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GENERAL INFORMATION
I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

The interviews for this case study were carried out on the August 2007, taking place at one Maltco UK brewery in Scotland. 

	               Professional title                                                          Gender 

	1. 
	Packaging Manager 1 (Temporary Plant Director)
	Male

	2. 
	People Manager Europe 
	Female

	3. 
	People Manager UK 
	Female

	4. 
	Quality Control Manager
	Male

	5. 
	Packaging Manager 2
	Male

	6. 
	Team leader packaging
	Male

	7. 
	Operator 1
	Male

	8. 
	Operator 2 
	Male


II.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of the case: 

The companies involved: The investigated brewery for this case is a multinational and one of the leading beer breweries in the world. It produces more than 200 different brands. The brewery is nicknamed Maltco and Maltco UK when referring to the brewery site in the UK which is a wholly owned subsidiary of Maltco.

the business function: Production of beer
the units covered:  Production  organisation in one brewery of  Maltco UK 

products and services: Packaging of beer
 The restructuring:  In 2004, a brewery formerly part of AM was taken over by Maltco, a multinational beer producers. Following from the take over number of change programmes have been rolled out impacting on the investigated brewery site, Maltco UK. 

the period of restructuring (when): the AM brewery was  taken over by  MALTCO in 2004, since 2005 a number of restructuring initiatives were implemented.

numbers of workers in the companies:  86,000 in Maltco worldwide, around 2500 in the UK and Ireland.

geographic spread of value chain (countries, regions): There are three Maltco breweries in the UK: One in Wales, one in Manchester and one in Scotland. The UK headquarters are in Luton.

III.
CASE STUDY FINDINGS

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

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

Maltco owns subsidiaries or plants all over the world and produces and sells over 200 brands of beer in 130 countries. Four of these brands are sold globally; others are produced for the local market. Maltco UK produces ten types of lager, mainly for the Scottish and Irish market. The main production lines consist of two brands: one is a well-known traditional Scottish lager which comprises 73 percent of production, the other is a well-known premium lager.   Beer is sold in a variety of packaging materials, i.e.; cans, bottles in different sizes, barrels, etc. In 2006 it produced 247 million hectoliters of beer and realized 13.3 billion Euros. The company employs 86,000 people and its European headquarters is located in Leuven. 

The core activity of Maltco UK is beer production, packaging, storing and sales. 

For the purpose of this case study, we focused on the impact of several change programmes on production processes within Maltco UK and sin particular operators employed within packaging. The site of Maltco UK consists of two production halls: one leads to the canning area, the other to kegging (beer bottles). 

In 2004, two breweries merged: one was AM from South America and IM located in Belgium (with some production facilities in Eastern Europe).  AM and IM formed Maltco, and since Maltco took over the UK breweries, a series of restructuring and change programmes have been implemented. Maltco as a global multinational company aiming to streamline processes and thus developing a global strategy applicable for the running of all their breweries. One change programme – nicknamed Blueprint- has been introduced in 2005 and had a substantial impact in the way production (and packaging) is organized within Maltco UK.

Blueprint is a top down initiative that is rolled out from the top headquarters in Brazil and is implemented via European and UK headquarters. All three breweries in the UK business unit have passed their Blueprint audit that means they are within a certain margin of good performance. In essence, Blueprint is looking at changing behaviours within Maltco and pushing accountability down to the lowest level.  Blueprint clearly structures responsibilities and accountabilities at every organisational level, from shop floor to senior management.  Blueprint is laid out in five pillars and these five pillars ‘contain almost like the Bible of how you would run a plant’.  First there is the management pillar, second the people pillar, third the maintenance pillar, fourth the logistics pillar and last, the quality pillar. Within Blueprint there is a set of requirements in terms of what each department has to do.  Blueprint is monitored through various, continuous auditing.  For example, before passing an audit, an initial visit by the Blueprint team would be to do a business study on a brewery to establish how it is currently operating and then the team would make a decision as to what that brewery needs to do to gain its Blueprint validation.

With each of the pillars there is a tracking device to measure progress against a tool referred to as the ‘pyramid’.  The pyramid splits the various things within the pillar into different levels of importance regarding action:  the first things that need to be dealt with are called fundamentals; fundamentals need to be ‘green’ (i.e. efficient) in order to receive the validation.  Going beyond ‘ fundamentals’ can lead to a ‘ world class status’ and currently this is one of the key aims of Maltco UK. The company strategy aims at taking out any unnecessary costs so that there is a better connection with consumers and customers in terms of making the business more successful.  From a people point of view, the need is to align to that corporate strategy, more than to people management within Maltco.  The UK people manager explains: 

‘ So in terms of costs, it’s about blueprinting.  So for example making sure that the structures within the breweries are reflective of the costs that we should have.  Making sure that the heads are aligned so that we have the right technical productivity.  That all the HR KPIs like absence management, labour turnover are aligned to take costs out that are unnecessary.  The connection pieces around for me, the engagement with employees, because although from a people point of view we don’t normally connect with the customer or consumer, neither do our operators actually.  The operators are producing the goods that then connect with the customer and the consumer.  So if we make sure that we have good engagement with the employees , and it isn’t good I have to say, but the policies that we have in place help to make that engagement better.  That the activities we undertake help to make that engagement better, then that allows us the connection (UK people manager)’

Blueprint is underpinned by a very high focus on results/performance, this is assessed via Key Performance Indicators ( KPIs). The KPIs are reported in a suite of reports, ranging from shiftly to daily, to weekly, to monthly reports.  These results are presented at a set cluster of meetings, the meetings are all governed by a management control reporting system (MCRS).  MCRS tells every manager what meetings they should attend, when and what will be discussed at that meeting.  For every meeting that sits within MCRS there is generally a management report which is looked at; the management report measures the key KPIs for a certain issue, e.g. packaging of cans per shift on a particular day.  The report has a target and if the actual figure is good (and thus green), i.e. within target, no action needs to be taken, if the figures is outside the target and thus classified as a fail and marked red an action log is devised to tackle the problem immediately. In order to drive improvement at Maltco UK, items that are red receive the most attention, and in a team discussion, actions are agreed how to improve a certain problem. Proposed actions are logged in an action log (replacing meeting minutes in previous company). On the action log, a description of what that action is, is stated, who will implement the action, a timeline by when the action has to be achieved.  The issue is followed up at subsequent meetings: this could be part of daily meetings and the person assigned to do that action for the following day, it will be established whether that person’s completed their action or not.  If they have completed it, it is signed off, if it has not been solved, questions are asked as to why it has not been done. This strategy ensures that each member of management staff understand correctly what their responsibilities are.  Through this constant monitoring and result driven way of working, Maltco ensures to maximise their output and performance, and keeps their tab on employees’ performance.

Blueprint has created a macro structure of Maltco UK: it lays out structure of departments, job roles, etc. In terms of the shop floor, for the packaging staff, a second change programme was introduced (Project Nemo).  Project Nemo is not directly linked to Blueprint but supports the meeting of KPIs. For the shop floor staff that means a number of new things: staffing numbers per shift have been reduced, multiskilling processes are being introduced and shop floor workers work annualised hours rather than fixed shifts. 

1.1.  (re)organisational and spatial aspects of the value chain 
Maltco was created in 2004 and AM became Maltco UK. Maltco UK produces mainly of the local ( Scottish) market, 85 percent, and only a small percentage is distributed to England, covered by the two other Maltco breweries. In a way there has been little change in the reorganisation of spatial aspects in the beer production and distribution/sales for the investigated brewery site.

The biggest change are the change programmes that have been devised in South America and filter down via the European and UK headquarters to the brewery level. 

The three UK Maltco breweries all report the UK headquarters with a focus on performance and productivity; otherwise there is little interaction between the three breweries sites. It seems more that there is a high degree of competition between them: results on each brewery’s performance are regularly published (and rated). 

‘Or job, our purpose in life at Maltco UK is to produce for Scotland and Ireland.  We do a small amount of export in products which tends to go to ex pat communities abroad where you get clusters of Scottish people living.  So our main market, the predominant market we have is Scotland and Ireland.  In terms of the business unit, from a commercial point of view we’re reporting to the UK (Packaging Manager 1)’ 

1.1.2. contractual relations (between the companies) and power relation (main power resources of companies and units, forms of governance of the value chain)

Maltco wholly owns Maltco UK. Maltco’s UK decision-making and strategy development power comes from the European headquarters to the higher management levels, i.e. the global level. Initiatives like Blueprint and Project Nemo are tope down programmes that are rolled out, this means that few decisions are being taken on the local level. The shift for senior management and middle management at Maltco UK involves the implementation of these programmes and through performance monitoring achieving competitive results. 

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 main decisions at Maltco are being made on a global and zone level, Blueprint ensures that there is a lot of information on performance levels and productivity. Regular meetings between different functions ensure that there is some learning across Maltco going on. On the brewery level that means that site specific decision are rare and the job for senior management consists of implementing Blueprint for operational processes and Project Nemo on the shop floor. 

For the production, in particular packaging, there has been little change regarding the organisation of tasks and production processes. Ten beer brands are produced at Maltco UK (a similar volume to before), in two different halls, canning and kegging. The customer base has also stayed similar to before, if anything the trend in beer sale is decreasing: customers include pub chains, supermarkets and smaller independent pubs from Scotland or Ireland. 

Following from the merger, there has been a reduction in shop floor staff (around 20 out of 180 staff took voluntary redundancy). Project Nemo has led to a number of changes for packaging operators:  in terms of tasks carried out on the packaging line, one person was only skilled in doing one particular aspect (e.g. wrapping plastic around cans), now the workforce is being encouraged to seek further ‘training’ opportunities, which essentially means they are learning to use several machines on one assembly line, they also have to work across the canning and kegging lines, located in two different halls. Maltco UK want to create a more flexible workforce in terms of skills and available working time. The second change for shop floor staff are based on an annualised hours agreement, which means they are not working fixed shift patterns throughout the year as they used but can be ‘ manned up’ at peak times (e.g. before Christmas) and laid off at slower times. The third change involved the clear working to KPIs, which is also something fairly new. 

‘In terms of the way that we operate and what we do, again not an awful lot changed. We’ve adopted Maltco methods, standardised methods. There has been a fair impact of the merger, there’s a different attitude, a different culture around the place before than what prevailed before.  In terms of day-to-day operation, I guess the biggest impact has been the Blueprint implementation.  It had some impact upon our operation in the quality department but not masses.  The structure of the department changed slightly, yet there was a subtle change, it wasn’t a radical change.  As a result of the subtle changes, one person left the organisation; one came into the department from another area.  One who was previously in the department in a management role moved down a level if you like into the team.   (Quality Control Manager)’

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

On the zone level, there is a lot of exchange of information going on: there are annual meetings for professional counterparts, e.g. all Zone packaging managers. There is also one key support mechanism called Zone Brewery Support. These people will see to good practices in all the breweries around Western Europe and aim to share those best practices.  Senior management is advised on the brewery processes, the implementation of KPIs, and how successful they are in their performance. 

The quote below describes perceptions around the workforce’s identity before and after the merger: 

‘There has always been a very strong connection to this site, to this brewery.  The people that work here are very proud of this brewery.  It’s almost a status in the local community to work here, and they still feel that.  I don’t really believe they feel a strong connection to Maltco.  That has changed, they probably, the previous owners, if we go back 5 years plus now, were AM, and I think they could connect to them, they were a UK company and we were one brewery amongst 5 I think it was.  So not too big, an organisation and they felt reasonably part of it.  I think being one brewery in 100 others makes you feel less significant within those sort of things and there’s just not a connection there. (Packaging manager 1)’ 

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

The restructuring has not led to changes in temporal aspect of the workflow, since the market place has stayed the same in terms of locality and customer base, with in fact a decrease in demand for MALTCO beer, production still relies on three shifts patterns with the same volume of outputs. 

3. Changes of employment 

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

Brewery stats: TO BE INSERTED 

The shop floor workforce consists of 160 operators (including 2 females). Around fifty are packaging operators. Management consists of around 50 people.  The majority of operators have been working in the brewery for a considerable time: 15 to 20 years, they are on permanent contracts and all from Scotland (including senior management). Following from the restructuring, there has been a reduction in staff numbers, some change in terms and conditions of workers and skill requirements. A new strategy is also to use temporary shop floor workers to cover long-term absenteeism and again meet demands in peak times but the number of temporary workers has been described as small, around five or so at present. 

The two women in packaging are a big exception in this male dominated working environment.  One of them has been working there for 5 years, another one between 25-30 years.  Interviewees with previous experience in a similar environment stated that it is not as common as other workplaces, for example at another local plant, a mobile phone manufacturer; it was 50 % women and 50% men. Interviewees believed that advertising and recruitment does not target women specifically. 

3.2. employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

Most shop floor packaging staff are on permanent contracts but some key terms and conditions have changed since the take over:  for example, they are not getting a holiday pay rate, that they used to get and they can not work the fixed shift pattern they used to work. Now, compulsory, everyone is in annualised hours which helps Maltco to maximise labour in peak demand times and reduce labour in off times. Through Project Nemo, changes to job descriptions have been introduced. Before there was a clear distinction between a canning and a kegging operator. Now through upskilling the plan is to make operators work on different machines on the packaging lines. There also has been a consolidation on one operator grade (before it used to be multiple grades within operators).  

The salary range is between 25 – 30 000 GBP per annum, with 25 days annual leave. 

The way HR policies are implemented is very top down and there appears to be little consultation with workers: 

‘They’re not getting to tell us what they will do, and what they won’t do; they’re having to do what we tell them, those kind of things.  So all those positive things get lost in the midst of the negativity.  But they’ve been here for so long now, it’s difficult to try and change that perception.  Very local workforce, they’ve all been here 30 years, 25 years.  They’re all paid exceptionally well, and they know that, they may say ‘we used to be well paid , we’re not any more’.  But they know they are very well paid and that’s why they won’t leave, because they won’t get that level of pay for the type of work they’re doing in the hours that they’re working anywhere else.  They get paid more than any of the managers I used to work with, they don’t have to work weekends, which most of these type of environments now are weekend working.  But they’ve always had that, so to them that isn’t positive because they’ve always had that.  What they have is last year they got a 2½% pay rise, that’s disgusting, they forget the fact that they’re already on 30 grand so 2½% of 30 grand, that makes them extremely well paid for what they’re doing.  All they’re interested in is 2½% that’s really not very good.  Other folk are getting 3 and 3½ and 4, yeah, they’re on national minimum wage, that’s why they’re getting 4%, you’re on 30 grand a year (HR People Manager)’

Another new element is that bonuses are paid out when KPIs and targets are reached successfully before there was a bonus system too but was never administered effectively and mostly paid out ‘ no matter what’. Now, KPIs and performance are an issue in performance appraisals and one to ones with line management. 

Regarding flexible working there is an existing policy because of legislation. Interviewees supported the view that Maltco is providing the minimum in terms of training, equal opportunities and diversity policies. For example, minimum   requirements are that if somebody has a child less than 6 years or a disabled child or they are a carer, Maltco have to consider an application. The HR manager reported that up to date they only received one, and thus had to consider, one application from a shop floor worker which they have approved. HR policies are also focused on driving performance and productivity and interviewees described the process of employee friendly policies as something the have to do in terms of legislation but they do not actively promote the take up of these policies, for shop floor and management alike. This is certainly also ties in with the reduction in the labour force: where before it was to be covered by co-workers on the shop floor, now every task/shift is assigned to one less workers to maximise labour but of course that also means a trade off for working flexibly. 

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

The shop floor workforce is strongly unionised. Changes in terms and conditions took place in negotiation with trade union reps and trade union officers. However the process has been criticised based on the view that negotiating with management has become a ‘ one way street’ and has moved away from real concerns for the workforce. Generally there is little interaction, and all interviewees agreed that there is a gap between the shop floor and senior management, more so than before. The notion of top down implementation has been made clear to all involved parties and as part of the restructuring (and rounds of voluntary redundancies) shop floor workers were notified what the new way of working will involve and that there is no room to fight this change. The clear message was if people want to keep this job then they have to comply with the new programmes.   

‘Because within Nemo we challenged all the terms and conditions and we changed those.  And we also made it very clear what we expected as behaviours going forward.  And we gave people the option of voluntary redundancy to say I don’t think this is for me.  So for everybody who stayed, he or she’ve had to sit in the meeting with the manager and say yes, I think I can do this (UK People Manager)’

3.4 impact on quality of work

From the operators perspectives, the change regarding the terms and condition was fairly minimal and mainly relates to processes, for example it is more complicated to apply for annual leave due to the reduced operator workforce, operators have to apply latest for their holiday three weeks before. Operators still perceive their jobs as secure and are pleased that their pay has stayed the same. The change to being upskilled on several machines is greeted with ambivalence. It seems that most operator enjoyed the fact to only be responsible for one machine/task but they understand that their willingness to flexibilisation is needed if they want to stay with Maltco.

The HR interviewee confirmed that their current focus is mainly on the implementation of Blueprint and Project Nemo which stops more progressive development or innovative ways to people management. The sense it that first a secure ‘green’ status needs to be achieved before focus can be shifted back to more diverse people management. This is reflected in the quote below:

‘ Blueprint is something that we have to do, whether we agree with it or not, and I think to be fair people do agree with it, but because it is now an essential requirement in every brewery that a plant manager and a departmental manager, and a packaging manager, they will be scored against Blueprint.  And if they don’t do Blueprint they have failed in their job’ (UK People manager)
4. Changes of work organisation 

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

There has been a change in the content of work: Maltco UK used to classify packaging staff into canning operators and kegging operators (depending on whether they worked on the canning or kegging hall). Through Project Nemo a new, singular job role has been created (packaging operators) which involves working across tasks on the two different lines.  There is a training programme for workers who work in the kegging will also learn how to use some of the machines in the canning hall. The interviews with packaging operators revealed a reluctance to engage with these new ways of working: the operators before had carried out the same task for a long time, 20 and 30 years. Now having to work in two different halls, using different machines seems to create a loss of autonomy of one’s work: as it is now totally up to the line manager to out a person to a specific tasks per day. Before there was more predictability in that that they used to do the same job, working with the same colleagues every day. The two factory halls are on the same premises, about 5 minutes walk between them, so there no real new demands on workers’ mobility. 

In addition, to the multiskilling aspects, another new element is the strict supervision of work output and working towards KPIs. For the production and packing line, there is a set of KPIs that have been set globally, then there are targets to be reached within the Zone and specific targets for the brewery level. From the interviews, it became apparent that the management and team leaders have bought into the new organisational terminology but that for workers there is a real gap in understanding what these KPIs really mean. Some senior interviewees have admitted that there is a big gap at the moment between the shop floor workforce and Maltco’s management, as the working conditions have become stricter, with absolute focus on performance but less on team atmosphere or good working conditions. HR is organising a team exercise at the moment for the whole shop floor workforce which is met with disinterest, this seems to be another example of not consulting with the workforce as to what sort of activities they desire but proposing only one option, creating the tension that staff ‘ are told to go’ but really do not want to. 

‘They will know KPI efficiency but really that means nothing to the guy on the shop floor.  What that means to him, the term I would put it in I say right the target today is 1400 packs and the 8 hour period, that’s what you need to do.  If you just say to them KPI percentages then it doesn’t really mean that much (Team leader)’

Team leader participate in monitor team meetings and are involved in monitoring staffing level and line output performance. There are shift handovers reporting on production output, nature of a quality issue and the achieved percentage efficiency.  A template is used for this process, again scoring issues in red, yellow or green, which in term determines the action log which the team leader will use to plan the work for the next shift. 

‘For example every day we will talk about if we’ve not hit our target efficiency, why have we not hit it.  And that will be down to downtime.  So one of the things that is generally discussed every day, we’ll looked at the talked reasons for downtime.  So it’s a style of parietal analysis, i.e. what are your talk factors, and how much was it worth.  And we focus on the main reasons and we look for solutions.  So for example at the minute, our worst performing bit of kit recently has been what we call the cable conveyors on the can line, we’re suffering a lot of downtime.  So we have actions every day to look at what we can do to improve that (Packaging Manager)’

The interviewed team leaders prefer this new way of working as it provides more structure and a clear line of responsibilities and actions that need to be addressed to organise work in production (as reflected din the quote below). For the interviewed workers this new focus on structure (and discipline) seems to be an erosion of their used way of working being managed more ‘ top down’ now, whereas before there was a more collegial feel to the working atmosphere.  

 ‘I’ll be honest; I think it’s made it easier for me.  There’s a lot more ground rules been made, there’s a lot more structure into how we do it.  Again if I’m honest I think there’s been a change in that the management team have more control over how they run the production line.  And that was through the new rules being [one word], I think it was overdue; we used to have what we call the [name] book, rules from years and years ago.  We were out of date, but people would reference back to them when it suited them.  So we were out of date [inaudible] no control as a management team and to me out on the production lines, for example trying to get [inaudible] through the tea breaks.  Keep running staggering breaks in order for us to keep production running.  It’s a lot easier now than it was pre Nevis, pre VPO.  So from that point of view I think it’s easier (Packaging Manager 2’)

In terms of line management, performance appraisals have been reintroduced and regular one-to ones are also being carried out. Team leaders believe that one to ones are for motivation and personal development for their staff and are used to integrate the flexibilisation agenda into the shop floor workforce, i.e. convincing staff that the training, or learning more skills, is a important issues for staff in the current company climate.  

‘In terms of line management as well, performance appraisals aren’t new, as I said.  I think people are gradually coming to terms, with - no, realising that MALTCO UK is very much a results focussed organisation.  And some people aren’t terribly comfortable with that, the shop floor [one word].  But that’s - I still don’t think it’s impacted terribly on them to be honest in day-to-day life.  There are still people who don’t think about these things terribly much, they come in and try to just do the job that they have to and get away and finish.  Which is the challenge for us as managers because we have to change the culture of the place as well and if Maltco want results we have to make this brewery provide results and we can only do that through connecting with the people and getting them to do what’s needed (HR People Manager) ‘

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

Packaging staff have stayed on the same annual hours and work in three shift patterns the early shift from 6 am till 2 pm, the day shift which is 2pm till 10pm and night shift which is 10pm till 6 in the morning, 5 days a week.  Due to the seasonal nature of demand, workers work annualised hours, which means they can be laid off in quieter times, and work more in peak times. But this does not affect the number of hours worked all together, so there is no adverse impact in their pay or holiday entitlement. Before the merger, workers worked 39 h a week, with 8-hour days, now, in peak, times a packaging operator can work 12 hours s day. 

For senior management, unpaid overtime is common and they work the ‘hours as it takes to do the job basically’.  Among management, it is possible to change a shift or plan their working hours, e.g. they can use flexi –time, planning their 8 hours working day according to their own workload. 

4.3. Functional flexibility, team working (including changes)

Blueprint’s purpose is to drive a more disciplined and structured approach with total focus on results and outputs, as a result the team working has changed. Through management layers communication does take place on a team basis, e.g. through regular hand over and performance monitor meetings. They feel that team working has been improved down to the fact there is more clarity ad focus on what each person has to do and a clear set of rules in cases where there is failure. 

For the interviewed shop floor operators, there seems to be a lot of mistrust towards the senior management but they like their colleagues and do not have high expectations on teamwork. The new structured approach that is liked by management, on the shop floor level seems to be perceived as mechanism of control and an erosion of the previous more collegial atmosphere. At the same time it also seems to be the case that workers are quite happy to just get on with their job and then make their way home, there is little socialising going on after work and many employees live a considerable journey away.

‘I’ll be honest no there’s not a lot of team building exercises at all just now.  There’s ones planned, they’re monthly team meetings, I’ve done one this morning, the first day shift team, it’s the first one we’ve done for about three months.  We need to get better at that.  The moral following Nemo I think did go down and I believe now there are a few things we are going on to deal with it.  The way I was dealing with it was to talk with the guys out there trying to coach them and make them understand what was happening.  But there isn’t any prepared team building activities that we’ve done with them, there’s not been anything really over the last year (team leader)’

4.4. impact on quality of work

From the perspective of the packaging operators, they had preferred a ‘normal shift pattern, with a normal working week (Operator 1)’, the annualized hours arrangement is seen as more intrusive in their lives. The two operators interviewed are both over fifty and find it stressful to work very long days. In addition, based on the flexibilisation of skills in the packaging operator workforce, another new thing is to be available on a very short notice, e.g. in the case another operator is off sick some one might be asked to cover the next day. Considering the recent redundancies, workers feel they have less power to have rights met. 

The restructuring initiatives are perceived as very top down and ‘ dictorial’, the packaging workforce does talk about the lack of consultation with management and even if there are invitations, for example in the form of a monthly team meeting, workers feel they current climate hinders the honest expression of their concerns. Before the take over, more room for negotiations between trade union representatives on the shop floor and management was taking place, now this relationship ‘ has turned into a one way street’.

The working within KPIs is seen as adding more pressure and stress to the operators, they do not feel that the goal of working towards targets has a motivating effect on them, in fact they feel reluctant to work faster to what they are used to – ‘ I can only go as fast as the machine’ (Operator 1). 
But the new mechanism of working and small number of redundancies have affected management as well, this is reflected in the quote below:

‘Well, it has slightly changed my quality of work because I’ve learned what the rules of the game are now, the new game.  So you just start playing by those rules, it’s a little bit different but it’s not terribly difficult to do, unless you find the new culture uncomfortable in some way or other, which a lot of people would harp to the good old days and say that things were better in the past.  It’s not a trait that I tend to have myself but I can understand why people would feel things were different in the past, even the fairly recent past, but there has been a change in the culture.  Adjusting to a new environment it’s not been too difficult.  If I’m quite honest, there’s always a thought in my mind which to me is part of the new culture is that if results don’t come on track now, and I don’t make them get on track, then they will find someone else who gets them on track.  So I’ve a vested interest in keeping my job and that threat has never been more obvious or more clear if you like than it is nowadays (Quality Control Manager)’

5. Skills, knowledge and learning

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

Formal skills requirements are technical in nature and relate to ability to use certain machines. Previous experience can count as much as a qualification. Interviewees had some GCSEs (General Certificate of Secondary Education and began as apprentices in two different factories. 

 Some qualifications are needed for some jobs, e.g. a forklift licence for forklift drivers, for other activities learning takes place via on the job training, e.g. learning to use a certain machine. The handful of temporary workers that has been taking on recently all were trained on the job and had previous experience other factory production lines, for example a local mobile phone production company. 

5.2. knowledge intensity of the different tasks, standardisation and formalisation of work

Production and packaging at Maltco UK have become standardised and formalised based on the Blueprint and Project Nemo restructuring. There are new demands on packaging shop floor staff to be willing to train up on several machines and working across the two factory halls. The strict focus on performance, targets and KPIs is a new elements in terms of it emebbededness in Blueprint and constant need for monitoring. 

Blueprint consists of a variety of clear steps that are carried out at each brewery site at Matlco in the world. The systems use templates and clear reporting mechanism and symbolism, such as a traffic light system to mark performance as good or bad. The formalisation means that action to address a weakness will be taken immediately: before for example a problem would have been acknowledge but only dealt with in a few days, often resulting in loss in production outputs, the new systems provide more efficiency to solve a problem ASAP which in turn has an impact on workers who in old times might have been sent home, or were allowed to have an unplanned break, now they will be either utilized to solve the problem or put onto another machine. 

The team leader explains the link to staffing and skills requirements: 

‘It is a manning issue, if I’m using the right term, but we’d extra people, spare people that we used to clean and to cover jobs and people get extra breaks, coffee breaks, or whatever.  But what’s happened now is it’s come down to everyone needs to be on their job all the time, that’s the way it is, we don’t have the spare people.  So if someone phones in absent, maybe going back a year ago, someone phoned in absent sick, then I could use someone else, now it’s right, I need to work out whom we’re going to run this line now. What we need to do now is, we used to have a certain area with a two man job we called it.  Another area it’s the filler [inaudible] it’s a three-man job.  We don’t call it two-man job or three man job now, we just look at the tasks involved.  And it might only be one person on there for a certain period of time, because there’s only certain tasks involved and we always left maybe 2 or 3 there, just because it was a three man job’ 

5.3. learning opportunities, training policies 

There are training budgets within the three Maltco UK sites. Training budgets will be used ‘for something we think it’s something that absolutely needs to be done, whether it’s this development programme or high succession planning at all levels.’  On the shop floor level, there is little learning and training going on. The type of training that is required relates to operating a new machine properly, supporting the workforce flexibilisation.  A training plan agreed between a worker and team leader lays out the steps for training up on new skills. There has been formalisation of training as well: trainers work with a training checklist and a trainee complete training in certain sequences, before training on the job would take place via observation and learning by doing, the new way creates a better learning platform and a written record as output of what skills a certain operator has. 

An operator talked about the fact that before there were more learning opportunities for shop floor workers, for example taking up NVQs. When put to the team leader in the interview, there was a surprised reaction which was also reflected by most senior management and HR interviewees. Namely that the shop floor workforce would not be interested in learning, they want to do their job and then go home. In line with the vague policy framework for training, an operator in principle could discuss new opportunities and line management would do their best to assist them, but apparently no such request have been made since the take over. 

‘But the other one is there’s a number of people who don’t want to be promoted, they like coming in and being an operator, they’ve no desire whatsoever to be a manager and then end up getting sacked when they don’t achieve their targets, because that’s how they perceive managers.  So what can we do with those individuals (UK People Manager)’ 

For management positions, Maltco does provide learning and development opportunities to people who were identified as high potential manager. There is talent programme offered in Belgium. One interviewee has participated in the programme and felt she has learned a lot about Maltco and their vision but so far little has come out of it in terms of a career direction for her. 

In principle, out of the discussion that a line manager would have with the staff, development over the coming year, any training that was needed, and any development opportunities would be planned together.  On one hand there is openness to development: ‘If they want to maybe undertake a project of some sort, if they want to move to another department for a period of time, things like that.  So we’re always looking for opportunities to offer those sort of things, on the other, it is admitted that in the current climate it may be harder to actually achieve personal development because numbers of workers in the plant are less than they have ever been, so there is not a lot of spare resources available. 

‘Maybe the way we’re going about training that’s a little bit different.  I would say that it needs to be very much focussed to the business needs nowadays, but that’s no reason why people can’t develop within that.  In the past, we may have been more, what would the word be, more open, more varied in the development opportunities we might have given people.  I’m trying to think of an example.  We may have sent people to night school classes or further education classes in the past which may not always have had a direct impact on the business.  You can always argue that by developing themselves they might be better employees and we’d have a spin off benefit.  But I don’t believe that we would do that to the same extent, we would have to really see a fairly direct benefit coming back to the business for any training or development.  But I’ve no doubt that staff development is high on the agenda (Quality control Manager)’

5.4. impact on quality of work 

From the operators’ perspective the lack of training and the little emphasis in development opportunities are regrettable. In principle, they can see why the reintroduction of performance appraisals and personal training plans, could be useful for their future work but they feel that it is again a mechanisms that is being executed in a very top down manner and ‘ feels like being pushed into a corner, is about ticking someone else’s boxes ( referring to the remote nature of headquarters) and does not promote a open and transparent discussion’. Operators understand that their team leaders are trying to keep personal elements in these meetings but feel the Maltco approach is very impersonal and only about performance and outputs.

6. Industrial relations & regulations>>> To be inserted

6.1. forms of workers’ representation

The shop floor workforce was described as a traditional workforce, strongly unionised.  All changes coming from the restructuring had to be dealt with under consultation involving union representatives sitting down with the management team.

6.2. information and consultation, issues of negotiations
6.3. impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement
6.4. pressures on regulations and national institutions

7. Conclusions

7.1.  basic characteristics of the case
This report present a case assessing the impact of change programmes on the brewery level looking at the production of beer, with focus on packaging operators. The new framework of performance orientation has impacted on the working lives of the investigated occupational group in terms of their working hours, manning levels and skill requirements. Their perception is reluctance and mistrust regarding the new employer and they feel their working conditions have worsened and their working life less balanced.  The top down atmosphere is very different to the former employer where the local heritage and the history of the brewery were valued. Now workers feel that they have to execute some one else’s orders without being able to tale part in or influence the setting. Management embraces the new performance oriented framework but also points to the limitations in terms of people management and reaching of targets. There is a clear trade off here and the power has shifted away from the local workforce to Maltco’s management on the zone and UK level. 

7.2. significance of the case for various WORKS research questions

MALTCO’s vision to of driving a business models that clearly cuts down the costs to the minimum has had an adverse impact in the quality for working live for the operators: 

· through the streamlining and standardisation there is little informal room for interaction with colleagues, manager and the company

· there also is a sense of alienation from the new ‘ jargon’ work processes, the KPIs, because there are set on zone level, and not locally, do not connect with the mindsets of operators

· The take over took place in 2005, and the implementation of the two change programmes has not been quite completed. The interview with HR representatives indicated that once the goal of being a efficient MALTCO plant, then more emphasis can be paid to employee friendly policies

· At the moment, there is a need to get the whole plant working to the KPIs and everyone seems to be struggling to implement, clearly that means the focus is totally external, directed towards the UK and European headquarters and their evaluation of MALTCO UK’s performance. There seems to be little capacity left to focus on the internal shop floor workforce

· There is little desire to consult with trade union reps and staff. For example a team building day that is planned by HR is about to be boycotted as shop floor staff is reluctant to engage 

· Still, operators feel their job are secure: this is probably due to the fact that the main brands are for the local market and there is little change in production processes
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