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I.
SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

According to the WORKS case study matrix, CharleTIC case study is characterised as a R&D centre “serving the industry”. The main task is being a connecting agent between academic research and the enterprises, acting for technology transfer in software engineering and electronic systems.
The Research Areas of CharleTIC are: 

· Software processes and products quality

· Requirements engineering

· Distributed and Grid systems

· Embedded systems

· Free and open source software

The choice for interviews has been pre-determined by the CharleTIC Director who was our first contact. The criterion was mainly the role, the experience, the age and the profession. Out of the people contacted, seven of them accepted to be interviewed. Between December 2006 and February 2007 there were three visits to the R&D centre. The following table shows the people interviewed and their roles. 

	1
	Man
	Director

	2
	Man
	Sales Manager

	3
	Man
	Scientific coordinator and Team leader

	4
	Woman
	Secretary

	5
	Man
	Researcher

	6
	Man
	Researcher

	7
	Man
	Researcher

	8
	Woman
	Researcher


II.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of …

· the company involved: CharleTIC is a research centre located in Charleroi (Hainaut province), which has been created in 2001 on the initiative of three Belgian universities and thanks to the Objective 1 European structural funds. Today, CharleTIC is agreed by the Walloon Region. Its activities of research are funded thanks to the support of the Walloon Region (DGTRE), the European Commission (FEDER, FSE and 6th Framework programme) and of the companies (private funds).

· the business role: R&D in Information and Communication Technologies. 

· the units covered: Management; Software Engineering; Electronic Systems; Software processes and products Quality. 

· products and services: R&D in Information and Communication Technologies, being a connecting agent between academic research and the enterprises, acting for technology transfer in software engineering and electronic systems.

· the restructuring: externalisation of applied software research from universities to a new market-oriented body; expansion of applied software research to the private market; formalisation and internal reorganisation of the work within the organisation.

· the period of restructuring (when): externalisation: 2001; expansion of applied research to the private market: 2004/2005; formalisation and internal reorganisation of the work: end of 2005/beginning of 2006.

· numbers of workers in the company: 25 employees, of which 3 women (one secretary, one person in charge of the communication and brand image and one researcher).

· geographic spread of value chain (countries, regions): Charleroi (Hainaut province, Belgium).

III.
CASE STUDY FINDINGS

1
Company and value chain (re-)organisation:

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

CharleTIC is a non-profit organisation (NPO) whose activities of research are financed thanks to the support of the Walloon Region (DGTRE), the European Commission (FEDER, FSE and 6th Framework programme) and of companies (private funds). 

The Board of Directors makes organisational and strategic decisions, while the Permanent Technical committee (mainly composed by managers of companies) makes recommendations with respect to major scientific and technological orientations. The latter defines mainly the research lines taken into account the needs of the industrial infrastructure.

The evolution of CharleTIC structure depends mainly on the financing structure of the research projects. The R&D centre is built on research teams, each team having a specific objective.

· Software Quality team promotes and introduces the foundations of software quality improvement into organisations and especially into SME or VSE, by sensitising these companies to their own strengths and weaknesses in terms of software practices, through the application of methods, services, products or trainings or by coaching these companies.

· Requirements Engineering team deals with the correct definition of the users requirements, when designing a software system. The precise understanding of these requirements serves as a foundation to assess and manage the subsequent development phases.

· The objective of the Web Mining and Grid Applications team is to allow any company to benefit from this “Service Oriented” approach by accompanying it in the choices and set up of the related technologies. In this direction CharleTIC proposes services of advising, technical guidance and training, and of feasibility study in the fields of the Web and Grid.

· Embedded Systems team is experienced in embedded systems design and development and masters hardware/software co-design. Especially, it has a long experience with embedded soft processors.

A project can involve more than one team. Beyond the financial goal, each team has to develop necessary competencies, as :

· Knowledge of methodologies and technologies of the field

· Expertise of methodologies and technologies of the field

· Attitude to develop other competencies as the technical ones (e.g. to be able to work within a team, to make a presentation, to have commercial contacts, etc.).

The main competitors of CharleTIC are the foreign research centres because they target the same big international companies. Few interviewees question the appellation “research centre” of CharleTIC, because the organisation becomes closer to a subsidised company.

CharleTIC Director is confident of the future of the centre. 

The people interviewed for this case study are from seven departments: from the direction department, sales management department, scientific coordination department, administrative department and from three of the four research departments (Software quality, Requirements engineering and Embedded systems).
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The main point to understand the context of this case study is to mention the important financing evolution that took place from 2001. At its creation, the vision was that of a R&D centre supporting companies, without “customers”. Then, CharleTIC began to satisfy criterion of self-financing level required from all collective research centres by the Walloon Region, which is one of its partners. The self-financing level rose from 9% in 2004, to 27% in 2005, followed by 36% in 2006 and will likely be 44% at 2007. This evolution implied CharleTIC to extend its financing source from private companies on the market, which implied the adoption of a commercial orientation. Just after, the Director of CharleTIC decided to formalise the research centre activities and to reorganise the roles and responsibilities at the end of 2005/beginning of 2006.

As a result, we can say that the main changes, which have occurred in the history of CharleTIC, are:

· in 2004/2005: commercial orientation of the centre;

· end of 2005/beginning of 2006: formalisation of the activities and reorganisation of the roles and responsibilities.

Our analysis will be particularly focused on the changes mentioned above.

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

CharleTIC was created in 2001 with the initiative of three Belgian universities (Faculté Polytechnique de Mons (FPM), Facultés Universitaires Notre-Dame de la Paix de Namur (FUNDP) and Université catholique de Louvain (UCL)). Initially, CharleTIC was an externalisation of the ICT applied research function from these universities. Employees of the research centre were working at the beginning inside the universities, spatially separated and did not know the researchers from the other universities who also worked for CharleTIC. At that time, the only person present in CharleTIC office was the secretary. Then, the managing staff joined the secretary at CharleTIC office. Finally, research teams also moved to the current building.
The most important changes in spatial division of labour took place:

· When researchers moved from their universities to CharleTIC office. However, small units were built according to the research projects, as the latter were distributed per university. Researchers remained in contact mainly with the people of their university.

· When units organised by project turned progressively into research teams organised by technical specialisation. As a result, each team involved researchers who had not been in permanent contact before. 

However, it seems that contacts between the researchers from one team to another depend on the interviewees. For some of them, very little communication occurs between people from different teams and is overall spread between people from the same team. For others, contacts are common with colleagues from another team. Formal activities, such as regular meetings or official events (e.g. annual dinner, monthly information meeting), organised by the managing department, are an opportunity to gather staff members belonging to different units. In any case, all the employees of CharleTIC work in the same building on the same floor; so, they know each other, at least by sight.

On the other hand, in particular circumstances, researchers have the possibility to work at home, even if teleworking is not so much encouraged by the direction. Working at customers’ company is also sometimes carried out. This kind of “spatial delocalisation” is necessary at some stages of a project and enables direct relationships between CharleTIC and its customers. Finally, other activities take employees out of the R&D centre offices, such as workshops, conferences, meetings, etc. to which CharleTIC members attend or actively participate in order to make the R&D centre visible.
1.3
Contractual relations (between the companies) and power relation (main power resources of companies and units, forms of governance of the value chain)

At the beginning of the research activities, academic promoters had an extend control on the research projects. When the managing staff took place, discomfort came out of this situation. Thus, creation of research teams simultaneously generated the creation of leader positions by team and also by research project, which could have help to recover more control on the research projects by the managing staff of CharleTIC. 

Consequently, in addition to their researcher role, some researchers acquired also a permanent (in the case of team leaders) or specific (in the case of project leaders) managing role. For instance, one of the responsibilities of project leaders is to seek and negotiate resources inside the project team or outside (with other project leaders) in order to complete the project. Team leaders have the responsibility for example, to evaluate the researchers’ work of their team. However, as work and communication remain mainly between the employees of a same research team, no horizontal power relation (inter-teams) or vertical interrelation (between the Director and the researchers) has been observed. Exceptions concern mainly the European projects (financing questions, building a project, etc.), when some researchers in charge of them directly communicate with the Director of the research centre.

The researchers are satisfied with this new organisation and with the creation of the new role. On the one hand, they can refer to them in the case of questions, problems or information requests and on the other hand, they can go through him to request some organisational decisions (for instance, to work with one of the other researchers).

Another aspect of institutional relationships relies on the involvement of the centre in several European programmes, including EC structural funds (Objective 1). 

CharleTIC is involved in eight European projects of the 6th framework programme for research and development; it is also coordinator of two of them. Through these European projects, the R&D centre is a preferential partner of big European companies or R&D centres. As the Director explained, the European projects are a very important source of credibility, especially for the local partners of the centre, as the Walloon Region, the universities and the private companies. Besides this, the European projects represent also a significant financing source.

CharleTIC leads seven research projects supported by the European structural funds in the Hainaut Province. IT is also recognised as a “Collective sectoral research centre” in the R&D policy system of the Walloon Region.

This means that institutional and political relationships with public authorities, as well at the regional as at the European level, are important issues for CharleTIC.

2
Roles and overall workflow in the value chain

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

At the creation of CharleTIC, the activities were totally financed by long-term projects of the Walloon Region (Belgium) and the European Commission (structural funds). 

For these kinds of projects, the decision process was and still is the following. Team leaders make the appropriate decisions at regular meetings (once per week). The Director of the research centre confirms decisions made. The projects have to be in line with the technological directions of the centre, which have been defined previously by the Technical Committee of CharleTIC. Finally, the Board of Directors formally approves the project.

Then, the criterion of self-financing that CharleTIC has to satisfy led to a greater collaboration with private companies. In this case, the decision-making process is rather different and differs depending on the kind of decision concerned. A decision can be made :

· by the Director;

· through a meeting between the Director and other people (e.g. the team leaders);

· through a meeting between the Director (and other person) and the Board of Directors (organisational and strategic decisions);

· through a meeting between the Director (and other person) and the Permanent Technical Committee (decisions related to scientific and technological orientations).
The demand of collaboration could be external or internal. Indeed, it could emerge from a company solicitation (or employers’ organisation, Chamber of Commerce, etc.) or after a proactive prospection process. In the latter case, one of the main task of CharleTIC is to find financing funds. This task is not very evident, because the staff “spend a lot of time to find research or commercial contracts, instead of being concentred on the research work; employees are not trained and organised for this task”. Then, a person from CharleTIC is chosen to be the key person in charge of the commercial follow-up, in the framework of a specific project or for all the contacts this customer has with CharleTIC. These are parts of what the R&D centre had to learn: to manage customers.

This first change, which is a greater collaboration with private companies, had obvious consequences.

· New perspective based on companies’ needs: a commercial aspect has been added to the technical one in which each unit dealt with. As an example, each researcher is expected to be able to explore the market and have a direct contact with customers (e.g. to introduce the R&D centre, explain CharleTIC activities to potential customers, negotiate with customers, etc.). One of the impacts of this double orientation (technical and commercial aspects) is, in most cases, the satisfaction to be directly valorised because of the relationship each researcher has with the customer until the end of the project. Nevertheless, some employees have been discouraged at the beginning of this new perspective (in 2004/2005), and finally left the R&D centre. 

· Number of projects carried out in the research teams: instead of managing one project as it was the case before, each team has now to work on several projects.

To manage this, employees – including the administrative staff – have to work with an increased volume of work, a bigger flexibility in tasks and in time management.

Those who are now working at CharleTIC are globally satisfied with the first change, even if they often regret the fact that management activities request a lot of time (especially for the team leaders), which could be spent on technical activities instead.

After this first change within CharleTIC, a second one occurred within the organisational structure. Concretely, an audit report underlining the lack of formalisation within CharleTIC activities led to a reaction at the end of 2005/beginning of 2006. The Director decided to proceed to several changes, as to structure the organisational chart, to formalise the activities of the organisation, to reorganise the roles and responsibilities and to create project teams. This reorganisation took place when CharleTIC was ready to gain independence from the seven initial projects, as well as to multiply the number of works. In this framework, the main goal was clarification. This clarification had been presented previously to the employees, but in an informal way (by oral discussion). 

The main concrete change in the organisational structure is the creation of research teams organised per technical specialisation, which had an influence on the division of labour, as new roles have also been created or formalised.

The main role which has been formalised is certainly that of team leader, which is responsible for:

· The organisation of the work within the team

· The timing and quality of the work

· The communication between the team and the customer/partner 

· The steady follow-up of the project to his/her leader.

The team leader is rather autonomous in the way the team is organised. For instance, he is free to organise regular meetings on the work, to choose the people who will work per project, etc. As a result, each team could be managed very differently, depending on its leader.

In fact, the quantity and content of work changed the most for the team leaders. Indeed, besides the great diversity of the tasks, team leaders saw the quantity of their tasks and responsibilities growing a lot. None of them refused to become a team leader, even if in one case out of four, the person did not feel comfortable with the new role and finally left CharleTIC. They saw it as a positive evolution in their carrier but did not realised how quantity of work will increase. Pay raise joined these changes.

Then, other roles have also been created or formalised.

The role of scientific coordinator was not necessary before because projects were defined and financed. With the new orientation of CharleTIC, a person responsible of the scientific coordination became necessary, in order to present pertinent and profitable projects. The responsibilities are:

· the scientific view of CharleTIC and the definition of the research strategy; in this framework, he communicates with the Permanent Technical Committee in order to validate new ideas from CharleTIC staff, or sometimes to receive suggestions on technological orientations within the different expertise areas;

· the scientific coordination between several projects; he has to find complementarities between the different activities and extend the scope of the research;

· the coordination of the research projects; thus, he has to be updated of the decisions at the European Commission, the projects, the research programmes, 

· the networking; he has to find partners to build projects with. 

The person in charge of the communication and brand image has been recruited in order to formalise activities, which existed before, but as a minor not-structured activity.

The role of business developer existed before the commercial orientation given to the research centre. With this change and further to the new goals of CharleTIC, the role of sales manager was more relevant. 

The role of the sales manager has been imposed by the Walloon Region to all the R&D centres with which it collaborates, in order to speed up the modernisation of the industrial infrastructure of this Region. The mission of the sales manager is to establish and follow-up relationships with companies and to manage the aspects of valorisation activities in the framework of future collaboration. 

The project leader has the following tasks:

· Organise the work within the (temporary) project team

· Assure the production of services in the planned deadlines and with the necessary quality

· Manage communication and exchanges with the customer and potential partners

· Communicate the follow-up of the project to his/her manager, in a regular way.

The administrative and managing staff remained essentially as initially built. 

Even if these kinds of information are available in the internal papers of CharleTIC, few interviewees observed that no clear indication on their role had been given to them.

The Director is satisfied with the result. Clarification has been reached, even if he knows that some unclear areas stayed. In fact, rigidity is not expected, in order to leave a room for workers’ initiatives and flexibility. This position is also due to the fact that the personnel is highly qualified and a too restrictive framework for their roles is not wished. Moreover, according to the Director, the formalisation of the activities clarifies the “who does what”. As he said, “CharleTIC is a flexible, fair and clear organisation”. However, formalisation is not perceived by everybody, mainly because of the vagueness of each one’s activities and the autonomy encouraged by the management: “I did not know what to do, when and how, there was no tasks list; I did not have any feedback about the evolution of my career, it was a problem for me not to know where I was going; no, it is not very formalised here”.

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

CharleTIC is a research centre located in Charleroi (Hainaut province), in a big industrial area near the airport of Gosselies. The research centre is located at the 2nd floor of a large building. Each team works in an open-plan office, a big surface area including several desks.

Each employee works definitively in one team; only in exceptional case, he/she could change from his/her initial team to another one, for a particular reason. Nevertheless, communication between teams is encouraged, mainly because of the inter-team projects CharleTIC tries to promote.

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

The rule for working time regulation has always been the following: full-time contract includes 38 hours per week, from Monday to Thursday, 9 am to 12.30 pm and 1 pm to 5.30 pm, and on Friday, until 3.30 pm. All employees work full-time, except one who shares his activities between CharleTIC and a university, as a teacher. Part-time is not encouraged and interviewees are not interested in that opportunity either (note that there are no woman with children, who are traditionally the first employees to ask for a part-time – the only female researcher doesn’t have children yet). Before reorganisation, there was no specification regarding the presence schedule, but since the reorganisation, employees are expected to be present in CharleTIC office at least between 9.30 am and 4 pm. In fact, researcher’s work is considered with no limit of time. During a lot of work periods, employees have to be flexible enough to finish their tasks; if they go through a less lasted period, they can theoretically adapt their timetable. Nevertheless, in practice, it is rather unusual to make up hours for overtime worked before or to leave Fridays at 3.30 pm; it is more about working in a more relaxing way. It seems to be part of the organisation spirit or of a kind of pressure put by the team leaders. A discouraging fact is also that one has to go past the managing/administrative department to reach the exit door. In conclusion, lower work period is usually used to self-learning, which is also encouraged during the evening and weekend.

This kind of practice is totally possible because of CharleTIC employees’ status, who are all executives. Belgian legislation on this status is clear: an executive worker cannot demand to make up for his/her overtime (e.g. days off, supplementary pay, etc.). In addition, the profession requests a permanent learning. 
Thus, flexibility is an important aspect of the job, which is required in timetable, as well as to manage tasks diversity. An employee has to be able to switch from one to another task and sometimes, to do different tasks at the same time. Commercial orientation of the R&D centre and the formalisation of the activities seem to have reinforced this aspect. Indeed, the level of tasks diversity is higher because everyone has now to keep up a closer relationship with customers. Flexibility in timetable is also extended because when a new project appears, the team leader evaluates the quantity of each researcher’s work (they can argue) and chooses the people who will work on it. Depending on the team leader, repartition of work in a period is formalised or not (such researcher works on such project such day and on another project such day of the week). 

Flexibility is not a problematic issue, as interviewees often mentioned it as a normal situation. Some of them admit that “in comparison with big companies, big structures, I find that here (in CharleTIC), it is very cool (…), we do not leave about here but the work is done in a cool way”. Moreover, it is rather easy to arrange the organisation of a working day in the case of exceptional difficult situation (for instance, it is possible to arrive a bit later/to leave a bit before or to work from home in exceptional cases due to a familial complication). We have to remind here also that the lack of woman with children in the research teams might reduce the number of times an employee stays at home to look at sick children. In the same way, it can also be useful to stay at home for specific activities or for specific cases like people who live rather far from CharleTIC office; these particular cases are decided in an individual way, generally by the team leader. The kind of work done in this R&D centre allows more flexibility in both cases: to work from home after the working hours or during the working hours in case of a justified situation. Moreover, the R&D centre set up the internet connexion at each employee’s home, except for the secretary who cannot, contractually, work from home.

However, some of them are frustrated by two facts which concern the temporal flexibility: firstly, the practical impossibility to make up for overtime worked before or to leave Fridays at 3.30 pm as it is written in the labour contract and secondly, the encouragement of working or self-learning during the evening and weekend, taking into account the fact that the profession requests a permanent learning. This issue is qualified by few interviewees as a “fighter’s culture” (“culture de battant”), which is to be respected. One of the consequences is that limits between working time and private time are blurred, “sometimes the private life is put in parenthesis, and sometimes the balance is inverted”. As the situation is accepted by most of the staff, the issue has never been clearly discussed.

3
Changes in employment 

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

At the creation of CharleTIC, no organisational chart did exist. Initial employees have been hired progressively within the first year. At the moment of the interviews (end of 2006/beginning of 2007), CharleTIC includes 25 people (see chart in annex). According to the Director, the workforce is supposed to increase until 2011, even to double. 

In the research and managing departments, the education level is high (engineers, PhDs, etc.). CharleTIC staff is at the beginning (first job), at the middle or at the end of the career; as a result, the age scale is very large, even if young workers are more represented.

Labour contracts are all permanent employment contracts, which is rather luxurious in the Belgian research world. According to the Director, salary is higher than that in the academic research field. This, incidentally, had been an argument to attract researchers when the centre was created; however, “salary is”, according to the Director, “far from being the first source of motivation for the staff, which is rather the content of the job, as well as the freedom and the possibility to take initiatives”. Income level depends mainly on experience in the field and does not increase very fast. Employees receive also a good insurance, an Internet connexion (except the secretary) and a cellular phone. Note that overtime is not included in their salary. 

Since the reorganisation, a new system of bonus took place. Bonus depends on the research centre profits divided by a calculation, which enables each worker to benefit by an identical sum, provided he/she has a positive evaluation. It seems to be a good indicator of the part of the work dedicated to research and that dedicated to the company service. As CharleTIC is a non-profit organisation, this indication could allow the managing staff to balance both parts. Personal evaluation meetings have been organised for the first time in December 2006 and January 2007, in a hierarchical system: researchers are evaluated by the team leader; team leaders, administrative and managing staff are evaluated by the Director. 

Estimation of the final result could be:

· Non applicable, non evaluated

· Very inadequate (result could damage relationship with external customers)

· Required improvement (in order to reach expected results)

· Good (result in accordance with expectations for the role)

· Very good (result is better than expectations)

· Exceptional (result rarely reached by people having the same experience; results are much better than expectations)

Evaluation criteria are numerous and concern many areas:

· Global evaluation of the results (e.g. execution of the tasks, objectives, etc.)

· Evaluation of the competencies

· General abilities (e.g. autonomy, communication, flexibility)

· Technological abilities (e.g. per technological area, quality, capacity to learn)

· Scientific abilities (e.g. quality, precision, originality, involvement)

· Project management abilities (e.g. ability to initiate, build, manage a project)

· Commercial abilities (e.g. ability to listen to/question customers, represent CharleTIC)

· Internal abilities (in CharleTIC) (e.g. understanding of/contribution to objectives)

· Strong points of the person

· Principal points to be improved

· Objectives for 2007

· Specific objectives for the role

· Objectives for personal development

· Synthesis (e.g. global evaluation of the results, current progression, possibility to progress in the future)

For each part, an open space is left for comments and explanations from the person evaluated, as well as for the evaluator.

These criteria have been decided together by the Director and the management staff, with an external inspiration source of criteria applied in other companies. Individual objectives have also been set up and are part of those which will probably be evaluated next time. The others know neither one’s salary nor one’s bonus. 

As far as gender is concerned, only one woman works as a researcher among eighteen men. This situation seems to arise from the lack of woman in the informatics field. On the other hand, no woman is represented in the managing department and the two more women who work in the R&D centre are located in the administrative department (out of three people). Only one employee of foreign origin works in CharleTIC. Even if there are no quotas which oblige the management to hire certain people, age, ethnic origin and gender do not seem to play a role when the recruiting of staff, the most important criteria being specific skills.

3.2
Employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)
As said before, labour contracts are permanent; salaries are good, joined by insurance and bonus. 

Career evolution is quite simple. For instance, within a same unit, a researcher could become a team leader. But as the structure is very small, one can gain responsibilities but the possibilities are relatively short for researchers to have a significant progression. In fact, the next level is directly the managing department. The same situation happens with the administrative staff, who can not expect a career evolution. Thus, one can say that a real career management is inexistent.

CharleTIC has no Human Resources Department. In fact, human resource management is part of the managing department, in which the Director is the main decision person, except for the administrative or accounting aspects, which are managed by the administrative staff. For instance, interesting curriculum vitae are communicated by the team leader to the Director. New employees are directly selected by him, and eventually the team leader concerned and/or another person. No technical or managing test is organised. Each problem is managed in a case-to-case way. Employees share his/her issue with the person they consider to be the more relevant one; this person can be a colleague, the leader project, the team leader or, very exceptionally, the Director. But generally, communication takes place between researchers and team leader and between team leader and the managing staff. 

Nevertheless, the Director outlined some activities of human resources, as for instance :

· the technical information meetings (TIM) where a topic is presented by a researcher;

· the staff meeting (once per month) where information is shared and where new workers are introduced; this initiative is rather new;

· the project meetings where a project is built.

Meetings among  the same team are organised and managed by the team leader himself. Activities aiming staff motivation do not exist. All the interviewees agreed on the good atmosphere within the R&D centre.

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

At the creation of CharleTIC, high profiles have been hired and joined the academic researchers who were working in project teams. Progressively, the orientation of the projects changed (technical and commercial work) and some academic researchers decided to leave for diverse reasons and in different circumstances:

· The first change (commercial orientation of the research centre): few workers wanted to follow a pure research line in their job; thus, they refused to adopt the new commercial line and its consequences;

· The second change (formalisation of the activities and reorganisation of the roles and responsibilities): persons unsatisfied with the new organisation, a team leader uncomfortable with his new role, two persons deciding to run their own company, an employee who found a job with a higher salary.

More generally, some interviewees said that the new bonus system is one of the good points to stay at CharleTIC, even if private informatics companies offer usually a higher salary.

CharleTIC Director announced an employment increase to 2011. As specialists in the CharleTIC research areas are rare, the recruitment will be difficult. Moreover, these people have to be motivated to work in the research sector and CharleTIC does not wish to debauch researchers within the universities, many of them being partners of the research centre. 

The staff increase does not seem to lead to different employment conditions (as wage level, working time, flexibility, etc.), except the office localisation, which will move to a larger building, in the same industrial area and not far from the current one.

Perspectives for the future are good, as the R&D centre tends to extend the number of employees in the next five years. Some interviewees would find interesting to have information about CharleTIC future extension – and in particular the consequences on work organisation ​– and regret not to be updated on this matter.

3.4
Impact on quality of work

Quality of collective work depends of diverse points. Besides technical and scientific skills, other competencies are encouraged. According to the management, they could be either more general – as autonomy, communication, flexibility –, or company-related – as understanding of/contribution to objectives –, but also managerial – as the ability to initiate, build, manage a project – or commercial – as ability to listen to/question customers.

Most interviewees do agree with these exigencies and also feel satisfied with the content and conditions of work; they plan to continue working at CharleTIC. 

The challenge will mostly be the efficient integration of more workers, as it is expected within the next five years.

4
Changes in work organisation 

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

“Initial projects were not thought in a coherent and consistent way”, said the Director. The three first years approximately, the projects evolved, as well as the relationships between CharleTIC and the academic laboratories or departments. A lot of energy has also been set aside to increase the research centre autonomy and to develop scientific contents in order to satisfy the companies’ needs on the market.

As explained before (see 3.2.1.), two big changes happened in the research centre history. The first one occurred in 2004/2005, when CharleTIC management decided to give an additional orientation to its activities, which was more commercial; the second one occurred at the end of 2005/beginning of 2006, with the formalisation of the activities and the reorganisation of the roles and responsibilities.

According to the Director, the way CharleTIC works today is in line with its mission because the maturity of the R&D centre increased; indeed, the centre reached now a level of autonomy it had not before and the project contents are now defined in accordance with the companies’ needs, with the help of the technical committee. 

As far as the content of work is concerned, the first change modified it obviously. As said before, each staff member is supposed to integrate the commercial aspect of the job. The management left no choice, even if practically some staff members appreciate it more than others (and as a result, put maybe more attention on this). 

One of the consequences is that the staff has to be much more flexible, mainly in terms of tasks and contacts diversity, as well as of spatial mobility. Indeed, employees have to meet customers not only at the prospective stage but also during the whole collaboration process. Customers have a significant role at the first stage (definition of the contract content) and less during the process, except if changes have to be made in the project course (it seems to happen exceptionally). In fact, once the contract has been signed, neither contents nor deadlines are supposed to be modified. 

At the creation of CharleTIC, financial resources were attributed by the R&D public administration to specific projects, each project corresponding to one team. In this framework, cooperation between teams was not necessary. With the new commercial reorientation, professional collaboration between teams is unusual but could be possible in particular cases: when a project demands the expertise of several teams or when a team is particularly overwhelmed. Both cases are for the moment exceptional, but a diversification of the activities, which would lead to more collaboration between the teams, could be conceivable. 

The managerial control does not seem to have changed. It is both external and internal. External control comes from the European and regional institutions, as well as from the private companies for which CharleTIC works. Each project (research or business project) receives a follow-up from these organizations as customers. Quality of the work is the main point that is generally evaluated at the end of the project. Internal control comes from the managing staff, including the team leaders who are the intermediate level between researchers and the Director.

The second change had a bigger impact on the content of work, less than because of the formalisation and organisation themselves but rather because of the creation of research teams and its consequences. Indeed, the apparition of a leader in each team has been the most important change and according to the interviewees, former researchers becoming team leaders experienced the biggest change in work content – and also in the quantity of work. Note also that the team leaders have been chosen ampng the researchers. Thus, they have no degree in management and they have to – and are interested in – doing research at the same time. For three out of the four teams, the choice of the leader had been a success, while in one of them, the leader left one year after its appointment because he didn’t feel comfortable with his new role. Nevertheless, the choice of leaders by the management did not suit everyone; several people left because they did not understand the choice or the way this choice had been done (for instance, during the maternity leave of a researcher who considered to be the most experimented of the team). Other roles have been created or, better said, adapted, as team leader, scientific coordinator, communicator, business developer, sales manager and project leader. 

Spatial aspects and role of customers have not experienced mayor consequences in this second change. For some of the interviewees, cooperation could have been developed, but only within the same team. Professional relationship between different teams is almost inexistent, maybe because each project team is separated from the others by different offices. Relationship with the employees from other teams is mainly informal and takes place in the shared office areas. 

As far as the managerial control is concerned, changes have been noted. 

Firstly by the fact that the “control” or “supervision” are now divided into two levels: 

· the researchers are supervised by their team leader;

· the rest of the staff (team leaders, administrative staff, scientific coordinator and sales managers) is supervised by the director.

However, it doesn’t mean that control and supervision are present at every moment and at each steps of the projects; indeed, autonomy is a key concept in the R&D centre. This large autonomy the staff has to organise its work is an advantage for most of the interviewees and a disadvantage for others. 

Secondly, because of the new evaluation system which took place for the first time in December 2006. Up to now, this has been the only formal occasion of “control” or “supervision” and the first time to feel the new hierarchical organisation. The division into two levels has been respected: on the one hand, the Director has evaluated the team leaders, as well as the members of the administrative/managing departments; on the other hand, team leaders have evaluated the researchers of the team. The Director has communicated to the staff that evaluation on his own job is welcome. As usually (excluding exceptional cases), no contact has been taken between the Director and the researchers; however, the researchers suppose him to have a minimum feedback by the team leaders but are not sure of this. 

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

As explained before (see 3.2.3.), organisation of working hours is rather flexible, even if some rules have to be followed (full-time contracts are the rule, minimum working schedule to respect, difficulties to make up for overtime, self-learning encouraged after the working hours, etc.).

Temporal flexibility is a very important condition to achieve responsibilities and commitments. As research work is considered with no limit of time, employees have to be flexible enough as to finish their tasks, as well as to learn by themselves. On the other hand, it is rather easy to arrange the organisation of a working day in the case of exceptional difficult situation or to work from home for specific tasks. Sometimes, limits between working time and private time are blurred. 

Flexibility to manage tasks diversity is another important aspect of the job, which has been reinforced by the commercial reorientation of CharleTIC, mainly because everyone has now to keep up a closer relationship with customers.

4.3
Role flexibility, team working (including changes)

The changes that happened in CharleTIC did not seem to have implied a clear transformation in the team working and in terms of cooperation between the workers. 

In fact, the level of cooperation is not very high within a same team, because of the division of labour. As a research project and a research team are lead by a person within the team (permanent in case of a team and non-permanent in case of a project), tasks are well divided and each researcher knows exactly the objective of his work. However, the methodology to reach the goal is sometimes unclear, especially for new workers. Depending on his/her questions or doubts, communication and cooperation are relatively needed. How work is organised depends mainly on the availability of everyone. Thus, we can say that if cooperation does exist, it happens in particular situations and almost only among the members of a same team, except in case of projects which concern more than one team.

Employees working in the administrative or managing departments, unlike research teams, have a specific role, which is not directly in relation with each research team, and consequently, do not have much effect on work organisation in the teams. 

4.4
Impact on quality of work

The quality of work in CharleTIC is underlined by the Director, as well as by most of the interviewees. Moreover, the extension of the R&D centre is also a sign of its “good wealth” for the workers, which reassures them in the quality of the collective work.

For the business activities (projects for private companies), the level of technical exigency seems to be low for some interviewees, at least lower than it could be done technically. The challenge for them is less technical but managerial: acquire the sufficient knowledge of the market to find contracts; understand the exact issue and define it with the customer (analysis of the project); define the solution (architecture of the project); translate it into a technical project.

For the research activities (research projects financed by European or regional institutions), the challenge is also managerial. In fact, tenders are not centralised by a person who is in charge of managing all the tenders. Each research team has to find the research call, to understand the content of the tender, which is often complex ; and finally, in accordance with the consortium, agree on an accurate content and prepare a project proposal file. Here again, the management work before research is significant.

For business activities, required skills are more generalist and workers have to be polyvalent, able to carry out a large range of diverse tasks. For research activities, required skills are more specialised and researchers are to be able to carry out sharp-edge projects. According to few interviewees, the latter is underexploited and concentration on the technical challenges might improve the quality of research projects. For some employees, quality of work could be lessened because of required time flexibility “it is evident, when I work the whole day until night, I work not so well than when I work a normal volume of hours”, but in most of the cases it is very well accepted.

5
Skills, knowledge and learning

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

Researchers are highly qualified. They are engineers (industrial, commercial or civil engineers) or have a PhD or a master degree in informatics. Moreover, some of them have a professional experience in research centres and/or in IT companies. In Belgium, demand for such high-level IT professional is very high. 

As mentioned above, other skills are very important, such as autonomy, flexibility, etc. But the biggest change has been surely the fact that each employee has to be commercially oriented. That means that everyone has to be able to make contacts, to spot new opportunities, to represent CharleTIC, to “sell” its activities, to translate a company need into a project (that includes the ability to listen to the customer, question him/her, capture his/her interest, structure a proposition, etc.), as well as to follow-up the project and the relationships between CharleTIC and the customer. Managerial skills are also essential, especially for some types of role, as project or team leader.

The administrative staff has a secretarial background, but also has to assume accounting tasks, human resources management, salary processing, etc. 

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

Formalisation of the work has been officially aimed through the second change (end of 2005/beginning of 2006). Nevertheless, the interviewees did not note a so big change. In fact, they mainly observed changes in diversity of tasks, flexibility, commercial aspects of the job and, for some of them, a bigger amount of work. 
As each worker and each team are autonomous, they adopt individual ways of working. One of the consequences is the lack of standardisation of work and another one is the capacity to adapt the services to each customer and to respond exactly to his demand. Self-learning is also part of the continuous adaptation to the market and, as most of the tasks, depends mainly on the initiative of each worker, in terms of quantity, content, moment and way of learning. Indeed, it is employees’ own responsibility to find relevant information. This way of working is very challenging, especially when hardly any case is completely similar to another. 

5.3
Learning opportunities, training policies 

Learning opportunities are mainly informal, in all the work process. For instance, when a new worker begins in the R&D centre, no training is organised; it is supposed that the new worker will organise him/herself to collect the pertinent information. This is generally done by asking colleagues, the team leader or by self-learning (essentially by reading scientific books). The Director himself said that the workers are encouraged to communicate as much as possible. 

Knowledge building can also take the shape of sharing scientific or technical papers through the intranet. Knowledge management software is not yet installed, but it is a ongoing project, according to the Director.

During their career, researchers also mention the importance of informal learning and often think their work as a constant learning process. As mentioned before, self-learning is usually practised during lower work periods or during the evening and weekend (this kind of overtime being not recoverable).

Besides the self-learning, all the workers can also suggest to attend a training, a meeting or a workshop. This kind of activities could be internal (i.e. meeting organised by a team on a particular topic) or external (i.e. training in a training centre). More exceptionally, this can also be training on a particular programme. There are no general rules about this. If fees do exist for this kind of learning, participation is generally accepted but each one has to search for the relevant activity. No follow-up is planned. 

In conclusion, one can say that the learning possibilities are :

· Ad hoc training

· Self-learning

· Other possibilities suggested by the worker to the Director according the needs.

5.4
Impact on quality of work 

Thanks to the high level of qualification of researchers, technical and scientific tasks are recognised to have a very high degree of excellence.

But, as said before, commercial and managerial abilities are also very important and valorised. As no managerial and commercial training is given to the employees, a lack of these competencies would be essential to satisfy, if a major quality (and result) of work is wished. Interviewees noticed this lack and would be interested in following training. 
6
Industrial relations & regulations

Due to the small size of the institution (under legal thresholds for workers councils and union delegation), there is no form of workers’ representation so far and nor do they have any other form of interest-group representation. 

There are not so many topics to be negotiated at the collective level in the Centre. Indeed, the salary is fixed at the beginning of the collaboration and depends in particular on the experience and role of the worker. After that, the salary grows in accordance with a clear procedure (which seems to be similar for each worker); salary policy is copied from private companies. Extra-salary benefits are identical for all workers (as the insurance and the cell-phone) or per status (as the internet connexion for all the workers, except the secretary).

Other issue could be the attribution (or not) of a bonus. But firstly, this is regulated by a very complete evaluation by the team leader (in case of researchers) or by the Director (in case of the administrative/managing staff); and secondly, at the moment of interviews, it has been only one evaluation round so far. Thus, it is too early to evaluate to what extent evaluation policy might be a matter of bargaining.

A particularity of this small organisation is that very few researchers for instance have – or had – a direct contact with the Director with the aim to share a problem or to request information. Except monthly information meetings, general meetings of the whole CharleTIC staff are rare.

No pressure on regulations and national institutions has been observed nor mentioned in any interview.

7
Conclusions

7.1
Basic characteristics of the case

CarleTIC is the result of a process of externalisation of applied IT research from universities to new institutions, at the interface between research and industry. CharleTIC is an example of such interface structures, belonging to the private sector but working with a mix of public grants and industry contracts; functioning as enterprises but having the status of non-profit organisations.

The central aspect of restructuring, which is of major interest in the case of CharleTIC, is double: one the one hand, the additional commercial orientation given to the research centre activities in 2004/2005; on the other hand, the organisational formalisation of the activities and the reorganisation of the roles and responsibilities, which occurred at the end of 2005/beginning of 2006.

The analyses of this process reveal major impacts on work content and R&D centre structure. 

7.2
Importance of the case for the WORKS research questions

Both changes (commercial and organisational), which are concerned in this study, occurred mainly because of the structural evolution of the R&D system and the evolution of the financing issues. Content and quality of work have not been undermined or improved, but adjusted to the new challenges.

At the moment of the interviews, CharleTIC was in a double process:

· Adaptation to the new orientation and needs

· Growth perspective of industry-related research activities, with an increased number of employees.

Consequently, the challenge is also double. On the one hand, current employees have to feel comfortable with new orientations and goals of their institution; on the other hand, an increased number of researchers will demand a fast and efficient technical, commercial and managerial integration.

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

A key finding of this case study is that the quality of work and quality of life is not improved or deteriorated throughout the successive steps of organisational change. 

Changes in work mainly concern the evolution of the work content towards more market-oriented activities, increased flexibility and increased ability to deal with diverse tasks and contacts at different geographical places. The organisational structure also changed with the creation of formalised research teams and its consequences.

Managerial control and cooperation did not changed drastically. Cooperation could be improved in some cases, but mainly within the same team. Even if managerial control is differently structured, interviewees do not feel a change in control and underlined that a key value in the R&D centre is autonomy.

The function of team leaders is indisputably the most affected by organisational restructuring, in terms of  work content and flexibility.

7.4
Impact of restructuring on gender

XXX
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