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1. 
SHORT SUMMARY ON HOW THE CASE STUDY WAS CONDUCTED

In the summer of 2006 we contacted the management of the DB Station and Service Company at Munich Central Station. In the autumn agreement was reached with the station management to carry out the study. In order to conduct further interviews it was however necessary to secure additional consent of the works council and leadership of the German Railway concern in Berlin. This procedure was repeated with DB Sales Ltd. as a result of which the interviews could not be carried out until January (with DB Station and Service) and February 2007 (with DB Sales).

Eight interviews (Interview numbers 1 to 8) were carried out with DB Station and Service, five with DB Sales (Interview numbers 9 to 13). Eight employees from both enterprises work in direct contact with customers- extra interviews were conducted with these persons, providing the basis for the occupational case study.

	
	
	DB Station&Service AG

	1
	Man 
	Head of station Management

	2
	Man 
	Employee Triple-S-Centre (Information Centre)

	3
	Woman 
	Service Coordinator (onsite line manager)

	4
	Woman 
	Employee at Service Point

	5
	Man 
	Employee at Service Point

	6
	Woman
	Employee at Service Point

	7
	Woman 
	Employee at Service Point

	8
	Man 
	Head of Organisational Unit at Munich Central Station

	
	
	DB Sales Ltd.

	9
	Man 
	Head of Sales Munich

	10
	Man 
	Works Councillor

	11
	Man
	Travel Advisor - Head of Reception of the Travel Centre

	12
	Man
	Travel Advisor – Special Counter (Company and Group Travel)

	13
	Woman
	Travel Advisor – General Counter


2. 
General Overview of the Case Study 

Brief basic characteristics of …
· the companies involved:

DB Station & Service AG: created during the second phase of the Rail reform in 1999. The enterprise’s task is to run and maintain the approximately 5,500 stations and smaller stops.

DB Sales Ltd.: set up on 12/9/2006 (formerly DB Person Transport Limited): The company keeps up the necessary sales systems and sales infrastructure for the rail system. There are seven ways to buy your ticket: travel centre, ticket machine, Internet, travel agency, sales in the train, subscription centre and call centre.

· the business function: customer service

· the units covered: primarily face-to-face, but also telephone service

· products and services: information and services, travel advice and ticket sales in the station

· the restructuring: Dividing of the value chain into an increasing number of smaller companies which nonetheless remain beneath the overarching structure of the concern. Increasing adjustment of the work processes to the criterion of economic viability: reduction of personnel, automation, build-up of new services, complete regulation of restructuring process through collective agreements. 

· the period of restructuring (when): Beginning on 1/1/1994 – an ongoing process till today.

· numbers of workers in the companies:

DB Station & Service: nationally 4,639 employees (number of full-time employed persons, date: 30/6/2006), at the Munich location about 120.

DB Sales: nationally about 3,000 employees (as yet no exact numbers are available), at the Munich location about 165.

The German Railway/Deutsche Bahn AG has a total of 228,925 employees (date: 30/6/2006).

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

Both of the companies researched are a part of a comprehensive restructuring process, the so-called rail reform. On the 1/1/1994 the two German state railways (FRG: Bundesbahn; GDR: Reichsbahn) were brought together as a private joint stock company, the Deutsche Bahn AG. Ever since then the concern has been in a process of continual restructuring which has not yet been completed. As yet the DB AG is still owned 100% by the German state. Nonetheless the aim is to take the concern (or only parts of it) on to the stock exchange and thus effect a privatisation or partial privatisation of the railway. Therefore economic criteria are of increasing importance in the organisation of the concern: the process of value creation is increasingly organised along the lines of profit orientation.

The head of DB Sales Ltd. at the station being researched makes this development clear: “The focus is increasingly on economic viability, being in the black, behind which of course is going on the stock exchange, the Railway wants to go on the stock exchange and so you want to create relatively manageable units and they would have to show themselves to be viable.” (Interview 9)

At the structural level economic viability is aimed at through the division into separate companies responsible for specific parts of the value chain “rail-related transport services”. In the first phase of the rail reform four business sectors were created: Passenger traffic (responsible for local and long-distance traffic), goods traffic, traction and works (responsible for rail vehicles, motor and repair works), network (looking after the infrastructure). In the second phase in 1999 the DB AG became a Holding with five separate subsidiary enterprises:

· DB Travel and Tourism AG (responsible for long-distance passenger traffic),

· DB Regio AG (local passenger traffic)

· DB Cargo AG (goods traffic)

· DB Netz AG (responsible for rail routes and equipping the routes)

· DB Station & Service AG (stations)

Since then these companies have experienced further changes (DB Travel and Tourism became DB Long Distance Traffic AG, DB Cargo AG became Railion). But more important were first the takeover of the international haulage company Schenker and the US logistics firm BAX Global, intended to make the German Railway into an internationally active mobility and logistics concern (internationally the concern now no longer calls itself Deutsche Bahn AG, but DB Mobility Networks Logistics). Second, within the concern framework a range of further enterprises have been set up, which focus on their respective specialised tasks. In the DB Long-Distance Transport AG alone these are DB City Transport Ltd., DB Autotrain Ltd., City Nightline Ltd., Ameropa Travel Ltd., DB Dialogue Telephone Service Ltd., DB Sales Ltd. A large number of limited companies have been added to the other enterprises.

As far as the customer services sector at the station – the focus of this case study – is concerned, this restructuring comes down to the following: “Earlier there was the Station Master who was responsible for the travel centre, that is for the sales. He took care of the cleaning of the station, he was responsible for the signal box, that’s the whole area of the rails, signals etc. He was responsible for letting property. He was responsible for everything, which had to be kept going in the station. That’s why a lot of things which actually would have been important from the customer’s point of view got forgotten, because like I said, the focus was more on these works matters.” (Interview 1)

This was the reality before the rail reform. Today various companies are responsible for these tasks and sell each other services: DB Station & Service receives a certain fee for each train of DB Long-Distance Traffic, of DB Regio or of a private rail company which stops. It provides extra services for its customers (as for example mobility services on the platform) and leases space in the station to businesses of different types, for instance to DB Sales. For its part DB Sales provides services for DB Long-Distance Traffic etc. and receives commission for every ticket sold. Cleaning and security services have been outsourced to an independent company: DB Services. This in turn employs sub-enterprises and so on.

A further aspect which was mentioned in the interview quote is the focussing on “works matters” which used to form the range of tasks and self-image of the railway both in the stations and on the trains. The railway saw itself as a state agency which assumed responsibility for “transport cases” in a civil service sense. The conductor in the train put this into practice in that he checked the tickets and dealt with technical matters. And in the stations attention was concentrated primarily on solving logistical problems. The common goal of the so called railwaymen consisted in getting trains to travel and making sure things ran as smoothly as possible. The railway reform set a completely different goal: now it was all about providing services for the customer.

The intention of becoming a modern service enterprise had considerable consequences in the different companies of the concern. In the passenger stations which are the subject of this case study it led to new task areas being defined and the development of new ways of dealing with these task areas: the 3-S Centre and the Service Point (For more on this see 3.2.1).

It is obvious that the market and service orientation have become part of the German Railway AG. But even if with the division of the concern into smaller units selling each other services has enabled a certain economic transparency and encouraged economic thinking, market forces are still not characteristic for all areas. A representative of management on this:

“We have a turnover of just under 55 million Euros per annum as the station management. And what of course is not the same with us as with a normal businessman, we can in practice our result and what remains of profit after taxes, that doesn’t stay with us, but we pass the profit one-to-one onto the headquarters in Berlin. And from there we get money back again in accordance with our planning, but not as much as we would need. That’s a big defect I have to say.” (Interview 8)

Thus two mechanisms are at work within the concern structure: the mechanism of the market and the mechanism of hierarchy. Indeed in the last few years the decision-making processes were even more strongly centralised than in the Nineties on account of increasing capital market domination. In this way the management of the various rail companies are confronted by the strange situation of on the one hand having to bear more economic responsibility but on the other of having to refer back to the concern leadership on many issues.

While the splitting of the Railway into numerous at least formally separate companies first began with the railway reform, the strategy of minimising costs by reducing staff is part of a long tradition:

“Yes, if you look at it that way, I can remember, I’ll tell you number, please don’t be shocked, I’ve been with the company for quite a time, during my time about 500,000 people have been cut. I’ve been with the railway since 1967. If you think of what has been cut, I think in my time back with the former Federal Railways there were nearly 500,000 railwaymen, then add the German Reichsbahn to that, which no longer exists, with around 300,000. That’s 800,000 and if we are at 230,000 today and, what of course is the positive side of that, what you can conclude: Nobody was given their notice.” (Interview 8)

Nonetheless the reduction particularly of the Deutsche Reichsbahn (DR) accelerated dramatically in the period following German reunification: in 1990 the DR employed 236,000 people (and thus more than the German Railway altogether today), in 1994 there were 148,000, in 2004 about 62,000 in the new German Länder.

Against this background it may be astonishing that “nobody was given their notice.” But it is right: there have been no works-related sackings. Below we shall see how this can be explained.

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

Customer Service still is concentrated locally on Munich Central Station but is however combined with institutional and spatially unlimited conditions of the overall value chain, i.e. of a transport service ranging from travel advice through sales to stops in different stations and to travel in the train. What from the point of view of the customer is a combined transport service is from that of the various enterprises of the German Railway (as well as further private rail companies) a highly complex patchwork of divided labour tasks as individual services, each of which is the responsibility of separate companies, but which can only be provided interdependently. Thus the demands made of the services both of DB Station & Service and of DB Sales Ltd. depend for one thing on the services required of other companies such as DB Long-Distance Traffic. But they also depend on how well information can be exchanged between the companies. Particularly when things do not go according to plan (delays of trains) it becomes apparent that smooth cooperation between the companies can be highly vulnerable. This consequence of the division of the value chain will be taken up once more later on.

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)

At this point it becomes apparent how market and hierarchy coexist alongside one another: on the one hand the companies relate to each other as suppliers of services for which the customer pays them. On the other they are bound to the same extent within the concern hierarchy. The concern leadership sets targets to be achieved to a considerable extent as well as the conditions under which the companies sell each other their services. Prices for which the services are sold are not determined by the market but are set by the concern. While there are also customers who are not an institutional part of the concern – for the DB Sales these are the final customers to whom the tickets are sold – only a pre-defined commission from the proceeds remains with the DB Sales company. The station management in turn lets space in the station to external companies. The profits which can be thus made have, however, to be handed on to the concern leadership in turn (see Interview quote in 3.1.1).

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

“What is included in this altogether – station management?” “It ultimately includes for one thing now in terms of the geographical area all the stops, all stations in the total area of the Munich Transport Association, that is all the suburban train stops and stations lying in this catchment area, from the geographical side and the technical side, from the responsibility, yes quite simply is responsible for everything that happens in these stations or perhaps sometimes doesn’t happen. So beginning with the building, then the obligation for transport safety on to general matters like cleanliness, like safety, like service, like information. Well simply everything which a customer can ultimately expect at a stop, if he comes to a stop, to a station. Part of that is certainly, if it’s a slightly bigger station, one shop or another, that a baker’s shop is available, that I can buy a newspaper there, that perhaps a few taxis are outside the door. Well, that what’s on offer matches the size and importance of the station.” (Interview 1)

Station management is the task of DB Station and Service. In their competence profile (see Appendix) the following task areas are defined: station development, rental and centre management, customer services, operation/facility management, sales.
The area of particular interest for this case study is that of customer services. This was only perceived to be a separate task in the course of the railway reform. Before that service was subordinate to the many and varied tasks which the track supervisors had to deal with:

“The trains were got ready, how the train was put together was checked, of course one was there for the customer as well. In part the trains were then prepared, statistical data put down. There was a carriage list for each train, how many axles, how many meters, how many tons, how many seats, how many travellers, first, second class, that was all put down, shunting movements, 10 carriages taken from the shunting yard, put in place, the train split, three carriages here, five carriages there, new train numbers, there’s none of that any more.(…) One was always there on the spot. Had to make sure that the trains were put together in time, heated beforehand by the shunters, brakes tests, that the train staff were there on time, putting the signs on the train. There’s none of that any more.” “But you were also involved with the travellers?” “There was only one on the platform, that was the one with the red cap. There wasn’t any service point, there were no service personnel, there wasn’t any of that.” (Interview 2)

The supervisors no longer exist, either. In the mid-Nineties the 3-S Centres were introduced in the larger stations. The 3-S stands for Service, Security and Cleanliness (Sauberkeit). The centre at Munich central station is manned around the clock and hived off from the public behind a number of security locks. This is where the computer-based data is collected which are necessary to coordinate the services concerned with advice, cleanliness and security. In addition customers can reach the 3-S Centre direct by phone. This is meaningful for the ever-growing number of stations without personnel where there is no addressee at local level.

In addition to the 3-S Centres the so-called Service Points were introduced. These are open desks at central points of the stations (see station plan in the appendix) available for use to all people in the station. The Service Point is manned by two to five employees providing information. The focus of the information is on supporting the customers’ use of the German railway’s traffic service. “Our main task is to get the people from A to B as fast as possible so that they get away, get home, arrive at their destination, go on holiday or wherever.” (Interview 5) Beyond this the employees at the service points give information on all manner of topics travellers might raise, for instance on tourist highlights in Munich and the surroundings. It’s about solving the travellers’ problems. These are banal as a rule (Which platform is my train leaving from? When is my train leaving? Which is the way to the Hofbräuhaus, please?), but they can be existential (I left my money lying in the train, what can I do? I have missed my connection but must get to my destination today at all costs, what can I do?). The service interactions are short as a rule; in the course of a shift a large number of customer contacts is thus clocked up. At the same time it has to be borne in mind that some 300,000 passengers pass through Munich central station daily and that each of these persons is a potential customer for the service point.

At the service points nothing is sold direct to the customer. An attempt was once made to establish sale of various rail accessories at the service point. But it became apparent that a mixture of unspecific advisory functions with sales cannot work. Sales and sales advice are by contrast the central theme of the second enterprise which was being researched, DB Sales Ltd. Tickets are sold to German Rail customers at a total of twenty counters. There are some special counters, which for instance sell tickets from other rail companies or which are reserved for a particular clientele (first-class customers or company customers). Rationalisation and raising of service quality have in this case, too, led to changes in customer service. 

Attempts to gain through rationalisation have primarily been made through replacing labour-intensive sales through less or minimal personnel-intensive sales methods: sales via the internet and ticket machines. Over time sales by personnel at smaller stations and stops have been phased out and replaced by machines. But at the larger stations as well like Munich central station the machines have increased in importance in the recent past. Outsourcing to the customer is taking place to a quite significant extent: service is to be replaced by self-service. To get the customer to comply alternatives are closed down (sales by personnel at the smaller stations), financial incentives are created (certain tickets can be purchased cheaper at the machines than at the counter), there is advertising for self-service, and travellers at the stations are encouraged and taught how to buy tickets at the machines. For this purpose DB Sales Ltd. created two new types of job in 2005: that of head of reception and the ticket machine guide.

The position of head of reception is filled by experienced employees. Their main function is to guide travellers to the right sales point. The right sales point is usually the ticket machine, unless the traveller needs information the machine cannot give. At the ticket machines the ticket machine guides take over in turn (trained employees or those in training) who are supposed to support travellers using the machines. The aim is to get the travellers used to using the machines and in the longer term to reduce the level of support. At any rate the number of ticket machine guides working at Munich central station was already reduced after a few months.

In comparison with outsourcing to the customer new forms of outsourcing to private outlets beyond the classic travel agencies is of merely marginal importance. In the context of the closing of manned sales desks at smaller stations the option has been introduced – alongside the installation of ticket machines – of running so-called service stores. Service stores are privately-run franchise enterprises in which kiosk products can be offered alongside a particular range of rail tickets. These businesses are subject to quality control by the German Railway. In 2005 around 100 such service stores had been set up across the Republic. At the same time around 6,500 ticket machines were in operation.

Rationalisation is however only the one side of development into a modern service enterprise. On the other service quality has been improved. Here architectural redesign of the sales situation has played a central part: while in former times the counter divided by a pane of glass was the rule (and still is in the reception hall of Munich central station – see the station plan for the position of these counters), the introduction of the travel centres has enabled the creation of a more direct and personal communication situation without a dividing glass pane. With the recent introduction of the central queue for all in the travel centre in addition the pressure on the individual counters has been reduced and it is now possible to give advice and to sell in peace. But the travel advisors are expected to sell more in order to justify higher expenses of personnel sales in comparison to the ticket machines: they are encouraged to urge the customers to purchase extra or more expensive products (1st class instead of second class, seat reservations, return ticket, purchase of a Railcard). So they have to sell harder than they used to in the past. This has been further developed since 1/1/2007 in that individual commission is paid out for the sale of Railcards and 1st class tickets. This involvement of employees in the enterprise’s success is indeed welcomed by those employed and the unions have celebrated it as a victory.

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

Both enterprises, DB Station & Service as well as DB Sales Ltd., are active throughout the republic. The companies are based at the concern headquarters in Berlin. Below this there extends a regional level of hierarchy and then come the heads of sales (Interview 9) and of station management (Interview 1) in Munich. These executives see themselves both as middle management in a large concern and as CEO s of a medium-sized works. 

At Munich central station the back office and front office areas are for the most part to be found in the buildings of the central station (see station plan in the appendix). In this sense customer services are provided in a spatially limited and clearly-defined area which for the unit of the DB Station and Service AG under examination, the Munich station management, is at the same time the focus of its work: Munich central station.

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

The temporal rhythm of the services provided by both of the companies under research swings along with the requirements set by the timetables of the rail traffic and the rise and fall in volume of travellers: the commuters to work arriving in the morning and leaving the city toward evening, those going on excursions at the weekends, the short break during the night when there are no trains going. The 3-S-Centre and the service points are, if with greatly reduced staff at night, open around the clock, the ticket counters in the station hall are closed for just a few hours during the night, the travel centre is open during main working hours between 7.00 am and 10.00 pm. For the employees of both companies this means they have to work shifts. (s. 3.4.2)

The employees at the service point face a continuous basic work load which can suddenly increase radically and unpredictably if there are disruptions in the rail timetable. An increase in staff at short notice is scarcely possible on account of the precisely-planned shift schedule, but there is a certain flexibility in that many employees can work at a number of places (apart from the service point, which is the central focus here, there is the mobile platform service as well as special tasks like the lost property office or the left luggage lockers or also train announcements). Apart from this, at particular peak work times line managers can help out. 

One of the travel advisers at the sales counters is of the opinion that there used to be occasional quiet breaks earlier, while now one is confronted with customers the whole time. Her works councillor interprets this as a result of increasing work density which has come about as a result of higher standards required of service and sales for one thing but also through adjusting use of personnel more to meet demand:

“Earlier we worked with rigid plans, and today well, today well it’s worked out exactly how many tickets an hour an employee can do and exactly on this basis they…Well today, earlier there used to be an occasional break between two customers, today he doesn’t have a break any more. It’s customer, customer, customer.” (Interview 10)

While at the service point the primary characteristic is the sudden appearance of peak work loads and a lack of control over this, the workflow at the sales counters is characterised above all by a form of work organisation employing the worker in as constant and continuous a fashion as possible.

3.3
Changes in employment 

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

In the good old days employment with the railways was not regarded as particularly high-powered work (the well-known saying “Wer nichts ist und auch nichts kann, der geht zur Post und Eisenbahn”, translating roughly as “He who is a nobody and is capable of nothing goes to the Post or dons railwayman’s clothing”, was also quoted in the interviews, and with some agreement ), pay was moderate, but there was absolute job security as well as assorted social perks (like reasonably-priced flats belonging to the railway). Until shortly before the railway reform it was possible to choose the career ladder as a state employee, if with certain limitations of income and freedom of career choice (one was “utilised”- more on this in the occupational case study). With the rail reform the state employees became part of Federal Railway Assets. Their employer is the Federal Railway Office, which lends its state employees to the German Railway joint stock company. The number of state employees among the staff is decreasing accordingly. Their colleagues either have permanent contracts with the company under research or are employed with DB Temporary Work/Manpower (s. 3.3.2) and thus on limited contract at a service point or as a ticket machine guide.

In the good old days the railway was a male society, “an absolute men’s domain, I can remember at that time we had at Lindau central station, where I began on 1/9/1967, we had 265 employees there, there was just one single woman employed, she was in the head office and did simple secretary’s tasks.” (Interview 8)

Now across the whole concern some 20% of the employees are female – with considerable variations according to the subsidiary company or area of work. While the men continue to dominate in the technical vocations, women have expanded strongly into the service orientated sectors. This is also evident in the composition of the workforce of Munich Station & Service: “I have just counted up, 54 women from a total of 128 employees, that was everyone, but at the service point, for service I would say it is almost half (…) Increasing. Among those in training in their second year we’ve only got women, not a single man.” (Interview 8)

The replacement of the pure male world by a mixed gender workforce has in the opinion of the works councillor improved the culture of the enterprise – both outwardly and inwardly: “The visual appearance has become positive and that has, which is actually very positive, that has changed the tone of behaviour. It isn’t like it was, well, earlier times were quite tough. It was a typical male society. It was hard talking, hard drinking. The railwaymen were famous/infamous.” (Interview 10)

The increasing importance of female employees is being flanked by gender policy on the part of the concern which has changed from the former classical policy of promotion of women in a public sector organisation to a form of human resource management, developing the potential of both women and men. Thus the consistent application of criteria of economic success leads to the dismantling of inequality and to the person getting better chances who proves him/herself to be the more capable. Company gender policy is thus in a certain sense depoliticised. An equality spokesman exists only concern level and she is mainly responsible for public relations. Below this level gender policy does not interest male and female colleagues. The works councillor puts it like this: “It is simply like this with us: same work, same pay. So that the women, too, are not put at a disadvantage and so make the most of their chances.” (Interview 10)

In the good old days the railway would generally get the employees to work where they came from or nearby. This is increasingly rare. For a central element of the restructuring of the railway consisted in the first phase of closing lines which were regarded as uneconomic, and then reducing jobs at the small and medium-sized stations. Drastic reduction of personnel went hand in hand with an increasing concentration of staff at the large stations. These include Munich central station. The staff working in customer service today both at the service point and at the ticket counters is made up primarily of employees who come from East Germany, particularly from Saxony and Thuringia. This reflects a large migration which has taken place since the Change and which then increased with the rail reform from East to West. The reduction of personnel in East Germany sketched above meant in part a shift of staff from East German stations to West German centres like Munich or Frankfurt (this development took place in other German Railway enterprises as for instance with the in-train service personnel). A need for personnel at these stations came about because the Federal Railway at the beginning of the Nineties had a rapidly ageing workforce with too few younger employees coming up. This age structure made it possible on the one hand to reduce personnel through special labour policy programmes like early retirement and part-time models for older employees in a socially acceptable way, thus achieving a rapid reduction of the workforce without sackings. On the other it provided the option of transfer of workers from regions with low to those with high labour demand. This transfer was carried out relatively rigorously by management at the workforce’s expense who had no alternative within the rail concern but to move from East to West.

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

The railway recruits its manpower almost exclusively from its own ranks, that is to say from the junior staff it has trained itself. In the course of restructuring an internal labour market has developed which in turn is administered like an independent company. One of these is the DB Job Service Ltd. (set up in 2005, previously the DB Vermittlung GmbH), whose task it is to find new work for those employees who have lost their job through rationalisation (and who are often faced by the challenge of needing to be mobile). This is a result of the railway’s “Alliance for Employment” which was extended in 2005 in which employees were given a job guarantee until 2010 (presumably the most important negotiating triumph of the works representatives in recent times – s. 3.6.2). In this sense we are dealing with a market, but one which is highly regulated as regards pay agreements.

The second enterprise which is relevant in this context is DB Temporary Work/Manpower Ltd. This company works as a temping agency within the concern, was set up in 2001 and also had predecessor companies with similar functions. Its main function is to make the utilisation of the staff in the concern more flexible. The number of temporary workers employed since it was set up has risen steeply: in 2006 1,860 temporary workers were employed with a noticeably low average age, some of whom are with the firms looked at in the Munich central station. This company, too, is to a large extent subject to pay and labour agreements. Thus in contrast to the temping branch in general it is a matter of course that there is employee representation in the company and that the conditions under which the workers are lent are subject to co-determination.

The conditions of employment in the two companies researched are such that the security that was inherent in the status of state employee has been lost as has the expectation of being able to avoid moving house (whereby the employees who work at the Munich central station have already got their move behind them and now being at one of the large stations no longer have to reckon with having to change again because of rationalisation). On the other hand restructuring at German Railway AG is subject to a high degree to collective agreements. This implies as a rule unlimited, fixed employment with pay according to wage agreements (management executives are paid outside pay agreements, whereby achievement-related bonuses play an important role). The salaries of the customer service personnel in the two companies examined vary between the pay levels E5 and E7 and thus between €1,700- and €2,500- gross. This is, measured against the cost of living in Munich, a rather low income. Thus a large number of those employed live outside Munich and put up with long trips to and from work daily.

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

Negotiations on conditions of employment in the companies of the German Railway concern are above all wage talks. As a result effects of restructuring are comprehensively regulated through collective agreements. Thus socially-acceptable organisation of cuts in staff and changes in working conditions are to a large extent the result of bargaining processes between management and employees’ representatives at concern level, beginning before the rail reform and continuing ever since. 

The question as to the greatest defeat and the greatest success experienced by the employees’ representatives at the workplace in the conflicts surrounding the rail reform the works councillor answers as follows (Interview 10 – first the question on the greatest defeat): “The tearing apart of the railway concern. That is, into these different leadership structures. Of course that has a disadvantage for our employees. We do have a labour market across the concern, but actually until before 98, where the big conflict came, actually till then someone who worked in the concern could change without any bother from Long Distance Traffic to the Network or to Railion or to Regio or whatever, that’s no longer possible today. That means that if I have an employee somewhere today who can’t do this work any more, for health reasons or otherwise, this person is in danger every day of being simply being put out of the job. Earlier a place was found for him somewhere across the concern. You can imagine, with 230,000 jobs you can find a place for virtually every one of those employed somewhere. That’s no longer the case today. The ones who I don’t find a place for here in the building are out. That was the biggest defeat we had. We fought for a long time against it, but it was the biggest. And one of the biggest successes was on the other hand the Employment Security Collective Agreement which protects each employee inasmuch as he is moved to a rescue company, that is our own railway employment office, while it’s partly with a lot of downsides, but that he can’t lose his job that quickly.”
The central topic is thus job security. The representatives’ victories are given due recognition by the employees, too. Disappointment on the other hand is expressed regarding pay. And in other respects some of the employed would wish the railway unions to push their concerns in more offensive mode and to make more demands. The price for collective agreement on the restructuring process appears to be that not only a drastic reduction of jobs was accepted, but also that the employees’ representatives and the rail unions are pinned down to the position of co-managers. This gives them weight in conflicts within the works but at the same time restricts their active options because fundamental opposition is out of the question. The executives questioned gave an ambiguous response to this: on the one hand they were happy to work together with a cooperative works council, on the other even the management occasionally wished for a stronger performance from the employees’ representatives. For one thing the front lines in the labour struggle at the German Railway are not so clearly defined, from time to time cutting across works hierarchy. For another they do not have the character of a front line because at least for the present the management and employees’ representatives have more in common than not.

3.3.4 impact on quality of work

The bargaining process resulting in the Employment Security Collective Agreement of 2005, which rules out works-related sackings until 2010 has for one thing led to job security for the employees, if for a limited time. This positive result has however been bought with concessions: weekly working hours were generally raised by one hour, but at the same time an hour less is being paid. In addition bonuses such as that for speaking foreign languages were cut. The employees define their situation as a bit-by-bit reduction of the positive aspects of their employment which the employees’ representatives should be counteracting.

A further concession on the part of the workforce which has been in practice for some time is that they have geographically – at considerable personal expense – moved to follow the centralization of jobs (drastic reduction of personnel at smaller stations, build-up or at least stabilization of jobs at the larger stations and a migration from East to West and from country to city).   
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)

The Service Point

The cases which are particularly demanding for the service point employees are those concerning irregularities in the schedule – as with train delays. Cases like this make particular demands of employees’ ability to give advice but also require psychological toughness because they are the specific targets of travellers’ anger. Thus the service point functions as a “lightning rod”, as one of those questioned put it: it channels and personalises dissatisfaction felt by customers with the service of the German Railway.

Technical tasks which the supervising official had formerly to assume on the platform and at the train have become obsolete. However, approachability for the travellers is still perceived as an important task, and increasingly so over the course of the rail reform. Thus employees of the service point function not only at the service point itself but also in the mobile platform service as addressees for travellers. In addition to this the employees assume specific tasks for the railway transport services: they provide help leaving the train and mobility services for disabled travellers and give small presents to travellers alighting from excessively delayed trains. As these services provide extra revenue they are especially valued among the range of tasks covered by the service points. They make sure they always have enough staff for these jobs. Advisory services for the travellers by contrast are not directly cost relevant: more effort made does not result in higher revenue.

Service orientation as a central characteristic of the restructuring of the railway into a modern service enterprise is bound up with specific requirements for the employees at the service point:

“Yes, well, he should act in a friendly manner towards the customer, competent of course, as far as we are able, because we can’t know everything either, especially as far as the tickets are concerned. Nice appearance, you should be neatly dressed and not, like, look as if you’ve just got up. Well, yeah, and try to be of service to the customer. No matter what he is like. Try to calm him down first and show understanding for him and really try to help him. (…) It works mostly too.” (Interview 7)

The broad range of customer contacts are small acts of help in the form of information quickly provided and which can be problematic only in that the work is experienced as monotonous. But apart from this there are the negative and positive highlights of everyday work which are of high emotional importance for the employees and are dependent on the customers’ behaviour.

At the negative end of the customer contacts is interaction with furious customers who make the service point employee personally responsible for a problem (frequently for a train delay) and attack him. This can go as far as personal insults or even physical assaults. The service point has the function of a “lightning rod” for the customer’s anger caused by faulty performance on the part of other companies in the German Railway. This function is, however, not performed by machine technology but by the employees. In their view it is like this:

“….I say sometimes as a joke, we don’t get a wage we get paid damages every day. Because for what others mess up, what Regio, Travel and Tourism mess up, for what the ticket sales foul up we have to take the heat. So we get all the rage there is in the firm, what the customers unload, dumped on us. We get, we are the worst of the lot, that’s what we’re shown to be, I don’t know what.” (Interview 5) 

Avoidance options open to the employees at the service point are limited – they cannot choose their customers, but have to come to terms with each person who turns to them. Therefore they are forced to employ various strategies of emotion work: talking to the customer in a calming way, staying friendly even if the customer is unfriendly, telling themselves that the customer is in a bad situation and that is why one has to show understanding for him, but also confronting the customer with his behaviour (“why are you shouting at me like that?”) to the point of breaking off communication.  

It is also important that the workers at the service point have other active options available beyond emotion work: the information necessary to be able to answer customers’ questions (as a rule provided by the appropriate technical infrastructure), the possibility of being able to offer the customer something (like taxi coupons), the freedom to be able to decide for oneself what the customer can be offered, the option of getting help from the 3-S-Centre (for example getting railway security organized) if the situation gets threatening. A particularly important coping mechanism is the change from the service point to the mobile platform service. Here the colleagues can regulate customer contact more for themselves, they not only react but can act themselves, move around and take a break once in a while. Management’s attempt to fix the work at the service point and the mobile service in the shift plan broke down in face of the employees’ resistance. They did not want to relinquish an important means of determining for themselves when enough is enough – this can be coordinated among the colleagues themselves (they decide ad hoc who works for how long at the service point and who works for how long mobile).

The interview partners have the impression in part that problems with aggressive customers have increased in the last few years. This is due for one thing, they say, to more pressure which can be seen in society in general which causes particularly travelling business people to get over-sensitive and view just a five minute train delay as a disaster. For another it is the result of increased demands regarding cleanliness, punctuality and new services like that of the mobility service which the railway has created itself with the improvement of the services on offer. The “transport cases” of the old state railways have turned into self-confident and demanding customers.

At the positive end of customer contact there are in turn the positive experiences in which a competent response to a customer evidently in need of help leads to a successful action, which then prompts the customer to give the employee due recognition. These are the stories the service point workers really like telling. Here is an example:

“Off the cuff I recall how once someone, there a 10, 11 year-old, the daddy came to us, it was a Friday evening, I still remember, and on the Saturday he was supposed to play at Munich Music High School so as to get taken on and the violin got left in the train. I don’t know, his daddy was really nice, came to me and said, I’ve had it, I don’t know how I should make it clear to my son, he’s howling at home and so on, yes and I say: I’ll see what I can sort out, I know a few people. I don’t know where I didn’t phone up, and I got two engine drivers who I know from somewhere earlier (The train had already gone?) – it was on the way to the Allgäu and at the end I was able to fix it so that the violin was taken out at Buchloe. Then I said to the father: the train cannot come to Munich, it has to go to Augsburg, but your violin is with the head of rail service at Buchloe (station). He suddenly disappeared, ten minutes later he came with a big bunch of flowers and says: I can’t give you money, but surely you are allowed to accept flowers from me?” (Interview 5)

The Travel Centre
At the ticket sales counter in the travel centre the new service orientation has become manifest in the reorganised sales situation and stronger emphasis on advice and active selling of more expensive products (s. 3.2.1). This is why it is important that the travel advisors find out the customer’s preferences (Should it be the fastest route? Or the surest and most comfortable route without changing trains? Could the customer be offered a first class ticket or a railcard?) in order to be able to give them the appropriate information. A highly complicated price system provides a number of possibilities. This range of options does however mean that giving travel advice can take a long time (up to 30 or 40 minutes). The head of sales would therefore like to have a considerably simplified price system which would be easier to deal with for both employees and customers.

In contrast to the service point there are no reports of extremely aggressive customers in this work sector. But there are cases of customers being tense and in a hurry because they don’t have enough time to buy the ticket before the train’s departure. But here there is the further option of buying the ticket in the train.

One problem that can also crop up in the travel centre is that of the limited options for action available to the service personal which the customers find hard to understand: “(Are you confronted with difficult customers?) Yes, we get confronted too. Something that often happens is online tickets, that the customers just don’t understand that we can’t change them at the counter. OK good if there is a delay, that’s clearly an exceptional situation, but that we can’t change anything big, that that all works through the online service, that at the end of the day the customer has to send it in again himself and take care of it himself. But you’re all one railway, is generally the statement then. Yes, right, but they are different sales channels and yes, we can’t do anything about it at the end. And yes, well, I’d say that’s one of the points that comes up frequently, online tickets.” (Interview 13)

Interestingly the division of the railway plays an important role here. But in this case it is the division within DB Sales Ltd. into different sales channels which the customer can not change between without complication.

Managerial Control

“This is what it was like earlier, in the station there was a head of the station, that was the station master, later he was called the facilitator, the head of the station Munich central, he was from the higher ranks of the service, he had eleven hundred people under him here. And if he said, this is the way it is, then that was the way it was. It didn’t matter if it was a conductor, a ticket seller, someone from service or a signalman. Today all of those four named belong to four different sectors. I can’t say anything to the signalman up there, I can’t say anything to the travel salesperson either.” (Interview 8)

This is an assessment by a member of management of Station & Service AG. The interviewee quoted is the Head of Organisational Unit at Munich Central Station; he has to assume leadership tasks within this sector. He does this with a mixture of an apparently old-fashioned patriarchal leadership style based on knowing all the employees personally, on explicit performance and loyalty standards but also on a caring attitude, and on newer managerial techniques like appraisal interviews and target agreements. The employees have a lot of respect for this executive. In the other two enterprises researched the relationships between other line managers and their employees are quite similar. But the employees did report about previous line managers who were considerably less well thought of because they didn’t look after their workers enough. This shows that one quality criterion for good leadership is support for colleagues. But if this supportive approach to colleagues does not prove satisfactory for the executives, they take the view that there has to be direct monitoring or in some cases hard sanctions.

In both sectors the managerial heads are supported by a level of middle management representing managerial control on the spot: for the greater part of the day at least one team leader is present who on the one hand keeps an eye on the work process (e.g. making sure that not too many employees take a break at the same time thus lowering service quality) and on the other gives professional support to the work and can intervene in difficult situations with customers. Additionally travel advisors’ work is controlled by regular test purchases in which the employees’ sales behaviour is examined and the results discussed with them. This form of monitoring has been agreed with the works representatives who insisted that no individual disadvantages be allowed to follow from the test purchase situations.

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

As the service point is open round the clock and the ticket counters are also open except for a few hours in the night it is necessary to organise working hours through shift plans. Under binding agreements there is a maximum number of working days per year equivalent to a five-day-week. The rhythm of work and time off is however in no way equivalent to the traditional rhythm of five working days and two days off as weekend work is the rule. Then again there is a binding agreement that every third weekend has to be free. But the remaining days off as well as the working hours on working days vary greatly. There is no regular pattern of work and time off.

A the service point there are many different shifts: “Well, we have 6am to 3pm, 6am to 4.45pm, 7am to 5.45pm, 8am to 6.45pm, then 10.15am to 9pm, 1.15pm till Midnight. 2.30pm to 11pm, 2.30pm to 11.30pm and 2.30pm till Midnight, 3pm to 11pm, 3pm to 11.30pm, 3pm till Midnight.” (Interview 5). In addition there is the night shift which lasts 11 hours covering the time between Midnight and the first early shift.

Shift work in itself is nothing new for the customer service at the station. However in the course of restructuring there have been some changes in the schedules. These relate to the length of the shifts: in former times eleven hours were worked frequently. This accordingly meant a higher number of days off. They relate to the composition of the shifts: earlier one was on duty regularly with the same circle of colleagues, today it changes from day to day, because the shift plan is highly individualised. The character of the shift plan has changed too: “Well, earlier we had schedules, three-week schedules, four-week schedules, five-week schedules, which in the course of time repeated again and again. Now we have a plan for days off, it is 12 weeks, this is repeated every 12 weeks, so that you basically know your days off for the next three years. And between that you get your schedule, four week run, six week run, eight week run, depending how it is planned. Then you know when your days off are, but between them how you work, you know, I’d say, roughly four weeks in advance.” (Interview 13)

The number of early, day and late shifts and their place in the shift plan change constantly. Thus it comes about that one time one has a schedule that matches one’s own needs, another time a schedule which is the contrary to them. Essentially the employees have to come to terms with a work-leisure rhythm which is set for them. Nonetheless duty-roster managers do indeed take important personal needs into account:

Thus one of those questioned who has a small child to take care of does only early shifts and a number of the employees don’t have to do any night shifts. Of course exceptions of this kind run counter to the logic of shift planning and make (alongside other staff shortages because of sickness or temporary lack of personnel at the service point) further exceptions necessary (change of workplace at short notice, standing in for colleagues), which the shift manager works out in direct contact with the workers. A system of give and take among colleagues has developed out of this leading to general satisfaction with the way working hours are regulated.    

3.4.3
functional flexibility, team working (including changes)

A common feature of the work at the service point and that at the ticket counter is that there is a low level of division of labour. With certain exceptions (such as the special counters which require specialist knowledge) basically all the employees assume the tasks to be done. The fact that there are different levels of competence, of stress tolerance (night shift yes or no) and different preferences (preferring the service point or the platform) is not taken into account when assigning the tasks. Nonetheless these differences do exist and are taken into account in that the staff schedules try to make use of the employees’ strengths.

A further common feature of both sectors is that work flows are highly inconsistent and cannot be planned. At the service point in particular the work load depends on whether there are disruptions in the rail traffic flow and thus a dramatic and sudden rise in passengers’ need for information.

A third common factor of both areas is a result of the division of the German Railway into separate enterprises described above: formally speaking the employees of the companies have nothing to do with each other. Nonetheless they are highly dependent on one another if they want to work successfully. This is particularly true if there are disruptions in the schedule. Employees at the service point can only give the passengers who have missed connecting trains information on alternatives if they have up to date and reliable information from the management of DB Long-Distance Traffic or DB Regio or from a private carrier, who in turn (say, on whether a connecting train should wait or not) have to coordinate their decisions with DB Network. It can be just as problematic if the service point employees want to help a customer to get back possessions left in a train. In cases such as this the employees are obliged to contact other enterprises of the DB AG. Formal channels often have limits under these circumstances. It is good if one has informal contacts:

“The splitting up of the railway, personally I don’t think it’s so good. Cooperation suffers because of it. In some sectors we have here for instance – we still say “a travel manager” (this was the term before the Railway was divided up) for this. That was the external employee from the transport management. There are still quite a few of the old colleagues around who we know, cooperation is very good, you can talk about something, he can say, good I’ll try to get the train to wait if they say it’s going to depart. But sometimes the times are so short, but that’s only when the colleagues manage to sort it out in time among themselves. So you often get the impression that it’s not as good as it could be, that it’s every man for himself. I don’t know.” (Interview 6) 

It is the old, supposedly out-of-date structures of the Federal Railway and the personal cooperative relationships which grew up then between the railwaymen which provide a solving mechanism, especially if more complex problems have to be dealt with or if things have to go fast; it can circumvent both hierarchy and market: the mechanism of loyalty between former colleagues.

The short cut alongside official channels is described especially by male interviewees who were employed by the railways before the Rail reform and/or in other areas of the railway (for example as conductors) as a good method of dealing with problems. This approach is however justified in terms of the current adaptation of the railway to the market: one chooses informal channels because they are of use to the customer. Thus in the work culture of the older employees earlier experiences and colleague-centred approaches are mixed with a customer orientation which the enterprise requires of its employees – while ignoring the newly-created company delimitations. As nothing can be said against customer orientation, it can be successfully instrumentalised by those employed: ways of acting which are not actually in accordance with regulations can be made defensible if they can plausibly be shown to be of use to the customer und thus ultimately to the railway.  

3.4.4
impact on quality of work

The central transformative processes in the customer service sector are intensification of work (cf. quote Interview 10 in 3.2.3), greater customer orientation, more demands from customers and an improved use of labour. These mounting requirements are softened by solidarity among colleagues and in the relationship to the line managers. 

3.5
Skills, knowledge and learning

3.5.1
formal skill structures (including differences between men and women) and current skill needs

The German Railway employs almost exclusively persons whom it has trained itself. Nonetheless the employees in the two enterprises which were under research have different types of formal qualification. Among the older employees who had trained with the state railways and as a rule went up the career ladder as a state employee qualification for a wide range of possible jobs of a non-technical description (the technical service includes engine drivers, maintenance workers etc.) was typical, followed by employment in various functions: “I began as a so-called young worker. That was training in the whole of the non-technical railway sector. From handing out tickets to preparing the goods wagons, knowing how to run the rail team, working the signals, doing shunting, then training in chassis, the rails…” (Interview 8)  

Subjects taught during training are largely irrelevant to the current skills required in customer service; on the other hand the training helps to understand the connections between the different sectors of the German railway and to get to know people personally in the formally distinct enterprises, making it easier to solve problems which extend beyond one’s own narrowly-defined area of responsibility.

The training programmes of the younger interviewees are commercial by contrast, adapted much more closely to the service tasks of DB Station & Service and DB Sales Ltd. The companies focus their training precisely on their own requirements; practical training begins in the first year of the programme with assignments at the service point and the ticket counter. 

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

The travel advisors need comprehensive knowledge of the price system of the German Railway to do their work. It can become particularly demanding and varied when international tickets are sold as the price systems in Europe have not as yet been unified in a single system.

For the work at the service point experience derived from practical work is regarded as more important than formal knowledge through training: “(I have another question about training. Did you learn what you need now in your everyday work during your training, were you prepared for it?) No. (3 years of training, getting to know everything?) But not what I do now. No, let’s say, what we are learning here now you don’t need training for, normally. Because that’s what you pick up over the years anyhow.” (Interview 4)

However in both areas social competence and stress resistance are important prerequisites to bear the specific strains of the customer service required there and to be able to keep up general friendliness and preparedness to provide service for the customers.   

3.5.3
learning opportunities, training policies 

On account of the frequent changes made in the sales offers training courses are constantly necessary. For this purpose DB Sales has two specialist trainers who try to develop specialist and social skills with small groups of employees. This training is given a special quality by regular test purchases in which the employees’ sales behaviour is examined and the results discussed with them. The employees at the service point are also trained in regular so-called service meetings. The service coordinators are responsible for these.  

3.5.4
impact on quality of work 

As regards the quality of customer service the qualification programmes for the employees have had, according to the works councillor interviewed, clear positive results: “(What has changed in comparison to earlier? If you say they are better trained?) Well, our people, the main emphasis now is on: the customer is king, simple, straightforward as that. That’s the employees’ customer orientation. He’s really being trained permanently, you notice it, the employees absorb it more and more. Back in the times when I began, it was like…(What was it like?) Back then the rules were called “Regulations for Handling”. OK, we waited, if he comes yes, he was greeted perhaps with “What would you like?”, then he said, OK I want this and that and then that was it. And then perhaps thanks too, and that was it. And now, that you try to be of service to the customer, to get in contact with the customer.” (Interview 10) 

However, this advance in terms of service quality has from the point of view of the older employees who were trained for other types of work by the railway come at the expense of skills which used to be important and have lost meaning. All of which is a consequence of the considerable shift of emphasis from the task of keeping everything in working order to customer service. (s. 3.1.1 and 3.2.1)

3.6
Industrial relations & regulations

3.6.1
forms of workers’ representation

Representation of employees at work is of considerable importance at concern level for the German Railway AG. The railway has three branch trade unions: Transnet is the biggest and organises about 2/3 of the unionised employees; the remaining third is divided between the GDBA (German Union of Railway Officials) and the Engine Drivers’ Union. Even if there is competition between the unions for the diminishing numbers of members Transnet and GDBA, that is the two unions which are relevant for the companies being researched, have amalgamated to form a collective agreements body. The level of unionisation among employees was estimated by the interviewees to be decreasing but still relatively high at 70 to 80%.

Works representation is in the case of DB Sales Ltd. structured as follows: “Well we are a body made up of eight members, because we are slightly strange set-up anyway. The Works Council body is called German Railway Long Distance Traffic/Sales, that means in practical terms two firms under one roof which we look after, and here I look after the sector DB Sales (…), I am responsible for the employees in our eight-member body.” (Interview 10)

Above this level there is the Collective Works Council (CWC) of DB Long Distance Traffic AG, which is 100% the subsidiary concern of DB Sales Ltd. The Collective Works Council is in turn represented at concern level within the Concern Works Council.

3.6.2
information and consultation, issues of negotiations

As the employees’ representative the works council primarily assumes the role of a co-manager and tries to push through certain changes in agreement with the management and thus occasionally supports the company’s intentions toward the workforce. The employees generally accept the considerable importance of the works council for the German Railway and know that it is a very important factor in their job security. But when it comes down to their individual interests (say in relation to working hours desired and changing jobs within the enterprise) they prefer to turn directly to their line managers. As in both enterprises the line managers are open for their employees’ concerns, one of the standard sentences of interviewees on the subject of the works council was: “I haven’t needed it yet.”

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

The essential decisions for the employment situation are made at concern level and thus on a national scale. The Works Constitution Law sets the framework for this which applies without restriction in the various enterprises of the railway concern. A further framework is set by the General Railway Law, in force since 1994 and in conformity with European transport policy regulations, under which competition has to be allowed in rail traffic. For the DB Station & Service AG for instance this means “acting in a non-discriminatory fashion vis-à-vis other railway companies” (Interview 8), that is not only toward companies of the German railway but also other companies offering their services.  

3.6.4
pressures on regulations and national institutions

The Rail concern has until now been a world of its own and thus in some respects protected from external influences. The labour market is to a great extent internal and the employees’ representation is unquestioned. External market pressure, too, has until now been kept within limits by virtue of the fact that the railway (at least in the long distance sector, but to a rapidly diminishing extent in regional and local traffic) is still disproportionately larger than competing rail companies. But the court is out on how this might change should the concern (or parts of it) manage to get on to the stock exchange. This is a cause for anxiety on the part of the employees who fear that they might lose their job security as well as the work conditions applying till now.

3.7
Conclusions

3.7.1
basic characteristics of the case study
The case study is representative of a widespread tendency in Europe to capitalise public goods and services. Both of the companies researched are embedded in the complex restructuring process of a large concern. This process is a political topic. The railway reform and the associated phenomena are discussed in public: at the political level as the railway has until now remained 100% the property of the German state (thus the point in time and the way to go onto the stock exchange has been the subject of negotiation between concern and the federal government for years), in private (a large part of the population are customers of the DB and as such interested in developments on the railway) and the media, which take up both discourses.

A first central aspect of the restructuring is the division of the value chain, which before the rail reform was completely integrated in both state railways, into an increasing number of smaller companies which nonetheless remain under the overarching concern structure. A second important aspect is the increasing orientation of labour processes according to the criterion of economic viability: for one thing via a process of rationalisation (raising productivity through reduction of personnel, automation, optimising of work organisation etc.), for another through the creation of new services (service point as a new institution at the station, expansion of advisory services in sales).

A further basic characteristic of the case study is the complete regulation of the restructuring process through collective agreements. The three branch trade unions and well established employee representation across the concern are negotiating partners for the management at concern, company and location level. They support the process in order to have an effect on it; fundamental opposition is not an option here. 

3.7.2
importance of the case study for the WORKS research questions

The case study focuses attention on the fact that restructuring of public works and services cannot consist simply in removing parts of the value chain from the public sector and handing them to private firms. It is not only about outsourcing in this sense. But it is the form of performance of public works and services themselves which are subjugated to processes of rationalisation and of being made marketable.

At the same time it becomes clear that profits through rationalisation are attained here in large degree through a process of outsourcing which hitherto was not a central topic given consideration by WORKS: through outsourcing to the customer. Thanks to the new technical possibilities available (Internet, ticket machines) these assume part of the work which the railway previously used to do.

3.7.3
impact of restructuring on quality of work and quality of life
The quality of work in both of the companies under research has been profoundly affected by fundamental processes of rationalisation and increasing customer orientation. The intensity of work and the demands on service quality have risen steeply. This went hand in hand with considerable reduction and restructuring of personnel: In comparison with the times before the railway reform a very much smaller number of increasingly female employees perform a noticeably more customer-orientated service.

This higher quality of work is being performed under worse conditions of employment. Job security is a given for the present thanks to the Employment Security Collective Agreement, but after 2010, however, this will be precarious. On account of the increasing centralisation of employment options in a few larger stations it is ever rarer for workers to find employment near their homes. Migration from East to West and from the country to the city continues.
Appendix
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