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I. Short Information on how case study was conducted

The case study involved 2 organisations: a private company (formerly public, privatised in the late 90´s) which was originally a large telecommunications company, and has branched out in the area of internet service provider, and then later in developing multi-media solutions, (basically a large variety of software based services for a wide range of customers). The actual organisation involved in the study is the multi-media solutions spin-off of the large telecommunications multinational. Their products include: consulting, software development, testing, and support services in the areas of human resource management, procurement, finance and controlling, etc. 

The other organisation is from the public sector, the interior ministry of the state of Baden-Wurttemberg (BW), in particular the department responsible for a project to develop a new information system for the police in BW as well as other systems for the state administration. 

Eight interviews were conducted between March and May 2007. 

	1.
	M
	45
	Project leader learning solutions
	Berlin
	Private company – e-learning dept.

	2.
	M
	40
	Project leader  - police online
	Berlin
	Private company – e-learning dept

	3.
	M
	32
	“free lance” developer and consultant
	Berlin
	Consultant, Business performance support

	4.
	M
	32
	Personnel director for multi-media spin-off
	Dresden
	Private company, human resources

	5.
	F
	41
	Project leader, software development
	Dresden
	Private company, software development, works councillor

	6.
	M
	50
	Project manager, department head, Baden-Württemberg interior ministry, new information systems for police administration
	Stuttgart
	Public sector, police administration 

	7.
	M
	30
	User of new information system in the police force
	Villingen-Schwenningen
	Police academy, further training for univ. degree

	8.
	M
	45
	Project leader BW interior ministry, information systems for the police force
	Stuttgart
	Public sector, police administration


II. General Overview

The business function: IT services for the public sector

The units covered: Private Company developing IT solutions which is a spin-off of a large multinational. Both the e-learning department and central headquarters of the company were visited. On the public sector side, the police administration’s department for developing information systems and the police academy were visited.

Products and services: new information portal for qualification and training, expert knowledge and thematic forum for the police in Baden-Wurttemberg; e-learning modules.   

The restructuring: a public-private partnership for business performance solutions in which a private IT solutions company works together with a public administration to modernise and reform a training and information system. This affects the way training and information is organised and offered to the users and changes the roles of teachers, data management personnel, heads of police stations, and to some extent users.

In PPPs the private company usually takes over tasks that were formerly carried out by the public employees. Such models are part of business process outsourcing, in which entire administration processes are outsourced. A subform of BPO is business transformational outsourcing (BTO) in which administration or business processes are evaluated and optimised. With BTOs, private companies are hired to analyse existing processes and to optimise them, usually with the goal of newly structuring them and taking them over. Thus BTO is a form of consulting, with the intention of takeover. This restructuring is a type of BTO, in which the private multimedia company was asked to examine, restructure and optimise existing information services in training and information centralisation and dissemination for the police. However, it stopped with analysis and co-design and co-development of the new system. A takeover of processes by the private company never took place.

The period of restructuring: The project formally started in 1998. However, new further reaching projects were launched in 2002, and in 2004. The portal was first really implemented at the end of 2004. 

Numbers of workers in the companies: private (714 – 330 fixed contract; 243 hired out from subcontractors or free-lance). Public (about 30,000 police users)

Geographic spread: Private (8 German sites and projects in several countries) Public (in the whole state of Baden-Württemberg).

III. Case study findings

1. Company and value-chain (re)organisation

As background information it has to be pointed out that this case study is to a certain extent 3 case studies. It is necessary to have information on the private sector company as well as the public administration involved in the public private partnership. Finally, there is the project itself in which both organisations work together in a project development team and which involves a reorganisation in the public sector (police force and police academy). 

1.1 reorganisation of the business function, legal and ownership structures, company boundaries

The private company is a large multinational, organised as a holding company that at the end of the 90´s was divided into 3 parts: basic telecommunications branch; mobile telephone branch and the systems development (also hardware) branch. The first branch has over 100,000 employees; the mobile branch about 30,000; and the third branch about 52,000. The systems branch is divided into 2 parts: one for large customers (by volume) and one for SMEs. In the business systems (SME) part, which is already a separate company entity from the large multinational, there is a 100% subsidiary for multimedia solutions, which is also a separate legal and financial entity. This company was founded in 1997 and is the company unit which is under investigation here as the private partner in the public-private partnership. It has about 715 employees, almost 250 of which are external or free-lance. The small spin-off is still integrated into the holding in terms of branding, company representation, shared services, etc. However, the spin-off has its own accounting department, its own personnel departments and so forth. One reason for the spin-off is that hiring and employment practices can deviate from agreements and contracts that the multinational has with the union. For instance, the widespread use of external workers, longer working hours, and different pay rates that are more performance based. 

The public sector administration is part of the interior ministry of a large German state. Since about 1998, the public administration had an interest in reforming its IT services in a variety of different areas. Some of these projects were fixed-term tasks that were given to private companies such as installing new PCs, servers, and setting up network infrastructures. The project which is the subject of this case study was a much longer term task with complicated legal and ownership structures. 

The private company received the project through a business unit of the mother company responsible for large customer accounts. Their large public sector customer approached the company through the account manager about a cooperation for developing a new IT based training portal and information system for the police. The large customer branch of the company then approached the smaller multimedia subsidiary about whether they could develop such a system. The account manager is responsible for a variety of deliveries for their customer(s): he or she might go to the computing centre, the call centre, or as in this case, the multimedia group for their deliverables. The multimedia spin-off made a specification sheet and a cost calculation for the proposed project and the account manager negotiated this with the customer. When the project began, the work was then run in a cooperative project organisation with participants from both the private and public side. 

The point of departure was “let’s try and see if the public sector and an industrial company can establish modern forms of employee-portals in a public sector environment and can quickly consolidate them.” The first user was the state police force, but the contract partner was the interior ministry and the state administration and they are interested in rolling out the project for the entire state administration if it works. 

The company boundaries are clear – the private company on the one side and the public sector on the other, although both have employees working on the project. Any mixing of personnel or transfer of personnel would be quite difficult because the public administration employees are civil servants with special obligations and privileges and the public sector interest representation is still very strong and protective. 

1.2 re organisational and spatial aspects of the value chain

There has not been a permanent physical reorganisation caused by the PPP. The effects are mostly virtual. Much of the data information collection and dispersion is now centralised on the new IT system. For training and qualification, the administration and registration for courses as well as some courses which are obligatory for all police personnel, are now also centralised in an IT system. The old intranet systems which were decentralised in each police station headquarters have been replaced by the central platform. The effect is supposed to be much more communication and exchange between police stations. 

During the project, the project team both from the private and public company did have to spend quite a bit of time together, which meant increased travel and presence of the private company employees at the police IT development centre. The private company is still responsible for maintenance and care of the system, so there is continued contact, but at a less intense level.

1.3. contractual relations and power relation

The original project started as a so-called public-private partnership (PPP) in which 50% of the budget came from the public sector, 50% from the private company (holding). (The total amount was 3 million Euros – highly confidential!) Each partner brings finances, manpower, and know-how into the project, but the private company owns the software and the overall solution. The state gets the complete cost-free user rights for the system and its further development, not only for the original police project, but for all 11 ministries if they want. The private company gets to market, sell and develop the IT solution package to any other state or public administration. 

The private company has a great interest in a successful project, even though it is quite costly for them, in the hope of becoming the company of choice in all future IT services projects in public administrations in Germany. The public administration did exercise a lot of power in being able to establish the ground rules for the partnership. Although each agreed on goal and the work packages to achieve it were negotiated together, the public administration had the final say about goal fulfilment and quality. They also kept a very strict position on having input from the base and the users to make sure that what was developed could really be implemented and practicable. This apparently led to conflicts, discussions and further negotiations for the partners, since the private company often felt that the requirements were being broadened or the wishes of the public sector partner too complex.

With both projects, the problem sometimes arose that a concept was understood differently by the two parties and after delivery by the private company, the public administration was dissatisfied with the results and then negotiations followed on whether revisions were still possible in the given budget or if the delivery met specifications, etc. 

2. Functions and overall workflow in the value chain

2.1 Functions performed in the value chain, changes through restructuring, division of labour, etc.

 The private multimedia company develops together with the public sector customer a concept for reforming the further training system for the police, first the administration of course offers and registration procedures and then later actual e-learning modules in the system, as well as centralising the information portal and information update system for the police force in the state of Baden-Wurttemberg.  The next step is to turn the concept into a software model and IT system and install and maintain it. The public administration forms groups to give input to what the system should contain and how it should be configured. It should be pointed out that the degree of participation of the public administration as a customer in this process is amazingly high, and is probably only possible because it is a large public administration, and that its employees have a strong, protected position. 

The public administration, which now has its own IT data management unit, is responsible for giving the ok on whether the system meets specifications, defining future goals and tasks, and adapting the system. The project members from the public administration are also responsible for reorganising the work processes at the police stations, in the central data management administration, and the information editing process, recommending training to use the system, convincing supervisors to accept the system, and doing public relations work for the system in the police departments. 

Data management systems are centralised through the IT services project, information exchange is more formalised and more transparent. The actual division of labour is not changed very much – the influence is more on the content of some work in specific cases in the public administration (more under point 4.)

2.2 geographical structure of companies and units

The private company work is divided between 2-3 sites in Germany. The public sector administration work on the project is also divided between 2-3 sites in BW. Thus there was a lot of travelling between the project team members and a lot of geographically distributed work. The spatial division of labour along the value chain in the entire police force goes across the entire state, involving 30,000 police officers. The data system is designed to centralise processes and to facilitate information exchange across the police stations.

3. Changes of employment

3.1 and 3.2 employment structures and conditions

Private -

According to the personnel director, (somewhat deviating from the company brochure), the private company has about 370 employees on permanent contract. (The difference probably comes from movements in the numbers of external and free-lance employees). The regular employees have a wage contract that is based on the union agreement made with the multinational headquarters. However, they use the wage contract voluntarily because they do not negotiate with the union and are a separate legal entity. Therefore, they have freedom to offer performance based and premium wages in their company. The hierarchy is relatively flat. The greatest level of differentiation is in the software development unit which has 7 steps from assistant programmer to principle architect.  There are three differentiations in job category: programmer, developer and architect. Other organisational areas include: project management, consulting, testing, creative, support services. 

The company makes liberal use of non-standard contracts – with almost half the employees on such contracts. The main form is hiring from small external firms, but the employees sit permanently at the multimedia company. The benefit for the company of this form of contract is that the employees are not officially on the list of personnel (thus they are not fixed costs) and also they can be laid off quite easily. The costs for the company are not lower although the employees earn less than their permanent counterparts because the external firm takes a cut. Another form of contract is free-lance which the consultants often have. These employees earn the same or more as their permanent counterparts, but have absolutely no job security and have to pay their own social benefits. For the company, there are risks involved in hiring free-lancers who basically work exclusively for them, because there is a law that neither the company nor the individual can engage in “false or mock free-lancing”. Thus the employee has to prove that they also work for other companies.
The reason given for using non-standard contracts is that although the company is growing and doing well economically, the mother company is in economic crisis and there is a hiring stop. They can take some of the redundant workers from the central units but most of them have a different qualifications background, so they take very few. The external workers from partner companies (not the free-lancers) have the same contract conditions as the permanent ones: they are in the pension system, get premiums, get the same offers for training, etc. 

The working time is 38 hour weeks. There are no direct controls on working time – only indirect. That is, each employee has to book their time on a particular project and the project leader has allocated particular time blocks for each employee to work on his/her project. In this time the given work package should also be completed. The only other possibility is to write hours on organisation which is non-productive time. The personnel director controls how much has been put in this category and why. How hours are worked is flexible although with consideration for the needs of the project. There are no fixed work hours during the day either. Legally, no one can work more than 10 hours a day, so theoretically the most time that can be worked in a week is 50 hours. Free-lance workers are not bound to these rules, although they too are not supposed to be on the company grounds more than 10 hours a day. Overtime can be collected up to a particular number of hours per month; minus hours in a month are also possible. The extra time can be taken off or time can be made up according to work demands. 

About 30% of the workforce is female. The sector of high level IT technology is dominated by men in Germany. Nonetheless much of the work that is done is consulting, change management, designing a system together with the client and not pure programming or software development. There are women in the multimedia company who are relatively high in the hierarchy – as field project managers for instance which is a company management function. Within the units, women are also present as project and senior project leaders. It is quite possible that the presence of highly qualified women in technical fields is partially explained by the company´s central site in East Germany.  
Public-

Those involved in the public private partnership from the public administration side are civil servants. Civil servants cannot be fired except for extreme offences. In this case they are either from the police force (the majority) or teachers for the public administration. Civil servants in this state have had a weekly work time increase to 41 hours. The police working on this project, although not doing regular police work anymore, are still in the same career ladder. They have the same job title designations and earn the wages of their police colleagues. Most of those working in the project are in the upper wage categories, having a university diploma and moving into what is called the higher service path. There are three groups in the police hierarchy: the middle path which is normal police work; after university there is the higher path which is comparable to middle management; then the highest level which requires further training and time in another German state, which leads to something comparable to upper management. Within these groups there are up to 5 levels that one can move through. 

There have been no changes in formal employment structures or rules for the police or the police training school through the project. Most of the changes occurred in the work organisation, either directly or indirectly. The employment conditions for the unit working on the IT services projects have changed to the extent that their work is much more oriented to the needs of a particular project and its schedule, just as in the private sector. That means that the project members travel more, are under time pressure to finish the work packages also on account of the financial constraints of their private partners. 

3.3 negotiations on changes in employment 

The works council of the police (called the personnel council) were unwilling to accept the e-learning model until there were assurances that enough computers were available, that working time would be made available to participate in the e-learning courses. Compromises were made on the limiting the objectives of the e-learning so that the policemen would not be required to engage in an unspecified number of e-learning procedures and so that regular forms of further training would not be made completely superfluous. Another issue was protection of individual employees with regard to transparent information flows.  How can the data of the individual be protected, for instance in terms of who has a right to see the information on how many courses he/she has taken and what the test results were.  

4. Changes in work organisation

4.1 content of work, role of customers

In the private company the work is quite diverse. It involves doing consulting with customers on how to use IT services or systems to change their work processes or a portion of their work process, designing the software or network systems to implement this plan and then to maintain it and service it. The personnel director described this as the “40-20-40 rule”.  In IT business, the turnover is divided into 40-20-40 percent: This means that 40% of the money comes from consulting, project management, software architecture, and senior software developers – things which cost the most. Only 20% comes from actual developing software, the actual coding. And another 40% comes from support-services, release management, testing – things for which there was a complex application and one can make a service contract for the next three years to further develop these things.  The company is pursuing a policy of hiring in the two 40% segments. In 2002 the personnel structure was something like 15-80-5. Now they have gotten it to about 40-40-20. So the goal is to reach the 40-20-40 as soon as possible in order to reorient their business to things in which they can make money. So they are hiring Project managers, consultants, software architects, and also at the other end the testers and test designers as well as various types of support people. 
Managerial control

Control in the private company is mainly indirect: everything revolves around meeting the schedules for projects and having the project leader accept the results delivered for the project. Otherwise there are no direct controls in terms of time cards or sheets.
Spatial aspects and role of customers

The private company´s headquarters are in Dresden because it was an economically weak region when the spin-off started and the large company put it there for political reasons (also probably received subsidies and tax breaks). However, „the problem that we have is that our customers are not here in Dresden. They are everywhere in Germany, even worldwide. We are in Boston, in San Francisco, in China. We have practically no customers in Dresden. So we have a lot of travel costs. Previously the customers paid for the business trips. But they don’t do that anymore. The price pressure has gotten tighter. So we said we have to be where the customer is. And we built our sites where our customers are. A Follow-the-Customer strategy.“  

For some projects it is necessary to work at the customer site for longer periods – up to a year. Then the project member has to spend the week at the customer and return home on the weekend. If the customer wishes this continual presence then it will be so arranged, although attempts are made to negotiate with the customer “because this is not so nice for the employee, because he has a family and one want to take consideration of that. So one might go back to the customer and ask if it would be possible to reduce the time to 2 days a week.” 
4.1 The PPP content of work and cooperation

The PPP deals with themes surrounding knowledge management. The tasks all deal with information management.  Interesting is that the public administration describes their task range as involving a lot of IT, “that is we build innovative IT processes, mostly in the area of qualitative personnel development,” although the department is officially personnel planning, organisation, training and further training and new control instruments.  The public sector administration sees their project as changing the organisation and processes because, “we are changing the entire training  process, we change the processes of cooperation in terms of the relationship with expertise and with supervisors. The control of information is now horizontal rather than vertical. …The proof that it changed the organisation is that conflicts still arise.”  

In the area of further training, the system is designed to place all course offers in a data management rubric. The individual policeman can look at the offers and dates, see how much time it requires, discuss the course offer with the supervisor and get the ok to take it, and book it online. In fact, it is only possible to book online. Previously the supervisor controlled the information on what courses on what subjects were offered and it required 13 administrative steps to get booked into the course. The transparency has an effect on the role of supervisors and also on workloads especially in the training administration, since several of the administrative steps disappear and well as the paperwork. The transparency also has an effect on the individual policeman because it is much easier for the supervisor to check how many courses someone has taken, how many tests they passed, etc. Of course, there are also older policemen who are not used to dealing with computers, so there was also some resistance in this regard. However, there seems to be mostly positive experiences with this part of the project.

The next step was not only to offer information on the courses online, but also to offer many more courses themselves as e-learning modules online. The idea is to offer some basic parts of further training online, in police work there are a lot of procedural and pure informational knowledge updates required, and then to round out these basic parts with participation in seminars. Again many of the modules are not voluntary, but are obligatory. 

This project required a lot more work between the private and public partners and ran into a lot more resistance. From the side of the private sector, the positive aspect of the work on the data management system for the police was that their counterpart in the public sector was an IT specialist in the police’s information development centre and it was easy to discuss technical feasibility with him. For the e-learning modules, the partners were academics from the police academy, who “were swimming so high up in the clouds that it was difficult to get them down to earth.”  They presented 80 page concept papers which the multimedia company was supposed to then implement in a software solution. 

Another change is that organisationally, an entire unit for developing IT service based projects was formed in the police force under the auspices of the interior ministry. About 20 persons work permanently there; others are called in for specialist tasks. These employees were all formerly in the police force and worked in various capacities as policemen. Since the interior ministry were not willing to finance the hiring of external IT specialists, policemen with experience or backgrounds in IT were asked to join the unit. Thus, the content of their work, their work organisation, and their work partnerships – all changed drastically as a result of the formation of this unit.  Their work is much more oriented to the needs of a particular project and its schedule, just as in the private sector. That means that the project members travel more, are under time pressure to finish the work packages also on account of the financial constraints of their private partners. All of these employees are male.

The project team members have to go regularly to the police departments and say to the supervisors that “they have experts in their staff, please give them the opportunity and the little time necessary to pass their knowledge on, rather than saying that it’s all rubbish.” The role of the supervisor also changes through the introduction of the information system. The higher levels of the hierarchy of the police have regular meetings, which were previously “top secret.” Now, the protocol of the meetings is made available for every police officer. That means that every police officer can inform themselves of new rules, etc. and are not so dependent on the information policy of their supervisors. 
4.2 organisation of working hours, etc.

The public sector employees have a longer regulated working week than the private sector company employees – 41 hours to 38 hours. The public sector employees had their working time extended in the last negotiations because of the extreme financial crisis in the public administration. The difference is in how the time is worked. The private sector employees work very long days when a project schedule requires it and take the time off at a later date. The public sector employees were not used to this working rhythm, and have had to adapt to it in order to maintain an equal role in the development of the project. Basically the public sector workers in the IT development unit have experienced an intensification of work and work overtime for which they are not compensated. 

4.3 team working

Another issue for work organisation in the project is the continuity in the personnel. The public administration has a core team of 20 people working on the project. They add others for special expertise on specific issues, who are then only participating temporarily. But the core team has a continuous role. For the private company, there has been a core team of 5-10 persons working on the project since the beginning. However, there are also lots of new people, also external consultants and free-lance people who continually change in the project. And although this can have positive innovative effects, it makes the cooperation difficult. For instance, when a group agreed on something and at the next meeting, those who agreed from the private company are no longer there. 

4.4 impact on quality of work

In general the position of the private company was that they were building solutions that were supposed to be helpful. Of course, “when one intervenes in particular processes or tools that already exist on the customer side, which they use and which they got used to and then you suddenly get rid of them, then there is a problem at first, because something new is coming and one has to get used to the new things, and then there are problems. I heard that on the police side there were systems that were being used and were developed there and that one would have liked to keep using them, and then a new system comes in and one is just somewhat against it at first.”   Generally the people from the private company admitted to having some conflicts in meeting the demands of the public sector partners for the given budget and in some scepticism of the project especially among the police academy personnel. Otherwise they were not willing to criticise their work with the public administration. 

In conclusion, there are four groups mainly affected by the IT services project in the public administration: the teachers at the police academy, the editors of the information distribution for the police, the data management workers from the police, and the individual policemen/women. 

Group 1: With regard to changes in work organisation and consequences for work in the e-learning project, the teachers affected by the project were afraid that they would be made superfluous through the increasing use of IT based learning modules. The head of the project from the public administration thought this fear was groundless, given that the teachers were necessary to design the e-learning modules and that follow-up face-to-face courses were planned in the program. As of now there have been no redundancies, but the project really just got off the ground 1 ½ years ago, so it is unclear what the long-term effects might be. On the other hand, teachers in Germany have civil servant status and cannot be fired, so they have extremely high levels of job security. Another conflict dealt with the administrators at the academy, who were afraid that with fewer face-to-face courses, their infrastructure would not be utilised, and their budget would be cut. Although the project’s main motives were not cost cutting ones, it certainly seems probable that there could be side effects of the project leading to the loss or redundancy of procedural administrative tasks and lower budgets for infrastructure maintenance.  

Group 2: There are now central editors for specific topics who are responsible for collecting data on a topic (traffic, drugs, sexual crimes, etc.) also by asking experts across the state to deliver this information, and then are responsible for distributing it to all the police stations in the state. The project team for the PPP gives them model forms which they can fill out so that everything is standardised. At first, these editors, who previously had a lot of autonomy and intransparency about how they collected and dispersed information, complain about the extra work load. After about a quarter year experience, once the process is established, the editors usually say that it involves about 2-3 extra hours of work in a month and that it is doable. In fact the editors, seem to like the new system, saying it allows them more contact outside of their unit.

Group 3: The greatest resistance to the project came from the data management personnel in the individual police stations. Many stations had their own server and had developed their own intranet system for their station. They had an important position in the stations because they were the only ones with technical know-how to care for the systems. According to those from the central administration, they used their role to “hide behind their technical expertise and not carry out other tasks that they were supposed to”  - so the opinion of those implementing the new system. Once the IT system was centralised, the technical tasks were taken away, and these employees were only supposed to take care of the information in the system, the content, rather than the technical aspects. About 50 local servers were involved. Thus the technical care of web and framesets will be removed from the stations and be centralised. However, these people lose these tasks, but not their jobs, since they are civil servants and cannot be fired.
The central data management personnel, who make up about 5 persons in the public administration, and who are responsible for further developing the software and adapting it to the new requirements, are experiencing an intensification of work. They are concerned about the extra work that they have and whether they can carry it out with the given personnel.

Group 4: For the police force, there had been negative opinions about the system that policemen “should be driving their patrol, writing tickets and catching criminals, rather than surfing around on the internet and wasting time.”  The project team argued that it makes no difference if someone reads a report on paper or a police newspaper, or if he/she reads it on a computer monitor – it takes just as long or longer and uses as much effort. Most of this resistance seems to be over, according to the project team members. Basically, the system should only enhance the access to information rather than have negative effects on quality of work. 
5. Skills, knowledge and learning

5.1 formal skill structures, actual skill needs

In the private company 80% of their employees have a university degree, mainly in computer science. Other fields are business economics, and other natural sciences. They also have employees from completely different backgrounds in their “agency area.” Employees who might have been butchers or something, were given a retraining, and now do jobs like designing internet sites. However, they don’t hire people like this anymore; that was during the boom years when the company also was involved in graphic design and such things. Now there are other smaller companies who can do such things for less money. Now they try to use these people for other things, maybe also testing if they are willing. Testing is rather a routine task, so it does not necessarily appeal to someone who liked designing. The newer employees tend to have computer science degrees. 

The public sector is made up of policemen who are either in middle, higher, or upper level positions and do a variety of different type of police work from patrolling to terrorist expert. 

To become policemen in this state, one has to have a middle level 11 year high school degree (Realschule) or the highest level high school degree (12-13 years – Abitur) which is the prerequisite to go to university. If one has the necessary qualifications, one can apply to attend the policy academy, which opens the way for management positions in the police. 

The police also have to take regular further training courses on new procedures, laws, influences from the EU, and problems that have become more widespread (such as amok gun shootings). The new e-learning modules as well as many other services (reporting, sharing information, and international exchange) are all mediated through IT, so it has become a new requirement to be computer literate and fit.

In the public private partnership, the public sector participants are policemen with knowledge of IT, some with programming skills. 

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

For both sides actually working on the PPP project, there was a growth in knowledge intensity. The private company worked closely together with the public administration to build in the requirements of the users in their IT services delivery. The public administration IT group had to acquire new knowledge on developing system architectures and information portals. 

For the users, there was a certain amount of standardisation in the way further training was monitored and carried out. However, the changes involved mainly a move over to electronic based systems rather than a real change in the content of work processes. Much of the further training and information requirements for the police force are in any case procedural and standardised. The move to E-learning modules was a change to more training rather than a change in content, since it is now possible for many more policemen to receive training than previously. Without the E-learning requirement, fewer policemen would be getting the training because of capacity problems. In terms of use of the information systems, in the words of the personnel director of the private company, sideskilling has taken place. Rather than up- or downskilling, „now that the people have to use an IT system, they have to acquire additional skills. They might have to edit the system or evaluate data, etc.” 
Another change is the shear increase in information available due to the centralisation of the data banks, the creation of forums, etc. In fact there is probably too much information available and therefore it is hard to find what one needs. Currently the project participants are working on reducing the amounts of information and making the system more user-friendly.
The greatest standardisation and formalisation of work was definitely experienced by the teachers in the police academy who had to develop some of their coursework as e-learning modules. 

5.3 learning opportunities, training policies

In the public sector, further training courses are offered to learn how to use the IT systems. Other changes that arise due to changes in work processes (such as electronic document management, central archiving of meeting protocols with editing functions, etc.) require learning to work and communicate differently. Many of these processes are simply introduced without special training policies. 

Older workers who were not accustomed to using computers do have more difficulty with the new processes. If there is no willingness to learn the new methods, the attitude is that these workers do not see any chance for advancement and “are waiting for retirement”, although this might be a few years away. The position of the interview partner about these workers was basically one of resignation, that there is nothing one could do about it. 

In the private sector company, there are various further training programs for the employees in the top earning segments – such as project management and service support. One main form of further training is the move to project leader from a lower position such as software development. 

6. Industrial relations and regulations

6.1 forms of worker representation

The private multimedia company has their own works council, independent of the general works council of the multinational. It was established in 1998 at the initiative of a couple of employees from the spin-off. There are 11 members and 2 substitutes. None of the members are full-time works councillors (they would have a right to 1-2 full time representatives). This was the choice of the works councillors, who did not want to give up their jobs as software developers and consultants partly because they like the work and partly because they were worried about future perspectives. “If the company should dissolve, we don´t want to lose any chance of getting a new job.”  One of the works councillors acts as a link to the mother company and is a member of the concern wide works council. There is a European works council at the multinational level which is about 3-4 years old, but not at the spin-off. There is no knowledge of European level activity. 

Most of the works councils are not union members (union is Ver.di). The general disinterest in the union lies in both the generally “cooperative problem solving atmosphere” between the company management and the works council. It also lies in the general attitude that the union cannot protect jobs. “Ver.di can´t protect my job. Only I can with my work. Everyone tries to keep their job and to lead their lives in an enjoyable way. The union dues are high and one doesn´t make so much that one doesn´t ask oneself if it is worth spending the money for that (the dues).”  The main link with the union is the use of the collectively negotiated wage agreement for base wage rates that Ver.di negotiates with the multinational. 
The public sector administration has a police union and a type of works council called the personnel council. Every main police station has a personnel council. The general union for civil servants negotiates wage increases and time use with the interior ministries of the states. 

6.2 Issues of negotiation

At the private company, there are no works councils issues that deal directly with the PPP. The works council has up to now worked mainly on a company level agreement in which issues such as the flexible time arrangement have been regulated. Other issues have been protection from data controls – their telephone system makes it possible to track who had called whom when. However, the works council has made sure that this data cannot be utilized for control purposes. They also have work groups on health and dealing with stress, safety, etc. The individual employees come to the works council to mediate problems that they are having in their work areas with their supervisors. 

One issue is the large number of external employees. There numbers have increased dramatically in the last 3 years; they now make up more than 30% of the workforce at the multimedia company. The works council position is to hire as many of these people as possible in regular job positions as soon as an opening is available. Up to then, they should be treated as much as regular employees as possible (with training, premium payments, perks, etc.). The other side of the coin is that the more people they hire from the pool of external workers, the fewer they can hire from the multinational company who are trying to get rid of as many of their older expensive employees as possible. However, the loyalty seems to be with the external employees on non-standard contracts who are currently colleagues. They basically work permanently at the multimedia company although they formally have a contract with a partner company. 

For the public sector partners in the project, the works council were involved in negotiating the context conditions of the project. They had to agree to its content and contracts had to be signed, for instance on e-learning. Apparently there were some difficult negotiations in this regard. The works councils were unwilling to accept the e-learning model until there were assurances that enough computers were available, that working time would be made available to participate in the e-learning courses. Compromises were made on the limiting the objectives of the e-learning so that the policemen would not be required to engage in an unspecified number of e-learning procedures and so that regular forms of further training would not be made completely superfluous. Another issue was protection of individual employees with regard to transparent information flows.  How can the data of the individual be protected, for instance in terms of who has a right to see the information on how many courses and what the test results were.  The process involved lawyers on both sides and the involvement of the union at the level of the state’s governor. It is in any case so that the police union gets very involved in protecting the working conditions and the safety of the police in Germany. 

6.4 pressures on regulations and national institutions

In the private company, there are many ways that one can bypass regulations and the influence of national institutions. The first way is create spin-off companies that are not involved in the collective agreement negotiated with the union. Although there are some general national regulations about working hours and job protection (rules about why someone can be fired and rules on how long it takes depending on seniority), the general regulation structure in such spin-off companies is highly liberalised. Even greater pressure on existing regulations is the use of “external” employees who have no job protection because they work in very small “partner” companies. The limits to free-lance employment which is formally restricted by national regulations (companies cannot take on “pseudo-self-employed” personnel, i.e. those who are called free-lance, but who work only for this particular company), is also bypassed quite easily. Free-lancers often earn high salaries, but there are virtually no regulations of their working conditions. 

In the public sector, although PPP projects are intended to cut costs, centralise processes and make work processes more transparent, there are limits to the effects on work due to the very strong interest representation in the public sector. Transfer of personnel is quite difficult, since the protections for the public employees are quite high, which limits the attractiveness for private companies to get involved in terms of personnel. 

The PPP examined here was mainly geared to optimise learning opportunities for the police and to make information sharing more efficient and accessible. 

7. Conclusions

7.1 basic characteristics of the case

This case represents a growing trend in which private sector IT companies are providing and taking over the provision of IT based services in the public sector. In Germany this trend is just beginning and there are not too many private sector companies that really engage in a complete takeover or creation of a new unit to carry out the work: the cooperation usually involves a task that is undertaken by the private company for the public sector, such as installing PCs or a server network, etc.  This case involved a long term cooperation for creating a new centralised information system for training and for information exchange between the police in Baden Wurtemmberg. The private company put up 50% of the initial investment to carry out this project. The investment seemed justified because of the interest in a long term working arrangement with the public administration – all contracts involving update and overhaul of the system would go to the private company, many further projects dealing with e-documentation would go to the private company, and other contracts for similar systems from other public administrations in other states would go to the private company.

It should be pointed out that particular characteristics of this cooperation – the long time frames, the extreme willingness of the private company to engage in time consuming meetings to define the system characteristics with the customer - could in part be explained by the fact that the private company was a public company not that long ago, and had itself many attributes of a public administration. This is changing under the extreme economic pressure that the company is now experiencing. In fact the company is currently trying to lay-off a large number of employees and create more company spin-offs with more precarious working conditions. 
The PPP examined here centralised certain information systems and affected the work of some employees in the public sector, mainly the data information units and the teachers at the police academy. However, for most employees, the system did not affect the main aspects of their work. 

7.2 significance of the case for works research questions 
One of the interesting aspects of using IT service providers in public administrations is that precarious work forms (external workers and free-lancers) are being used to carry out tasks and develop systems in public administrations which have high levels of job security and protection and which are bound to high levels of institutional regulations. 
Certainly public administrations seem highly interested in using new forms of ICT applications to streamline a variety of their services and are looking for partnerships with private companies to develop these systems. An actual transferral of the service provision to the private company is still rare however. Thus the way the service gets provided changes which might have consequences for the employees carrying out the service. However, there is rarely  actual job transferral from the public to the private. 
Although the new system implemented by the PPP did not directly effect employment conditions, it did make work processes more transparent and was a first step in an attempt to optimise work processes. It is possible to imagine trends toward redundancy in other cases in which such systems are implemented. However, it should also be said that in the public administration, job protection is very high, so the fears about job loss were low. 

For employees in the public administration with direct links to the private sector company, there was evidence of job intensification and more “private” sector job orientations. However, the intensification was accompanied by learning effects and satisfaction in job content, and seemed voluntary. 

The direct participants in the PPP are almost all male; the only exceptions are some teachers at the police academy and some software developers from the private IT services company. This is partly due to the very male dominated police force and thus the project leaders and the data management personnel from that side. However, the direct consultants from the private company side were also all male, although there are women working as project leaders and consultants at this company. It is unclear why this happened – the interviewees have no explanation for it. Many of the women in the same department at the private company are working on a project for a health service provider. 
7.3 quality of work life

For the police force, the main target of the system changes, the impacts on quality of work were not very high. Generally, the changes mean improvements in access to information, training and to exchanges with each other, as long as their supervisors give them the time to make use of the system. 

For the teachers it is unclear if there is a worsening or improvement  in quality of work – mainly the introduction of the IT based system means that their work changes somewhat. They have to develop some courses as e-learning  modules, which may indeed be a very new form of work for them. At this time the introduction of e-learning does not eliminate regular face-to-face coursework.  However, it will have to be seen if this is a long-term effect, which would then have a negative impact on quality of work. 

For the data management personnel in the police at the centralised unit, the IT system means a large change in the content of their work and also an intensification of work. However, this appears to be accompanied by a large learning effect and enjoyment in the work. For the data management personnel in the local stations, there is a definite worsening of quality of work, since they lose their autonomy and the most aspects of their work that dealt with IT.  Their work now becomes standardised inputs into the system. However, this affects less than 50 persons across the state and as civil servants their jobs are not jeopardised. 
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� Some of the information here comes from the Bundesverband Informationswirtschaft, Telekommunikation und neue Medien e.V. (BITKOM), Public sector: IT Outsourcing/Public Private Partnerships, Erfahrungen mit Risikopartnerschaften bei der IT-gestützten Modernisierung der öffentliche Verwaltung, in internet.


� In fact, the company has a new project to develop a new IT system to meet new EU guidelines against discrimination. It is designed to make the 4-5 different administrations that were involved in the paperwork for opening a shop, for instance, meet in a combined virtual administration and in a number of different European languages, make it possible for the non-German to fulfil the necessary steps to get approval to open the shop. 





