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Introduction

The focus of this case study is the occupational group of mass production stitchers, who are being, or have been upgraded to prototype stitchers (working in the prototype unit) in the clothing company Wonderwear. Interestingly, although stitchers as well as prototype stitchers work in the production department of Wonderwear, in reality the latter’s work is an integral part of the business function design rather than production of the value chain. The occupational group has thus been upgraded from working in the business function production to working in the business function design (see “the department and its activities” and appendix 1 for a more detailed description of the tasks within the department). For more information on the organisational aspects of the company and the restructurings we refer to the two organisational case studies on Wonderwear (one in design and one in production in the clothing industry in Belgium). 

The company: Wonderwear

Wonderwear produces and markets luxurious women’s lingerie under its own brand names, i.e. Belle, Très Belle and Grande Belle. The company was founded in 1919 by Louis and Marie Wonderwear, and has remained under control of the family Wonderwear ever since. The managing director also belongs to the family. In the last decades the company has grown continuously (in output volume and number of employees) and has increased its product mix. The headquarters, including the design department and one of the production departments, is located in LittleTown, Belgium. The distribution is located in Wichelen, a village next to LittleTown. Wonderwear has subsidiaries in Tunisia and Hungary, where the other production departments are located. In addition, mass production has also been outsourced to companies in China and Romania. 
The department and its activities

The production department in LittleTown consists of a mass production unit and a prototype unit. While mass production is also done in the other subsidiaries, prototype development is only carried out in LittleTown. 

The prototype unit works closely together with the design department. The design department consists of several types of designers and engineers, pattern makers and staff responsible for the production preparation. Based on the newest fashion trends, techniques, fabrics and materials, the designers and engineers create new designs. The pattern makers draw patterns on the basis of these designs, while the prototype stitchers produce a prototype of the design on the basis of the patterns and the instructions of the designers. The prototype is tested by external models and own employees, after which the design, the pattern and the prototype are adapted by the designers and the process starts again. 

Once a final design is ready, the mass production can start. This is done by stitchers who work in the mass production departments. The production preparation unit writes up a detailed instruction booklet of the new product. The instruction booklet  is used by the mass production units (i.e. stitchers) to produce the designs in mass production. Prototype stitchers have to know all the operations to assemble and adjust a piece of underwear (in total more than 50 different operations) and have to be very accurate in their stitching, while mass production stitchers only need to know one or two different operations. The prototype stitchers are involved in the design phase of the new products because they have to give feedback on the ‘produceability’ of the new models in the design process and for this they work closely together with the designers and the pattern makers. This way they are part of the innovation cycle.

The restructuring(s):

The employees have experienced two kinds of restructuring: (1) offshoring and offshore outsourcing of production, and (2) conversion of Belgian production unit into prototype department. Both restructurings demonstrate how Wonderwear is evolving into a head/shoulder and tail company. The design and sales activities are kept in the country, while the other activities will be offshored.

1. The shortage of qualified stitchers in Belgium and the relatively high labour costs in a context of increased product mix and production volumes has prompted Wonderwear to offshore outsource part of the production to a Chinese company (from 1983 onwards), and to offshore production to Hungary (creation of own subsidiary in 1992) and Tunisia (creation of own subsidiary in 1995). In addition further offshore outsourcing to Romania will follow in 2007. Actually, a need for additional production capacity has prompted the Hungarian company to offshore outsource stitching activities to a company in Romania. In 2006, the management of Wonderwear announced to close down the last (stitching) production unit in Belgium, LittleTown. This restructuring will be finalised in 2007. Due to its core function in the market strategy, design has not been offshored and is not likely to be offshored in the future.

2. Due to growth of company, the increasing pressure on time due to shortening of delivery times (i.e. there are two collections every year, and retailers increasingly demand earlier delivery times) and shortening of innovation cycles (i.e. Wonderwear’s competitive advantage is a high quality luxury and high-fashion article), the production of prototypes has become of growing importance. To address this, the management of Wonderwear decided to convert the mass production unit in LittleTown into the prototype unit in order to better support the (enlarged) design department. While mass production stitchers only carry out one or two operations, prototype stitchers need to be able to carry out all operations to produce a complete article.  

The decision to offshore the complete mass production and to convert the mass production unit into a prototype unit, was announced in February 2006 to the employees. After a first reorganisation, in which some of the stitchers were relocated to other departments (such as quality control, distribution, cutting fabric) mostly on their own demand, or after discussions with the management, the remaining stitchers all got a twelve week training course to become a prototype stitcher. The last group of stitchers will start taking the course in June. In the meantime stitchers are still carrying out mass production activities. At the end of the conversion, the prototype unit will have grown from 16 to 69 employees. However, the interviewees still doubt whether all the stitchers will be allowed to work in the prototype stitching unit. Probably this will depend on the workload. 

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.

In total we interviewed 9 employees. All work in the production department of LittleTown and – since no men work in this department – all or women. Four employees work in the prototype unit and five in the mass production unit.  Sometimes the latter work already in the prototype unit, when one of the prototype stitchers is absent; and the former also sometimes work as mass production stitchers when there is a lack of personnel in the mass production unit. All of the stitchers have already followed the 12 week training course and hope that they will be transferred to the prototype unit. 

Eight out of nine employees are married with children. Most of them have also to take up all the household tasks. All of their partners have formal employment. Two out of nine work part time (which reflects the average of 20% of blue collar workers working part time in the company). All – except one – have a vocational degree in dressmaking and have almost never been without formal employment. For most of them, Wonderwear is their first employer. The interviewees are between 31 and 45 years, and most of them live in the vicinity of the company.

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 career profiles and trajectories of the occupational group are very uniform and are clearly influenced by the general evolution of the clothing sector in Belgium on the one hand, and the rather exceptional position of Wonderwear in this sector on the other hand.  

In the last decades, the importance of the textiles and clothing sector – and more specifically (mass) production activities – has significantly decreased in Belgium. Many companies have closed down, or have offshored their production activities. Also in the area where Wonderwear is located, a lot of companies have stopped their activities. Paradoxically, the reduction of the production activities has resulted in a shortage of stitchers in Belgium. The problems in the clothing industry and the perceived low prospects to find a job in this sector, have resulted in a closure of many school and training programmes for stitchers. Consequently, fewer stitchers graduate each year, leaving the still existing companies with a shortage of qualified personnel. Interestingly, this shortage is mentioned by managers of still existing companies (such as Wonderwear) as one of the reasons for offshoring more production activities. Wonderwear’s growth is thus an exception in this sector, and can be explained by its focus on a specific product niche and market segment, namely high quality women’s lingerie.

This evolution becomes apparent in the career trajectories of the interviewees in the occupational group: 

· All but one have a vocational degree in dressmaking. The exception is an employee who already started working Wonderwear at the age of 14. 

· None of employees had problems to find a job as a stitcher afterwards. 

· Most of the employees have been working ten or more years at Wonderwear (one even 30 years) in the stitching department, and are at least 30 years old. This reflects the difficulty of Wonderwear to find young qualified personnel in Belgium. 

· The sector’s economic difficulties are apparent when looking at the career history of those who have had previous jobs before they started working at Wonderwear. Three employees worked already in clothing companies before but all had to change jobs because the companies closed down.

· After the announcement of the restructurings, all of the employees followed the 12 weeks training course, and have been or will be upgraded to prototype stitchers (although there is fear among the employees that there will not be enough place in the prototype unit to employ all stitchers). 

· All of them have worked for short periods of time (one or more days) in other departments of the company (such as distribution, quality control, cutting) when work load in their own department was low. 

· Although all interviewees want to stay working in Wonderwear, they are worried that the stitching activities will decrease in the future. In general the interviewees in this occupational group do not have a real control or power over their future job prospects. They are very dependent on the economic situation of the sector and the company. 

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

The employees mentioned very few specific policies of institutional arrangements which influenced their career trajectories. Three of the interviewees had followed an additional dressmaking course offered by the Flemish employment agency. This was after their studies and on demand of Wonderwear. 

Wonderwear has signed a company collective agreement on time credit and career breaks. It stipulates the threshold for time credit at 8% and in addition 20% of the blue collar employees are allowed to work 4/5.

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

All of the (prototype) stitchers are women. Indeed, dressmaking and stitching are still considered to be a typical “female” profession. In addition, most of the interviewees also had to take up the bulk of the household tasks and take care of the children. The working hours of Wonderwear allow to combine these tasks with a job. Furthermore, some of the employees work 4/5 in order to free one day in the week for their other tasks. All of the employees were married or living together with a partner, and their partners provided an additional income to the household budget.  

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

 No info

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).

Before the restructurings under review, the production department consisted of a prototype unit and mass production unit. In the future the prototype unit will be enlarged with the mass production unit, resulting in one single prototype department. At the time of the interviews, this transition was still in progress.

In general, the occupational identity of the occupational group under review is very homogeneous, although there are of course differences between the prototype stitchers and the mass production stitchers (see 3.3). 

First, since the work of the mass production stitchers is quite repetitive, the collaboration between the employees is limited to a certain extent, because there is no real need for collaboration. The collaboration between the prototype stitchers on the other hand is much more intense, since their work is much more complex and varied. Between the mass production unit and the prototype unit there is not so much collaboration, because the tasks are too different. Nevertheless, in times of high workload or absenteeism, the mass production stitchers step in and assist in the work of the prototype stitchers, or vice versa.  

The prototype stitchers have systematic contact with the design department than the mass production unit. Often the communication is handled through the head of the prototype unit instead of directly between the prototype stitchers and the designers. Sometimes there is direct contact in case of specific remarks or questions. The prototype stitchers have most contact with the pattern makers.

Second, although collaboration is not always needed, there is a lot of interaction (social talk etc.) between the stitchers of the mass production unit and those of the prototype unit, and between both groups. In general, the atmosphere among the workers is considered to be very good. Wonderwear has always been a family owned business, and the contact between the management and the employees has been close. The management stimulates the group spirit by organising events, such as a trip to Eurodisney every two years, an annual New Years reception, annual diners with each of the departments. On the other hand, the interviewees feel a kind of social barrier between the blue and white collar workers. This is partly explained by the physical organisation of the company. Stitchers work in a separate department, which is physically not detached from a number of other departments, such as cutting and blanking. The design and administrative departments are in the same building but are separated from the production departments with walls.  This means that despite the fact that the prototype stitchers are now involved in the design of new products, they still mainly identify with production rather than with design.

Third, the employees feel quite proud of working for Wonderwear, because the company produces brands, which are renowned for its high quality. Sally illustrates: “For a long time, my neighbours and many of my friends did not know that I was working [for Wonderwear]. They told me that they liked the product and that they are very pleased with it, despite it’s high prizes. That’s nice to hear.”

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 restructurings – and especially the conversion of the mass production unit into a prototype unit, has had a significant impact on the occupational identity of the stitchers.

First, all of them have acquired new skills. As mass production stitchers they needed to know only one, two or three different operations, while now they are acquainted with about 50 different operations. For some of the interviewees, the training programme has also allowed them to discover own qualities they did not know they possessed (i.e. being able to work on different machines and carry out a multitiude of stitching tasks). The announcement of the conversion and training programme caused some concern among some of the employees. They thought they would never be able to learn, perform and like the new tasks. Once they had finished the training course and started working as prototype stitchers, they changed their original opinions. The work has also become more varied and pleasant and for some this offered a new challenge and revitalised  their professional life. Sally for instance asserts: “There was a period in which I did not like to stitch anymore. I asked to be transferred to the distribution department, because I wanted to do something different. (..) But [the management] did not want to let me go, because I could work with a lot of different machines. I talked with [the head of the department] and she would not let me go. She proposed to try first to work in the prototype unit and if I did not like that, than I could work in another department (..) and I have to admit that the training course was interesting and I am happy I moved to [the prototype unit]. (..) Since I work in the prototype unit, I like going to work again. (..) I have more energy”. In addition, they also feel more responsible: “I feel that I have more responsibility, because I know that if [I don’t do my job correct], the production cannot start in Hungary or China. If the people have a problem [in one of these subsidiaries], I will have to take out the error” (Sally). The content of the work is also different in terms of stress: “[I feel] another kind of stress. In the past, you had to make sure you finished a certain number of pieces (..), while now I have to focus much more on the quality” (Tamara).

Second, the announcement of the restructurings has also caused concern about future job security. This feeling is stimulated by the general situation of the clothing sector in Belgium (i.e. a lot of companies close down or offshore activities), and the feeling that there is not always enough of work to do for all stitchers within the company. 

Third, this concern has increased competition among the workers. “I was afraid [to loose my job]. That’s the reason why I already asked [before the announcement] to be transferred to the prototype unit. [The CEO] always told us that the stitching department would remain here, because he had to keep in touch with the product. But I always suspected that he would develop one big prototype unit, employing 30 to 40 stitchers. At that time there were 100 stitchers, so I thought there would be redundancies in the future.” On the other hand, for those who already have job security in the prototype unit, the competition has decreased: “in the past we had to have [a certain number of finished products at the end of the day]; you were looking and [comparing] with your colleague sometimes. Now that’s not the case anymore” (Sally).  Despite the increased competition, the feelings of solidarity between the employees are still high, according to the interviewees.   

Fourth, those who have been already selected to work in the prototype unit, feel very appreciated in their work. After the announcement of the restructuring, the management invited some of the employees for a discussion about their future prospects. To some of them, the management proposed a transfer to another department, and some of the employees also preferred to be transferred. However, some of the interviewees also asked the management to be transferred, but the latter convinced them in staying because of their qualities as a stitcher. “If [the management] tells you that you can’t leave, because else [the department] looses a very good stitcher, you feel really appreciated” (Tamara).

Fifth, due to the growth and enlargement of the company, contacts between the higher management levels and the employees have become less personal. “When I started working here, [the CEO’s] office was located next to the production department. I used to have contact with him. Now, however, I see him twice or three times a year when he walks through the production department. (..) I think that he is taking up other tasks, and he gives tasks he used to do to other people. For instance he used to employ people himself and now he does not do that anymore. If I would stand in front of him now, he wouldn’t know my name anymore, [while he used to know everyone]” (Tamara). On the other hand, the new organisational structure has also increased and improved collaboration between the prototype stitchers. “Now we are working in a smaller group, you have more social contacts. When I [still worked a mass production stitcher] you only had contact with the colleague who was seated closest to you, three meters, because of the noise it was difficult to hear each other. Now you have much more social interaction, which is much more pleasant” (Sally) and “Now you have to talk with each other about work (..) In the past you were just stitching the whole time. (..) you can’t work on your own now, you have to collaborate” (Tamara). Also the contact with the design department has increased to a certain extent. “With the designers we have more contact now, because we have to collaborate with them to develop the prototype. They tell us how we have to stitch it, and what it should look like. But in the end we often have to ask them ourselves if what we’re doing is OK” (Tamara).   

4. Quality of work

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

The stitchers who were transferred to the prototype unit experienced a fundamental shift in their job: from a tayloristic task design, consisting of short cycled work (one or two operations only) into a whole task design including all different stitching tasks to produce one finished product from a to z. This has had very important repercussions for on the quality of their job content. As mentioned in 3, the upgraded  workers have experienced a change in their occupational identity. They have to work in team instead of on their own, and work also closer together with the design department – especially the pattern makers) ; their work is more varied; they experience a certain feeling of responsibility.

A year after the announcement of the conversion, all of the stitchers have received a salary raise. Once the mass production unit is fully converted into the prototype unit, the employees will definitely know whether they can stay or not working in the stitching department. 

Besides their salary, also the premium system will change in the future. Until the announcement of the closure of the stitching unit, the Belgian subsidiary used a premium system for the stitchers. This premium system took into account quality of the work, productivity (based on the quantity of the production), polyvalence, and absenteeism. Based on a monthly evaluation, stitchers could earn every 4 months an extra of 4 to 8% of the basic wage. This system also acted as a monitoring instrument. With the conversion of the stitching unit into the prototype department, the premium system had to be altered. Especially the factor productivity had to be redefined. Indeed, prototype stitchers’ main objective is not quantity but quality. At the moment, the old premium system has been abolished and the management is still debating and looking for another premium system. 

The majority of the interviewees is member of a trade union, but they do not have much contact with the union or their representatives within the company. According to the representatives with whom we spoke, as well as the two major trade unions, the relationship with the management is very good, as well as the relationship between managers and employees. After the announcement of the restructurings, the employees were informed and time was allocated for discussions between employees and (middle) management. Employees (not all) were invited for discussions with the management about their future prospects, and in most cases, the results of the discussions were taken into account by the management. Despite the good relationship and the fine open communication culture within Wonderwear, the interviewees expressed their concern about the lack of knowledge about future employment possibilities within the prototype unit.

In general, the working conditions in Wonderwear are very good. Besides the insecurity about the future, all interviewees were very pleased to work in Wonderwear. 

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

The restructuring has not impacted on the working hours: Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15), nor on the organization of the working hours. The workload of the mass production and prototype stitchers is not uniform in time. At certain periods in the year, when collections have to be finished, the workload rises significantly, and employees are asked to work on Saturdays (only those who want to), while other moments, some of the stitchers have to move temporarily to another department because there is not enough work for them to do.  However, the offshoring of production activities has resulted in a decrease of work load for the mass production stitchers in the Belgian subsidiary. While the growth of the company necessitates an enlargement of the prototype unit, the interviewees expressed their concern that there will not be enough employment needed in the prototype unit, to employ all former stitchers.

Employees also have the possibility to work part-time. In 2005, 22% of all blue collar workers (to which stitchers and prototype stitchers belong) worked four days in five. Wonderwear has signed a collective agreement on time credit and career breaks. It stipulates the threshold for time credit at 8% and in addition 20% of the blue collar  employees are allowed to work 4/5. Employees older than 50 years are allowed to work part-time via career breaks. The majority of the part-time employees wants to have Wednesday off to spend time with the children. However, this is not possible, because else there would be a lack of employees on that day. 
4.3
Gender dimensions of the approach of working conditions in this OG.

All of the stitchers in Wonderwear are women, and most of them are married and have children, and have most responsibility for household tasks. The working hours and conditions allow them to combine these responsibilities and tasks with their employment. In addition, it is no problem to arrive late at work on for instance the first day of school. The possibility to work 4/5 also enables some of the employees to combine better their working and family life.    

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

The skills requirement for prototype stitchers is much more extensive than for mass production stitchers. While stitchers carry out very repetitive and standardised activities, the work of prototype stitchers is much more demanding and varied. Instead of one or two operations, the latter carry out about 50 different operations. They have to be able to assemble the whole product, “from the first seam to the last. It is a very different job from what they used to do”, argues the HR manager. 

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

To upgrade the mass production stitchers, the management has organised 12 week training courses. The training courses take place in the stitching department and are given by experienced prototype stitchers. During the course, the stitchers have to produce a number of pieces of underwear, from start to finish. They get assistance from the prototype stitchers. If they need more time to learn all the new operations, they are allowed to extend the period of the course. According to the stitchers, the training courses were very useful and taught them the new tasks. Before these courses were organised, some of the stitchers already asked their heads of department to learn to work with other stitching machines (certain tasks require to work with other stitching machines). The management allowed this and stimulated them. However, some of the prototype stitchers want to learn additional skills, such as pattern making, but do not see any formal opportunities at the company to do this. 

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

No info

6. Work-life balance

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

Wonderwear has signed a collective agreement on time credit and career breaks. It stipulates the threshold for time credit at 8% and in addition 20% of the blue collar  employees are allowed to work 4/5. Employees older than 50 years are allowed to work part-time via career breaks. The majority of the part-time employees wants to have Wednesday off to spend time with the children. However, this is not possible, because else there would be a lack of employees on that day. 

The interviewees did not know of other family friendly policies at Wonderwear (except the organization of annual events such as a New Years dinner, or Eurodisney trip),  but they did not express a need for specific additional policies.

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

All of the stitchers in Wonderwear are women, and most of them are married and have children, and have most responsibility for household tasks. The working hours and conditions allow them to combine these responsibilities and tasks with their employment. Sally: “I think I have very god working hours; It’s actually ideal. I can drop my child off at school in the morning and I can take him when I come back in the evening.” In addition, it is no problem to arrive late at work on for instance the first day of school. The possibility to work 4/5 also enables some of the employees to combine better their working and family life.

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

See 6.2

7. Conclusions

7.1
Basic characteristic of the case study.

Wonderwear has carried out two restructurings in recent years which are important for this case study:

· Offshoring of mass production activities;

· Conversion of the mass production unit into a prototype unit, which collaborates much closer with the design department. 

The focus of our case study are the employees of the mass production unit who have been upgraded (via a 12 week training course) to work in the prototype unit. 

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:

· High levels of satisfaction of the employees about how the restructurings have been carried out. For instance, almost no redundancies, redeployment possibilities within the company, consultation about future prospects, possibilities for skills upgrade.

· High levels of feeling appreciated for their work: especially those who have been selected to be prototype stitchers.

· Feelings of insecurity about future job security for those who have not yet been selected to work in the prototype unit. The general evolution within the clothing industry (which is characterised by offshoring of production activities) causes feelings of insecurity for all the employees within production departments. 

· Feelings of collectivity have not deteriorated during the restructurings. In addition, the relationship with the management is very good, and interviewees feel themselves of being part of the company.

· Restructurings allowed employees to increase their skills. In addition, the skill requirements for the new function are much higher than for the previous. The management saw to it, that the employees would be able to upgrade their skills to the desired level.  

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

In the last decades, the importance of the textiles and clothing sector – and more specifically (mass) production activities – has significantly decreased in Belgium. Many companies have closed down, or have offshored their production activities. Also in the area where Wonderwear is located, a lot of companies have stopped their activities. Paradoxically, the reduction of the production activities has resulted in a shortage of stitchers in Belgium. The problems in the clothing industry and the perceived low prospects to find a job in this sector, have resulted in a closure of many school and training programmes for stitchers. Consequently, fewer stitchers graduate each year, leaving the still existing companies with a shortage of qualified personnel. Interestingly, this shortage is mentioned by managers of still existing companies (such as Wonderwear) as one of the reasons for offshoring more production activities. 

Until now, Wonderwear has been able to offshore activities, without major redundancies. On the contrary, most of the employees have seen their situation (in terms of salary and skills) ameliorate after the restructuring. This is due to the growth of the company. Wonderwear  is thus an exception in this sector, and can be explained by its focus on a specific product niche and market segment, namely high quality women’s lingerie.

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

The case study shows:

· How restructuring strategies can benefit the employees who are directly affected by them (if of course certain preconditions are fulfilled, such as sufficient economic growth of the company).

· The importance for certain companies to keep specific expertise in-house and close to each other (in this case the different aspect of design).

· The importance for certain companies to create in-house expertise, moreover when the desired skills are not available on the market.

· How even in a company, characterised by and known for its good employer-employee relationships, employees still feel insecure about their future job security, due to evolutions beyond the company’s and employee’s power.  

8. Appendix 1: The organisation of the Value Chain of Wonderwear

(1) design: 

a. the actual design of the different products is in the hands of designers, material engineers, production engineers and technical designers. These are all different units in theory, but they work very closely together in practice. They are part of the design department of Wonderwear, located in LittleTown.

b. Pattern making: also part of the design department. Located in LittleTown. 

c. Prototype production: separate unit. Located in LittleTown. The prototype unit has been enlarged in 2006, to meet the growing demands of the designers. The prototype unit, is located within the production department.

d. Production preparation: part of design department. Located in LittleTown. 

(2) Purchase, planning, demand: predict the demand on the basis of past demand and interaction with clients; plan the required production and the responsible subsidiary; purchase of required raw materials. The raw materials are bought in Europe, due to the availability of high quality fabric and for aesthetic reasons.

(3) Production 

a. Cutting of the fabric and making kits: the factory in LittleTown has cutting machines to cut the fabric in different patterns. For each single product a kit is made and these kits are bundled together, marked with a bar code and send (together with the instruction booklets) to the production subsidiaries. As a result of the growth in production, the cutting department will be enlarged. However, this unit might be offshored in the long term, because of the limited flexibility of the workers involved. Indeed, it is increasingly difficult to find workers who want to work in shifts in Belgium. On the other hand, the management is reluctant to offshore this activity, because they want to keep control over the quality of the cutting. This is required because of the fabrics, that are very delicate to handle (embroidery, lace…).

b. Production of the samples (which are used for sale to retail shops): until 2006, the production unit in LittleTown (Belgium) produced the sample of a new product. This has now been offshored to the subsidiaries in Hungary and Tunisia. 

c. Mass production: Wonderwear has subsidiaries in Hungary and Tunisia and outsources to Chinalux in China. In 2007 part of the production of the Hungarian subsidiary will be outsourced to a company in Romania.

(4) Quality control: a first quality control is carried out in the subsidiary while a second quality control takes place in the subsidiary in Wichelen (Belgium). 
(5) Distribution: Wonderwear has an own distribution centre in Wichelen (Belgium), from where the final products are sent to independent multi-brand-stores and – to a lesser extent – to an own network of seven stores in Germany and four in France. 
(6) Sales: via independent multi-brand-stores (in Belgium and other countries) and via an own network of seven stores in Germany and four in France.

9. Appendix 2: Key data questionnaires

	Personal information

	Name/Code
	Mathilde

	Gender
	Female

	Age
	45

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	married

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

Responsible for household tasks and taking care of children

	Children (number, age)
	2 (16y and 14y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Vocational degree in dressmaking + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	After finishing her studies in 1975, she started working as a stiticher for another company. In 1989 she moved to the Wonderwear, where she hopes to continue working .

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear (prototype unit)

	Present job (job title, position, perspectives)
	Prototype stitcher

	Short description of tasks (changes due to restructuring)
	Production of prototypes (i.e. stitching)

	Working hours
	Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15)

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	She had to leave her former job because the clothing company was closing down. In her current job, the only restructuring that impacted on her professional life was the enlargement of the prototype stitching department.  


	Personal information

	Name/Code
	Clothilde

	Gender
	Female

	Age
	44y

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	married

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

Responsible for household tasks and taking care of children

	Children (number, age)
	1 (8y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Vocational degree in dressmaking + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	After finishing her studies in 1980, she started working as a stiticher for another company. In 1986 she moved to the Wonderwear, where she hopes to continue working .

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear (mass production unit)

	Present job (job title, position, perspectives)
	Stitcher, she hopes to move up to prototype stitcher

	Short description of tasks (changes due to restructuring)
	Stitching

	Working hours
	Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15)

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	She had to leave her former job because the clothing company was closing down. In her current job, the only restructuring that impacted on her professional life was the enlargement of the prototype stitching department.  


	Personal information

	Name/Code
	Charlene

	Gender
	Female

	Age
	36

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	married

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

Responsible for household tasks and taking care of children

	Children (number, age)
	3 (6y, 8y and 10y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Vocational degree in dressmaking + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	After finishing her studies in 1990 she applied at Wonderwear. The company recommended her to follow an additional course at the Flemish employment agency. After a few weeks, however, Wonderwear contacted her again, to offer her employment as a stitcher. She has worked at Wonderwear ever since.  

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear (prototype unit)

	Present job (job title, position, perspectives)
	Prototype stitcher

	Short description of tasks (changes due to restructuring)
	Production of prototypes (i.e. stitching)

	Working hours
	Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15)

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	The only restructuring that impacted on her professional life was the enlargement of the prototype stitching department.  


	Personal information

	Name/Code
	Sandra

	Gender
	Female

	Age
	35

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	Unmarried, living together

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

Responsible for household tasks

	Children (number, age)
	0

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Vocational degree in dressmaking + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	After finishing her studies in 1995, she applied at Wonderwear. The company recommended her to follow an additional course at the Flemish employment agency. After a few weeks, however, Wonderwear contacted her again, to offer her employment as a stitcher. She has worked at Wonderwear ever since.   

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear (mass production unit)

	Present job (job title, position, perspectives)
	Stitcher, she hopes to move up to prototype stitcher

	Short description of tasks (changes due to restructuring)
	Stitching

	Working hours
	Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15)

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	The only restructuring that impacted on her professional life was the enlargement of the prototype stitching department.  


	Personal information

	Name/Code
	Kate

	Gender
	Female

	Age
	39

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	married

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

Share responsibility for household tasks

	Children (number, age)
	1 (16y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Vocational degree in dressmaking + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	After finishing her studies in 1980, she found instantly a job in a clothing company. After 3 years she moved to the clothing company of her sister, which she left when it closed down in 1990. She worked at another clothing company, which closed down in 1997. Since then she worked in Wonderwear as a stitcher. 

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear (mass production unit)

	Present job (job title, position, perspectives)
	Stitcher, she hopes to move up to prototype stitcher

	Short description of tasks (changes due to restructuring)
	Stitching

	Working hours
	Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15)

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	She has experienced already two close downs of companies.


	Personal information

	Name/Code
	Wiske

	Gender
	Female

	Age
	31

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	married

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

Responsible for household tasks and taking care of child

	Children (number, age)
	1 (6y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Vocational degree in dressmaking + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	After finishing her studies in 1995, she applied at Wonderwear. The company recommended her to follow an additional course at the Flemish employment agency. After a few weeks, however, Wonderwear contacted her again, to offer her employment as a stitcher. She has worked at Wonderwear ever since.   

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear.(mass production unit)

	Present job (job title, position, perspectives)
	Stitcher, she hopes to move up to prototype stitcher

	Short description of tasks (changes due to restructuring)
	Stitching

	Working hours
	She works Part time (80%). Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15), and one day off each week (always another day in the week).

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	She has experienced already two close downs of companies.


	Personal information

	Name/Code
	Angie

	Gender
	Female

	Age
	44

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	married

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

Responsible for household tasks

	Children (number, age)
	2 (20y and 16y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Studied until 14y  + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	At 14y she started working at Wonderwear (in that time, this was still legal). Since 1998, she works part time (80%).

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear.(mass production unit)

	Present job (job title, position, perspectives)
	Stitcher, she hopes to move up to prototype stitcher

	Short description of tasks (changes due to restructuring)
	Stitching

	Working hours
	She works Part time (80%). Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15), and one day off each week (always another day in the week).

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	She has experienced already two close downs of companies.


	Personal information

	Name/Code
	Sally

	Gender
	Female

	Age
	34

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	Married

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

Responsible for household tasks

	Children (number, age)
	1 (6y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Vocational degree in dressmaking + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	After finishing her studies, she applied susccessfully at Wonderwear. 

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear (prototype unit)

	Present job (job title, position, perspectives)
	Prototype stitcher

	Short description of tasks (changes due to restructuring)
	Production of prototypes (i.e. stitching)

	Working hours
	Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15)

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	The only restructuring that impacted on her professional life was the enlargement of the prototype stitching department.  


	Personal information

	Name/Code
	Tamara

	Gender
	Female

	Age
	36

	Ethnic origin (native, migrant …)
	Native white Belgian

	Family status
	married

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

Responsible for household tasks

	Children (number, age)
	1 (9y)

	Skill profile and trajectory

	Skills profile (degrees, set of skills…)
	Vocational degree in dressmaking + 12 weeks of training at Wonderwear.

	Job history (changes, perspectives, experience of unemployment)
	After finishing her studies, she worked for w while in a shop as a saleswoman. Because she did not want to work on Saturdays, and she preferred working closer to home, she applied for a job at Wonderwear. She is working at the company since 1991.

	Current job

	Type of organisation (name and short description)
	Stitching department of Wonderwear (prototype unit)

	Present job (job title, position, perspectives)
	Prototype stitcher

	Short description of tasks (changes due to restructuring)
	Production of prototypes (i.e. stitching)

	Working hours
	Mon-Fri: 7h30-12h and 12h30-16h30 (Friday till 15h15)

	Access to training (formal and informal)
	Besides the 12 weeks training course, she did not follow or was not offered any other courses

	Experience of restructuring (main changes in personal job situation)
	The only restructuring that impacted on her professional life was the enlargement of the prototype stitching department.  
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