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GENERAL INFORMATION

I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED


This Case Study is a description on the changes in IT soft ware production company producing, selling and implementing business systems. The company is a newly merged organisation between a Swedish and an American based company. Our focus is on the product development organisation and the production of the Swedish based products. We have made a total of 8 interviews in the company, used internal material and material from the company’s web-site. Of the respondents one has been a woman (HR-specialist. The remaining male respondents have been production and/or development managers (6), and a local union representative. Information has also been able to be used from the corresponding occupational interviews.
II.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of 

· the companies involved: ”INIT” (USA/Sweden/The Philippines), service partners in India
· the business function: IT development, production and maintenance
· the units covered: The product development department
· products and services: Business applications
· the restructuring: Global expansion, off shoring, merger of companies, integrating cultures and new organisational solutions
· the period of restructuring (when): From 2005 and onwards 
· numbers of workers in the companies (Product development): 200 (Sweden), 150 (Service partners India - decreasing) and 10 (the Philippines – increasing)
· geographic spread of value chain (US, Sweden, India and The Philippines
III.
CASE STUDY FINDINGS





The organisation studied is a newly merged Swedish/American company in the development, production, implementation and maintenance of IT-based business systems. It has in total 4000 customers in over 40 countries. Present HQ is in the US and production facilities can be found not just in the US and in Sweden, a minor development part in Denmark, but also in India and the Philippines, foremost production and maintenance. Aside from that there is a large support and service company in the group with consultants working close to the customers – selling and implementing the products. Our focus is the production of the Swedish based products – that is the Scandinavian/Asian part of the Product Development Department.
The company’s Product development organisation can be described as follows:


Swedish establishments is in three different cities where Stockholm held the HQ ( 75 employees). Linköping (110) were production dominated and Gothenburg had a minor development staff (14). There is also operations in a Copenhagen with 16 employees.

Aside from the Product development organisation there are the support and services organisation with consultants.
1. Company and value chain (re-)organisation:

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

The Swedish part of the company (SWIT) was established as a consultancy company in in the beginning of the 80s. Through mergers and acquisitions of system applications firms the company had grown to about 40 employees in the midst 80s. Late 80s they begin to establish a European organisation There were a rapid growth and in the beginning of the 90s there were about 300 employees. During the 90s the expansion continued in North America and Asia. By the end of the century there were almost 1000 employees world wide (around 450 in development and production). 
Over the next 5 years SWIT managed to keep up its volume but with poorer results during the so called IT-crisis over the years 2001 - 2004. Through a new CEO and renewal in the board of directors actions to improve profitability were taken in 2005. The main strategy was to improve quality and reduce costs (personnel mainly). A first, 
reduction was carried out in 2005. The board decided for one thing to go offshore, to India. The purpose of the off shoring was to take advantage of the salary ratio of 1 to 3 between Sweden and India, and at the same time make an effort in QA (quality assurance). An overall strategy was to use the off shoring also for  creating space for development on-shore (Sweden) by transferring resources for mainly maintenance and Qualitu Assurance (QA) off shore (India). 
In the beginning of 2006 some 100 people had been layed off – some due to market reductions and some due to the off shoring. A target of establishing a working force in India of 200 were set up . This was accomplished through out-sourcing to two business partners – one Indian owned and one American. They took the responsibility of building up and supplying the necessary manpower. The tasks were quality assurance with different kinds of software tests and documentation. There were also some very limited development projects set up where the Indian partner took full responsibility from identifying customer demand, architecture to programming and testing. 
Documentation showed to be a difficult area for offshoring so this was after only a short while in India “re-shored” to Sweden. 
Only six months after the India-offshoring the merger took place between SWIT and the US company USIT. The reasons for the merger – from the Swedish point of view was twofold. Getting capital was one important motive. The second motive was for the SWIT products to get access to the US-market (and vice versa for USIT). The two company product lines complemented each other. The merger also created possibilities for synnergies and rationalisation in the technical development of platforms for the two product lines from the merging companies .
Through the merger there was also to be a new off shoring strategy – a new country and in-sourced (captive) rather than out-sourced. In 2006 a decision was made to close down India operations and move them to the Phillipines. And this time it was done as a captive, in-house organisation, and not by partners as in India. The initiative came from the new American CEO. The motive for changing country was that Philipinne culture were more similar to American/Swedish (The Phillipines as a former American colony) and also to the fact that India had become an overheated market where the Phillipnes offered a salary ratio of 1 to 5 (instead of 1 to 3). And by going captive there would be easier to get control over the operations.
1.2. (re)organisational and spatial aspects of the value chain 

INIT is a geographically widespread organisation. The sales and services is representatived through agents or own employees in 40 countries. The production and development is concentrated in the US, Sweden/Scandinavia, India and the Phillipines. 
Looking at the Scandinavian part the SWIT  started its operations in Linköping but rather quickly in its expansion built up operations in Stockholm, where the Swedish headquartes now is situated. Through aquistions operations were also included in Gothenburg and Copenhagen. These were the locations of the company when the offshoring was initiated in 2005.  In 2006 operations were established in Bangalore, India through two partners in the same area. Tasks moved to India were primarily QA  including tests, documentation (for a short while) and some limited development. After the merger with USIT operations are now being built up in Manilla in the Philippines. Operations are moved both from India and Scandinavia (as well as the US) and started up late 2006. Maintenance (including QA)  are the first to be moved but the ambition is to increase the company´s presence in Manilla by establishing the operations also as a development centre. On maintence and service the overall ambition over the next years is to have 50% of the service hours off shore.
1.3. contractual relations (between the companies) and power relation (main power resources of companies and units, forms of governance of the value chain)

The first off shoring to India was based on costefficiency (lower wage costs) and with the outspoken ambition to enhance  quality. There was also a motive linked to the general trend, enforced by capital market analysts, to off-shore in the industry. SWIT had over the five years proceeding the decision, managed to get capital from the stock market, and in this prolonging the crisis of early 2000. The company were at that time a “late follower” compared to competitors who were already at place in India. Not being present in India led to a decision that the off shoring should be built up by using sub-contractors. Two companies were chosen, one a large American IT-company and one an India owned. The Indian owner also had bought himself into the Swedish company and was on the board of directors. By using two contractors a certain competitive situation could be used and risk better managed. The contracts stipulated among other things for the subcontractor to minimise personnel turnover, based on the notion that the Indian situation was that of relatively high turnover amongst the employees. The contracts with the sub contractors were made over  a lengthy period. 
The decision was that a volume of 200 labouryears should be out-sourced and offshored. Some 100 employees in the Scandinavian organisation were laid off before the establishment – about 20 of them directly linked to the off shoring. In order to get the tasks done and the competence built up in India, the organisation focused over the first year to transfer knowledge to the Indian partners. This meant not only a heavy work load but also that the long term ambition to free the resources on shore Sweden for development work didn´t come through.

Experiences with the Indian offshoring were not (with some exceptions) that good according to some respondents. Documentation were taken back on shore – primarily because of its close link to the development process. There was uncertainties what to do with the amount of resources after the first bundle of testing and other QA-operations. At this stage the merger lead to the idea, initiated by the new American CEO, to build up operations in the Philippines and leave India, in the speed that the contracts were being ended. The motives was primarily the fact that the Indian market was being overheated and that the cost ratio for the Philippines were better than the Indian. There was also a motive of the Philippino culture being more westernised compared to the Indian. This time the decision was to go captive – build up an in-house organisation. That meant an increased control over the resources which was seen to be necessary if Manilla in the long run would be an important development center, which was and is the long term target. But the operations at first that are being moved as we write are mainly maintenance.
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

The general development process of the applications that are being produced and implemented can be described as follows, where every product/application has its own product cycle following the phases: 
· emerging products (invention activities), 
· growth (deployment), 

· mature products (optimisation) 

· sunset products.

The ambition in the value chain is to move/offshore product activities down the chain (mature/sunset) and at the same time move people upward in the chain. Optimisation resources are freed for deployment activities etc.
The development process in the early stages traditionally involves front-line customers in the sector that the system is to be applied. Competence in the business processes are essential as close co-operation with customers. The construction phase with architecting and programming followed by quality assurance/testing. Documentation follows every step in the process. This is a typical application construction process. Developing technical platforms  follow other logics because of more technical nature and less need for customer involvement.
The general strategy is to off shore the late parts in the development processes (QA) and activities in the late phases of the product cycle (maintenance). But for certain product areas the whole development chain might be off shored.

Maintenance is a three step process – and can be performed in three different areas; 
· Step one (usability problem): The consultant in the supply organisation is involved (on shore by the customer, any country)

· Step two (technical problem): If the consultant can´t solve the problem the off –shored organisation takes over (India or Manilla)

· Step three (functionality problem) ; The Product management (on shore Sweden) takes over if off shore can´t solve it
The development process as such hasn´t changed through the restructuring and the off-shoring. The demands for co-operation has of course increased. And there was a need before the first off shoring to structure the processes in SWIT in a more formal way. The contacts have then also become more formalised. This was especially evident during the service partner period with India.
There is also an introduction of a new development tool, one which was used by USIT and is now to be used for all new development. Old products will still be supported by the SWIT old tools.
2.2. geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

A general description of the relation between the value chain and the location can be illustrated by the following picture:


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

The offshoring to India and further on to Manilla changed in the beginning the working hours in order to have direct communication. Only joint working hours with Manilla is one or two hours in the moring (Swedish time). The same thing goes for communication with the US – a few hours in the evening. This has lead to a need for more flexibility over the day. 
Over time the need for direct telephone communication has decreased and has been replaced by a greater use of mail as a communication tool, which in its turn has a tendency to slow down the process sometimes up to 24 hours. 

The merger with USIT has lead to a somewhat changed process in that project management has been more time-focused. Earlier every step in the process had to take its time. The new project management style is more focused on time-to-market and any improvement or adjustment will be done along the way.

3. Changes of employment 
3.1. employment structures (categories of workers, basic gender relations, employment contracts) including changes

In the Product development department there are just over 200 persons employed (on shore). In India the number of people used  at the sub-contractors are about 150. They are being cut down in favour of recruiting new INIT employees in Manilla, This is being done while we write. This also means that there are more cut backs in the Swedish organisation, not just through off-shoring bur also due to using the rationalisation potential of the merger.
About one quarter of the employees are women. In India the relations are somewhat different, but still a, for the sector, high level of women employees. There are no women managers on the higher management levels (with the exception of the HR-consultants, who takes part in the management group).
A majority of the employees are academics - civil engineers with degrees in systINIT development, industrial organisation or economy.  There are a number of definition of their professions/specialities:
· Business analysist
· System analysist

· User experience analyst
· System architect

· Programmer

· Project manager
The structure of the employees and the culture is much based on the expansion period in the 90s where the company was shaped. Recruitments were made from the universities, often through trainee programs. The expansion came to a halt in 2000 with a number of employees amounting to 450. The down sizing in 2005 and 2006 lead to a concentration of the age structure to one between 30 and 40. Those who left were either older or very young, This was an effect of the chosen strategy for redundancies.
3.2. employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

All employees (with few exceptions) have permanent contracts with a weekly working time of 40 hours. The salary level is – and has been - in comparison with the industry as a whole, but not competing with the more “a-la-mode” IT-companies. This was especially a policy during the expansion period. The recruitment argument has more been (or was before the down sizing) one of security and development opportunities in an international company. A production manager remarked that motivation was no problem during the expansion period – there was always new tasks and products to offer to his employees. This has now changed.
There is no collective agreement but in all aspects the company follows normal conditions on the labour market and in the sector. The salaries are monthly fixed and individually adjusted by the manager. There is also a small bonus linked to the result of the company. Over the last years there has been few or none wage raises due to the crisis. The system is continuing after the merger but a new skill structure and talent review system introduced by the Americans is changing the way and tbe basis for the wage setting.
The working hours are fixed to 8 hours a day, 9 to 5, and 40 hours a week, but in reality there is an acceptance and even expectance for flexible working hours and working at home when the works permits it. This has been useful during the restructuring period when there has been a need for early or late meetings and communication with the off shored establishment or the HQ in the US.
HR has during the expansion period in a high degree been a line manager task. HR as a professional function has over the years been a low priority. The HR professionality among line managers has slowly increased up until the merger. The American HR-system is  now being introduced – a more professional and formalised way of managing personnel.  The professional resources has been increased. A new talent review system has been introduced which has lead to a more formalised way of conducting the development talks between manager and employee. At the same time the number of operative managers and team leaders with personnel responsibilities has been decreased. The new line managers (directors) are recruited more on their technical managerial abilities rather than their personnel managerial.
The off shoring in itself led to few changes in the HR system and management. It was of course linked to the redundancies and entangled the HR challenge of combining the redundancies with competence transfer. This is being tested in one part of the department where 6 employees have been dismissed and their competence transferred to the remaining 4. These are in their turn to transfer part of their knowledge to build up the operations in Manilla. A “retention bonus” is set up in order to persuade them to stay over the transfer period.
3.3. negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions 

The changes were negotiated with central union representatives. This was based on the mandatory rule in the Law on Co-determination to negotiate a major change. There was no real influence from the personnel or the unions neither on the two off shoring decisions nor the effects of the merger (rationalisation and re organisation). The negotiations were mainly on how the changes should be carried out and the terms for it. The company offered in both cases better terms than those stipulated in the “job security agreement” which would have been applied if there had been a collective agreement. The HR-function also got support from their own employer conferedatation in the negotiations and the terms for the dismissals.
On the first off shoring to India the redundants (10 to 20 due to the off shoring per se) were given 1 ½ years dismissal time. This time was used partly for knowledge transfer to India partly for their own seeking new jobs, getting career guidance and training. Over this period those who got to stay and those who had to go were working parallel, which created a tension on the working climate.
The second off shoring is done more rapidly when it comes to redundancies but is also much smaller (under 10 employees). The dismissal time is now shortened and the knowledge transfer is organised as earlier described in a two step strategy. One reason for this is that the Manilla operations are planned to be built up more gradually – reaching its full potential in 2009.

The employment conditions in both India and Manilla are of course quite different from the Scandinavian (or US). The wage ratios of 1 to 3 respectively 1 to 5 tells us something about the cost reductions due to different wage levels. But according to our respondents the conditions are good compared to national standards both in India and in the Philippines. In India the company didn’t interfere in the terms and conditions in that that they used service partners. In the Philippines the company is more involved as employers and is for  instance offering medical schemes for the employees and their families which is looked upon as an important part of the working conditions in that there is no effective national health service. In other areas they follow normal western (Scandinavian/US) terms – permanent employment after six months trial, one months mutual notice, individual wages on a monthly basis, 40 hours working week, 10 days vacation etc.
3.4. impact on quality of work

The off-shoring and the merger has lead to dramatic changes on several levels in the company. The work itself has not changed dramatically. The ambition of off shoring creating space for more product development, and in this more challenging tasks with higher competence demands, has not yet been fully realised. This is much related to the need for competence transfer combined with the down sizing. The most visible effects on the quality of work is the heavier work load and higher intensity.
What also can be seen is a more formalised process of work – due to both the need for formalisation of the work processes in order to be able to off-shore and the new management style after the merger. It is percieved as making the work more professional but at the same time losing some of the creative and social elements.
From a quality of work – life perspective the intensification of the work situation has lead to a higher strain - in the job taking too much control over the private life. This has earlier on not  been such a big problem. The combination of a “normal” work load and the possibility for flexible work and working from home has easened up the strain. 
There is an expressed anxiety that this situation is not recognised among the American management together with the fact that the IT-professional market now is a very hot market.
4. Changes of work organisation 

4.1. content of work, cooperation, managerial control, spatial aspects (distributed work, workers‘ mobility), role of customers (including changes)
The organisation is built around domains and teams – either technical oriented (platforms, usability) or industry application oriented (services, manufacturing industry, food and beverage etc). There is also a division between development and maintenance in the latest organisation. 

Teams are the basis for organisation of work. Team members (including their teamleaders) can be in different geographical areas, but normally the teams are at the same work place. The teams are often the social basis for the employees. At the same time there is a rather high mobility between teams and the continuing organisational changes (including team changes) creates mobility in the organisation, especially for those who have the ambition to take initiatives, develop and broaden their tasks.

Projects are the natural work form in the system development process be it development of applications or joint platforms etc. Project “core teams” are set up and they get resources depending on the competence needed. In the application projects, customers are involved in the first stages of setting the demands. In the later stages, like QA and maintenance,  the off shored facilities become more involved. 
The organisational changes have partly been a function of the off shoring processes and the strategies behind it. The first off shoring lead to a review of the processes and the organisation. This was very much needed especially when there were external partners to be involved. Each domain (application or function) chose to establish a corresponding team in Bangalore to that in Scandinavia keeping a leader on shore. In some domains a full-team were created in Bangalore.

The latest re-organisation as part of the second off-shoring has more been a function of the merger – leading to some changes in the product portfolio, a more clear division between development and maintenance and fusions/rationalisations in areas with double functions between USIT and SWIT such as the development of platforms. 
As Manilla will be a captive organisation and is being built up as we write this there is still uncertainties on how the operations in the Philippines will be organised. 
The most important organisational aspect of the merger is the introduction of a new and more hierarchical managerial style based on solely economic and market figures and a more formalised HR- system. From a more informal and “Scandinavian” horizontal and networked based work and decision making a top down style has been introduced. Decisions could in the SWIT earlier be made horizontally between different departments. In the new system it has to be made on the top joint level. This is especially evident in economic, administrative and HR-matters. In this there also has been a more clear focus on market and economy often with a short horizon. Economy sets the space for action. Low profitability in the short run (quarterly monitoring) leads immediately to action and demands for cost reduction.
4.2. organisation of working hours, differentials in working hours between companies, temporal flexibility (including changes)

The working hours have not formally changed during the restructuring process. Both on shore and off shore there are a 40 hours week. The same goes for the American part of the company.  The real working hours on shore Scandinavia is somewhat over 40 hours on an average and considerably over during intensive periods – i e launching of new products. For managers the real working time is between 50 and 60 hours a week. The culture of allowing flexible working hours and working from home has the effect that more working hours are being spent. 

4.3. functional flexibility, team working (including changes)

The need for flexibility in the organisation has generally been solved through project oriented work. This has not changed by the restructuring. The flexibility demands on the individual employee is therefore more oriented on co-operation skills – adjusting to new groups and being able to co-operate.
During the down sizing before and during the first off shoring co-operation skills were one important criterion for those who wasn´t laid off.
Over the last period of restructuring the flexibility has in a high degree also been supported by a number of organisational changes necessary for the two off shorings and through the merger. 

4.4. impact on quality of work

There are expressed concerns that the more formal and hierarchical system that is being introduced will lead to a smaller scope of action and a more complicated work process wich will deterior the quality of work. On the other hand some of these measures leads to a more prcieved professional behaviour which in itself encompasses a professional development.

The off shoring itself has not yet – for those still employed – lead to either higher nor lower quality of work. There are som thoughts expressed on where the on going process will lead – development tasks could in a higher degree be off shored to both the US and the Philipinnes.

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

The work at INIT is a knowledge demanding work. Over 90% of the employees has an academic degree.
The basis for recruitment has traditionally (SWIT) been the technical universities (systems development, industrial organisation or economy) either directly or via the consultancy support organisation. The closer to the earlier development stages knowledge on the customers business processes are valued. This business process competence is also the hardest to get off shore.
Through the heavy recruitment period in the 90s trainee programs were organised. As much as 150 trainees were recruited in 1998.  From 2000 the expansion came to end as did the trainee programmes.
The skill demands during the first off shoring were met by the sub contractors. The operations meant for India was QA-competence, especially testing. The responsibility for getting the competence was on the sub contractor according to the agreement. 200 manyears were set as a target. The knowledge transfer were supported by SWIT, being made partly by the Indians coming to Sweden and vice versa.
For the second off shoring – moving both Scandinavian and Indian operations to the Philippines a target of 65 employees for 2008 has been set up for the PD department. Recruitment is practically operated from the Manilla organisation.  But the Scandinavianns (as the US) take an active part in reading CVs etc.  There is a discussion from the Swedish part that they lack enough influence in the final chosing process – due to the fact that these are people that they will have a close co-operation with and be a part of the organisation. The basis for Manilla recruitment in terms of academic status is the same off shore as on shore. What is lacking in the Philippines is enough practical customer experiences. This will hamper the establishment of full development teams, which is one target besides the focus on maintenance and QA.
5.2. knowledge intensity of the different tasks, standardisation and formalisation of work

The knowledge demands are high – from programming and the design of technical platforms, systINIT architecture to analysing business processes in different kinds of environments. The technical competence also needs to be combined with co-operation skills. Through the off shoring and the merger, language and culture skills has been increasingly important. 
The period of stagnation, the years leading up to the first off shoring, had been characterised by looking over processes among other things to get them more standardised. This was also essential for the offshoring - knowing what to do on shore and off shore.
Through the general technological development the IT-profession, be it development or production, in general has taken steps towards both specialisation and blurring between different categories. In the real production, programming and coding programmers are still the basic category – but with different areas: applications, platforms etc. System developers in INIT has developed into system architects, business analysts and other blurring categories.
One of the actions taken from the new INIT HR managent was to introduce a structure on the skill situation, The purpose is to get a more transparent system relating to roles and levels – roles in the development process and competence levels in each role. Together with the Performance Management system (talent review ) this lead to a more formalised view on work roles, skills and personal competence. It is supposed to be a HR tool for the managers, and in this is appreciated for its structure and transparency. But there is also view on the system destroying the informal and more creative line of work and assessment in the old organisation.  
5.3. learning opportunities, training policies 

INIT has a specific training organisation which has its focus both on customers, consultants and employees in the development company. This “INIT-learning “ is internally used primarily for continuant training on new products.

Special training programmes has also been used for instance when changing basic development tools such as programme languages. The change into a JAVA-based language in the late 90s had an estimated cost of over 50 milj euro in total.

The need for continuous learning on general technical development in the profession is being carried out by attending courses, surfing on the net, reading. This has much to be performed on private time, especially over the last years. There has been neither time nor money in the budget for a more advanced competence development, taking courses etc.

The most important learning, expressen by many respondents, is at work – by taking part in projects and development processes, by the close work in teams and by changing tasks and positions. 
5.4. impact on quality of work 

The are two aspects on the present situation – being in a more global company and transferring tasks off shore – on the wuality of work. On the one hand there are development possibilities with more career positions. On the other hand there is a lack of professional developmental tasks. The development now is more linked to managerial and HR-competence rather than professional. Professional challenges, which are highly valued, are nor around as much anymore.
6. Industrial relations & regulations

6.1. forms of workers’ representation

About 50% of the employees are organised in either SIF ( a work place organisation organising all at the work place regardless of education or profession) or two professional organisations; JUSEK (for system developers and economists) and Swedish Association of Graduate Engineers. One of the mian reasons for being organised is that it automatically gets you unemployment benefits as a part of the membership.

There is no system for representation of the workers in the management structure. The company is by law obliged to negotiate with the unions and in doing this meets union officials not local representatives. There is no local agreement on representation and co-determination.

There are actions taken from the newly started local branch of SIF to get an agreement specifically on co-determination. By doing this there is hope for being more involved in the change processes and decision making above manager/employee.

It can be assumed that the merger and the new more American influenced management system has speeded up this process.  Several respondents remark that the Americans at the HQ have difficulties in accepting the Swedish HR and IR system.
6.2. information and consultation, issues of negotiations

There is no local agreement on co-determination. Steps and measures in the restructuring process has been informed and negotiated with the central unions. Redundancy terms has been the major focus, by not having a collective agreement no general negotiations on salaries, benefits etc has not been taken place. According to the local SIF representative this has not been necessary vecause the company generally has been as generous or more generous to compared companies in the industry. The absence of wage rises is shared with other companies.
6.3. impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problINIT of enforcement
The combination of the Job security law and the central agreement on Job security and in this using the Job Security councils has formed a minimum standard which the company has to relate to. As earlier described the company applied more generous solutions. The kind of challenges that the off shoring had – for instance the competence transfer – also influenced the chosen strategy.  By giving generous dismissal periods (up to 1 ½ years) you could combine competence transfer with yur own job-seeking and other measures to strengthen your labour market value.
One important issue which was solved between the company and the unions was to make competence the basis for choice of redundants. According to the law there is the principal of first in – last out. This general rule can be renegotiated if both parties (that is the company and the union) agrees on it. This was done during both redundancy periods.
6.4. pressures on regulations and national institutions

No respondents have made any comments on need for change when it comes to national regulations and institutions. What we can see is that the INIT restructuring (off shoring and merger) has been made without any intervention and very smoothly related to labour law and the existing industrial relations.
What cab expected though is a general pressure on the company o getting a locval collective agreement. This might create some disturbance with the US HQ having hard to understand the Swedish system for collective bargaining.
7. Conclusions

7.1. basic characteristics of the case

The basic characteristics of the SWIT restructuring are the combinated effects of the off shoring and the US merger. For one hand operational tasks (mainly maintenance) but also some product development were off shored – first to India and then further on to the Philippines. On the other hand managerial decisions were, through the merger, concentrated (“off-shored”) to the US HQ through new ways of decisionmaking and work culture.
It is also important to realise the SWIT history and culture. Over a period of less than 20 years the company has gone from an SME to a middlesized company in the late 90s with a total of 4000 employees, among them 450 in the development company. In this a specific culture also had been built up based on the management style as well as internal training (trainee programs) and up held with many social activities. From the top figure on number of employees the company went into a stagnation and successive down sizing, where the first off shoring was another way to make cost reductions.
The off shoring shows for one the need to formalise development processes. The building up of new off shored resources were in the first run made as part of a crisis management. This seemed to be less effective and productive (using external partners, defining the division of tasks, transfer of competence etc) than the more strategic further off shoring to the Philippines witch today is an ongoing process with targets set over a period of three years and learning and adjusting as you go along.
The first off shoring also meant a great strain for the organisation and the employees. It had been preceeded by cut downs due to the early 2000 IT-crisis and were followed by laying off employees with competence that had to be transferred before building the new off shored operations.
The second off shoring is heavily linked to the merger. The merger itself has influenced the Swedish operations in a more profound way. The off shoring is done on another basis with the ambitions to build in-house (captive) resources on a new development centre. The motives (cost reduction) are the same but the context and the way it is done differs. This will lead to a concentration of the operations to the US, Sweden and The Philippines. At the same time similar work on platforms and other non-application related tasks can be co-ordinated and made more effective. The third effect of the merger is the changed managerial style with a more top-down, direct management leaning on a more formalised communication rather than the earlier more informal management based on personal intervention by line managers and team leaders. 
7.2. importance of the case for the WORKS research questions

Changes in work organisations from the perspective of global restructuring 
The combination of off shoring and the introduction of  a more hierarchical and formal management style has together lead to a more structured and thoroughly organised work. Team work is still the basis but it is complemented with more formalised processes and professional structures together with a top down management.
Quality assurance and maintenance are the main tasks that have been off shored in the two first off shoring rounds leaving opportunities, not yet realised, for more development on shore. 
Changes in use of knowledge and skills 
Knowledge and skills are being more formalised as earlier said. But at the same time there is an increasing need and attendance to social skills such as building and maintaining networks. In the off shoring process it also becomes evident that technical skills are easy to off shore, but skills on processes and customer needs is not that easy. Still the main applications are being implemented in companies and European and other western countries. 
7.3. impact of restructuring on quality of work and quality of life


The most important effects to be seen in the short run of the restructuring on the
quality of work is the increased work load due to the combination of down sizing and
the need for knowledge transfer to the off shored units. On the other hand the off  

shoring has fore some employees lead to increased international contacts which has 
been a stimulance in their work. The ambition of focusing on the development tasks, 
which has the potential of increasing the quality of work, has yet to be seen in practice. 
The fact that the remaining work force are those most competent, development 
oriented and career driven has lead to a general higher level of expectations on work 
quality and development possibilities. 

The full effects of the merger are also still to be seen. The new American 
management style has already lead to a diminished scope of action and there are 
thoughts on how this for instance will influence the informal culture and the freedom 
for instance for flexible work and in this cope with the work and family demands.
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