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I.
SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

We had access to our case study through an important French fashion school based in Paris. The organisation concerned is a family company created in 1927 in a traditional clothing production zone (Roanne), and which survived in this disaster area. We first interviewed the founder’s son, managing director of the enterprise until august 2006, who teaches in this French fashion institute. Then, we went twice to Roanne to meet the new director (his niece) and had 10 interviews with employees and managers. We also made two interviews with sectoral experts: the president of CNSH (Conseil National des Succursalistes de l’Habillement) and the General Delegate of URIC (Union Régionale de l’Industrie de la Confection) for the Nord-Pas-de-Calais region, where is concentrated a big part of French industrial sub-contracting manufacturers. 

	1
	Man
	Ex CEO

	2
	Woman
	Current CEO

	3
	Man
	Production and Logistics Director

	4 
	Woman
	Head Materials Buyer

	5 
	Woman
	Model builder. Creation Department

	6
	Woman
	Dressmaker. Creation Department

	7
	Woman
	Employee of the warehouse. Expeditions

	8
	Woman
	Seamstress. Clothing workshop

	9
	Woman
	Employee for preparation of stores

	10
	Woman
	Secretary. Logistic administration

	11
	Woman
	Responsible in the Studies and Method Bureau. Creation Department

	12
	Man
	Sampling. Creation Department

	13
	Man
	General Delegate of URIC (Union Régionale de l’Industrie de la Confection) for Nord-Pas-de-Calais region

	14
	Man
	President of CNSH (Conseil National des Succursalistes de l’Habillement)


II.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of 

· The companies involved: Adele, a family-owned enterprise founded in 1927, specialised in ready-to-wear woman clothes, medium and upmarket products. 

· The business function: production and logistics 

· The units covered: production and logistic departments

· Products and services: ready-to-wear woman clothes, medium and upmarket products.

· The restructuring: ADELE, which was an industrial manufacturer, became a designer and distributor. The enterprise made two major transformations in these last 6 years: it changed its distribution system, from franchising to multiple chain store, and its design policy, replacing the seasonal collection (twice a year) by permanent restocking, involving permanent creation. 

· The period of restructuring (when): since 2001.

· Numbers of workers in the companies: 400. 172 are at the main office in Roanne. 150 workers depend on the French subsidiary (distribution network) and the rest on 3 foreign subsidiaries: Belgium, Spanish and Swiss. 32 workers in Belgium, 15 in Spain and 15 in Switzerland. 
· Geographic spread of value chain (countries, regions): A little part of the production is made by French subcontractors or even in the manufacturing unit of Adele, but a bigger part is made in Eastern Europe (Romania, Bulgaria, Hungary and Ukraine) and 50% in Asia (of which 80% in China, and the rest in India, Bangladesh and Vietnam). The chain store is concentrated in Europe (Germany, Austria, Belgium, Greece, Spain, UK, Ireland, Netherlands, and Portugal) and also Lebanon, Russia, Chile, USA, Canada. The brand exists in 30 countries. 

III.
CASE STUDY FINDINGS

1.
Company and value chain (re-)organisation:

1.1
(Re)organisation of the business function, legal and ownership structures, company boundaries

Adele is a medium-size family enterprise. Founded by the grandfather in 1927, Adele was then managed by his son, her daughter and her husband. The previous generation retired recently, in August 2006, leaving the enterprise management to the granddaughter and her husband. As a lot of French clothing companies, Adele closed its three regional factories employing around 200 workers, in the 1980’s. While there were 750 000 jobs in the clothing sector in France between the 1960’s and 1970’s, it represents today only 140 000 to 160 000 jobs (Courault, 2005). In France, several groups appeared in the last 1970’s: chain stores of very specialised distribution like Promod, Camaïeu, Pimkie, Etam, etc. which adopted the model of a fast fashion replacement, and took 40% of the market shares in 20 years. At the opposite, Adele is a successful example of a local family-owned clothing firm, which managed to survive to globalisation, operating a strategic re-centring from production to a strong presence in distribution, keeping only a little pilot production unit with technical skills. 

In this context, the new organisation results partly from the old local one and shows a strong synergy between the several functions: creation and technical mastery of production and distribution. Thereby, the logistic function is managed together with production. Adele’s industrial and logistic director is responsible for about 90 employees, including not only those who take care of stocks, preparation and reception/expedition of orders, but also two sewing workshops: some 50 men and women for knitting and making. 

The synergy between creation and industrialisation appears clearly through the RDP function. RDP means “Responsible for product development”, function performed by 5 women who create nomenclatures for a product and are in contact with the providers, they validate the prices and the quality of model manufacturing. We made a significant observation in the fieldwork: when we asked separately to the collection manager and the industrial/logistic manager to describe the enterprise organisation, they both considered that RDP were in their own department. Indeed, there is a strong representation of Adele’s organisation as a whole single chain where functions complete each another.

Two transformations of the logistic function took place during the last 5 to 6 years. The first one is the organisation of delivery. Following the model of constant fashion replacement, Adele decided to change pace and type of delivering: before, the whole collection, mismatched, was delivered to the shops in one month, at the time decided by the client. Now, deliveries are in step with collection themes (one theme counts 8 to 60 models), and according to due dates fixed by Adele. So, the store managers do not have decision power anymore on their supplying. The second transformation is the introduction of workers polyvalence management that we will detail in 4.3.

 1.2
(Re)organisational and spatial aspects of the value chain 

In 20 years, Adele has completely externalised its production, divided between providers of end products (around 20) and contractors (around 30). Providers of end products, corresponding to a part of the activity called “trade” (“négoce” in French) are Asian manufacturers and represent today 50% of the production. The contractors are in France (in the North and the region of Troyes and Roanne) or Eastern Europe. The foreign contractors were first in Portugal and Maghreb, then in Hungry and Poland to pass today to Romania and Bulgaria. As said the industrial and logistic director: “Providers and contractors can be very near or very far. Today we are a little bit opportunist, that is to say that according to delay, time, quality and difficulty of the product, we’ll adapt our product and also adapt the contractor to the product. We qualify each product and each contractor”. French contractors represent 20% of the production for very short circuits (restocking) and Eastern European production represents 30% of the total. Adele works with some 10 factories in Eastern Europe and in total, by season, with 130 factories implanted in 4 countries both contractors and “négoce”. Adele has chosen to keep a little making workshop with 13 workers for emergencies (for a restocking of 300 pieces for example, they won’t look for a contractor in Eastern Europe). As for the knitting workshop (24 workers), the industrial and logistic manager has another point of view: these workshops are not only for emergency, they also concentrate a real knowledge and know-how that will be, in the future, a laboratory. 

Fabric providers can be from Israel but are generally Italian. Anyway, with the increasing trend of buying end products, the purchasing of raw material has radically declined. As said the Head Material Buyer, before, Adele ordered each season (collection) 300 000 meters of fabric and only 80 000 meters today. To complete the spatial map of the value chain, we have to mention that cloth hangers used to transport the products come from Turkey and rollobags from France.  

Contrary to big distributors like Zara or Celio, which have completely externalised the logistic function, Adele has partly externalised, keeping also its own warehouse (9000 m²) on site. However, if all the products were before delivered at Adele’s warehouse, the risks (natural or social) are today divided, subcontracting with logistic specialists like DHL. Adele uses 5 to 6 storage platforms in Roanne, Lyon, Lille, Toulouse, Rennes and Marne la Vallée, to be nearer to the clients. Transport to and from these platforms is also externalised to 3 companies. 

1.3
Contractual relations (between the companies) and power relations (main power resources of companies and units, forms of governance of the value chain)

The main change in the governance of the value chain began in 1995 with a complete transformation of the distribution system. While franchise was developed at the end of the 1970’s, with a remarkable expansion between 1985 and 1987 (one franchise was opened every 10 days, according to the ex-CEO), Adele moved from a franchise to a chain store system, and this trend accelerated six years ago. While Adele had 160 franchises in the 1980’s, it has today 150 shops in its own right. Within these 150 shops, 100 are chain stores, and 50 are affiliate. Adele also has 50 corners in department stores, mainly in France and Belgium. Affiliation is being developed since 5 years: in this system, like franchise, Adele still deals with independents but they do not possess the stock any more. Through affiliation, Adele manages purchasing and possesses the stock, transferring a part of sales figures to affiliates. The main advantages of this system, according to the current CEO, are the control of the trademark image and getting the stock back. This last point is a clue to understand the new organisation, which seeks the liquidation of a still important stock, in order to achieve a direct logistic flow. As said an employee: “Since the recent change of CEO, that’s the current preoccupation: to liquidate the stock. It’s true we had a quite huge stock compared to other enterprises. So when we have to do restocking – with the same models or the same ones with another colour or quality – we have to look for the right raw material in our stock. This is a little difficult period to liquidate the stock, because there are old colourings, spoiled threads that are here since 10 or 15 years. We pull our hair out to find the right material”.

Beyond the chain store system, Adele also has another distribution channel called “Multimarques” in French, which represents 35% of sales figures for exported products. In this system, Adele sells products to powerful retailers in some countries, which have their own corporate name, an “anecdotal situation” said the President of CNSH (Conseil National des Succursalistes de l’Habillement) if compared to big chain stores like Etam or Celio which only sell under their own trademarks.

Affiliation and chain store systems do not leave any responsibility to the shop managers in stock administration or prices and has consequences on workflow detailed in section 2.3.

Externalisation of production to foreign contractors requires a very precise and efficient logistic chain and a reliable software system. To make a cloth, 50 to 80 pieces have to be cut and assembled, as around 20 to 30 stores (button, shoulder pad etc.), but the lack of the buttons for example can stop the 200 workers in the Bulgarian factory. This example illustrates the power balance in the contractual relations with contractors. As said the ex-CEO: “we queue up to have the good factories and the good workshops”. A foreign contractor, good and cheap, will have a lot of clients wanting to work with him, that is why a French applicant has to be as good and serious on the other side. Furthermore, in this competitive context, the deal with contractors relies on critical volumes: as foreign applicants will order big batches of 12 000 pieces, contractors will easily refuse or make bad prices for batches of 600 pieces for example. 

So, contractors are in a powerful position since they are highly demanded if they are good, but Adele still has to do constant market watch to choose the better contractor (better quality/price balance) within these constraints. According to head materials buyer, the type of contract is a letter of credit with a guaranty letter, which certifies that the contractor has to be paid, whatever he sends. As she said: "if we receive shoes instead of clothes, we have to find a commercial arrangement". But the normal proceeding between Adele and a contractor is that before the launching of mass-production for a tee-shirt for example, the contractor sends a "sample" of three sizes to be validated by Adele. To illustrate, the power relationship between Adele and contractors, here is a concrete example: the head material buyer told us a case with a factory in Bangladesh, where the contractor didn't respect the proceeding and sent at the same time the sample and the whole production. But the quality was bad. Adele found a legal problem in documentation (clothes production was sent after the value date of the letter of credit) and managed to refuse legally the production. If not, they would have been obliged to take it. As it was a test with a new contractor, Adele would have not renewed the contract, and a commercial arrangement would have been difficult to find. 

This example shows that the contractor is in a powerful position, and type of contracts illustrates it but the contractor also has to satisfy Adele's requirements if he wants to keep a client. Changing contractor is risky for Adele and it is done gradually, testing with part of the activity.
2.
Functions and overall workflow in the value chain

2.1
Functions performed in the value chain, changes through restructuring, tasks carried out in different units, division of labour, workflow in core areas

Adele’s industrial and logistic chain includes the following functions, gathering around 30 employees:

Upstream: 

· 5 RDP: “Responsible for product development”. RDP make technical drawings for manufacturers, based on designers’ silhouettes, explaining criteria of quality, measuring the time necessary for each operation and the cost of the article. For trade (“négoce”), they estimate prices and not time, and look for the manufacturers with the best quality/price balance. 

· Purchasing service: 5 employees. They negotiate transport prices, deal with providers to make sure the raw materials arrive in time, manage delivering delays, check invoices and prices for all imported products, register orders and corresponding needs for commercial service, check knitting and stores orders, check invoices from contractors (French workshops and Eastern Europe) making out a picture of differential prices (“le coût du point”: stitch cost) between French and foreign contractors. 

· Quality service in charge of controlling raw materials and end products (wash, resistance etc.): 4 employees.

· Employees who prepare the stores and fabrics. 2 employees

· Employees in charge of launching the product manufacturing: 2 employees.

· Subcontracting service, who visits foreign workshops to control manufacturing: 3 employees.

Downstream:

Once end products arrive at Adele’s storehouse, there are employees working at reception and re-dispatching the products to shops and platforms. Both storekeepers and administrative employees are in charge of these expeditions. 16 employees.

These several functions evolved with three types of transformation: computerisation, new mechanical machines, and strategic reorientation that also created new needs and so, new functions (3.1 and 5.1). 

Computerisation took place in the 1990’s with the introduction of a new information system. In 1991, a general ERP was implemented, completed with a specific ERP for distribution in 1995-1996. Three years ago, the system was extended to a standard software package, while it was still “home made”.  This system leads to a pooling of data all along the value chain, allowing sharing information via the system and as said more than one employee: “to look for, in the data base, the information we need, without disturbing our colleagues”. Computerisation also led to layoff administrative employees, the last time in 2002. Moreover, the quite recent computerisation of the shops gives real-time sells by model, colouring and size. Every Monday, best sells of the past week are analysed by commercial and marketing units, and sells projections are made, having direct impact on restocking provisions. 

The storehouse was completely modernised 10 years ago with new equipment: pallet-covering machine, scotch-tape machine and packing machine. The previous storage system has been eliminated and from the arriving in the storehouse until the exit, the products are now on track ways. This modernisation led to layoff part of permanent employees (around 6) and to eliminate temporary workers hired for material handling tasks. 

Finally, Adele has developed purchasing, recruiting 2 purchasing agents, in charge of buying end products. This trend fits with the new imperative of just-in-time organisation: instead of following the classic internal product development, Adele buys more and more end products to several new manufacturers for actualisation process, that is to say to complete the bi-annual collection bringing new products according to the instant demand. Within this process, RDP function is specially evolving from a technical to a commercial characteristics, turning closer to a purchasing function. For this purpose, the RDP team was reorganised very recently: tasks were before divided between employees in charge of technical dossiers for internal development and others in charge of technical dossiers for trade products (“négoce”). From now on, the 5 RDP employees work on both dossiers. Moreover, while they dealt with one manufacturer for several products, the new CEO decided to share out instead the work by product: each RDP is now supposed to work on one specific type of product (dresses/flowing clothes, sleeve pieces/pants or mesh/tee-shirt) with several manufacturers. So their work is more commercial: they have to look for the most interesting manufacturer for one product. “The aim is to design all internal organisation by product family to be as near as possible to the successful demand in our shops, and the idea is to have an organisation chain, a whole professional circuit on this product family” said the CEO.

Adele also recruited in distribution, in the supplying cell for their shops: from 2 employees five years ago, they passed to 6. Their task is, after purchasing, to make sure of the good product dispersion in the shops. So, from sales results (ex: the big sizes are sold better here than there) and time (delivering coats or tee-shirts at the right moment etc.), they have to manage delivery of the right product at the right moment.

2.2
Geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

Except for shops and storage platforms already mentioned, all functions are concentrated in a single place, the one of Adele’s family origins: Le Coteau, suburb of Roanne. There is a division between creation and administrative departments at the principal building and storehouse located at 200 meters from the principal building.

In fact, some employees are itinerant, for two reasons: either because they were recruited more or less recently for high skilled tasks and do not live in the region (ex: designers, financial director), or because of the task itself: sales representatives (round 20 employees) are in charge of two tours twice a year in the “multi-mark” network, to sell the collection in France and abroad.

Here is a summary of the geographical distribution along the whole value chain (already described under 1.2 and 1.3):

· Headquarter and main location of the business functions “design” and “logistics”: Roanne (France).

· Manufacturing: subcontractors located in France (20% of production) and Eastern Europe (30% of production); end product providers (“trade”) located in Asia (50% of production, of which 80% in China and the rest in India, Bangladesh and Vietnam). Small manufacturing plant in Roanne for product qualification and short small restocking.

· Storage: own warehouse on site in Roanne + storage platforms in six other locations in France (outsourced to specialised logistic firms).

· Transport: outsourced to 3 transport firms.

· Distribution: chain store distribution through about 100 own chain shops, 50 affiliate shops and 50 corners in department stores (mainly in France, Belgium, Spain and Switzerland). The brand is present in 30 countries around the world, but most of the turnover comes from nine European countries.

2.3
Temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring

Logistic workflow acceleration is quite spectacular. According to the ex-CEO, while in the 1960’s, time management was indefinite, and the chain could last 3 or 4 months, the rule is today to have an end product delivered from 2 to 6 weeks, following a very precise and paced chain. 

Logistic priority is to get a good balance between two processes: short time with high costs and low costs with long time. Logistics manages flows and costs, choosing transport means according to time and costs. With Eastern Europe, the transport is done by camion and with Asia, by plane or by boat: boat is cheaper but more risky because orders have to be made a long time in advance. Time transport from Asia is one month by boat and 15 hours by plane. The time for customs clearance also has to be included, it longs more or less, from 3 hours to 10 days according to the country juridical status (quota restrictions). 

Time acceleration has consequences on work content and work organisation. Downstream, at the expedition service in the storehouse, storage time that could last until 3 months in the past, is today as short as possible: products arrived in the morning can, after checking, be re-dispatched to the clients in the evening of the same day. To avoid penalty rates, camions have to be emptied in 45 minutes. One or two times by season, logistic risks (social or climatic) lead to delivering delays. That is why work is irregular, with calm periods and punctual inflows, bringing about regulation and modulation of working hours and working teams (see 4.)

Upstream, work pace also changed with the new strategic orientation of constant restocking. For RDP, while there were peaks in activity twice a year with the two annual collections, and then more calm periods, the work is now more linear. Moreover, the growing purchasing activity changed their work content: lapse of time, several stages of technical working process are disappearing (basic fittings to control and validate size lines ratification, gradation, measures, colourings). The transport also has a direct incidence on work pace: the current saving imperative leads to prefer the boat (it represents around 30% of transports on one year) and so, shorten time to go through technical stages for RDP function. 

3.
Changes of employment 

3.1
Employment structures (categories of workers, basic gender relations, employment contracts) including changes

On this point, Adele’s specificity is linked to its localisation and sector: there are much more women than men. Among the 172 workers at Roanne, there are 125 women and 47 men, while the 150 workers of the French subsidiary are all women. So men represent less than 15% of the workers in France. A majority of employees are from the region and entered very young in the enterprise. On our first visit, the CEO explained that they were going to award a medal for an employee entered in 1964 at fifteen. Our panel of interviews confirms this assessment:

· Expedition employee: 43 years old. It was her first job, she entered 25 years ago.

· Storehouse employee: 57 years old. Accountancy vocational degree. Entered in 1988. 

· Head materials buyer: 56 years old. She is the only executive of the panel; worked 18 years in another enterprise of the clothing sector, which closed. Entered Adele 18 years ago.

· RDP: 46 years old. Entered Adele 25 years ago.

· Stores preparation employee: 37 years old. Entered, 20 years ago, at the age of eighteen; it was her first job. 

The employment structure of the logistic and industrial functions is composed of a majority of women, few graduates. Management responsibilities are performed by women: the manager of the storehouse is a woman, and that of stores stock is also a woman. In the French subsidiary, among the 150 workers, 93 are employees and 57 are executives. At the main office of Roanne, among the 172 workers, there are only 27 executives. The rest is divided as follow: 3 first-line supervisors, 15 technicians, 83 employees and 44 workmen. 

Probably due to its size, the enterprise does not publish any social report, which could give us more precise figures. There is not either any human resources management policy. The HR service has a more administrative orientation (control of hours, pay slips etc.). 

3.2
Employment conditions (terms and conditions, contractual flexibility), human resource management and internal labour market (including changes)

Almost all employees have an open-ended contract. The 172 workers at Roanne have an open-ended contrat, and only 3 workers among the 150 ones in the French subsidiary have a contract for a fixed term: they are replacements. Wages are low, equivalent to the French minimum wage (SMIC, Salaire Minimum de Croissance) for employees. The trend in the last 3 years was to reduce radically the number of temporary workers. The currently difficult economic context induces a restricted human resources management: there are few recruitments (only qualified employees in strategic areas as we already mentioned) and the portion of employees who are retiring, quite important given the age structure, is not replaced. Their tasks are redistributed among remaining employees who have to develop their polyvalence (see 4.3). Internal labour movements are linked to these retirements and correlated polyvalence. For example, a knitting employee, who also helps at the storehouse, acquired new skills by on-the-job training, and could in the future pretend to work as a storehouse manager. 

3.3
Negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions 

Wage increase is a sensitive issue. Several interviewees mentioned that they did not have significant pay rise all along their long carrier, even if they asked for it. Most of interviewed employees do not mention any wage system. The wage is a strong taboo: very few workers know how much their colleagues earn. The bargaining possibilities are limited by the very individualised relationships between management and employees, inherent to Adele’s familiar structure; for example, the current CEO is called by her first name. All mentioned pay rises were negotiated individually, and occurred with job change in the enterprise. The familiar context seems to induce a controlled atmosphere where the simple fact of asking information to the human resources secretary is perceived as irrelevant or even risky, because in this small structure the fact would be known immediately by the directors. So low wages are related to the fact that most of the jobs in Adele’s logistics are low skilled, performed by women, in a French province. It can also be explained by a paternalistic management where there’s a complete lack of transparency in payment system allowing, as we mention in our next point (3.4), perceptible pay variations for a same function. Finally, the economic regional context is an argument for Direction, which can refer to external labour market to justify this relative immobility: displeased workers can still look for another job, but Adele is one of the few regional survivors in clothing sector. Moreover, employees didn’t change job sometimes for 20 years.

3.4
Impact on quality of work

Wages can be diverse in a same team, for a same job, according to employees’ trajectories: if the employee changes from a less qualified job to another more qualified in the enterprise, there is no fixed increase corresponding to the wage level of the new job. Coming from less qualified functions could mean an inferior wage than colleagues. Obviously, this situation of “wage taboo” does not always foster a good working atmosphere. 

4.
Changes of work organisation 

4.1
Content of work, cooperation, managerial control, spatial aspects (distributed work, workers‘ mobility), role of customers (including changes)

The work in industrial and logistic functions is characterised by a real awareness from employees to be part of an industrial chain, in which each link is connected with the previous and the next one. The interviewees do not mention real managerial control: there is a strong team cooperation, and control on work is defined as a control of the consequences their mistakes could have on the next link of the chain. For example, an employee whose task is to prepare the stores mentions that she is finally “controlled” by the contractors, as they are the ones concerned by some missing store. In the same way, a RDP considers that the control of her work is at the production level, or at the shop level, if any problem appears there. So, workers have a sense of responsibility in their task, knowing that a mistake is a waste of time and money for the enterprise.

4.2
Organisation of working hours, differentials in working hours between companies, temporal flexibility (including changes)

The 35 hours agreement and the seasonal influence on the clothing sector led to introduce a modulation system of working hours. Storage department employees, according to work load, have four different working weeks: of 32, 35, 37 or 41 hours. During calm periods, employees generally do not work on Friday afternoon. The same system was adopted in the storehouse. Clocking in and out is compulsory except for executives. We observed an informal human resource management, for example within the RDP team, where two persons were asked to change their working time: they have been informally designated as managers and as a consequence of that, they do not have to clock in/out anymore. Instead of RTT (working time recuperation) in the 35 hours system, they have a 250 hours package and one week of RTT. As an interviewee mentioned it, this new organisation should in theory encourage these two new managers to delegate more their work. 

4.3
Functional flexibility, teamwork (including changes)

The main change was introduced round four years ago with the development of employee polyvalence. This change is due to 35 hours system, but also to seasonal work. For example, knitting workers are not busy 100% of their working time, and so, they are asked to work also at the storehouse for expeditions. The industrial and logistic director implemented a new work organisation to regulate this polyvalence: every Thursday morning, there is a meeting with the four sectors concerned (knitting, storehouse, stocks and manufacturing) and directors distribute the staff. (around 90 workers).
This is also the result of necessary savings for Adele, which avoids hiring temporary workers for materials handling. Furthermore, in this restrictive context, retired employees are not replaced and tasks are divided between remaining employees, who have to develop their polyvalence. At less 3 workers from our panel were affected.
4.4
Impact on quality of work

If polyvalence is considered by the CEO as an opportunity for employees to see other parts of the firm activity and eventually to benefit from a job change/promotion, it can also be perceived as a compulsory adaptation. Several employees mentioned that they were recently asked to add to their current task an additional one (generally when someone retired). So employees have more work load, which can sometimes create some stress, and the lack of corresponding wage rise can produce a tense atmosphere. 

5.
Skills, knowledge and learning

5.1
Formal skill structures (including differences between men and women) and actual skill needs

Adele’s evolution towards distribution entails a transformation of the skill structure. We already mentioned the RDP function evolution towards less technical and more commercial skills. New functions, which did not exist ten years ago, also appeared: first of all, the purchasing and supplying team. Then, occupations related with marketing and merchandising, and also with human animation and management of the store chain, or with the implementation of the company policy: 3 commercial attachés, 24 demonstrators in department stores, 4 marketing itinerant workers, 6 shops facilitators. 

As we mentioned, workers are mostly women, who often perform managerial functions (HR, Storehouse, stores stocks, purchasing). Among the 47 men at Roanne, more than half of them work at knitting functions. Knitting is traditionally a male function.

5.2
Knowledge intensity of the different tasks, standardisation and formalisation of work

Mechanisation and computerisation, particularly the implementation of an ERP software, entailed a task simplification. As said an employee of the storehouse, to express this simplification: “ten years ago, before we got the new machines, we could manipulate the cloth at less 30 times from its arrival in the warehouse until its exit”. An employee in charge of store preparation also mentioned that computerisation led to concentrate several operations: for trade (“négoce”) activities, they had before to write on the package “receipt to be made” and someone else made the receipt. With computerisation, the receipt is made automatically, so employees also gain time.   

The implementation of a common software allowed to “federating everybody” as said the CEO. Software means sharing information about products all along the chain and so, “everybody knows where we are standing. Work is more complex, it’s a big evolution”.

5.3
Learning opportunities, training policies 

Adele organised training to new computer tools for some employees (especially RDPs) but it is mainly on-the-job training. The implementation of polyvalence management led to several situations of on-the-job training but there is not a training policy in the fullest sense of the word. Even managerial responsibilities are often performed according to workers experience but in an unofficial way, without official recognition of acquired skills or corresponding status and wage. Then, we can assume that this “home made” human resources management fits with the vagueness of the payment system. As we mentioned in 3.3, employees didn’t change job sometimes for 20 years, and even if they complain about low wages, they are part of the paternalistic relationship between them and managers, being proud to contribute to Adele’s existence and also proud of their work and specific skills.
6.
Industrial relations & regulations

The dominant union is CGT (Confédération Générale du Travail), which participates to Adele’s workers council, once a month. Workers representatives are officially composed of 10 seats: 5 occupants and 5 substitutes. Last union elections occurred in 2004. Seats were divided as follows: 1 for workmen, 3 for employees and technicians, 1 for executives. There are two elections turns: the first for union organisations, the second one with free candidatures. According to HR manager, generally all seats are not supplied. In 2004, no representative of executives participated to elections, so the seat is vacant. For technicians and employees, only tow seats were elected, one occupant and one substitute. The two of them are not affiliate to a union; they don’t have “etiquette”. For workmen seats, it’s the same situation: only one occupant and one substitute have been elected. The substitute is today retired and was not replaced. The occupant is from CGT and she’s the works council secretary. Human Resources Manager observed that Adele’s process in this matter is quite personal: there are not shop stewards meetings every month, and matters which could have been discussed at this occasion are in fact discussed at the monthly workers council. Workers council also nominate the persons, who are generally volunteers, to participate each quarter, to the CHST (Comité d’Hygiène, de Sécurité et des Conditions de Travail) meeting with work doctor and one nurse. 

Interviewees, both employees and directors, mentioned that the union was quite active in the past (a collective movement fifteen years ago was mentioned), and much less nowadays. As said the industrial and logistic director and the CEO, people know that it is not so easy to find a new job in the clothing sector in a stricken region as Roanne. Indeed, interviewed employees did not feel concerned by union action.

7.
Conclusions

7.1
Basic characteristics of the case

Adele is an example of a medium-size enterprise that managed to survive in a global market, operating a strategic re-centring from production to a strong presence in distribution, keeping only a little pilot production unit with technical skills. Until now, this strategy appears successful for the company. Obliged to outsource or subcontract very soon the biggest part of its production, Adele, as other French local medium enterprises, managed to preserve its industrial mastery on all the chain links, and outsourcing is today part of its know-how. The new organisation results partly from the old local one and shows a strong synergy between several functions: creation and technical mastery of production and distribution. There is a strong representation among employees of Adele’s organisation as a whole single chain where functions complete each another.

Through this restructuring, logistics plays an important part and becomes a key function in the value chain. Logistics (in a broad meaning, including the purchasing network and the distribution network) becomes a key business function in the company.

7.2
Significance of the case for various WORKS research questions

Contrary to big distributors, Adele externalises only a part of its logistic chain and keeps a “multi-mark” channel distribution for export. Adele is an interesting case of staying anchored at local level, while acting at world level. Though, Adele had to adapt to competitive context and developed its purchasing and supplying policy on the model of specialised chain store distribution. This trend fits with the new imperative of just-in-time organisation: instead of following the classic internal product development, Adele buys more and more end products to several new manufacturers for updating process, that is to say to complete the bi-annual collection bringing new products according to the instant demand. Chain acceleration is quite spectacular, at all levels. 

7.3
Impact of restructuring on quality of work and quality of life

This acceleration (fitting with stock disappearing) and modernisation led to several layoffs among administrative and storehouse staff. The main problem is today the strategic staff reduction: while retired employees are not replaced, the work load of remaining ones increases, without wage rise because of Adele’s saving imperatives. In spite of a collective cooperating work and faithfulness of workers to the enterprise linked to its paternalistic characteristics, this situation begins to create a tense working atmosphere.
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