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Introduction

The focus of this case study is the occupational group of R&D workers in one of the biggest French telecommunication company and 4th bigger international operator. Apart from the 9 interviews presented in 1.1, we made more 10 interviews for the corresponding organisational case study done in the same company. Thus, this material especially concerning interviews with shop steward, and top managers, is also used here to give contextual elements.

The company: Comtel

Comtel was initially a public enterprise. R&D division was a public study centre on telecommunications founded in 1944, part of the Post and Telecommunications Ministry created in 1941. The telecommunication operator became Comtel in 1988, and started a privatisation process, following a European directive on liberalisation of public telecommunication services. While the telecommunication budget was voted every year by French National Assembly, the new company, now Public Limited Company got its financial autonomy in 1990. The public operator became a Société Anonyme of which the State is the principal stockholder by a law voted in 1996. In 1997, the new SA capital has been opened successfully in an opportune context due to the Internet stock market bubble. From 2000 to 2003, the group experienced a merger concerning its subsidiary specialised in mobile telephony, and bought out a lot of other corporations in the world becoming the 4th bigger operator in the world. In 2004, French State sells a part of its stocks to pass under the line of 50%.  In July 2005, the company bought out 80 % from a Spanish big mobile operator and it has today 7 principal subsidiaries. The company got into serious debt, and debt curbing is still an important issue today.
R&D department and its activities

The R&D division is composed of 6 Research Centres of 400 to 600 workers, addressing different markets, technologies and services:
· TECH (Technologies): does the most part of academic research, of upstream technology research on image, voice, and sound, search engine, communicating objects, physical terminals, machine to machine, radio technology and software radio. Here, we also find social scientists working on usages (sociology, ergonomics, quality, creativity).

· BIZZ (Business Services): is a more development-oriented research centre (average: development represents 80% of their activities), dedicated to services for enterprises. Innovating technologies in the machine to machine communication: embarked technologies, inter-enterprises exchanges through XML technologies, web services, IP telephony.

· SIRP (Home and personal integrated services): is also more development-oriented, dedicated to services for the general public: integrated, home, nomads and personal services. 

· MAP (Middleware and advanced platforms and services)

· RESA (access networks) and CORE (core networks) are research centres dedicated to network technologies: network modelling and optimisation techniques; traffic modelling, network control and protocol appraisal.

Each R&D centre is divided into 6 to 7 laboratories that include 50 to 100 persons, and each laboratory is divided in 4 to 6 R&D units with 10 to 20 persons. R&D is organised in several geographical sites. In addition to seven centres abroad (San Francisco, Boston, London, Warsaw, Peking, Seoul, and Tokyo), there are eight sites in France: Paris, Belfort, Caen, Grenoble, Lannion, La Turbie, Rennes and Sophia Antipolis. Each R&D centre splits up into several geographical sites, they are “multisites”. It is the same for laboratories, organised on two or three sites. 

The interviews done for the case study come from 4 different R&D Centres: RESA, BIZZ, SIRP and TECH, with engineers involved in Research as in Development.

The restructuring(s)

The first major R&D restructuring happened in 1997 with the privatisation of the company. Before 1997, the R&D division was organised by site, following a local principle: whether in Caen, in Paris or Lannion, each site had its own hierarchical structure, and its own research specialisation. In 1997, a new apportionment was introduced, not local any more but by thematic units matching more or less the different markets and products, for example: enterprises, general public or human/machine interfaces. These units were from now on “multisites”. From worker’s point of view, it had five major impacts:

·   The different R&D centres lost part of their autonomy. Indeed, the regional sites were emptied of their general staff. While they were managed by directors who had technical skills, strategic vision and hierarchical power, the most elevated hierarchical level present today on site, for example in Lannion where we made a part of the fieldwork, is a logistic manager responsible for the building administration.

· Reorientation of research contents. For example, in Grenoble, micro-electronics research was stopped. It was an activity linked to a State orientation to support French industry considered as of no more importance for the telecommunication company. The complete change of activity for the site led to a massive retraining for employees. As a trade unionist pointed out, the most difficult to accept for R&D employees was less the reorganisation than the change of activity.

· Local shop stewards lost power of bargaining. As R&D centres, labs and units are geographically dispersed, they represent workers who depend, from a hierarchical point of view, from very diverse people, settled in several places, and their local interlocutor, as we said above, has no real power of decision. 

· It entailed competition between local sites. As each research thematic unit is directed by someone who, by force, belongs to one of these sites, the work done far from this power node is not always well recognised internally, and it creates interferences and competition about research areas between the different sites. Moreover, privatisation entailed a system of internal “fictive” contracts between R&D and Marketing units at Comtel, marketing units becoming the contracting owner of R&D projects. So it fosters competition between R&D units to be the one that wins the contract and is leader on a research area.

· Local sites became a physical reception structure where people don’t work necessary together, so it changed collective feeling and working conditions: more travels, more intensive use of information and communication technologies for team work as videoconferences or phone conferences, and sometimes isolated work. 
Since 2005, the company launched a new strategy and objectives for 3 years to accelerate the efficiency and commercialisation of integrated services (mobile, Internet, fixed-line in a unique network). The 2006 reorganisation is a response to put in practice these objectives as an integrated operator:

· Research and Development are formally separated. While the ratio for R&D activities was about 60/40 between Development and Research, it tends rather to 80/20 %.

· A corporate marketing is created, and at the same time, a new innovation centre and a new joint development centre in Paris with a time-to-market management model: instead of a successive chain involving R&D, information systems division (which tests the products) and marketing (commercialisation), the new organisation seeks the concomitance in the decision/production process. Each programme or project at all levels of decisions will be managed by 3 heads responsible for each division (R&D, information systems and marketing) in regular and physical contact. It means a radical centralisation of power and R&D activities in Paris, and a demand for mobility especially for project managers who live in Province. In this context – centralisation and internationalisation of activities – the question for the future, stressed by trade unionists, is the relevance of criteria justifying a regional R&D localisation. 
I. Description of the sample of interviews

For this case study we interviewed 8 workers: 2 young engineers in Paris (Eric 25 years old and Marianne 32 years old), 2 from Grenoble (Stéphane and Julien), 3 from Lannion (Stéphanie, Gérard and Maurice) and 1 from Caen (Philippe). There are all high skilled workers, with open-ended contracts. There are no new public servants since the last entrance exam in 1995. Historically, the R&D division had always hired more contractual staff than public servants compared to other Comtel departments, so the change with privatisation is not so strong. See key data questionnaires for personal and organisational context. 

II. Work biographies, career construction, trajectories

2.1
Career profile(s) in the occupational group (OG) – Characterisation of trajectories – Changes and driving forces.

For the three younger interviewees, Eric (25 years old) and Marianne (32 years old), Philippe (35), Comtel is their first job. Stéphane (47), Stéphanie (54), Gérard (37), Maurice (44) and Julien (46) have done their whole carrier at Comtel. Comtel, as a big public company offered a good and secure working frame for engineers so that you entered the company “for the rest of your life”. Beyond characteristics of the OG, we have to consider the including collective identity linked to the belonging feeling to an important national “institution”. Younger interviewees didn’t experience the transition from a public to a private company and have a shorter story at Comtel. Thus, Marianne doesn’t hesitate to talk about changing job if she is obliged to leave R&D division, the only one she’s interested in at Comtel. On the contrary, Eric seems to have integrated more clearly mobility requirement for carrier evolution, pretending he would stay more two years in the same job, trying then an internal mobility changing for another Comtel division if necessary. They both have engineer degree but not a Phd. 

2.2
Characterisation of the organisational contexts – Relations between restructuring and changes in career profile(s) and trajectories.

As it appears in key data questionnaires, doing a Phd in a laboratory at Comtel is a common way to enter the company. Julien, Stéphane, Stéphanie and Philippe did so. Their carrier trajectory took then several paths, following the 3 possible carrier lines we detailed in the organisational case study (3.2): expert line, managerial line and project manager one. For more clearness, we sum up here the main points to understand Comtel context:

· Experts generally work more closely with academic research. Becoming an expert is a narrowed trajectory because this status is difficult to achieve. Every year, a panel composed fifty-fifty by examiners from inside and outside of the company assesses the candidates. The candidate has to present a dossier telling his/her professional trajectory and justifying a specific expertise, obviously of interest for Comtel. This qualification lasts three years and has then to be reassessed. There are two levels for expert status: senior expert and emeritus expert. Within about 3900 engineers in the R&D division, there are 220 senior experts and 15 emeritus experts. The main advantage for experts is that, contrary to project managers, they aren’t compelled to geographical mobility. 

· The managerial career is another solution to progress. The more often, R&D centre or laboratory directors have left R&D for a moment to work in other divisions: it was considered as the right way to get managerial skills. But, even if you take this risk, the managerial evolution is also limited:  it is easier to be R&D unit manager than laboratory director because they are 10 times more numerous. Once you become R&D unit manager, it is not so easy to progress. New functional and transversal responsibilities (programme and pole directors for example) allow at less to change work content, but it does not mean a real income increase. 

· The last line is to stay within a lab, and to become a project manager. 

Within our panel, we have two senior experts with two different profiles: Julien and Maurice. Julien works with upstream research on more long-term projects (5 to 10 years) and look at himself as a real researcher in the academic sense of the word: “On the site where I work it is forbidden to work after 20.00, for a researcher it is quite absurd because sometimes you began to do something, you are inspired and you need to finish on your impulsion (…) but bureaucratic spirits are not able to understand that, because they only fill in excel tables”. Julien doesn’t feel restructuring has changed his job, but lets appear some concern about R&D future: “Anyway, more upstream activities are for now the less concerned in principle by these new entities [new innovation centre and new joint development centre in Paris]. They are more interested in projects (…) aiming to bring products and services in the term of one year or even less. For now, it is still admitted and accepted that we have to preserve a “secret garden” of more upstream research activities not directly driven by the demands of marketing (…). For now, it didn’t question completely the existence of R&D…maybe in the next months or years, it could questioned it more radically”. 

Maurice is the only public servant of the panel. This is a crucial point in his carrier trajectory as he tried, after Comtel’s privatisation, to leave the company and to enter public administration through ENA (National School of Administration) entrance exam. Indeed, he was very disappointed with the first restructuring (1997) because his lab in Lannion site, working on multimedia, has been linked to Rennes in the new thematic organisation. It led to competition between the two sites (Rennes and Lannion). Rennes wanted to have the leadership on this research area and didn’t value and recognise what was done in Lannion: “Even if we were in the same entity, the link we had before had still been broken”. Coming back to Comtel Maurice managed to give value to the skills he had acquired on law and economy, becoming an expert on Web and voice (previous competences) but also regulation (new competence). 

Stéphanie and Stéphane are good examples of the difficulty to progress in a managerial carrier. Both finally accepted more transversal functions, to change their job contents but without significant income increase. Their new job is in both cases linked to a reorganisation. Stéphanie began doing more upstream research in fundamental physics, oriented on components for industry but had to change after the privatisation:  “This type of activities have so much declined at Comtel- she said- because we became a research centre for the operator, and we were no more a national centre study on telecommunications; so, it completely changed the landscape of R&D”. So she started working on services as a project manager. But, after six years as a project manager, an “exhausting job position” according to her, she is confronted to her evolution possibilities. “I wanted to evolve, to change”.  Being outside of the classical hierarchical line, she chose a HR transversal function, far from her technical orientation. She is now part of the general staff of a research centre, managing skill plans, a function created recently with the last restructuring. 

Stéphane had a similar carrier evolution, going further on hierarchical scale, as he reached unit manager function during 4 years. But he didn’t feel comfortable on a management position, especially about his relations with his hierarchical superiors, and didn’t like HR aspects of the job, more and more central. He benefited from a reorganisation of the laboratory three months before (a team’s merger), to change job, becoming assistant of a laboratory director on strategic aspects, i.e. a job more technically oriented: “now, I do things I like more than before; however, it’s less visible, less recognised”. He expressed his dissatisfaction on carrier evolution as follows: “On the long run, I see my future perspectives outside of the organisation because I think I’ve done the facts of the matter about working in a big group (…) you arrive at fifty and you hit yourself everywhere, so you can do things again but I get bored, that’s it”.

Gérard is younger than Stéphanie and Stéphane, so he is still satisfied with his job of project manager. He doesn’t have a Phd and has a more development-oriented profile. Contrary to Stéphane and Stéphanie who consider their carrier evolution at Comtel is limited; he has still aspirations, and is directly confronted with the new rules requiring mobility for managing functions to have a carrier evolution. All interesting and innovative projects will be done in Paris from now on, but living in Bretagne with his wife and his two children, he is not ready, as several colleagues are doing, to work 2 or 3 days a week in the capital city. So he perceives restructuring as a threat for his carrier. 

Philippe is almost as old as Gérard, with a different profile, more oriented towards upstream research, as he has done a Phd at Comtel during a fixed-term contract of three years. That is why he is more sensible to changes of work content since privatisation, with more constraints and less creativity: “gradually, we saw length of projects becoming shorter and objectives changing (…) Research is more and more applied research, we are asked to deliver research results by three months, so it’s not really research any more (…) it really changed our job (…) We are simply coming closer to production”. Philippe has also been directly confronted to new requirements of mobility linked to the last restructuring. During six months he worked on a project for the new research centre in Paris, travelling 2 to 3 days a week, “the 35 hours were done in 3 days!» He suffered a depression when this project has been stopped, and even tried to leave the company. According to Philippe, reasons for this breakdown are related to the way he was treated. “This decision can be taken in one minute, and there is no circulation of the information (…). I’ve known it was stopped through the grapevine”. Other experiences similar to Philippe’s have been related in other interviews about people who feel “used” for a determinate work because the project is stopped due to strategic reorientations while workers were very involved in it, leading sometimes to depressive reactions. 

2.3
Influence of institutional arrangements and policies on the nature and evolution of career profile(s) and trajectories.

The thee possible paths for career development are regulated by institutional arrangements at the company level.

The individual performance is evaluated every six months by the unit manager. The evaluation depends on objectives achieved, mostly in term of products delivered, following budget’s limitations and number of patents presented. Obviously, evaluation criteria are not merely quantitative but also qualitative, according to the manager’s appreciation. Unit managers express their difficult task because they have a limited budget which does not allow them to reward all employees even if they had a good semestrial evaluation. Fixed budget has to be distributed, so managers have little breathing space. The consequence is a lack of understanding from employees who are told that there is no other choice.

An important criterion is the mobility of employees. Except for experts, who have the privilege to stay at the same place as long as they want, in the new rules, career progression is clearly depending on geographical mobility, especially for project managers. Researchers from “Province” sites frequently emphasise this situation. “If my two criteria are innovation (as research content) and staying in the region, on the long run, I would have to think about changing company” (man, 47 years old, 3 children). The centralisation on Paris, encouraged by the new management model with the three-head project management, is severely denounced.

2.4
Gender dimensions of the career profile(s) and trajectories.

We didn’t collect a lot of information about gender dimension in the interviews. However, it is not considered as a problematic issue by women themselves. “I know that some women colleagues don’t share my opinion, but personally, I’ve never felt difficulties at work, related with the fact that I am a woman” said Stéphanie. 

Marianne is more moderate, considering it is not an easy point to assess: “it is difficult to say because there are a lot of others criteria which come into play so I don’t know if it helped or impeded me at a given moment. I don’t know, well I can’t say that”. Indeed, she relates the gender dimension to a generational criteria, underlying that contrary to some cases she heard from friends of her parents (for example, men who didn’t stand to be managed by a woman), she always worked in a younger atmosphere more tolerant, in her opinion, to gender diversity. She mentions anyway that most of managers were women in the entities where she has worked before, and even the laboratory director was a woman in her previous job. However, in her opinion, company’s general direction is not very feminine. She thinks that maternity leave would be quite punishing for a professional carrier.

In an interview made for the organisational case study, a woman 43 years old with 3 children said: “As a woman, I have more freedom than a man because I can refuse a promotion. While a man could be looked down upon because he will be judged not interested in his carrier, a woman who says she takes a break for her children inspires respect! I indulged in the luxury of refusing twice!”

Comparing this opinion with Marianne’s one about maternity leave reveals the complexity of gender question, showing how subjective perception have incidence on positioning and choices in the carrier. A serious focus on the question should be able to confront these few subjective point of views both with men’s perception and structural comprehension. 

2.5
Diversity dimensions of the career profile(s) and trajectories (ethnicity dimensions).

No information coming from the sample of interviewees.

III. Changes in occupational identity

3.1
Characterisation of the occupational identity for this OG

Beyond characteristics of the OG, we have to consider the including collective identity linked to the belonging feeling to an important national “institution”. Younger interviewees didn’t experience the transition from a public to a private company and have a shorter story at Comtel.
Stéphanie, Philippe or Stéphane who started with upstream research before doing development activities as project managers all expressed the central change of their occupational identity : “it’s not really research any more” (Philippe). R&D workers explain it as the result of a more intense market pressure, which gives priority, that is to say more power, to marketing decisions. R&D workers feel that marketing demands are more and more imperative and indisputable. So, they often take commitments they know they will not be able to keep: “I have a great respect of R&D; I think that generally, people are very involved in their work, are really worried about innovation, within their enterprise; so I have a very positive opinion of what is done at R&D and I believe in the role of innovation for the good run of affairs. But in my opinion, we work more and more on the short term, hurried up by business units. (…) And sometimes it is not very efficient because marketing doesn’t listen the opinion of R&D, its hindsight on evolutions including usages of customers; marketing thinks too often according to its immediate business, unconscious about implications in terms of production and services development. So I think we tend too much to follow business units desiderata. (…) I fear that R&D become like a software and computing services company, what would be a very strong amputation of R&D” (Stéphanie)

The transition from a work planning on long-cycles of 3 to 5 years to a constant moving environment where previsions are uncertain is a major evolution for telecommunication services. In this context skills needs are oriented to more adaptability and interdisciplinarity, and Stéphanie’s fear fits with the DCQ Director opinion, expressing the evolution of occupational identity for this OG: “our researchers must be able to translate their technical ideas in business ideas”.

This evolution also means a transformation of the collective dimension for this OG. While R&D workers more upstream oriented used to work in a collaborative way, developing a relationship network outside of the company with French and foreign academic partners, or industrial researchers, working with development means working for internal business units. Those, as Julien, who still do upstream research at Comtel have to accept a constant compromise between overhead responsibilities within the company and keeping time available for more fundamental research, turning their activity visible outside of the company: “We have to take care of both options. If you remain only turned to internal structure, you don’t exist any more as a researcher. Because a researcher exists publishing, going to conferences, participating to experts groups with researchers from others Comtel’s entities, but it is not valued internally” (Julien). 

Privatisation and spatial reorganisation of Comtel changed identification of workers to the enterprise, reinforcing the feeling of belonging to the company. According to Stéphane who works in Grenoble, specialisation of this site on micro-electronic before the privatisation, created a local ecosystem quite disconnected of the whole group: “For me, Comtel was just a name on my pay slip; otherwise, I didn’t feel so much I was working for this group because we were a bit in autarky. Now, it is the right opposite, it has changed a lot”. 

3.2
Changes in occupational identity 

Specific functions experienced an evolution with restructuring:

· Directives given by the new joint development centre (DC) have priority on other activities. In this context, laboratory directors have lost autonomy in research orientation. “Since July, we passed to a DC organisation. It functions in a completely different way. Instead of depending of the laboratory director who gave the annual program, with business units we already knew, we are now a sort of business unit for the DC, which manages everything, short-circuiting the laboratory manager (…). For example, at the end of this year, two tasks have been cancelled because of the DC priority” (Eric).
· ¨Profile of laboratory directors also changed from technical to managerial skills, and their authority is not always legitimated by R&D workers who have a technical background.  “Over me, there are people that I and even the others have difficulty to respect on technological point of view. Let’s say that for 15 years, there was a rule: managers were more competent than people below, more experienced. Now, I think managers are more business strategists. So, all the hierarchy over me are rather bosses on products, who worked in business units before” (Stéphane); “The problem we have in the labs is that they put as hierarchical managers people who don’t know what is research and who tend to behave as if it was a call centre or a warrant officer with a troop of soldiers!” (Julien). 

· Manager of research units have less scientific responsibilities and their function becomes rather HR oriented: managing people, skills, doing evaluation interviews. That’s why, for example, Stéphane got tired of managing a research unit, and others interviewees for the organisational case study mentioned the same evolution as a source of dissatisfaction. 

3.3
Relations between restructuring and changes in occupational identity for this OG

3.3.1
Centralisation in Paris

Lack of formalisation in the way of working leads to a bad communication and province workers complain about decisions that are taken informally, “discussing in the corridor” and don’t circulate. “We’ve been asked to do something – said a research unit manager – and then I’m told that this is another person in Paris who is finally in charge of the project…after that, they had technical problems and they came back to us. Honestly, it’s not a constructive way of working because people aren’t part of the day-to-day network of relationships there. And it’s really a disposable use of workers: I need you for this stuff, thank you and it’s over, bye bye”. (a research unit manager)

It has consequences on team work and solidarity : “Workers from Paris barely delegate responsibilities to people who are far from them (…) so it is a bit complicated to work like that” (Stéphane)

Requirement of mobility is perceived as a threat for carrier evolution and beyond, for identity at work. “It is part of every day talks with colleagues, we have the sensation that if we don’t play the game [i.e. accept mobility], we could quickly experience a constructive dismissal” (Julien). Mobility “catechism’ , according to Stéphanie’s words, which tacitly impose to workers to change job position every 3 or 4 years, is also denounced as being in complete contradiction with the profession of researcher as construction of a technical competence can take years. 

3.3.2
Restructuring leads to break internal relationship network. 

“Teams are re-dispatched between different labs because labs are moving, their structure grows or change thematic closer to their core-business, people who are not interested in new thematic leave the lab for other teams (…). I was part of several networks that were broken with restructuring two years ago because organisation changed, work changed, I couldn’t find my way anymore. When I needed something to make the activity easier or to get some information, I made a phone call to a friend, but he wasn’t working on the subject anymore and I wasn’t able to know who was then in charge of the dossier.” (Philippe) 

“When you need a very precise technical information and you remember of a person or another who have these competences, anyway he will move …we loose a lot of time looking for the right interlocutors” (Stéphanie)

3.3.3
Spatial reorganisation of sites

Spatial reorganisation of sites led to more competition as we said in the introduction: “In my opinion, local organisation was very important; we were in a lab a bit academic, where there were a lot of debates with the others, presentations were organised every week and we received a feed-back, at that time we had really peers. (…) Today there is more competition because there is overlapping between entities” (Maurice)

It can also lead to lonely work: “I depend directly on Research Centre Assistant of the Director, who is in Paris (…) so I don’t really have colleagues within the organisation” (Maurice). Gérard partly decided to change his job position because he was tired of isolated work, being in Lannion while the whole team is in Grenoble.  

Reorganisations linked to strategic orientations leads sometimes to stop, to “put in the fridge” several projects from one day to another. Decisions are taken on the top of the hierarchical scale and workers feel they are deprived of their work without any control of the situation. It has consequences on motivation at work, and can provoke depressions. Philippe, directly confronted to the last reorganisation, especially denounced the lack of clear information policy at Comtel.

IV. 
Quality of work

4.1
Relations between restructuring organisations and working conditions for this OG – Changes occurred and their evaluation.

Dispersed working teams make high use of tools of communication from a distance, like sharing windows desk or only precise applications opening an Internet session for power point presentations for example. At less, once a week, according to Eric, distant meetings are organised that way. But several interviewees mentioned however a low use of these tools or bad equipment for conference calls for example. Province workers mainly complain about that, because they are the ones who have to travel to Paris, and they think some work wouldn’t need a physical contact.  For them, it means wake up early in the morning, be out of home several days. “I mistrust a little…you can be caught up in the system, the more you work with distant people who don’t move and who are not equipped with videoconference etc. the more it becomes a habit that we come and so (…) it becomes almost natural for them that we come for a two hours meeting” (Stéphane, from Grenoble).

4.2
Management of working time for this OG – Current situation, trends, expectations.

All interviewees consider they have a large autonomy to manage their working hours and they appreciate it very much. “In this kind of work, we have never finished. So, you have to find your own and personal balance (…); we are lucky to have autonomy at work so I think overtime is not an adapted vocabulary. ” (Stéphanie); “we have intellectual works; there is no cut like for factory workers” (Philippe). 

Several workers declared that they could easily work at home if necessary. Company telecommunication technology gives them more flexibility: mobile, Ip and fixed-line phone are all connected so you cannot miss a call if you are at home. Generally it concerns private life obligations and specially children but for more upstream researchers it can also be useful to stay at home for specific activities like reading because they are less interrupted.  Julien: “You have to learn how taking the time for concentration not to be disturbed, if not, we don’t do research anymore. If you don’t have the time for pure reflection, when you take your head into your hands, you are not a researcher any more”. 

A trade unionist observed that with this increasing flexibility, related to mobility and new technologies (laptops, mobile phone, internet secured access to the Company network, etc.) limits between working time and private time are blurred. More and more employees, even if they leave workplace earlier, work at home in the evening, in the week-end or keep in touch during their holidays. But as mentioned by Stéphanie and Philippe, it is considered as a normal situation. We can assume that it is related to their professional identity as researcher: intellectual work and interest is “part of life”. 

However, Marianne who works in a development lab complains about acceleration of pace work within the new program (new DC). R&D is asked by marketing to deliver products much more quickly: “We are asked to do feasibility studies from one day to another. But feasibility studies can’t be done like that, experts have to contribute to be sure of what we are talking about. Thus, these studies are not always well done because they are delivered too soon. So, we take commitment on things not especially reliable. (…). Typically, on our project, there is a big function of the application that we may not be able to product because we assessed it was feasible but finally, since six months, we don’t manage to make it work!” 

Moreover, in the context of Comtel’s debt, size of R&D teams is optimized. It can lead to more workload, staying longer at work for additional tasks. 

Finally, several interviewees indicated that e-mail consumes a lot of time. Marianne : “It is worse and worse; you can go to the toilet, and when you come back you have 20 e-mails!” Julien underlines that mail is not well used; people reply very quickly: it means there are driven by interruptions and don’t concentrate

4.3
Gender dimensions of the approach of working conditions 

We could not find any information, which hints at gender specific aspects of the approach of working conditions. 

V.
Learning and skills development

5.1
Changes in skills requirement for this OG – Explicative factors and evaluation.

As it appears in key data questionnaires, doing a Phd in a laboratory at Comtel is a common way to enter the company. Julien, Stéphane, Stéphanie and Philippe did so.

Main professions in R&D are: research engineers, network architect, developer, application integrator, project leader, ergonomist, system designer, and patent engineer.

Current skills needs concern all emerging markets and technologies: mobile devices, audiovisual, multimedia, new architectures like IMS, home network, software services, voice over IP. Software skills are a priority. 

The Director of DCQ (Directorate Competence and Quality) notes a sort of “schizophrenia”: “keep competences necessary to traditional systems because we still need them, evolving at the same time very quickly towards new professions, new technologies and new services (…). Our researchers must be able to translate their technical ideas in business ideas”. This rapid evolution is mentioned as being faster than previsions made about it. Marianne, observed there were very quick technological changes, “so we are enormously challenged to be trained to new technologies”. 

See 3.2 for changing profile of laboratory directors and R&D units managers from technical to more HR skills. 

5.2
Management of learning and skills changes for this OG 

Training is defined as an objective of the biannual evaluation with the manager. There is a big objective for the group to foster professionalisation and retraining in defined priority areas among Comtel’s employees in order to avoid recruitment. That’s why a new directorate dedicated to skills management, the DCQ, has been created in 2004. For example, the new DC needs more ergonomists, so an external one-year formation is organised with a University in Paris for the job group. The same “professionalisation path” was decided for R&D engineers to allow them to get a PhD or a HDR (enforcement to manage research). A new function “skills manager” has been created to follow a specific professional population in a transversal way, in all R&D centres (ex: system architects or software developers), to discuss their problems and needs, and allow them to have access to targeted training on important technical skills for business evolution. 

5.3
Gender dimensions in the changes in skills requirements

We could not find any information which hints at gender specific aspects of the approach of skills requirement, except Marianne’s experience. She has been selected for a specific HR program called “Espoir”, launched 2 years ago, aiming to identify a group of workers on whom the group will invest for more qualified training. The selection includes interviews with top managers, and around 40 persons a year are accepted. Marianne mentioned that very few women have been selected. She only met one.

VI.
Work-life balance

6.1
Family friendly policies for this OG and gender dimensions of the relation work/family.

The interviewees did not mention any specific work-life friendly policies and did not report any specific information on the gender dimension of this issue.

6.2
Relations between work and family for this OG. 

Province workers consider that working in a small town is a big advantage to organise the conciliation between work and family life as distances (between work and home) are smaller and with less traffic than in Paris. They can face more easily unexpected thing s happening with their child for example. 

Province workers also appreciate very much extra-work activities in their living environment, especially sportive ones (mentioned by Gérard in Lannion, Julien and Stéphane in Grenoble), or associative (Maurice). 

Also see 4. 2 about blurring frontiers between work and private life. 

VII.
Conclusions

7.1
Basic characteristic of the case study.

The central aspect of restructuring is on the one hand the privatisation of Comtel, and on the other hand a change of governance fitting with the introduction of a new business model in which marketing has more power of decision. This led to a new geographical structure and changes in internal power relationships between R&D and Marketing divisions.

7.2
Global evaluation of the relation between restructuring, work organisation and quality of life for this OG.

It is important to stress that since the beginning of the privatisation process, which started in the 1990’s, employees perceive restructuring as a continuous and progressive movement of company transformation. As Maurice said: “It’s like the wine, you have vintage years: here every year has its reorganisation”. 
The following issues became apparent in this case study:

· Workers feel more and more compelled to geographical mobility for their carrier evolution

· With the introduction of time-to-market model, time pressure increases and it becomes more risky and difficult to do more long-term research dedicated to real innovation.

· Spatial reorganisation entails more competition between R&D labs and units

· Reorganisations lead to stop projects from one day to another; it provokes demotivation of workers who were involved

· Workers have a lack of information about the on going restructurings

· Feelings of collectivity are deteriorating: due to geographic dispersion of teams and to the repetitive break of internal networks. 

7.4
Importance of the case study results for the WORKS research questions.

· There is a difference between younger workers who are less conscious of Comtel’s evolution from a public institution to a big private company, and older ones who experienced the transition. 

· According to their background (having or not a Phd would be the criteria), R&D workers are more or less sensible to the evolution of their function from more “pure” research to a more productive role.

· Several functions as laboratory director and R&D unit manager, are evolving from a technical profile to a HR profile.

VIII. Key data questionnaires

	Personal information

	Name/Code
	Stéphane

	Gender
	Male

	Age
	47 years old

	Ethnic origin (native, migrant …)
	French native

	Family status
	Married

	Responsibilities in the family/support (short description)
	His wife is a teacher, the younger son is in the same school than his mother. The elders are independent.  They both do household tasks.

	Children (number, age)
	3 Children

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Entered Comtel doing a Phd 

	Job history (changes, perspectives, experience of unemployment)
	Whole carrier at Comtel. R&D department, assuming several functions, always in Grenoble: Engineer in micro electronic, then project manager for telemedicine services and 4 years as a manager of R&D unit. Since 3 months: assistant of a laboratory director on strategic aspects.

	Current job

	Type of organisation (name and short description)
	Stéphane is part of a the laboratory “marketing, usage and new services to enterprises”, both research and development oriented.

	Present job (job title, position, perspectives)
	Stéphane is actually working, since three months, for the director of the laboratory “market, usage and services to enterprises”, on strategic orientations. He works in Grenoble and doesn’t want to leave the region.

	Short description of tasks (changes due to restructuring)
	He was working as a manager of an R&D unit but he didn’t like the HR aspects of the function. The reorganisation of his laboratory was an opportunity: it allowed him to assume more strategic functions, alongside  the director of the laboratory.

	Working hours
	With a more centralised organisation of work on Paris, he has to travel once a week to the capital city, waking up very early in the morning. His normal working hours are from 8.00 to 18.30. But he decided now to work half-day a week at home to have more calm fore specific tasks and have lunch with his younger son.

	Access to training (formal and informal)
	The access to training is easy. Workers use Intranet to apply, by their own initiative, or on advices of their managers. He had access to training in management when he assumed management responsibilities. He mentioned that a waiting list could be useful for specific training very demanded.

	Experience of restructuring (main changes in personal job situation
	Since he doesn’t want to leave Grenoble, the problematic aspect of the new organisation rules is for him the geographical mobility, required to get a carrier evolution.


	Personal information

	Name/Code
	Stéphanie

	Gender
	Female

	Age
	54 years old

	Ethnic origin (native, migrant …)
	French native

	Family status
	Married

	Responsibilities in the family/support (short description)
	2 children

	Children (number, age)
	Used to share household tasks with her husband. Her children are today independent. 

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Entered the company doing a Phd in a laboratory near Paris

	Job history (changes, perspectives, experience of unemployment)
	Did her whole carrier at Comtel. Stayed around 10 years in the laboratory in Paris. Then moved to Bretagne region. She describes the evolution of her activities as the mirror of the changes in the enterprise: she began doing more academic research in Paris, to work later as a project manager on TIC services in Bretagne during 6 years. 

	Current job

	Type of organisation (name and short description)
	She is part of the laboratory “access network

	Present job (job title, position, perspectives)
	Stéphanie is today part of the general staff of a Research Centre on network technologies, in charge of the management of skills, a new function created during the last reorganisation.

	Short description of tasks (changes due to restructuring)
	Initially dedicated to academic research (publications, conferences), she moved to Lannion and managed several projects on education and training from a distance and more recently on domestic services. She didn’t follow the hierarchical carrier line, so tired of managing project the only way to have a carrier progression was to assume transversal tasks as the management of skills for the research centre.

	Working hours
	8.30 to 19.00, but it is a changing working hour, with a large and appreciated autonomy. She declared leaving the office earlier when she had to take care of her children, working sometimes at home.

	Access to training (formal and informal)
	Didn’t mention any specific training.

	Experience of restructuring (main changes in personal job situation)
	The new organisation (2006) created a Directorate of Competence and Quality, and a new function in each Research Centre: manager of skills. So reorganisation was an opportunity for Stéphanie to change her job contents. She benefit from a sort of “tested” function that will be soon generalised in the whole company.


	Personal information

	Name/Code
	Gérard

	Gender
	Male

	Age
	37 years old

	Ethnic origin (native, migrant …)
	French native

	Family status
	Married

	Responsibilities in the family/support (short description)
	Shares household tasks with his wife. As her work is more distant, he takes care of the children on the morning and in the evening. His wife doesn’t work on Wednesdays, taking care of the children.

	Children (number, age)
	2 children

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Engineer degree. 

	Job history (changes, perspectives, experience of unemployment)
	Whole carrier at Comtel. First in Brest and Rennes, and then in Lannion. Worked one year in Grenoble, following his wife, but they finally came back in Bretagne. He doesn’t want to move any more.

	Current job

	Type of organisation (name and short description)
	He is part of a laboratory on business services gathering 5 units: 3 in Grenoble, 1 at Sophia-Antipolis and 1 in Caen, he is alone in Lannion.

	Present job (job title, position, perspectives)
	Gérard is a project manager in a laboratory working on conception and development of services for enterprises. The project is on e-learning solutions. He is now changing his job position as manager of a bigger project in the same laboratory.

	Short description of tasks (changes due to restructuring)
	After the previous Comtel reorganisation (2 years ago) all laboratories were divided in several geographical sites. Gérard is alone in Lannion. Tired to work alone, he wants to change and be part of a research unit in Lannion.

	Working hours
	Working hours are flexible. More or less from 9.00 to 18.00. He works exceptionally at home on the evening or during the weekend.

	Access to training (formal and informal)
	Didn’t mention any specific training.

	Experience of restructuring (main changes in personal job situation)
	Gérard is worried about his new job position. He is negotiating the change of job as a project manager but in the new organisation (2006), most interesting projects are managed in Paris. He feels there is a pressure to accept geographical mobility, long- term contracts with 3 days a week in Paris. As he wants to stay in Bretagne, he is worried about his future carrier evolution.


	Personal information

	Name/Code
	Eric

	Gender
	Male

	Age
	25 years old

	Ethnic origin (native, migrant …)
	French native

	Family status
	Single

	Responsibilities in the family/support (short description)
	Live with his parents.

	Children (number, age)
	0

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Master at University and engineer school degree.

	Job history (changes, perspectives, experience of unemployment)
	Within the engineer school, he was part of an association called “junior enterprise”, intermediary between the students and the enterprises. Through this structure, he worked 2 months for Comtel R&D, then made an internship of 6 months in the same R&D laboratory and was finally hired with an open-ended contract.

	Current job

	Type of organisation (name and short description)
	He is part of a laboratory localised in Lannion, his R&D unit is the only one in Paris.

	Present job (job title, position, perspectives)
	Engineer, tester, integrator for network services. His project is to stay more two years in the same job and then try intern mobility, at R&D or another department, less technical.

	Short description of tasks (changes due to restructuring)
	He is in charge of security tests for WiFi access. 

	Working hours
	Feels free in relation of working hours on condition that work is done. Generally, he works from 9.00/9.30 to 18.30, or 17.00 at the end of the week. Lunch lasts 45 minutes maximum.

	Access to training (formal and informal)
	Training is defined as an objective of the biannual evaluation with the manager. As he has just left school, Eric doesn’t want to do it but is constrained by the evaluation. He has to find the right training proposal on the Intranet, which is then validated by the manager. The process does not concern HR services.

	Experience of restructuring (main changes in personal job situation)


	Even if he was hired a short time ago, Eric has experienced the last reorganisation which separates more clearly management of Research on the one hand, and Development on the other hand, with the creation of two “superstructures”. He has now to work proprietarily for the Development “superstructure”. But being part of the laboratory, he is still asked by the laboratory director to do other tasks. Restructuring brought confusion in work organisation, conflicts between the old and new hierarchical degrees for definition of priority tasks, which partly redound to the workers.


	Personal information

	Name/Code
	Maurice

	Gender
	Male

	Age
	44 years old

	Ethnic origin (native, migrant …)
	French native

	Family status
	Married

	Responsibilities in the family/support (short description)
	Have flexibility to adapt his working time to family life.  Children’s travels to school are divided with neighbours. Doesn’t mention his wife.

	Children (number, age)
	3 children

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Engineer degree

	Job history (changes, perspectives, experience of unemployment)
	Entered Comtel in 1993 as a public servant. Worked until 1997 on Web emerging and has managed one R&D unit. Then he made several attempts to change job, first outside Comtel, then inside the enterprise. In 1999, he was assigned to Political Science Institute and to the Ministry of Finance to prepare the concourse of ENA (National School of Administration), but failed and came back to Lannion. Two years ago left three months to China for the potential creation of a laboratory in Canton, but it didn’t work. He recently (2003) became an expert senior (see organisational report for more details on this status). 

	Current job

	Type of organisation (name and short description)
	He is part of the laboratory “Home and personal integrated services” in Lannion but has no direct colleagues on site.

	Present job (job title, position, perspectives)
	He is actually an expert senior on several matters: Web, voice and regulation. 

	Short description of tasks (changes due to restructuring)
	With the first restructuring following privatisation (1997) Comtel decided to pass from a geographical structure to a thematic one, breaking local ecosystems. Therefore, the site of Rennes managed from now on multimedia activities. It entailed power conflicts, Maurice’s job was not as well recognised as before. That’s why he decided, in 1999, to try changing job. When he came back, he managed to give value to his new skills becoming an expert. As an expert, he makes reports, analysis, presentations and recommendations, following global evolutions in telecommunication area

	Working hours
	Have a quasi-total latitude on this aspect, have to make shift with expectative that were defined. 

	Access to training (formal and informal)
	Coming back to Lannion in 2000, he benefited from training reserved to high potentials, sort of MBA in a business school (ESSEC). The training was supposed to prepare to jobs abroad, but the context was not auspicious and he didn’t get any foreign job position.

	Experience of restructuring (main changes in personal job situation)
	Last reorganisation (2006) led to the creation of a new Research structure. He has been asked to manage a part of this structure on regulations. He is happy with this change because academic research was completely stopped since 1997,and he is now participating to relaunch it through contacts with French and foreign academic partners. 


	Personal information

	Name/Code
	Julien

	Gender
	Male

	Age
	40 years old

	Ethnic origin (native, migrant …)
	French native

	Family status
	Single

	Responsibilities in the family/support (short description)
	Leaves alone

	Children (number, age)
	No children

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Academic profile

	Job history (changes, perspectives, experience of unemployment)
	He entered Comtel in 1983. Expert senior since 6 years. 

	Current job

	Type of organisation (name and short description)
	He is part of a research-oriented laboratory in Grenoble. Almost all its staff is in Grenoble.

	Present job (job title, position, perspectives)
	Expert senior in a laboratory of the most Research oriented R&D Centre called “Technology”. He is currently a project manager gathering 20 to 30 people from all R&D sites. As a more research oriented profile, he also works on collaborative projects financed by ANR (National Agency of Research) or European Commission.

	Short description of tasks (changes due to restructuring)
	Works on “new human interfaces” and communicating objects. The name of the laboratory is: “Innovative Interfaces and Devices for Everywhere for All”. Grenoble site used to be specialised on micro electronic research but after privatisation these activities completely stopped. 

	Working hours
	Works a lot. Complains that offices close at 20.00 while a researcher can’t be interrupt if he’s in the middle of his reflection. Without family responsibilities, can work at home in the evening. Work sometimes at home during the week for tasks needing more concentration (to read for example)

	Access to training (formal and informal)
	Didn’t mention any.

	Experience of restructuring (main changes in personal job situation)
	Considers that as an “upstream” researcher, he had his job less influenced by the last restructuring (2006) than people working for more productive entities. 


	Personal information

	Name/Code
	Marianne

	Gender
	Female

	Age
	32

	Ethnic origin (native, migrant …)
	French native

	Family status
	Lives with his boyfriend

	Responsibilities in the family/support (short description)
	

	Children (number, age)
	No children

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Engineer degree.

	Job history (changes, perspectives, experience of unemployment)
	Entered Comtel in 1997. Began as an engineer during 3 years in another department of Comtel called ROSI, working on intern information system. Then became a project manager for 2 years. In 2002/2003, changed and came to R&D department where she is a project manager.

	Current job

	Type of organisation (name and short description)
	She is part of a R&D Centre called Business in the laboratory “Network Enhanced Services Solutions”. 

	Present job (job title, position, perspectives)
	Project manager.  Thinks she will have to leave R&D for another entity because of mobility requirement but R&D is the only entity at Comtel she is really interested in, so she’s thinking about leaving the company in the future. 

	Short description of tasks (changes due to restructuring)
	Manages a project called “Business Dual”, a service for enterprises on integration of terminals, WiFi Access Points and IP cars services. 

	Working hours
	Generally: 9.30 to 19.30/20.00 but depend on the project and the phase of the project, if less complicated can quit at 18.00/18.30. Says that when she’ll have children, she will probably accept less things at work.

	Access to training (formal and informal)
	Trainings to be a project manager. Does training once a year.

	Experience of restructuring (main changes in personal job situation)
	Says restructuring hasn’t impacted her but also mentions a new program for the group (Next) which led to accelerate working pace. 


	Personal information

	Name/Code
	Philippe

	Gender
	Male

	Age
	35 

	Ethnic origin (native, migrant …)
	French native

	Family status
	Married

	Responsibilities in the family/support (short description)
	He brings his son to school in the morning. It is the only domestic task he mentioned. 

	Children (number, age)
	1 child

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Entered Comtel doing a Phd 

	Job history (changes, perspectives, experience of unemployment)
	Comtel is his first job. Began doing a Phd during 3 years. Then hired with an open-ended contract in 2000. Software developer and project manager since 5 years.

	Current job

	Type of organisation (name and short description)
	 He is part of an R&D unit working on telephony over Ip.

	Present job (job title, position, perspectives)
	Project manager

	Short description of tasks (changes due to restructuring)
	He managed several projects and worked on 23 projects. He is very critical on how restructuring modify and destroys relationships networks within R&D.

	Working hours
	Autonomy is mentioned as one of the vantages of working in R&D department. Begins at 9.30 and work sometimes until 20.00, or less, depending on workload. He has another job as teacher, gives evening classes to adults on computing. Says he hardly makes the break between work and home, working sometimes at home during the weekend and in the evening. 

	Access to training (formal and informal)
	No information on training

	Experience of restructuring (main changes in personal job situation
	He was directly implied on a project for the new research “superstructure” during 6 months, but this activity was stopped suddenly and he had a depression. 
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