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1. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

We studied the production function of one company, Company A, a company which produces mainly frozen vegetables. Its flagship product is frozen peas, the processing of which is the focus of this study. We conducted 6 interviews in the Greek plant in Ttown (the “point of entry”), of which two were with production workers’ representatives, one with a production worker, one with the company’s CEO, one with the head of the production division, and one with the head of the production plant. The production worker was the only female respondent. We made a total of three visits to the company, between August and October 2006. We also conducted 3 interviews in the Bulgarian plant in Ctown (“point of destination”), two with top managers and one with a worker, in April 2007, with the invaluable help of our Bulgarian WORKS partners.
2. GENERAL OVERVIEW OF THE CASE STUDY

· the companies involved: 
(Co. A) and its new subsidiary
· the business function: 
production
· the units covered: 

Ttown plant (Greece), Ctown plant (Bulgaria)
· products and services:
 frozen peas
· the restructuring: 

Greek company opens a plant in nearby Bulgaria
· the period of restructuring:   
2005-now 

· # of workers in the companies:~100 in Greece ~35 Bulgaria
· geographic spread of value chain: Sweden, Bulgaria, Greece
3. CASE STUDY FINDINGS

3.1.1. Company and value chain (re-)organisation:

3.1.2. (re)organisation of the business function, legal and ownership structures, company boundaries
The restructuring under examination involves the vertical integration by a Greek company of all stages in the production function of pea processing -- instead of buying part its inputs (initially-sorted and frozen peas) from foreign companies. The idea of restructuring was first introduced in 2003 and it began in 2005 with the operation of a new plant in Bulgaria, owned by a subsidiary of the company in Greece. The production function of frozen peas is now carried out in two plants, an older plant in Ttown, Greece and a new one in Ctown, Bulgaria, both of which are 100% owned by the same parent company. The latter company belongs, in turn, to a larger holding company, which has recently merged with Chipita International to form a larger group, Vivartia Inc.
The main actors involved in the restructuring process were the managers of the company and of the holding company group and, to a lesser extent, the regional authorities in Bulgaria with which agreements were reached on the setting up of a new plant. The workers of the company were informed of the decision after it was taken, in the form of reassurances that the restructuring would involve no adverse changes in numbers of employees in the company’s plant in Greece or their working conditions. 
The company in question is a leader in the category of frozen vegetables, and its flagship product is frozen peas. The production function of frozen peas involves two stages: as a first stage, the company undertakes an initial sorting and freeze-storage of fresh peas grown by independent farmers in Greece; as the locally-sourced fresh peas are not enough (climate is not ideal), the company may import large amounts of initially-sorted and frozen peas from other companies abroad (Sweden, Hungary, Serbia). The second stage of the production function involves the further sorting, packaging and dating of the frozen peas (the timing of this stage depends on the level of the demand for the product). As a result of restructuring, the company in Greece decided, instead of importing a sizable portion of its peas from foreign companies, to open its own plant of initial-sorting and freezing of fresh peas in neighbouring Bulgaria, as it considered this a cost-effective (rising import prices) and forward-looking (a foothold in emerging markets in the Balkans) move. Thus the first stage of the production function now takes places in the company’s plant in Greece and in Bulgaria, while the second stage of the production function has been taking place in its plant in Greece, although now it partly taking place in Bulgaria as well. The Bulgaria plant operates under a new company which is 100% owned by the parent company in Greece. 
The initial stage in the value chain, the cultivation and growing of peas, is undertaken by independent farmers in Greece and Bulgria with annual contracts that stipulate prices but also specific guidelines, growing methods and inspections requirements, including the planting of specific pea seeds provided by the company.

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

The reorganisation involves the opening of a new plant in neighbouring Bulgaria as a way of securing adequate supplies of frozen peas formerly imported in from Sweden, Hungary, and Serbia and of establishing a base for expanding to the emerging Balkans market. The section of the value chain that used to be bought by the company from other companies abroad (Sweden, Hungary, Serbia) is now produced by the company itself in a neighbouring country (Bulgaria). The company in Bulgaria is 100% owned by the company in Greece. (Most of) the peas processed in Bulgaria are shipped to Greece where, along with peas processed in Greece, they are further sorted, checked for quality, packaged and distributed. The result is a new spatial division of labour bringing part of production geographically closer to the home country. At the same time, the power relations between the supplier firms and the processing company changed significantly when the form of governance changed from arm’s length market-mediated exchange into direct corporate control.
The choice of the new location, Ctown, Bulgaria, was the result of the following considerations: The climate is favourable for pea growing and the wages for production workers and prices for growers are lower in Bulgaria than in Sweden or Hungary from where peas were formerly imported (Hungary’s accession into the European Union resulted in wage increases). Ctown is relatively near the Ttown plant in Greece so that the cost of transporting the frozen peas from Bulgaria to Greece (in order to be then further sorted, packaged and marketed) is low. Setting up a plant in Bulgaria is also considered a good foothold in the emerging Balkan markets which the company aspires to penetrate in the near future.
3.1.4. contractual relations (between the companies) and power relation (main power resources of companies and units, forms of governance of the value chain)

The company’s position in the value chain is enhanced as a result of the restructuring, as it is now less dependent on independent companies supplying frozen peas – the advantages of vertical integration. The form of governance is direct ownership, as the new Bulgarian plant is 100% subsidiary of the company headquartered in Ttown. The power relations between the organisations and units in the value chain are rather unidirectional. The farmers supplying the company in Greece own very small pieces of land and have little leverage over the company. In Bulgaria the company deals directly with local authorities as representatives of the farmers. In both cases the company, being also a market leader, is in a powerful position to set the terms of trade. There is a certain kind of paternalism in the company-farmer relationship; the company gives help to farmers who fall into hardship after a bad harvest.
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
The functions performed in the whole value chain can be summed up as the following: 1) the growing of fresh peas, 2) the initial sorting and freeze-storage of fresh peas, 3) the further sorting and quality control of frozen peas, 4) dating and packaging of frozen peas, 5) marketing & distribution. The production function we studied involved the second, third and fourth functions of the value chain just described. Before restructuring, the first two sections of the value chain were done part in Greece and part was imported from other companies. After restructuring the first two sections of the value chain is carried out partly in Bulgaria and partly in Greece: Bulgarian and Greek farmers grow fresh peas, supply them to the company’s unit in Ctown and Ttown, respectively; in each unit the fresh peas undergo an initial sorting and then are frozen and stored in bulk, while the output of the Ctown unit is shipped to Ttown to be stored alongside the output of the Ttown unit. Then, according to the level of the demand for the product, another set of tasks along the value chain is activated. This involves the tasks of a series of detail sorting processes of the frozen peas, as well as the individual packaging and the dating of the packages, most of which are carried out exclusively in the Ttown unit (a situation which is gradually changing, so that more of the peas initially frozen in Ctown are also further processed and individually packaged and dated in Ctown). The unit in Greece has not seen the volume of initially sorted and frozen peas supplied to it vary after the restructuring. There has not been any discernable impact on working conditions in the Ttown plant that can be linked to the restructuring. The production process and work organisation in Ctown is the same as the one in Ttown.
3.2.2. geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

Before restructuring, the company in Greece bought fresh peas from domestic farmers as well as frozen (initially sorted) peas from Sweden, Hungary and Serbia, and then sorted the frozen peas in detail, packaged and dated them (and sold them mostly to the domestic market).  

Nowadays, after the restructuring of 2005, the production function of frozen peas is carried out in two plants, an older plant in Ttown, Greece and a new one in Ctown, Bulgaria, both of which are 100% owned by the same parent company. The latter company belongs, in turn, to a large holding company, which has recently merged with another multinational company a large group of companies, based in Greece. The Bulgarian unit (“Co. A Bulgaria) carries out most of the tasks of the first stage of production (initial sorting of fresh peas produced in Bulgaria and freeze storage), much of which was formerly carried out by foreign companies in Sweden, Hungary and Serbia and sold to the company in Greece for further processing. The Greek unit also carries out the tasks of the first stage of production (initial sorting of fresh peas produced in Greece and freeze storage), but also the tasks of the second stage of production (more sorting, packaging and dating). The Bulgarian plant has recently began to undertake some of the latter tasks as well. There is no (other) geographically distributed work involved.
3.2.3. temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring
    The workflow is dictated to a large extent by the timing of harvest season. Peas have a short harvesting time. Thus during early summer work in the Ttown unit is intensified (hiring of many seasonal workers, overtime for regular workers) as freshly harvested peas are brought to the plant for an initial sorting and freeze storage. In Ctown, due to the colder climate; however the workflow is also dictated by the timing of harvest season – it can start earlier one year, later another, etc. The workflow of the second stage of production, which is carried out only in Ttown (successive sorting, packaging and dating) is spread over the rest of the year and is largely dictated by the volume of orders arriving at the company from the market. 
    There is no ‘flextime’ or other innovative time scheme. Time flexibility takes the traditional form of regular use of overtime – which is welcome by workers. An enterprise agreement between the workers and the company provides for an overtime compensation premium of 50% above the hourly wage. This premium has remained the same throughout in which successive labour law provided for higher (up to 200%) and lower (25%) overtime premiums. Both labour and management considered the overtime policy a reflection of the consensual approach characterising working time flexibility at the company. While there is no formal worker autonomy in time use, workers enjoy a certain level of informal autonomy during job rotation (between sorting and packaging).
3.3. Changes of employment 

3.3.1. employment structures (categories of workers, basic gender relations, employment contracts) including changes
Beyond the managerial staff there are 102 employees in the production function. There are three categories of workers involved in the production function: technicians, operators of “clark” cranes, and line workers – all of whom are employed under work contracts of “indefinite duration”.

Categories of workers


number
· production, 



80

· technical (electricians, boilermen) 
  9

· clark-drivers, 



11+2 help

 There are also 10-20 seasonal line workers hired every year (for the harvest season) who have fixed-term contracts. All of the technicians and clark operators are men, while 60% of line workers are women. Around 60% of the seasonal workers are women. 
Thus there is a clear gendered division of labour. Jobs with more skill and discretion such as technicians and clark drivers are filled exclusively by men. Jobs with less skill and discretion and jobs with less security are also gendered but to a lower degree, in the sense that they are filled mostly by women but by men as well. There is no indication of overt friction in gender relations. Gender-related aspects of the employment contracts mirror the relevant provisions of the national General Collective Labour Agreement (maternity leave, retirement age).
     There has been no change in these structures due to restructuring.

    In Ctwon there is a similar employment structure. The difference is that in Ctown there is also a strong ethnic dimension. Unskilled workers are predominantly Roma from nearby villages (not Ctown), while the few technicians and managerial personnel are ethnic Bulgarian. The 35 permanent workers in Ctown have been selected from among the larger number of seasonal workers who work during harvesting, and acquire indefinite duration contracts after a probationary period of 6 months. There are more seasonal workers in Ctown than in Ttown, in part due to the company’s reluctance to recruit permanent workers from among the seasonal workers whose work ethic is not considered satisfactory.
3.3.2. employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)
The workers in Ttown are employed under the terms and conditions of the national General Collective Labour Agreement, but their pay levels in particular are set modestly above the sectoral norm. A non-negotiated annual bonus is traditionally paid to all staff, which for line workers amounts to nearly 5%, while it is quite higher for technical staff and management. The only form of contractual flexibility is fixed-term work. Around 20% of the workers are seasonal, working under a fixed-term contract. Often these positions are filled by the same people every year, as the company values their experience and they look forward to a seasonal income. 
There is no distinct human resource management division in the company. There is little room for skill development and no clearly defined (i.e. with a specific career ladder) internal labour market. However, there is a tacit understanding at the Ttown plant that no one will be left out of a job and all will see their benefits rise according to job tenure and company performance. Most workers have very long job tenures in the company; for most workers it is their first and lifelong job. There is a high and unusual (by Greek standards) level of mutual loyalty between workers and management, the result of a long tradition of paternalism since the founding of the company in 1969. In Ctown some of the managerial and technical  personnel have been promoted to their current jobs from the job as unskilled production workers.
Wages in Ctown are reported to be much lower than in Ttown, but compared to the standards of the Ctwon region, the company offers better wages, benefits and working conditions, including getting paid for overtime work (“we are paid for every extra minute we work”).
There has been no change in the above areas in Ttown as a result of restructuring.

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

There were no negotiations between the company and the workers on the issue of restructuring. This was due to the lack of institutionalized prior information and consultation mechanisms. When workers heard of the company’s decision to open a new plant in Bulgaria they were alarmed that their jobs were being relocated away; but they were immediately reassured by the company that their jobs would be totally unaffected because of the import-substituting role of the new plant.

3.3.4. impact on quality of work

    There has been no discernible impact on the quality of work of the Ttown plant workers as a result of restructuring. The specific nature of restructuring, import-substituting vertical integration, has not altered the work process at the mother plant in Ttown as it came to take in-house, albeit in a neighbouring country, work formerly done out-house by other companies abroad This situation, however, may well change in the future, if two conditions materialise: (a) the productivity at the Ctown plant, which after one and a half year in operation stands at 50% of the Ttown plant (this year it has approached the Ttown level, according to the plant manager of Ctown), reaches the productivity of the Ttown plant, and (b) the capacity of the Ctown plant as well as of the Bulgarian pea farmers covers the capacity of the Ttown plant as well as of the Greek pea farmers. When these two conditions are met, there will likely be significant pressures on the workers of the Ttown plant in terms of employment, wages, imposed flexibility, and work intensity
    Working wages and working conditions at Ctown are significantly better than the regional standard.
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 content of work for the line workers is quite simple and repetitive. They are typically considered as “unskilled”. However, they have accumulated high levels of tacit knowledge, and thus their (mostly visual) skills applied during the sorting process are very valuable to the company – something that was stressed by Ttown but not so by Ctown maganers. Clark crane operators do a more skilled work, unloading fresh peas and loading packaged peas in storage areas. Technicians have a variable and highly skilled work, and they are highly valued by the management. 
There is a traditional management-driven work organisation, accompanied by a certain amount of informal functional (task) and numerical (hours) flexibility within a cooperative climate of labour-management relations. Technicians, for example, who happen to have no work to do in their area of responsibility, are known to volunteer to do other types of work when there is an urgent need for it. There is some formal job rotation in place, involving work near the freeze-storage area; in order to avoid over-exposure to freezing temperatures, line workers alternate between sorting and packaging tasks.

There is no distributed work or workers’ mobility. In Bulgaria, the majority of production workers are transported to the company from nearby villages by company buses. The role of customers is limited to stimulating or lowering demand for the product, which in turn determines the timing of the second stage of the production function (successive sorting, packaging, dating).
There have been no changes in the content of work, cooperation or managerial control as a result of restructuring. 

Absenteeism is a problem in Chirpan (which the company attributes to the lacking work ethic rather than to the severity of the working conditions), and the company has introduced a “presence bonus” in order to provide an incentive for the workers to come regularly to work.
3.4.2. organisation of working hours, differentials in working hours between companies, temporal flexibility (including changes)
Time flexibility takes the form of regular use of overtime – which is welcome by workers. There are two shifts per day, and frequent overtime work on Saturdays (rarely on Sundays as well). An enterprise agreement between the workers and the company provides for an overtime compensation premium of 50% above the hourly wage. This premium has remained the same throughout a period in which successive labour laws provided for higher (up to 200%) and lower (25%) overtime premiums. Both labour and management consider the overtime policy a reflection of the consensual approach characterising working time flexibility at the company. 

There is also informal time flexibility, allowing mothers to change shifts according to their caretaking obligations (during off-peak periods). We have not detected any differences with respect to working time of the Ctown and the Ttown workers.
3.4.3. functional flexibility, teamworking (including changes)
There is no functional flexibility or teamworking. However, while there are no such formal types of flexibility, there are indications of informal functional flexibility within a cooperative climate of labour-management relations. Technicians, for example, during periods when they happen to have no work to do in their area of responsibility, volunteer to do other types of work when there is an urgent need for it. In the Ctown plant there is a peculiar informal type of teamworking. The workload of a given unit is standard (dictated by the pace of the incoming raw materials and the speed of the machines) so that if one of the group of workers that work in that unit takes excessive breaks or works slowly the rest of the workers are shouldered with extra-intensity work to keep the production going. Thus workers self-regulate the duration and allocation of breaks and, in some cases, ask for the removal of workers who do not work as hard as others.
No changes occurred in Ttown in these areas due to restructuring.

3.4.4. impact on quality of work

There has been no discernible impact on the quality of work as a result of restructuring. The specific nature of restructuring, vertical integration, has not altered the work organisation at the parent plant in Ttown, as it amounted to taking in-house, albeit in a new location, work formerly done out-house by other companies. Thus, while reducing the production costs of the company, the restructuring did not in any way put pressure on the working conditions of its pre-restructuring workforce. This situation, however, may change in the future, if two conditions materialise: (a) the productivity at the Ctown plant, which after one and a half year in operation stands at 50% of the Ttown plant reaches the productivity of the Ttown plant, and (b) the capacity of the Ctown plant as well as of the Bulgarian pea farmers covers the capacity of the Ttown plant as well as of the Greek pea farmers. When these two conditions are met, there will likely be significant pressures on the workers of the Ttown plant in terms of reduced employment, lower wages, imposed flexibility, and intensification of work.

3.5. Skills, knowledge and learning
3.5.1. formal skill structures (including differences between men and women) and actual skill needs

Three skill structures are distinguished: technicians, who have a degree from a technical school; clark drivers, who have a certification from a training program; and unskilled workers, who have no certified skills, but tacit skills acquired from years of service. Thus there are clear gender divisions in the allocation of jobs. Jobs with more skill and discretion such as technicians and clark drivers are “gendered”, in the sense that they are filled exclusively by men. Jobs with less skill and discretion and jobs with less security are also gendered but to a lower degree, in the sense that they are filled mostly by women but by men as well.

The work process is quite simple and the formal skills and qualifications required of most workers are very basic. Nonetheless, there is a high amount of tacit skills, acquired through experience in working in the particular work process. Thus while the workers are immediately replaceable with thousands of unskilled unemployed, the company is not willing to do so because the unemployed lack the valuable tacit skills acquired on-the-job. The skill content of the jobs has not changed for many years. Restructuring has not altered the skill content of the jobs. No changes are anticipated for the near future.
In Ctown things are similar but less formal than in Ttown. The women-men ration is 65-35, with women doing mostly sorting and men the “tasks that require greater physical strength”.One of three technicians does not have a technician’s diploma but has been promoted to his position from an unskilled worker after a short on-the-job training by the plant manager. As for production workers, they do not have any qualifications; they start work immediately, after being instructed on health & safety issues and examined by a health official.  
3.5.2. knowledge intensity of the different tasks, standardisation and formalisation of work
For the majority of workers the knowledge intensity of the tasks they perform is very low. The technology used and the processes applied have changed little over the past decades, and so there has been little upskilling or downskilling. The production process and tasks are highly standardized and formalized – a fact that greatly facilitated the company’s ability to duplicate the Ttown plant setup and processes in Ctown. However, despite this, there remains a certain amount of tacit knowledge that has not been codified – which attests to why the company values and seeks to retain otherwise unskilled and presumably replaceable production workers. 
The situation is different for the technicians (electricians and heating mechanics), where the knowledge intensity of the tasks is higher. In addition to their formal certification, the technicians have developed a significant level of tacit knowledge with regards to the smooth functioning of the whole technological system of production, which makes their role critical. 

There is less appreciation of the knowledge-intensity of the different tasks performed at Ctown. The emphasis in Bulgaria is on the work ethic, which management thinks is often lacking, especially among the Roma from Ctown (“most of the local Roma are very lazy and we do not employ them [but we employ Roma from other villages nearby]”
3.5.3. learning opportunities, training policies 

There are hardly any formal learning opportunities for the production staff. Training policies are not aimed at production staff. The justification given by the company is that the tasks performed in this relatively low-tech production setup do not require higher skills than those that can be acquired by a work experience (and commitment) alone.

At Ctown managers and technicians are trained by visiting the plant in Ttown or by the top manager himself, and by participating in trade fairs etc. But even for these people training is informal, ad hoc, and on-the-job. New workers are assigned to older workers for training/familiarization with the production process. There was not any initial training on PC programs or computer literacy: The approach to formal training at Ctown is summed up in the words of its plant manager:  “Computer training is for the stupid Americans. We can always learn how to work with a simple software program with 5 parameters, what has been entered fresh and what came out frozen, this is elementary”
3.5.4. impact on quality of work 

Because of the nature of the work, the quality of work is not affected by (the lack of a) training policy. The skills required are tacit skills that can be acquired only by on-the-job experience, and they can be effectively applied to the work process only be securing the workers’ commitment to the company (which the latter pursues through a paternalistic approach to human relations).

Restructuring has not had any impact on the quality of work. However, precisely because of the significance of workers’ experience and commitment, it is not easy to duplicate in Ctown the level of labour productivity achieved at Ttown. Not surprisingly, labour productivity in the new Ctown plant is half of its Ttown equivalent. Besides the training program for the workers that has started in Ctown, it will take some time before tacit knowledge is accumulated and applied.
3.6. Industrial relations & regulations

3.6.1. forms of workers’ representation
All production workers at the Ttown plant are represented by an independent union. The union is rather distinct from most other unions in that it is not affiliated with any political party or sectoral union confederation. The technicians, however, also belong to the national trade union of technicians. The union leadership comes from the ranks of technicians, who are all male. There has not been a strike or work stoppage in the last ten years. There are no other forms of workers’ representation such as works councils or European Works Councils.
In the Ctown plant there is no worker representation. 

3.6.2. information and consultation, issues of negotiations
There are no institutionalised information and consultation rights other than the general ones applying to all unions under the national General Collective Labour Agreement. The scope of negotiations is typically limited to wage (‘bread and butter)’ issues. Negotiated issues do not include technological change, training, gender relations, and work organization, but are centered on wages and benefits. 
There were no negotiations or prior information exchange between the company and the union about the restructuring. The workers’ representatives did play a central role in reassuring the workforce in Ttown that their jobs were not being threatened Management also gave oral reassurances to the workers themselves, but it was the representatives that made the difference. What stands out in this case is the lack of any institutionalised, formal information-consultation procedure between workers and management, the complete lack of workers’ involvement in (during) the decision making process, the lack of any contractual guarantees on employment, and the longstanding tradition of long job tenure in the company. The union did not expect any consultation – there hasn’t been such a precedent and does not plan to demand it in the near future. However it did expect, based on past experience and company culture, that the company would not attempt to undermine their jobs thus betraying the foundations of their mutual trust; that’s why the union did seek reassurances when rumors about a new plant in Bulgaria began to circulate, and it did rather readily accept these reassurances when they were given (without a contractual commitment on the company’s part).

In Ctown the main, informal, demand made by the workers to management is for the provision of more reduced-price food and work clothes.
3.6.3. impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement

Due to the nature of restructuring (e.g. no job losses), there has been no impact of the national or European regulation.

However the latter has played an important role in introducing to the new plant in Ctown European standards for health & safety regulations, which the company follows meticulously.
3.6.4. pressures on regulations and national institutions
   The restructuring process under study has not generated any discernible pressures on regulations or national institutions. In Chirpan, in particular, working conditions are reportedly above the standards of the region and the national regulations.
3.7. Conclusions

3.7.1. basic characteristics of the case

This is a rare case of restructuring aimed at increasing rather than decreasing vertical integration in a period when firms opt to restructure in the opposite direction (outsourcing). The company in question in-sourced, albeit in a foreign location, part of the value chain that used to be controlled by supplier companies. Nearly two years after the restructuring, there has been no notable change in the company’s working conditions in its headquarters in Ttown. There are indications, however, that the company is now moving in the direction of outsourcing to its Ctown plant even stages of production which until last year it used to perform exclusively in-house in Ttown; as it expands overall production and penetrates the Balkan markets, the company seems intent to duplicate (outsource to a subsidiary low-wage producer) the production stages of Ttown in Ctown. 
3.7.2. importance of the case for the WORKS research questions
The case can be seen as “the exception that confirms the rule”: a restructuring involving the opening of a production unit in a low-wage neighbouring country that does not affect working conditions at the company in the home country. What made a difference, obviously, is that the restructuring and relocation in question did not involve, initially, any outsourcing of the tasks and functions performed in-house in the home country, but rather the in-sourcing of functions formerly performed, in part, out-house in other countries. This evaluation, however, is no longer as valid at it appeared at first; there are indications that the company is now intent on expanding the tasks performed by its Bulgarian subsidiary to include all the tasks performed in its Greek plant.
The case is also very interesting with respect to the third assumption on the impact of restructuring on quality of work: 
“indirect effects on employment conditions and work organization: quality of work is not only affected by actual shifts of boundaries or changes in functional relations. The mere existence of differentials also impacts on the bargaining position of actors within countries, sectors and companies because of potential restructuring (outsourcing, relocation, etc.) that can be used as a threat” (11.9.3 Qualitative research – organizations”, Deliverable 3.1: The transformation of work in a global knowledge economy: towards a conceptual framework).  
Indeed, there are reasons to expect that while the restructuring has not had any direct and immediate impact on the quality of work as yet, it may well have a significant impact in the near future. The coexistence within the same company of two units operating with large wage differentials, when the current productivity differentials are diminished (as the workers in the new location complete their training and gain in experience), is likely to generate great pressures on the Ttown plant to reduce its wage costs under the threat of moving production to Ctown. This is all the more likely as the company is now upgrading the operations of its Ctwon plant to include even stages of production which until last year were performed only in Ttown. So far the productivity, the capacity and the range of tasks performed at Ctown are too limited to generate direct competitive pressures against the Ttown plant and workers. However, it seems that these differentials are fast diminishing, and the bargaining strength of the workers at the Ttown plant will likely come under significant stress in the near turtre. 
3.7.3. impact of restructuring on quality of work and quality of life
The restructuring did not have any notable impact on the quality of work or the quality of life for the workers at Ttown. The reason is that the restructuring and relocation in question did not involve any outsourcing of the functions performed in-house in the home country, but rather the in-sourcing of functions formerly performed, in part, out-house in other countries. Whereas restructuring has not impacted the quality of work in the area studied (production), it is likely to have had an impact in other areas such as purchasing-logistics.

While the restructuring has not had any discernable impact on the quality of work yet, it may well have a significant impact in the near future. The coexistence within the same company of two units operating with large wage differentials, when the current productivity differentials are diminished (as the workers in the new location complete their training and gain in experience), is likely to generate great pressures on the Ttown plant to reduce its wage costs under the threat of moving production to Ctown. So far the productivity, the capacity and the range of tasks performed at Ctown are too limited to generate competitive pressures against the Ttown plant and workers. However, absent any relevant agreement between the company and the union, it is likely that these differentials will soon diminish and the bargaining strength of the workers at the Ttown plant will come under significant stress. 

APPENDIX
 
[image: image2]

[image: image3]
CIT3-CT-2005-006193





Stavros Gavroglou (UPSPS)





Organisational case study on production in the frozen foods sector- Greece








‘Co. A’ – Extending pea processing to a neighboring country




















PAGE  
2

