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I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

According to the WORKS case study matrix, the German Eco Clothing Company case study represents the business function logistics within the global value chain. As a mail-order enterprise the development of logistics plays an outstanding role of the company’s self-image. The WORKS partner in Portugal is covering the business function production of the same value chain (see Portuguese organisational case study report production). 

Because of the high profile of the company in Germany it was very difficult to get access to the company. Apparently the company has been analysed frequently by researchers because of their serious attempt to organise the whole production pattern as well as the working structure with a strong focus on the concept of a sustainable development. In academic debates on the transformation of the actual economic practise towards sustainable production patterns, The Eco Clothing Company became an esteemed company in the discussion. The company also received a number of prices for the company’s philosophy as well as for specific projects. 

In order to manage the organisational case study, four interview partners as well as one group interview with three interview partners were conducted in August 2006. Because all interviews had to be performed in one day, the whole ITAS-Team went to the company. According to the research question the interview partners were selected by their different organisational functions in the company. The interviewed persons included the head of the department of product management (contact person, male), the personal manager of the company (female), the head of the logistic department (male), one representative of the work’s council (female), three workers from the logistic department (all female).

II. GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of:

· The companies involved: the company the Eco Clothing Company was founded in 1976. The central idea of the founder was to create clothing especially for babies and children, which should be produced in an ecologically and socially sustainable way. Later the company started to produce clothing for men and women as well as textiles for interior decoration (to a minor proportion). 

· The business function: The Business functions of the company, which generally can be regarded as representative for the German clothing industry, are design, logistics and management. The ITAS-team was only interested in covering the business function logistics.

· The units covered: human resource management, product management, department of logistics (two organisational levels), workers council

· Products and services: Basically the company produces clothes for men, women and children as well as textiles for interior decoration with a high ecological standard. As a special mail-order company the services are strongly costumer oriented. Therefore the company has established a monitoring system in order to learn continuously about the costumer’s needs and tastes. Besides the mail-order system the company keeps three shops in Germany.

· The restructuring: In 2001 the company was overtaken by Europe’s largest department store and mail order group. Although the conceptional independence of The Eco Clothing Company was supposed to be obtained, the company had to face organisational restructuring processes as well as a loss of economic independence.

· The period of restructuring (when): In 1997 and in 2000 the company suffered two major crises, where employees had to be dismissed. After the takeover in the year 2001 the company was managed according to a strong economic concept (reduction of employees, reduction of the variety of products, technological rationalisation). After three years the financial crisis of the company seemed resolved. In the following years the company had reached economic growth and started once more to enlarge its scale of products. In the last two years the company started to elaborate its concept of modernisation (concept of human resources, offensive strategies towards the markets, deepening the ecological and social concept of the product line).

· Numbers of workers in the companies: In the year 2006 the company employed 240 employees. In the department of logistics the main proportion of the employees were female. 

· Geographic spread of value chain (countries, regions): According to the statement of one interview partner the company has its geographic focus of production in Europe (80%). But because of specific materials (mohair, alpaca, silk, cashmere etc.) the company also supports projects in South America, Africa, China and other regions worldwide (20%). Basically the relationship between the company and the producers of raw materials are project oriented with long term perspectives. Partly the design, the sewing work etc. take place in different parts of Europe (Portugal, Bulgaria, Rumania etc.). Because of the high standards of the products the relationship with the costumers is long term oriented with guaranteed stable purchasing rates. 
III. CASE STUDY FINDINGS

3.1. Company and value chain (re-)organisation

Basically the restructuring process of the company can be described as a long term process of modernisation, which is still going on. In 2001 the company was taken over by Europe’s largest department store. According to the information of all interview partners at that time the company suffered a deep economic crisis. Already in 1997 the company had been displaced nearly one third of the whole staff, then in 2000 another 80 employees had been displaced. The interview partners have identified the strong orientation on ideological concepts without considering economic strategies as the reasons for the deep problems. The founder and owner of the company, who was highly appreciated by the interview partners, had a strong influence on the ideological and normative concept of the firm. Therefore the choice of the employees, the management structure, the organisational structure was based on these concepts. The rapid economic growth in the beginning of the 1990s was rarely reflected in a strategic economic logic but as the success of the normative concept. Therefore the owner reinvested the profits into new projects in many countries abroad instead of realising economic long-term investments into the company’s development. This has been regarded as a visible management fault, because in the following years the success on the markets decreased and the company entered into a deep economic crisis. In order to save the company the owner finally had to look for a strong economic partner. Therefore the turnover generally was considered as highly positive by the employees of the company because it seemed to be the only chance to keep the company. 

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

After the turnover the formal structure of the company changed completely. The Eco Clothing Company as a family owned company became an affiliated company of a huge shareholder valued enterprise. After the turnover the Eco Clothing Company lost completely its economic autonomy, although – as one interview partner stressed – the autonomy didn’t exist any more after 1995, because the dependency to the banks already influenced strongly the operational management of the company. 

The organisational structure also changed after 2001. Whereas before the turnover the owner-manager was the highest level of the organisational hierarchy, the new management consists of two executive managers, one from the mother company and one from the internal organisation. Both established rapidly an economic plan of emergency, which succeeded in the following two years.

As a core activity the logistics department has been modernised according to the logistics department of the mother company. With new information technologies, a new documentation system as well as a modified involvement of the employees and workers the department of logistics was re-organised in terms of effectiveness and a better outcome. The productivity rate per person was nearly doubled in the following five years.

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

According to the business function logistics the case study does not offer aspects of spatial changes of the value chain. 
The turnover basically affected the business function logistics in the internal re-organisation of the department. As described above, dismissals, the implementation of new technological systems and a new concept of human resources (focus on up-skilling processes, total quality management, strong costumer-orientation) was introduced in a long term and participative process. 

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

The contractual relations as well as the power relation between the companies of the value chains remained stable after the restructuring process. Because of the high ecological and social standards of the product management of the company, the contractual relations in terms of long-term relationship, trust, systems of payment, cooperation and knowledge transfer are based on contracts between the partners. Furthermore the ongoing development of new textiles and new materials does not allow – according to the statements of the product manager – to beat down the prices constantly. In contrast the technological development of new materials, the complex design of the fashion etc. focused very much on stable, cooperative and creative relationships between the company and the costumers.

3.2. Functions and overall workflow in the value chain
After the turnover the perspective on the business function ‘logistics’ has changed in terms of an internal re-organisation of the department ‘logistics’ in the company. As the business function is one of the core activities of a mail order company the orientation toward increasing productivity and effectiveness seemed an important objective of the new management. 

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

Generally the logistics department of the company is responsible for storing the goods, sending them to the costumers, holding the correspondence with the costumers and organising the reception and documentation of the goods which return to the company. These activities are positioned towards the end of the (global) value chain. Deliveries of the products as well as the whole costumer service therefore are activities, which creates the relationship to the costumer. The increasing market orientation and the ongoing process of defining new products also have impact on these activities. For example the material of the packages, the innovative form in tying them up according to ecological standards have been mentioned positively in different statements of the interview partners. 
While these general functions of ‘logistics’ have not changed due to the restructuring of the whole value chain, internal and external workflows have changed. On the delivery side, the workflow became more effective in terms of costs of transport and rebates because these activities now are incorporated into the transport system of the mother’s company. This lead to a significant cost reduction.

Internally the work flow was revised with the support and expertise of the mother’s company. Computer systems and the documentation system of the mother’s company were widely adopted in the company. According to all interview partners this change was considered as an improvement for the work flow. 
This was not the case for a technology-based repository, which also was proposed by the mother company. This repository would have changed the working places into simple and standardised work profiles, which was clearly declined not only by the workers but also by the head of department and the management of the department. 

In sum the changes of the internal work flows were organised with the participation and with the working experience of the employees in the department. Therefore social aspects of work became an important aspect in organising the workflows. 

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

The whole value chain is mainly spread over Europe; some parts are in nearly all continents. Principally based on projects worldwide the production has been initialised by the company, whereas the business function management, logistics and partly design takes place at the headquarter in Germany. All products are in the storage depot of the company, where they are delivered to the costumers. Customer service and the call centre also are located at the headquarter of the company. 
After the turnover the geographical structure of the companies has been maintained. There was no change of the spatial division of labour along the value chain.
3.2.3. temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring
In the clothing sector the work load strongly varies over the course of the year. Particularly in the mail order branch the time peaks emerge through the two main collections, which are presented by the catalogues. According to the interview partner’s statements another peak is before Christmas. Furthermore the company has started to publish small catalogues between the main collections. 

Thus, while the peaks are more or less predictable, the requirements of additional staff members can be organised. But generally the department relies strongly on temporary employment.

Generally there were no visible effects in terms of temporal aspects of the workflow. 
3.3. Changes of employment 
3.3.1. employment (categories of workers, basic gender relations, employment contracts) including changes

In 2006 the company employed 240 men and women with fixed employment contracts with 37,5 hours per week. The contracts of the employees of the call centre, of the client services, the logistic department as well as the employees in the shops were oriented on agreed wages, whereas the employees of the management and product management had individual contracts. The headquarter of the company in B. included the business function ‘marketing and management’, ‘design’ as well as ‘logistics’. Therefore the employment structure of the firm implied white collar workers as well as blue collar workers. Although the profiles of the jobs in terms of qualification, performance and tasks are quite different, all people were working in the same building, which has been constructed twenty years ago according to specific anthroposophical aspects (wood construction, light and enjoyable atmosphere, warm colours etc.). 

Especially in the logistics department the number of the workers varied because of the off-peak times during the year. In off-peak times the company worked together with additional employees and offered them temporary employment contracts. In the case of strong peaks i.e. before Christmas or after the catalogue has been published, the company also worked together with a temporary employment company. Since two years the number of the employees has increased slowly and steadily. 

The company has two administrative directors. This formal structure was imposed by the mother company, which should guarantee a strong control function. Therefore the company decided to look for a female administrative director in order to have an equalised management. The second position of the director was vacant for nearly one year, because it was difficult to find a woman for this position. This example showed that gender equality plays an important role in the company. In May 2006 the company got the audit ‘Job and Family’ by the German Ministry for Family, Seniors, Women and Youth. 

“And now we are organising a lot of projects dealing with this topic: there is the thematic emphasis on health management, but also topics around the compatibility of job and family, flexible time schedules once more is an important topic…… well, it is a big topic, on which we like to deal with” (Personal manager, 456-460). 
Because cultural images of healthy wealth, nature, leisure time, families, happiness etc. are playing an outstanding image of the products, these cultural values are also implemented into the company’s philosophy and conversely. Therefore these cultural values are also integrated into the normative categories of working and living in the firm. 

Especially from the interview partners in leading positions the representative image of the products as well as the specific societal values of the clients were emphasised strongly. The idea was to realise a close link between the high ecological and social standard of the products and the working conditions of the company. It was further stressed by some interview partners that the product’s lifestyle is a challenge for the company’s production and working pattern. The creation of new products, materials, textiles and its high standards of quality should have to be reflected by its employees. Therefore the strategic objectives of the company are to assign specific niches of the market with the realisation of this specific value towards internal production pattern.

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

All interview partners agreed fully on the employment conditions of the company. Permanent contracts, temporal flexibility for women and men (ITAS-team met only women with part time jobs) as well as the possibility of further educational training have been described as the main aspects. 

In the last three years the concept of Human Resource Concept has gained importance on all organisational level. The key word here has been ‘responsibility on the job’. 


“…..the objective of the human resource management is that the employees work and act in a responsible and reliable way, that they really feel responsible for their tasks and decisions within the company and that they know exactly their contribution for the company….” (Personal manager, 435-438). 

The Human Resource Concept has been considered not only a managerial strategy but also as an organisational indicator for change in the logistic department. For the employees in leading positions this concept implied new strategies of human resource management. True to the motto: demanding and enhancing the employee’s needs, it implied to find the ideal context of stimulating their productivity. And on the side of the employees the concept implied the possibility and the demand of the individual performance in the job. According to the personal manager the objective was to offer “the working place as an important basis of the personal development” (452-453).

Thus the concept was established as a top-down and as a bottom-up concept with the strategic objective to improve the productivity of the employees. Generally the employees agreed with the concept because it offered major possibilities of self organisation and temporal flexibility.

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

The Human Resource concept basically touched the temporal organisation of the logistic department. The idea of self organisation between the groups (20 workers with one group responsible) changed the formal working organisation with its fixed guidelines toward a communicative model, where the guidelines should be transformed into weekly time schedules. Because of the strong differences of the workload the time schedules differ significantly from week to week or month to month. 

“…As I just told you, last year in April or May we started with this model, at the very beginning it was a little bit bumpy, but now I have to say, in the meanwhile the employees are dealing with this model critically….. Of course there are conflicts and problems, but it is the social aspect between the employees, which actually is more present now….” (Head of logistic department, 176-185).

According to the statements of the interview partners this model implied a continuous communication process about the workload, the organisation of the next working steps, forms of social solidarity and at least about the individual responsibility of the “people, who all are sitting in the same boat” (Head of logistic department, 199). 

Because of the economic crisis before 2001 and also during the turnover the employees were highly afraid of loosing their jobs. At least, nearly half of the employees of the logistic department have been released. Thus maintaining the job can be considered as the main goal of the workers before and after the turnover of the company. The two years after 2001 all the organisational strategies, which were implemented by the management, generally were supported by the staff as well by the staff association. The economic crisis and the insecurity about the company’s future played an important role in accepting the new managerial concepts. 

All interview partners agreed in a long-term and integrative process of change, where all participants had the possibility to take part and create the process according to their individual needs.

3.3.4. impact on quality of work

Especially the aspect ‘quality of work’ was reflected by a comparative view to other companies. Most of the interview partners already worked in other mail-order companies. In particular the workers in the logistic department appreciated the qualitative aspects of working life in the company very much. The descriptions were all-round and included the enjoyable atmosphere of the building, less technology than in other firms, therefore more complex working pattern and at least more social contacts. The workplaces of other big mail-order companies were described as huge and highly mechanized storage buildings, where the employees only have to operate with machines without having any social contacts. 

“….especially for us, because we are not accustomed to such buildings….so dark spaces….so high rooms with assembly lines and technology…..(team responsible 2, 433-435)
Another important aspect related to quality of work is the increasing intensity of the work load. With the economic growth in the last two years the intensity of work has increased. But according to the interview partners, through the new technological system, the new documentation and return system, working has become more effectively and less exhausting for the workers in the logistic department. Both, the team responsible as well as the head of the department logistics, agreed in the broad participative processes during the introduction of the new technological and organisational system. The strategic idea was to change the different systems of logistics with the involvement of the employees. Therefore the process was organised as an open process, where the labour was reconsidered as a qualitative aspect of the working processes.

“….Yes, well, the technology insofar, that we aren’t on the highest level of technology. Simply we said no, we also like to consider, where it makes sense to introduce new technologies, but for us it is very important, that the employees are regarded as employees, with other words that they keep their own responsibility. That means not only bring one product from A to B, but also to feel the own responsible part in their working processes. That they consider what they can improve from their perspective, but not only from a technological perspective…” (Head of department of logistics, 100-106).
Respecting to the quality of work the turnover didn’t indicate the loss of qualitative aspects. The normative orientation of the company towards ecological and social standards also had been reflected both in the new documentation systems as well as in the technological level, which had been introduced. According to the head of the department the mother company wanted to introduce another logistic system. This technological system would have changed the working profiles towards highly tayloristic oriented working pattern. In order to remain the work structure more complex and less boring for the employees the company decided to introduce a working system with the participation of the workers. Nevertheless the productivity per person has increased and the workers are working more effective. 

At the same time the compensation of extra-working hours now is part of the time schedules, which has been worked out weekly and as a long term plan. 

Generally all interview partners from all organisational levels agreed on the high quality of work conditions in the company. This quality of work implied a lot of aspects as it is described above, and can be summarized as the recognition of the employee’s performance as an important part of the whole production and working process. 

3.4. Changes of work organisation 

The changes of work organisation can be described as a shift from a formal working structure towards a total quality management. This shift has been analysed and discussed intensively in the sociological literature as a tendency to self organisation of the working structure especially in the service sector. Generally these concepts have been discussed in the production sector already in the 1970s and 1980s in order to improve the working conditions as well as to increase the productivity of the worker’s outcome. 

In the logistic department of the company the organisational changes took place after the turnover. With the strategic objective to increase the productivity several changes have been established in a long-term process: the introduction of a new technological system (IT-system) and – as described above – a new Human Resource Concept, which can be considered as a new organisational concept within the company.

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

The activities in the logistic department included the logistics of outgoing products, the return of products, the preparation of the invoices, the documentation of the products and the mail-order itself. In the logistic department around 80 workers were employed in the last year. Generally the department had four hierarchical levels: the workers, the team leaders and the group leaders and the head of the department. According to the interview partner the relationship between the hierarchical levels as well as between the colleagues was cooperative. Because of the efforts of the company in creating social and human working conditions, the impression was that theses efforts have been appreciated by the workers. 

As described before the managerial control has been shifted from a more formal or a paternalistic control (very often the interview partners mentioned the owner of the company, who tried to know personally the workers in the logistic department) to concepts of self control or in this case social control. At the very beginning the shift to the new Human Resource Concept has created a lot of conflicts among the employees, because the objectives of the company became a matter of interest for the teams, for the groups and for the whole department. Therefore control became on the one side a strong impact for creating self responsibility of every single worker. On the other side the social control also became more and more important. 

“….there are –of course - always some problems between the employees, where one employee complains about his colleague, what’s going on with you? Now you have refused to work for the third time, can’t you come this time? Now there is this social aspect among the colleagues… “(Head of department logistics, 180-183).
Although social standards have been reserved, the new Human Resource Concept expected from the employees a clear engagement regarding the economic success of the company. On all organisation levels this normative expectation was always formulated by the following topics: active costumer orientation, personal responsibility for the own activities, awareness of the own contribution within the company’s output. After the turnover the change of the normative principles gained importance for the whole staff of the company. Very often the interview partner mentioned the ideological orientation of the owner, who was more interested in the development of ecological and social standards than in economic key data. Therefore the crisis was interpreted as a managerial failure, which should be corrected and adapted to “more realistic” market procedures. Mainly the interview partners with managerial tasks agreed strongly on the importance of the new market- and profit-oriented concept, which has been introduced after the turnover. 

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

In the department of logistics the employees started working in the morning at 6.30 a.m. until 3.15 p.m., on Fridays the regular working time finished at 12.15 p.m. Since two years in all working groups different models of working time were introduced, which were adapted to familiarly needs. As a typical German phenomenon part-time models were enlisted basically by female employees, although the company offered these models to both sexes. According to a team leader statement mothers with babies and little children were using intensively these models and after some years the company offered them to increase slowly their temporal schedules.

As it is typical for a mail-order company there were different peaks of work intensity during the year (before Christmas and before the catalogues have been distributed to the clients). Therefore the temporal working schedules differed very strong and had to be organised and planned flexible. From the head of department the team leader were receiving the so called “planned temporal schedules”. With this schedules they had to organise the weekly and monthly working hours. The most negotiated day was Friday, in the case of extra-work some or most employees had to stay longer than 12.15 p.m. Mostly before Christmas the employees also had to work on Saturday. Because of the voluntary commitment of the employees on that system, ideally there should be a balanced system for everybody. The working model was closed up every year, whereas the employees have the opportunity to decide whether the extra-hours will be recompensed by money or by holiday. More than 21 minus-hours were cancelled at the end of the year. Generally this procedure was regarded as a gift from the company.

The organisation of working hours in the logistic department implied the successful interaction between the market demands, the different temporal working models of the employees as well as the (complex) management of short term and long term planning. After the turnover this interaction was built up on the new Human Resource Concept, where communicative processes between hierarchical levels, the awareness towards the client’s and toward the market’s needs as well as the individual commitment of every single employee were strengthened. Apparently most of the employees agreed fully on the new organisational system.
3.4.3. functional flexibility, team working (including changes)

Generally, the productivity per employee increased significantly after the turnover. After the dismissals the same volume had to be covered by a smaller number of employees in the department of logistics. This was on the one hand the result of the introduction of the new technology and the documentation system but on the other hand the result of the new Human Resource Concept, which had been introduced. The introduction of the temporal and functional flexibility can be evaluated as successful.

Temporal flexibility can be considered as one central organisational aspect in the company, whereas functional flexibility has been mentioned as an aspect of choice. In order to increase the productivity of the department the mother company proposed a logistic system with a high rationalised working standard. This system was neither approved by the management of The Eco Clothing Company nor by the employees of the logistic department. The argument was to maintain more complex and comprehensive working chain in order to keep the work interesting and joyful for the workers.

3.4.4. impact on quality of work

In sum the re-organisation of work, which took place after the turnover in the department of logistics implied new forms of temporal flexibility and tried to maintain pattern of functional flexibility. Team work and strong aspects of self organisation within and between the different hierarchical levels has been organised.

“……but we do not work in terms of individual profit (Team worker 1, 389).

Interviewer: “But?”

“……we are working in terms of quality…” (Team worker 2, 394)
In spite of the high increase of the productivity in the logistic department all interview partners agreed on the continuation of the high quality of working conditions in the company. According to the statements of the interview partner the participative aspects of the new organisational pattern as well as the integration of the employee’s rights have led to a high commitment and to a high acceptance of working conditions.

3.5. Skills, knowledge and learning
Advanced training, skill and learning on the job were topics, which seemed extremely closed to the new concept of Human Resources. On all organisational levels the training on the individual performance of the employees played an outstanding role in the different discourses. These statements correlated strongly with the philosophy of the company, which represents a high amount of social, ecological and political engagement. Therefore the quality and the image of the products always seemed to be the bridge to the clients as well as to the public. 

3.5.1. formal skill structures (including differences between men and women) and actual skill needs
In logistics department the employees on the lowest level are unskilled worker, who have been trained in the company. Generally the team leaders also have been trained and have been specialised in their activities in the company. When they have proved themselves they had the opportunity to work as a team leader with personal responsibility. The group leaders generally had a specific apprenticeship in the logistic branch, whereas the head of department had an operational education. 

According to the statements of the head of the logistics department the basic needs were the physical capacity to stay on their feet the whole day, because the job needed to walk a lot during the day. Furthermore for him it seemed important to understand the logic of the whole movement cycle in order to work creative and flexible. And last but not least every employee should –according to the statements of the interview partners with managerial functions – identifying him or herself with the high quality of the products. 

Regarding sexual inequalities between the hierarchical levels, a balance between the sexes could be observed. In the last years there were a lot of personal changes and also in the highest hierarchical levels women were represented in the company. Equality between the sexes was considered as one objective of the company’s philosophy. 

3.5.2. knowledge intensity of the different tasks, standardisation and formalisation of work, learning opportunities, training policies

The knowledge intensity of the different tasks changed visibly for the less qualified employees as well as for the qualified employees. After the turnover the products have been incorporated into a new documentation system, which facilitated the work to a high degree (statements of the team responsible): there were less ways to walk, a better overview about the products as well as an easier procedure in finding the products for sending them out once more to clients. 

The less qualified employees had to understand and to handle the logic of the new documentation system, which implied a change of the working routines. Furthermore because of the organisational changes of time schedules the communicative processes, arrangements, weekly meetings etc, became part of the working schedules. 

The higher qualified employees (level of group leaders, head of department) also had to adapt their working profiles to the new documentation system, they had to manage the increasing productivity in the department and they had to face the implementation of the new Human Resource Concept. Therefore the company offered workshops and vocational training courses.

“……I can…   I see what changes are going on. We recently organised two workshops for people with managerial responsibility on my level…, yes, where simply is a growth on knowledge and awareness that something happens when acting different. How long it takes, that the employees have really understood the essence or the effects of that knowledge or have committed to other colleagues, for what stands the image of the company, I can’t give you the exact figures…..”(Head of department human resources,    ).

The training policies of the company are focused mainly on employees with higher qualification. In the less qualified jobs the training on the job seemed to be the most significant training aspect. This pattern has not changed after the turnover. But nevertheless the possibility of self organising trainings and further education for everybody seemed desired by the company’s management and would be supported by the company.
3.5.3. impact on quality of work 

All interview partners (workers in the logistics department) agreed in the higher quality of work conditions after the turnover. Because of facilitating the work routines the jobs were less exhausting in physical and more comprehensive in psychical terms. This combination generally was appreciated very high as well as the participative involvement of the employees into the processes of change.

Also on the levels of group leaders and on the level of the head of the department the knowledge-based work (standardisation, documentation of working processes) has been increased steadily and has to be integrated into a comprehensive and strategic managerial concept. Although the work became more complex, more differentiated and more self-responsible after the turnover the impact on quality of life has been evaluated equal and to some extend higher than before. 

The distinction between the different levels showed that the expectation toward quality of life was different. Whereas the workers strengthened very much stable, enjoyable and participative aspects on quality of work the high qualified employees focused on aspects like responsibility, autonomy as well as market orientation. 

After the turnover these behaviours were actually maintained whereas strategic aspects like responsibility, market-orientation, and team work got importance.

3.6. Industrial relations & regulations

The company has its own work council, whose position has changed profoundly after the turnover. The work council was directly assumed to the mother company’s work council, where they first took part in the work council of the “special mail-order firms”. Later it changed to the mother company’s work council, where the chairman of the work council (The Eco Clothing Company) was elected into the supervisory board as representative of the “special mail-order firms”. Here he got a wide inner perspective of the whole company. 

Generally after the turnover the power relation changed completely between the management and the representative of the work staff. Especially in terms of strategic managerial decisions (economic key data, control etc.) the influence of the work council has diminished whereas in terms of organisational matters the work council still has certain influence (time schedules, contractual affairs etc.). The council’s work has been described as almost intimate between the representative and the management and is considered as raising the awareness of the management towards the needs of the employees.

“…..already in the first talks about the salary’s structure we had different opinions, because our conceptions about social justice was completely different. That is normal and we make the experience that from a specific level of salary people cannot imagine the importance of having 50 euro or not…..” (Work council, 305-310).
The work council is not involved in the relationships between the company and its customers. Only in the committee about economic affairs generally the normative orientation has been discussed. Because of the geographical distance the work council didn’t see possibilities in an intensive cooperation. 

3.6.1. forms of workers’ representation

The work council of the company included nine persons, whose activities were related to one or two sectors. All people from the work council worked part time for the council, nobody was fully released from work. Every week the council met for an interchange of information and news. There were also regular meetings with the management as well as with the committee about economic affairs. Besides these activities there were meetings with other work councils of companies from other sectors with high ecological and social standards. 

According to the interview partner the relationship with the management was considered as constructive and cooperative. Although she agreed on the relatively high social standards of the company she estimated the active role of the work council as extremely important in terms of transparency and fairness. 

“…..and what I also think is important and I really think it is and my colleagues from the work council as well, is that there should be a minimal understanding of social justice, however you define it. There never will be fully social justice, but that it is at the least, that it is respected to some extend, that people, who cannot speak for themselves and who cannot say: “not with me”, that even they have a voice….” (Work council, 354-359).

3.6.2. information and consultation, issues of negotiations

After the turnover the information and consultation politics changed completely. Especially strategic information from the mother company was communicated without any negotiation process. This arose from the fact that the mother company itself entered into an economic crisis and was steadily changing its inner structure. The crisis of the mother company was present in the interviews and showed the strong dependency of the company from its mother company. Therefore the economic crises with its huge number of dismissals in Germany in 2006 affected the issues of negotiations definitely. 

Very often the interview partners strengthened the dependence of the company from the mother company. That meant that a deep crisis of the mother company also would affect strongly the company itself. The fear of losing jobs actually was still very present and finally didn’t allow discussing any critical statements in terms of strategic goals and changes of economic power on the side of the mother company.

Only one interview partner spoke about contradictions between the normative orientation of the company and the economic interests of the mother company worldwide. By the mother company the outsourcing of all call centres to other countries was planned. The company didn’t agree on these plans, because of the high quality of its products, which should be represented by qualified people on location.

Therefore the strategy was to maintain and to adapt organisational changes according to the own concept whereas the proceedings of the mother company had to be accepted in some way. This strategy was highly recognised by the work council’s representative. She mentioned two examples, where the company defended successfully the own concept. A critical precondition of this strategy is the economic success of the company.

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

According to the statements of the interview partners the impact of national and European regulation didn’t play an important role for the company. As the company itself steadily was improving the social and economic standards, an impact of policy regulation cannot be measured. 

3.6.4. pressures on regulations and national institutions

On the other side the company seems to be an interesting case in analysing sustainable production and working patterns. In order to agree on the certificate “family audit” as a managerial strategy it was necessary to put a lot of effort in organising and planning family friendly working structures. According to one interview partner this process, which is still going on, was extremely difficult. The general question for her was the following: how family-friendly could a company really be? Is this strategy limited by the pressure to act successfully on the markets? Are the problems only a matter of organisation? Because there is less fluctuation in the company the employees are highly accustomed to their working routines, their increasing job rights, so that the implementation of organisational changes was encounting contradictions (see temporal flexibility). 

Compared with other companies The Eco Clothing Company has a certain impact on the political and scientific debate on sustainable production and working pattern. 

3.7. Conclusions

3.7.1. basic characteristics of the case

The basic characteristic of the case study is the specific orientation towards ecological and social standards, which is realised on the level of production pattern (whole value chain) and on the level of the organisational structure of the company. Regarding to this specific orientation the company was founded and succeeded economically to a considerable extend. But for reasons of mismanagement or simply false economic strategies on a long-term perspective the company entered into a deep economic crisis, where many employees had been displaced. 

After the turnover by a transnational corporation the company had to adapt to a strong economic course, which implied the improving of productivity by new technological concepts as well as new managerial strategies. With the turnover the company entered into a strong dependence to the mother company and had to meet internal restructuring processes. During this process the company had to negotiate heavily its normative concept and succeeded after a long-term process maintaining its basic principles of social and ecological standards. 

After two years the company recovered economically and could improve its position on the market considerably. With this positive background the company started once more to develop intensively new product lines, projects and sustainable production pattern. 

3.7.2. significance of the case for various WORKS research questions

From the perspective of the WORKS research questions the case study seems significantly in the following aspects:

(1) The process of turnover seemed to represent the ‘normal’ way of market concentration as it takes place actually: a family-driven company became a daughter company of a stock corporation. Therefore it had to adapt to technology-driven, highly automated production pattern especially in the department of ‘logistics’. New management concepts also were introduced in order to improve the productivity per person. 

What makes this case different and thus interesting is the companys struggle for keeping it’s own identity and cognitive ‘core’ as an alternative company. According to the company’s philosophy this process was arranged as a participative and open process with a strong involvement of the employees. This experience shows that there is not necessarily one way of rationalisation and standardisation of work flows but that there are many possibilities in creating a process toward a higher productivity. In this sense the company seem a ‘best case’ for its efforts in realising sustainable production pattern. 

(2) Although there is a higher proportion of female employees in the department of ‘logistics’ the company cannot be described as a company with the typical segregation of sexes. In contrast there are different temporal models supporting the professional life with children. Recently the company has initiated a campaign in favour of a work-life-concept. Furthermore the female proportion in the management seems equalised. 

(3) Methodically the results of the case study show that different topics like ‘quality of work’, ‘work-life balance’, ‘workers representation’ etc. has to been evaluated according to the qualification and work profiles of the employees. Generally there was an agreement on the strategic orientation of the company but from different perspectives and different long-term expectations. These distinctions seem important in order to evaluate the actual working and living conditions.
3.7.3. impact of restructuring on quality of work and quality of life

The restructuring processes within the company have shown that there are various models towards increasing productivity and improving the economic position on the market. The social and ecological agreement of the company’s philosophy (central part of the credibility of public relation), the participative involvement of the employees, the process as a long-term approach and the introduction of the Human Resource Concept can be considered as the central criteria in order to maintain a high level of work-life balance. As described above the quality of work has been valued variably according to the qualification of the work profile. 
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