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Introduction

The focus of this case study is the occupational group of employees who worked in the Belgian export operations department of Maltco, one of the major global breweries. This department has been offshored to a business shared service centre (BSSC) in Prague, Czech Republic at the end of 2006. The Belgian organisational case study on logistics gives an extensive description and analysis of the characteristics and impact of this restructuring.  For reasons of clarity we provide a brief overview of the process of the subsequent restructurings which have impacted on the occupational group under investigation.  

The company: Maltco
The Belgian roots of Maltco can be traced back to the brewery Cornco, established in the 14th century in Leuven (B). In 1987 Cornco merged with another major beer brewery Maizco, which was located in Jupille, and changed its name into Hopco. In the subsequent years the company took over other breweries, first in Belgium and later on abroad. Until 2000, Hopco operated as a family-owned business. Thereafter it became a publicly owned company trading on the stock exchange. In 2004 a new phase of growth started when Hopco merged with one of the major Brazilian breweries, Sugarco, changing the name of this new merged company into Maltco. Maltco continues to take over breweries in new markets and has established itself as one of the major beer brewing companies in the world. The company has subsidiaries or plants all over the world and has a very diverse product mix: it sells over 200 brands in 130 countries. 

The department and its activities: the export operations department
The export department is responsible for taking and processing orders from subsidiaries from outside of the region (i.e. in our case study Belgium, France, the Netherlands and Luxembourg). More specifically, this entails the following activities:

· Taking orders (by phone, e-mail, fax) from Maltco subsidiaries abroad and entering these orders into a computerised system. The orders are sent to the replenishment department.

· Processing the orders:

· Calculating the fill up of containers with the different products demanded. To assure cost-effectiveness of the delivery, containers have to be filled up completely before they are ready for transport. Since the product mix of Maltco is varied, these calculations are rather complex. As one of the employees illustrates: “We have a disadvantage in comparison to other companies, because our products are very diverse: cans, bottles, different brands. In other breweries you only have one product, so it’s easy to fill up a container. But we have to make all kinds of calculations [to realise the optimal combination for a full container]”. 

· Organising and planning the transport of containers by ship, plane or truck. This also includes contacting the transport companies to make arrangements. 

· Once the replenishment department releases the order (see further), the export department has to contact the transport companies. 

· Arranging the needed certificates to transport the cargo abroad.

· Arranging pre-inspections: contacting government institutions that check the containers (for instance, to see if there are no weapons or illegal products hidden).

· Contacting the clients (i.e. the subsidiaries) and keeping them updated about the progress of the order processing (i.e. possible delays, available stocks, …).

The export department works closely together with other departments: 

· The customs and excises department. This department has to make sure that all customs and excises related issues are in order to transport the cargo abroad. 

· The replenishment department: receives orders from the export department and has to check if/when the demanded volume is in stock. If this is not the case, the department has to contact the brewery or other warehouses nearby to make sure that the ordered products arrive. Once the ordered volume is in stock, the department releases the order, by signalling the export department. 

In terms of tasks performed, the export department is similar to the order processing department. This department takes and processes the orders from customers within the region only. The activities are less complex, because they do not require the international interaction.

The restructuring(s)

In our case study we focus on the export activity of the business function logistics within the Belgian-Netherlands-France-Luxemburg region (Benefralux) of Maltco. Export entails entry and processing of orders from subsidiaries of Maltco abroad. The export department of Benefralux is located in Leuven and has been partly offshored to the Maltco owned business shared service centre (BSSC) in Prague, Czech Republic, in 2006. At the moment, Leuven only possesses a retained organisation for the export activities, which is responsible for solving the problems due to the restructuring. Once the BSSC is fully operational and effective, the retained organisation in Leuven will close down.

This restructuring is part of a broader restructuring called Outex. Outex involves the creation of a BSSC model for selected transactional activities within its export, finance and procurement functions of most of the European countries where Maltco has subsidiaries. The ultimate objective is the creation of a single integrated cross-functional organization that is able to deliver a greater focus on the consumer, customer and the supply chain. While export activities are moved to Prague, finance activities have been moved to Budapest in Hungary.  

In practice, Outex is closely linked to two other restructurings. The first – called Bremex - occurred in 2001 and entailed the move of export activities to customers (in contrast to subsidiaries of Maltco) to Bremen in Germany.  As a result of Bremex, the employees involved in these activities in Leuven joined the employees working on export to subsidiaries. 

The second restructuring – the Blueprint – is a much broader and all-encompassing organisational restructuring. The establishment of Maltco as a global multinational has prompted the top management to develop a global strategy, called Blueprint, for the organisation of its value chain. According to the management, there was a lot of variety in organisational structures between and within Sugarco and Hopco, which jeopardized the efficiency of the new integrated company Maltco. The implementation of this Blueprint is now underway and should be finalized in 2007. The Blueprint implementation has severe repercussions on the organization of each of the business functions.

1. Description of the sample of interviews

1.1
Short profile of the interviewees (professional, personal and familial) and their working situations and organisational contexts.

For this case study we interviewed in total 9 employees. These included the following:

We interviewed 7 of the 8 people who were working in the export operations department in Leuven before the Outex restructuring. The 8th person, who we did not interview, looked for and found a job in another company.

Of these seven people, five worked as export operations officers and carried out similar tasks and had the same working hours. Tina and Fabienne lost their jobs due to the Outex restructuring: they were sent on early retirement. Tina is 52, married, has three children, and has been working as a management secretary in different departments of Maltco before she joined the export operations department in 2001. Now she is looking for interim work. Fabienne is 55 years, married and is now looking for interim jobs too. Marie is 44, two children, married, and holds a degree in accountancy. She first worked at the accountancy department of Maltco. When this department was offshored in 1991 she joined the export operations department. After the Outex restructuring she applied for the job of administrator in the order processing department, but she did not get it. Instead she got a job as order processing officer. The job of administrator was allocated to Evert. Evert, 40 years, married, no children, started his professional carreer at Maltco, as an accountant. In 1998 he joined the export customer services officer. After Bremex RS, he moved to export operations where he became an export operations officer. After the Outex RS he applied successfully for the aforementioned job. Caroline, 38, living together, no children, worked from 1988 at the export operations department. In the beginning she also carried out tasks of the customs and excises department. After the Outex RS, she was the only officer who could join the retained export operations department. She follows up the Outex RS at the moment. Rik and Michel had different positions than the other employees within export operations. Rik, 47, married, 1 child, started working at Maltco in 1992 as an IT operations manager in 1992. In 2002 he moved to the export operations department to take up a job as expert IT user. When the export department was offshored, he was relocated within logistics of Maltco to the replenishment department, where he became coordinator. Michel, 57,married, three children, has worked within the export department since 1977. In 1996 he became manager of the export customer services department and in 2001 of the export operations department (after the Bremex restructuring). Now he is manager of the retained export department.

The last two people in this case study have not worked within the export operations department but carried out similar jobs, and – especially David - worked closely together with the export operations department. David, 46, accountant, single, lives with his mother, started working at Maltco in 1982 in different departments and was relocated every time his department was offshored or underwent a restructuring. In 2004 he joined the customs and excises department. After the Outex RS he moved to order processing and joined. Lastly Raf, 53, married, 2 children, works at Maltco since 30 years (in different departments). In 2006 he joined the order processing department (as an officer) and after the Outex RS, his job was given to David or Marie, and he moved to the department call off of raw materials.

2. Work biographies, career construction, trajectories

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

See 2.2

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

The predecessor companies of Maltco - Cornco and Hopco - used to be known as one of the most stable employers of the region. Once you were employed at Hopco, you had virtually secure employment for the rest of your life. This is illustrated by the long period of time that the people in this case study have spent at the company: 20 years or more is not an exception. Rik, the most recent arrival, also works for 14 years at Hopco/Maltco. Not surprisingly, for most interviewees Cornco/Hopco was their first or second employer. Besides the job security, Cornco/Hopco offered attractive job conditions, was close to home for most interviewees, and had a very good reputation in the region. 

Interestingly, almost nobody at the export operations department or the other interviewees held a position which was directly related to their studies. The first position they held might have had a direct link with their degree, but most of the interviewees moved after some time to other departments and functions. As a consequence some interviewees have carried out multiple functions and tasks at the company. Raf, for instance, is a car mechanic. He started his career at Cornco in the garage, but moved relatively quickly to warehousing where he carried out a variety of functions. As he notes: “Only for a very short period of time did I carry out tasks for which I had studied. [The management] thought I had other qualities and they tried to let these come out.” As such, the interviewees acquired the skills to carry out the new tasks on the job itself, they learned on-the-job. This was typical for Cornco/Hopco.

Moves between the different departments occurred either because the management recognised some potential in the employee (as in the case of Raf), or because the employee’s requested it, or – and this is more current – due to internal reorganisations. Indeed, in the last 30 years the company has grown dramatically. From a family owned business (when it was still known as Cornco) operating mainly for the Belgian market, it evolved into a publicly owned multinational company trading on the stock exchange. The merger with the Brazilian Maizco has introduced a different organisational and business culture, which is characterised by (among other things) dynamism but also insecurity in terms of job tenure, and a continuous reorganisation of the value chain. 

The career trajectories of the OG illustrate this.

For instance, Michel and Evert first worked in the export customer services department and then moved to the export operations department as a result of the Bremex RS. Marie started working as an accountant in the accountancy department, but when this department was offshored, she moved to the export department. “I [worked in the accountancy department] for eight years, and I liked it very much. Then Cornco merged with Maizeco. That’s the first restructuring I witnessed. The complete accountancy department was moved to Jupille. But my children were very young at that time and I had to leave home at 6h45 to arrive at work in time. I told HR that I wanted to remain in working Leuven (..) [and the management told me I could start in the export department” (Marie). David first carried out administrative tasks in the warehouse department and after nine years applied for a job in a newly established IT helpdesk department. Here he worked for 13 years, but then Maltco decided to outsource this activity to a big external IT company. The employees of Maltco were also outsourced, but he refused this: “I did not feel like going to [the external IT company], because you never know where they will dump you in [another city].” Instead he was relocated to the excises and customs department. Also Tina first worked for many years as a management secretary in different departments and when her position was not needed anymore, she was relocated to the export department. 

The Outex RS has confronted the employees with yet another RS. 

Some of the interviewees also expperience the latest changes in their career trajectory as a degradation. Tina and Fabienne did not want to go on early retirement, but saw themselves foced to, since their jobs became redundant and their age made early retirement possible.  Others, have now less challenging jobs. Marie illustrates this: “[my new function as order processing officer] differs greatly from what I used to do, I did not loose my wage, but in terms of knowledge intensity it is much less complex work (..) I only have to know French and Dutch and I just have to enter orders [while in the past] I used to make calculations, (..) booking, (..) solve problems with customers (..), yes it is a big difference indeed.” Only two interviewees were happy with the change in position. Evert got a promotion to order processing administrator, and Raf got a more challenging function in the raw materials department: “I have already had many different functions. That is also my attitude. I do not want to stick to one specific function (..) I have always been keen to learn more things (..) this new function allows me to get to know another aspect of brewery operation, notably the production preparations.”

In the last years, the power of the employees to control and to direct their own career trajectory at Maltco has decreased significantly. This seems especially true for employees over 40 years old. As a result, Maltco is not regarded anymore as a company where job tenure is secure for life, but on the contrary, employees feel that they are only sure of their employment until the next restructuring will happen. David asserts: “think I will never be able to work here until I retire [at Maltco]” The implementation of the Blueprint and the expected future reorganisation of the value chain within Maltco, will probably indeed result in further relocation of the jobs, and thus require mobility of the employees. The employees do not plan ahead, because they assume firstly, that the department in which they work will be offshored or restructured in the future, and secondly, that the promotion possibilities are limited due to their age and their degrees. In addition, the lack of information about future changes increases the insecurity. Evert asserts: “it’s not that you can just direct your career. Maybe it’s possible if you have a fancy degree, but I don’t. (..) Everybody is talking about career planning and maybe that’s possible for people with high degrees, fantastic skills and relations, but I think that for 80 to 90% of the people this is not possible. (..) It’s a dream that’s been created, especially for people who have university degrees, but in reality you just have to (..)  adapt yourself to the [opportunities available] (..) You can change jobs, but it could be that you will move to a department which will be restructured the day after or even disappears (..) so you have to try to anticipate whether your department will stay or not, and you have to do it yourself, because you can’t ask anyone.” Rik adds: “Every day you work here, is a day extra. (..) You can’t make for yourself a long term plan, because you don’t get information. Now it’s a dangerous period, because they often announce something just before the holidays. That has already happened three years in a row, so we expect something now. (..) I don’t think logistics will be affected this time, (..) but it’s easy to outsource. I think they will eventually only retain the brewing activities.” 

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

All of the interviewees complained about the HRM of the company. The HRM department is criticised for not informing the employees about their career trajectories, investing in training to upgrade their skills to obtain other functions, and defending or representing the needs of the employees. Every year, the employees have a meeting with their head of department and the HRM to discuss the future possibilities, their needs and so on, but almost none of the interviewees felt that anything was done with this information. Marie illustrates: “In the time of Cornco, the HR made sure that everybody who was affected by a restructuring, would get another job – if possible -, which corresponded to his or her capacities. (..) Nowadays, if you don’t have a job, you have to look for a job [within the company] yourself. If you’re unlucky and you can’t find anything, they throw you out. It doesn’t matter whether you have done your best for 23 years or whether you haven’t given a rap for, they don’t  take that into account. In former times, the HR department cared about you and take care that you found another job.” 

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

In general, the interviewees did not mention a significant difference in career profiles or trajectories which are related to gender issues. We only got some anecdotal “evidence” of gender differences in career profiles. Marie for instance, blamed partly her unsuccessful application for administrator of the order processing department to gender discrimination (the new administrator was her former direct colleague). “I had the feeling that when I applied I had to prove myself more, because I am a woman. A man will be accepted easier.” Caroline, could not apply for a specific job, because of the supposed problems that women encounter to work in shifts: “I once ask to work as a receptionist downstairs (..) but I got the message that these jobs were not given to women, because women get children and the combination of taking care of children and working in shifts is problematic”. 

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

All of the employees in our OG are white native Belgians. We could not find any issues related to ethnicity in our interviews, but this does not necessarily imply that ethnicity does or does not play a role in developing a career within Maltco or the export operations department. However, the information we gathered does not allow us to make statements on this issue.

Age, on the other hand, seems to play a very significant part in the development of acareer at Maltco. Our interviewees were in their late thirties, fourties or fifties, and all of them thought that their age limits the development of their future career within Maltco. For the new management jobs, younger (highly educated) people are systematically employed (late twenties, early thirties) and experience within the company seems no to be regarded as the asset as it used to be compared to education and ‘dynamism’. One of the two employees who was sent on early retirement for instance was only 52 years.   

3. Changes in occupational identity

3.1
Characterisation of the occupational identity for this OG: from its position in a social and economic organisation; from the individual subjectivity point of view (meaning of work, collective feeling, identification); from the collective point of view (collective dimensions and capacities).

All of the employees in the case study felt a strong attachment to Maltco and were proud to work for this employer before the restructuring.  The predecessors of Maltco, Cornco and Hopco, were flagship companies of Belgium and were one of the biggest employers in the region. Leuven was known for its university and for Hopco. Interestingly, the interviewees did not mention often that they were proud of the end product of the company, i.e. beer. Yet, beer is a typical Belgium product and Belgian beer is renowned all over the world. Two possible explanations can be given for the lesser pride in the end product. Firstly, the employees did not work within the brewery and thus did not come directly into contact with the end product. Secondly, Maltco’s different brands have become mass products and in theory can be made everywhere – as some of the interviewees (uch as Rik) argued. The strong attachment to Maltco is also evident when looking at the careers of the OG. All of them have already worked for a relatively long time at Maltco and most of them have worked in several different departments. In addition, all of the interviewees wanted to remain working at Maltco – even if it had to be in a different department – after the Outex RS. 

Next to the company as a whole, the people working in the export operations and custom and excises departments identified themselves with their departments. 

Firstly, they were proud of the expertise they had acquired in their domain. The tasks they carried out were not related anymore to their educational background. For instance, the accountants did not see themselves as an accountant but as export experts. The organisational structure and division of tasks contributed to this pride. After the Bremex RS, the export operations manager had introduced a new organisational model. A vertically fragmented and horizontally integrated system was replaced by a vertically integrated system. In other words, instead of each officer carrying out a specific task and upon completion, handling the file over to the next officer who had to complete another specific task, each officer was responsible of a specific geographic region and had to carry out all the activities for that region. As such, the work was more varied and challenging.  

Secondly – and a direct result of this new organisational model - the export operations officers had close contact with their customers in the specific geographic region for which they were responsible (e.g. Africa; Canada). Each region had indeed one single point of contact. The officers got to know their customers and one of the officers, who was sent on early retirement, even still has contact with some of her former customers.

Thirdly, all of the export operations officers and the customs and excises officers were sharing one landscape office. This working environment facilitated and stimulated personal contacts and a collective feeling among most of the employees and has even resulted in friendships. In addition, this office was located in a bigger building of the logistics department, were there were also close contacts possible between the various employees.  

Fourthly, the OG possessed a certain degree of autonomy to organise its own tasks. Not only was the export operations manager allowed to introduce a new organisational model, but also the officers could develop own systems to facilitate and improve their activities. For instance David illustrates “I had developed a system to make my work easier. If [a customer] asked to give all the information about for instance the US, than I could just hit a couple of buttons on my computer and I had the information ready”.  

3.2
Changes in occupational identity (nature of changes, concerned workers, explicative factors)

See 3.3

3.3
Relations between restructuring and changes in occupational identity for this OG (support new identity, threaten identity, affect solidarity, transform social dialogue – how?)

The RS has impacted deeply on the occupational identity of the OG.

Firstly, the employees of the export operations department do not feel that their expertise and know-how have been recognised by the high-level management, who made the decision to offshore this department. Their positions have been taken over by people who do not have any expertise in the export operations or customs and excises. Furthermore, the new employees of the BSSC received a training programme of four weeks only. According to the Belgian employees however, to acquire the tacit knowledge to carry out the tasks lasted in their case about a year. Marie asserts: “This means that the [top management] just did not know what we were doing [in the export operations department],” and she adds ironically “then you really feel appreciated”. The consequence of the underestimation of the complexity of the export operations and customs and excises activities has resulted in inefficiency. The retained export operations department still has a lot of work in following up the mistakes that the BSSC is making. 

Secondly, the organisational model in the BSSC has been changed again into a vertically fragmented and horizontally integrated system. Several employees are again involved in the tasks to be performed for one file, which created bugs and misunderstanding. In addition, the customers do not have a single point of contact anymore, which contribute to miscommunications. 

Thirdly, the employees of the former export operations and customs and excises departments are now shattered among different departments or have been sent on early retirement. This has deteriorated the feeling of collectivity. Moreover, between the announcement of the Outex RS and the actual decision about who could stay at Maltco and who had to leave seven months passed. This has created a certain level of competition between the different affected employees. “In the beginning I thought, ‘I am good in my job, so I will be allowed to stay’ (..) I was comparing myself with the others (..) it’s maybe not very nice of me, but I think it’s human to think in this way. I(..) I thought I might be lucky if this activity will stay here, ‘cos I am able to do it, and the others not” (Marie). “Each was worried about his or herself, we did not act as a group. (..) [there was insecurity ] about who had to go and who don’t. During this period a bit of competition started, it became apparent that some people started to work differently. (..) They began to work overtime for instance” (Caroline). Yet, in general  there was also a feeling of solidarity among the employees because all of them were in one way or another affected by the Outex RS. 

Fourthly, for a number of relocated employees the new tasks are less challenging and more boring. In addition, they do not have to use the expertise they have built up during their work at the export operations department. 

In general, the pride the employees once had in working for Maltco has seriously decreased, due to the Outex RS. This feeling has been exacerbated by the introduction of the new business culture within Maltco (eg. ‘zero-based budget’: a severe cost-saving program aimed at different aspects of the work). Lack of information about potential RS, a low validation of tacit know-how and expertise and higher levels of job insecurity are said to be characteristics of the new culture. 

4. Quality of work

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

The RS has impacted on three different issues according to the employees.

Firstly, besides Evert, who has been promoted, Raf, who has been relocated to another challenging function and Michel, who still holds a management position, the new tasks the employees have to perform are less challenging and varied. They feel that they do not carry out tasks which match their acquired skills. “Our work was never finished [in the export operations department]. This is very different in this department [i.e. order processing]. Now I go home in the evening and the work is finished. I wasn’t used to this feeling in the beginning. (..) I prefer that my day is full with activities instead of having nothing to do in the afternoon and surfing the internet. (..) I regret that I had to say goodbye to my old job (..) I used to be very happy to go to work (..) in this new job, I only like the human contact [i.e. contact with customers.” (Marie). In addition, Tina and Fabienne feel completely by-passed and underestimated by the company since they have been sent on early retirement. The employees who are now working in the order processing department also have less autonomy in their function. 

Secondly, none of the employees was consulted in the decision to offshore the export operations department, what contributes to the feeling that their expertise has not been valued. In addition, they were only informed of the offshore decision at the very last moment and were for a relatively long period of time insecure about their work future. Marie: “one evening we were called together around five p.m. by [the Logistics Operations Manager], and he was looking a bit funny, and he said that our department would close down, and five or six people would have to leave. That was it. Full stop.” In general, employees complain about the lack of a clear information policy in Maltco. Information they receive about the company and possible restructurings is very superficial and major changes are only communicated at the last moment. In addition, they do not see many opportunities to ask for information or communicate their grievances. The implementation of the Blueprint has exacerbated this problem. Moreover, the employees do not even know to whom they can turn with their questions, since decisions are mostly taken at top level, which is very inaccessible to them. 

Thirdly, the Outex RS and the Blueprint implementation has increased levels of insecurity about future job tenure within Maltco. All of the employees anticipate future RS, in which their current job could be at stake. For instance Evert, the current order processing administrator and former export officer argues: “I don’t know how long this department [i.e. export processing] will stay here. They already moved export (..) , which is a much more difficult and complex activity than [order processing within the region], so if they can move the difficult part…” Also the informatization plays a role in the insecurity “they’re now busy with ERP, to see if It’s not easier whether customers can directly enter their orders in ERP (..) so I suspect that in one or two years [my job will be redundant]”.

Fourthly, age seems to be one of the determining factors for making promotion within the company. Almost all of the interviewees see themselves cut off of a promising career within Maltco due to their age. Not surprisingly, Tina and Fabienne experienced the harshest impact on their career due to their age: they were sent on early retirement. 

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

Working time has remained the same for the employees who were relocated. No major changes can be identified due to RS. 

4.3
Gender dimensions of the approach of working conditions in this OG.

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

5. Learning and skills development

5.1
Changes in skills requirement for this OG (upskilling / deskilling processes, nature of skills and competences) – Place, role and uses of ICT in the skill processes – Explicative factors and evaluation

See 5.2

5.2
Management of learning and skills changes for this OG (learning opportunities, formal training…).

People in this OG have different educational backgrounds, but accountancy is the best represented degree. However, most skills or knowledge to carry out the tasks as customs and excises, export operations or order processing officer are acquired on the job. The only skill requirement consisted of knowledge of French, English and Dutch. According to the employees of the former export operations department, it took up to one year to acquire all the specific knowledge to carry out the tasks (see Introduction for a description of these tasks). Officers had to be able to process a file from start to finish, which implies the being able to carry out a variety of tasks, ranging from handling specific customs and excises documents, to calculations to fill up cargos, and to customer communication. 

According to the interviewees, the people who took over the tasks of the export operations department in Leuven, did not have any specific professional or educational background in the domain. The only skill requirement consisted of a knowledge of Dutch. “Most of them had spent a year in the Netherlands. They were certainly not chosen on the base of their studies”  (Caroline). “One person was a nanny, and she had spent two years as an au-pair in the Netherlands (..), another was a Polish woman who had studied five years in the Netherlands (..) but she was not export-minded at all (..) there was also a Dutchman of 19 years old, who had Czech girlfriend and lived in Prague” (Marie).  The Outex restructuring started from the assumption that most of the export activities did not require a significant amount of know-how and that the tasks were repetitive and standardised. One of the reasons to create a BSSC is synthesised by the phrase “knowledge is mobile”, which is also a corner stone of the new Maltco business culture. Firstly, for high qualified functions, the candidates are willing to move to the location of work. Secondly, for the low complexity and degree of difficulty of the core activities as well as other activities, local availability of know-how is not a comparative advantage anymore. As one of the HR managers (who we interviewed for the organisational case study) argued: “Know-how can be moved in three or four years time”. According to this philosophy, the export activities could be easily offshored to a lower labour cost location.

However, The Outex restructuring process underestimated the importance of tacit knowledge and experience. This is illustrated by the short training period of the employees from the BSSC and, hence, the numerous mistakes that are made in Prague. The training programme started in September and lasted four weeks only. According to the affected employees this was not enough, as for instance Evert argues “You abolish a department and you create it somewhere else. Nothing is left of the years of experience except spending four weeks together. Let’s be honest. That’s impossible…impossible.” After this training programme, the two people now working in the retained export department have paid three one-week visits to the BSSC to answer questions of the new employees. It took each of the Leuven employees more than one year on-the-job-training to become an experienced export clerck and each of them had developed systems, procedures and tools to make their work more efficient and easier in the course of the years they had worked in the unit. Now all this knowledge had to be transferred in a mere four weeks time to young people with no relevant background whatsoever (but who did speak Dutch), in order to allow them to take their jobs to Prague. The Czech staff could only try to ‘copy and paste’ (or rather cut and paste) the Belgian organisation and work processes in their new office building in Prague without fully understanding the rationale and experience behind the procedures.

Except Raf (finds his new activities more challenging), Evert (has been promoted) and Michel (is still manager), all of the interviewees find that their old job made more use of their specific skills. Their new jobs are less demanding and more repetitive and boring. The learning and training opportunities within the logistics department are considered to be non-existent in the near future. The employees explain this by (1) the zero based budget policy of the management, (2) the probability of closing down several logistics department in the future and offshoring, outsourcing, or automatizing these; (3) a lack of good HR policy; (4) a non-interest in investing in elder employees. 

The trade union representatives (we interviewed for the organisational case study) assert that “the company only puts very limited effort to give employees whose jobs have been transferred, a suitable training to obtain another job within the company.”

All employees acknowledge that in the longer term, the tasks related to order taking and processing can be computerized via ERP and they expect that this will happen indeed (if the complex tasks can be relocated, why wouldn’t they relocate the simple ones”). This way they all expect that they will be confronted with another restructuring in the course of their career in the company. 

5.3
Gender dimensions in the changes in skills requirement for this OG (trends in the recognition of formal / informal skills)

We could not find any information which hints at gender specific aspects in changes in skills requirement, except the remarks mentioned in 2.4.

6. Work-life balance

6.1
Work-life balance friendly policies for this OG – Existence, access and interest.

The interviewees did not mention any specific work-life friendly policies.

6.2
Relations between work and other duties (like e.g. family, household, education) for this OG – Difficulties, opportunities, changing boundaries. 

None of the interviewees had problems in combining their work and their personal life before or after the RS (for those who still had a job at Maltco). Most of the members of this OG work from 7h30 till 16h30 (or similar hours). During the period of RS, the workload of the export operations manager increased significantly, but now this is gradually returning to how it was before the RS. The working hours allow them to spend enough time with their family. 

Eight out of nine interviewees were married or living together with their partner. Six interviewees had children and most of these were in their late tens or twenties, but were still financially dependent on their parents. Of six interviewees also the partners had formal employment. None of the employees who after the RS still kept a job at Maltco, complained of financial difficulties. The two women who were sent on early retirement however, are looking for interim work to earn some extra money (also since one of them has three children who are going to university). However, the uncertainty between the announcement of the RS and the actual decision of who had to leave the company, as well as the current insecurity about possible future restructurings has resulted in increasing concerns about the future financial situation of the employees. For instance Rik told us: “Recently we built a house and we have to repay a mortgage. Working in a company that is continuously restructuring puts a lot of pressure on us.”   Marie confirms: “It’s strange how a person can change. I used not to care about my expenses, but [in the period of RS] - although I still earned the same – I sometimes did not buy something, because might I will be out of work the next month. (..) My husband also works, (..) but there is a big difference between two people earning money and only one person. (..) But now I feel back like I used to feel.” David adds: “I still live with my mom because she needs assistance. [When I heard about the RS] I was afraid that they would throw me out. (..) I was very grumpy (..) I did not sleep at night for two or three months”. Lastly Rik asserts: “I come home and I stop thinking about work. But…I also have suffered some blows, and, - I have no problems admitting this -, I have had a minor depression. You feel this coming, but you keep on working because you have a deadline (..) and you still are a bit afraid to loose your job”.

6.3
Gender dimensions of the relation work and other duties (like e.g. family, household, education) for this OG.

We did not find any specific information on this issue.

7. Conclusions

7.1
Basic characteristic of the case study.

The OG under review carried out export operations related activities in the beer brewery company of Maltco. The department in which these employees worked was offhsored last year to Prague, Czech Republic.  This restructuring was part of a broader restructuring which encompassed the creation of BSSC model for transactional activities within its export, finance and procurement functions of most of the European countries where Maltco has subsidiaries. In addition, the transfer of activities (1) fitted in a broader restructuring of the entire organisational model of Maltco, following the merger of the two constituent parts of Maltco, Sugarco and Hopco; (2) was closely linked with a former offshoring of export related activities to Germany.

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

The following issues became apparent in this case study:

· Lack of appreciation for the knowledge and experience the employees have acquired during their career within the company. This not only refers to the employees whose jobs have been taken over by people without any specific skills in the export domain, but also to the lack of consultation of the employees and manager in the restructuring analysis.  

· Feelings of insecurity and even fear about future employment prospects, due to the recognition that future restructuring might follow and tacit knowledge and experience is not acknowledged. 

· Almost complete lack of control about own job trajectory.

· Less affinity with the company. Almost all employees were to a more or lesser extent proud to work for Maltco. These feelings have decreased.

· Deteriorating feelings of collectivity among the employees.

7.3
National / regional institutional characteristics that shape the changes observed for this OG and their evaluation.

The restructurings with which the employees of this occupational group are confronted are illustrative for the lack of control, decision making power that employees, trade unions and lower level (i.e. national) management levels have on direction of multinational companies in Belgium. Indeed, the interviewees did not receive information about the RS until the decision to offshore was already taken. Furthermore they did not even know who they had to ask questions about their future job tenure, let alone that they were consulted about the restructuring process.    

In addition, the case study also shows that for most companies it is easier and more beneficial to send “elderly” employees on early retirement instead of relocating them within the company. 

Lastly, the case study shows how employees struggle with the introduction of a business culture in which everybody’s job is at risk, which used to be relatively unknown in Belgium. 

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

The case study shows how in this context restructuring strategies 

· can decrease the control of employees about their own career trajectory. Lack of information, consultation and communication in general disempower employees to influence the changes within a company;   

· Age and experience are not highly valued (even underestimated) and how this impacts on the employees, i.e. higher levels of insecurity about job tenure, lower self-esteem, financial insecurity;

· Life long careers within one single company are less evident than a decade ago.

9. Appendix: Key data questionnaires

	Personal information

	Name/Code
	Rik

	Gender
	M

	Age
	47

	Ethnic origin (native, migrant …)
	Native, white, Belgian

	Family status
	Married

	Responsibilities in the family/support (short description)
	Co-breadwinner. Spouse also works; both to household tasks

	Children (number, age)
	1 girl (16y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Secondary school degree

	Job history (changes, perspectives, experience of unemployment)
	After secondary school, started as IT consultant. Worked for six years in IT company and moved then to a bank where he was upgraded to shift leader. When bank moved to the UK, he looked for work elsewhere and got a job as IT operations manager in an insurance firm, where he stayed for 4 years. When there was a vacancy for an IT operations manager at Maltco in 1992, he applied (because it was close to home) and got the job. In 2002 he moved to the export operations department of Maltco and to take up a job as expert IT user. When the export department was offshored, he was relocated within logistics of Maltco to the replenishment department,where he became coordinator. 

	Current job

	Type of organisation (name and short description)
	Before RS: Export operations department 

After RS: Replenishment department within logistics of Maltco

	Present job (job title, position, perspectives)
	Before RS: Expert IT user and demand forecaster 

After RS: Replenishment coordinator

	Short description of tasks (changes due to restructuring)
	The tasks related to export operations where offshored. Before the RS he was involved in forecasting the demand of the clients.  Now he has the responsibility of making sure that all the orders (which come from the export department) are ready in time to be transported to the customers. The current tasks are less challenging than the tasks he carried out before the RS.

	Working hours
	38 hours (no change)

	Access to training (formal and informal)
	In theory he has access to training, but in practice almost none (due to time and financial constraints)

	Experience of restructuring (main changes in personal job situation)
	The new job is less challenging than his former job. He also considers is new function as a downgrade and that he has been cut off from promotion.


	Personal information

	Name/Code
	Raf

	Gender
	M

	Age
	53

	Ethnic origin (native, migrant …)
	Native,white, Belgian

	Family status
	Married

	Responsibilities in the family/support (short description)
	Breadwinner. Children are out of the house. Spouse does household tasks.

	Children (number, age)
	2 girls (28 and 29y) and 1 grandchild

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Has a degree in car mechanics, but only worked for a very short period in this function. He acquired all of his current professional skills on-the-job.

	Job history (changes, perspectives, experience of unemployment)
	Has always worked for Maltco (in total 30y) Started working as a car mechanic in Maltco and after a very short period he moved to warhousing where he worked in different units for a period of about 20y. Next he carried out different functions in other departments of logistics or brewery support operations (invoice control, repackaging,..). In 2006 he moved to order processing. The offshoring of the export operations department resulted in a reorganisation of the whole logistics department, and he was moved to the department call off of raw materials.

	Current job

	Type of organisation (name and short description)
	Before RS: order processing department

After RS: Call off of raw materials department within logistics of Maltco

	Present job (job title, position, perspectives)
	Responsible for call off of raw materials. He does not have particular job perspectives.

	Short description of tasks (changes due to restructuring)
	Before RS:  taking and processing of orders of customers

After RS: management of raw materials

	Working hours
	38 hours per week (7h30 – 16h30)

	Access to training (formal and informal)
	On-the-job training.

	Experience of restructuring (main changes in personal job situation)
	He likes new challenges and new responsibilities. He likes is current job more than his previous job.


	Personal information

	Name/Code
	Caroline

	Gender
	F

	Age
	39

	Ethnic origin (native, migrant …)
	Native,white, Belgian

	Family status
	Living together with male partner

	Responsibilities in the family/support (short description)
	Co-breadwinner. Both work and both do household tasks

	Children (number, age)
	0

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Studied secretary and languages. She acquired the professional skills for her job at Maltco on-the-job.

	Job history (changes, perspectives, experience of unemployment)
	After her studies she worked as an interim for two months, after which she got a job at Maltco in 1988 in the export department. First she worked on excises and customs issues and then she moved to export operations activities. After the RS, she joined stayed at the retained export operations department. She does not yet  know what she will do in the future, when the retained department will be closed. 

	Current job

	Type of organisation (name and short description)
	(retained) export operations department

	Present job (job title, position, perspectives)
	Export operations officer.

	Short description of tasks (changes due to restructuring)
	Before RS: Processing orders from international customers. 

After RS: follow up of the offshoring process of the export department by making an inventory of errors made by the offshored department. In addition, she has to make up certificates and control the excises. 

	Working hours
	38 hours per week (7h30 – 16h30)

	Access to training (formal and informal)
	On-the-job-training

	Experience of restructuring (main changes in personal job situation)
	Her current tasks are less challenging than what she did before the RS. In addition, she is insecure about her future job prosepects within Maltco.


	Personal information

	Name/Code
	Michel

	Gender
	M

	Age
	57

	Ethnic origin (native, migrant …)
	Native,white, Belgian

	Family status
	Married

	Responsibilities in the family/support (short description)
	Breadwinner. His wife does most of the household and family tasks

	Children (number, age)
	3 (F:17, M:28 and F.30y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Acquired all of his professional skills on-the-job and during his carreer

	Job history (changes, perspectives, experience of unemployment)
	After his army service in 1972, he worked as an export coordinator for an American company. In 1977 he moved to Maltco and has worked within the export department ever since. In 1996 he became manager of the export customer services department and in 2001 of the export operations department (after the Bremex restructuring). Now he is manager of the retained export department. 

	Current job

	Type of organisation (name and short description)
	Export operations department

	Present job (job title, position, perspectives)
	Export operations manager

	Short description of tasks (changes due to restructuring)
	Is manager of the export operations department. His current tasks include the management of the transition process (i.e. offshoring to Prague)

	Working hours
	38 hours per week (7h30 – 16h30)

	Access to training (formal and informal)
	In theory there is access to formal training, but in practice this is not encouraged. Most of his skills he acquired on the job.

	Experience of restructuring (main changes in personal job situation)
	Most difficult period in his professional life, due to the professional and emotional consequences for the employees of whom he was the manager.


	Personal information

	Name/Code
	Evert

	Gender
	M

	Age
	40

	Ethnic origin (native, migrant …)
	Native,white, Belgian

	Family status
	Married

	Responsibilities in the family/support (short description)
	His wife also works and they both do household tasks.

	Children (number, age)
	0

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Accountant

	Job history (changes, perspectives, experience of unemployment)
	Started his professional carreer at Maltco, as an accountant in the plant of Jupille.In 1998 he applied successfully for a job as export customer services officer  in the site of Leuven. After Bremex RS, he moved to export operations where he became an export operations officer. After the Outex RS he applied successfully forn the job as administrator of the order processing department. 

	Current job

	Type of organisation (name and short description)
	Before RS: export operations department.

After RS: Order processing department

	Present job (job title, position, perspectives)
	Administrator of order processing department

	Short description of tasks (changes due to restructuring)
	Before RS: Processing orders from international customers.

After RS: Manages the order processing department

	Working hours
	38 hours per week (7h30 – 16h30)

	Access to training (formal and informal)
	On-the-job training

	Experience of restructuring (main changes in personal job situation)
	His professional situation has improved after the RS, because of the upgrade in job function.


	Personal information

	Name/Code
	David

	Gender
	M

	Age
	45

	Ethnic origin (native, migrant …)
	Native,white, Belgian

	Family status
	Single, living together with mother

	Responsibilities in the family/support (short description)
	Breadwinner

	Children (number, age)
	0

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Accountant

	Job history (changes, perspectives, experience of unemployment)
	After his studies (in 1982), he applied for a job at the IT department of Maltco, but got a job in the warehouse department where he had to take care of administrative issues. 9 years later he moved to a new IT help desk department (upon his own request). After 13 years this department, including most employees, was outsourced to a big IT company. He refused however to be outsourced and got another job at the customs and excises department. After the Outex RS he moved to order processing.

	Current job

	Type of organisation (name and short description)
	Before RS: customs and excises department

After RS: order processing department

	Present job (job title, position, perspectives)
	Before RS: customs and excises officer

After RS: order processing offcer

	Short description of tasks (changes due to restructuring)
	Before RS: handling of customs and excises documents 

After RS: processes orders of national customers

	Working hours
	38 hours per week (7h30 – 16h30)

	Access to training (formal and informal)
	On-the-job training. 

	Experience of restructuring (main changes in personal job situation)
	He liked his former job, but he also likes his current job. The RS has caused insecurity about his future prospects within Maltco, and he regrets that the cannot work anymore together with a number of his former colleagues.


	Personal information

	Name/Code
	Marie

	Gender
	F

	Age
	44

	Ethnic origin (native, migrant …)
	Native,white, Belgian

	Family status
	Married

	Responsibilities in the family/support (short description)
	Co-breadwinner. Does most of the household tasks.

	Children (number, age)
	2 (17 and 21y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Accountant

	Job history (changes, perspectives, experience of unemployment)
	After her studies she worked for a short time as an accountant for a company in Leuven. When there was not enough work anymore in this company she applied successfully for an accountant job at Maltco in Leuven. When in 1991, the accountancy department was moved to another subsidiary of Maltco in Belgium, she wanted to continue working in Leuven. She got a job at the export department where she worked until the Outex RS. When the export department was offshored, she applied for the job of order processing administrator, but she did not get it (it went to Evert). Instead she got a job as order processing officer (Evert is her head of department). 

	Current job

	Type of organisation (name and short description)
	Before RS: Export operations department

After RS: Order processing department

	Present job (job title, position, perspectives)
	Before RS: export operations officer

After RS: order processing officer

	Short description of tasks (changes due to restructuring)
	Before RS: Processing orders from international customers.

After RS: processes orders of national customers

	Working hours
	38 hours per week (7h30 – 16h30)

	Access to training (formal and informal)
	Training-on-the-job. In practice almost no access to formal training schemes. HR does not inform or stimulate employees within her department to take up training programmes. 

	Experience of restructuring (main changes in personal job situation)
	After the RS she feels that the quality of her work has not been appreciated, and the job she performs now is less challenging than her former job. In addition, she has feelings of insecurity about her future prospects.


	Personal information

	Name/Code
	Tina

	Gender
	F

	Age
	52

	Ethnic origin (native, migrant …)
	Native,white, Belgian

	Family status
	Married

	Responsibilities in the family/support (short description)
	Co-breadwinner and household tasks

	Children (number, age)
	3 (all in university)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Studied medical secretary

	Job history (changes, perspectives, experience of unemployment)
	After her studies she worked for ten years as a secretary of a director at two different companies. In 1985 her husband, who is a geologist), got an appointment in Paraguay and she quit her job and joined him. After two years they moved to Burkina Faso, where she also lookedsuccessfully for a job. In 1989, they returned to Belgium and she applied successfully for a secretary job at Maltco. She worked in different departments as a direction secretary until 2001. In that year, she was asked to join the export operations department where she stayed until the Outex RS. Aftet the Outexx RS she was asked to go on early retirement. Now she is looking for interim jobs. 

	Current job

	Type of organisation (name and short description)
	Before RS: export operations department

After RS: none

	Present job (job title, position, perspectives)
	Before RS: export operations officer

After RS: none (early retirement)

	Short description of tasks (changes due to restructuring)
	Before RS: tasks related to organisation of sending back empty cargoes

After RS: none

	Working hours
	Before RS: 38 hours per week (7h30 – 16h30)

	Access to training (formal and informal)
	none

	Experience of restructuring (main changes in personal job situation)
	The RS was a very bad experience for her, because she felt redundant and not appreciated. In addition her income has decreased significantly.


	Personal information

	Name/Code
	Fabienne

	Gender
	F

	Age
	55

	Ethnic origin (native, migrant …)
	Native,white, Belgian

	Family status
	married

	Responsibilities in the family/support (short description)
	Household tasks

	Children (number, age)
	N/A

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	

	Job history (changes, perspectives, experience of unemployment)
	

	Current job

	Type of organisation (name and short description)
	Before RS: export operations department

After RS: none

	Present job (job title, position, perspectives)
	Before RS: export operations officer

After RS: none (early retirement)

	Short description of tasks (changes due to restructuring)
	Before RS: Processing orders from international customers.

After RS: none

	Working hours
	38 hours per week (7h30 – 16h30)

	Access to training (formal and informal)
	none

	Experience of restructuring (main changes in personal job situation)
	The RS was a very bad experience for her, because she felt redundant and not appreciated. In addition her income has decreased significantly.
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