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GENERAL INFORMATION

I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

The MEAT inc. case study is categorized as production work in the food industry. The study focuses on the MEAT Inc. pig division which is the world’s largest exporter of pork. The point of entry is a new and large production facility in central Denmark.

From November to February the research group visited the largest Danish pig slaughterhouse twice and conducted 7 interviews with managers, workers and the shop steward, and two supplementary phone interviews with the shop steward. The case study also draws on expert interviews with trade unionists and representatives from the Employers’ association (Confederation of Danish Industries). The interviews with production workers and shop steward where also used in the occupational case study, as well as an observation on the flow of the production line. The following table shows the people interviewed and their professions. 

	1
	Man 
	Trade unionist for The Danish Food and allies Workers union

	2
	Man 
	Representative for the employers association (Confederation of Danish Industries)

	3
	Man 
	Expert researcher in the Danish slaughterhouse industry 

	4
	Man 
	Shop steward (group interview + 2 supplementary phone interviews)

	5
	Man 
	Production manager (group interview)

	6
	Woman 
	Daily safety and working environment manager (group interview)

	7
	Man
	Line manager (master)

	8
	Woman
	Production worker 

	9
	Man 
	Production worker


II.
GENERAL OVERVIEW OF THE CASE STUDY
· Companies involved: MEAT Inc.

· Business function: Production

· Units covered: Large new plant in central Denmark.

· Products: Pork. Fresh meat and raw materials for meat processing industry, pig casings and other residual products.

· Restructuring process: Centralization of production, rationalization through automation, rationalization through specialization/new division of labour among parent company and subsidiaries

· Period of restructuring: 2003-2007 

· Numbers of workers in the companies: MEAT inc. Group total 25.000 New plant: 1450 

· Geographic spread of value chain, Denmark, Germany, Poland, Japan, USA, point of entry is in Denmark.

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

MEAT inc. is the result many years of development and restructuring within the Danish slaughterhouse industry, beginning 100 years ago with the formation of the Danish cooperative movement, making the Danish pig farmers the owners of the Danish slaughterhouses. The cooperative movement is based on the democratic principle “one man one vote”, meaning that all members no matter the size of their farm have equal opportunity for influencing decisions in the slaughterhouse. In the 1960ies slaughterhouses began to merge in order to acquire more strength. This centralization culminated by the turn of the century with the merger of the 3 largest Danish slaughterhouses, establishing MEAT Inc. Today MEAT inc. includes all cooperative slaughterhouses except for one. The present case study focuses on the MEAT Inc. pork division, which comprises of 26 pig slaughterhouses and deboning plants located in Denmark, but with facilities for slaughtering and deboning in Germany and Poland as well. MEAT inc. annually slaughters 22 million pigs; this number includes 2 million pigs slaughtered outside of Denmark. As the population of Denmark is only 5, 3 million, the majority of the production is sold abroad, making MEAT inc. the world’s largest exporter of pork. Adding to the pork division, MEAT Inc. also has a beef division and 8 subsidiary companies mostly in the meat processing industry. The whole MEAT inc. group employs 25.000 people and has an annual turnover of 6, 5 bn. EUR. The point of entry is a newly opened plant in central Denmark, employing around 1450 people, of which 1136 are production workers. 

In spite of the size of the company, cooperative ownership structure still prevails and the company remains in the hands of the 15.000 Danish pig farmers who are affiliated as members. All members vote to elect the Board of Representatives which is MEAT Inc.’s highest authority, consisting of 325 members. The board of representatives elects members to the Board of Directors, consisting of 22 members, of which 25% by law are elected among the employees. The cooperative ownership structure explains the very tight connection between Danish farmers and slaughterhouses, setting a strategy for Danish slaughterhouses that has profit in the primary production as its overall goal.  

1.2. (re)organisational and spatial aspects of the value chain 
The main interest for the farmers is thus, to get a good price for their pigs. MEAT inc. has attempted to meet this goal by cutting production costs through three types of value chain restructuring: 1) centralization of production facilities 2) automation and reorganization of the workflow in production and 3) specialization and new divisions of labour through the value chain. 

The centralization of production facilities has resulted in the closing of many smaller slaughterhouses over the last 15 years, at times created heated debate and conflicts between Danish slaughterhouse workers and management. In 2001 it was decided to centralize a large part of the production in central Denmark, and the construction of a large new pig slaughterhouse in central denmark was initiated in 2002 and opened in 2005. In this process 6 smaller slaughterhouses and meat processing departments have been closed, and some of the deboning activities have been moved to Germany. 

In the process of designing the new larger facility, a lot of the slaughterhouse tasks have been automated, helping the physical working environment of the employees. Along with this there has been a change in the organization of the workflow in production resulting in an increased taylorization of production work. 

The strategy to specialize production has resulted in the separation of all meat processing activities from the traditional slaughtering, cutting and deboning activities. With the exception of deboning, all meat processing activities are now taken care of by a subsidiary company, mostly working outside of Denmark. In some cases the deboning is being done by polish workers on short term contracts resulting in much lower production costs. This new division of labour is perhaps the most dramatic change in slaughterhouse work, radically redefining the skill structure and traditions of the trade. 

Trade unionists estimate that the increase of automation in production work and a new division of labour between slaughterhouse and meat processing companies have closed down approximately 2000 jobs.

Danish slaughterhouses are, however still mainly placed in Denmark. All meat processing is handled by subsidiaries, with production plants mostly in the UK but also in Denmark and Germany. The remaining subsidiaries handle cattle hides, pig casings, meat processing in the US, as well as slaughterhouses and meat processing in Poland.

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

Although the MEAT inc. Group consists of many smaller companies distributed all over the world, it is still the parent company, owned by the Danish pig farmers that function as the strongest actor. The subsidiaries are run as independent companies, but the parent company has 100% ownership share in 5 out of the 8 companies. In two of the remaining subsidiaries, the parent company has well over 60 % ownership share, and one is a joint venture with a Finnish company. The majority of the subsidiaries are thus obliged to deliver part of their return back to the parent company, so that part of the profit generated by the subsidiaries return to the pig farmers.

Since the suppliers are also the owners of MEAT INC., the contractual relations between pig farmers and slaughterhouses are set by the suppliers through the two boards. Requirements for the production of pigs are specified in accordance with legal and customer demands, summed up in the MEAT inc. Code of practice, a set of rules and conditions guiding the relation between pig farmers and slaughterhouses. The code of practice is thus created by the pig farmers in the light of current legal and customer demands, and is presented and approved through the two boards. It includes requirements for animal welfare, food security and quality standards for different types of pig, and is thought to be gatekeeper to the international market securing MEAT INC. product’s compliance with the high quality demands of markets like Japan, UK and USA. Pig farmers who repeatedly violate the code of practice will be sanctioned by reduced prices for their pigs or, or by exclusion. 

The transportation of living animals from the farm to the slaughterhouse is coordinated by the slaughterhouse. The farmers inform the slaughterhouse about their production, and the slaughterhouse takes contact to Danish transport agents, giving them contracts on the number of animals to be transported. The contractual relations between Danish transport companies and MEAT INC. imply that the transport company lives up to standards for transportation of living animals and food security as specified in Danish Law. The transport company is also obligated to comply with the Danish working environment act, which specifies the legal working conditions for the drivers. While Danish drivers are covered by national regulation, drivers employed by foreign transport agents (used to transport meat from the plant to customers and subsidiaries outside of Denmark), are not covered by the national agreements for workers in the transport sector. Even though it falls on MEAT inc. to ensure and control the transport agent’s compliance with legal demands, there is, at the moment, no systematic procedure by which MEAT INC. can check their transport agents. 

Contractual relation between MEAT INC. and its customers are mainly laid down in product specifications; here the exact quality standards are set for each product, determining the relation between meat and fat, the exact size of each piece and the demands for animal welfare and food security in production. These demands are checked by random sampling and regular visits from auditors sent out by the different customer groups.
In order to secure compliance with Danish legal standards for food security, the slaughterhouse production have a number of veterinary inspectors checking living pigs and controlling bodies and casings for diseases and other food security issues. The Danish veterinary inspection is among the strictest in the world, and is executed independently of the company department. This means that although MEAT inc. is paying for the veterinary inspection, the inspector is not employed by the slaughterhouse, but by the Danish authorities for food security. MEAT inc. supplements this inspection with its own in-house inspection. 

The relations between MEAT INC. and the meat processing subsidiaries are the same as any other customer, strictly commercial. Meat processing subsidiaries are not required to buy their raw materials from MEAT Inc.  

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

The value chain begins with the pig farmer, where pigs are produced according to customer standards and national legislation concerning animal welfare and environment. From here the pigs are transported to the slaughterhouse in specially adapted trucks for animal transport. The transportation itself is outsourced to a Danish transport company, while the logistics is done by the MEAT INC. logistics department. When the pigs are received in the slaughterhouse, they are stored in stables until they are killed. The entire process of slaughtering and cutting is done on semi-automated production lines, while the deboning tasks are done manually with hand held tools. Some pieces are packed and shipped directly to meat distributors in Denmark and aboard. Others are sold on as bulk products to the meat processing industry. 


The casings are handled by a subsidiary company, who distributes cleaned casings to the processing industry.
Blood, fat and other parts of the pigs not suited for the food-industry are sold as raw materials to companies producing animal feed, fuel or haemoglobin. The transport of products and raw materials from the slaughterhouse is outsourced to licensed domestic or foreign forwarding agents. 


In an old fashioned Danish slaughterhouse the actual slaughtering, cutting and deboning activities where placed in the same building as the meat processing activities. As a part of the ongoing restructuring in MEAT INC., all meat processing activities have now been separated from the slaughterhouse and delegated to the meat processing subsidiaries, mostly operating outside of Denmark, but with 8 factories in Denmark (some of which are now being closed down). In the processing companies, the raw material is processed into products such as luncheon meat, sausages, schnitzels, hamburgers and readymade dishes for retail trade as well as for the restaurant industry. The products are sold under various different brands of MEAT Inc.   


The restructuring process has thus changed the workflow in production in three areas: Firstly, all processing activities have been removed from Danish pig slaughterhouses and placed in subsidiaries. Secondly, a large part of production has been centralized in the new plant, closing down smaller slaughterhouses and transferring or laying off workers. Thirdly, the building of new large scale production facilities have automated a lot of production tasks, making the workflow more efficient and the tasks more specialized.  

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

The tight connection between pig farmers and slaughterhouses is reflected in the geographical distribution of MEAT INC. activities. Since Danish pigs by nature must be produced on Danish soil, the slaughterhouses are tied to this geographical area. For the products to receive the desirable DK-brand, signalling meat of high quality and food security, they have to be produced and slaughtered in Denmark. Adding to this is restrictions on transport times for living animals that require a maximum transportation time of 8 hours without food and rest. This restriction naturally limits the geographical distribution of slaughterhouses, since the production costs increase rapidly if transportation exceeds 8 hours. Accordingly slaughterhouses are placed in relatively near proximity to the Danish pig farmers, that is, within national borders. During restructuring, MEAT INC. have closed down 6 smaller “city” slaughterhouses, and built a new and big slaughterhouse in the countryside. This is profitable in several ways: Not only is the selling of city sites very profitable, the countryside-land is accordingly cheaper and allows for a lower production cost. It is also more convenient to run a large slaughterhouse in the countryside, since pollution, noise and smell can be handled more efficiently in the absence of neighbours. 

While the slaughterhouses stay within national borders, the deboning activities, which are still difficult to fully automate and therefore have high production costs, can still be distributed across borders without the product loosing its DK-brand. This strategy is becoming more widespread in MEAT INC. due to the high Danish cost of manual labour, and has resulted in the building of two facilities in Germany that take care of deboning activities that was previously done in Denmark. Even though the German plants produce DK branded meat, their products are not yet of a quality and food security standard to be sold to large and demanding markets like Japan and the US, and so far they are only producing for the German market. All production of Danish pork for Japan and USA still takes place in Danish plants approved by the individual customers. This may chance in a few years as the German sites improve their quality and safety standards. 

Apart from the relocation of meat processing and some of the deboning activities, the restructuring process also has another geographical impact.  As explained above, there are time limits for transportation of living animals. While this narrows scope for international relocation of Danish slaughterhouses, the time limit of 8 hours still allows for centralization of production within national borders. Transportation costs have become substantially cheaper during the last decade, opening for the possibility of centralizing production in the middle of Denmark instead of having many smaller slaughterhouses distributed all over the country. The new plant is thus able to take in pigs from all over the country without exceeding the 8 hour maximum transportation time.

 Centralization, however also create problems in the recruitment of slaughterhouse workers. Even though 6 smaller slaughterhouses have been closed, it has not been possible to persuade as many of the “old” slaughterhouse workers to work in the new plant as the management had hoped for. Some workers have moved to the local area of the new plant, and have accepted longer transportation. Even though the new plant recruits workers from a much larger area than the old slaughterhouses did, MEAT INC. is currently experiencing massive problems in recruitment. 

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

 Since the pig is fasting when it arrives to the slaughterhouse, and there are no facilities for feeding animals in the stable area, the pigs have to be slaughtered on the same day that they arrive. With about 77.000 pigs a week, this restriction makes the slaughterhouse very sensitive to strikes and other problems stopping the production flow. Also the pig farmers are very dependent on the stability in slaughterhouse production capacity, as they have a new generation of pigs growing up, and need to make room for them in the stables. Lastly if the pigs are not slaughtered in time, they grow too big and no longer fit the quality standards set by customers and the company code of practice, and accordingly cannot be sold as standard pigs for international markets. 


At the other end of the value chain, there is a similar demand for flow in production, especially when it comes to fresh meat, where the product looses its value as a function of the time passed after its production date. 


The slaughterhouse thus runs around the clock. Production begins at 6.am and ends at 12.pm, running in two shifts. Every night, the whole facility is cleaned in accordance with Danish food security regulations. 


Previously slaughterhouses where closed in the weekends, but due to new customer demands, an increase in flexibility and the number working hours have been necessary to keep up with customers demands. Supermarkets now demand fresh meat delivered on Saturdays and Mondays, forcing some slaughterhouses to keep production running both evenings and weekends. This has affected the agreement on working time, as slaughterhouse workers now have agreed to work 40 hours a week instead of 37, in order to secure flexibility and flow in production. In the new plant, the production is still closed in the weekends, unless unusual circumstances demand extra production capacity.

Changes of employment 

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

There are 4 groups of slaughterhouse workers in production: 1) Semi skilled workers, doing most of the basic manual tasks, 2) Skilled slaughterhouse workers working machines and taking care of more complex problems in production, 3) line managers (masters) and 4) technical personnel such as smiths and electricians

Despite increasing automation, slaughterhouse production work is still strenuous and is considered hard manual labour. Most slaughterhouse workers, with a few exceptions, are men, since (according to management) very few women have the physical strength to meet the demands of this type of work. The management is not specifically avoiding recruiting women, but does not really believe in women as reliable labour, since experience shows that women don’t last long in slaughterhouses. This is not only due to the physical demands of the job, but also to tradition and culture, the whole trade is historically considered to be a “male” profession and the macabre character of the work is thought, by the management, to be less appealing to women. Most of the women employed in the production are working in the packing departments where less physical strength is needed, or in the in-house subsidiary cleaning the pig casings. However as automation takes over a lot of the heavy workloads, some workers anticipate a future where more women will begin working in slaughterhouses, this remains to be seen.

Apart from holiday replacements, all slaughterhouse workers are employed by the most prevailing type of contract in Denmark: Open ended contracts. However the employer can end the contract with a short warning. The conditions are negotiated in between the union and the employer’s organization and are thus part of an agreement rather that legislation. For workers with more than 13 weeks of employment, term of notice is 7 days. This increases gradually until the 6th year of seniority where the term of notice is 42 days. This type of flexibility is specific for the Danish labour market and differs from most other European countries. It is thus easier for the employer to fire and hire workers in Denmark than in for example in Sweden or Germany. As a compensation for the relatively low job security for workers, Denmark has state financed unemployment benefits, as well as partly state financed benefits based on workers insurance, securing the unemployed worker a reasonable income in the event of loosing her job. Also as a part of the Danish policy of an active labour market, the state and the company both actively work to find new jobs or to help unemployed workers to retraining. This model of “flexicurity” explains for the rare use of short term contracts in slaughterhouses. Short term contracts are only used for holiday replacements and when workers from other EU countries are tried out in Danish slaughterhouses. After the trial period, foreign workers are offered open ended contracts the same conditions as Danish workers, as any differentiation in employment conditions between Danish and foreign workers would be illegal according to Danish law not to mention unacceptable to the unions. In the new plant, the restructuring have not resulted in changes in the basic contractual relations between MEAT INC. and slaughterhouse workers. However the relocation of parts of the deboning activities in Germany entails changes in contractual relations within the value chain. In Germany, the work is done by Polish workers on short term contracts, working longer hours for a lower salary. This part of restructuring in MEAT INC. clearly weakens the position of Danish slaughterhouse workers, as the Danish salary is very high compared to other countries. Danish slaughterhouse workers are constantly under the threat of outsourcing, and MEAT INC. makes an effort in informing workers on the harsh competition and global economy dominating this line of work. Even the shop steward is referring to globalization as a condition shaping the content of his job, limiting the degree to which he can allow himself to fight for the rights of workers without considering the long term consequences. 

3.2. Employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

The salary is based on piece rate 90% of the working time. The average salary in the new plant, when working piece rate is about 22, 8 EUR per hour plus pension, overtime supplement and holiday allowance adding up to 40% on top of the salary. The average salary when including pension and supplements is thus about 29, 54 EUR per hour. This can vary according to the pace of the individual worker, the minimum piece rate being 15, 31 EUR per hour, and the maximum piece rate salary being 25, 3 EUR.  In the remaining 10% of the working time the worker is not working piece rate, and the fixed salary is 15, 31 EUR per hour not counting pension and supplements. Each worker has 35 minutes of unpaid break-time, and depending on which department between 35 and 50 minutes breaks during the day which is part of the piece rate salary. 

The collective agreement for slaughterhouse workers ensures flexibility through a 40 hour week, and allows for the slaughterhouse to run at all times of the day 7 days a week is needed. There can thus always be put in extra manpower if the required. Outside of the normal working week (6.00 to 17.00) the employer has to pay supplements for overtime. From 17.00 to 22.00 the supplement is 1, 88 EUR per hour, from 22.00 to 6.00 it is 2, 88 EUR On Saturdays after 14.00 the supplement is 4, 3 EUR. and Sundays 8, 73. The increasing automation and centralization has implications for the internal labour market in MEAT Inc. While automation has a positive effect on the quality of work by minimizing heavy and strenuous tasks and the injuries that follow, the use of machines also has a deskilling effect, making the workers qualifications narrower and more specialized, hence decreasing the workers mobility. Even though the main impact of the restructuring in MEAT inc. has been closing down a lot of slaughterhouses, the company is currently experiencing massive problems in recruiting new workers. This problem is especially acute in the new plant, as the new large plant needs to attract workers from a much bigger area than the old “city” slaughterhouses did. This s firstly a consequence of the general lack of manpower in the Danish labour market, making workers reluctant to accept a massive increase in transport times, but is also has to do with the relatively low prestige and high physical demands of the trade. This has inspired MEAT INC. to search for and train new workers among social and ethnic segments not traditionally working in slaughterhouses. For example, a large part of today’s slaughterhouse workers have non-Danish ethnic background, this was unthinkable 10 years ago, as the profession and culture traditionally was considered “white”. The next step for the new department in central Denmark is to recruit workers from Germany and Poland, this initiative is well underway, and in the southern part of Denmark, the number of German workers is increasing rapidly. Workers in the new plant are thus spread out over a larger geographical area, only about 1/3 of them are local, and over 20 nationalities are working together with more Polish workers are on the way. As a consequence, the group of workers is less homogenous in terms of social and ethnic background than in the old traditional slaughterhouse. MEAT inc. has tried to accommodate this by working actively for the integration of non-Danish ethnic groups by offering special training programs and mentoring for new workers with non-Danish backgrounds. The same initiative has been attempted with other long term unemployed groups, that has had a hard time finding their way into the labour market. This extra care for specific groups of new workers has been a great success; nevertheless slaughterhouse workers are still in demand.     

  Slaughterhouse workers are tough people, not only in the physical sense. The culture and tone of the slaughterhouse is also a tough one, traditionally characterized by frequent strikes and many conflicts between workers and management. In recent years the number of wild cat strikes has decreased, primarily as a consequence of the potential threat of closing slaughterhouses and outsourcing manual labour. Never the less, a hard tone among workers and a controlling style of management still prevails, creating problems in recruiting workers from a new generation that expect to be offered influence on their working conditions and recognition for their work, and thus don’t last long. MEAT inc. is currently putting a lot of work into the education of the middle managers who are often requited on account of their experience in the trade and not for their skills as managers. The task for human resource management is now to teach managers how to manage rather than control and give them tools for solving conflicts with workers. 

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

There are two kinds of redundancies for slaughterhouse workers as negotiated in the collective agreement. 1) In case the slaughterhouse is closed down the employer is obliged to pay workers with over 4 years of service a one-time amount of 2.685, 18 EUR, with a supplementary amount adding to this increasing for workers by the 10th year of service, and the 19th year of service. 2) If the worker fired on grounds beyond his control, the employer is obliged to pay a one time compensation of 2.349, 5 EUR to each worker above the age of 35 with a seniority of at least 8 years. For each additional year of seniority the worker gets another 201, 4 EUR added to this amount. 


MEAT inc. also has a CSR initiative called the “social plan”, in which the company sets aside 1.006,9 Kr per worker to be used for re-training activities, in the event of closing down a slaughterhouse. Another part of this plan is a close collaboration between the slaughterhouse and the local unemployment offices as well as larger cooperation’s in near proximity of the closed slaughterhouse. These initiatives have been very successful in securing laid down workers retraining and new jobs in their local area. Another target area has been the transfer of workers from “old” slaughterhouses to the new and larger facility in the new plant. This has not been as successful as hoped for, since it is difficult to persuade workers to move or increase their transportation time. Most of the workers in the new plant come from the “old”  slaughterhouse located near by, the shop steward estimates that 700 out of the 1136 slaughterhouse workers have previously worked in other MEAT INC. departments. 


Even though the transfer of workers has entailed no changes in employment contracts, the automation and pressure from international competitors have resulted in changes in both in the organization of work and the negotiation of pay. Automation has increased the speed of the production by doing away with the time consuming “heavy” tasks in the production line. Workers in the old slaughterhouse killed 318 pigs per hour, in the new slaughterhouse this has increased to 378 without a corresponding increase in pay. Another change is the agreement on the piece rate, which was more negotiable in the old slaughterhouses. In the old slaughterhouses it was custom to have local negotiations on the last 5-10 % of the piece rate, often resulting in management agreeing to take the “top of” the strain and speed of the production line. These negotiations are no longer taking place, as MEAT INC. now makes the maximum use of the national agreement. This has resulted in a faster work pace and some dissatisfaction from workers feeling that the piece rate was better “in the old times”, and that there seems to be no end to the demands for increasing the speed and effectiveness of production. Accompanied by this are recent discussions about lunch breaks and other breaks during the day. The number and time of breaks are set in the general agreement and has not been altered with restructuring, but the time it takes the worker to walk from the workstation through hygiene check and to the canteen is now to be considered a part of the break. Since the new facility is very big, this results in up to 11 minutes subtracted from the lunch break, which is 20 minutes total, leaving 9 minutes for the actual break. These changes in working conditions can be seen as MEAT Inc’s answer to the unions unyielding attitude to negotiating pay, as salaries have gone up during the last decade, demands for efficiency have followed.  

3.4 impact on quality of work

The centralization of production has increased the diversity in the group of workers, both in terms of ethnicity and geographical spread. This change brings about a whole different social climate in the slaughterhouse, no longer being a “family” a collective, but rather being just a job. As one of the managers say: “At closing time, people really know their way home”. This change of the workplace being strictly about work, is a direct consequence of centralization, it proves difficult to bring a very large and diverse group of people together, even though MEAT INC. has many initiatives to support the social processes and well being for workers, such as exercise, massage, obligatory, paid Danish courses, bowling nights etcetera. The purely social initiatives are mostly used by the local workers with Danish background.

The restructuring process in MEAT INC. does not break with the linage of tayorization that has dominated slaughterhouse work for more than half a century. On the contrary restructuring has made work even more standardized and repetitive in order to increase efficiency, but also with the aim to make a better physical working environment with less damage to the working body. This last aim has only been partly successful, since the benefits from taking heavy tasks out of the workflow is countered by repetitiveness causing injuries to move from back and shoulders to wrists and hands. Taylorization has however made it possible to make production more efficient, keeping the costs down and thus avoiding extensive replacement to cheaper facilities abroad. The increased taylorization has significant impacts on the perceived quality of work. Slaughterhouse workers have always been subjected to repetitive work, but automation has made the individual tasks at production line shorter, smaller and more monotonous. Adding to this is the increase in speed of the whole workflow, and the automated standardization of the workflow, making little room for individual variation and personal preferences. Within this very taylorized matrix there are however room for small variations. The groups of workers in the deboning department decide weather they want to work in a “fast” group working the maximum piece rate, or weather they would rather like to work in a slower group where the pace is more modest, with correspondingly lower pay. Never the less, the perceived difference between previous “negotiable” piece rates and the present fixation of the piece rate according to calculation only, makes some workers feel that they are not treated as good as before the restructuring. Workers are not pleased with this change and feel their collective is damaged by the general increase in demand for speed and efficiency, making breaks shorter and work more stressful.

At first the 40 hour week was met with resentment from workers and unions, because workers perceived it as 3 hours of unpaid overtime. But in fact it has become very popular among the workers, due to the extra time off, giving not only the employer but also the employee extra flexibility.  

 4.0Changes of work organisation 

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


Slaughterhouse work is characterized by high standardization, repetitiveness and strenuous manual labour. This has increased with automation, demanding a very specific division of labour between workers in each group, following the pace and task distribution set by cutting and deboning machines. Customers play an important role in the control of quality in slaughterhouses. In the new plant customers from Japan and USA pay regular visits to the slaughterhouse, checking production facilities and workflow in order to secure compliance with customer standards for quality and food security. These visits are taken very seriously by management, as they are of vital importance to MEAT Inc.’s access to the markets.   

The line manager surveys the workflow by inspecting the products produced by each group. The manager checks that products are cut out in accordance with customer demands. Line managers also checks product quality by looking at samples in the packing department, and is cooperating with the MEAT INC. quality-managers. If there has been repeated complaints from the quality-managers, the line manager stops the line and shows how the cutting is supposed to be done, if the problem continues, the manager can sanction the workers by slowing the conveyer belt, thus decreasing their piece rate earning, or in extreme cases giving paying the entire team the standard minimum hour-wage instead of the piece-rate salary, until they have complied with quality standards. In the new plant, the managers (and shop stewards) offices are moved away from the production area, at the same time the new plant is much bigger than the older slaughterhouses, resulting in less contact between workers and managers. The workers have the perception, that the less you see your manager the less you are in trouble, the manager only makes contact when there is something to be corrected. The restructuring has entailed a change in the organisation of work in the deboning department. Previously each worker had his own table working a whole piece of meat from start to finish. Now deboning is done in groups along a conveyer belt, where each worker is doing a small operation of a joint process. This has changed the wage system from individual piece rates to group piece rate, and the managerial control and sanctions accordingly takes place on group-level, rather than on the level of individual workers. Also, most departments in the slaughterhouse do not have their breaks all together, but on group level, resulting in less contact between the workers in the whole department.

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


Slaughterhouse workers work 40 hours a week in 2 shifts, a normal Danish working week is 37 hours. The day shift work from 6.oo to 14.35 and the night shift work only 4 days a week from 14.35 to 00.35. According to the collective agreements for slaughterhouse workers, the 3 extra hours per week are not considered overtime and will be paid as regular working time. The 3 extra hours, however, has to be added up and given as compensation time, this adds up to a total of 3 weeks and 3 days of compensation a year for each worker, adding to the 5 annual holiday weeks. The holiday weeks are paid by holiday allowance, a certain amount of money reflecting the normal salary, but given as a certain percentage of the workers salary and saved up by a national fund. Slaughterhouse workers also have the option of choosing a 6th holiday week paid by the employer, if they do not whish to use the option for an extra week, the amount can be paid as extra salary or as pension. As slaughterhouse workers have a lot of time off due to the 40 hour weeks, many choose to have the 6th holiday week paid as extra salary. As a rule there is no possibility to work part time in production, however individual adjustments of working time can be negotiated with the line manager if needed, especially for workers with childcare responsibility.

The possibility for introducing the 40 hour week had been negotiated nationally in the general agreement and is now used in most Danish slaughterhouses. In the two German Plants owned by MEAT INC., slaughterhouse workers work 40 hours a week as in Denmark, but without compensation time and their salary is much lower than in the salary of Danish slaughterhouse workers, which is still an unusually high salary for unskilled labour. 

4.3. functional flexibility, team working (including changes)

On the production line, the work is organized around machines in groups of 6 to 8 workers. The individual manual tasks are very specialized and repetitive. In order to minimize the danger of repetitive strain injury, the group rotates the positions several times a day, ensuring as much variation and change in working position and tasks as possible within the group. This is also done to increase flexibility in the group, making all workers in the group able to fill in for each other. The rotation-plan is made by the local manager, but can be altered by the group if needed, however most groups just stick to the plan. This does not mean that teams are self managing however. The top manager of the new plant jokingly states it: “The only thing that is self managed here is how much you want to earn”. The groups are thus not given authority from management to plan and organize their work, however there some examples that groups have collaborated with their local manager about rotation plans and holiday planning, this varies a lot between the different departments.    

4.4. impact on quality of work

The organization of working hours (40 hour week, day/evening shifts) creates problems for the work-life balances of workers with child care responsibilities. Weather working the morning shift or the evening shift, the working time does not fit with the opening hours of schools and kinder gardens. MEAT INC. is helping families by allowing single parents to work the day shift, and to adjust their working time so that the workday does not start before 7.30. Also the agreement follows the normal national practice of allowing workers to care for their children on their first day of illness, without having the day deducted in the salary. To our knowledge MEAT INC. is not currently working on alternative solutions to reduce the problems in work-life balance for families working in MEAT INC. Families with both parents working in the slaughterhouse will sometimes spread out on two shifts, so that one person is always free to take care of the children. 

The type of management practiced in the slaughterhouse takes the form of control rather than leadership. The tasks of the line manager are primarily targeted to secure worker compliance with customer standards, and not to motivate or engage workers to take independent part of the production process. This is the way management has traditionally been done in Danish slaughterhouses, and the restructuring does not seem to have targeted this issue through changes in the organization of work, rather the restructuring further supports this form of management through increased taylorization, larger groups of workers under each line manager and the placing of managers in remote offices. MEAT INC. is currently investing in courses for the management, but the organizational and spatial structure remains the same. In the new plant managers have a larger span of control and less personal contact to workers. 

5. Skills, knowledge and learning
5.1. formal skill structures (including differences between men and women) and actual skill needs
In the new plant there are 1450 workers of which the 1136 are semi skilled or skilled slaughterhouse workers. Approximately 20% of the skilled workers are women. When recruiting new production workers, MEAT INC. does not demand any formal skills. There is a preliminary training course in which new workers are trained and selected for their knife-skills and talents for cutting tasks.  In recruiting workers from Germany and Poland MEAT INC. has been happy to observe that training is significantly easier and faster, when the new worker have previously been working with a knife. 

5.2. knowledge intensity of the different tasks, standardisation and formalisation of work

Slaughterhouse work is completely standardized. Every manual operation is studied and timed in order to secure a fair piece rate; this means that every task has to be done in exactly the same way and in exactly the same order, determined by the work of machines and the position on the production line. The work done in production, thus have very low knowledge intensity, it is possible to work in production even for workers that do not speak Danish or are semi-illiterate. Some foreign workers, especially women, still don’t speak or write Danish. Where this was no problem only a few years ago, the demand for schooling is increasing, not only due to use of computers and other written material, but also as a general policy about corporate social responsibility, making MEAT INC. invest in language courses for workers with little or no Danish language skills. Due to automation reading and writing skills are becoming increasingly important, just as qualifications in working and adjusting machines are becoming an inevitable part of slaughterhouse work. In order to secure flow in production, the production workers have to be able to correct simple machine failures and reset machines if needed, if they are not able to do this, the production flow stops or slows down (because the task has to be performed manually) until the technical staff arrives. Thus the boundary between the two occupational groups is blurring due to the restructuring process and the increasing automation. 

The increase in knowledge intensity due to automation only goes so far. Only a very few number of workers actually work with tasks involving extensive IT qualifications and technical skills. The increase in automation and the use of computers in the workflow thus shows classic example of a simultaneous upskilling/downskilling process, where a few workers get significant technical skills and have increased responsibility and influence, where the major part of the workers are less challenged and have fewer learning opportunities on the job. There are no formal skill criteria for the selection of workers for the new “upskilled” type of jobs, workers who show interest and initiative and a positive attitude and have a flair for technical problem solving are often those selected. Women and non-Danish slaughterhouse workers are rare members of the new “upskilled” group.     

5.3. learning opportunities, training policies


The unskilled worker can stay unskilled, or can engage in apprenticeship. Apprenticeships consist of two training programs. First there is a 2-year training period with supplementary schooling, after which the worker gets the title of “Industrial slaughterer”; a lot of this training concerns the use of machines and basic cutting and deboning skills. After this there is an option to join a 1-year program in order to be trained as a fully skilled “specialized industrial slaughterer”. There is no difference in salary and working conditions for skilled and unskilled workers, however only skilled workers are selected for management programs. Besides apprenticeships, learning opportunities in the slaughterhouse rarely involves schooling and normally happens as learning by participation in the ongoing workflow. This is done differently in for each department. Most workers feel that their access to learning new things on the job is good, in that the management often allow people to change jobs and departments if they want to. Line managers are often recruited from old slaughterhouses that have been closed down. New candidates for management are picked out among workers that are either skilled or very talented and sent through the MEAT INC. “talent program” run by the central HR department. In the course of the program the worker is first educated as an instructor, then as a line managers-replacement, and lastly for the very few, line manager. Management in Danish slaughterhouses is still male and white and requires extensive skills in slaughtering, cutting and deboning. Women often work in the packing department where apprenticeship is not offered (due to the lack of traditional slaughterhouse-tasks such as cutting and deboning). As a consequence of this gendered division of labour, only a very few women actually engage in apprenticeship and will in turn be considered for management. There is only one female line manager in all of MEAT Inc. In the new plant the first non-Danish worker was recently selected to join the talent program. 

5.4. impact on quality of work 

As a whole the skill structure has not changed a lot due to restructuring. Slaughterhouse work is still mostly manual and repetitive. Automation had however made an upskilling process available for a few workers, while the change in work organization and the automation decreases the variety of tasks in each individual job function. Being a matter of the new upskilled group tends to be a matter of social skills rather than formal training. Most of the new schooling and re-education initiatives for workers and managers are initiated because of recruitment problems, forced MEAT INC. to put more effort into training workers not previously working in slaughterhouses. Also the language courses in MEAT INC. are part of a general sense of social responsibility, and are not an integral part of the overall value chain restructuring, even though the new strategy for recruiting workers from abroad make the need for language skills more acute. 

6.1 Industrial relations & regulations
6.1. forms of workers’ representation
The formal structure of representation follows national agreements. Slaughterhouse workers are mainly represented by the shop steward from the Danish food and Allied Workers Union. The new plant has one full time working shop steward and one person responsible for time-studies. Each department has a spokesperson and a safety-representative, the safety representative is elected according to Danish legislation. The safety representatives meet in two committees. Once a month 3 safety representatives meet with 3 line managers, and once every 6 months there is a meeting in the larger safety-committee, consisting of all safety representatives, all line managers, the shop steward and the top manager and a worker with full time responsibilities for safety, health and environmental issues. The safety representative structure is elected and established in accordance with Danish legislation. Workers representation takes place through the works council, which get together 6 times a year and more if needed. In addition to the works council the new plant have established smaller department-councils, consisting of a line manager, the departments spokesperson, the safety representative and a few chosen workers from the department. The department-council can get together on 5 minutes notice to solve acute, local problems or disagreements, and have the possibility of calling the shop steward and the production manager on short notice if needed. Both the shop steward and the top manager agree that this structure of representation works very well, as it is necessary for a workplace of this size to rely on the flexibility of smaller local councils, working as some kind of organizational “safety valve” in a culture with long traditions for conflict and strikes. The top manager and the shop steward describe their relation as a close cooperation that is working very well and is based on immediate response and good dialogue. This ensures that disagreements are dealt with before they explode into real conflicts.
6.2. information and consultation, issues of negotiations


An impact of the centralization of production the shop steward naturally has less personal contact with workers, since the number of workers has increased dramatically. Also the office of the shop steward is placed away from production, like that of the managers. The shop steward is a full time job, there is much administrative and office work and approximately 1/3 of the work takes place outside the slaughterhouse. When the shop steward is in the building, he visits production several times a day, receiving more than 50 calls from workers a week. He thus still has frequent contact with workers but misses the more personal relation to workers. 

6.3. impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement


The Danish unions are very strong and well represented in workplaces. Salary and working time are negotiated nationally, and the unions do not accept local adaptations or variations from the national agreement. Never the less the restructuring process has had impacts on national regulation in terms of an increased emphasis on job security and education in the annual agreements. Rather than trying to negotiate a higher pay, the unions have been working in the interests of slaughterhouse workers by demanding more training and education, and more compensation and re-education in the event of closing down slaughterhouses. This change in strategy should be seen in the light of the massive staff cuts resulting from the last 5 years of centralization, specialization and automation. It seems self evident for slaughterhouse workers and trade unionists, that this tendency will prevail, as international competition make further rationalizations of production necessary, and Danish workers are not willing to accept a lower salary in order to increase competition. Danish slaughterhouses are unable to compete on salary; they are however more than able to compete on quality and food security. The Danish Food and allies Workers union is well aware of this and lobbies actively to promote and encourage European politics on food security, in order to raise the European standards for food security and animal rights legislation to the level of Danish standards, strengthening the position of Danish slaughterhouses and hence job security for their members.

6.4 Pressures on regulation and national institutions

As unions and national institutions are very strong in Denmark, regulation does not change with restructuring. However, as the general pressure of globalization increases, unionists are employing a strategy of negotiation, and strikes are less frequent than before. 

3. Conclusions
7.1. basic characteristics of the case

The restructuring in MEAT inc. has three characteristics: 1) A centralization process, closing down smaller slaughterhouses and building a large facility in central Denmark. 2) Automation and changes in the organization of the production. 3) A Specialization of tasks, separating the slaughtering activities from meat processing and redistributing meat processing to subsidiaries working outside national borders. 

7.2. importance of the case for the WORKS research questions

The restructuring process has had consequences for the strength and positioning of Danish slaughterhouse workers. The overall picture is a weakening of what used to be strong and homogenous workers collective, into a more diverse and fragmented group under strong pressure to live up to the demands of international competition. The threat of relocating plants outside of national borders weakens the slaughterhouse workers position in negotiating agreements, but never the less the strong position of Danish unions as well as the Danish traditions for collaboration and respect between unions and employers associations ensures that this pressure does not result in lower salaries or radical reductions in working conditions, since employers respect agreements. Never the less the tendency in the new plant is for the workers and shop steward to adopt the managements and employers associations rhetoric of competitiveness in their understanding of their possibilities for resistance, resulting in a silencing of the previously strong voice of Danish slaughterhouse workers. This has also to do with the centralization process, spreading the geographical area from which workers are recruited and the ethnic diversity of the workforce. Along with this, building a very large facility and the increased effectiveness of production work makes working life more anonymous and weakens the collective feelings not only between workers, but also between workers and management. 

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

The case shows a point in the middle of a large restructuring process through which slaughterhouse work is transformed from craft work to industrial labour. The specific restructuring processes of centralization, automation and specialization has as its immediate impact a further taylorization of work, with consequences for quality of work and life. For the major part of production workers, tasks are not becoming more challenging or interesting and the organization of work invites less mobility and learning opportunities for the majority of the workers. Management is accordingly focused on control and surveillance, and the organization of work makes little room for engagement and self management from workers. Also work-life balance can be an issue for families due to long working hours and a workday that does not fit the opening hours of the rest of Danish society. Never the less slaughterhouse work is extremely well paid considering the low level of skill and formal education required, and the working conditions and contractual relations still live up to national agreements.
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