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I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

The case study covers an IT company that offers high value outsourcing
 of software development and quality assurance services mainly to customers from North America (the USA and Canada) and Europe. 

The first interview for this case was done in October 2006. After that, the research team waited for a long time for the opportunity to interview the Chief Executive Officer (CEO) of the company. That is why the fieldwork of the case study was conducted in February 2007. In all, ten people were interviewed, with three women among them. (See Table #1 – List of respondents). Interviews were conducted in the company’s central office, located in the Bulgarian capital Sofia. Six interviews were conducted on 14 February 2007, while three interviews (plus the first interview in October 2006) were made on different days
. Additional information was collected from public accessible sources – internet and the national IT press.

The main selection criteria were the leading role of the company in the Bulgarian IT sector and its outsourcing activities through distributed work projects between its offices in three countries – the headquarters in Switzerland, the main development centre in Sofia, the development centre in Vietnam, and the newly established development centre in Varna
. The first contact was with one of the senior managers, who considerably assisted the research team in gaining permission to conduct interviews. The CEO, who was also interviewed, gave his final consent. Later, a non-disclosure agreement was signed between the company and the Bulgarian team of WORKS project to ensure the confidentiality of the information. After that, the team came to agreement with the HR manager on a list of respondents chosen according to criteria defined in advance. All interviews were recorded and transcribed.

Table 1.1 - List of interviewed respondents

	No
	Acronym , position
	Sex, age

	1
	G.M., Technical Partner
	Male, 31

	2
	S.K., CEO, Australian citizen
	Male, 35

	3
	P.K., HR Manager
	Female, n.a.

	4
	I.M., Software QA Engineer (has a lead role)
	Male, 30

	5
	A.S., Senior Software Engineer
	Male, 28

	6
	Ch.K., Project Manager
	Male, 30

	7
	I.M., Project Manager
	Male, 30

	8
	V.S., Software QA Engineer (has a lead role)
	Female, 26

	9
	Y.P., Senior Software Engineer
	Female, 29

	10
	I.B., Software Engineer
	Male, 27


II.
GENERAL OVERVIEW OF THE CASE STUDY
Brief basic characteristics of:

· the companies involved: 

The company was founded in 1995, with headquarters in Zug, Switzerland and a main development centre located in Sofia, the capital of Bulgaria. Initially it involved only a few people in addition to the three co-founders – Bulgarian students that had recently graduated the American University in Bulgaria. Now it is one of the largest software companies in Bulgaria, with offices in two Bulgarian cities and in Vietnam, specialised in offering high value outsourcing of software development to foreign customers mainly from the USA, Canada and Western Europe. Currently the company has a holding structure, with branches in Bulgaria and Vietnam that are owned 100% by the Swiss parent, which is registered as an ‘AG’. The three co-founders are the main shareholders in it – with about 93% of the capital. The Bulgarian branch is registered as an EOOD
 and, in fact, concentrates the main power resources of the company in terms of executive management, administration departments and company’s capital (material and non-material assets, financial and human capital).

· the business function: 

The company offers high value outsourcing of software development and related customer services – software quality assurance (QA) and technical support for applications and services.
· the units covered:

The study covers the main development centre of the company, located in two offices in Sofia. (The newly established office in the city of Varna is not working to its full capacity and in fact, is still at start-up stage.)

· products and services:

Currently the company specialises in providing high value outsourcing of software development, focused on 4 key areas: (a) application development and maintenance, (b) complete product realisation services, (c) software quality assurance - automated and manual, and (d) service oriented architectures. According to these key areas, some of the company’s major projects are in the field of: Fleet management and transport solutions, Environmental management and emissions control systems, Security and data protection, Automotive embedded and multimedia solutions, Content management systems, Financial applications. As result of the restructuring, the company discontinued providing consulting, system integration and ‘regular’ web-development (web-sites development).

· 
the restructuring:

The case study will focus on organisational and functional restructuring, based on introduction of a ‘customer-centric culture’ and ‘flat corporate hierarchy’.
 According to the respondents, the main goal of the restructuring was to increase the company’s capacity for development of a global value chain by geographical spreading of its main activity. 

· 2003 – 2004 - A substantial change in the management structure led to introducing ‘partner position’, ‘flat corporate hierarchy’ and ‘open communication’ principle in the company.

· 2003 – 2004 - Implementation of ‘customer-centric culture’. 
· 2003 – 2004 - Adoption of ISO 9001:2000 based quality management system
· Introducing a new company image, including a new name of the company in 2004. The change was motivated by the close affinity of the old name to ‘dotcom bubble’, while the new name emphasises the process of gaining experience and knowledge by the company. 

· Q4 2005 - Opening of new office in Vietnam. 
· Q1 2006 – Opening of a new office in the city of Varna

· the period of restructuring (when): 2003-2006

The period between 2003 and 2006 can be divided into two sub-periods – during the first (2003-2004) a new management structure and customer-centric culture were introduced, that served as driving forces for the geographical spread of company activities in Vietnam and Varna during the second period (2005-2006). 

· numbers of workers in the companies: 

Over 200 employees in two countries – Bulgaria and Vietnam (additionally there are 3 persons on the board of directors – main shareholders and co-founders of the company and a few employees working in the headquarters administration in Switzerland). 

Bulgaria: Currently the company has more than 180 employees in Bulgaria, working in three offices - two in Sofia and a newly established office in Varna (about 10 people). In 2006, the number of the personnel in Bulgarian offices increased by more than 40% mainly as a result of the considerable growth of the number of customers - by 33%. The ratio between main employee categories (developers and software QA engineers
) is 3:1. There are 30 women (less than 17% of all employees), working mainly as QA engineers and in the administration. In contrast to the very low share of women among software developers (1:10), the share of women among QA engineers is approximately 50%. The average age of employees (apart from the administration) is under 30 years. The average age of senior management is a bit higher: according to the opinion of two respondents, it is 30-35 years.

Vietnam: In 2005, the company opened an office in Vietnam, which doubled its personnel in 2006. Now it amounts to about 20 employees, and the number is constantly growing. The ratio between developers and software QA engineers is 2:1. At present, there is only one woman in this office - an accountant. There is not sufficient information about the average age
. 

· geographic spread of value chain (countries, regions):

The strategic development of the company is supervised and managed at Swiss headquarters, where the board of directors is located, while the executive management and the main part of the actual work are at the company’s development centre in Sofia. Since 2006, the company has started working on projects that include teams based at different locations - Sofia and Vietnam or Sofia and Varna.
III.
CASE STUDY FINDINGS

3.1
Company and value chain (re)organisation:

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

In 1995, three Bulgarian students, recently graduated from the American University in Bulgaria, established a privately held company with headquarters in Zug, Switzerland and a development centre in Sofia. In the very beginning, the company was intended to serve the demand of a single order from a Swiss customer, and it initially involved only a few people in addition to the three co-founders. Initially the company dealt with various projects in different areas – software development, system integration, web-development, and consulting. (Company’s presentation 2003) Over the years, it gained experience and gradually focused on high values outsourcing in the field of software development. Currently the company has a holding structure, with branches in Bulgaria and Vietnam, owned 100% by the Swiss parent, registered as an ‘AG’. Its main shareholders, with about 93% of the capital, are the three co-founders. They set up the board of directors, which is responsible for strategic development of the company. The Bulgarian branch is registered as an EOOD and that is where the company’s executive management is situated. (See Appendix No. 1 - Structure of the company) The executive management consists of the CEO and seven senior managers, which hold ‘partner’ positions. Some of them own the rest of the shares – about 7% of the capital of the Swiss company. 

The company organises its business processes on the basis of project-oriented work regulated by particular customer contracts. As part of its attempt to overcome the consequences of ‘dotcom bubble’, in the beginning of the new millennium the company introduced major changes in management and organisational structure, corporate culture, and in its overall image. The new CEO, appointed in 2003, became a key person in the restructuring. He is an Australian graduated in the USA and has been working in leading IT and consulting companies in the US and in Sidney, Australia. He came to Bulgaria for personal reasons and worked briefly in another company here before being offered a position of CEO by the company under consideration. His main concern in the following 3-4 years became the restructuring and the change of the company’s overall image. An important element was changing the old ‘dotcom’ name into a new one that emphasises the process of gaining experience and knowledge by the company. Besides management and organisational changes that will be the subject of analysis further below, the business function also changed substantially: the company focuses on high value outsourcing of software development and has discontinued offering system integration, consulting and regular web-development. The new activity focuses on four key areas: (a) application development and maintenance, (b) complete product realisation services, (c) software quality assurance: automated and manual, and (d) service-oriented architectures. Regarding these key areas, the company concentrates its expertise on: Fleet management and transport solutions, Environmental management and emissions control systems, Security and data protection, Automotive embedded and multimedia solutions, Content management systems, Financial Applications. An important part of the value chain restructuring was the adoption of the ISO 9001:2000 based quality management system (QMS) to all business processes in the company. The changes increased the company’s capabilities in terms of economic efficiency, knowledge acquisition and expertise, growth of number of personnel and spatial decentralisation of company activities (mainly through ‘global sourcing’ to other locations
). The CEO has conducted the idea and its realisation but for the final decision, he received the approval of the board of directors. The main goal was to restructure the company’s value chain, developing it at a global level. The idea of the company was to upgrade its position in the global value chain and to offer more competitive costs to its customers, combining teams working at different rates in both countries.

Changes in management structure (2003-2004):

In 2003-2004, most of the previous senior managers were dismissed and replaced by people appointed at the newly created ‘partner’ position. I replaced the management, in fact, I fired the entire senior management … I want somebody who is willing to change (Interview with S.K., CEO, man, 35). A Board of Partners was established, which includes seven senior managers, each of whom occupies one or more of following six partner roles (See Appendix No. 2 – Organisational diagram):

· Technical Partner – responsible for establishing new projects, supervising the relationship with one or several customers, human resource management of supervised projects.

· Software Quality Assurance Partner – responsible for supervising the quality of all produced software and the processes used for quality assurance.

· IT Partner – supervises the maintenance of the company’s information infrastructure to guarantee uninterrupted services. This partner takes care of business continuity and disaster recovery planning.

· Marketing and Sales Partner – manages the customer relationship, marketing and sales processes guaranteeing customer feedback.

· Finance and Administration Partner – oversees the operation of supporting processes, including work of the HR department. 

· Systems Development Partner – manages the development of the Quality Management System and assumes the role of management representative.

At the moment of the fieldwork, there is only one woman among the senior managers – she is the Chief Financial Officer, who occupies the position of Finance and Administration Partner. 

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

Changes in organisational structure (2003-2004):

The software development in the company is conducted in project teams focused on the particular customer and not on the project’s content (application / service) itself. Over the years, the company and its teams have gained customers’ trust. As a result, currently there are customers outsourcing various related projects to the company under consideration and with long-term cooperation established with it. The average duration of such cooperation is 5 years. We have already passed the period when they [customers] insisted firmly on a certain degree of confidentiality. Beside this, we have convinced them that we know our business well. … They have complete confidence in us … that we know our project well … (Interview with Ch. K., Project manager, male, 30)

Organisation and management of project-oriented work also changed considerably as part of the overall restructuring of the company and implementation of customer-centric culture in 2003-2004. Each project team is managed by a project manager and supervised by an overseeing partner, who deals with all projects of the particular customer. The project manager can also be responsible for more than one related projects of the same customer. At the moment there are 21 people [in the team]. It is perhaps one of the biggest. There are possibly one or two more of the same size. Of all, six are working in the team in Vietnam. … because there are several projects – there is not one main project and not all people are in relation with the rest – some of them are working on different projects [for the same customer]. (Interview with Ch. K., Project Manager, male, 30) The project manager (PM) is responsible for planning and executing work related to the project on a more general, weekly basis
. In most cases, especially in bigger projects with respectively bigger teams, the PM is supported in his/her activities by the technical and/or the QA lead (leader). The latter control and supervise the daily work, respectively, of the software and QA engineers in the team. Another difference between the PM and the lead is that the PM controls the life cycle of the project, which imposes more administrative duties on him, whereas the lead controls mostly the ‘technical side’ of work. It is really hard [to control more than 20 people]. It depends also on how clear a picture we would like to have. I have a very precise picture of what has happened and how the projects have developed during the week. But what has happened precisely today to everyone [in the team], that is something I am not able to keep track of. (Interview with Ch. K., Project Manager, male, 30) ‘Project manager’ and ‘lead’ are roles, while ‘senior engineer’ (senior software engineer or senior software QA engineer) is a position. The ‘seniority’ depends on the experience and is not dependent on the length of service within or outside the boundaries of a company. To become a ‘project manager’ one must first become a ‘senior engineer’, while in order to assume the role of a Technical or QA lead, one need not hold a senior position.

After the opening of а new office in Vietnam, software and QA engineers working there have become an integral part of the project teams working in the main development centre in Sofia. In some cases, the distribution of work to ‘remote’ offices involves only separate engineers attached to a particular team in Bulgaria for doing small ‘pieces’ of work on specific tasks, while in other cases, the Vietnamese engineers were set up in small semi-autonomous project teams, consisting of software and /or QA engineers, that work on bigger ‘chunks’ of work (complete tasks, part of bigger project, according to The transformation of work in a global knowledge economy: towards a conceptual framework, WORKS project). In all cases, the Vietnamese engineers are managed and supervised by corresponding Bulgarian lead(s) and / or project manager. 

In some cases, distributed work on specific project includes external team(s) that is part of a customer’s staff or even team, belonging to another company that also offers outsourcing. Nevertheless, because of the content of work done by different teams in the framework of a single project, all teams are interdependent not only with regard to producing the final product / service but also in completing the initially separate parts of a specific process, application or service. It is a little bit more specifically that we
 work as a single team together with the people in the US – the customer. It is not obligatory that things we do here be tested only from our QA or things that they [customer] do be tested only from their QA. Apart from this, our developers are independent. Completely apart from this, is the decision making where the concrete product will be tested – here or there. (Interview with Ch. K., Project Manager, male, 30) 

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

As stated above, currently the company has a holding structure. The headquarters in Switzerland is responsible for both strategic development and attracting new customers. The board of directors, consisting of the three co-founders, who are main shareholders with about 93% of the shares, usually has 4-5 meetings per year with the CEO, where not only the strategic goals but also the latest company results are discussed. The company’s executive management (incl. the CEO, all partners, and the administrative departments), the most experienced project managers, and most of the engineers are situated in the central office in Sofia. As mentioned, every one of the seven partners plays a specific role and he/she is in charge of specific duties according to this role. Before ‘partner’ positions were introduced, each of their current ‘roles’ was assigned to various levels of the company’s vertical hierarchy. The change implemented horizontal organisation of senior management, setting up all partners at a single hierarchical level. Anyone can make the other do something. You just have to say, “Can you please help me with this?” No reporting to each other. (Interview with S.K., CEO, male, 35) All partners report only to the CEO, who is responsible for three main tasks: looking at, attracting and negotiating with new customers; overseeing the partners, and communicating with the board of directors. The CEO is the only person taking part in both strategic planning and executive management. The board of directors set the strategic goals for the year. So I’ve been meeting them 4-5 times per year … in the beginning of the year we discuss the budget … they approve [it]. They are available whenever I need guidance, when I asked them for help. I have my set goals. And, I guess, as long as I have my goals, they will leave me alone. But I think if I start missing my goals their will be a problem … they will not be so happy and will say “Hey, what’s going on?” (Interview with St.K., CEO, male, 35) In addition, some partner roles are supported by additional staff – e.g. the chief accountant and accountant, IT manager and IT specialist, etc., separated in relatively autonomous departments – accountants’ office, IT department, and HR department. (See Appendix No. 2 – Organisational diagram) 

The HR department consists of a HR manager and three assistants, while one of them is working mainly in the administration and is assigned to the department only on a part-time basis, as a trainee. All four are women. According to the HR manager, the department works at a tactical level on all processes concerning HR management, but in recent years has aimed at becoming completely autonomous at a strategic level, e.g. taking part in decision-making processes together with the CEO and the board of directors. The HR department totally manages some of the processes, e.g. performance of personnel, while for others – such as recruitment and selection of new employees, it cooperates with (or is subordinated to) the CEO, the partners, and the project managers. The department is responsible for many tasks: it established and is continuously improving the company’s performance evaluation system, assesses training programmes’ needs, conducts performance reviews of all personnel two times per year, develops and evaluates practices for personnel needs and consults the ‘remote’ offices in HR management.

According to the above-mentioned organisational structure and to the implementation of customer centric culture, the software development is conducted on project basis, focused on the particular customer and not on projects content (application / service) itself. Often the customer is also an integral part of the distributed work, which becomes possible only through intensive communication, usually at all levels of organisational structure and on a daily basis. We encourage open communication – without worrying about being penalised if you say something that is not ‘politically correct’. The hierarchy – we believe that it is flat, despite the fact that there are some levels … but you can speak absolutely freely with anyone, you can address anyone informally – go into his room without knocking on the door – in fact the doors of everyone are open, even the door of [the CEO]. (Interview with P.K., HR manager, female) At the same time, as part of the goal of introducing ‘open communication’ between all employees of the company, decisions at all organisational levels, including customers, are taken mainly as a result of negotiations based on mutual recognition of logical arguments. As will be revealed in the next paragraphs, the company management and the engineers themselves recognise the high value of soft skills for successful decision making at all levels. 

At the moment of the fieldwork the office in Vietnam is managed by a country manager, who combines the roles of project manager, technical partner and HR manager, without having full power in any of these. His decisions are overseen by a respective person / department from the main centre in Sofia
. In the office in Varna the highest position is that of project manager, who is also supervised by a technical partner situated in the central office. Both Bulgarian and Vietnamese ‘remote’ offices do not work directly with local customers / clients
 and so far have been functioning mainly as an extension of the main development centre.

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

While the previous part focused on the main functions of the company as a whole and on its management and organisation, the next paragraphs will deal particularly with the core activity of the company, namely, the development of software applications and services in project teams. The information refers to the current state of affairs as a result of the restructuring in 2003-2004. There are partial data, about the period before that: the functions and procedures in the company have not been developed as ‘stable’ processes; project-oriented work has been conducted mostly in a ‘chaotic’ manner; there was no quality management system.

As stated above, nowadays each project team consists of a specific, different number of engineers – respectively developers and QA engineers, one or more leads (technical and/or QA), and a project manager. In various cases the teams include between 2-4 and 15-20 people.

As part of its restructuring, in 2003-2004 the company adopted a Quality Management System, based on ISO 9001:2000. (Company’s Quality Manual, 2006) The system establishes processes for all functions in application development and software service delivery, except for financial and accounting practices, where processes are determined by legal requirements and/or specific local standards. The QMS describes five core processes, through which software is developed, one business development process, and seven processes assuring institutionalisation and continuous improvement of the QMS itself. According to this framework, the functions in the value chain are as follow
:

· Marketing and Sales: New customers are directed first to Marketing and Sales and its supporting staff, who are responsible for giving all necessary information regarding the company capabilities. If the customer is interested in something the company offers, all information about it is forwarded to the Technical Partner. In fact, the customer has often been already contacted by the CEO and/or technical / QA partner or has preliminary information about the company, thanks to networking activities of its senior management or from previous customers who have made high word-of-mouth recommendations.

· Technical Sales: The technical partner and its assistance personnel, partially supported by a project manager, elaborate further customer offer and assess the company’s capability and resources that are necessary for the realisation of the future project. After signing a contract with the customer, requirements and descriptions of tasks are forwarded to the project manager that starts building the team. 

· Software Development: Depending on contractual engagements, the new project is carried out through a ‘fixed price’ or ‘fixed team’ project. The former of these is more suitable for application development, while the latter – for software services. The information collected in the case study shows that in many cases the same project team has worked on both application and services for a customer. Even in such a case, the processes of ‘fixed price and fixed team project’, created and described by the QMS, guide performance of functions in the value chain. Depending on contract agreement and technical requirements, a project team is created, which consists of engineers performing particular roles for the duration of the project. The roles may vary depending on the project itself and on the professional experience of each engineer.

· The project manager:

-
is the main responsible person for communication with the customer representatives on the management and technical level;

-
supervises on a general basis the work of the whole team, assigning particular tasks to each engineer;

-
specifies and oversees the distribution of work to ‘remote’ offices;

-
takes part in the selection and training of new project members together with the technical and /or QA leads and the HRM;

-
manages administrative issues related to the team’s work – work-time of team members, leaves, work conditions, payment, etc.;

-
prepares reports for customers depending on its requirements;

-
performs evaluation of all team members and has the right to propose rewards and sanctions. 

· The technical / QA lead has similar rights and duties as the project manager, but on a lower level – on daily basis. He/she:

-
communicates with customers for detailed technical tasks and is responsible for assigning tasks to individual engineers;

-
negotiates between customer stakeholders on a technical level and team members under his/her leadership;

-
oversees directly, daily and hourly, the work of all engineers attached to him/her (including engineers in ‘remote’ offices who are part of the team);

-
coordinates specific tasks requested by the customer with tasks assigned by the project manager;

-
supervises directly the training of new people on the team and is responsible for setting up their training programmes;

-
supports the project manager for administrative issues related to the work of engineers attached to him/her;

-
communicates with particular partner or administration staff in solving problems related to his/her ‘group’;

-
participates in selection and performance evaluation of team members, negotiating their career opportunities, rewards and sanctions with the project manger.

· Engineers are responsible for the fulfilment of specific tasks assigned them, but also have relative autonomy, especially more experienced team members. In some projects, in which the customer takes part in software development, the engineers communicate directly with customer developers, but usually the greater part of the communication with customers regarding the ‘technical side’ of the project is mediated by the technical / QA lead.

· Software Quality Assurance: Software QA engineers are responsible for the quality control of developing application / services. They design ‘test cases’ according to product specifications that they ‘receive’ in close communication with developers. The test cases have to be coordinated with the immediate superior; they are carried out after his/her approval. In other cases, when the project consists only of QA service, intermediate versions (so called ‘builds’) of the software application to be test, come from the customer; once again test cases for them have to be designed and executed. The results of test cases are summarised in a specific document according to customer requirements, and in an additional document intended for the project manager. In all cases, a ‘bug tracking system’ is used, but its ‘records’ do not replace this kind of reporting documents
.
· Post Delivery Support: The processes of obtaining and analyzing customer feedback ensure improvement of services offered by the company. In addition to them, each finished project is subject to various evaluations on all levels of work organisation and management.
3.2.2.
 Geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

As mentioned above, the company’s offices are located in 3 countries - a headquarters in Switzerland, the main development centre in Sofia, a development centre in Vietnam and a newly established development centre in Varna. 

The headquarters, where the board of directors is also situated, is responsible for both strategic development and attracting new customers. The main development centre in Sofia consists of two offices – a central one and an additional office, opened recently to meet the needs of the continuously increasing number of staff. Depending on a customer’s contract commitments and on particular project requirements, each project team includes personnel from one or more offices. Because ‘remote’ offices are quite new, they do not have full autonomy in serving their ‘own’ customers and, in fact, they work as an extension of the central office. The distribution of work is always performed in teams, consisting of people from the main development centre in Sofia and from one of the ‘remote’ offices – in Vietnam or in Varna.

Currently Vietnamese engineers are taking part in two of the biggest projects (respectively teams) of the company. In both cases, they are subordinated to a respective project manager and QA / technical lead in Bulgaria. In all cases of distributed work with Vietnam, the engineers there are in charge of tasks with lower priority and in some cases – semi-autonomous sub-projects, less important and additional to main project activities in Bulgaria. The main reason is that most of the Vietnamese engineers have been working in the company for a short time (a year or less), and in fact, they are treated like the Bulgarian newcomers with similar experience. I do not make distinctions in my requirements towards my subordinates here [in Bulgaria] and there [in Vietnam]. If something has to be done, I require the same quality from all of them. It is the same as for newer people in my team here. (Interview with I.M., Software QA Engineer, lead, male, 30)

The case study revealed an important aspect in the process of spatial decentralisation of the company – the unwillingness for long-term travel abroad among Bulgarian employees. This conclusion was confirmed by the company’s management as well as by regular employees. Bulgarians – they hate to travel for long periods of time … as a group. I’ve had customers I had to turn down, because I just couldn’t get people willing to travel for a long period of time. Two weeks, three weeks – no problem. If we’re talking about 3 or 6 months – there’s a problem! (Interview with the S.K., CEO, male, 35)

The role of customers is decisive for the decision whether part of the work can be distributed to the Vietnamese office or not. The main reason for this outsourcing within company boundaries is to reduce costs. This is not the case by distribution of work to new office in Varna, Bulgaria. In some cases, the customer also actively participates in software development, respectively in distributed work on particular project(s), and in these cases it becomes an integral part of the company’s value chain. … we are something like an extension of their office … We have here [in Bulgaria] developers, QA engineers, senior QA engineer, project manager … At the same time, [the customer] in San Diego also a QA manager, a project manager, 2-3 QA engineers and 5-6 developers. (Interview with I.M., Software QA Engineer, lead, male, 30) The case study collected data about two types of ‘customer-service provider’ relationship. In a few cases, the customer outsourced different parts of a single project to two sub-contracting companies
, i.e. application /service development to one company and QA for this application / service to another company. Due to the content of work, the interdependence and the intensive communication between both sub-contractors is very strong. Some of the respondents define this type of relationship as belonging to ‘distributed work’. The second type of ‘customer-service provider relationship’ was reported above and refers to projects that include distributed work only between customer’s and a single subcontractor’s (the company under consideration) team.

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

The geographical structure of the company concerned and the types of ‘customer-service provider’ relationships predetermine temporal aspects of the workflow. There are two main changes in business function as a result of restructuring. After 2003-2004 the implementation of customer-centric culture has been increasing and reinforcing communications with the customer at all organisational levels. Because some of its main customers are from the USA and Canada, the intensification of communication with them has imposed specific time scheduling for some activities. At the same time, new corporate culture includes work-time flexibility as an important value in project teams. The second change was the establishment of a new office in Vietnam at the end of 2005. As result of distributed work in teams, consisting of both Bulgarian and Vietnamese employees and working for / together with customers from North America and Europe, the temporal aspect of the workflow became an important factor for functions performed in the value chain. 

According to the information collected in the case study, two of the biggest projects of the company with customers from the USA and Canada, involve joint teams that include Bulgarian and Vietnamese employees. In both cases, there are 4 hours in the first half of the working day in Bulgaria that coincide with the working day in Vietnam and about 1-2 hours at the end of the working day in Bulgaria that coincide with the working day of the customer. The direct communication with the customer / ‘remote’ office during these periods is supplemented by e-mail communication, ‘accumulated’ during the non-working-hours. In addition, each team/ person uses different communication technologies in daily work – e-mail, ICQ, MSN Messenger, Yahoo Messenger, Skype, Web-Ex, and, rarely, ordinary telephones.

3.3.
Changes of employment 

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

There are two main categories of employees in the company: developers and software QA engineers. Both categories included highly skilled professionals representing a variety of university specialties in the field of ICT. Currently the company has more than 200 employees – 170 in the main development centre in Sofia, about 10 in the newly established office in Varna, and about 20 in the office in Vietnam. The number of personnel continuously increases and during the time of the case study (February 2007), some 15 new positions in Bulgaria and 5 in Vietnam were announced. As mentioned above, in 2006 the number of personnel in the Bulgarian offices increased by more than 40% mainly because of the considerable growth – by 33% - of the number of customers. (Interview with P.K., HR Manager, female) In Bulgaria, the average age of two main categories is under 30 years, while for the senior management it is a bit higher – according to the opinion of two respondents it is between 30-35 years. Currently, there are 30 women (less than 1/5 of all employees), working mainly as QA engineers and in the administration. In contrast to the very low share of women among software developers, the share of women among QA engineers is approximately 50%
. In the office in Vietnam, among more than 20 employees, there is currently only one woman, who is an accountant. According to the opinion of the HRM, the share of women among QA engineers is also similar or at least close to other companies in Bulgaria with the same subject of activity.

Outside the boundaries of the two main categories, there are various specialists working in other units of the company. One could say that the structure of senior management duplicates the structure of the whole company - four of all six partners have academic and professional backgrounds in the field of ICT, two other partners are experts respectively in marketing and finance / accounting, and the CEO have a strictly economic background. There is only one woman among the senior managers in the central office – the Chief Financial Officer, who has the role of Finance and Administration Partner.

All employees of the company have non-fixed-term, full-time labour contracts, according to national legal requirements, especially the Labour Code. New people coming in the company to work as (software / QA) engineers have fixed-term contracts, usually for 3 months, but depending on their professional experience the contracts are often changed to ‘non-fixed term’ before the end of this period.

3.3.2.
 Employment conditions (terms and conditions, contractual flexibility), human resource management and internal labour market (including changes)

As for other aspects of the company’s business function, the employment conditions underwent major changes as a result of the restructuring - first in 2003-2004, when new corporate culture was implemented, and again in 2005-2006, when new offices in Vietnam and Bulgaria were opened. The new customer-centric culture and the principle of open communication between all organisational levels in the company, contribute to improvements of the employment conditions mainly regarding social benefits, working hours flexibility, career opportunities, training and skills acquisition, and improvement of processes of HR management. As a result, in 2006 the company was awarded in the Best Employers study of Hewitt Associates, and was ranked second in the Small and Medium Size Enterprise category in Bulgaria. The company was awarded because of two of its practices: autonomy in decision-making and work-life balance practises. (From the results of the Best Employers study, presented in national IT press, November 2006)

The company offers various forms of recreation activities and team-building activities – there are table-tennis and other sports, as well as a gym hall on the ground floor in the main building; the company encourages group sports activities in leisure time and there are teams playing volley-ball, basket-ball, etc. As part of the new corporate culture, the company allocates a special sum as a ‘team-building’ supplement to the salaries of all employees. The money must be spent only on group activities, and usually the project teams spend it to go together to music clubs or similar places. Additionally, the so-called ‘company events’ are organised twice per year, where all employees are invited to spend 2-3 days in some resort, where team-building training is conducted by external companies. 

As it was noted above, the working-hours flexibility in the teams depends on requirements of distributed work in countries with big time zone differences, while in addition the flexibility of work time is relatively big as part of the new corporate culture. Except for administration, the main categories of employees can set their own working time according to project requirements and commitments to other team members. Project managers and technical / QA leads have the main responsibility for overseeing the daily work-time scheduling of team members. The work-life balance is an issue taken very seriously by both project and company management – needs of employees in cases of illnesses, maternity leave, continuation of university education, childcare, etc., have priority over fixed work time and the contract conditions. The company itself is quite flexible regarding work time … Personally I go to work later – at noon, because I work till late [8:00 p.m.] and most of people in my team also come late … but there are also some of who like to come early in the morning and this is not a problem … up to now … because the afternoon hours are enough if you want to communicate with others. If I decide now that I want to work from 10:00 a.m. to 7:00 p.m. – I can do it. It depends on me. (Interview with Y.P., Senior software engineer, 29) There is a female colleague of mine, who has children and what she does is to come earlier in the morning, at 8:30, and to leave before 6:00 p.m. to pick them up from the school. For me the most important thing is the work to be done … and the best thing is that nobody takes unfair advantages of the freedom that everybody has. (Interview with I.M., Software QA engineer, lead, male, 30)

The HR management also responds to the restructuring by introducing new practices for evaluation of employees’ needs. Two of them should be pointed out – an anonymous ‘suggestion box’ in combination with an intranet-page where all suggestions are listed and their realisation status can be traced; and performance reviews, carried out by the HR department twice per year. After the restructuring, some practices of HR management have been codified and established as processes described in the company’s QMS. For example, the performance evaluation system was elaborated and then introduced and implemented in the office in Vietnam. 

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

As part, once again, of new corporate culture, the negotiations on changes in employment are performed mainly in two ways – at performance reviews, carried out by the HR department twice per year, and ad hoc, when somebody turns with a specific question to upper management (this could be the project manager, HRM, the CEO, or some partner). There is no trade union or any formal workers’ representation in the company. Some of the respondents mentioned that this is a common feature of the companies in the IT sector in Bulgaria. The intensive open communication is encouraged concerning all issues of employment conditions, except for payment, which is strictly confidential. The performance reviews include formalised part, as well as free discussion on all topics related to the employment. We discuss it … what expectations I have and what expectations they have, what is achieved and what not, what we can we do in future, the company’s attitude toward me, and my attitudes toward them. For me, it is very important – the personal attitude towards me … it is very important for me to feel that they treat me as an unique person, not as one among the rest … because there are companies where all people are treated as a group, not as individuals. (Interview with A. S., Senior software engineer, male, 28)

One of the biggest problems, mentioned above, is the long-term transfer of employees between company offices, and especially to the office in Vietnam. Many of the employees do not want to work for a long time in remote offices, and this fact influenced even the decision in which city of Bulgaria the new office was to be established. Varna was selected for two main reasons. First, it is the second biggest city in Bulgaria, and there are no branches of multinational IT companies there, which means that the competition for IT specialists would be less than in Sofia
. Second, it was selected for being the most remote Bulgarian location, with chances for attracting employees from the northeast part of the country, farthest away from Sofia. We made a survey in most of the large Bulgarian cities and results showed that the specialists working in Sofia but living in Varna often express a desire to return, because this city is really far from Sofia. For that reason, we decided the specialists living there would not mind working there if they had an opportunity for career development. (from an interview with the Finance and Administration Partner in national IT press, July 2006)

3.3.4.
 Impact on quality of work

All employees in the company express a high opinion of the new corporate culture and evaluate it as an important factor in improving the quality of work. The greatest thing in this company is the atmosphere – for me it is something very important. (Interview with A.S., Senior software engineer, male, 28) There were some team members that did not want to come with us [to common team events – sport, leisure activities] … but last year I did my best to persuade them to join us and they started coming with us and saw it was good. […] In my opinion there is an improvement … they feel more as part of the project team. Little by little, I see that these people participate much more actively in the team work and that they have started helping other people. (Interview with Ch.K., Project manager, male, 30) In addition, the employees highly value the fact that most of the personnel belongs to the same generation, and are very young. As a result, the atmosphere in the teams is very dynamic, friendly, and in some cases – even playful. 

The adoption of ISO 9001:2000 based quality management system and the codification of some practices as business processes (mainly in HR management), have also affected the quality of work. On one hand, these changes have led to increase of the efficiency of business processes; on the other, they have improved conditions at work place, because they meet the employees’ requirements and needs. Partially even the process of meeting the payment requirements was changed. Now it is based on pre-emptive information about changes in the sector, and the company’s policy is to offer updating of wages according to inflation processes and structural changes at national / sector level. 

3.4.
Changes of work organisation 

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

The main changes in the content of work and managerial control, resulting from the restructuring, were in two main directions: changes in management and organisational structure in 2003-2004, and the introducing of distributed work in project teams located in different offices (countries) as a result of establishment of new development centres in Vietnam and Bulgaria in 2005-2006. The adoption of the ISO based QMS also affected the content of work – not so much through changes in the work content itself, but mainly through re-organisation of some business processes and their codification.

The introduction of partner positions and the role of technical / QA lead in project teams is part of a new flat management structure and is based on the principle of taking decisions / solving problems at the lowest possible management / organisational level. This is achieved by allocating relative autonomy to each of these levels and encouraging open communication with upper management (even without observing regular subordination). Distributing work to remote locations also increases the relative autonomy at all organisational levels, but also complicates supervision forms with regard to temporal flexibility, organisation of work, cooperation, and increased role of customers in the decision making process. 

The content of work also imposes its internal dynamics on work organisation and cooperation within the boundaries of the company and on its ‘external’ relations with customers. An important feature of project-oriented work is the fact that the whole team usually works in a single space, which facilitates intensive direct communication between its members. Each software development project has its own dynamics in relation to the subject of work, customer, distribution of work, team manager’s style, etc. There are some stages that each project passed through, and in some of them the main part of work is done … The most-dynamic moments are when we are ‘writing’ the main functionality of the product. After that, there is a small drop [in developers’ work] because then QA engineers take over the work – they start testing on it and we do ‘bug fixing’. Just now, we are between the release of two products, which means we have already released a particular version of the product and now we are waiting to start the new ‘release’. And now we are idler because there are some issues that have to be specified at project management level. (Interview with A.S., Senior software engineer, male, 28)

As mentioned above, the cooperation and the communication required is based on use of specific ICT - mainly e-mail, instant messaging, and VoIP software (ICQ, MSN Messenger, Yahoo Messenger, Skype) but also on some specific technologies and services according to the project requirements – WebEx for video conferences, ‘Google spread sheets’ for tracking project development status of distributed work, specific technologies that allow all participants in the video conference to see computer’s screen picture of each other, etc. 

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

The organisation of working hours in the company and within its units depends mainly on particular project requirements and, in some cases, on the management style of the person responsible. Except for some administrative units, most of the employees begin their working day after 10:00 a.m. – an hour later than usual time for the private business sector in Bulgaria, and finish at about 6:00-7:00 p.m. There are some differences between the work time of the project managers and the leads, and that of the regular engineers, because the former have to communicate most intensively with customers and / or with the staff of remote offices. As noted above, there are 4 hours in the first half of the working day in Bulgaria that coincide with the working day in Vietnam and about 1-2 hours at the end of the working day in Bulgaria that coincide with the working day of the customers in the USA and Canada.

The regular day could be described in the following time frames. In the beginning of the day (10:00-10:30 a.m.) project managers and technical / QA leads discuss daily tasks with their teams, mainly on the basis of his/her phone call
 with customer representatives, made at the end of the previous work day. After that (around 11:00 a.m.) regular engineers start working on their tasks and project managers / leads make their phone calls to Vietnam if they have Vietnamese engineers on their teams. Between 12:00 and 3:00-4:00 p.m. is ‘the most uneventful part of the day’, when some additional activities are performed – selection of new workers, administrative duties, etc. This is the period when people have their lunch breaks – usually an hour or more, and in most cases, all members of each project team have lunch together. After 5:00 p.m., leads start collecting information on the status of daily tasks and oversee the daily work of their teams in order to prepare daily reports, addressed to project managers and /or customer representatives. Around 6:00 p.m. the engineers finish their work and report it according to required documents and formats while the leads / project managers make their phone calls to customers, discuss the work done that day and new tasks for the following day. In some cases, depending on the customer’s location, evening phone calls are later – after 7:00 or even after 8:00 p.m. For example, the case study collected information about a project outsourced by the US customer, with a joint team of developers and QA engineers from both companies, and the whole team in Bulgaria usually starts its working day at 11:00-12:00 o’clock and ends it after 7:00-8:00 p.m.

3.4.3.
Functional flexibility, team working (including changes)

Engineers in the company are able to occupy different roles in different projects depending on their education and professional experience. Functional flexibility includes possible mobility between different roles in one category (i.e. the category of developers), as well as mobility between categories. For example, in the first case, software engineers can assume the roles of developer
 or designer, and the software QA engineers can assume the roles of software quality assurance or test designer. In the second case, software engineers can become software QA engineers or vice versa. The case study has demonstrated that in most cases this kind of functional mobility goes in the direction from the profession of QA engineer to that of developer. A possible reason for this pointed out by most of respondents, is that QA engineers do not need knowledge on a specific programming language but only general technical skills in informatics and broad computer literacy. 

In addition to this, there is one other kind of functional flexibility with regard to the organisational structure of project-oriented work in the company. As it was noted, there are two main positions in the professional hierarchy that show the level of experience – regular and senior software engineer. Simultaneously, with regard to professional and organisational skills, each engineer can occupy the role of ‘lead’ within a particular project, but to occupy the role of project manager or partner, a senior position is required.

3.4.4.
 Impact on quality of work

According to the company’s management, the new corporate culture improves the quality of work not only by meeting the needs and requirements of employees, including issues of work-life balance, but also by increasing the capacity of the teams and respectively of the company, assigning specific functions to the persons most suitable with regard to their professional, organisational and personal capabilities. Implementation of new corporate culture and project-oriented organisation of the main business function, improve the quality of personalised service focused on a particular customer. Simultaneously, more personalised service becomes possible as a result of temporal and functional flexibility within project teams and the company as a whole. The temporal flexibility directly helps the company to accommodate the differences in working hours between it and the customer/partner, while the functional flexibility allows better allocation of human resources through mobility between the main categories of workers and between different roles within them.

The adoption of the ISO based QMS also improves the quality of the business processes in it and helps improve the overall efficiency of work organisation, supporting the principle of decision making at the lowest possible management level.

3.5.
Skills, knowledge and learning

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

Currently working for the company are various specialists with different academic and professional background, but most of them come from the field of ICT. At the time of the case study, most developers and QA engineers in the company were students in Bachelor’s or Master’s programs at different Bulgarian universities. Experienced professionals (in senior position or having a lead role) are 1/3 of all engineers. Most of them, together with the main part of the company management, have started at lower or even at the lowest position in the company and have improved their knowledge and skills over the years. This is typical not only for the main categories of workers, but also for the administration and the HR department. I started working here in 2001 and now I can say that I have passed through almost all positions. I started as a regular QA engineer … for 6 months. After that, I changed some teams in different projects, even in different fields. And bit by bit, I started managing some of these projects. And I became a project manager. (Interview with Ch.K., Project manager, 30, male) From a technical point of view, the list of technologies used in software development and the list of IT certificates obtained by the company or by its employees, provide a comprehensive picture of the actual skills structure among developers and QA engineers. (See Appendix No 3 – List of technologies and IT certificates)

Some specific phenomena must be outlined:

Education system and labour market: According to the company’s management, the Bulgarian education system does not train knowledge and skills required for working in the IT sector, and companies must train their personnel to meet professional requirements in global sourcing. The main flow of personnel, exchanged between companies, consists of specialists that already have worked for a long time somewhere … in another company. Of course, the company recruits also people who have recently graduated and do not have any experience but they started on lowest positions, usually with the goal to be trained and only after that they are able to become part of the team. […] Especially for lower position the main thing that I have looked at, is for a person to be smart. Our training program is very good and we can teach him only in a few months – even from the beginning. But he must be able to think, because very often the tasks are not standard… I give only logical tasks at the interview …I do not even make the technical interview … someone else from the team does. (Interview with Ch.K., Project manager, 30, male)

Gender issue: As mentioned, the share of women among developers is 10%, while in the case of QA engineers it is 50% or more. Sometimes it is question of chance – which candidates you will have for QA positions. However, when we made the selection, we were of the opinion that women make excellent QA engineers because they are willing and punctual, strict, observant, mindful of details. (Interview with P.K., HR manager, female) 

Soft skills: Both company’s managers and employees outlined the need for improvement of the soft skills for the whole personnel. This is partially because all of them communicate with customer’s representatives on different levels, and partially because the corporate culture of intensive communication within project teams also required specific knowledge and skills for argumentation and communication. In the last two years, the company has offered two training courses in this field – for leadership practices and for project management. Most of our trainings are related to the soft skills required and language skills. And in the last year we had 47 training hours average per capita. (Interview with P.K., HR manager, female)

Global expertise: The senior management of the company underlines the need for global experts in some core areas of activity, mainly related to company management – marketing and sales, management of large technical projects on global level, and lobbying. According to the CEO, the problem is that there are only a few global experts in the IT sector in Bulgaria, and all of them are working for the biggest multinational companies that can afford them. The competition for ‘global expertise’ is beyond the powers of the company. At the same time, the unwillingness for long-term business trips shown by the Bulgarian employees, makes the acquisition of ‘global expertise’ more difficult. This problem was especially underlined by the CEO, who considers it as one of the main problems in moving ‘upwards’ into the global value chain.

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

Because of the subject of activity – software development, the knowledge intensity in the work of both developers and QA engineers is very high. In fact, each of them needs to make some kind of ‘technical research’ in his/her everyday work. In addition to this, there are continuous requirements for permanent improvement of knowledge and skills due to accelerated change in ICT and services. 

Even after the implementation of the company’s QMS, which introduced partial standardisation and formalisation of business processes, the main part of the work, software development, is based mainly on creativity and in many cases can not be standardised. However, some activities are more resistant than others to standardisation and formalisation and in most cases these are also activities of greater knowledge intensity – software design and architecture, manual QA testing, as compared with automated testing, etc. Some other activities within company boundaries underwent major changes in terms of standardisation and formalisation as a result of restructuring in 2003-2005 and especially as a result of codification of existing procedures in business processes, described in the QMS – these are mainly HR management, document management and control, and, partially, post delivery support. Most of the newly defined processes are supported by introducing (or intensified use) of respective IT systems. 

Some part of the activities within teams were also subjected to standardisation and formalisation – for example, training programs of particular teams working for long periods of time with a particular customer, become more standardised and ‘how to’ manuals were elaborated.

3.5.3.
 Learning opportunities, training policies 

The company offers various forms of learning opportunities and training policies. Here they will be categorised in five groups:

Trainee programs for newcomers: Each newly selected employee without professional experience, starts working as a ‘trainee’ with a fixed-term contract, usually for 3 months, and during this period he/she acquires the basic knowledge and skills required by his/her position, under the supervision of some more experienced colleagues in the team. For me personally, it is more suitable if we have selected two persons simultaneously, because the effort of training two people simultaneously is only a bit greater than training one person … So we can make making sort of an economy on training. (Interview with I.M., Software QA engineer, lead, male, 30) Each project team has elaborated its own training program and practises. One of them develops a ‘how to’ manual, based on the specific requirements of a concrete project, which includes real tasks, already fulfilled by the team, and a kind of ‘answers’ key’. Another team relies mainly on direct communication and assignment to the trainee of real, ongoing tasks with lower priority. What we do in my [QA] team is to assign real tasks to him / her. They can be, for example, installation of operation systems that means that the trainee will prepare the environment for real testing and this is part of the tasks they will have later on. In that way they become part of the team – giving them small and easy tasks, they start to understand bit by bit the whole picture, the whole software we use. They start to understand this picture in practice. And after a month they just stop asking questions and solve their tasks independently. (Interview with I.M., Software QA engineer, lead, male, 30)

Probations: The company has agreements with some of the big universities in Bulgaria (both new, private and old, state universities) that provide education in the field of IT, and offers probation programs to their students. Particularly successful cooperation was established with the American University in Bulgaria (in the city of Blagoevgrad), where some senior managers in the company give lecture courses. Other universities are Sofia University, Technical University in Sofia, and Plovdiv University. Students that come to work in the company with a non-fixed-term contract are trained through a special program for people without any experience, an extremely flexible course, matching individual work time and duties. The usual period of probation is 3-4 months; when it is finished, students can continue work as regular employees. 

Everyday knowledge and skills acquisition: The work requires each software engineer to improve his/her knowledge and skills on an almost daily basis, doing ‘technical research’ on specific questions. Sometimes it is possible to find the needed answers using free resources on the Internet but sometimes it is not, so the company maintains an intranet server with technical literature and a specific software/technologies knowledge base, and a regular library with specialised books. Once I needed a very specific book … it was not on sale in Amazon … but the company was looking for it …more than 3 weeks and finally found it and bought it for me. (Interview with A. S., Senior software engineer, man, 28) Another channel for skills acquisition in everyday work is communication with other colleagues within the team or within the entire company. 

Formal training courses – within and outside company boundaries: The company organises various courses for its staff – in response to employees’ requirements, as a result of customer feedback, or as a result of projects’ needs and technological change. There are courses on specific technical skills (e.g. programming languages, work with particular technologies, etc.), IT certification courses, courses about soft skills and language skills. In many cases the courses are organised within the company office, which makes it easier for people to attend. In other cases, the company offers financial support for enrolment in external courses. Even when someone wants to continue education outside the IT field, the company facilitates him/her as part of its corporate culture of working time flexibility. 

Nevertheless, there are also some limitations in learning opportunities and, more generally, in career development, due to the size of the company. For me personally, the possibilities for career development are coming to a limit, even though the office in Vietnam offers good opportunities. It is maybe the most serious thing that I do not like about the company … it is a question of how big a company is and how big the projects can be. (Interview with Ch.K., Project manager, male, 30) In a sense, the flat structure places limits on career development.

Participation in professional organisations and public events: The company is a member of different professional associations
, and as part of its activities within them, it offers different programs for people looking for practice-driven education in the field of IT. For example, the company is one of the co-founders of so-called ‘National Academy for Software Development’, which offers free of charge courses in Java, C#, and .NET, organised within the Bulgaria Association of Software Developers. In addition, the company is very active in organizing and taking part in various public events, where it presents itself, offers courses, or gives public lectures
. All these activities substantially help the company to recruit new people but are also seen by its employees as means for dissemination of professional standards and good practices.

3.5.4.
 Impact on quality of work

Because of very high knowledge intensity of the work of the main categories of employees, the permanent acquisition of knowledge and skills is a basic condition for quality of work. In a situation of accelerated technological change and global competition in outsourcing of software development, the quality of work and the capability to improve it continuously become the basic advantage of the company. 

The main question, outlined by most senior managers regarding knowledge and skills, is the problem of ‘soft skills’, which in most cases are lacking among software specialists. The true value in production is not good developer skills but soft skills … that matter. I think this is the biggest challenge to Bulgarian business in general and to IT business especially. […] I mean, the technological skills anyone can acquire … 5 years a job as developer is absolutely the same as 5 year experience of any developer in the world … it’s almost a commodity … what matters is how that person relates to the customer … to understand the business fee. (Interview with S.K., CEO, male, 35)

3.6.
Industrial relations & regulations

3.6.1.
 Forms of workers’ representation

According to the respondents, a general characteristic of the Bulgarian IT sector is that there is no formal workers’ representation. At the same time, some of the respondents – mainly PMs and leads, indicate that, as a result of strong team-building culture, their colleagues have come to them seeking advice or help with specific problems, mostly questions related to employment conditions. In these cases, the PM or the lead becomes a kind of spokesman, if not a representative, for one or more of his/her colleagues.

3.6.2.
Information and consultation, issues of negotiations

A main issue of negotiation between the company and its employees is the question of payment in relation to the amount under consideration and not to its type. According to the Bulgarian legislation, the company must pay health and pension insurances and other taxes, calculated as a legally fixed percentage of the salary. In contrast to many Bulgarian companies that lower their expenditures by declaring lower salaries, the surveyed company is not part of this kind of ‘informal economy’.

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

The fieldwork does not collect any information about some impact of national/European regulation on the restructuring of the company. 

3.6.4.
Pressures on regulations and national institutions

The main goal of the restructuring was the orientation of the company towards high value outsourcing. As a result, the company has not had any Bulgarian customer after 2003
. One of the problems mentioned by the CEO is that Bulgarian policy makers are not interested in development of real participation with industry. As a result, in recent years the company has dealt only with training activities within professional associations and has refused to deal with political issues. 

3.7.
Conclusions

3.7.1.
Basic characteristics of the case

The case study reveals an example of restructuring that is quite innovative in the Bulgarian IT sector. The company under consideration did re-engineering of its business function – production of software, the main goal being to work on a global level. The changes that allowed the company to achieve this were the implementation of specific corporate culture and the introduction of new management and organisational structure. The results of the restructuring are the improvement of the quality of work and the geographical extension of the company’s main activity on two continents. In practice, the restructuring has led to a substantial growth by 1/3 of the number of customers last year.

The case study focuses on two main characteristics of the business function – organisation of business processes on the basis of project-oriented work; and distributed work within a global value chain in the field of software development. Precisely these two characteristics of the business function underwent major changes in terms of content and quality of work as result of the restructuring.

3.7.2.
Significance of the case for various WORKS research questions

The case study analyses an important process – there is a trend of pre-orientation of global sourcing of software development from Asia to South Eastern Europe; along with this there is a secondary in-house relocation of work introduced by companies from the SEE countries – back to Asia or to neighbouring countries in SEE. In the surveyed company, the restructuring has its own ‘face’ – this it the CEO, who brings global expertise and guides the changes according to global standards. The implementation of new corporate culture, and of new management and organisational structure, aim at transferring good business practices of high value outsourcing into the local corporate environment. One of the main problems that arise during this process is the lack of global expertise at a national level and the obstacles for achieving it stemming from specific characteristics of the workforce. The unwillingness for geographical mobility could have many explanations, but it makes difficult the globalisation of the business function.

At the same time, another ‘part’ of good business practises, transferred from ‘West’ to ‘East’ – soft skills’ acquisition, is recognised by all employees as an important requirement for successful professional realisation. It is valued even higher in the cases when the business processes are performed by distributing work among teams separated by geographic distances, but also by cultural differences.

Once again, the case confirms the importance of the gender issue in analyses of the development of global value chains, especially in the field of software production. The differences in the gender ratio within the two main categories of employees – developers and QA engineers, underline the fact that, on the one hand, women underestimate the possibilities for career development in the field of IT, and, on the other hand, corporate and national policies do not address this question seriously enough.

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

In general, the impact of the restructuring on the quality of work and the quality of life can be assessed as a substantial improvement; but at the same time, the changes have created some difficulties regarding the balance between work and life. The standardisation and formalisation of all business processes through adoption of the ISO based QMS within the company, have improved the quality of work. This was possible only in combination with the implementation of the new corporate culture, supported by the respective changes in the company’s organisation and management. At the same time, the functional and the temporal flexibility of the project-oriented organisation, is improving the quality of personalised service focused on particular customers, and is increasing the capacity of the company for better allocation of human and material resources.
APPENDIXES:

Appendix No 1
Company’s structure
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Appendix No 2

Organizational diagram of the company
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Appendix No 3

List of technologies, implemented by the company in customers’ projects

and

List of IT certificates, obtained by the company or by its employees

List of technologies:
	Hardware Platforms and Technologies:

PC, Sun, HP

Palm, PocketPC


	Technologies:

J2EE, J2ME

ODBC, JDBC, DAO, ADO, ADO.NET

Web Services/SOAP .NET

ActiveX, COM+

CGI, RPC

CORBA



	Operating Systems and Platforms:

Windows

Linux

UNIX

HP-UX

Solaris


	Programming Languages:

Java, JavaScript

C++, C#

SQL

Python, Perl

Visual Basic, VBScript, ASP, ASP.NET

HTML, XML, XSL

SAS PowerBuilder, 4GL



	Database:

Oracle

Informix

SyBase

MySQL

Microsoft SQL Server

Microsoft Access


	


List of IT certificates:
Microsoft Certified Partner

Oracle Certified Partner

HP Developer and Solution Partner

IBM Business Partner

Nokia TWISP Partner

CIT3-CT-2005-006193





Todor Galev (IS)
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Business Function – Software Production








� The term refers to major changes that in last years the outsourcing industry is undergoing with buyers demanding more value, flexibility and manageability from business process outsourcing. Buyers are shifting away from large, broad-based, IT-oriented single-vendor contracts in favor of more specialized contracts, focused on discrete business functions and on highly personalized, customizable services. 


�  Interviews were carried out by Todor Galev, Vassil Kirov and Rumiana Stoilova


� Bulgarian second largest city, situated on the Black sea


� According to the Bulgarian Trade Law, ‘EOOD’ is a Ltd., the capital of which is owned 100% by a single company or a person. In this case, the Bulgarian company is owned 100% by the Swiss one.


� ‘Flat corporate hierarchy’ and ‘customer-centric culture’ are notions used in all official company documents, as well as by its employees. According to the respondents ‘flat corporate hierarchy’ refers to the fact that all hierarchical levels are relatively autonomous and the decisions are taken at the lowest possible level.


� Developer’ hereafter will be used as a synonym of ‘software engineer’, in order to avoid possible confusion due to the close proximity of the terms ‘software engineer’ and ‘software QA engineer’.


� The respondents in Sofia (incl. the HRM) were not able to provide this information.


� In the case study interviews, as well as in public press articles, senior managers have declared that at the moment, the company is looking for possibility to establish a new office in another East European country.


� Except for specific high priority tasks that are controlled directly by the project manager even on an ongoing daily basis.


� The project team includes 21 Bulgarian and 6 Vietnamese software and QA engineers. See previous citations for more information about this particular project and its team.


� The management and organizational structure in the Vietnamese development centre is constantly changing if the staff and work increase, which they do. One of the most experienced Bulgarian project managers is going to leave for Vietnam for a period of at least 6 months. In terms of management and organization, this means that the management and organizational structure in the Vietnamese office will become more complicated and diverse


� A customer is the company, which outsources software products / services and an end-client is one, who uses them.


� The description of functions is based both on the ‘Quality Manual’ of the company (available on its web-site) and on the information collected through interviews during the case study.


� In many cases, ‘documents’ refer to digital formats used independently or as part of different IT systems in the company or required by the customer.


� There is no information about subcontracting to more than two companies in a single project (i.e. the company under consideration and one other).


� According to another analysis, in the last 3-4 years, the share of women among Bulgarian students in the field of ICT is 35-38 %. (e.g. National representative study Bulgarian students in the field of IT – attitudes towards emigration or work in Bulgaria 2003, Technology Studies Group, Institute of Sociology).


� There are four universities in Varna that offer education in the field of IT – Technical University, University of Economics, Varna Free University, and The Naval Academy of Bulgaria.


� ‘Phone call’ is a general term used by all respondents for all kind of ICT-mediated communication and in most cases, it does not refer to the use of a regular (fixed) telephone line.


� Here alone, the term ‘developer’ refers not to the whole category of software engineers but to one of the main roles within this category. The difference is based on the content of work - developers ‘write’ the source code, while ‘designers’ plan and design the overall architecture of applications / services and specify technologies (programming languages) to be used.


� Bulgaria Association of Software Developers; Bulgarian Association of Software Companies; Bulgarian Chamber of Commerce and Industry; Bulgarian International Business Association; Association of Information Security (ISECA); Swiss Association of E-commerce (TRADO)


� For example, the company is an active member of the annual Open Fest, which promotes the use of open source software. During last two years, within its framework the company offers public lectures but as well as – it organizes special company’s counter, where offers enrollment for training course and for company’s probation program. (See Appendix 4 for some pictures from the company’s counter and public lectures)


� Before this period, it worked only once for a Bulgarian customer – the Ministry of Finance in Bulgaria. The company developed and implemented in an information system covering the entire management of all ISPA (Instrument for Structural Policies for Pre-Accession) projects, supervised by the Ministry.





