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II. Short Information on how the Case Study was conducted

The case study BUSINESS-SOFTWARE is an organisational case study in the Information technology sector (IT) and covers the business function ‘production’ in Germany. It is part of work package 6: ‘Qualitative Research’ of the WORKS-project.

The case study describes the impact of value chain oriented restructuring and globalisation of global value chains as the example of one German company shows, which develops business software and offers IT services. The WORKS-acronym for this company is BUSINESS-SOFTWARE.
The field research took place in March 2007. At four visits to the company, six interviews were conducted. The following table offers an overview of the conducted interviews.

	Nr.
	Position/Function
	Function
	Gender

	1
	Assistant to the Executive Board
	Management
	male

	2
	Head of Quality Governance and Production
	Software Development
	male

	3
	Head of Corporate Security
	Management
	male

	4
	Product Manager
	Software Development
	male

	5
	Corporate Communications Manager
	Human Resources
	female

	6
	Human Resources Manager
	Human Resources 
	male


Table 1: Interviews conducted for the case study

III. General Overview of the Case Study

· The companies involved: BUSINESS-SOFTWARE, a large software developer with a focus on business software for manufacturing, financials and public sector as well as service industries.

· The business function: Software development. The revenue of the company mainly stems from software licenses. Thus, software development is central to the company as the business function in which the production of the main goods takes place.
· The units covered: The case study describes the main challenges posed by the restructuring for the whole of the software development business function. In addition, research has been conducted in a product development unit.
· Products and services: BUSINESS-SOFTWARE develops business software for large enterprises, middle-sized companies as well as small businesses. The product range reaches from adaptive, highly customizable solutions for large enterprises to standardised products for middle-sized and small companies. Besides that, the company offers a variety of services around the software lifecycle like consulting and managed services.
· The restructuring: The company was realigned in 2003 according to the value chain framework. At the same time, the company has reorganised software production and introduced a standardised production model for software. The company has also undergone a phase of rapid global expansion, as well as on the market- as on the production-side. This has had a strong impact on work and working conditions.

· The period of restructuring (when): The process of internationalisation of production started in the first half of the 1990ies and has been consequently expanded since then. This has had a significant impact on work organisation in Germany as well since 1993. The internationalisation of production, the growth of the company and the targeting of new product markets lead to an increasingly complex value chain, which in turn lead to the company realignment of 2003.
· Numbers of workers in the companies: BUSINESS-SOFTWARE has more than 40,000 employees worldwide, and over 14,000 in Germany. About one third of all employees work in software production. We were not able to obtain a precise number of software developers in Germany, but there are probably about 8,000.

· Geographic spread of value chain (countries, regions): The company has research centres, , service and development sites and field services locations all over the world. Major parts of production are located in Germany, United States of America and India; further production sites are China, Canada, Hungary, Bulgaria, Japan, France and Israel. Research centres are located in Germany, United States, United Kingdom, France, Canada, Australia, Switzerland, and South Africa. The company is also targeting the emerging markets of Brazil, Russia, India and China.

IV. Case Study Findings

1. Company and value chain (re-)organisation

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

Company and products

BUSINESS-SOFTWARE is a software company that is specialised in business software. Founded at the beginning of the 1970s, it is an established player in the market. Its main product is ERP (Enterprise Resource Planning) software. Within the last 15 years, however, BUSINESS-SOFTWARE has significantly expanded its portfolio and is now also playing a major role in the markets for software for the public sector and other business-related software, like CRM (Customer Relations Management).

BUSINESS-SOFTWARE had a business volume of almost 10 billion Euros in 2006. It is a public company. Around a third of the stocks are held by the founders.

The company pursues the strategy of organic growth. In the IT-sector, growth is very commonly based upon the acquisition of other, smaller companies. BUSINESS-SOFTWARE instead tries to grow by investing in product development and talent, while its acquisition-strategy is very conservative. Instead of buying other companies, the company pursues an approach of ‘co-innovation’, which means cooperation with business partners in order to develop new products.

Company realignment

In 2003, the company was realigned and reorganised according to the value chain framework. Before, responsibilities were organised along product lines, and resources were organised accordingly. 

In the new alignment, responsibilities are organised according to business functions. The different lines of businesses are defined by business functions, and not, as before, by products and product groups. 

Supporting business functions are now less centralised and also more oriented towards the particular value chain segment they are supporting. This has led to a matrix organization in these areas.
Production resources are organised in product specific projects. Production Project Leads are recruited via tender procedures within the company. The matching between assignments and resources is organised via skill match procedures. 

This realignment pays tribute to the growing complexity of the company and its products and makes production more flexible. 

Consequences for Software Development

Software Development thus has been completely reorganised. Namely, there have been two major measures of restructuring:

(1) Formerly, teams were steadily assigned to products and product groups. Now, Software Development is split into the conceptual work on the one hand and the actual production work on the other hand. The latter is organised in “Labs”, ” taking specific skill set of the Labs into account. 

This makes Software Development more independent of locations. The different locations have become more independent and their infrastructure is detached from the content of their work. 

(2) Software development has been organised according to a new development framework that precisely defines responsibilities, handoff points and development itself down to the level of tools and libraries (repositories). Also, systematic documentation of work became an essential part of the new framework.

This new development framework has led to the loss of freedom of decisions on the side of the developers. Also, as a consequence, the developers’ work is much more specialised on specific tasks, whereas before, it was common for them to communicate much more intensely with everybody participating in the development of software, from the initiators to the end users. Developers experience this process mainly as an intensification of “administrative” tasks like documentation and code reviews (Product Manager, 366 f.).

This “industrialisation of software production” (Quality Control and Production Manager, 270 f.) can be regarded typical for the IT-sector. The IT- and internet-boom of the late 1990ies led to a common company philosophy of ‘start ups’, which was based on low-level hierarchies and creativity. Even though BUSINESS-SOFTWARE is not a start up, it was able to preserve a corporate identity that relies on similar principles. This self-conception is threatened through these processes of standardisation, even though there are still strong elements of a “students atmosphere” (Product Manager, 540f.).

1.2 (Re)organisational and spatial aspects of the value chain 

Although the business and production system of BUSINESS-SOFTWARE has been internationalised for more than ten years, the recent realignment of the company and the related introduction of the new development framework has also led to a change of configuration of different production locations. Whereas before, there had been a division of labour between the locations that restricted the leading functions of development to the elder locations, locations now are formally independent and co-equal. The leading principle is that of a “network” (Management Assistant, 934). Each development lab has its own infrastructure and accompanying management positions, like HR and resources. Production orders are assigned via tender procedures. 

Consequently, the reasons for going abroad were

· overcoming barriers to customers in foreign countries, (Management Assistant, 137)

· being perceived as a local company (“network company”), (Management Assistant, 145-151)

· recruiting local talents and making use of cultural diversity and distributed strength. (Management Assistant, 156-161)

Nonetheless, differences remain between the locations. Cheaper cost of labour has been one of the driving factors behind internationalisation of production, and thus, the established locations are under pressure to justify their higher wage levels. There is a perception of locations as “low-cost” and “high-cost” locations. (Head of Quality Control and Production, 520-522) Besides, even though locations have the same formal structure and equality between locations is a central point of the idea of competition between locations, BUSINESS-SOFTWARE tries to pool competencies locally. This pooling of competencies falls in the responsibility of the respective location themself, thus the locations are forced to develop a profile.
As described above (see 1.1), internationalisation was one of the driving factors behind the restructuring of software production. The complexity of international cooperation and the resulting consequences for managing international cooperation made an increase of standardisation of development processes inevitable. 

Besides that, internationalisation has also shaped the daily reality of software development at BUSINESS-SOFTWARE by posing new challenges to in-company communication. Communication processes over different time zones and different cultural traditions are the most often cited everyday concerns of employees.

Furthermore, internationalisation also poses new questions concerning security. For instance, with a production location in China the loyalty of the employees is an issue. Internationalisation lead to a new IT-security concept within the company, which is no longer based on the common approach of ‘perimeter-security’, in which there is an internal ‘area’, which has to be defended against attacks from the outside, but rather a security concept which does not distinguish between inside and outside, and where identification and authorisation of all processes become the main concerns. This in turn might lead to new social differences between locations.

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

Other companies come in downstream in the value chain, although they don’t have a particular strong position. There are a variety of companies who implement BUSINESS-SOFTWARE software solutions at the customers, and who develop additional products based on the ERP-solutions provided by the company. BUSINESS-SOFTWARE generally does not feel threatened by these companies, but accepts them as specialists for certain market niches, which are not economically promising enough for the company itself. 

By providing solutions which are based on the products of BUSINESS-SOFTWARE, these companies actually help BUSINESS-SOFTWARE to secure its strong position in the market. BUSINESS-SOFTWARE tries to establish its products as a standard for business software. The company thus has an interest in a further spread of its solutions by independent companies.

In order to further support this structure, BUSINESS-SOFTWARE has developed a development platform which is open for use by other companies. The tools which it provides for their own developers are also made available to others.
 In addition, the company is also developing a certification system for independent partners, which signals the customer compliance with BUSINESS-SOFTWARES products.

2. Functions and overall workflow in the value chain

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

Since the company realignment, each member of the executive board is responsible for a primary value chain function. In addition to that, supporting value chain functions are also in the responsibilities of certain board members. But they are organised to a higher degree than before within the different business functions, which has led to an increase of hierarchy levels.

The primary business functions are as follows:

Research and Breakthrough Innovation

The company has a number of research centers in which they closely follow new emerging IT-technologies. These research centers work closely together with universities and research in the area of fundamental IT-research. 

Product Development and Technology
The ‘Product and Technology-Group’ can be seen as the conceptual part of software development. It identifies technology demand in the market and customers problems and needs and conducts market analyses (“business cases”). It then goes on to define specifications for new products. Here, the actual writing (“coding”) of the software takes place. This part of the value chain has been reorganised at the realignment of the company (see above). The actual production of software is now organised in ‘Labs’, which form an independent infrastructure. 
This group is also responsible for the whole process of introducing new products, up until the handover to production and validation.

Production

Production is doing the componet validation, assembly and the solution validation of the products. In this function the group acts as a first customers and is finally giving the release recommendation to the SAP Board. Although the actual production is thus formally independent, the meeting of requirements is checked upon by product development.

Customer Solutions and Operations (‘Field’)

Here, the company keeps close contact with the customer for Sales, Consulting, Education, and Marketing tasks.
Service and Support
This global business function is growing in importance, since the company is increasingly offering IT-services besides its product-related services and customisation.

Role of software development

Software development has always been the central part of this value chain. What was once a highly academic task which required problem-solving skills and creativity, has recently become highly standardised. As a consequence, software development can now be seen as ruptured: On the one hand, software development as a conceptual work is still of highest importance to the company, in combination with research. Software development as an everyday routine, however, still requires highly qualified labour and is a knowledge intensive task, but has become organised in a way that it is more and more exchangeable and flexible, for instance with regards to different locations.

These changes had effects on the relations between software development and other business functions. Whereas before, the software developer basically communicated with all business functions, pervasive communication along the value chain is now highly standardised and formalised through the new development framework.

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

As described above, BUSINESS-SOFTWARE is the most important actor in the value chain. Other actors like contractors, consultants and companies building products that work together with BUSINESS-SOFTWARE’s products are usually smaller, more specialised and practically always in close vicinity of the customer. Customers are distributed worldwide and BUSINESS-SOFTWARE has organisations in over 50 countries, which shows strong interest in the corresponding markets. Besides that, BUSINESS-SOFTWARE has eight research centres spread over four continents and major production locations in eight countries in three continents.

The company’s concept is that of a network-company. Different locations are formally equal, but there are thematic focal points at different locations, differential wage- and production costs, and historically more or less important locations. The most important locations are in Germany and in the United States. ‘Becoming a network company’ was an explicit objective of the restructuring process, since historically, Germany had been the ‘centre of gravity’ of the company from the beginnings of internationalisation. 

Since the company is evolving more and more from a German to an international company, the company actively tries to promote its principles to all locations by translating them into local languages. Besides that, English has been established as the important language for communication.

For example the whole specification is written for the first time in English and if you are lucky, it is additionally written in another language. But English is… the basis for our documentation. When it comes to corporate values, there we have as a matter of principle nearly every language of the world, the corporate values we have translated with the corresponding meaning. But you have to be able to communicate in one language, and that is English. (Management Assistant, 553-560)
2.3 Temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring

Workload is constantly high at BUSINESS-SOFTWARE, because there are time limits and deadlines the individual teams have to meet. Basically, with restructuring, a rigid time management has been introduced where the workflow was much less transparent before. Generally, software development is a work process which is not easy to plan because of its complexity. When the company decides to develop a product, a wholesome planning of the product as well as of the development process is done. This schedule cannot always be met, so for the company, it is important to make delays and adjustments of schedules transparent and to be able to make reliable predictions about development time. 

These considerations were important factors in the introduction of the new development framework. Thus, precisely defined points of handover and conceptualising the whole development cycle including ramp-up and roll-out-phases are part of the standard framework.

Flexibility is mostly achieved through market mechanisms within the company on an organisational level, and through regular meetings with superiors, who also act as supervisors for personal development. The concept of self-responsibility also includes, that the employee itself attains a profile in his education and career development, which includes continuity and changes. Whether an employee works more specialised or more flexible also depends on his orientation, which in turn has to be negotiated with the supervisor.

On an organisational level, flexibility is ensured through tender procedures for assignments. Thus, generally spoken, teams can apply for different assignments, while at the same time they are encouraged to develop focus points. Flexibility is also desired down to questions like team leadership. Team-leading positions are also assigned via tender procedures, so that it is common, that in the same team different employees lead the team on different assignments. (Head of Quality Control and Production, 545-552) 

Personal flexibility thus is highly valued at BUSINESS-SOFTWARE, and is seen as an important means of career development and learning. Also, temporary moves between locations are encouraged and supported by the company. The actual degree of functional flexibility is hard to measure since the production processes in the software industry are very complex, but when it comes to planning single projects, reliability seems to have priority over flexibility, while at the same time, the organisation tries to make required resources available by a strict separation of planning and resource infrastructure.

3. Changes of employment 

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

BUSINESS-SOFTWARE employs actually 14 000 employees in Germany whereas approx. 8000 are working in software development. According to the interview partners, it is actually very difficult to define the explicit functions of software development. The function ‘support’ and ‘service’ are still important parts of the whole workflow. 

Within the software development there are three types of career pattern:

There are two, really there are three pattern of careers. The first is the functional career, that one say, one is developer, one is senior developer, then on becomes an architect… without team. Then there is the manager career, that one say, one is developer, development manager, vice-president, senior vice-president whereas there are very little or there is the career of project responsible, that one say, one goes towards the projects and leads projects of development. (Director Product Manager, 409-414)
Working in the software production at BUSINESS-SOFTWARE  offers different types of functional and structural career patterns. On the most general level, careers in development, management or architect careers can be distinguished.

On all occupational levels the formal employment structure can be described as a stable contract situation, which is based on permanent contracts with 40 hours per week, a “classical model of payment” (Human Resource Manager), a transparent controlling system (target agreements by the individual manager), project oriented and team oriented work organisation, as well as on trust flexitime. Besides the base salary, there are variable compontents to the salary, as well as components which take into account the companies stock price and extended benefits (stocks, loans, insurances).
In order to arrange family needs the company offers flexible time schedules and home office stations whereas the company also offers the technical equipment. In software development, the numerical relation between men and women is one-third women to two third men, which represents a higher average compared with other companies in the IT-sector in Germany. In the administrative as well as in the Human Resources departments, the female proportion is fifty percent whereas in middle and higher management the female proportion is very low and represents the German average on the managerial level (7 %). Although all interview partners emphasised very much the organisational possibilities the company offers in order to combine work and family needs, none of the interview partners made use of these possibilities. According to all interviewees’ statements working in leading positions does not allow to reduce working time. But generally the possibility to reduce working time can be decided individually whereas the decision vice versa needs the authorisation by the individual manager. Currently, about 13 % of the employees work part time.
Due to the restructuring processes one has to keep in mind that the company grew steadily in the last decades. This remarkable economic growth not only in Germany but also abroad has changed organisational processes in terms of new career pattern and the functional division of work flows. This growth as well as the restructuring processes in the last five years had partially consequences on the organisational structure of the company. With regard to the employment structure the numerical increase as well as the functional differentiation of the career pattern are considerable indicators for the software development. Also for the countries abroad, where software developers are employed by the company, the employment structure can be characterised similar to the German structure. This is not a matter of course for a german company with international locations, and is most likely due to the circumstance, that BUSINESS-SOFTWARE is competing with other global players in the high-segment of the different labour markets, in the “war for talent”.
3.2 Employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

According to all interviewees’ statements, the employment conditions are described as very good. Once more the company gained the prize for the competition of the Best Entrepreneur of the Year, which is organised annually by an economic journal. In order to characterise the employment conditions all interview partner mentioned spontaneously the open minded and informal atmosphere, which allows the creation of a personal and informal working atmosphere. This aspect very often was connected with the notion of the ‘company as a big family’, where all family members are working for the same objectives. The notion of a ‘big family’, the outstanding ‘team spirit’ within the company, the ‘company as a global community’, these personal associations were based on a pronounced corporate identity of all interview partners. Due to one interview partner the corporate identity was already created by the founders of BUSINESS-SOFTWARE with the intention of a distinct relationship of giving and taking between the company and every single employee. 

Besides the subjective impression about the employment conditions, BUSINESS-SOFTWARE offers a set of ‘benefits’, which are provided to all employees. These ‘benefits’ include an averaged high salary based on individual contracts, free lunchroom, free soft and hot drinks, profit sharing at the end of the year, an annual profit distribution according to the individual performance, health service as well as sport programmes free of charge among other aspects. Therefore the fluctuation rate is very low (1,8 percent/annually), which is mainly understood as a result of the good working conditions in the company. 

Generally, the employment conditions conclude permanent contracts, which are abutted to the different occupation levels and which are negotiated individually. These contracts are based on the local German working conditions. Therefore the employees formally have 30 leave days paid, they are working 40 hours weekly whereas all interview partners estimate the real working hours between 40 and 50 hours weekly.

Well, I am working more than 36 hours per week, that’s true. Also more than 40 hours…. Generally the rule is, how do we say it… that we should not accelerate, but this depends also from the specific directorate… that is something, what we really try to live…. Well, there is one rule true to the motto: more than 50 hours per week one definitely cannot work effectively. (Management Assistant, 773-777)

In order to combine the working conditions with family needs the company offers all employees the possibility of temporal and spatial flexibility. In case of home office, the company also provides the technical equipment. Making use of these possibilities, however, is only possible in some departments. Client oriented functions, the increasing global division of labour and the teamwork-oriented workflows generally make a need of  the presence of the employees within the firm. Nevertheless, there is a multitude of working models combining a certain degree of temporal with spatial flexibility. 

As Human Resource concept, the communication manager of the board for Human Resources strengthened very much the original spirit of the company, which was established by the founders. The employees have to work consequently on the base of the normative aspects ‘responsibility’ as well as on the organisational principle ‘self management’. This conclusion can be related to the typical working structure in the IT-sector, where the workflows are organised by teams and projects and where the employees have to reach clearly defined work results. Therefore, the individual performance of the employees focuses very much on the compliance of the results of the projects. Qualification, social skills as well as an effective self-organisation in order to reach the work results seem to be the preconditions of a successful software developer. In the case of failure or when there are personal difficulties within the team structure the company offers a huge scope of an internal labour market. Thus the employees normally have the chance to look for other work places. All activities in BUSINESS-SOFTWARE include specific career pattern.

Well …there are…of course we always want to recruit the best of the best. And on the other side we like to have the best for the specific tasks, they must fit them. (…) Specific aspects can describe the culture of the company: a high degree of self-responsibility, we speak about the ‘entrepreneur’ within the company, which means exactly not this type of officialdom. (…) We ask for people, who principally resolve their tasks efficiently and who educate themselves responsibly. (Management Assistant, 542-547)

Regarding the restructuring processes there has not been a change of the working conditions. On the contrary the ‘range of benefits’ has been widened with the growth of the company. Compared with the branch all interview partners agreed on the high quality of working conditions. The ‘spirit’ of these conditions already was introduced by the founders and despite of the size of the company they still are lively. 

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

Until last year, the company had employee’s representatives only in the board of directors but no workers council. These representatives basically worked together with the management in order to adjust management strategies with the working conditions. This seemed a successful model for the majority of the employees. Also all interview partners agree on this former model. The demand of some employees for a workers council last year and finally its establishment has internally created a broad debate about the employment conditions in the firm (see 6). The establishment of a workers council was supported by a german labour union and was thus unavoidable due to german labour legislation. It might also be a token of a further “normalisation” of the IT-sector in Germany, however.
The restructuring processes in the last years have not changed the formal employment conditions. They did not create social problems and there was no transfer of employees to other places. On the contrary, the economic success allowed extending the ‘benefits’ for the employees, who have widely improved the identification with the company’s objectives. 

3.4 Impact on quality of work

All interview partners agree on a high quality of work in the company. Although the requirements as well as the professional demands on the working levels are considered as high, the subjective feeling is that efforts are being made by BUSINESS-SOFTWARE in order to create a good working atmosphere. Because of the continuing and increasing economic success of the company the financial compensation is above average compared to other companies in the IT-branch. Also the ‘benefits’ for all employees seem to play an important role in compensating the high personal commitment. One indicator for the high quality of work can be seen in the low fluctuation rate, which also is mentioned by nearly all interview partners. With regard to changes, the interviewees’ statements focus on the contents of work (see 4) whereas the general working conditions within the firm basically remained the same as before the restructuring processes. 

4. Changes of work organisation 

Through the creation of a global production structure of software production, the internal change of work organisation can be observed on two levels: 

(2) On the level of the work organisation a strong specialisation and specification of the workflows took place. Especially within software production, the different workflows have been divided and distributed to the different locations, where software products have been developed simultaneously. In order to work together with these locations, the single segments of the products have to be defined carefully, they have to be documented and they have to set in relation to the other contents of the departments of the company i.e. product management, marketing etc. 

(3) In order to create a global division of labour, the re-organisation of a German medium-sized company to a global corporation has challenged the whole organisation. On the one hand these processes were technology-driven. That means that the technical progress has been a required precondition for these changes but also the processes of standardisation and documentation in order to develop software all over the world have been necessary to build up centres of competence in other countries (see 1). On the other hand, on the individual work level the need for individual qualifications and professional skills have changed profoundly. Therefore, communication skills, spatial and temporal flexibility, language tasks as well as cultural knowledge, became extremely important and have to be organised internally. 

Well, the most important is on the one hand the specialisation and the internationalisation…the specialisation of the single persons, the distribution of the topics on different locations, let’s say all over the world. Here the extremely increasing need for communication and the need for communication by phone, videoconferences, whereas phone and mail are the most used media. (Director Product Manager, 686-690)
Besides the steady economic growth of BUSINESS-SOFTWARE since the very beginning, the orientation towards global restructuring processes has several goals. According to the interviewees’ statements it first became possible to increase efficiency and productivity in terms of the products. The establishment of locations in other countries opened secondary markets for the products. Through the presence of the firm all over the world the recruitment of qualified people should third guarantee the continuation of a high quality of the products. 

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

As mentioned above, the change towards a global corporation has changed big parts of the internal and external organisation. Regarding the historical development, BUSINESS-SOFTWARE grew consistently and continuingly, which implies the ‘classical’ economic and organisational steps towards a global company i.e. several stock market flotation, creation of international locations, the strengthening of a corporate identity all over the world etc. The company realignment, which also can be considered as an important event, took place in 2003 (see 1).

With regard to the content of work during these restructuring processes all interview partners agreed on deep changes. The most frequent mentioned aspects are the following (the aspects mainly refer to software development but are also relevant to other working profiles in the company):

(4) Further specialisation of the working functions: Whereas before the restructuring processes, the content of work included different tasks, employees are more specialised now. “In former times the developer has conducted trainees, accomplished consultancy, he did everything… He wrote documentations, this all became much more specialised. Today a developer develops, a product manager writes the specifications and the developer of the documentations is doing the documentation and…. In either case the functional tasks became much more smaller.” (Director Product Manager, 373-376) Describing the process, one could say that the tasks of a developer lost diversity and creativity, which often was confirmed by the interview partners. This change was principally regretted by the developer. “Some have lamented the old times, but the new people, who entered the firm, they grew up in this new world and because of that there were no problems of acceptance.” (Director Product Manager, 390-392) Generally, the standardisation of work in software development lead to a demotivation of employees (Head of Corporate Security).

(5) Language as well as communications skills: Through the international division of work flows, English language became the most important language. Within the IT-sector skills in English language has always been an important aspect of the qualification. However, after the restructuring processes English became the basic language for nearly the whole communication. The same development can be identified for communication skills or ‘social skills’ how these aspects are described in the managerial literature. The increasing demand for communication in order to co-operate and to organise the workflows includes language skills but also open mindness, the capacity for intercultural communication as well as the subjective willingness to enter in those processes.

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

Before the restructuring processes the software development was located in one place. 

Principally in former times, everything was produced here. Here the whole production was situated. The quality manager was sitting one door further, and the product manager was sitting two doors further, that means, one could easily go the adequate people into the office or phone them simply. (…) Or the colleagues from the quality management, I have to know who is actually testing in India, that means when I like to know something from the quality management, I have to phone to India, I have to communicate with these people, with all the cultural differences, I have to confront myself with the whole cultural clash. (Director Product Manager, 138-145)
All interview partners agreed that the global organised production pattern has created new demands towards temporal flexibility. Through the different time schedules all over the world, the employees have to adapt their working rhythm to these schedules. This means that they often have to stay until late at night in order to communicate with colleagues located on other continents. Therefore, co-operation with other locations worldwide demands a high disposition for temporal flexibility. Because the result-oriented and project-oriented work organisation is based on trust-flexitime, these changes are widely accepted by the logic of the work processes. 

In terms of spatial flexibility, there are many aspects which have to be taken into account. As mentioned above, the geographical dissociation of the work processes demands a strict global orientation of the workflows. This implies on the one hand travelling and the personal disposition for cultural exchanges. On the other hand, these circumstances do not allow extending home office. Although every employee has the option to work at least part-time at home, the intensive communication with international locations as well as the explicit team oriented character of the work obligates them to work mainly in the company. 

Another aspect which was strengthened by an interview partner, is the speeding-up process of work. Because of the technological progress of the information and communication technologies, the intensity of work processes has increased dramatically. “Today, I don’t nearly have closing time or a time of recovery during the week, which I had in former times. I left my working place and closed the door, today I always have my notebook with me and before going to bed I usually have a look on my mails or I check my Blackberry.” (Communication Manager, 581-583) Generally, time pressure became a significant indicator of change, which goes back to technological progress and the work organisation based on project- and result oriented work. Thus, trust-flexitime as an organisational instrument constitutes the normative agreement between the employees and the manager. 

4.3 Functional flexibility, team working (including changes)

On the organisational level, functional flexibility is achieved by project-orientated work and the separation of the conceptual level and the actual production and the related tender procedures that ensure that teams and single employees can change their area of work in between projects.

The independent labs infrastructure also ensures that there are capacities available, which are not connected with certain products by definition. This enables the company to allocate additional resources for products if necessary. . In addition, a very important strategic development was to specialize in the individual locations.  This was achieved by each location taking on specific responsibilities that matched their strengths the best. Thus, the company can optimally use the particular strengths and local conditions to benefit the whole network. The synergies gained enable BUSINESS-SOFTWARE to profit from higher flexibility and stronger innovation.

The company also has to deal with the paradox that software production is a very sophisticated process with complex products, while at the same time, the need for specialised knowledge increases. In order to meet these contradicting requirements, employees have to specialise themselves, while tools and resources should be available to all developers. Thus, employees have to specialise on very particular areas, like low-level database-interactions, which might prove an obstacle to keeping the whole picture of the business software in view and might also in some cases turn out to be a too particular specialisation on techniques, which are not pursued in the long-term perspective.

Through mobility of specialised employees, the company also tries to widen its know-how. At the same time, the complexity of processes is controlled through product and development conceptualisation in connection with the systematic development framework.

4.4 Impact on quality of work

Basically the impact on quality of work is considered by three main topics:

(6) The global orientation, the communication with partners all over the world, the international atmosphere is appreciated as something new and exciting for the professional atmosphere by most of the interview partner. The steady exchange between cultures, the learning processes and the confrontation with other mentalities became part of the working culture of BUSINESS-SOFTWARE. Therefore, this internationalisation can be described as an important aspect of the specified corporate identity. 

(7) As described above, the specialisation on particular tasks within software production has led to a loss of creativity. Through the restructuring processes the workflows became one-sided and less multifunctional. This means that the image of the creative software developer, who basically brings along a profound technical knowledge as well as creative enthusiasm for his activities, has widely disappeared. These changes also can be recognised by the formal recruitment of manpower. At the same time, the activity became more complex because of the need of standardisation and documentation processes as well as the need of co-operation within the teams. Very often the teams are working in different locations, therefore the efforts for communicating are very high. 

(8) The above-average, high employment conditions of the company remained identical after the restructuring processes. This had a corresponding influence on the high quality of work and on how it is perceived by the employees. Also, the increasing number of professionals, who entered the company after the restructuring processes plays an important role in order to integrate these processes successfully. 

5. Skills, knowledge and learning

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

Through the restructuring processes and the changing situation on the labour markets, BUSINESS-SOFTWARE nowadays recruits men and women on different level: first the company recruits young men and women from the universities with (excellent) technical exams and with outstanding social skills; besides the “external recruitment” (Human Resource Manager) the company offers its own educational programmes (internal formation), which is divided in a qualified level and a high qualified level. In order to guarantee the quality of the manpower the apprentices are trained on the own software programmes. Generally, the company annually takes over 100 apprentices into permanent contracts for different job profiles. 

The learning of working in ‘virtual teams’ seems to be one of the priorities of the formation programmes. This includes the working with “videoconferences, calls, maps” (Human Resource Manager), which should be the standard at the end of the formation and which should be evaluated economically. Working in ‘virtual teams’ describes the communication in an international environment, where technical knowledge has to be combined with communication skills.

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

Generally, knowledge intensity has been high in software development and particularly at BUSINESS-SOFTWARE. The approach chosen by BUSINESS-SOFTWARE to handle the increasing complexity is standardisation of software production, as described above. This is very much a standardisation of knowledge work. The key here is the standardisation and availability of knowledge resources and tools. Thus one of the main objectives of the new development framework is the externalisation of knowledge.

5.3 Learning opportunities, training policies 

Based on the company’s philosophy, self-responsible training-on-the-job-activities should be the main source of the employees. Only “10 % of the training activities should be based on training programmes” (Human Resource Manager). In order to coach its employees, BUSINESS-SOFTWARE offers a wide range of learning opportunities and training policies. Besides language and software trainings, employees in appropriate positions also have the possibilities to attend managerial workshops (i.e. project management, management strategies etc.).

Yes, yes, these were trainings. One three-days-workshop with an American project manager, one of these gurus there and he was here at the headquarter and trained us. (Director Product Manager, 653-654)
Corresponding to the company’s Human Resource concept, the employees should recognise their necessity of formation and trainings and organise them by themselves. Furthermore, there are wide possibilities for cultural interchanges all over the world. These interchanges mostly are proposed by the managers but through individual initiative one has good chances to work for a while in another location. 

Thus the training policies at BUSINESS-SOFTWARE can be seen as an important part of the Human Resource concept, which tries to stimulate and to encourage the employees in order to increase their productivity. 

5.4 Impact on quality of work 

Besides the formal qualification structure, which has been professionalized with regard to functional specialisation, the quality of work also has changed in terms of speeding-up processes but also in terms of social skills. As described above, technical innovations and internationalisation of work have increased the complexity of work immensively. Not only in software development but also in other departments, these changes had a visible impact on the quality of work. “…We have to keep ten, fifteen, twenty balls in the air, actively and reactively.” (Communication Manager, 533), which means that there are growing demands regarding the mental features of the employees. Especially the communication manager strengthened the change of quality of work, which can be characterised by ‘multifunctional tasking’. Because of the daily working demands, people have to react quickly, flexible and agile. Besides the development work, there are a huge number of e-mails and calls from abroad, projects have to be initiated and responded to quickly, meetings have to be attended, the daily time agenda has to be changed flexibly according to quick demands etc. Therefore, the formal qualification today is not sufficient in order to succeed at the workplace. 

I have a colleague, who is technically very good. But she likes to do the things one after the other; she cannot do the workflows simultaneously. Today this is not enough. Being successfully a specific type of human beings should be acquired. (Communication Manager)
The idea of the ‘ideal’ employee is also described as ‘social skills’ in the sociological and managerial literature. Because these qualifications are mainly subjective and depend on an open-minded, self-confident and flexible character, obviously there are also employees with problems in fulfilling these tasks. Informally, in the company there are ‘front-office’ and ‘back-office’-tasks, where employees are working according to their capacities. That means that BUSINESS-SOFTWARE is able to offer a wide range on working tasks but without the same career trajectories. 

Generally all of the interview partner focus very much on the interesting and inspiring working conditions. But in order to succeed  the ‘subjective disposition’ of the employees has  strongly been involved. According to one interview partner the integration of the ‘whole person into the working process’ created more pressure on the mental abilities and therefore more competition within the employees. The corporate culture can be characterised implicitly by the image of the global oriented, open minded, highly skilled and flexible oriented employee. For people with different mental dispositions quality of work has changed in the last years profoundly. In order to improve their quality of work they had to enter into strong learning processes.

6. Industrial relations & regulations

6.1 Forms of workers’ representation

As mentioned above, BUSINESS-SOFTWARE passed an interesting development towards the constitution of a worker’s council. As a typical start-up company of the IT-sector, the company was founded at the beginning of the 1970s. The company grew continuously and after some years a committee of representatives of the employees was constituted. This committee was elected by the employees and worked together with the management in order to combine harmonically the strategic orientation of the management with the needs of the employees. This committee became a full member of the advisory board of the company.

With its IPO on the Frankfurt Stock Exchange, the shares also were provided to the employees. Thus on the one hand the economic success became an important objective for the shareholder; on the other hand the shareholder association became also full member of the supervisory board of the company. As an organisational instrument, the role of the employees as shareholder seemed effective in order to increase the identification with the company’s goals.

Because there were some individual exigencies for a worker’s council in the company, the legal situation in Germany supports an application towards the formal pattern of a worker’s council. Therefore the management was obliged to open the process. A comprehensive opinion poll was organised with the result that more than 90% of the employees in Germany did not recognize the need for a worker’s council and were clearly opposed against the constitution of a workers council. But in spite of this result, the company had to organize the process with elections as well as the formal constitution of a worker’s council. Most of the people who were organized formally in the committee of representatives were finally elected into the worker’s council again. 

All of the interview partners argued against the formal organized worker’s council. The main arguments are first that they felt very well represented by the committee before the process. Secondly, the content of work of the council is the same whereas nowadays the bureaucratic effort is much higher and third the objective of the council should be to harmonize the strategic goals of the company with the working conditions. 

I always say I should be able to speak about my problems with my manager, together we should achieve a common solution. Whether this is not possible, I am out of place. (Communication Manager, 752-754)
6.2 Information and consultation, issues of negotiations

There is no information about the impact of national and/or European regulation in terms of the restructuring processes. Because of the economic success of BUSINESS-SOFTWARE, the processes didn’t imply loss of jobs or a profound change for the worse of formal employment conditions within the company. Thus, these processes didn’t touch sensible political issues. But generally both the interviewer’s statements as well as other resources (desk research) did not provide information about problems of enforcement. 

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

According to one interviewee’s statement, the European equality law had an impact on the firm’s organisational structure, but without any implementation problems on the managerial side. Because of the economic growth of BUSINESS-SOFTWARE, the processes did not imply losses of jobs or a profound change for the worse of formal employment conditions within the company. Thus these processes did not touch sensible political issues. But generally both the interviewer’s statements as well as other resources (desk research) did not  provide information about problems of enforcement. 

6.4 Pressures on regulations and national institutions

There are no information about possible pressures on regulations and national institutions. The organisational changes as the main issue of the case studies offer no thematic topic in evaluating these pressures. Probably fiscal or legal issues in order to pressure the institutional frameworks seem more coherent to estimate this relationship. These issues however were no topics of the analysis.

The same can be stated for possible pressures on regulations and national institutions. Having an impression about the continuously growing locations in Germany with their numerous buildings one can imagine the negotiation processes with the local governance. They had to agree on and to support a huge infrastructure in order to maintain good working conditions at the headquarter. This relationship is legally organised and as a rule local governments benefit very much economically from these new commercial areas.

7. Conclusions

7.1 Basic characteristics of the case

The case of BUSINESS-SOFTWARE is illustrative in several respects:

(1) It shows, how a company, which has constantly expanded over the years, has restructured its business model. Even though the value chain itself has not changed, the growth of the company, the extension of the portfolio, the internationalisation of markets and production raised the complexity of the company and required a new  organisational pattern. In reorganising its structure, the company (a) chose the value chain framework and (b) tries to evolve from an organically grown company structure into a network structure. The case study is able to contribute insights in the processes that accompany such a reorganisation.

(2) Also, it is quite typical for the development of professional production patterns in the IT-industry. The IT-sector has been a sector of start-up companies and large companies, which had to deal with rapid change. As a company, which is in the business for more than 30 years, BUSINESS-SOFTWARE still has managed to build up a corporate culture, which combines elements of an academic culture with elements from middle-sized companies. As it grew larger, it had to face the challenge of systematising production of software and internationalising its production capacities. In doing so, the practise of the company can serve as a “best case”-scenario. It provides a good example to study the partial standardisation of knowledge work that is taking place in all knowledge based economic sectors.

(3) Finally, BUSINESS-SOFTWARE also illustrates the case of a national company growing into an international corporation, which has to face the challenge of integrating diverse markets and cultures. Everyday-life at BUSINESS-SOFTWARE is very much an example of this process and the accompanying challenges. At BUSINESS-SOFTWARE, we can witness the emergence of the ideal of a “globalised employee” and a globalised corporate culture.

7.2 Importance of the case for the WORKS research questions

BUSINESS-SOFTWARE can be considered as an interesting case study in terms of the restructuring processes on the level of the value chain and its (direct) consequences on the organisational level of the company. Although these processes took place within the continuous economic growth not only in Germany but also abroad, these processes seem to be extremely important for the further market position on a global scale. The economic power as well as the steady development from a German middle-sized company towards a global player have to be taken into account when describing the bridge between structural and organisational changes. 

The realignment of the value chain went together with a clear human resource concept, where the recruitment of ‘the best’ worldwide, the creation of a sustainable corporate identity concept as well as encouraging methods in terms of individual performance play an important role. In contrary to other restructuring processes like outsourcing processes there could not be recognised losses of jobs or other painful moments for the employees. With regard to software development, the organisational changes had offered a change of the job profile, which implied first a high specialisation of the technical functions and second the demand for social and communication skills. These changes had to be followed individually during these processes 

The company generally offers an interesting perspective on ‘modern’ working conditions. Temporal flexibility seem responded to gender related demands, the career pattern are open and attractive to a high individual performance. The global orientation of the job profiles also seems exciting for a big number of employees. The personal involvement as well as the strong ‘subjective’ aspect of the job profiles should be reflected more carefully with regard to the approaches of ‘boundaryless work’ and ‘subjectivation of work’. For this further research would be needed.

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

The globalised production pattern as well as the restructuring processes had a visible impact on the quality of work. As described above, besides the technical knowledge the ‘subjective’ dimension of the employees disposition became an important part of the job performance. Although the software development became more specialised and focused on functional tasks, the complexity of the job profile increased steadily in terms of documentation and communication processes. These ‘new’ tasks strongly represent the corporate identity and are based on the integration into the work routines of the whole person. This consideration has been discussed broadly in the sociological literature and has strengthened the following topics: first the job performance is received as ‘challenging’ and ‘exciting’ by these employees, who are able to handle this complexity successfully. ‘Responsibility on the job’ or the ‘strong identification with the company’s success’ are aspects, which mainly are mentioned as indicators for the high quality of the jobs. Second, with the ‘benefits’, the company provides a wide range of recognition and is able to encourage the people continuously. Third the boundaries between working and private live are blurring. The job demands at BUSINESS-SOFTWARE have consequences on the quality of life. Although the evaluation of the quality of life is somehow ‘subjective’, the ambitious career trajectories imply the whole personal disposition. This has consequences on the female proportion in the middle and higher hierarchies, the personal disposition for family or other activities besides working life. Generally the personal life seems to be subordinated to the job demands. 
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� The department „Software Development“ is equivilent to the business function „production“ according to the WORKS-matrix. Strategic planning of products takes place in the research department, which would be the equivalent to the WORKS-matrix column “Research and Development”.


� See Interview Human Resource Manager.


� 	“Open“ in this context does not mean „open“ as in „Open/Free Software“. 





