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1. 
SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

According to the WORKS case study matrix, the Trouser’s Company case study is characterised as logistics in the clothing sector. The main task of the company are the design, production and distribution of casual clothing. The case study was conducted additionally to the case of the Eco Clothing Company in order to map the changes in the German clothing sector more comprehensively. Consequently, at the end of the report a comparison between both cases is offered. 
In September 2006 two members of the ITAS-team visited the headquarter of the firm, where three interviews were conducted. Furthermore in August 2006, an expert interview with a union representative was conducted. The following table shows the interview partners and their professions. 

	1
	Man 
	Executive board, head of logistics and IT 

	2
	Man 
	Head of quality management

	3
	Man
	Head of logistic centre, Warehouse Manager 

	4
	Man
	Expert interview: union representative, national level


2.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of…

· The companies involved: 

Trouser’s Company was founded in 1888, and produces, designs and distributes men’s and women’s wear with a specialisation in trousers. Apart from the headquarter in Germany, where the development of collections, administration and finance, sales and marketing as well as logistics are conducted, it has an own production site in Romania
· The business function: Logistics
· The units covered: Management and coordination of the distribution of clothing
· Products and services: Coordination of the distribution of clothing from production to retail, including quality management 

· The restructuring: Verticalisation of the company took place over the last years (production, logistics, retail). In this context, logistics has been expanded to a core competence, therefore high investments in logistics (1998 and 2006)

· The period of restructuring (when): New logistic centres in 1998 and 2006. Increasing degree of verticalisation during the last years concerning the lower and upper value chain (production and retail). Logistics is now the core competence of the firm, the restructuring of the firm is a continuous process.
· Numbers of workers in the companies: 

Headquarter, Germany: 745 employees, 150 workers in the logistics department
Production Site, Romania: 600 employees

· Geographic spread of value chain (countries, regions): Germany, Romania, independent production sites worldwide (focus: Mediterranean region, Eastern Europe, Asia), retail markets in Germany, in the Low Countries (Benelux), Austria, Switzerland, Northern Europe 
3.
CASE STUDY FINDINGS

3.1
Company and value chain (re-)organisation:

3.1.1
(Re)organisation of the business function, legal and ownership structures, company boundaries
Trouser’s Company is a company with limited liability and was founded in 1888 as one of the first producers of men’s wear with a specialisation in trousers. Today the company still has a specialisation in trousers, but during the last five years it has widened its product range and now produces different collection lines of women’s and men’s wear. The company focusses on the quality of their products and the whole production process. The concept of “quality” is a strategic principle guiding the whole company. 
The company has been economically very successful during the last years. The sales volume has been constantly rising, in 2005 it reached 204 million €. The annual production encompasses 6.1 million pieces. A rate of 25.2 % of the pieces are exported. 
The overall trend of restructuring at Trouser’s Company can be summarized as verticalisation. Within the firm, restructuring is considered a continuous process, thus it is not possible to identify a single event. In contrast to other branches (e.g. automobile or electronics industry) where a strong fragmentation could generally be observed, the verticalisation of global value chains in the clothing industry was extremely successful. The term verticalisation describes the development that firms coordinate and control the whole value chain from production to sales on their own. Prominent examples for this business strategy ‘verticalisation’ are the so called “new verticals” like H&M or Zara. 
This development can be observed at Trouser’s Company as well. The firm started to control functions of the global value chain. Accordingly, an own production site in Romania was opened in 2002, and two new logistics centres were built in 1998 and 2006. Furthermore, retail has become a more and more important component of the firm’s strategy. The company implemented own sales areas (“store and corner concepts“) in warehouses. As a result the company is able to realize a higher control level in sales. Nevertheless the retailers still have a high economic relevance for the firm, because Trouser’s Company only uses the sales areas of the retailers for their own concepts. 
The head of logistics describes this process of verticalisation as follows: 
„We have diversified ourselves stronger, new groups of products were added and at the moment we verticalise our business. In a sense, we do that since the end of the 90s through the management of own sales areas.” (Head of logistics: 39-42)
In this context, the business function logistics becomes increasingly important. All deliveries to retailers are coordinated by the logistics department, taking into account time restraints and storage requirements of retail. At Trouser’s Company, the business functions logistics has developed to a core competence in order to meet the requirements of the process of verticalisation: 
“So… this is a core competence for us, because the quality of a product includes the quality in delivering the product, in the service finally. That means that we really deliver on schedule, the right amount, the right articles and in contrast to other companies we defined that for us as a core competence.” (Head of logistics: 679-683)
High investments were made; in 1998 and 2006 two logistic centres were built with a high technological standard including a full electronic system. This system in logistics is also used to collect all relevant information of the single product. Knowledge about the origin, the manufacturing, the materials and chemicals used becomes increasingly important. As a result, a comprehensive knowledge management is developed to centralise the knowledge in the logistic system. These technological innovations were correlated with a rationalisation strategy concerning the personnel, so as a general trend Trouser’s Company has “on the one hand a) less staff and on the other hand we have b) more qualified staff” (Head of logistics: 1284-1285). 
3.1.2
(Re)organisational and spatial aspects of the value chain 

Trouser’s Company has its headquarter in Germany, where the product development, administration and finance, sales and marketing as well as logistics are carried out. Furthermore, it has an own production site in Romania, where trousers are produced. Apart from that, Trouser’s Company works with about 40-50 independent production sites which are not institutionally connected with the firm. According to the interview partners, the production sites are geographically spread across the Mediterranean region, Eastern Europe, to a lesser extent South America and recently Asia.
Eastern Europe plays a very important role, because there already exist long-term relationships with Eastern Europe. Recently, there has been a trend to offshore to Asia because of low wages. However, this trend is declining already. Factors like quality, flexibility, small collection numbers and short delivery times are important issues, which can only be fulfilled properly by the production partners in Eastern Europe, although they are more expensive than their Asian concurrents. Last but not least, the geographical closeness is regarded to be still a very important issue. 
Furthermore, Trouser’s Company delivers to customers in 50 countries worldwide, with a focus in Western and Northern Europe. The complexity of the spatial aspects of the global value chain is summarized by the head of logistics: 
“That means we principally obtain our goods on four continents and spread our goods to approximately, I would say, four to five thousands customers worldwide in 50 countries. And that is the central task, we have here finally, the consolidation of goods from different continents with different time zones, different demands at the production sites.” (Head of logistics: 54-59)
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 headquarter of Trouser’s Company is the core of the global value chain, controlling their suppliers and trying to widen their control function to retail by taking over former functions of retail e.g. by new shop concepts. The production sites which are not owned by Trouser’s Company work independently. As the interview partners stated, usually the firm has long-term and continuous relationships with the producers, at a minimum they meet them twice a year personally. But there is also a certain extent of fluctuation. The long-term relationships with suppliers are of special relevance for the firm. On the one hand, they need two to four years on average until a producer is “built up”, that means, until it fulfils the quality demands Trouser’s Company expects. On the other hand, Trouser’s Company intends to influence and control the works and the practices of the producers. This is realised by a constant attendance of own employees at the productions sites in Eastern Europe and through infrequent controls in Asia. This effort is made in order to maintain the high quality standards of the company. “Quality” is implemented by a comprehensive quality management. It is regarded as a very important component of the whole management concept and is realised at all production steps.
According to the interview partners, the German clothing retail trade reorganised in order to reduce staff and stock inventories. For that reasons, Trouser’s Company reorientated regarding tasks and functions of retail. Trouser’s Company increasingly took over former functions from retail, as it developed a “self-management” of the retail-areas realising new shop concepts which work with less personnel. Furthermore it delivers ‘just-in-time’ to compensate the decline of storing capacities of retail and fulfils other tasks which were performed before by retail (e.g. labelling). Thereby the logistic system of the firm is adapted to the needs of retail. E.g. there exist two different complete logistic chains, one for “hanging goods” and one for “lying goods”. Whether “hanging goods” or “lying goods” are delivered depends on the preferences of retailers: Whether the goods are delivered to mail order companies or whether retail needs the goods in the shops on a hanger or not. Two highly complex logistic chains are built up parallel in order to fulfil the specific demands of the retail properly. This example shows that the company became more and more a service provider for retailers. In this context, reliability, flexibility as well as adaptation to the needs of the retailers are important factors for competition and success. 
Retailers still hold a very strong position despite the process of verticalisation the Trouser’s Company has undergone. This leads to high financial investments in logistics and the existence of two complete independent logistic chains in order to fulfil the specific demands of the different types of the retail. This enormous effort is necessary to maintain its position in the highly competitive markets of the clothing sector. 
3.2
Functions and overall workflow in the value chain

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

Generally, the logistics department of the company is responsible for coordinating the whole product chain, as the interview partners explained. In the logistic centres, the goods are stored, manually quality tested and delivered to retail regarding the demands of the special types of retailers. 
Furthermore, the logistic system is used to install an extensive IT-based data system. This system provides a central storage of knowledge of all relevant information on the product. Knowledge about the origin, the manufacturing, the materials and chemicals used becomes increasingly important. The logistic system is connected with other internal product systems like the internal enterprise resource planning and therefore offers the basis for a comprehensive data storage and documentation system. As a result an extensive knowledge management is developed to centralise knowledge in the logistic system. Every piece is “personalised” with a number and all information concerning this single product like the country of origin, the used materials, accounting information etc. Trouser’s Company uses this documentation system to reconstruct its responsibility in legal affairs or in reclamation cases. The system enables the company to prove the usage of certain chemicals or the production time. This extensive data storage system is of special importance, because prescriptive limits concerning the use of chemicals or agreements on export and import quotas are highly complex and change quickly. The responsibility to manage these changes lies more and more with the firms. In order to fulfil its accountability, Trouser’s Company has developed an almost scientific way of managing its products. 
The organisation and extension of the business function logistic shows how the business fields of the clothing sector developed in recent years. It has undergone a major change from a producer of clothing to a sector where knowledge becomes increasingly important. This development was based primarily on the development of IT-technologies. This involves the application of information technologies to improve distribution processes through effective logistic systems or to improve the coordination between different areas like e.g. design and production as well as logistics and retail. At Trouser’s Company, logistics has become the core of this process, providing the basis for the storage of knowlegde. 
3.2.2
Geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

Trouser’s Company has its headquarter in Germany, where the development of collections, administration and finance, sales and marketing as well as logistics are carried out. Furthermore it has an own production site in Romania, where trousers are produced. Apart from that, Trouser’s Company works with about 40-50 independent production sites which are not institutionally connected with the firm. According to the interview partners, the production sites are geographically spread across the Mediterranean region, Eastern Europe, to a lesser extent South America and recently Asia. 
Eastern Europe plays a very important role, because there already exist long-term relationships with Eastern Europe. Recently, there has been a trend to offshore to Asia because of low wages. However, this trend is declining already. Factors like quality, flexibility, small collection numbers and short delivery times are important issues, which can only be fulfilled properly by the production partners in Eastern Europe, although they are more expensive than the Asian concurrents. Last but not least the geographical closeness is regarded to be still a very important issue. 

Furthermore, they deliver to customers in 50 countries worldwide, with a focus in Western and Northern Europe. 
3.2.3
Temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring

The interview partners agreed on the diagnosis of a significant increase of speed in the whole sectors as a general trend. The phases of collection development therefore were shortened, leading to high time pressure for the other business functions like design and production. Because of the rigorous time pressure it is very important that the transportation of goods is trouble-free. All in all, in logistics the workload is high over the whole year with a peak when the collection is going to be finished. For the business function logistics, the temporal organisation depends mainly on the customer. There are fixed delivery dates, when the goods have to be consolidated from different production sites to the customers. If the customers need the products not at the fixed date but later, Trouser’s Company has to have the capacity to catch up these irregularities and deliver later. Logistics became therefore an important business function to manage commodity flows, against the background of the acceleration processes of the branch and changes in retail. The temporal aspect has a high importance in this context, as speed and flexibility became one of the central success factors of the branch. 
3.3
Changes in employment 

3.3.1
Employment structures (categories of workers, basic gender relations, employment contracts) including changes

In total, 744 employees work for Trouser’s Company in Germany. In the logistics department 150 people are employed. The business function logistics is highly automatised with a full electronic system. As mentioned before, the high investment in technology also caused a change in the employment. At present, less people work at Trouser’s Company, however the remaining are generally considered to have a higher qualification for their types of work. 
Two different types of tasks are carried out in the business function logistics, demanding different profiles regarding qualification and tasks. As the interview partners explained, the work consists of the coordination and managing of the IT-based logistic system and the remaining manual tasks. In contrast to the former organisation of logistics relatively few personnel is needed. Four IT-specialists with a focus on logistic processes are responsible for the faultless running of the whole system. They have a high degree of responsibility for the process. In the store itself, three people work at the same time in order to check that there are no manual disorders in the system. The task is described as follows 
„For example, only three people work in our sections of the storage and they actually have nothing else to do, than to look if  a trouser has fallen from a hanger or not. At this place we have ourselves strongly optimalised, regarding the manning level“ (Head of logistic centre: 903-906) 
Another important task carried out by the logistics department is the quality control of the incoming and outgoing products; this is still very personnel-intensive. In this section workers are employed to test the quality of the goods (material, colour, processing, correct fit etc.). The workers in the logistics department normally have fixed employment contracts, whereas new workers have limited contracts, prolonged yearly. After two years, the workers get also a fixed term contract, if the employment is going to be continued. In general, Trouser’s Company has its own workers, only in case of “extreme emergency” (Head of logistic centre: 1442) they make use of temporary employment agencies. 
As the interview partners stated, mainly women are employed in the logistics section. Traditionally, a lot of women were working in the sewing manufacturing. When the production was outsourced the women changed to quality control belonging to the business function logistics. At present mostly women are working in different sections of the storage. The few men working there perform the “hard jobs” (Head of quality management: 1378) like unloading the lorries. According to the interview partners, the branch is generally characterized by a majority of women working in different sections on the manufacturing level (sewing, ironing, etc.).
“A traditional understanding of roles  ... which has developed historically. I mean, in this branch a lot of women are working anyway. Especially clothing, fabrication of clothing, if you look at all the sewing work, there are barely men. In the ironing, there you have a few men standing and that’s all, but that is here like in all other countries.“ (Head of quality management: 1381- 1386) 
However, at the management board of Trouser’s Company only men are employed. At Trouser’s Company a classical division of labour is prevalent, with men working in leading positions whereas women work mainly in the lower positions. 
3.3.2
Employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

As mentioned before, Trouser’s Company works mainly with its own employees and only rarely makes use of temporary employment agencies. In terms of the human resource management, the employees are considered to have a high qualification for their area of work on the one hand, to have a direct relation to the goods on the other hand. 
Trouser’s Company regards its personnel as an important resource which is closely connected to the regional embeddedness of the firm. 
Social aspects, a strong reliability and closeness to the employees as well the relationship to the region are important principles of Trouser’s Company. This is expressed by various aspects and characterized by a mutual relationship. Trouser’s Company seeks to offer good working conditions for the employees. Usually, the employees work for Trouser’s Company over a long period (partly 10-20 years) and sometimes different generations of one family are working at Trouser’s Company. Extra-work in the context of flexible working time is honoured by the firm: As an expression of recognition for the commitment of the employees, e.g. a common barbeque was arranged during working time for employees of different hierarchical levels. Furthermore, Trouser’s Company offers places for apprenticeship, being the largest apprenticing firm in the region. 
All in all, the company is closely connected to the region and the institutions of the region and aims at a high commitment of the employees. In order to strengthen the identification of the employees, Trouser’s Company seeks to build up a personal relationship with and long periods of employment of the individual workers, secure working conditions and social reliability. In return, Trouser’s Company expects profound (implicit) knowledge about special characteristics of the goods like the material, the processing etc. as well as the “relatedness to these goods” (Head of quality management: 1287). Which is according to the interview partners closely connected to the regional embeddedness. 
“You could say ‘o.k., I couldn‘t care less where the own employees are. An Indian is as good as a Westphalian’, only, if the Indian is in New-Delhi, far away from the product and from… the creativity… from the contact to the products, then something is lost at that point…“ (Head of logistics: 1709-1713).
Furthermore, Trouser’s Company expects that the workers are reliable and work voluntarily if temporal or functional flexibility is needed, e.g. if extra shifts on holidays or weekends are necessary. This is described later on. The social reliability and the regional embeddedness are important topics which reflect the high importance the companies lay on their employees. 
3.3.3
Negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions 

From the perspective of the interview partners, there was one major change in 1998 when the new logistic centre was build causing a change in the tasks and duties of the workers. In recent times, changes in the organisation of logistics, e.g. the opening of the new logistic centre and the closing down of another location, caused personnel changes as well, but it was possible to find new tasks for all affected employees. 
“That means, when we moved into the new storehouse no person had lost its working place. So, only the work in itself has changed, certain basic workings stayed the same, others changed, and then we have to qualify the employees.” (Head of logistics: 1321-1325)
The flexible use of the employees to work in different sections of the firms expresses the way how changing conditions are managed. 
3.3.4
Impact on quality of work

The human resource management at Trouser’s Company aims at a high commitment of the employees. In order to reach this commitment and a high identification with the firm several measures were implemented. These include long-term employments, closeness to the employees, relatively secure working conditions and a close contact to the region in which the firm is embedded. However, the firm regards its human resource strategy as a two sided process: Trouser’s Company offers good working conditions with a relatively high level of security and appreciation of the workers. In return, the firm expects a certain degree of flexibility concerning extra work or the adaptation to changing working conditions. This can encompass (voluntary) temporal as well as functional flexibility. Regarding the quality of work it can be assumed that currently the relationship between the company and the employees can be characterised as balanced. In the current ideology, social and cultural aspects play an outstanding role. But nevertheless, it is uncertain how long this balance exists. According to management, all possibilities are open regarding outsorcing of certain business functions. 
3.4
Changes in work organisation 

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

Basically, there are two different types of logistics carried out at Trouser’s Company. On the one hand the distribution logistics coordinating the deliveries to the customers
 worldwide. An important task therein is the quality control. On the other hand the procurement logistics, coordinating the transport of raw materials. This is managed by the production planning together with the buying department. Both types of logistics work independently of each other because they coordinate totally different commodity flows. In the case of the Trouser’s Company, only the process distribution logistic was analysed. 

A very important topic especially in distribution logistics is the high quality level, as the interview partners declared. Quality assurance takes place at different levels in the production process: At the production sites high quality standards are implemented which are again controlled at the incoming goods department at Trouser’s Company. 

The process in the distribution logistics can be described as follows: The pieces come to the incoming goods department and from there they are transferred to the quality control where the quality of the pieces is checked regarding material, colours, processing. After that, they go into the storage, there the pieces remain until the customer orders a certain amount of pieces. This order is electronically transferred to the logistic centre which then automatically starts commissioning the goods, depending on the type of delivery the customer prefers (either lying or hanging). After that, the forwarding agent delivers the goods on schedule. This process normally takes three days in total until delivery. Depending on changing demands in retail, Trouser’s Company has to react sometimes spontaneously, working quicker in a 24 hour time frame or store already ordered goods longer. This handling of quick changes is the “art in the whole logistic and control process” (Head of logistics: 1206-1207). Furthermore the logistics department offers an extensive data system for proving information on the origin and the production process of single pieces as evidence in case of reclamations (warranty, legal liability).

The customer is of special importance at Trouser’s Company, playing an outstanding role in defining the quality of the products. Meeting the customers’ demands is a focal point for Trouser’s Company. It is stated, that“[we are a] specialist for the customer, not for the mass market…” (Head of logistics, 625). Trouser’s Company adjusts the processes in the firm strongly to the needs of the customers. Next to reliable deliveries, Trouser’s Company takes over extra work from the retail. Before, tasks like labelling or storing capacities were conducted by the retail. Generally, it can be assumed that the logistic department fulfils a lot of tasks which were before conducted by the retail. Nevertheless, the needs of the customers direct the whole logistic process, indicating at the “power” the customer still has. This is illustrated by the following quotation: 

„The break down would be… that can certainly happen sometimes, but break down would mean in our understanding, we deliver no goods anymore. For different reasons, because the conveyor technology is defect, because the storage overflows totally, because we don’t know where which pieces are, that would certainly be the total meltdown for us. So… and I think this case never happened here … not once... and if that happens once, I don’t sit here anymore (Head of logistics: 1207-1214).

The business function logistics is of special importance for Trouser’s Company. It is characterized by a high level of professionalisation and by its high and modern technological standard allowing a strongly customer-oriented workflow.

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

The working time is normally organised in form of eight-hour shifts. Furthermoren, in times with a high workload, so called “emergencies” (Head of logistics: 1535), there is the need for temporal flexibility and the workers have to work also on weekends or holidays. This is again an adaptation to the needs of the customers:
“this flexibility we must bring along... have got to absolutely. Because that is a factor of competition, the customer judges us by looking whether we delivered the goods on time, the customer is not interested, whether there are holidays, goods delivered lately, system is broken or workers are ill. That is not of interest to the customer” (Head of logistics: 1537-1540).

Furthermore, the interview partners described two different models of temporal flexible working models concerning women. Women wanting to go back into their former job have the possibility to organise their working time freely after consulting the firm. This type of flexibility was introduced in April 2006 and has developed positively up to now. Another model of working time flexibility is used to retain high peaks in the incoming goods department. The so called “house-wife-shift” (head of logistic: 1592) allows the possibility to begin later and work shifted. The women working there are regarded as a highly flexible workforce. 
Regarding the gender dimension, it becomes apparent that flexible working models are valid only for women. Generally, traditional gender relations can be detected at Trouser’s Company, because flexible working time implying part-time work seems to be an offer for women only. This interpretation is backed by the phrase “house-wife-shift” which is used for highly flexible working models. This gendered organisation and titulation of working time represents very strongly the classical division of labour which is prevalent at Trouser’s Company. 
3.4.3 Functional flexibility, team working (including changes)

In general, the functional flexibility is characterised by a flexible deployment of staff. The workers can be deployed at every area of the storage. A precondition for that is the “high quality” of the staff, being partly for a very long time at Trouser’s Company and therefore having a lot of working experience, as the interview partners explained. When there was a restructuring in the logistics department, e.g. closing down an unit, usually all the staff was transferred to other places due to a constant economical growth of the company.
3.4.4
Impact on quality of work

The work organisation in logistic is strongly shaped by the use of ICT, which have become pivotal for the organisation of logistics. The use of ICT allows the system to run for 24 hours and submits an increase in productivity. Furthermore they allow a comprehensive data collection, used to personalize each product and to save all related information on the product. Manual human work becomes more and more unimportant in the system. This is expressed in the term that before, “the man goes to the goods” and now “the goods come to the man” (Head of logistic centre: 1103-1104). Nevertheless, still a certain amount of workers are employed in the logistic department. These workers have a high qualification for their tasks and are therefore highly valuable for the company. But also these workers are expected to adapt voluntarily and flexibly to high peak situations working extra hours. Regarding the quality of work it can be assumed that the working conditions are shaped by a high degree of technological rationalisation. But nevertheless, single workers are still very important for the work process and therefore appreciated highly. As mentioned before, this finds its expression in the regional embeddness and the social reliability offered. 
3.5
Skills, knowledge and learning

3.5.1
Formal skill structures (including differences between men and women) and actual skill needs

In general, there is a high difference between the skills and qualification needed for management and technological support of the full-automatised logistic system and the manual tasks carried out e.g. in the quality control. 

As the interview partners explained, employees with a high qualification in IT coordinate, maintain and support the full automatised logistic system. Regarding formal qualification, two of the employees hold a university degree and two are programmers. The programmers were trained further on the job by vocational training measures. As a general trend, the importance of IT-based technological solutions for logistics increased enormously during recent years. As a consequence, the necessity of new job profiles focussing on IT rose as well. 

In the remaining manual areas of the logistic department, low qualified workers are employed. Generally, for the workers working in this section no formal qualification is specified and necessary. An internal training takes place at the beginning of the job, after that the employees qualify themselves by experience. 

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

According to the interview partners, Trouser’s Company needs to react flexibly to new market situations. This is especially important for high qualified employees. A constant adaptation to the market determines the work process which is realized by constant restructuring of internal structures.

For the job profiles characterised by low qualification, knowledge gained by experience is considered to be of high importance. Implicit knowledge regarding the type of colours etc. is considered to be a very important qualification for the task. 

Regarding the standardisation of knowledge, a special tool was developed to have an overview of the individual skills of the single workers. This includes experience as well as preconditions based on formal graduations. A “task-matrix” (Head of logistics: 1344) was established, functioning as follows: 

“we have a matrix per employee […] and the matrix is divided in the following: ‘who has done the work and is he able to do it with a grading of one to five or is he, for example, not at all able to do it’” (Head of logistic centre: 1352-1354)

In order to achieve functional flexibility effectively, the tool is used to employ the workers reflecting their abilities in certain areas. 

3.5.3
Learning opportunities, training policies 

It could not be evaluated, how training policies regarding high-qualified employees are organised at Trouser’s Company. However, Trouser’s Company as a company feels responsible to improve the skills of their employees which are especially needed for coordinating (management) jobs in the clothing industry. As the clothing industry is highly internationalised, informal skills become increasingly important. Among these are skills like intercultural communication or management and the ability to transfer corporate values to production sites far away. A lack of education is especially seen in the institutionalised education like schools or universities. 

“I say, the people who are today working outside, they have heard about globalisation once on the TV or read it in the newspaper. But they are not really prepared for that.” (Head of quality management: 1419-1424) 

This lack of skilled employees for international coordinating tasks is also strengthened by the expert of the union. “So […] regarding qualified junior staff … there it gets increasingly harder for the clothing industry to find skilled people“ (Union expert: 374-376).

As mentioned before, the workers in the logistics were trained at the beginning of their work, after it is assumed that they learn via experience. 

Furthermore Trouser’s Company regularly educates apprentices. 

3.5.4
Impact on quality of work

Generally, in the logistics department an upskilling of tasks needed can be observed. High qualified tasks become increasingly important as technological innovations become more and more important at the Trouser’s Company. In this context, the structure of qualifications needed in logistics changes. This process is characterised by an up-skilling of tasks. This process is described by the expert of the union: 

„It does not work the way  that I say ‘colleague Karl, who before has drawn out rolls of cloth out of the shelves and carried it onto the trailer, a process which is done now fully automatically and somebody has control this at the PC and so I deploy him there’, totally clear.” (Union expert: 370 – 374)

However, manual tasks e.g. in quality control are still very important for the logistics process. These tasks require implicit knowledge gained by experience through long job tenure. Furthermore, the workers are employed flexibly in different parts of the process. In order to be able to do so, a long working experience is also needed. Regarding this, knowledge gained by experience is currently a very important qualification for the workers at Trouser’s Company. The single employees which have achieved this qualification level are confirmed validated and appreciated for that and are awarded a relatively high job security. 
3.6
Industrial relations & regulations

3.6.1
Forms of workers’ representation

Trouser’s Company has a works council. In the logistic department two workers are released for the works council. According to the interview partners, they are involved in decisions concerning the logistics department. The relationship between management and works council is characterised as good. Because it was not possible to interview a member of the works council at the Trouser’s Company, an expert interview with a representative of the union was conducted. 

3.6.2
Information and consultation, issues of negotiations

According to the expert of the union, the power of the unions in the German clothing sector decreased significantly with the stepwise outsourcing of the whole production process to low-wage countries. At present, the business function logistic is the only part of the value chain of the clothing sector where the union still has a bargaining position. Collective labour agreements in logistics were traditionally bargained together with the other parts of the production of clothing. The standards are therefore still adapted to the seasonally changing work loads in the clothing sector. However, as he stated, the business function logistics is currently undergoing a period of change. On the one hand logistics becomes increasingly automatised using IT. As a result a loss of employment positions especially on the low qualified level can be observed. On the other hand, it is highly dependent on the firms’ strategies whether logistics is developed as a core competence as in the case of the Trouser’s Company or whether the business function is outsourced to external service providers. If the business function is outsourced, logistics does not belong any longer to the union dedicated to the clothing sector but to the union being responsible for service providers. As a result, a division of the union power regarding the workers in the logistic sector occurs.
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 interview partners, the impact of national and European regulations is not observable. The firm itself seeks to implement a strategy with constant working relations. 
3.6.4
pressures on regulations and national institutions
The interview partners stated that the firm is of regional importance and that it built up good relations with local political institutions. The firm considers its relatedness to the region as highly necessary for reaching the aims and goals of the firm. 
3.7
Conclusions

3.7.1
Basic characteristics of the case

Trouser’s Company regards logistic as its core competence and has realized a high level of professionalisation. It implemented a fully automatised logistic system and it consequently has now a very high technological standard. In general, information technologies play an outstanding role within the firm. At present, the company has a knowledge-intensive approach towards the development, manufacturing and documentation of their products. 

The technological rationalisation has implications on several levels and can be regarded as a reaction to the overall branch trend of verticalisation. Therefore, the firms seek to coordinate and control different parts of the value chain. Trouser’s Company is a good example of this, as it increasingly takes over former tasks and functions of retail and imposes its quality standards on production, even though production is offshored. The rationalisation strategy the firm followed also influenced the level of qualification, consequently a change in qualification can be observed: On the one hand knowledge-based work requiring a high qualification level becomes more and more important in order to manage the automatised logistic system. Regarding the knowledge-intensity, the information management included in the logistics is very elaborated; the individual products are personalised in order to collect all relevant informations about the product. Therefore, the logistic department is at the very heart of the intensification of knowledge. 

On the other hand, for low skilled work, implicit knowledge is still important, while at the same time, flexibility becomes an increasingly important feature. At present, the individual workers with their special qualification are still very important for the company, because the qualification of the low-skilled workers is gained by experience. But the role of these tasks changed. 

Though the degree of technological rationalisation and the extent of internationalisation is very high at Trouser’s Company, the commitment of the employees as well as the regional embeddness of the firm are still very important. The conception of the company focuses very strongly on social and cultural aspects. As a result Trouser’s Company has strong regional roots and appreciates the work ability and qualification level of their employees. 
3.7.2
Importance of the case for the WORKS research questions

Regarding the WORKS research questions the following aspect of the case study are of special interest. The case study represents the general trend of a verticalisation of global value chains in the German clothing sector. As the case of the Trouser’s Company shows, the conscious strengthening of the business function logistic is a reaction to global economical developments. This process has several consequences for the business function logistics itself, like the changes in skills mentioned above as well as the high importance of technological innovations based on IT. In this context it is important to mention that the role of the customer is very important. However in the process of verticalisation, Trouser’s Company took over certain tasks and function in the value chain which were before in the responsibility of the retail. At present, the whole logistic process regarding types of delivery, storage capacities, and temporal flexibility is aligned to the requirements the customers pose. 

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

As a result of the developments in the business function logistics, an upskilling process of tasks took place. In modern logistic centres, less people are generally needed who therefore have to have a different (high-qualified) skill structure: They have to be able to coordinate and support the process via IT. 

This development implies for low-qualified workers, that during the whole process generally less workers are needed. But for the remaining tasks also a different skill structure has developed, regarding the important role of implicit knowledge as well as the ability to work functional flexible in different positions in the field of logistics. These qualifications are trained by work experience, leading - at present - to a relatively high job security. 
3.7.4 The Trouser’s Company compared with the case of the Eco clothing company
The ITAS-team conducted the case study Trouser’s Company in the business function logistics in addition to the case study of Eco Clothing Company in order to allow a multifaceted view on the current developments taking place in the business function logistics. At first view both companies follow totally different strategies. Trouser’s Company identified logistics as its core competence and therefore followed a technological rationalisation strategy which allows fully automated implementation of the processes. In contrast, Eco Clothing Company has passed a process of professionalisation in order to manage the restructuring and used technological innovations as an instrument to conduct this process. Holding up the high ecological and social values of the firm was the critical challenge the firm had to face. Regarding the gender dimension, the two companies differ profoundly. The Eco Clothing Company has implemented a balanced gender concept, which can be found in terms of working time arrangements as well as in an equality in numbers of women and men working in the management level. In contrast, Trouser’s Company has a traditional gender model with women working at lower positions and flexible time arrangement exclusively for women.
But at second view, both firms show similarities which can be of special interest regarding the WORKS research questions. The cases of the two firms illustrate how firms of the German clothing sector developed strategies to successfully handle the challenges of global restructuring processes and economical conditions. Both firms are medium-sized companies realising all knowledge-intensive business functions like marketing, design, logistics in Germany. The production is outsourced to other countries worldwide. They realise a global division of labour. That includes the coordination of the production and distribution of their goods on a global level. Furthermore, they have to operate in highly internationalised structures under enormous pressure of the world market. 

In order to exist in these circumstances, the two firms focus on their own abilities. This contains the strengthening of their specialities like technological and work organisational innovations, special knowledge about materials or production processes. With that strategy they serve certain niches as well as special segments in markets. The clear and consequent specialisation on the chosen strategy as well as a clear understanding and focus on the customer is in this context of enormous importance. Whereas the Trouser’s Company chose “quality” on all levels as their leading mission statement, the Eco Clothing Company focused consequently on ecological and social standards. 

But the orientation on international trade and production relations is only one aspect of the firms’ orientation. At the same time, long-term relations are very important for their strategies. Long-term relationships with suppliers and employees in terms of quality or production patterns therefore have a high importance. In the same context, the regional identity is of particular relevance. The firms feel that they have a responsibility for the regions in which they are located. They appreciate the special knowledge of their employees which arises there out. In return, the companies profit from the high motivation and qualification as well as the deep understanding of the firms’ values by the employees. Consequently the own employees are highly appreciated, taking into account the knowledge and the relatedness tio the products which develops out of social and regional identity. As before the high importance of regional embeddeness in global production patterns is expressed by one of our interview partners: 

“You could say ‘o.k., I couldn‘t care less, where the own employees are. An Indian is as good as a Westphalian’, only, if the Indian is in New-Delhi, far away from the product and from… the creativity… from the contact to the products, then something is lost at that point…“ (Head of logistics: 1709-1713).
To sum up, it is very important for the German clothing sector to adapt to working conditions developing on internationalised global markets. None the less, the social and regional identity has still a very high relevance for both firms. 
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� The word „customer“ is used for the retail, selling the goods in the stores. The actual person who buys the goods is called “consument”. 
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