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WORKS Organisational Case Study Report
Clothing Industry/Design (MENSWEARCO)
I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED
According to the WORKS case study matrix, the MENSWEARCO case study represents the business function design within the global value chain. 
In order to manage the organisational case study in July 2006, four interviews (one group interview) in the company were conducted by two researchers of the ITAS-team. According to the research question the interview partners were selected by their different organisational functions in the company. The interviewed persons included the owner of the company (contact person and head of management, male), a designer in the position of product manager (male), one further lead designer (female) and a pattern maker (male). 
Generally the interviews were dominated by the presence of the company’s owner, who also was present during the interviews of the designers and during parts of the interview with the pattern maker. Therefore many questions concerning the outsourcing processes in the beginning of the 1990s or information about social standards wouldn’t be responded comprehensively under the ‘influence’ of the company’s owner. This situation reflected vividly the hierarchical and patriarchal structure in the firm.
In order to classify the information into an adequate background three further experts interviews were conducted: one representative of the German Clothing Association as well as two interviews with representatives of the German Trade Unions. 
II.
GENERAL OVERVIEW OF THE CASE STUDY

0. Background: Developments in the German Clothing Industry

Compared with other sectors of the German industry, the German clothing industry is an early adopter of value-chain-orientated restructuring. At the beginning of the 1970s, there was a first wave of offshoring production to low-wage countries which was accompanied by the shutdown of many smaller companies in the sector. This stage of restructuring can be characterised by the keyword rationalisation.

Since then, the focus of restructuring has shifted and there are several trends visible in the sector. 

· Especially German companies have worked on specialisation. Facing more competition within the German market as well as on international markets, German companies had to concentrate on market segments and find niches in which they could face competition or expand into specific segments on other national clothing markets. 

· Information and communication technologies therefore had an impact on production, logistics and value-chain-integration of companies. While computer-aided-design was introduced in the beginning of the 1990s as well, information and communication technology also became important in the logistics business function, requiring investments in logistics centers. Also, with the offshoring of production, new means of communication were required in order to communicate in between business functions along a spatially distributed value chain. This can be recognised as a need that was met by the evolving internet. 

· The market, especially the German clothing market, came under pressure by international companies of a new model. Companies like H&M and Zara gained large market shares with a business model which is based on control and integration of all sections of the value chain. These new verticals put pressure on smaller companies to enlarge their control over textile producers on the one hand, the sales-function on the other. The influence of the clothing companies in the value chain has also increased due to a growing international competition of suppliers of textiles
.

These trends lead to a second wave of restructuring in the German clothing sector in the 1990s. In contrast to the first wave, this wave concerned the general business models of companies and spared no particular business functions. In this period, many smaller companies in the German clothing industry went out of business.

1. The company
Brief basic characteristics of:
· The companies involved: MENSWEARCO was founded in 1943 as a producer of textiles and clothing. Later, it focussed on producing men’s suits with an emphasis on competitive prices and functionality.
· The business function: The company consists of the primary business functions design, logistics, marketing and sales. The case study examines the business function design.
· The units covered: Within the company: Management (C.E.O.), product manager, design (designer and pattern maker), externally: Business association (fashion), labour union (2 interviews, local and national representative).
· Products and services: The company is specialized in menswear and produces business suits, which constitute their core business, and also produces leisurewear and ceremony clothing for weddings. The company has developed a ‘construction kit’-system which assures that one can combine a lot of their products with each other. The business suits often offer particular functionality, like resistance to liquids, odours or mobile phone radiation. The products are mainly targeted at the lower-price segment of the market.
· The restructuring: The company is reorganising its business functions according to a scheme of ‘partial verticalisation’. This arrangement is the result of more than 15 years of restructuring and expansion according to the WORKS methodology. ‘Partial verticalisation’ does imply a strong characteristic of restructuring processes. Nevertheless, it was difficult to construct the ‘before and after’-states.
· The period of restructuring (when): This restructuring period started in the early 90ies with the outsourcing and offshoring of production to Eastern Europe. The company then first concentrated on its core competencies in the business fields of design and logistics. In the last five years, the company has taken over functions from retailers in order to be able to compete with the ‘new verticals’ in the business sector.
· Numbers of workers in the company: The company had 144 employees at the time of the field research, of which 97 were female.
· Geographic spread of value chain (countries, regions): MENSWEARCO purchases textiles from companies in various Southern and Eastern European countries and has outsourced and offshored its production to Poland and Romania. The company itself is located in south-west Germany. It also maintains sales offices in Poland, Russia, and has sales representatives in 15 European countries.
III.
CASE STUDY FINDINGS
2. Company and value chain (re-)organisation
2.1. (Re)organisation of the business function, legal and ownership structures, company boundaries

History of the company

MENSWEARCO was founded in 1943 as a small family owned business in the textile and clothing industry. It was and is located in a rural area in south-western Germany where the textile-industry was traditionally strong, making use of inexpensive labour and home working. The 1950s witnessed a rising demand in the German clothing market from which MENSWEARCO could fully profit. In the 1970s, the company focussed on clothing in contrast to textiles and developed a profile as a menswear company.

MENSWEARCO specialised on business suits for men and has also assortments of casual men’s wear and ceremony clothing for weddings. MENSWEARCO has also strongly expanded into certain other European markets, especially in Eastern Europe. There, they hold significant shares of some national markets.
The business concept of the company relies on two major strategies:

· ‘Construction kit principle’: MENSWEARCO designs collections, where single pieces from suits can be matched. This offers the value of greater variety to the customers and also provides a greater flexibility towards retailers.

· Functionality: MENSWEARCO tries to provide a ‘little extra’ to differentiate themselves from competitors. For instance, they use fabric that repels fluids, smells or mobile phone radiation.

The company is still family owned with the son of the founder as owner-manager. It is a middle-sized company with 144 employees and the administration still resides in the traditional company building.

Restructuring

In the 1990s, the company outsourced and offshored production completely. The company has evolved from a traditional supplier of men’s clothing, which covered all business functions necessary, including production of textiles, to a modern clothing company, which focuses on design, logistics and marketing and has developed a “just-in-time”-philosophy. 

So to speak, we have become a service provider. [...] For the customer, everything is still pretty much as it used to be. But inside the business, things have changed completely. Today, we have product development here at our headquarter, while we offshored the production itself. We have build up a huge logistics department here at the headquarters with more than 12.000 square meters, where we permanently have a stock of 100.000 pieces just in time. That means that we have taken over a huge part of the storage function from the retailers and thus we also carry a certain amount of the risks involved. (Manager, 86-98)
These changes are considered a restructuring within the company. The actual means of restructuring are manifold and will be presented in the case study, as well as their impact on the company and employers. However, an exact analysis of these changes is difficult since the restructuring consists of a step-by-step process which stretches over 15 years.

The basic idea behind the restructuring is that it adopts its old business model of offering affordable men’s suits - the core business - to a European context. The company tries to take advantage of the evolving European market within the production process itself, like supplier and labour markets, while expanding to new customer markets on the other hand. In the process, the company has been very successful, e.g. it is now market leader for men’s business suits in a major Eastern European country. 

This can be considered as a form of value-chain-restructuring. The company owner has called this model of restructuring 'partial verticalisation'.

It is a pseudo verticalisation, but who would have thought to design a brand 20 years ago. Then, we thought about the customer “the idiot shall buy”, that’s how we said it, it’s not our job. [...] Back to the topic, we are talking about verticalisation, about partial verticalisation, that means we take over functions that used to be performed by retail, in parts we have totally taken over these functions. An outlet is typical for this. Today, all clothing companies have an outlet. In sales, we emphasize export. [...] I need two, three French staff members who think like the French, who act like them. (Manager, 169-208)
The restructuring process consists of several elements:

1. Concentration on clothing and quitting the textiles-business

2. Outsourcing of production and concentrating on the core competencies of ‘design’ and ‘logistics’
3. Elaborating and modernising the core competencies ‘design’ and ‘logistics’, sharpening the company’s brand and expansion to new customer markets
4. Widening control within the business chain in order to compete with the 'new verticals'

Thus, the company has evolved from a traditional industrial production pattern to a modern company, whose identity is strongly related to branding and which relies on a modern, information technology based 'just-in-time' production model.

2.2.  (Re)organisational and spatial aspects of the value chain 

Spatial aspects of restructuring affecting the whole company
Outsourcing of production and concentrating on the core competencies of design and logistics: At the beginning of the 1990s, the production was outsourced to Poland and Romania. Today, MENSWEARCO also produces small parts of their collection in China.
International expansion: In the middle of the 90ies MENSWEARCO grew significantly. This was mainly due to successful expansion to other European markets. This lead to the opening of two sales offices in Poland and Russia and to the hiring of sales representatives in 15 European countries.
Modernising of the business functions ‘design’ and ‘logistics’: This process has been going on since the beginning of the 1990s and has recently led to the construction of a new logistics center in 2005.
We sell in Europe. At our headquarter, we do logistics and marketing. Marketing meant ‘Germany’ in the 50s, 60s, but for 15 years, we have the principle of ‘export, export, export’. Now, we have a share of export of 64% and I think that we will reach 75%. (Manager, 102-105)
Spatial aspects of restructuring affecting the design department
Offshoring the production to Poland and Romania has lead to a heavy use of information technology by the design department. The patterns needed for production, which are the result of the design process, are sent to the production sites by e-mail. This in turn facilitated the split of the design department which followed recently, in which the lower parts of the design department were moved to the new logistics center, while product management and lead design remained at the headquarters.
These processes have led to the following spatial aspects:

1. Internal division of labour. In 2005, a new logistics-center had been built in an industrial park outside the town. Parts of the design department were moved here. This concerned mostly the lower functions of model makers.

2. Increasing emphasis on market orientation. The adjustment of the business model to other markets made it very important to have accurate and up-to-date knowledge about the specific demands and the fashion-“dos” and “don’ts” in the particular markets. This knowledge is provided by marketing. This has not only led to a significant growth of the marketing department, but also to an increase of communication between marketing and design. This in turn led to an increasing importance for design.

Further, the design department has been constantly affected over the last years by other elements of reorganisation, namely:

3. The outsourcing of production to Eastern Europe since the beginning of the 1990s. As a consequence, information and communication technologies were introduced not only in design and production, where they boosted productivity, but also for the communication between these departments. Since the actual output of design is now not a physical model but rather a virtual one, teamwork depends less on face to face communication. This in turn is a prerequisite for the spatial separation of several operations of design, as described above.

4. The ongoing expansion into different European national markets. The removals of trade barriers towards Eastern Europe and the further development of western European trade have not only had impact on the production side, but also on the demand side. It proved to be an opportunity of growing sales, but as a requirement, adjustment of the products for these markets was necessary. The activity of design had to take into account a growing variety of particular consumer demands.

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

According to the interview statements, there are no particular changes in contractual relations with the employees that could be pointed out, but there are constantly renewed contractual relations with suppliers. These relations were impacted by a) a growth of the supply market and b) the growing sales volume and the related textile demand on the side of MENSWEARCO. This lead to an increase of power within the value chain for MENSWEARCO.
The process of partial verticalisation is also tied to a closer market fit of the company’s products. Design is becoming more aware of the specific demands on certain markets. In order to perceive these demands, design interacts more strongly with the marketing and sales department of the company, as well as with sales representatives of the company in different countries. Particularly these sales representatives possess crucial knowledge of the markets.
Sales representatives in other countries are generally not part of the company, but contractual agents. This means that the company requires knowledge that is crucial for its production process and market placement from free agents. This enables the company to be more flexible. The price for this is that the company depends on external knowledge.
3. Functions and overall workflow in the value chain

3.1. 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 consists of the following functions:

· Production of textiles: This has been completely outsourced. The company has a rather strong position towards suppliers and can demand high quality. It buys textiles mainly from suppliers from Southern and Eastern Europe.

· MENSWEARCO has profited from growing competition in the textile markets and the circumstance, that they are producing great quantities. This, one the one hand, makes it more difficult to find suppliers that are able to deliver in the required quantities, one the other hand gives them a strong position towards suppliers, since their commissions have such a high volume.

· Product Development: Product development makes the decisions on the collections. There are two collections each year. 

It is characteristic for MENSWEARCO that product decisions are made by product managers, who are designers by trade. This is due to the fact, that it is crucial for the success of MENSWEARCO that all product lines are successful. To assure this, the company follows several strategies. In order to come up with the right products for a variety of markets, the product managers interact closely with marketing and the sales representatives in different countries. The fashion decisions are ‘conservative’: The product managers closely follow developments in their sector but then basically choose a design approach, which was successful on ‘last year’s fairs’. Product decisions are also closely supervised by management.

· Design: The design department is the real center of the company. As described above, product development mainly takes place here. In addition, design also implements the decisions down into operable patterns for production.

· Production: Production has been offshored altogether to Eastern Europe. The production sites are legally independent companies, which are in practice very strongly controlled by MENSWEARCO. For instance, MENSWEARCO is able to supervise their computer systems and has a coordinator at the production site, who ensures that coordination with the headquarters works properly.

· Logistics: This department has also increased in importance. In the last years, MENSWEARCO has build up huge storage capabilities and implemented an advanced computer system, enabling them to deliver products ‘just in time’, which basically means the ability to deliver every requested products within a short time period of less than 24 hours. Thus, MENSWEARCO has practically taken over part of the storage capabilities of retail.

Besides design, logistics is the department which has gained the most importance in the course of the restructuring in the last years.

· Sales and Marketing: The biggest challenge for sales and marketing in the last decade has been the adoption of a variety of marketing strategies for different national markets. Also, the importance of the marketing department has increased, since they supply product development with the information it needs to match the demands of different markets. 

In addition, two new components were introduced in this business function. The company has build up an outlet store right next to the headquarters, and they are also building up shop-in-shop-systems at retailers. Especially the latter are an important piece in the strategy of ‘partial verticalisation’, demanding more presence of the producer right at the interface with the customer.

All in all, the value chain is becoming more and more fragmented and thus flexible. While traditionally, MENSWEARCO covered all functions itself, it now has outsourced production of textiles and production of clothing itself, concentrating on design, logistics and marketing. It nonetheless has much control especially of production of clothing.

With this fragmentation and the increase of importance of knowledge of market demands, the production pattern has shifted from a classical industrial production to a pattern, which is much more knowledge- and information-based.
3.2. Geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

As described above, the whole value chain is spread over at least three European countries and in some cases Asian countries as well. The textiles are supplied by companies mostly in Southern Europe. Product development takes place in Germany, while production is located in Poland or Romania. A small amount of commodities is produced in China.
3.3. Temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring

The rhythm of work is strongly related to the two collections which are released each year. This also has a strong impact on employees, who have to adjust their holidays to this schedule, and who have to bring up enough flexibility in order to meet the resulting deadlines. 
Besides the work for the collections, the company is constantly working on products to enlarge their assortment according to the ‘construction-kit-principle’.

In the design department, employees work regular office hours.

4. Changes of employment 
4.1. Employment structures (categories of workers, basic gender relations, employment contracts) including changes

At the time of the field research, the company had 144 employees at the main location, 97 of them being women. However, women are overrepresented in lower positions in all sections of the company. They are overrepresented in administrative positions, while management consists of men only. All employees have regular contracts and work permanently at the company. Also, there are employees in several sales offices in Poland and Russia and 30 to 40 sales agents in 15 different European Countries.
4.2. Employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

Since the company is rather small, there is not much internal mobility. Employees have typically worked for another company before.

All of the employees in the design department have regular contracts. Still, a lot of temporal flexibility is expected from them, and all interviewees work significantly more than their regular hours. This is considered normal.
Mr. B: „Do you have regular working hours or are you working more? Are there peaks where you work more?“

Mr. L: „Okay, that’s right. We have about three months, three to four months, where we... where we come earlier in the mornings and stay longer in the evenings... a twelve hour day. You shouldn’t stay longer.“
Mr. B: „That is pretty long, twelve hours.“
Mr. L: “Okay, that is with breaks, twelve hours, but then... We try to arrive at six and leave at six, then we have done enough. We start at seven, I am here mostly at six-thirty, a quarter to seven. When we leave at six... one is pretty exhausted, then. Right now, the heat makes working really difficult.”

Mr. B: „That probably requires a lot of concentration?“
Mr. L: “Yes, yes... You must not make mistakes.”
Mr. B: “Are you working that much the whole year?”

Mr. L: “No, there are about four months where we have stress, and the other two months are more quiet.“ (Pattern Maker, 727-750)
Ms. N: „That means you decide when you work and can also go on holidays?“
Mr. L: “I can go on leave when I want to, but I do know when I can afford to (laughs). I have to go on holidays after the collections. It used to be difficult since the times, where we had a lot to do, are also the times of the school breaks, but now the children are grown up and I can really take my leave when I’d like to, or when I know ‘now I have time, I can go on vacation’.” (Pattern Maker, 714-722)
4.3. Negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions)

According to the interviewees, there were no recognisable changes in employment in the last years. The offshoring of production in the early 1990s however was accompanied by a big reduction of staff. Unfortunately, we were not able to obtain information on this.
4.4. Impact on quality of work

Generally, the company works at a high pace. While all of the employees in the design department have regular contracts, all of them have to adapt to a high workload which demands extra hours and the flexibility to adjust to the two collection deadlines during the year, despite their contractual working hours.
Even though this overall workload was very high and impossible to be covered by the contracts, employees described the job as ‘quiet’. This corresponds to other interview partners in ‘design’, where the workload also was described as constantly ‘high’, but the perception of stress was mainly the perception of pressure to be creative. In this respect, working life at MENSWEARCO could be interpreted as being ‘quiet’.
5. Changes of work organisation 
5.1. Content of work, cooperation, managerial control, spatial aspects (distributed work, workers‘ mobility), role of customers (including changes)

The most significant change in the design department is the introduction of the position of product managers. Both product managers are designers. Before the introduction of this position, product development was done “freehanded”, like the manager stated, which means that there was no formal position for this responsibility. Product development was rather something which took place in close interaction of management and design. The introduction of the position of product manager and the fact that both product managers are designers show the increase of importance of design as a core competency of the company. Not only by title, ‘design’ has become a management function, the increased importance has also found expression in this new position. 
At the same time, the design department has been spatially split between “higher” and “lower” design functions. Except for the three designers themselves, the department has been moved to the new logistics center.

This was facilitated by the shift to information technology based communication. This shift had taken place already with the offshoring of production to Eastern Europe. Offshoring also required integrating e-mail as the main means of communicating production patterns. This made it easier to also abandon face-to-face contact between the different levels of design itself and to spatially separate lower and higher design functions.

Even though the pattern maker is a technical assistant to the designer, he is highly involved in shaping the product.

Mr. L: “The pattern maker is important because I as a pattern maker have to know what to change if I realise the design in different sizes. Once, we had big problems with oversized products. Some customers complained, so I had to visit the customers, because the sales agent can not really explain what the customer wants... They said again and again ‘This has to be changed here and here’, but I wasn’t able to understand. So I travelled to Vienna myself. The sales agent and I went to the customer together and talked to him, and then for the first time I understood what he wanted.” (Pattern Maker, 906-915)
5.2. Organisation of working hours, differentials in working hours between companies, temporal flexibility (including changes)

At MENSWEARCO, working hours are very much determined by demand. Besides a rather high amount of working time all year, extra working hours are very common for four months of a year to cope with the deadlines for the two annual collections.
Actual working time is checked by a time-punch machine in the case of pattern makers and assistants, not checked upon in the case of designers. 
5.3. Functional flexibility, teamworking (including changes)

Within design, responsibilities are distributed due to different parts of the production. For example one designer works on trousers and ceremony clothing, while others work on suits or casual wear. The pattern makers have a similar division of labour.

Designers are responsible for the concept of products. In order to do this, they have to communicate with marketing, which has knowledge of the sales markets.

Mr. K: “As a designer you are expected to permanently have an overview of the market. You need to know what Russia needs, what Poland needs, what France needs. For that, it is very important to talk to the sales agents, to get feedback from them.” (Product Manager, 308-312)
The pattern maker realises the rough product design into a pattern for the CAD system. This is a task which needs knowledge of design as well as technical knowledge and craftsmanship. He is aided by his assistants.
Even though tasks and product categories are distributed among the designers, they work together when it comes to a company profile as a fashion profile. A consistent appearance of the products is important for the company.

5.4. Impact on quality of work

The relocation of the logistics department together with parts of the design department and the outsourcing of production to Eastern Europe have had impact on the quality of work. While the outsourcing of production has already led to the increased use of information technology, this in turn has made it easy to spatially split the lower from the upper functions within design itself. This has led to a decrease in face-to-face communication and the decline of importance of subordinates because of further removal from decisions. The lower design employees did not like being localised in a spatial distance to the headquarters.

For the leading design positions, work quality has changed through a higher market orientation as well as internationalisation and the increasing importance of functional features of textiles and clothing. This led to a higher demand on fashion and technical information. The consequences are a higher workload, forcing the designers to follow the developments in men’s fashion and textile production more closely. Another consequence of this was a growing importance of their positions.

These processes were mainly appreciated by the product designers, because they gained influence on the resulting product. 
Generally, speed of production, work hours and stress have increased. High workload, long work-hours and the need to place successful products were taken as something ‘normal’ by the employees, however.

Mr. L: „There are four months which are stressful, and then two months are a little more quiet, where you can go home, I’d say relatively, on time. [...] Two times in the week I go running, I have to do something for me, and then I have the intention to go home on time once a week. I go running on the weekends, so that doesn’t interfere with my work. When we have stress, when something has to get finished, I cannot lay that off.” (Pattern Maker, 749-756)
The high workload also has consequences on the gender dimension of the designers. The female designer pointed out that it is impossible to combine a job as designer and career with family planning.
Mrs. S: „The designers I know that are of my age are all not married. Mostly they are women, and the women who have got a child don’t work anymore, none of them...”

Mrs. N: “Not anymore?”

Mrs. S: “Not anymore or on the level of a tailor.” (Designer, 808-814)
This statement of the female designer corresponds strongly with other interviews of creative workers. The high workload as well as the necessity of flexible working hours generally strongly intervenes with family needs or any personal engagement in social life.
6. Skills, knowledge and learning
6.1. Formal skill structures (including differences between men and women) and actual skill needs

The jobs of designers formally require a college education, which is normally attained at a vocational college. The qualification for pattern makers and tailors are attained in a vocational training system. At MENSWEARCO, however, one of the designers is a pattern maker by education, while the pattern maker we interviewed is a tailor by education.
The position of product manager has recently been introduced to MENSWEARCO. The product managers are designers, commonly with an education from ‘typically’ a technical college, which shows the increasing importance of design to meet certain market demands. As was emphasised by the product managers themselves, it is not really a matter of course to have designers as product mangers. Often these positions are held by people with a background in marketing, e.g.

The position of product manager has a lot skill-requirements which are not genuinely part of design, but also contain marketing, management and textile knowledge. It is typical for MENSWEARCO that the product managers have a very strong position, and being also involved in design, have a lot of different responsibilities.
“The product manager works on a variety of levels, from the knowledge about production and the material to market-knowledge, what sells in Russia, in Finland. He also has to know how to present the company, like in marketing, via the press. Nobody can decide better than the product manager what a suit has to look like, how the sportswear jacket hat to be photographed in order to look attractive, and so the job here is very versatile, more versatile than in other companies.” (Product Manager, 605-613)
Regarding the gender difference, it is noticeable that one of the two product managers is a tailor by trade, while the female lead designer has a college background in design.
With computer-aided design and the growing importance of e-mail communication, particular and generalised computer skills become more important. Thus, the company encourages and funds training. 
Despite all formalisation of work and outsourcing, the implicit skills of the pattern makers are important to the company. The high output of the company is not only a result of outsourcing and new technical production methods, but also of a reliable staff which is capable of realising a high number of designs routinely. This requires tacit knowledge.
6.2. Knowledge intensity of the different tasks, standardisation and formalisation of work

As described above, the intensity of knowledge has increased due to the use of information- and communication technology. Another factor contributing is the increase in market orientation and the growing complexity of the international clothing markets and production systems.
6.3. Learning opportunities, training policies 

The middle levels of design, the model-makers, have had access to schooling in basic computer skills and courses concerning the design-software, which is constantly evolving.

Besides that, there are no special training programs in the company. People update their skills on the job or on their own initiative. The pattern makers have an association which is involved in educational activities and also organises field trips to gain an insight into the clothing industries of other countries.
Mr. B: “You said you are member of a business association of pattern makers?”
Mr. L: ”This is not a business association, it is more something like a club.”
Mr. B: “A club?”
Mr. L: “It is going to be a registered association soon. [...] Two times a year we meet at fairs and then we go on excursions. We were in Italy... In Italy, Portugal, Spain we have friends whom we meet and visit companies. How do they work, what do they do? Last year, we were in China, for example. Got to know China, the Far East, also visited companies. How do they work, what motivates them?” (Pattern Maker, 758-774)
This interest in developments within the clothing industry can be interpreted as a token of the high motivation of employees. It also shows how the company profits from the initiative of its employees. Although the topics covered might not be of immediate use to the company, these activities are valuable in a long term perspective. This example also shows how global developments are of interest to mid-level employees in the German clothing industry.

6.4. Impact on quality of work 
The clothing industry and particularly design is placed in a constantly changing environment. Besides basic technical skills, employees have to organise learning themselves. In higher positions, they can make use of company resources allocated for that purpose, e.g. to visit fashion fairs. 
The switch to computer aided design happened in the beginning of the 1990s. Since then, the skill profile of design and pattern making has changed profoundly. Particularly the pattern makers have regular schoolings in order to stay up to date with new software. Besides that, they also have the opportunities to attend schooling in office software. 
Basically, this constantly changing environment makes the job more diverse and interesting, according to the employees. Although the intensity of the work profile has increased in the last years, the image of the “designer” has remained highly appreciated.
7. Industrial relations & regulations

7.1. Forms of workers’ representation

According to the local union expert who is responsible for the company, MENSWEARCO has a works council with seven members. The wages as well as the working hours are regulated by pay scale. There are no major conflicts between the works council and the management known, because up to now no legal measures between the works council and management were initiated. Minor conflicts occurred, e.g. there are by law four negotiations of the works council per year at MENSWEARCO one to two negotiations take place per year. The relations between the works council and the union have been considered as good. Direct contacts exist, because the shop chairman of MENSWEARCO is member of the local executive office of the union. The organisation level of the employees is relatively high: approx. 40-50% of the people working at MENSWEARCO are members of the union. 
7.2. Information and consultation, issues of negotiations

The national union expert stated that traditionally the designers are not organised in the union or works councils. In the field of design mainly “soloists” (National union expert, 779) are working, which are according to the expert less interested in collective action. 
The field of design in the clothing firms is always a little bit nebulous and behind the curtain, still. There are not the very best contacts between the works councils and the, in quotation marks, the artists. (National union expert, 144-147)
Furthermore the labour contracts which were bargained between the unions and the employees were not very attractive for the creative professions. Nevertheless the employment conditions generally are insecure for designers, freelance work is very usual. 
But what we can witness time and again is, that time and again design jobs are given out… and that in principle only the end products are looked at and ‘we take it or we don’t take it’.. (National union expert, 147-150)
Following the opinion of the union expert, if creative workers are interested in collective work, individual biographic experiences lead to that: 
Who in the field of creativity holds a book of the union in the hand; there something must have happened in the company. (National union expert, 773-775)
However, looking at the case of MENSWEARCO, the designers have fixed employment contracts implying relatively secure working conditions, although the work load is very high. 
7.3. Impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement

According to the interview partners, the impact of national and European regulations is not observable. The local union expert stated that the firm acts conform to the law, any further incidents were not known.
7.4. Pressures on regulations and national institutions

At present, the firm is the only firm of the clothing sector in the region as the local union expert explained. Although being a relatively small firm, the firm offers 10-15 apprenticeship positions per years in the fields of office work as well as distribution and logistics. Further influences on regional or national institutions could not be observed. 
8. Conclusions
8.1. Basic characteristics of the case

MENSWEARCO is an example of a successful restructuring in a difficult environment. This is noteworthy because it is placed in a sector which is typical of traditional industrialisation and had serious economic problems until the turn of the century, especially in Germany. 
In an environment of different markets, the company has found a new balance, which not only ensured its competitiveness, but also enabled it to expand to further sales markets: It has offshored production to low wage countries in response to the newly formed international labour markets. It has taken advantage of an internationalised and diversified supplier’s market and it has developed its own core competencies in the business functions of design and logistics. 
In this new configuration and a changed environment, the company has come back from a position under pressure and now tries to get more control even of parts of the value chain, in which it is formally not involved anymore. It exerts influence on suppliers and is actively involved in sales and marketing, a business function, which was traditionally not within the scope of the company. This process can be called “partial verticalisation”.
MENSWEARCO has acquired characteristics of a modern enterprise, which seems to be contradictory to its tradition and industrial roots. But work at MENSWEARCO today is technology based and even though it has preserved qualities of craftsmanship, it is also knowledge work and communication is coming more important in all respects.

8.2. Significance of the case for various WORKS research questions

The example of MENSWEARCO is significant for WORKS because it is a genuine case of value chain restructuring. Only by splitting up business functions the company was able to lower costs in some segments and modernise and emphasise others. After offshoring and focussing on core competencies, there has been a counter movement in which the company tries to enact more control of the now formally independent business functions of textile production and clothing production. The company now is in a position of economic strength instead of retreat. This shows that value chain restructuring is not one-dimensional but rather a rearrangement of different business functions, which always have to be balanced.
The case study also shows how middle-sized German companies are affected by the merging of European and global markets. MENSWEARCO is an example of a company which has faced competition on an international level. Still, it has not only survived but is a winner of globalisation because it was able to transfer its concept from the German clothing market to the European level.
8.3. Impact of restructuring on quality of work and quality of life

Regarding the quality of work, restructuring and modernisation has had the effects of an intensification of technology, particularly computer technology, an increase of knowledge intensity and a massive acceleration of production, which in turn raised productivity significantly. This led to a higher workload for employees.
Although all interview partners stated that they particularly appreciate the interesting character of their work, it cannot be overseen that stress and pressure is also increasing. Even though aspects of work appear quite modern, this leads to more pressure on private lifes, leading to traditional career paths: Work is dominating personal life, women are in subordinated positions despite better formal qualification and family-life is difficult, particularly for women.
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�	 “Textiles“ as opposed to „Clothing“ in this context means the fabric itself, which in turn can be seen as the raw material for the production of clothing. While the production of textiles and clothing used to be controlled by the same actors in the classical industrial production model, they have separated later on, mostly due to the different characteristics of work in both fields. While the production of textiles still relies on inexpensive labour and high standardisation, the production and distribution of clothing also requires a fair amount of higher-level work which cannot be standardised.





