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1. 
SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

In line with the WORKS organizational research matrix, the Kamenitza AD, Business Function- Logistics case study represents 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 Plovdiv. Accordingly, the main objects of research are the business function of logistics and the process of restructuring that took place there.

In November 2006 two visits of two days each were performed in the business function under study
. In total 12 respondents were interviewed
. 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 and in April 2006. An additional visit for two interviews with employees of a subcontracting firm has been made in February 2007.
During the visits the research team had the opportunity to conduct observations of the working processes (storage activities, loading, etc.) as well as of the working conditions in the Logistics department. With the mediation of the Operation and the Plant Managers a special tour for acquaintance with the specifics of the brewing production processes was also organised. Part of the interviews was carried out on the working places.
Table 1. Interviewed respondent 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.
	Man
	Warehouse chief 

	4.
	Man
	Shift Leader, Logistics

	5.
	Woman
	Invoice preparation officer

	6.
	Group interview -:2 women
	Customer service operators

	7.
	Man
	Representative of a sub-contracting company


	8.
	Woman
	Employee of a sub-contracting company


	9.
	Group interview – 2 men
	Trade union leaders

	10.
	Woman
	HR manager of InBev Bulgaria


2.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of:
2.1. The companies involved: 


2.1.1. Inbev: InBev (formerly Interbrew) 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. The company operates on the Bulgarian market through the firm Kamenitza AD which has headquarters (HQ) in Sofia, production units in Plovdiv, Haskovo and Pleven and logistics units in the same cities as well as in Bourgas. InBev is one of the largest investors in the food sector of Bulgaria. 

2.1.2. Kamenitza AD: Since 1995 the Plovdiv’s brewery Kamenitza AD is a Bulgarian subsidiary of InBev. This brewery was established in 1881. In 1947, Kamenitza 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 alcoholic beverages. Later, in 1964, the brewery was part of the State-owned economic group “Balgarsko pivo” (“Bulgarian beer”) which used to have HQs and R&D units in Sofia and production units all over Bulgaria being the only one producer of beer in the country. Kamenitza AD became independent after the fall of communism, when state-owned enterprises were ‘demonopolised’ (1991). After being privatised by InBev in 1995, Kamenitza 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: Logistics
2.3. The units covered: Logistics department in the brewery in Plovdiv
2.4. Products and services: storage of raw materials and auxiliary materials, storage of produced beer, preparation of invoices for the clients, loading trucks of the distributors.
2.5. The restructuring: 

2.5.1. On the level of Kamenitza AD, Business function - Logistics: centralisation of the logistics function in Plovdiv (spatial consolidation), optimisation of working processes in the logistics in Plovdiv.
2.6. The period of restructuring (when): 
Chronology of the restructuring processes:
· In 1995 after a procedure for privatisation the Belgian Interbrew has acquired the Bulgarian brewery “Kamenitza” situated in the city of Plovdiv;
· From 2001 the number of employees in the Kamenitza’s brewery decreased from 1200-1300 to 620 in the year of 2006;
· Between 1995 and 1999 InBev acquired 3 more breweries in Bulgaria – in the cities Haskovo, Bourgas and Pleven. Each of this breweries was independent company with its own production facilities and logistic facilities;

· The HQs of the company in Bulgaria were located in Plovdiv, but after it was moved to Sofia, were actually most of the staff of the general management, of the sales force, the departments of marketing, purchasing, etc. are concentrated; only logistics direction stood in Plovdiv together with the production management responsible for the 2 breweries and (Plovdiv and Haskovo) and the malting production unit in Pleven; 
· By the end of 2005 InBev has decided to optimise its production activities in Bulgaria. As a result a process of restructuring was undertaken in the Pleven Brewery. The process was characterised by relocation of activities and new technological implementation: a transfer of the brewing and packaging operations from the brewery in Pleven towards the ones in Plovdiv and Haskovo. Nowadays the Pleven brewery continues to produce malt and to run logistics operations as well.
· During the last 2-3 years Inbev started a new wave of restructuring. On a the level of the value chain it refers to reduction of the decision-making opportunities for the national subsidiary companies (such as Kamenitza) and increasing the decisions coming from the respective zone (in the case of Bulgaria the decisions are taken in Moscow). It includes the so-called Project Plan Optimization (PPO) as well as a HR policy for rejuvenation of the staff.
· From the end of 2005 started the so called Global Project of the company (Voyager Plant Optimization - VPO), reflecting the organisational structure, the management and the ways of reporting
· The work within logistics underwent significant changes – first of all the logistic function was ‘centralised’ at the level of Bulgaria – before each of the plants acquired by InBev has its own logistics department and distribution chains. Second, the optimisation of activities of the Plovdiv plant in 2003 (after the intervention of external consultants) led to decrease of personnel and to the changes of the organisation of work.
2.7. Numbers of workers in the companies: 687 persons are permanently employed in Kanenitza AD (at the moment of the research). The personnel employed in the logistics are about 70 within the whole company in Bulgaria. The employees of the brewery in Plovdiv are 176 and to them we need to add 47 seasonal/interim workers. The main professions in the logistics in Plovdiv are related to logistics management and to the storage. There are also persons employed as customer service employees. About one fifth of the permanent jobs in the logistics are occupied by women. Males prevail in the management functions as well as in the population of electric truck drivers
. Women prevail in the customer service as well as on the positions related to invoice preparation, etc. The personnel in the logistics is growing significantly during the high season – form April to October. In Plovdiv it almost doubles in order to reach about 40 persons for the summer of 2006.
2.8. Geographic spread of value chain (countries, regions): InBev runs operations in 32 countries across Americas, Europe and Asia Pacific. In Bulgaria the geographic spread of the value chain is in four cities: Plovdiv, Haskovo, Bourgas and Pleven.

3.
CASE STUDY FINDINGS

3.1
Company and value chain (re-)organisation:

The production of the brand Kamenitza came into existence in 1881. Its creators were three Swiss entrepreneurs. They built a brewery in the city of Plovdiv. In the 1890s, Kamenitza was already participating in international exhibitions and was awarded at events in Brussels, Chicago, etc.
In 1947, Kamenitza was nationalised, becoming part of the state-owned enterprise “Alcoholic Beverages”, and later on in 1952 of the state-owned holding “Vinprom”. In 1964 it became a part of Balgarsko pivo SO. During the socialist years (1944 - 1989) the planification of sales was made in Sofia, in the HQs of Balgasko pivo, as well as the investments decisions. Thus, 2 brands have been sold nationally – Zagorka and Astika, all the other beers such as Kamenitza have been distributed only on the regional markets
. The enterprise became autonomous again in 1991 where state-owned enterprises in the country were demonopolised. During the beginning of the 90s the company established its own logistics system. After the privatisation in 1995 by Interbrew, Kamenitza has become the main player on the local market, and since 1998, has constantly been the best-selling beer brand in Bulgaria. Strong marketing efforts have been made to promote ‘Kamenitza svetlo’ as the first brand on the Bulgarian beer market. The Belgian multinational entered the Bulgarian market in early 1995 by acquiring the Kamenitza brewery in Plovdiv, which was followed by InBev's acquisitions of the breweries in Haskovo (Astika AD), Bourgas (Bourgasko Pivo AD, purchased in January 1999) and the northwestern city of Pleven (Plevensko Pivo AD). These acquisitions were followed by several mergers - Bourgasko pivo and Astika merged in Kamenitza in the year 2000, Kamenitza and Plevensko Pivo merged in 2002 and in such a way all the staff of the formerly independent juridical bodies was employed by one company – Kamenitza AD, having HQs in Sofia, production of beer in Plovdiv and in Haskovo, production of malt in Pleven (malt destinated for the brewery in Plovdiv) and logistics activities and personnel in Plovdiv, Sofia, Haskovo, Pleven.
Today, Kamenitza AD is one of the Bulgaria's leading brewers with a market share of approximately 30%. In May 2005 Kamenitza AD entered the Macedonian market, through the sales of its Kamenitza beer. The company produces and sales many beer brands in all segments thanks to the diversity of its brand portfolio combining local and well-known global brands. The last years, together with this brand the company launched a number of other local brands, introduced a several foreign brands and changed the traditional bottle with different bottles for each of these brands. The company introduced also plastic bottles production and production of cags.

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

As stated above in 1995 Kamenitza AD was privatised by Inbev. However, the employees had the opportunity to buy stocks and thus to become shareholders as well
. By that time about one half of the staff has had stocks. The first couple of years after the privatisation the workers draw high dividends. After the privatisation the ownership structure of the company was divided as follows: about 70% belonged to Inbev, about 20% to the staff and 10% the Bulgarian State, a small percentage of the shares was restituted to the inheritent of one of the Swiss founders. 

Just after the privatisation of Kamenitza AD by Inbev, the production of beer was located at first only in Plovdiv and few years later (more precisely 5 years) in Haskovo and Pleven. The brewery in Bourgas (acquired on the first step of the privatisation as well) was occupied with the logistics operations only. A few years later in 2001 it was closed due to, as pointed by the Operation manager of Plovdiv brewery – “the Inbev’s need to new technological implementation and optimisation the production costs of Kamenitza AD”. 
In 2005 a wave of restructuring processes affected the 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 Inbev. The same company also recommended the outsourcing of some activities that will be discussed further on. The starting point of the restructuring processes within the business function under examination was at the end of the same year, when the brewing production operations in Pleven, one of the three Bulgarian breweries were ceased. The objectives of the restructuring were several. 
On the first place, they aimed at continuing the optimisation of the production activities and the new technological implementation as started in 2001. Thus, on the first step the process itself included the transfer of the brewing and packaging operations to the other two breweries in Plovdiv and Haskovo. The Pleven brewery continued its production of malt only, sales and distribution activities, as well as some logistics operations. However, almost two thirds of the employees were dismissed and the remaining employees continued working in the malt workshop, distribution and store department. This processes seriously impacted the logistics because of the sharply increased volume of production in Plovdiv. From an organisational point of view we need to add that before the restructuring the logistics was subordinated to a production-technical direction, but according to one of the interviewed managers, now, when the logistics is independent it is better, in such a way it could be closer to the sales force and not to be ‘neglected’ by managers responsible both for the production and the logistics, as it was the case before.
On the second place, the process of restructuring involves the so-called Global Project of the Inbev Company. That Plan reflects the whole organisational structure of Kamenitza AD, including changes on the level of the business function under examination. Actually, the organisational structure of Kamenitza AD (as well as in all other subsidiaries of InBev) is rather flat and has three main pillars: 1) Brewery /Production/; 2) Logistics /Supplying materials/ and 3) Procurement /Blue collars/.  Thus, according to the Operation Manager of the Plovdiv brewery ,,the Global Plan of the company is aimed at introducing one-way of organisation in each pillar, one-way of management, one-way of reporting – daily, weekly, monthly”. However on the level of the business function of logistics, the expected outcomes of the implementation of the Global Plan were not still clear for the interviewed respondents, except the expected “increase of the communication and the interactions between the employees and the managers”.
On a third place, another change on the level of Inbev’s value chain that affected the Logistics Departments of Kamenitza AD is the transfer of decision-making from the Head Quarter (HQ) of Inbev 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 are the Country Head Office (in the case of Bulgaria in Sofia since 1998, before it was in Plovdiv), subordinated to the Zone and regular country meetings of the managers from the different plants of Kamenitza AD and an innovation council as well. 
Thus the boundaries of the business function under study are rather non flexible in terms of decision-making. All of the decisions for logistics, as well as the 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 where the Management Structure of the Business function is presented).

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

What should be added is that after the merger of the productions units in one company – Kamenitza AD, the logistics function was centralised in Plovdiv. The general trend of externalisation of the activities which is observed at Kamenittza AD also impacted logistics – some simple operations are done by low qualified labour since the last years. 
In the case of the logistics function the distributors seem to be also an important player in the value chain. There are about 80 distributors of the company and this multitude of companies different by size is affecting the work of the logistics department of Kamenitza AD. However, the interviewed respondents do not have clear idea at what level of the value chain is taken the decision about the distribution structure of the company.
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 Inbev’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. Besides, the transfer of the decision-making to the Zones as well as the establishment of national subsidiary’s Head Office, subordinated to the Zone, have directly affected the autonomy of the players in the local breweries. As consequent outcomes of these restructuring processes a certain amount of resistance (against those changes) and uncertainty appeared both on higher and the middle levels of management in Kamenitza 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 Kamenitza AD was not able to answer with confidence: ,, I guess that the Zone is the most important decision-making level….”, “……There is no way to know whether the decisions are coming from the Zone or from somewhere above, but there are no local decisions for sure”. Asked to the level where the decisions concerning restructuring are taken, a respondent, shift manager is witnessing that “The change has been discussed as far as I know but for me, as a executant at low level, I was just informed about the decision…”.
The situation in the different national subsidiaries in the Zone also could differ – according to on of the respondents, in the case of Romania there is a new plant, built according to all European standards while in the case of Bulgaria it is the oldest plant in the country and this impacts all the business functions, including logistics.
Actually the need for adapting Inbev’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 the  company is facing with its Bulgarian subsidiary. This is due, on first place, to the lack of language knowledge. The English language is the official one for communication among the managers in Kamenitza AD (only one expatriate is actually located in the Brewery).

On the level of blue collars employees there are some tensions as well. According to employees (operators from the brewage and distillation departments) “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 I do not understand how this could contribute to the production….”. According to the Operation Manager the tension among the blue collars is due to the fact that “now the motivation of the employees is down, but with the further implementation of the Global Project of Inbev – it is expected to go up”. This tension is also influenced by the fact that the employees feel that the remuneration in the company does not correspond to the efforts in the context of an increased workload.

However, as he pointed out, not only the motivation, but the mentality of the local people (heritage from the socialist past) and the local culture hamper the speed of the organisational and technological changes within Kamenitza AD. That is why one of the main objects of the Global Plan of Inbev is to increase the communication and the interactions between the employees and the manager. The need for such improvement of the communication is identified by the Bulgarian managers as well. For example, according to the Plant Manager the Global Plan requirements for reporting are rather complicated and it is difficult to be properly understood and fulfilled both by the managers and the blue collars in Kamenitza AD: ‘’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 an 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 Kamenitza AD, including in the logistics. 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 Plovdiv declared the appearance of tension.
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

Within the business function of logistics the main activities include the storage (of raw materials, of the beer production, of advertisement materials), the loading of the trucks of the distributors, the preparation of the invoices for the distributors.
The logistics is in permanent contact and interdependence with the bottling units. The logistics provides the empty bottles and all the other materials needed for the bottling. The bottling department pass the ready production to the logistics in order to be stored and further loaded to the trucks of the distributors and this is a process monitored on a daily basis. The chief of the logistics shift is in contact with the shift leaders of the bottling departments. The reporting is on the basis of the movement of empty bottles to the bottling lines and on the basis of dates of the beer produced. All this data is entered in an IT system named EFAS. A change which was expected to take place form the beginning of 2007 – according to the standards of EU to the code of each item produced should be added the date of the production. This means that this data should be also integrated in the invoice for the client.

As it was already said, before the restructuring the logistics was subordinated to a production-technical direction, but after is was ‘emancipated’ in an autonomous direction for “Kamenizta AD.
The organisational structure is as follows – in the direction logistics there are: department logistics, department planification (part of it is based in the HO in Sofia), fleet and stores. The planification department is in close relation to the sales department, in this department work there are supplier of “emballage”, supplier “raw materials and auxiliary materials” as well as an employee making economic analyses. The customer service is dealing with the orders of the clients.  The bulk of the requests is coming through telephone or fax and there are dealt, - entered, synthesised and given to be produced and bottled. These employees are also located in Plovdiv. There is also a customer service which is responsible about the complaints of the clients via hotline. The company has a system and the work of those employees consists of checks of invoices, transportation, etc. 
Another change that influence both logistics and production regards the already mentioned Global Project of the company, which impose through the whole value chain “one-way of organisation, one-way of management, one-way of reporting – daily, weekly, monthly”. Following the objectives of the Plan it is expected to be established two main levels of reporting in each brewery: 1) Reporting to the level of the plant manager and 2) Reporting to the level of the engineers (quality managers, shifts managers, etc.).
The company has about 80 distributors which cover the territory of Bulgaria, or are part of large retail chains (such as Metro Cash and Carry, Kaufland, Billa, etc.), or export beer to neighbouring countries. According to the interviewed respondents, the large number of distributors and the fact that large distributors work together with small ones make the work of the logistics very difficult. The large ones order whole pallets of the different brands and in such cases trucks could be loaded very easily. The problem is with small distributors that come with small trucks and buy boxes and not whole pallets. In the case of the commercial chains also there is a strong pressure because some of them purchase beer two times per week ordering small quantities of each type of beer.
Something more, the company policy of bonuses to distributors makes the ends of the months very busy for the logistics – if in a ‘normal’ day from the store are taken between 600 and 700 pallets, there have been cases when the quantity has reached 1200 pallets.

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 has experienced restructuring because of the mergers of the 4 breweries in one company. At the moment of the research the main part of the logistics personnel is located in Plovdiv, only the planning department is in Sofia. In Haskovo and Pleven there are storehouses. The primary depot in Pleven is only for auxiliary materials and a depot. In Plovdiv is located a primary depot for the beer produced as well as a depot for emballage and for auxiliary materials. The same structure exists also in Haskovo. 
Another major relocation regards the decision-making through the whole value chain of Inbev which was transferred from the Central HQ in Leuven to respective country Zones. Still the change has no direct impact on the logistics in Plovdiv according to the respondents.
3.2.3
temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring

Within the business function under study the process of logistics is related to the supply of raw materials and auxiliary materials to the production plant, their management in the storehouses and the expedition of the beer to the distributors of the company, including the calls to the customer service and the preparation of invoices to the clients. 
The logistics depends on the bottling process, so in summer they work when the bottling works. The summer is the busiest season of the year. It means that during the period from April to November the logistics could not stop, as the bottling is not stopping. “During the summer period, from April to November, the storehouse does not rest. Respectively, the work is organised in 4 shifts according to a schedule, in order to cover the production non stop”. In this period the store for the ready production seems even to be not sufficient in terms of space – as one of our respondents says “It’s hell in summer… We have reached 8000 pallets… There are only tiny paths between the pallets to pass”.
The distribution policy is organised in such a way that distributors could have bonuses if at the end of the month. This in practice means that the ends of the months are very heavy in terms of workload, as it was already said. In the peak periods the logistics could deal at the same time with 20 to 28 trucks, to load from 8 to 20 types of beer to each of the trucks and this could cause problems and confusions.
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 – mostly Roma - hired during the high season, are working on a temporal (contractual fixed) base or are part of a sub-contracting company. There are no part-time jobs
. We need to add that a number of external companies allow Kamenitza AD to be flexible – those companies provide interim workforce, mainly low qualified and from the Roma community.
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 in the production. In the logistics two of the shift managers are men and four – women. But the storehouse manager and the director of the direction are men. Due to the Inbev’s HR policy for staff rejuvenation, the age structure of all categories of employees in the logistics is around 35-40 years. There are few older employees all of them blue collars. The interviewed owner of a sub-contracting company, supplying temporal employees for Kamenitza 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 Inbev 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 including the Plovdiv brewery till the beginning of 2007. Before that, in all of the subsidiaries there was a 6th month evaluation of the employees, including the motivation and the job performance. However, the Hay system includes not only position rating, but the remuneration and the bonuses for the different positions as well. 
Till the moment of the case study the new policy has been implemented on the level of management only, however it is soon expected to be cascaded down – to the level of the blue collars. Another target of the new policy is the already mentioned rejuvenation of the staff. The issue of rejuvenation itself is aimed at fostering the dynamic of the production and the logistics as well as the other business functions. It is also expected to increase the technical and technological qualification of the staff as well as the implementation of new skills and competencies. Actually the profile of the ‘best employee’ was described by the Operation Manager in the Plovdiv brewery 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 Inbev and the low salaries, as they are perceived by the employees (middle level management and blue collars) in the Plovdiv brewery. According to some managers from the Plovdiv brewery, namely the low salaries offered have decreased the attractiveness of Kamenitza AD on the local labour market. The argument of some managers interviewed is contradicting with what is said by employees and says that Kamenitza is a company with good salaries and working conditions.  
In order to fill some vacant positions the local HR management often opens internal announcements among the company’s departments. Thus, it actually gives career opportunities for the staff. 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. For example, 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 the logistics we could also talk to people who benefited from the career development opportunities in the company. One of the interviewed shift manager entered the company as a driver, after having left the Army where he was an officer in order to have a number of promotions during a short period of time. 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”. That ‘hold up’, according to the respondent, was due to “subjective reasons”, because instead of her some other workers were promoted. She also declared that her case is not a single one.
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 Kamenitza AD are subordinated to the decisions coming from the Zone or from the Central HQ in Leuven. These decisions impacted all the business functions. For the case of the logistics it was related to the merger of the former logistics departments in one department and to further efforts to optimise the process. Although that change was not negotiated with the trade unions representative in Kamenitza AD, Inbev offered orientation services including re-qualification course to each dismissed employee (from the Pleven brewery), as well as support in developing business plans (covered by the company). Twelve gross salaries were also paid to the dismissed persons
, which is much more than the required by the Bulgarian legislation (3 gross salaries). However we do not have precise data if employees of the logistics from the breweries in Bourgas ot Pleven benefited from these measure in order to start business or a new profession. In any case there is nobody from the Pleven’s logistics who has moved to Plovdiv. As one of the interviewed managers explains, blue collars rarely choose the option to move. This means that in the employees’ positions of the logistics in Plovdiv work persons from the city of Plovdiv and the neighbouring villages.

The new HR policy for rejuvenation and increasing the technical competence of the staff (which in the logistics was related to IT skills and technical maintenance skills) was again not a subject for negotiation, because the decision has come directly from the Zone. Actually all of the decisions taken on local level are mostly following the main objectives of the Inbev’s policy. 
In the field of Occupational Health and Safety (OHS) there is also a strict requirement for wearing protective equipment at the work place. Although existing on paper, the Committee for working conditions have not been convoked for more than a year. In the logistics function there have been made efforts to improve the respect of safety regulations. At the moment of the research there was a campaign in the storehouse to use reflecting clothes. In 2005 the lightening and the whole lay-off of the storehouse were replaced in Plovdiv and in Haskovo. There are new shelters in order to organise better loading. Actually, the loading is done outside the stores, there are strict requirements concerning the lights. Since 2003 all the electric trucks have been replaced with trucks driven by propane-butane.
However some risks are revealed because of the contradictions related to the fact that from the one hand the company seems to be very strict concerning health and safety issues, but on the other there are strong pressures on the speed of the operations. This makes that in some cases managers are obliged to ‘close’ eyes in front of excess of speed of the electric trucks in the stores or on the territory of the plant.
 There are increased risks of pallets which could fall (or individual boxes could fall). According to one of the interviewed employees, the pallets are put too high – for example the previous year the boxes were per 32, 4 rows each, in 2006 the pallets have been changed with a new model and they have 50 boxes, 5 rows each. This allows gathering more production in the storehouse but increases the risk for the shift managers and the invoice preparation employees which enter the storehouse in order to count. Even if there were not incidents, an interviewed woman insists on the fact that it is dangerous.
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 high management is seen as problematic. That fact troubles the opportunities for negotiation of employment conditions, remuneration, etc. However the contact between mid management and employees is good – in the case of logistics shift managers explained that they can drive the electric  truck if needed together with the drivers in the shift.
 Still there were the local trade unions representatives that succeeded to negotiate some changes. These changes concern predominantly a wide range of social benefits introduced in the CLA of the company. Some of them are two boxes of beer at the end of each month, money for lunch for each day of presence at work, bonuses for Christmas time, presents for the kids of employees on the 1st of June, 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. At the level of the whole plant there is the new HR policy for rejuvenation of the staff and for increasing the technical and technological competence, combined with the implementation of Hay system. 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. As general results, there could be found a common non-satisfaction of the gap between job requirements and remuneration. This fact however could not be confirmed by the main population of the logistics which is electric truck drivers. Before the restructuring it seems that the number of employed was almost double. From this perspective the workload is increasing and the employees seem to feel badly the low payments. 
On the second place, what deeply impacts the quality or work is the ‘collision’ between a ‘Western’ and a post-socialist organisational culture. 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 (from interviews with Plant Manager and blue collars from the distillation and brewage departments). The growing role of the clients in the organisation of work contributes to the intensification and the ‘change of mentalities’ of the personnel.
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 changes of the content of work are numerous since the last year. In 2002-2003 IT technologies are introduced in the storehouse. Before all the operations were reported manually, in the old way. The second change concerns the replacement of the electric trucks with gas driven trucks which is related to ecological arguments (not to pollute the air). The invoice preparation 4-5 years before the moment of the study was part of the financial department but since then was attached to the logistics. 

The managerial control is organised through shift managers and storehouse manager. The managers witness that they feel some difficulties with the drivers – a population which is doing a complex work and is responsible for expensive machines (35 000 Euros each) and expensive production and in the same time has not very high educational profile. If somebody is not happy “he will just take his hat and go away…”. 

The restructuring is related also with a new tasks assigned to the logistics employees. An example is related to the quality control which is a key issue for the company. Thus the production and the bottling are responsible about the quality of the beer. However those employed in the logistics are expected to survey the “external indicators” – to watch if the bottle is not with dust. In such cases external employees are hired to wash manually the bottles.
The role of customers in the work of the logistics became more and more important during the recent years. According to the store manager: “I will not save you this – when I came here there was a queue of trucks. People decided when to work. It is something which does not exist now. They are supposed to work till the end of the shift”

“They succeeded to understand that not Kamenitza gives them money for their wages, but the client”. 

After the project about restructuring, which affected a lot of dismissals in the company a decision was taken that there will be only one invoice preparation employee (and not 2 or 3) and that part of the work to be done will be taken by the warehousemen as their function was called at the time – actually they are called shift managers. 

The control of the process and the storehouse is done by the financial department, but there is also a daily procedure of revision of the quantities in the stores. 
3.4.2 organisation of working hours, differentials in working hours between companies, temporal flexibility (including changes)

The working time of the logistics in Plovdiv depends on the work of the bottling lines: “When the bottling lines function it is compulsory fro us to work”. From April to November the storehouse has no stops. There are 4 working shifts. People work about 160-168 hours per month during this period, according to the number of days in the respective month. It does not mean that there are no extra hours. On the contrary - it happens and the company pays for them. But it is very rare to occur outside the “season”. This organisation also impacts the holydays of the firm’s employees – it is easier to have a rest in the winter season. 
3.4.3
functional flexibility, team working (including changes)

The work in the logistics is organised in teams which work in shift. In winter or the low season people in the logistics are about 20, in summer their number doubles due to the hiring of seasonal workers. However the work content of permanent workers and of seasonal workers vary – if the permanent are supposed to deal with the system EFAS, the electronic system which is used in order to enter and manage the flows of wrapping and ready production, while the seasonal ones should just fill an ordinary ‘book’.
The manual simple tasks are carried out by employees of an external company – most of them are women, of Roma origin and with very low qualification status. In such a way the company assures the functional flexibility together with the hiring of seasonal employees in summer. According to an interview with a manager of the subcontracting company, its extremely flexibility, organised on a daily basis, allows to the logistics of Kamenitza to do their work – “… (names of managers in the logistics) are telling me – if you was not here with your team, we could not meet our duties”
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 innovative ICT tools intensified the logistics process and the managers’ access to other breweries from the value chain. The intensification of the working hours foster the production processes indeed and as a consequence – the logistics processes. At the same time it rather negatively influenced the opportunities for family-work balance, especially on the level on the blue collars. There is also a need for increasing the employees’ satisfaction from the working conditions in the brewery. Actually the Kamenitza’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 skill structure in the logistics includes positions which require higher education – such as those of the logistics director and the storehouse chief. The position of the shifts leaders can be occupied both by persons with higher or with secondary education and this is actually the case in Plovdiv. But there the economic or logistics management background was not compulsory for the above-mentioned jobs – some of the people interviewed have had experience within other business functions of the company or other experience form outside. The main population – the electric truck drivers are with secondary education. They need to have also some basic IT skills in order to deal with the program used. The other employees such as invoice preparation officers or customer officers are also with secondary education.  The job place responsibilities of the managers and the employees required some IT skills as well, especially since the moment all procedures should be entered into the IT system. The shift manager is also responsible to communicate via e-mail all the information concerning the logistics flows. The representatives of the subcontracting company are employees mainly with primary education and from the Roma community. Most of them are occupied in the manual operations. For these positions no training is needed.
The skills of the drivers were subject to some changes – they are expected to make their own schedule. Also they need to make by themselves the elementary repairs of their machines, something which before the restructuring was done by three persons in charge of the maintenance of the machines. We need to add that the heavy maintenance operations are done by an external company. 

As already mentioned, there are changes within the skill structure of the company aimed at improvement the skills needed for the further restructuring in the logistics. 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 and 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. On the former, the impact seems to be smaller compare to the one over managers. Within the workers’ population the changes regarding knowledge intensity could be seen in terms of technological (IT system) and the adding of the repairs functions. The impact on the managerial personnel is related to the introduction of IT as well as some managerial skills.
3.5.3
learning opportunities, training policies 

According to the Operation Manager in the Plovdiv brewery, Inbev has a special training policy on country level. Thus, the whole training policy in Kamenitza AD is predominantly organised around the two main objectives that Inbev 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 - after 2 years of probation, on the third year, they can receive a position in the company. On the level of the business function under study the learning opportunities and the outcomes of the training programs could be hardly evaluated. The difficulty comes from the fact that there are two discourse – one of them is the managerial that “there are constant training programs”, the other one is that of the employees, that have no participated to trainings. The experience with the computers and the new software is seemed to be built on the job.
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 is still a gap between the ‘Western’ and the post-socialist organisational culture. 
More precisely, it looks like there are obvious problems (at least in the respective case study) with the adoption of Inbev’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. At the same time, it is interesting to note that 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 Inbev’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 Kamenitza 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 higher is the portion of the members in the ADTU (about 60 employees). It was established in the Plovdiv 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 a lot of 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. 
In parallel to the formal representation we could observe some participatory practices at the workplace – an example from the logistics is the case with the new layoff of the store in Plovdiv was made after discussions within the logistic personnel.
3.6.2
information and consultation, issues of negotiations

Employees at the logistics have constant (every day) contact to their representatives. So does the managers as well, especially 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 in the examined plant, 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 limited, 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 Kamenitza 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 Kamenitza AD (and more precisely in the brewery under study) most of the changes that were introduced by the restructuring process were not subject of negotiation, but a direct result of the Inbev’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 (especially in terms of contractual issues and employment) 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 Works 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. But we might reformulate this statement – 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 Plovdiv 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 and the reorganisation of the logistics. That change has three main dimensions that could be of major interest for the WOKS project: 1) the territorial consolidation of the logistics within the value chain; 2) the optimisation of the work process and the externalisation and flexibility moves 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 Kamenitza AD it is clear that the transfer of the new knowledge and skills has strongly influence the organisation of the production and of the logistics 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). All this is accompanied by a process of ‘change of mentality” related to the introduction of a client based culture. 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

Although the process of restructuring in the respective business function is still undergoing and further changes are expected, the impacts on quality of work and life can be summarised in the following dimensions. The new organisation is more flexible and intense but the additional efforts required by the employees do not seemed to be compensated. 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 Inbev 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. 
The restructuring made the stay of low qualified people in the company difficult. The former employees of the logistics with low educational profiles are already outside the company and could come back as employees of a sub-contracting firm which ensures the functional flexibility. It also restricted the opportunities for career development for employees with lower education. 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 is 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 Inbev, 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, followed by the intensification of the processes in the logistics and all this was to a great extent at the expense of the decreasing employees’ motivation. 


APPENDIX

Chart 1. Main restructuring processes in the business function

Chart 2. Management Structure of Production in Plovdiv Brewrey
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� Part of the interviews have been used also for the preparation of the Production case study, written by Svetla Stoeva.


� The only important category which was not interviewed by the research team is the one of the electric trucks drivers. We were not allowed to interview them because of time constraints.


� Most of the interviews have been conducted together with Svetla Stoeva.


� And a person with 42 years of length of service within the company, representative of a minority.


� Representative of a the Roma minority


� As all Bulgarian industrial enterprises.


� However there are few cases of women employed to drive electric tucks, but in the depot in Pleven.


� It means the region of Plovdiv which was one of the 28 administrative regions in Bulgaria.


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


� Which is often the case in the Bulgarian companies


� 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.





� However, the research team did not get data how many persons were benefited from this measure.


� As it could be often the case in SMEs in the country.
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