and leader of the Association of the Democratic Trade Unions

	5
	Man 
	Operator in the distillation department

	6
	Man 
	Operator in the filter department

	7
	Man 
	Operator in the filter department


	8
	Woman 
	Operator in ferment department 

	9
	Woman 
	Operator in ferment department

	10
	Group interview: 
	1 women -Quality Manager, 1 women – Shift Manager,
1 man – Bottling Manager

	11
	Group interview: 2 women
	Customer service operators


	12
	Group interview – 2 men
	Trade union leaders


2.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of:
2.1. The companies involved: 


2.1.1. VEBIN : VEBIN  (formerly OLD-BEER) is a publicly traded Multinational company, based in Leuven, Belgium. The company's origins date back to 1366, and today it is the leading global brewer by volume. It operates on the Bulgarian market through BEER AD and other local brands (it also sells Stella Artois, Beck’s and Staropramen on the local market) and is one of the largest investors in the country in the food sector. 

2.1.2. BEER AD: The brewery was established in 1881. Since 1947, BEER AD  was nationalised, becoming part of different state owned economic groups for the next 50 years. It became independent after the fall of communism, when state-owned enterprises were ‘de-monopolised’. After being privatised by VEBIN in 1995, BEER AD has become the main player on the local market, and since 1998, has constantly been the best-selling beer brand in Bulgaria.
2.2. The business function: Production
2.3. The units covered: Production Department in the brewery in the city of PLV - brewing, distillation, filtration and fermentation activities
2.4. Products and services: Beer and soft drinks. 
2.5. The restructuring: 


2.5.1. On the level of VEBIN : Outsourcing policy in terms of technology, technical equipment and production from Western to Eastern Europe. Concentration of some functions, including production, in Central and Eastern Europe. 


2.5.2. On the level of BEER AD, Business function - Production: Optimisation and modernisation of production activities, spatial consolidation (organisational relocation) of brewing and packaging operations.

2.6. The period of restructuring (when): 
In 1995 after a procedure for privatisation the Belgium OLD-BEER has acquired the Bulgarian brewery of BEER AD situated in the city of PLV. Later on the same year it has also privatised the brewery in the city of BRS. In 1999 OLD-BEER acquired the third brewery which is located in the city of HAS and on the next year the brewery in the city of PL. In 2001 the brewery in BRS was closed due to the old equipment and technology.  In 2004 the VEBIN company was formed when OLD-BEER and the South America's biggest brewer has consolidated and introduced the name VEBIN. By the end of 2005 VEBIN  has decided to optimise its production activities in Bulgaria by transferring brewing and packaging operations from the brewery in PL towards the ones in PLV and HAS. During the last 2-3 years VEBIN started a reduction of the decision-making opportunities for the national subsidiary companies, such as BEER AD. From the end of 2005 started the so called Global Project of the company (called Voyager Plant Optimization
), reflecting the organisational structure, the management and the ways of reporting.
2.7.Numbers of workers in the companies: 607 persons are permanently employed in BEER AD. However, during the “high season” (summer) the company has introduced seasonal employment. Thus, together with the seasonal workers and the trainees the total number of employees in the company may reach the number of 684. Within the whole organisational structure of BEER AD there are approximately 291 employees located only in the Production departments: 6 in the Head Office in Sofia (HO), 144 in HAS and 7 in PL.  In the brewery under examination the number of employees equals to 134. The number of the seasonal workers in the PLV brewery is approximately 43. Thus the total number of employees in the production during summer time may reach 177-180 persons. On the BEER’s AD company level we may find horizontal sexual segregation – despite the general male prevalence, in some departments as bottling, packaging and customer service women prevail. The average age in the production department in PLV brewery is about 45 years. 
     2.8. Geographic spread of value chain (countries, regions): VEBIN runs operations in 32 countries across Americas, Europe and Asia Pacific. In Bulgaria the geographic spread of the value chain is in four cities: PLV, HAS, and PL.

3.
CASE STUDY FINDINGS

3.1
Company and value chain (re-)organisation:

The production of the brand BEER came into existence in 1881. In 1947, BEER AD was nationalised, becoming part of the state-owned enterprise “Alcoholic Beverages”, and later on in 1952 of the state-owned holding “Vinprom”, which used to be the country’s economic group producing alchoholic beverages. Later, in 1964, it was part of the economic group “Balgarsko pivo” (“Bulgarian beer”) which used to be the only producer of beer. BEER AD became independent after the fall of communism, when state-owned enterprises were ‘de-monopolised’. 
The Belgium multinational entered the Bulgarian market in early 1995 by acquiring the BEER ’s AD brewery in PLV, which was followed by VEBIN 's acquisitions of the breweries in HAS (Astika AD), BRS (BRSko Pivo AD, purchased in January 1999) and the northwestern city of PL (PLsko Pivo AD) along with several mergers (e.g. BEER AD and PLSko Pivo merged in 2002). Today, BEER AD is one of the Bulgaria's leading brewers with a market share of approximately 30%. 

3.1.1
(re)organisation of the business function, legal and ownership structures, company boundaries

Just after the privatisation in 1995 the employees had the opportunity to buy stocks and to become shareholders as well
. By that time the brand BEER was the leader on the local market and the workers draw high dividends.  After the privatisation the ownership structure of the company was divided as follows: about 70% belonged to VEBIN, about 20% to the staff and 10% the Bulgarian State, a small percentage of the shares was restitute to the inheritent of one of the Swiss founders. However, since 2001-2002 the profits of the stocks start to decrease due to the fact that other local breweries (privatised by Heineken and by Carlsberg) have started to produce brands using technological innovations and reaching high quality standards, respectively. Thus, according to respondents, the raising competition on the local and on the global market started to require organisational and technological changes within the company. 
Just after the privatisation of BEER AD by VEBIN , the production of beer was located at first only in PLV and 5 years later in HAS and PL. The brewery in BRS was occupied with the logistics operations only. In 2001 it was closed due to, as pointed by the Operation manager of PLV brewery – “the VEBIN’s need to new technological implementation and optimisation the production costs of BEER AD”. In 2005 a wave of restructuring processes affected the production activities in the company. The targets of the restructuring were settled on the base of recommendations given by an Austrian Consultancy company - selected and hired by VEBIN. The same company also recommended the outsourcing of some activities. The starting point of the restructuring processes within the production was at the end of the same year, when the brewing operations in PL, one of the three Bulgarian breweries were ceased. 
The objectives of the restructuring were several (See Chart 1. from the Appendix). On the first place, they aimed at continuing the optimisation of the production activities by transferring brewing and packaging operations to the other two breweries in PLV and HAS. The PL brewery continued its production of malt only, sales and distribution activities, as well as some logistics operations
. On the second place, the process of restructuring involves the so-called Global Project of the VEBIN  Company. That Plan reflects the whole organisational structure of BEER AD. On the level of the production, the expected outcomes of the implementation of the Global Plan can be summarised in several dimensions: 1) Increase of the communication and the interactions between the employees and the managers; 2) The implementation of a special on-line program  where to register different levels of work (data information) and to ensure the access to each brewery, part of VEBIN ’s value chain and 3) The installation of special boards with data for the daily tasks and the outcomes that have to be accomplished for the day in each Production Department
. 

On a third place, another change on the level of VEBIN ’s value chain that affected the Production Departments of BEER AD is the transfer of decision-making from the Head Quarter (HQ) of VEBIN  in Leuven to respective country zones (depending on the geographical location of the country). In the case of Bulgarian subsidiary the respective Zone is located in Moscow (although the Zone remains subordinated to Leuven). On the country level, there is a Country Head Office (in the case of Bulgaria in Sofia since 1998, before it was in PLV), subordinated to the Zone. Thus the boundaries of the business function under study are rather non flexible in terms of decision-making. All of the decisions for management, production, innovation, etc are coming directly from the Zone in Moscow to the Head office in Sofia (see also Chart 2. from the Appendix).

3.1.2
(re)organisational and spatial aspects of the value chain 

After the privatisation, the organisation of the production activities has been relocated and concentrated into two breweries – in PLV and HAS. The brewery in PL was re-organised for production of malt only. Although the forth brewery in BRS was also closed (in terms of production) it continue to run some logistics operation together with the one in PL. The restructuring waves were also accompanied with outsourcing processes. On the level of VEBIN’s value chain the IT function has been outsourced to Serbia and Czech Republic. Another re-organisation on the level of VEBIN’s value chain is the transfer of the HQ management from one centre to different geographical zones. On country level the PLV brewery has also outsourced the promotion (advertising) activities, as well as the maintenance of the grass plots at its territory. According to the Plant Manager there is a trend for further outsourcing of activities and “most probably the only function that will remain in BEER AD will be the production”. 
3.1.3
contractual relations (between the companies) and power relation (main power resources of companies and units, forms of governance of the value chain)

The VEBIN’s HQ management is the one that provides all managerial, contractual, operational and quality standards to the respective geographical Zones and thus – to all subsidiaries. It can be therefore described as the most powerful unit within the value chain. 
As consequent outcomes of these restructuring processes a certain amount of resistance and uncertainty appeared both on higher and the middle levels of management in BEER AD. For example, on the question if the decision-making is coming directly from the HQ in Leuven or from the Zone in Moscow, the HR manager of BEER AD was not able to answer with confidence. However, she also admitted that although “the freedom” for decision-making has decreased for the last couple of years, there is still some free space for autonomy of the local management, but only concerning “some specific and local (Bulgarian) peculiarities” as well as for some “VEBIN ’s strategic projects that need to be first adapted and then implemented”. Actually the need for adapting VEBIN’s projects to the local specifics (e.g. legislation, labour market supply and demand, heritages from the socialist past, etc.) is driven by some difficulties that 1) the company is facing with its Bulgarian subsidiary and 2) vice versa – the employees in the PLV brewery also experience some pressures. The former is due, on first place, to the lack of English language knowledge - the official one for communication among the managers in BEER AD (only one expatriate is actually located in the Brewery). On second place, as pointed by the Operation manager, the technical qualification of the staff and mostly the one of the blue collars is not sufficient and needs further improvement. The later, according to employees from the PLV brewery, derives from the rather high qualification requirements that VEBIN ’s demands - combined with low salaries though - as well as from the “too much bureaucracy that exists in the company”. 
On the level of blue collars employees there are some tensions as well. According to employees “the administration in the company is constantly growing at the expense of the production. For example now the Operation Manager has two or three or even more secretaries, coordinators and so-on and this could contribute to the production….”. According to the Operation Manager the tension derives mostly from the mentality of the local people (heritage from the socialist past). Thus, in a way, the local culture hampers the speed of the organisational and technological changes within BEER AD. That is why one of the main objects of the Global Plan of VEBIN is to increase the communication between the employees and the manager. The need for such improvement is recognized by the Bulgarian managers as well. According to the Plant Manager the Plan’s requirements for reporting are rather complicated and it is difficult to be properly understood both by the managers and the blue collars: ‘’quite often the workers don’t know who is the manager responsible for their operations and the middle level managers don’t know to who they are obliged to report to...” 
Another powerful actor within the process of restructuring appeared to be the Austrian Consultancy Company. It is the one that has made examination of the production activities and the technical qualification of the employees in the period 2001-2003. It has also given recommendations for the number of workers needed for running a certain operation. As a result about 60 employees have been dismissed from BEER AD. By the time of the fieldwork another examination in January 2007 has been expected. In relation to that, most of the interviewed blue collars workers from the production section in PLV declared the appearance of tension and fear of further dismissals.
3.2
Functions and overall workflow in the value chain 
3.2.1
functions performed in the value chain, changes through restructuring, tasks carried out in different units, division of labour, workflow in core areas

As mentioned above within the production has several main activities, existed even before the privatisation by VEBIN: brewing, fermentation, distillation, filtration and bottling (see Chart 3 from the Appendix). However, after the privatisation large technological modernisation affected the production. Regarding the fact that the biggest part of BEER’s AD employees is concentrated in the production departments, it is clear that the main workflow of the company is exactly located in this business function.
The modernisation itself mostly impacted the production of malt, the brewing and the fermentation. Improvements have also been done in the field of ecology and the quality of the beer. Namely the quality of the beer became the leading target of the production. Each day a certain amount of different brands of beer are sent for quality control directly to the laboratory within the Central HQ in Leuven. In addition, the brewery is often inspected by Quality managers from the so-called Zone Brewery Support Group, who are the main implementers of ‘best practices’ in the production. A certain precondition for the implementation of the VEBIN‘s quality standards policy was the constant decrease of the level of manual work in the different sections of the production activities. Yet, there are still operations – for example within the bottling – that are still run manually. 
Actually a further optimisation of the production is expected.. It will require more technological skills and competencies and improvement of the language proficiency. As described by the Plant Manager ‘’it will be soon expected from the employees not only to use the machines, but to be able to repair them as well”. Besides the modernisation impacted not only the technological equipment, but starts to require the “optimisation of the employees themselves”. As the Plant Manager pointed out “before the privatisation we were trying to find a jobplace for an employee and now we are seeking a certain employee for a certain jobplace”. However, it might be argued that some blue collars, especially those from the distillation department are rather sceptical about the ‘optimisation of the employees’, because they could hardly recognise large technological modernisation on their own workplace: “our jobplaces are like a museum for exhibits…everything comes here - both new and old machines…and sometimes when the foreign managers are coming they are smiling while seeing the equipment”.
In terms of division of labour, it can be seen that generally the male population is concentrated in operations that require more technical or physical pressures, while the woman employees can be found predominantly in the physically low intensive operations. In the case of the business function under study, the women are concentrated in the filtration department or at shift manager positions.

3.2.2
geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

The geographical structure of the business function have experienced only one restructuring in terms of location – the concentration of the production in two of the fourth breweries of BEER AD. With the closure of the production in PL and BRS some employees were dismissed, other transferred to the breweries in PLV and HAS. Nowadays the division of labour is spread into two main dimensions: brewing in PLV and HAS and logistics in PL (including the cultivation of malt) and BRS. However, the future trend is towards outsourcing of all business functions except the production itself. So far what has been outsourced are the IT functions (on the level of the Zone), the promotions of new brands of beer (packaging in advertising boxes) and the maintenance of the grass plots within BEER ’s AD breweries. Another major relocation regards the decision-making through the whole value chain of VEBIN which was transferred from the Central HQ in Lueven to respective country Zones. 
3.2.3
temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring

The process of production is 24 hours, divided into three working shifts. The production in all production operations – brewage, distillation, fermentation, filtration and bottling - is continuing even during weekends. There are two main periods of pick-and-shovelling: at the end of the month (when the distributors starts the supplying to the consumption chain
) and during summer time - the highest season for beer consumption. However, according both to managers and blue collar workers, there are certain parts of the production process that were not impacted by the modernisation and needs further improvement. The weakest link in the production appeared to be the bottling operation. There are two big problems there. The one is the old technical equipment and the second one is the supply of workforce there. Although the bottling operation itself is not highly qualified, still VEBIN demands certain qualification level that could be hardly faced on the local labour market in PLV. Besides, the bottling operation appeared to be one with quite low remuneration.  Thus, the managers in PLV were forced to be rather flexible in order to ensure the non-stop running of the bottling lines. They have had to draw some experience from the past (before the privatisation). Namely, during the summer months they hire seasonal workers - predominantly from the Roma minority. As pointed by the Plant Manager in PLV: “VEBIN has a lot of requirements for job positions, but at the same time they cannot face the financial expectation of the workforce. When I started to work in BEER AD, in 1982, there was the same problem with the bottle lines. We were not able to find people willing to work there. At that time BEER AD was using prisoners and gipsies as well. And what I am afraid of is that nowadays BEER AD might go back 24 years ago. Namely, because it is not attractive enough on the labour market”. 
In the production, there is a tension concerning the control of the working hours, but especially concerning the control of the production. As part of the restructuring process it is supposed to be introduced a 24 hours control, performed by responsible managers. However, according to the blue collars “there is no such thing as a non-stop control”. According to workers from the brewage operation it is happened that when a machine get spoiled (especially during nights when shift-managers are also supposed to be present) or an urgent situation appears “there is no manager to call and we have to take decisions by ourselves”. Although such ‘accidents’ were not reported by workers from the other production departments, it is obvious that there are some confusions that prevent the “flexibility” (in this case the ability to react when emergencies appears) of the workers in the decision-making. That situation might trouble the whole workflow. The later is quite important because the whole process of production requires precise synchronisation among the workflow in the different production departments. 
3.3
Changes in employment 

3.3.1
employment structures (categories of workers, basic gender relations, employment contracts) including changes

The employees in the business function are working on open-ended labour contracts. Only the seasonal workers are working on a temporal (contractual fixed) base. There are no part-time jobs. Though, the company has a special probation policy for students from the University for food processing technologies in PLV, willing to enter and gain experience in the brewing sector. Thus each summer there are about 10-15 trainees in the PLV brewery and some of them receive invitations for a contract and a job place in the brewery. A number of external (temporary employment) companies allow BEER AD to be flexible – those companies provide interim workforce, mainly low qualified and from the Roma community.
Several basic categories of employees can be found in the case-study. These are the managers and the blue collars who - themselves - can be divided into two groups. The first one is the “key workers” or those with a higher level of qualification (mostly secondary or vocational training) and technical and technological skills. They are concentrated in the brewage, fermentation, filtration and distillation. There could be found few cases when some of them are with high education. The second group could be found in the bottling departments. The employees there have no requirements for education and technical qualification. High education and specialised competencies are however obligatory for the managers. 
Although the brewing sector is generally characterised by the presence of more male employees, there is some female presence as well. Actually women dominate at middle level management. Most of the shift and quality managers in the production are exactly women. The Plant Manager is woman as well. Other positions with female dominations are the ones at low risk and those that do not require hard physical exertion. Due to the VEBIN ’s HR policy for staff rejuvenation, the age structure of all categories of employees in the production is about 40-45 years. There are few older employees all of them blue collars. An interviewed owner of a sub-contracting company, supplying temporal employees for BEER AD, declared that he used to have 42 years within the company and he was dismissed during the last restructuring as many other older workers.   

3.3.2
employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

During the last 2 years, the HR management of VEBIN has introduced a new position rating based on the so-called Hay system
. Accordingly, that policy was expected to be implemented in all of the company’s subsidiaries till the beginning of 2007. Before that, in all of the subsidiaries there was a 6th month evaluation of the employees. Another target of the new policy is the already mentioned rejuvenation of the staff. Following the descriptions from the Zone, the HR management in BEER AD is seeking to hire predominantly young, qualified engineers. Actually the profile of the ‘best employee’ was described by the Operation Manager as “a profile developed by the global zone”.
However, what makes uncertainties and tensions among the staff is the gap between the quite high qualification requirements of VEBIN and the low salaries, as they are perceived by the employees (middle level management and blue collars). According to some managers, namely the low salaries offered have decreased the attractiveness of BEER AD on the local labour market. That is why there are job positions (both highly and low qualified positions) in the brewery that are difficult to be occupied. In the case of vacant high qualified positions it happens that there is not enough labour market supply for some occupational profiles (brewage technologists, engineers, etc). Or even existing on the labour market, these specialists have no financial stimulus to enter the PLV brewery
. Thus, due to the non satisfaction of the remuneration, second job practices are not occasional among the blue collars in the production. Most of these jobs are in the service and retail commerce (repairing of electrical devices, transporting food or other goods, etc.). 

In order to fill some vacant positions the local HR management often opens internal announcements among the company’s departments. Yet, it seems like this practice is bilaterally accepted by the employees. Although the number of people interviewed does not allow such precise generalisation, there are some examples for opinions situated at two different poles. Some representatives of the higher management positions argued that before the “coming of the Belgians” it was very difficult to make a career: “usually the directors were appointed somewhere from the top…and if a director made a failure, he\she was directly transferred to another brewery, but not dismissed…"(here the respondent referred to the years of socialism). In contrast now (after the privatisation) the number of “parachute jumpers“ has constantly decreased and there is a green light for young, ambitious and trained specialists. On the other side of the pole could be situated those workers for whom the patronage and the personal networking (typical for the socialist past) are still strong within the company. For example an employee (woman) from the customer service department states that she was applying for higher position three times and each time she was “hold up” and instead of her some other workers were promoted. Another example can be drawn from the brewage department where a worker (man) declared that there exists a “dual standard” for some of his colleagues. The duality is seen in the decreased control over some workers, in “blinding eyes” when someone is getting late for work or is absent for a couple of hours during worktime. Following those examples, it can be argues the existence of certain hybrid combination of new (western) company policy and a heritage from the socialist culture. 
3.3.3
negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions 

Most of the changes in the employment structure and employment conditions in BEER AD are subordinated to the decisions coming from the Zone or from the Central HQ in Leuven. For example the transfer of staff from one brewery to another was a result of the Central decision for optimisation of production and decrease of the production costs. The new HR policy for rejuvenation and increasing the technical competence of the staff was again not a subject for negotiation. Yet, the local management can take for example a decision to dismiss an employee if his/her work does not correspond to the certain job prescriptions
. In the field of Occupational Health and Safety (OHS) there is also a strict requirement for wearing protective equipment at the work place. However in practice – as the managers admitted - these requirements are often violated. For example, although existing on paper, the Committee for working conditions
 have not been convoked for more than a year. Besides, according to some respondents, accidents at work are not an exception (although they are not regular) in the production. What came out of the most interviews with middle level managers and the blue collars is that after the privatisation the contact with the high management positions became subjected to difficult and strict administrative procedures. Especially for the workers, the direct contact with the management is seen as problematic. That fact troubles the opportunities for negotiation of employment conditions, remuneration, etc. 
3.3.4
impact on quality of work

Two items of the whole restructuring processes have very strong impact on the quality of work. The first one is the new HR policy for rejuvenation of the staff and for increasing the technical and technological competence. That change put a lot of pressure on the level of the managers due to the constantly increasing responsibilities and requirements for job performance. It also put a pressure among the blue collars because it gives few opportunities for career development for workers without higher education. What can be also seen is that during the last couple of years the production capacity is constantly growing, however at the expense of the decreasing employees’ motivation. On the second place, what deeply impacts the quality or work is the ‘collision’ between a ‘Western’ and a post-socialist organisational culture, based on patronage and personal networking. More precisely the collision concerns the intensification of work. The transfer of the new knowledge, “the ‘Western’ mentality – working through the whole day, going home, having dinner and in the morning back to work” leave almost no free space for family life or for “having parties with colleagues, for celebrating birthdays as it was before”, which were more often practices in the brewery before the privatisation
. In addition the posters around the brewery, promoting the company culture and policy, are coloured in red, which non-verbatively recalls certain memories from the socialist past to the employees
. 
3.4
Changes in work organisation 

3.4.1
content of work, cooperation, managerial control, spatial aspects (distributed work, workers‘ mobility), role of customers (including changes)

The restructuring processes introduced several main changes concerning the content of work. Firstly, the changes regard the intensification of the operations and enlarging the responsibilities over the production. For example, if before the privatisation an operator from the distillation was responsible only for setting on the brewage machines, now he is already obliged to be able to repair it, to look for the hygiene at the workplace, etc. Another change concerns the increasing role of the shift managers. Namely two years ago, due to the intensification of the work, the position of shift manager was introduced. Their main responsibilities are to control the whole 24 hours cycle of production. However, the workers are rather sceptical about that change and reported that especially during night shift the managers are missing. Another tension regards exactly the number of managers. As already mentioned there are often cases when the blue collars are not familiar to whom managers they are obliged to report and the managers themselves often do not know whom they are subordinated to. 
Due to the demands for higher quality, the role of the customers started to increase during the last couple of years. In order to be competitive on the market, the company shifted the centre of its sale policy from the distributors and contracting network to the final consumers. In order to involve more of its employees, it also provides a special training programme called “Brewing for non-brewers”. Following its objective for increasing the competitiveness on the local market, the company has also introduced some new (world known) brands of beer in Bulgaria
. In relation to innovation, an important change that strongly impacted the level of management is the implementation of ICTs tools. There are two important ICT innovations. The first one is the implementation of a special on-line program where to register different levels of work and to ensure the access of managers to each brewery, part of VEBIN’s value chain. Besides, most of the new equipment in the production is set in motion and control by computers. Secondly, the direct communication among the managers (those in different BEER’s AD breweries, in the Head Office in Sofia, the Zone and the Central HQ) was partly replaced by virtual one via e-mails and on-line conferences. However, if the high management level evaluates this change as decreasing company’s expenses prevails, on the middle and the blue collars level it is accepted rather negatively: “now there is too much technologies in the communication and the direct relation with the people is missing….sometimes it is better for the staff to be personally stimulates, congratulated, etc.  and not via e-mails”. 
The restructuring processes in the production did not highly impact the opportunities for mobility among BEER’s AD breweries and among others from the VEBIN’s value chain. Only few managers from PLV brewery had the chance to visit short-termly other VEBIN’s breweries in Europe. No cases of career mobility from Bulgaria to other VEBIN’s breweries have been identified during the fieldwork. A certain explanation here might be the rather traditional and conservative attitude of the Bulgarian workers towards practices that might highly impacted their family and working customs. However, the research was not able to identify of proposals for mobility (or frequencies of mobility). Yet, asked about their willingness to mobile, some of the respondents (middle level managers) were rather sceptical in terms of the troubles hat might affect their family life.
3.4.2 organisation of working hours, differentials in working hours between companies, temporal flexibility (including changes)

As already mentioned the production requires a 24 hours non-stop process through the whole week. That is way in all of the production departments three separate shifts with a duration of 8 hours each are introduced. There is almost no room for temporal flexibility because the operations performed in the different departments have to be strictly synchronised
. In the last 2-3 years, in the PLV brewery there is a practice related to the working hours that put tension among the blue collars. Very often the management demands extra work in weekends. However that demand usually comes “at the very last minute on Friday”. That ‘last minute decision’ often frustrates the private and family plans of the workers. The interviewed female-workers also admitted that “it is difficult” to find enough time to be with their families. The tension is additionally increased by the fact that this intensive schedule is not the applied within higher management positions. Thus it seems to appear a distinction in the opportunities for family-work balance between the blue collars and the management. Another practice that impacts the blue collars attitudes towards the changes is the ‘dual standard’ that is implied to some workers, according to some interviewees. Because of the constant absence at the workplace and delays of some workers, others identify the need for further regulation of the working hours. Some of them see the solution into the implementation of electronic tickets to registers the entering and the leavings from work.
3.4.3
functional flexibility, team working (including changes)

The restructuring within the organisational structure of the production resulted into increasing the teambased work and reducing the contacts with other business functions. Thus, it can be observed rather increasing flexibility in the production departments – regarding the increase of shift base work and the intensity of work – and, at the same time, reducing the level of personal communication with other teams. Actually only the respective managers are the ones responsible for the synchronisation of the working process among the different department. Yet, it also seems that the organisational changes in the production outcomes in decreasing the sense of unity at work and the practices for joint celebrations – more frequently observed among the staff before the privatisation. Besides, there could be also observed a kind of ‘hidden’ competition among the workers from the production and from the logistics. The ones from the production perceive those from the logistics as “bootlickers” and argue that “no one wants to work there due to the presence of lots of Romas”.  Generally, there is a common feeling of alienation from the colleagues of the same department and the loss of community affiliation. 
3.4.4
impact on quality of work

There are several organisational changes that strongly impacted the quality of work. On the first place, the implementation of ICT tools intensified the production and the managers’ access to other breweries from the value chain. Although it decreased company’s costs, the spread of the ICTs (especially Internet based communication and reporting) however diminished the opportunities for direct contacts. Thus, in a way there could be observed a process of depersonalisation of the communication among managers and between managers and blue collars. Besides, there are employees that still long for face-to-face communication and cannot fully adapt to the new system of communication and reporting. Secondly, the intensification of the working hours foster the production processes indeed. At the same time it rather negatively influenced the opportunities for family-work balance, especially on the level on the blue collars. Thirdly, it looks like there is a recognisable need for increasing the satisfaction from the working conditions in the brewery. Actually the BEER’s AD management has established a practice of inquiring anonymously the employees from all the departments in other to measure the level of satisfaction. Yet, both managers and blue collars were not familiar with the final results of these surveys. Besides, especially the blue collars declared to be rather sceptical that their responds of the inquiries might lead to changes in the working conditions. 
3.5
Skills, knowledge and learning

3.5.1
formal skill structures (including differences between men and women) and actual skill needs

The formal structure of skills in the production can be divided into several main dimensions. The biggest is the group of employees with vocational education
. This group, together with the technical services represents the unit with rather technological and technical skills. Besides, their jobplace responsibilities required some basic IT (software) skills as well. The next one is the group of workers with predominantly secondary or even elementary education (most of them belonging to the Roma community). Most of them are occupied in the manual operations (bottling department). The smallest appears to be the group of the middle and high management – the ones with high education. In terms of skills there could be observed differences between men and women. Generally on the level of the blue collars, the men are the ones with more technical skills (engineers in the technical services, operators in brewage, distillation and filtration). However, on middle and higher management level the women. There are changes within the skill structure of the company aimed at improvement the skills needed for the further restructuring in the production. Although implemented only on the management level, the Hay system is expected to be cascaded down and thus to introduce changes on the blue collars’ skills as well. It is expected to improve the technological and technical skills of the staff. A special focus will put on the further improvement of the software and English language skills. The general trend is towards not a tight specialisation, but rather expansion of competencies over the whole process of production. 
3.5.2
knowledge intensity of the different tasks, standardisation and formalisation of work

The restructuring processes in the production impacted differently the intensification of knowledge on the level of blue collars and on the one of managers. Within the workers’ population the changes regarding knowledge intensity could be seen in terms of technological and technical standardisation, according to the VEBIN’s requirements for quality of production. That change brought to the necessity of increasing the software knowledge of the staff. Another change that influences the knowledge intensity was the increase of the administration in the company. Namely the formalisation of reporting procedures is negatively evaluated by the blue collars because “it is an unnecessary bureaucratic” and "increases the feel of uncertainty to whom and where to report to”. Usually in such situations the implicit knowledge comes into play (especially in cases of emergencies). In other words, although there were explicit attempts for codifying knowledge, it seems that they were not enough in relation to the blue collars acquaintance with the organisational and subordinate hierarchical structure of the company. On the level of management the codification of knowledge seems to be uneven as well. The new technological, quality, qualification, etc requirements challenged to great extent the performance of the managers. Again, the codification of knowledge seems to be still not sufficient in terms of ways and levels of reporting and subordination. Besides what mostly troubles the performance of the managers is the adoption of the VEBIN ’s policies to the local conditions and the communication with the management levels in the Zone, which are usually expected to be done virtually (on-line) and in English language. At the same time, although difficult to be performed, what is mostly appreciated by the middle level management in the PLV brewery is exactly the transfer of best practices coming from other VEBIN’s breweries. 
3.5.3
learning opportunities, training policies 

According to the Operation Manager in the PLV brewery, VEBIN has a special training policy on country level. The whole training policy in BEER AD is predominantly organised around the two main objectives that VEBIN is facing in its Bulgarian subsidiary. These are to improve English language proficiency and to increase the technical qualification. That program also includes probation for young university students. On the level of the business function the outcomes of the training programs could be hardly evaluated. The difficulty comes from the fact that there could be identified some discrepancies in the information provided by managers and workers. For example, according to the Plant Managers in the production “there are constant training programs”. However, some workers argue that after the privatisation they haven’t been trained to handle with the new technological requirements and that they have had to learn on the job, with the help of their colleagues. No worker experienced training for increasing the qualification has been identified among intervieweed. Yet a few years ago, the company has organised (and cover the financial expenses) an English language course for all of the employees willing to study or to improve the proficiency. Although satisfied by the quality of the course, the interviewed workers admit that they could hardly use it in the practice, because they have no direct contacts with the foreign managers. No one of the interviewed blue collars has followed computer training. The experience with the computers and the new software is seemed to be built on the job. On the management level the content of the training programs and the learning opportunities remains rather unclear as well. Despite the declaration for constant training and learning practices of some managers, other took the opposite position and argued that they have had (and still do) to cope with problems like “computers and language barriers” by themselves. 
3.5.4
impact on quality of work 

The impacts of skills, knowledge and learning over the quality of work can be summarised in several points. Although the process of restructuring is still continuing, it can be argued that the transfer of new skills and new knowledge seems to be further codified.  After almost 10 years of restructuring it seems like there are problems (at least in the respective case study) with the adoption of VEBIN ’s policies (Western type) on the level of its Bulgarian subsidiary (post-socialist organisation after privatisation), as well as with transfer of knowledge and skills (both technological, technical and business ones). Certain improvements have already been done, but the process is still going on. Till the moment, the experienced-based knowledge is mostly the one that comes into play especially on the level of blue collars. At the same time, exactly the transfer of new knowledge and skills, as well as the opportunity for learning foreign language are perceived by the staff as the ones that might give certain career perspectives – including career mobility through VEBIN’s value chain. What is also peculiar is the fact that the demands for high qualifications of staff are probably not combined (at least not enough) with the supply of enough training opportunities.  

3.6
Industrial relations & regulations

3.6.1
forms of workers’ representation

In BEER AD there are three trade union organisations – “The Confederation of Independent  Trade Unions in Bulgaria” (CITUB), “Podkrepa” and the “Association of Democratic Trade Unions” (ADTU). The trade union’s density in the production is about 70%. The highest is the portion of the members in the ADTU (about 60 employees). It was established in the PLV brewery in 1997. According to the local ADTU leader that establishment was forced by the fact that “the other trade unions were and still are pro-governmental at national level and pro-managerial at the level of brewery”. However, according to other workers, the highest union membership observed is due to the fact that lot workers were told that “if they do not become members of the union they will not receive social benefits”. Another form of workers’ representation is the Committee for working conditions. However, as mentioned before, the Committee has not been gathered for more than a year. Thus, it is questionable to be a powerful factor for negotiation. 
3.6.2
information and consultation, issues of negotiations

Employees at the production have every day contact with their representatives. So does the Plant manager, shifts and quality managers whose obligation is to control closely the whole production process and the workers involved. However, needs for information and consultation are seen in case of urgencies and major problems. Even though there is no confidence that workers’ representatives could negotiate significant improvements and major changes. Joint meetings of employees are rather an exception. There were no organised protests, because of the fear of loosing jobs. Actually, questioned about their motivation for becoming trade union members, most of the respondents stated that they “do not remember”, “were forced to in order to receive social benefits” or that “the membership dues is not high”. Thus, the negotiation power of the trade unions is rather small, according to many employees. There was only one case of negotiation with visible outcomes that was commonly identified by the respondents. That was the package of social benefits and bonuses (on Christmas and Easter) received after negotiation of the collective labour agreement in BEER AD, signed in March 2006. What is interesting is that the trade unions leaders critically identify the lack of collective approach as the missing link in their actions. Thus, for them it is not surprising that instead of searching information and consultancy from trade unions, the workers prefer to solve problems solely, to speak with their direct managers or to demand juridical support.
3.6.3
impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement

In the case of BEER AD most of the changes that were introduced by the restructuring process were not subject of negotiation, but a direct result of the VEBIN’s Global Plan and other decisions taken in the HQ or zone. Yet, it seems that this makes no tension among the employees. Besides, on formal level (in terms of Bulgarian legislation) there are no violations of the national or European prescriptions. On the contrary, the company is strictly trying to adopt its policies to the local legislation and is also observing European standards for OHS, working conditions, etc. However, there are certain problems with the enforcement of some European regulations into practice. An example is the formal existence of OHS Committee and its non-functioning in the practice. Another example concerns the opportunity for establishing European working councils. Actually, the trade union representatives declare that they are even not well acquainted with the European legislation concerning the Working councils. Even more, they have no stimulus – because of the lack of critical mass - employees that are willing to defend their employment interests, to search for information and to get experience in that field. Generally, the lack of negotiation about the restructuring and its consequences might be due to the rather weak position of the workers’ representation. The vice versa is also relevant– because of the lack of employee’s interest to information and consultation – the power for negotiations has not been so-far developed. 
3.6.4
pressures on regulations and national institutions

In the case of the brewing sector in Bulgaria the examples for pressures on regulations and national institutions are limited. One of them can be related to the enforcement of collective labour agreement on branch level. As part of it there was established (and put as a written clause) the so-called “competition of ideas” aimed to stimulate the employees to participate directly in the improvement of the working conditions as well as in the management of the respective company. However, the results of that initiative are still unclear and that clause from the branch collective agreement was unfamiliar for the workers in the PLV brewery. Generally, there is no national level targeted policy for exporting beer, but rather transferring technology and production units. Yet, further attempts are expected to be done by the trade unions in the field of developing the social dialogue in the sector. The need for such improvement derives from the existing dumping policy regarding the remuneration of the employees in the brewing industry around South-Eastern Europe. What is also expected to be developed is a regional contract for decreasing the dumping policy and for improving the working and employment conditions of the employees from the brewing industry.
3.7
Conclusions

3.7.1
basic characteristics of the case

The central aspect of restructuring, that took place in respective business function, is the optimisation of the production. That change has three main dimensions that could be of major interest for the WOKS project: 1) the territorial relocation of production within the value chain; 2) the technical and technological modernisation and 3) the ‘optimisation of the staff’. Namely the analyses of the last two dimensions reveal the major impacts of the restructuring on organisational structure and on the content and the quality of work. 
3.7.2
importance of the case for the WORKS research questions

What are of great importance for the WORKS research matrix are the impacts that a restructuring process, driven by a ‘Western’ type organisation, might have upon post-socialist company.  In the case study of BEER AD it is clear that the transfer of the new knowledge and skills has strongly influence the organisation of production and the employees there. The implementation of new technique and technologies outcomes into an increasing demand for ‘optimisation’ of qualification and competencies and even into the emergence of new job positions (shift managers). Although targeted towards enrichment of certain occupations, the codification of knowledge (especially in terms of standardisation and formalisation) seems to be insufficient or at least not enough conformed to the mentality of the local workforce. Thus it is not surprising that the role of experience-based knowledge remains strong. Besides, due to gap between constantly raising qualification requirements and lack of respective financial equivalent, a level of uncertainty and narrow motivation could be found among both managers and blue collars. The future trends for further optimisation of both equipment and people put additional pressure and uncertainty among the staff.
3.7.3
impact of restructuring on quality of work and quality of life

The relocation and the optimisation of production resulted into decreasing costs and increasing the volume of production. The new technical and technological modernisation has also significantly increased the competitiveness of BEER brand on the local market. It is also obvious that the transfer of new knowledge and skills is highly evaluated by the staff in the company. The implementation of ICT based tools foster the transmission of information and best practices among the whole value chain. However, the intensification of work in the production seems to decrease the cohesion among workers and rather negatively impacted the opportunities for work-life balance. The new HR policy of VEBIN challenged to great extent the knowledge and skill requirements of the staff. The demand for high qualification and competency limited the supply of workforce for certain job positions. As result a gap between the high market image of the company and the remuneration offered there appeared. Besides, what negatively impacts the employees’ satisfaction of the working conditions is the fact that the demands for high qualifications are not combined with the supply of enough training opportunities, especially for the blue collars. Thus, implicit knowledge and second jobs are coming to play important role. In addition the collision between the ‘Western’ type of management and the post-socialist organisational culture of patronage and networking seem to put additional pressure among the staff. The increase of the administrative formalisation did not actually improve the communication between managers and employees, as it was settled in the Global plan of VEBIN, but rather vice versa – it decreased the opportunities for a direct contact. Besides, the spread of ICT based tools was rather not positively accepted by the staff who long for the ‘traditional’ face-to-face communication. 

Generally, during the last couple of years, if the production capacity was constantly growing that was to a great extent at the expense of the decreasing employees’ motivation. The further trend towards not a tight specialisation, but rather expansion of competencies over the whole process of production additionally frustrates the employees. 
APPENDIX
Chart 1. Main restructuring processes in the business function
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Chart 3. Organisation of the Business Function – division of the workflow
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� Most of the interviews have been conducted together with Vassil Kirov


� Methodological note: During the interview with the first operator from the filter department, a second colleague of him spontaneously joint the conversation, although he was coming and going out of the room (where the interview was taking place) a couple of times due to his working responsibilities. Yet, as far as he contributed to the discussion with the first one, he is also included into the balance sheet of conducted interviews.  


� The customer-service department is generally part of the Logistics. However, the interview will be used in order to describe the past and the current situation (as well as some future trends) in BEER AD regarding working conditions, interactions between employees and managers, power relations, etc.


� The objective of Voyager Plant Optimization (VPO)—a long-term, evolutionary program that encourages cross-pollination between cultures and countries—is to establish a standard ‘VEBIN Way’ to operate breweries, continuously improving performance and rapidly sharing best practices.


� The Bulgarian legislation gave opportunity to workers to obtain a share of 20%


� The outcome of that transfer of activities was that 98 of the 156 employees there were dismissed and the remaining employees continued working in the malt workshop, distribution and store department


� The fieldwork observation in the Production Department of the case study brewery showed that such boards are already implemented there. 


� This phenomenon of increased workload at the end of the month is related to the organisation of the logistics chain and is explained in details in the Logistics case study.


� The Hay Group Method provides a disciplined system for determining the relative importance and value of different jobs—and the critical relationships between them—within an organisation. It is supported by Hay Group’s global compensation database, enabling our clients to make more informed and accurate pay decisions.  See more at: � HYPERLINK "http://www.haygroup.com/ww/About/Index.asp?id=499" ��http://www.haygroup.com/ww/About/Index.asp?id=499�. It is necessary to add that this approach is relatively new for the companies in Bulgaria.


� Information received at the moment of the case study research.


� Actually most of the dismissals in the production were due to bad discipline, constant absences from work or false medical certificate.


� According to Directive 89/391 of the EU, the committees for working conditions should be establish in companies with more than 50 employees. It consists of an equal number of employer’s and employees’ representatives but it should not exceed 10 persons The applications for employer and employees’ representatives are nominated by the trade union organizations in the company and by the non-unionised employees. The chairman of the CWC is the employer himself or his/her representative. The deputy-chairman is employees’ representative.


�  From interviews with Plant Manager and blue collars from the distillation and brewage departments.


� Namely, the existence of numerous slogans. 


� Although technologically developed in cooperation between Bulgarian and Belgian specialist, these innovations were not successful on the Bulgarian market and their production was ceased (e.g. beer non-alcoholic, beer white, beer red, etc.). According to respondents, it was a rather negative experience for the company taking into account the fact that the Bulgarian managers have warn that these brands are too innovative for the traditional beer market in Bulgaria.


� The only cases that require certain flexibility are those when there is an accident with equipment, the responsible shift manager is missing and the operators have to take fast decisions in other to ensure the smooth running of the production process.


�  Among them could be also found people with secondary non-specialized education, but with a long term experience in the brewing sector.
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