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GENERAL INFORMATION

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 the writing of this report, two different case studies were considered – nicknamed PROF/IT and SYSTEM/NET. The majority of interviews (6) relates to a two-phase relocation of the IT service department of a MIDLANDS CITY COUNCIL to two different private business processing outsourcing companies. The second set of occupational interviews (2) were carried out with IT service staff at PROF’s IT, doing outsourced work for WALES CITY COUNCIL.

Brief overview of  the case study contexts:
SYSTEM/NET & SERF 

SYSTEM is an IT business consulting and business process outsourcing services company. In 1997 it took on responsibility for the network and computer systems in MIDLANDS CITY COUNCIL  supporting some 4000 users.  The IT service department at CITY COUNCIL employed 250 people  in 1997, reduced massively to only 70 employees now

· 1997 MIIDLANDS CITY COUNCIL’s IT services outsourced to SYSTEM (7–year partnership)

· 2004 Majority of IT workforce are outsourced again, this time to NET which is soon bought up by SERF (around 20 staff stay with SYSTEM but do not work on MIDLANDS CITY COUNCIL work any longer; their new responsibilities consist of providing IT services to financial institutions)

IT/PROF:

IT used to be WALES CITY COUNCIL’s IT service department in a Welsh city Around 100 staff were transferred to PROF. 

· 2002 WALES CITY COUNCIL commissions a Best Value IT review: demonstrates that ICT systems are antiquated

· 2003: a new Chief Executive is appointed, driving the outsourcing agenda and as a consequence put out a tender in a European Journal for Management without mentioning to IT staff.

· July 2003 - January 2004 transfer negotiations with the trade union around the options of keeping IT in-house, secondment or outsourcing to a private service provider. 

· August 2004: A ballot for industrial action shows clear intention to go on strike which lasted 12 weeks. One day the IT staff are supported by all local WALES CITY COUNCIL workers. At the time, the tendering process had two final bidders. WALES CITY COUNCIL approached both of them asking for a supply of IT staff to cover for the striking employees. Bidder 2 agreed and sent in some IT workers to keep IT running throughout the strike. PROF refused, which resulted in a reputation for ‘being decent and ethical’by not undermining the industrial action. 
· January 2006: legal, contractual transfer of IT staff to PROF

Interviewee Profiles: SYSTEM/SERF 

	Job Title
	Age
	Gender
	Family Status
	Children
	FT/PT
	Joined MID. CITY COUNCIL
	Union

membership

	IT application officer
	44
	F
	Divorced
	2 (13 & 15)
	PT
	1990
	Yes

	IT service officer
	54
	M
	Married
	2 (both disabled & learning difficulties)
	FT
	1982
	Yes

	IT project manager
	38
	M
	Married
	1 child 
	FT
	-
	Yes

	IT application development manager
	58
	M
	Married 
	1child
	FT
	1970
	Yes

	Account maintenance  manager
	47
	F
	Married 
	None
	FT
	1988
	Yes

	IT application development manager
	49
	M
	Married 
	3 children 
	FT
	1989
	Yes


Interviewee Profiles: IT 

	Job Title
	Age
	Gender
	Family Status
	Children
	FT/PT
	Joined WAL. CITY COUNCIL
	Union

membership

	Software Developer 
	44
	Male
	Married 
	1 child 12 years
	FT
	1990
	Yes 

	IT technical manager 
	61
	Male
	Married 
	2 children
	FT
	1985
	Yes


2.  Work biographies, career construction, trajectories

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

The Interviewees’account of their trajectory is marked by a number of similar factors:

Most of the interviewees have an IT–related or otherwise technical, scientific educational background. Most have a University degree in IT studies, engineering, biochemistry, mathematical sciences, etc. 

When looking for a job, working for the public sector was an important decisive factor; in most cases this was described as a conscious decision. Locality and job security are important for these interviewees  and there were a number of interview comments describing this process. Some of the interviewees were working in the private sector and felt that the move to the public sector would cerate more stability (joining a CITY COUNCIL after a bad experience in the private sector) and other useful incentives like flexible working. 

The software developer at PROF’s IT explains: I had the choice to be working for a private service provider in a bigger town, for example London. If this is what I wanted I’d made that choice.

Local affiliation is another very important factor described by interviewees: the cities  both CITY COUNCILs are located in a fairly small (population sizes of 225,000 and 301,000). Considering the age and the length of service with CITY COUNCIL, interviewees feel they do not want to move for their work, they have their house and families around. As a result, they do not feel tempted to make a career within PROF or SYSTEM or SERF which they see as demanding that they would have to travel and work in a very different way.

Considering the high proportion of older workers (over 40) reflects the fact that most of them have been with the CITY COUNCILS for long periods of time and had no plans to change employer before outsourcing was announced. Another interesting factor is that the notion of ‘moving into management’is one that is not liked, interviewees described that they liked the ‘ways things were’, ‘doing their job’and the rigid career structure at the COUNCIL, where promotion did not happen regularly and only in horizontal fashion described by the interviewees as ‘dead men shoes’career whereby a person only moved up when the manager/superior had left the post.

Two of our interviewees have been moved up into a managerial team leading role and they are not too happy with it. Others also commented that they would not like to progress onto that level: when asked about their career plans for the future their preference is for as little change as possible. 

The motivation of working in the IT sector was based on the view that it was a sector that would give a high degree of job security, especially when tied in with the policies and benefits of working for the public sector. At the time most interviewees joined the CITY COUNCILs ,the sector was growing and job opportunities were good. The outsourcing has created a strong sense of precariousness, especially for those workers being transferred to SYSTEM and SERF. SERF has just announced a round of redundancies; staff there all think that they will be made redundant in the next two years or that the outsourcing contract will be taken over by the another provider. Resulting from this, interviewees at SYSTEM and SERF are thinking about finding new employment, in some cases not necessarily related to IT work but underpinned by the desire to do ‘something meaningful’. 

‘I thought it was a job for life. I liked IT and that is why I got a job as a IT support technician with CITY COUNCIL, I progressed and now everything has changed and IT is not a job for life anymore.’(PROF’s IT software developer)

The following paragraph presents some short individual descriptions of their trajectories:

The account maintenance manager explains: 
‘My first job was in IT, I did Biochemistry at University and did not like it, as part of 2nd year at University I did programming which I enjoyed; that is why I took a job with CITY COUNCIL. But now I want to get out, I am getting too old for the hassle! Constant expectation of working long hours, provisioned cover and element of off shoring to India, taking the most interesting aspect offshore’

The IT application officer: 

‘Working in the IT industry was seen as an opportunity, shortage of computer staff, I thought it would give me security and freedom to move around. I liked the way IT made me think’

The fact that most interviews stayed a very long time with the CITY COUNCILs they talk about satisfaction with their work and working conditions and do not feel they have any regrets in regards to their chosen career path.

On an individual level, some regrets and ‘bad choices’were made: the IT service officer has a Physics and Science background and did get into IT because he failed to find a job as a physicist. Then he was made redundant as an IT worker in the private sector in 1981, a month later got offered job in his home town with MIDLANDS CITY COUNCIL in 1981. His motivation was to be working with the public sector after having worked with a small company in the private sector. He described that that the bad career move was working for a small company because he was made redundant which in turn created the belief that bigger companies and/or public sector work can offer more security.

The Project Manager expressed his regrets in relation to the current situation: he has never worked for MIDLANDS CITY COUNCIL directly, working only at SYSTEM first and then as a SERF employee with MIDLANDS CITY COUNCIL as the main client but feel he has missed the moment when it would be possible to leave SERF. There is a second round of redundancies at the moment and the atmosphere was described by him ’as keep your head down and hope you will keep your job for another year’. His personal situation has recently changed: he has a young baby and his wife works locally; if he loses his job there might be difficulties with finding similar employment in the immediate area. He explained that he ‘would do anything’and explains that IT is not a safe industry anymore. That is why he has begun investing in property with the aim to work on a freelance basis to not be dependent anymore on an employer. His attitude presented a very different viewpoint: high entrepreneurial spirit and little affiliation with the content of work. He said it makes a difference to work on MIDLAND CITY COUNCIL contracts but that by and large he does not mind how he earns his money. 

Project manager: 

‘I do my work, I don’t slack but you have to look for meaning outside. I walk out and switch off. It is hard to get recognition here, you don’t get credit for your work so that is why I can’t be bothered. If I lose this job I go find another one somewhere else, I am not bothered. I have other things going on’

This new precariousness, ‘IT is not a job for life anymore’, clashes with commitment issues for one female worker who is saying that she is not putting herself forward to progress within SERF because she has responsibilities for her children.  For example, a female colleague of hers has joined SYSTEM on other contracts and as a result has to travel a lot for work which is something she could not do as a single mother with two teenage children. She feels that with MIDLANDS CITY COUNCIL there would have been more opportunities to progress vertically or into areas that are not necessarily related to IT. In addition, the cultural climate was more supportive of part-time working and family issues. 

The account maintenance manager at SYSTEM, believes that the application support role will not be around any longer and go offshore soon.  As a result, she feels she wants ‘to get out’and find new employment elsewhere, again ideally in the public sector. 

‘I am less tempted to stay in IT because it got too cut-throat and has become a risky industry.’

The two female interviewees evaluating their career both describe a desire to change their job.  The Account maintenance manager said that she is very happy with her career but strongly feels now is the point to say ‘I had enough’. She stayed with SYSTEM working on financial client contracts, enjoys the work but feels that a lot of positive elements have been lost since most of her colleagues were transferred to SERF and she is not working for MIDLANDS CITY COUNCIL any more. SYSTEM has offices in India and part of her team is located in Chennai which brings some frustration to her. She feels that the ‘exciting’aspects of application development have gone to India and her current work gives a feeling of ‘not achieving’much. She will accept voluntary redundancy in June 2007. Her new ideas are to be working in a new area but not in IT but in public sector (local authority, health services), not to fill shareholder pockets anymore; she is willing to retrain.

The IT application officer told us that her motivation to work and meaning of work never related to earning money but to personal interest and fulfillment. She tends to change jobs when experiencing boredom. She also described herself as

‘not ambitious, as never wanting to go into management which is not an attitude that is liked in  SERF. They want young, hungry [people] trying to get up the ladder’

As a result of this new working environment she is now thinking of moving back into the public sector.

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

There seem to be strong feelings of commitment still with CITY CONCIL work and the wider, local context but little identity with working for SERF and PROF’s IT and their organisational visions and practices. Interviewees still feel an affiliation with the CITY COUNCILs and find it important to do a job supporting council work, and thus indirectly supporting the local community.

When asked how they describe their job in an informal, social situation, e.g. at a party, most interviewees say that they would state that they are supporting CITY COUNCIL's computer systems but would not say ‘I am working for SERF or PROF’. 

Most interviewees expected their job to be one for life: as mainly in the older age bracket, they were preparing for retirement, being satisfied with their career to be living locally and not having any strong career ambitions. The transfer to a private company has shattered this future and introduced a new level of worry and uncertainty. 

The change at PROF’s IT has been less drastic than at SERF: staff stayed in the same offices and kept their old contractual terms and conditions, including a mobility clause which states that they cannot be expected to work elsewhere or on other projects without their consent. 

The current situation at SERF is seen as very threatening: Six people have just been made redundant and all interviewees would like to leave their job. Reasons for not acting on that wish relate to age, family responsibilities and the need to stay local. The IT application officer explains that she has to look after her two children and recounts stories from colleagues who were made redundant in 2002 and had encountered major difficulties in securing similar employment in the area. The next big town is about an hour’s drive away, and changing her daily routine to that extent would be difficult. In addition, she has the opportunity to work part-time which she believes is rare in the IT industry.

The barriers to look for new employment for the IT service officer are age related: he is 54 and would like to work somewhere else but does not believe he would get a similar job in the area and he does want to move for work. The current situation causes resentment of having been wanting work to earn money but not to follow a certain career, there are regrets of not having got into physics which was seen as a career dream but now with the new threat of redundancies and the fact that he was outsourced twice adds to feeling frustrated and disillusioned.  

As discussed before, interviewees feel little attachment to their new employer. There is real detachment within SERF where management is almost entirely absent (apart from line managers who are located within the department); other senior, strategic management issues are organised centrally and implemented by consultant managers who travel between sites. Interviewees described how little they know about these procedures as in fact they are only being visited once a year and do not have personal contacts. 

 Within IT the change was less drastic: staff stayed in the same offices and work in the same team structures (with some new line managers); the only new thing is to answer the phone saying ‘Hello PROF’s IT department’which is seen as big change but not as a ‘major issue’. 

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

Some interviewees joined CITY COUNCIL because of a particular ethos; for others it was a job they were offered and they took it but it mattered less that they were working for the public sector. 

Interviewees at SERF explain that they understand the potential benefits of having been outsourced to the private sector: there was a more rigid progression structure with MIDLANDS CITY COUNCIL, a post needs to become available then there is opportunity to move on whereas SERF and SYSTEM promote on merit, performance measures, and personal development plans. 

However the absence of SERF’s and SYSTEM’s local management cerates a feeling of being cut off from head office and interviewees feel little appreciation. At MIDLANDS CITY COUNCIL everyone was present; Head of Unit, Chief Executive, etc. Now through this remoteness interviewees do not feel supported and would prefer to work for another employer. 

This change has drastically impacted on the evaluation of their career path: where before the transfer there was a great deal of satisfaction and stability, now the reverse is the case; people feel undervalued, have less access to training, are being threatened by further restructuring/redundancies and do not think they will be working in the same job in five years time.  

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

Both IT services department are predominately male and if there are women they tend to be in administrative or IT support roles. 

SERF’s culture was described as very hostile to flexible working and being considerate of family responsibilities. 

However, the change, with the underlying negativity, has impacted on all interviewees who seem to be facing similar problems around responsibilities like mortgages, local labour market and having family locally. 

The IT application officer feels she had to put in a lot of effort to fulfil the demands on her and on occasion experienced immense clashes with child care and work commitments. For example, being available for meetings or having to bring in her children to the office on a Saturday. 

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).

Both IT services departments were parts of CITY COUNCILs and interviewees felt that they were directly serving the community as CITY COUNCIL employees. Local issues and community bonds are very important features in both cases but particular important for the IT staff located in Wales which represent particular set of national values, morals and political context. For interviewees at SERF (in the Midlands) locality is important in connection to their personal lives: having a mortgage, children going to school there, family lives nearby. 

In Wales, there is a strong sense of collective feeling with IT: due to a 12 week strike action opposing the transfer and strong influence of the trade union, a strong bond has been created and due to this it seem that PROF had to adopt a more ‘culturally sensitive approach’to the transfer of workers. 

The current atmosphere within SERF is very different: due to being outsourced twice, moving offices and working in new teams, interviewees feel that their collective identity has been undermined. They all reported good team working but at the same time miss the atmosphere of co-operation and informality at CITY COUNCIL. Working at SERF means working to service levels agreements and increased monitoring, but at the same time there is less focus on personal well-being and development at work. Old MIDLAND CITY COUNCIL teams got split when moving from SYSTEM to SERF, people are still in contact to with each other. Previously, at MIDLAND CITY COUNCIL there were a lot of mutual activities: parties, family events, etc. At SERF one attempt to bring together staff right at the beginning of the outsourcing contract failed due to general reluctance of being outsourced a second time which resulted in a low attendance rate.

 Currently, within SERF, amongst former MIDLAND CITY COUNCIL staff, ways of working together are still underpinned by a willingness to co-operate and being sensitive to individuals’private situations. For example, staff are allowed to rush off in emergencies; the difference at SERF is that they have to return to work immediately whereas with the MIDLAND CITY COUNCIL they might be offered the chance to take a couple of days off. 

At SERF and SYSTEM, collective affiliation seem to relate to trade union membership: At SERF half of IT staff from MIDLAND CITY COUNCIL, staff feel that Union can’t really do anything, which is also a problem now not having a majority of unionised workforce. At IT on the other hand 85% of staff are still members of a union. The collective atmosphere has changed, as one of the interviewees put it:

‘Now it has to be a mega issues affecting a lot of people if you want to get anyone to respond;, before it was easier to mobilise people’

In both cases, interviewees see the biggest change in the fact that ‘money making’is now a key part of their work whereas before people worked for the public good. Interview discussions about this part of the contract, show how this causes frustration and leads to a decrease in motivation: staff feel they can not act ad hoc any more, are less flexible and autonomous in their work as everything needs to be budgeted for and this increase in bureaucracy is seen as ‘waste of time’. 

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

The changes in occupational identities mainly relate to the fact that workers are not part of the public sector anymore and in line with this notion feel compromised in their personal values of doing something for the community. The other notion relates to not being part of one organsiation anymore, through fragmentation and remoteness of PROF, SYSTEM and SERF creates the feeling of ‘them and us’. This is supplemented by the frustration that their work is now about ‘filling the pockets of shareholders’ instead of the wider public good. 

The transfer from MIDLANDS CITY COUNCIL to SERF felt like a radical change (compared with the previous transfer to SYSTEM) and everything feels imposed, top down and there is less autonomy and mutual interest. 

In terms of workers’ identity, they still feel mainly affiliated with MIDLANDS CITY COUNCIL’s work and this seems to minimise the impact of change on their personal perceptions. They still feel that they are working for CITY COUNCIL and there is no desire to buy into PROF’s or SERF’s way of working or working for them on other contracts. 

Whereas before there were collective, co-operative feelings amongst staff, now people feel frustrated. The project manger explains: ‘they way they do things just makes you want to come into work, do your job and go home’. 
Current announcement of redundancies have created an ambivalent situation: on one hand the fear of losing the job seems to make some staff want to hold on to it, but on the other this creates a desire to be prepared when it happens to them. This has created opportunistic behaviour; some interviewees described that they scan job ads and if they see the right one they will apply.  The younger project manager is looking actively into setting up his own property business  because he believes he will lose his job in the next couple of years and needs to act to counter this increasing precariousness. Before he felt he was ‘fairly happy’ working but since the transfer to SERF he has realised that one cannot afford to rely on employers and that creating a good life is about the individual seeking solutions. 

The IT technical manager at PROF explains: 

‘we made a choice for working in the public sector and if we wanted to work elsewhere we could have made that choice but we didn’t want to; we preferred to work for the council because it was a job for life’
3.2. Relations between restructuring and changes in occupational identity for this OG (support new identity, threaten identity, affect solidarity, transform social dialogue – how?)

The approach SERF has taken is felt as ‘very top down’ and opposing to the way the public sector worked. For example, the recent redundancies were announced without any consultation or any attempt to find other solutions. The affiliation is still with the locality and the MIDLAND CITY COUNCIL work and it seems that as a result all interviewees are forced to begin to think about their career and workers identity very differently. At SERF, all interviewees are thinking about finding new employment. Moving away from IT and doing something more meaningful is a theme that features strongly. In this sense, there is a shift to think more individually about their career and less along the lines of solidarity which was a given at MIDLAND CITY COUNCIL. 

Thus, by and large, interviewees’ feel threatened in their occupational identities. Perceived opportunities offered by working for a multinational organisation are not desired by most of the interviewees and there is definitely a sense of loss in no longer working for the public sector. This is best reflected in the account of the application manager: she described that her  work is hugely important to her but there has been as shift in identity to wanting to focus on other aspects and personal interests. She said:

‘There was a time in my life where I lived the job, exclusively of anything else, resulting from long hours, you go home, eat, sleep, start again the next day, now money is not critical, the mortgage is paid off, my husband is happy and content in his job so there is stability. Now I would like to do something that is a new challenge, I don’t want to think about solving problem at 6 in the morning in the shower anymore’

Even the project manager who came from SYSTEM to SERF and not CITY COUNCIL feels a strong attachment to the MIDLAND CITY COUNCIL account. He explains that he can see how local authority values have filtered through into the way teams work together which he describes as very collegial, friendly and supportive. There are very close relations with co-workers in his teams. 

3.2.1. Typical Image

Typical worker: interviewees think SERF wants people who are customer-focused; they want people who put themselves out to meet what customers want and people that want to travel. Commitment needs to be full-time and individuals need to be highly driven. The part–time application support officer said that she doubts whether she could get a job with SERF on a part-time basis if she would apply as an external candidate. The female application support worker talks about an example where a colleague has been promoted and is traveling a lot now but she feels she can’t do it because of her responsibility as a single mother so does feel she is not the sort of worker that SERF like but since it is difficult, they seem to have given up.

‘I am not the typical worker SERF are looking for. In a local authority that would not happen; you would not be excluded from a post because you have kids. I don’t [think} they are happy with what they inherited in us. We are second-hand people in a way. They are trying to turn us into something different’. 

Most interviewees have been with MIDLAND CITY COUNCIL for many years and find it hard to adjust to the new ways of working whereas the younger project manager seems to have adjusted differently by thinking about self-employment. 

3.2.2. Appreciation & Recognition 

Staff at PROF’s IT still feel they are getting the similar recognition than before. Based on strong feelings of collectivity and good atmosphere with the department. PROF’s line management is seen as very professional and supportive. On the other side, there is great disappointment with WALES CITY COUNCIL, interviewees feel let down by their senior management and the fact that the outsourcing process happened in a very top down, unconsultative manner. 

For staff at SYSTEM and SERF appreciation comes from the immediate surroundings, mainly from team members, sometimes line management or the customer. SERF’s neglect in terms of strategic input is seen as frustrating and from there a real sense of undervalue has merged; similarly with SYSTEM due to patchy appraisal schemes and input into personal development, staff feel they are less supported by their employer than before.

4.  Quality of work

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

4.1.1. Terms and Conditions 

The IT service department has been reduced in size from 250 to around 70 in its current form at SERF. Some staff stayed at SYSTEM. As a result, staff at SERF and SYSTEM are on a mixture of terms and conditions. Terms and conditions present a tailored approach combining strengths and weaknesses of public and private sector pension schemes. 

IT staff were given the option to stay on their original sets of WALES CITY COUNCIL terms and conditions or transfer over to PROF’s standard terms and conditions. Initially, the majority decided to stay on their old terms and conditions as they were seen as ‘more secure and safe’ but since the transfer more staff are reported to have switched over to PROF’s terms and conditions.

There is a key difference between the two schemes: PROF’s standard terms and conditions are very diverse: they are ‘individual solutions’ and each employee decides what set of terms and conditions they would like. Terms and conditions consist of a base salary, supplemented by a bonus, 39 hours a week, 31 days holiday entitlement and other benefits are based on a kind of pick and mix approach:  (e.g. a high-cost life insurance or a car, store vouchers, etc). For IT staff, the basic difference when moving to PROF’s standard set of terms and conditions means 6 fewer days holiday a year, one hour longer working week and no flexi time but a higher salary (and a bonus). 

 Pensions were the biggest concern: a high proportion of staff were over 55 and had been paying into the local government pension scheme for most of their life, thus one of the main worries was to lose the pension when moving on to PROF’s standard terms and conditions. That is why most IT staff are still paying into the local government  pension scheme.

An important aspect of the terms and conditions is the mobility clause which states that IT staff have no obligation to work anywhere else; if the contract fails PROF cannot force IT workers to work anywhere else.

There has been a change in flexible working options: Flexi time is an option for ex MIDLAND CITY COUNCIL workers and staff transferred from SYSTEM to SERF, new staff or staff directly employed on SERF terms do not have flexi time. There have been some issues around drawing up a rota that is still responsive to staff’s option of working flexibly.

In terms of perception regarding working conditions, SERF and SYSTEM interviewees feel the same pressures in terms of workload but because they were on flexi time they could plan around that pressure to suit their personal needs. 

‘Working in IT’ is described by all interviewees as being about getting the job done, which means that overtime or ad-hoc weekend working can be common. This was also the case at MIDLAND CITY COUNCIL but with a difference in terms of feeling more connected with the work content. 

4.1.2. Changes in Ways of Working 

At PROF’s IT, SERF and SYSTEM, work processes have become more structured and standardised. The ways of planning and carrying out work in the CITY COUNCIL’s IT services  happened on an ad-hoc, needs basis and were only loosely structured around performance measurement. 

The standardisation of work processes is ‘seen as boring’ by SERF staff and as a result staff are prepared to look for new work.  Some staff reported in interviews that they recognise that working for SYSTEM/SERF has created new career opportunities; the barrier in accessing this opportunity is the fact that they are then required to move, whereas staying at MIDLAND CITY COUNCIL might have enabled vertical movement into other areas. For example, the two female interviewees for this study who are both looking for new work feel that with MIDLAND CITY COUNCIL it would have been easier to be transferred internally into another area like social work without having to resign and then start looking for new work from scratch. 

At the beginning of the SERF contract, a new performance management system was introduced, causing frustration; staff had to account for time spent, broken down by specific activities which was seen as stressful, introducing ‘a big brother atmosphere’ and 

‘You feel you have to justify yourself, I don’t like that and it does not improve my productivity. I mean if I fail to allocate one hour in a week what does that mean? Probably that I didn’t do anything but that is not true -  you are always doing something’. 

Interestingly the scheme was abandoned because most parties refused to co-operate and since then the way of working has become more loose again. Since the departmental management is remote and almost totally absent, staff feel they have been ‘abandoned’ and there is uncertainty regarding what it is actually they are achieving. For example, when corporate reports regarding performance and achievement are published or circulated, the work at MIDLAND CITY COUNCIL is never mentioned. 

Similarly, within PROF’s IT, work, outputs are measured in relation to Service Level Agreements (SLAs): there are different sets for individuals, teams, and the department as a whole. SLAs relate to the speed of responding to a customer enquiry, speed of creating a new website (measured in numbers of days). Staff need to keep time sheets that are accurate to a minute on a day-to day basis. 

The software developer describes this: 

‘For example someone has a problem with their PC in the finance department, they ring up explaining that they have a problem with the system. Before, we would come to an agreement between us when I will come and take a look at it; now they contact the central help desk, they pass on the query to me and then I have a certain number of days to solve the problem; if I have a fail rate of 10% over the month then the WALES CITY COUNCIL gets service credits’

4.1.3. Management Issues 

Interviewees from SERF and SYSTEM described that line management and departmental management structure used to be clearer with MIDLAND CITY COUNCIL, ‘where everyone know who everyone else was and what they did’. 
Now, at SYSTEM, line management is remote and as a result issues like appraisal meetings or other catch-up meetings between an individual member of staff and their line manager happen irregularly which in some cases has had an impact on bonuses and formed barriers to training (‘I don’t get as much attention on training and career progression as with MIDLAND CITY  COUNCIL’). 

At SERF, the situation is similarly problematic: in this case, line management has been mainly replaced by SERF line managers who are permanently based within the IT service department. For other management issues, SERF uses consultants as managers: they move across sites, are not necessarily known, staff are not sure who to contact in the first place so the view has been formed that SERF is totally unprofessional in their approach to planning and managing staff. The project manager explains: 
‘So we sit in an office and get one with it but we don’t really know who they are! SERF does not have a management that want to motivate people, my impression is that nobody cared, they have got the contract; that is all that matters to them, they are much worse than SYSTEM - they put in more into people management. SERF does not do anything for us’

However, other managerial functions (strategy and operational) are remote and since the transfer little attention has been paid to the IT service department. There have been several occasions when training needs, personal development issues or flexible working needs have been identified as part of a formal appraisal but when the line manager contacted SERF’s HR or other managers, all initiatives have been stopped or not happened. This is also true for the attempts to introduce SLAs and time sheet keeping which failed, it was stopped due to lack of corporation but without any further consequences or consultations with staff. A senior manager from SERF comes about once a year to their offices. Unsurprisingly, this lack of strategic planning and guidance results in a total distancing of staff from the organisation and also in lack of motivation. 

Line management and other management is better organised at PROF. It has not changed in structure but some IT staff now have a line manager who is a PROF employee. Interviewees felt that PROF staff are very good managers and are impressive in the way the manage them. Generally, there is an annual performance appraisal carried out by the line manager and regular uptake meetings; each member of staff keeps a personal development plan, where performance and scope for improvement is discussed. Before, line management was more loose; there were regular meetings but they were often on a team basis more than on an individual basis. Focus of meetings were often about strategy and catching up with how staff feel but less about individual performance.

The content of work stayed fairly similar to before. IT is still providing several services to WALES CITY COUNCIL. Most divisions are still carrying out the same tasks (consultancy, web/PC support). Some IT staff experienced a change in the content of their work due to increased standardisation of processes. For example, software developers who were used to building software or designing a website from scratch are now supposed to use templates and systems that PROF has installed. Two staff interviewed for this case felt they have become more ICT system administrators rather than creative software designers and they feel frustrated having to work in this more structured way.

Now quality assurance testing for applications is developed by SYSTEM in liaison with Indian workers in Chennai. Before the MIDLAND CITY COUNCIL’s technical team was locally embedded in the IT service department; this function is carried out now in India, and the interviewee’s perception is that it is harder to communicate, more steps are involved in completing the testing process. In addition, she has to liaise with other teams within SYTEMS's geographically distributed sites:, for example in Glasgow, Sheffield and Birmingham. 

4.2
Management of working time for this OG – Current situation, trends, expectations.
At SERF, for some teams, working hours and basic working conditions have not changed immensely: for example, the application support team still works mainly 9 am to 5 pm, Monday to Friday but organises voluntary cover for evenings up to 7 pm (phone support for emergencies). For other functions, for example the Desktop support team, working hours have been extended. They are now required to work extended (7 am – 7pm) hours to fit in with requirements of MIDLAND CITY COUNCIL’s strategy to provide better access to citizens.

 At SYSTEM and SERF, staff are on flexi time which is built around core hours of 10 am – 12pm and 2pm to 4pm, 37 hours per week.  Bank holiday working is a problem: ‘customers’ (other departments at MIDLAND CITY COUNCIL) have bank holidays off; SERF staff do not and have to come in to support a customer ‘who is not there’. 

 For example, SERF’s micro computer expert sometimes needs to put in ad-hoc, Saturday working, time which he can’t necessarily claim back as overtime. This is seen as stressful, in particular as it is often not very well planned and pops up suddenly and hence clashes with other personal commitments.

The work of PROF’s IT is determined by the needs and demands of other departments within WALES CITY COUNCIL.  These other departments are working standard public sector hours which tend to be 9 am – 5 pm, Monday to Friday. Hence demands on working time within IT have not changed, other than the overall increase in the working week by one hour. Most IT staff are on flexi time. This means they have a degree of control over the hours they work: they can start between 7.30 am – 10 am and finish between 15.00 – 18.30. Interviewed staff did not feel there has been a negative impact, i.e. increased standardisation has not increased their working hours - they rarely do overtime for example.

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

The departmental climate at SERf and SYSTEM was described as similar to the one at MIDLANDS CITY COUNCIL: work requires fitting one’s own needs around working time, basically being available to work when ever needed. The system support officer described that she once brought in her two children on a Saturday in the evening to work because she was unable to organise child care. She said:

‘I would not expect anyone to let me off because I have kids, if that is my responsibility I will do it’. 

She also added that at times it seemed more difficult for women to work in the department, based on these expectations. This experience was highlighted when transferring from SYSTEM, seen a more ‘gender sensitive’, to SERF. The interviewee felt more pressure to ‘make myself available or I was admitting that I could not do the job.’
The other female interviewee has no children and was very committed to her job; she did not perceive an increase of pressure due to working for a private company; she felt the situation was very similar at MIDLAND CITY COUNCIL. 

5. 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.

On a general level, for both case studies, work processes have become more standardised for some work functions in the IT services departments. Skill requirement have not changed too much in many respects but some staff, particularly, those working in development applications, see a trend towards deskilling. For example, SYSTEM’s account maintenance manager feels she does not need technical skills anymore; her responsibility is to provide quality assurance for software which is now developed in India. She explained that she does not need to know the software product the application is written in because that it is done in India.  In turn, communication patterns between her and the Indian workers have become important. She feels that her technical skills are not needed any more but now there is higher emphasis on informal and formal writing skills, analysis & problem solving skills, strong team working skills and influencing skills when dealing with customers. 
Similarly, at SYSTEM’s development support team there has been a change: the team used to able to choose and purchase products they favoured, and as a result also developed expertise in training other teams in these applications, e.g. using a particular programming language. Now this is very different: the new way of working is underpinned by a desire to get rid of bespoke applications and move to standardised packages and the development support function underwent a change in requirement of skills. Within two years of being at SYSTEM the team was broken up and individual members redeployed to other sections. 

In some functions there is little change, for example, the micro computer expert, explained that his expertise is so rare that there has been no change in his responsibilities.  But similarly in his view there is a higher emphasis on soft skills which he described as getting on with the customer and reading between the lines to find out what they are saying. 

All our interviewees at SYSTEM and SERF have a University degree in computer or business related studies. This is quite different at PROF’s IT: The formal skills for IT staff there vary considerably between the younger and older workers. Older workers tend to have been at WALES CITY COUNCIL for a very long time, starting in junior roles and progressing over time into more senior, and qualified roles.  Older interviewees’ highest qualifications included O-levels or GCSEs. 

Career progression tended to happen on a ‘dead men shoes’ model whereby a worker only progresses when a vacancy becomes available due to some one leaving for retirement. For example, the IT technical manager started as a wage clerk in the finance department then progressed to IT as there were new job openings and took up some training to learn new, IT-related skills. This pattern of working in IT without any formal skill qualification was reported as common amongst the older workforce. 

For the younger workforce, and this is something that was already implemented before PROF got involved, formal skills requirements are higher, specified in a detailed job description. Most have a Higher Education degree in IT related subject or similar previous experience.
The shift to more inter-personal skills seems to be a strong trend: 

SERF is looking for people who can provide first–class customer service.

 The essential skills PROF is looking for are more inter-personal skills. The following is a set of skills they would expect a successful IT worker to have:

· Self-starter

· Enthusiast

· A strong teamwork ethic, with a proven ability to work collaboratively in mixed teams of colleagues and clients

· A focus on results and a “can–do” approach to tasks

· Highly capable critical thinking, interpretative, and analytical skills, allied to an ability to drive insights from analysis findings

· Good inter-personal skills

· Ability to take ownership

· Ability to follow things through 
5.2. Management of learning and skills changes for this OG (learning opportunities, formal training…).

There is a massive gap around the training provision at SERF: several occasions were reported where a training need was identified after the yearly appraisal, individuals had identified a course and the costs, but their applications were still rejected despite their line manager’s approval. The problem seems to be that SERF’s training budget is allocated centrally but interviewees are unsure how the process actually works. As a result of line manager not having a budget for training, almost no training has been authorised since the transfer. One interviewee told us that her immediate line manager at SERF tried to arrange training for the whole team but training was rejected ‘higher up’. Reasons stated were vague and seemed to be related to the fact that there is no budget for training available. Another example mentioned was an announcement by SERF’s HR Department that they had the intention of offering a team building exercise to all IT service staff in December 2006 but nothing has been actually done about it.

This absence of emphasis on training and personal development leads to staff feeling undervalued and not appreciated. With the additional pressure of recent redundancies there is a high degree of cynicism and mistrust.  

‘the senior management I would not buy a used car from. I don’t trust them. At MIDLAND CITY COUNCIL we were all part of the same company and it was more open you knew what was going on, here it is secretive. ‘ (Account Maintenance Manager).

The access to, and management of, training is better organised at PROF’s IT and more value seems to be placed on personal development and training. PROF has a centralised web-based training portal, with around 1,000 computer-based training packages that staff can access. Some training is accredited/certified. In addition, there is also a global PROF University in France, but interviewed staff were unclear whether they could make use of that opportunity. 

On an individual level, each member of staff is now keeping a personal development plan (which is agreed with the line manager) and training will be offered on a needs basis, e.g. learning about technical upgrades of PROF’s system. None of the interviewees had actually approached their line managers to request new, personal training and were unclear whether they could still go to conferences, etc if they wanted to but in principle it appears that PROF will be more supportive of training then SERF. 

At the initial stages of the transfer, PROF managers interviewed for the organisational case study, admitted that due to the problematic negotiations with staff they felt they needed a good training-based transition ‘we wanted to make them feel we really wanted them’.

As with other aspects, training and personal development is more structured now. IT staff can make use of PROF’s online training packages and have to keep personal development plans. Some concerns emerged from interviews that training may be more restricted now, via the online portal, whereas before they often went to conferences and seminars to update their skills.  
5.3. Gender dimensions in the changes in skills requirement for this OG (trends in the recognition of formal / informal skills)

The IT work is very male domniated and this general shift from technical to more interpersonal, soft skills seems to be applicable to both women and men. In terms of interviewees’ perception SERF seems to be more in favour of male employees, at SYSTEM and PROF women are more equally distributed across managerial levels and functions. 

Skills requirements seem to be more a problem for the different age groups: SERF, SYSTEM and PROF seem to be looking for highly qualified, mobile, flexible and highly driven individuals; this is associated with mainly younger workers who are willing to travel and relocate for work. The majority of workers in this case study place high emphasis on stability and security and do not see this as a desirable option. 

6.  Work-life balance

6.1. Family friendly policies for this OG – Existence, access and interest.

The access to flexible working is a very problematic issue within SERF. Staff transferred from SYSTEM to SERF inherited flexi time, even though SERF does not seem to be very supportive of this. There is a strong sense of absence in the provision of family policies and flexible working more generally: when working at MIDLAND CITY COUNCIL, flexi-time and part-time working patterns were seen as very acceptable and there were a number of initiatives supporting staff in their work-life balance. Now with SERF almost everyone works full time, with real reluctance to approach the company for flexible working. 

There are corporate messages that flexible working is an option and is supported by policies but, in line with the issues around access to training, this does not happen in reality. 

SERF is seen as very uninformed in this respect. The project manager approached his line manager to ask for home working, the line manager passed on the request but it was rejected with a more senior manager commenting: ‘If your whole team can work from home then their job can be outsourced to India’. Statements like these affirm anxiety around further restructuring and increase the feeling of ‘needing to get out’ and ‘keep your head down, get one with the job, but ask for nothing’.

SERF’s corporate plans to offer more home working are viewed with a degree of mistrust and reluctance: ‘I think if I ask now I might be able to work from home but only if SERF sees it as a business case, they would only do it then, when there is a benefit to them ‘

In contrast to the absence of flexible working, the immediate line management is seen as understanding, sympathetic to personal emergencies and requests for flexible working, the barrier is that they are powerless to act on these requests. For day to day practice, tying in with the work philosophy of ‘getting the job done no matter what’, some informal flexible working is taking place, at the discretion of the line manager. Individual members of staff are sometimes allowed to work flexible  hours to cater for specific circumstances.

This is a practice at SYSTEM as well: staff have little access to flexible working options but have arranged flexible working informally between team members. For example, weekend cover is taken in turn on a voluntary basis. 

6.2. Relations between work and family for this OG – Difficulties, opportunities, changing boundaries. 

Considering the organisational climate at SERF, there are a number if issues that create difficulties around relations between work and family. When staff transferred to SYSTEM the option of flexi time was taken away and there were increasing demands to often have to work at weekends. For one of the female employees, that created difficulties with her responsibility for her children. For her, that meant that she had to arrange childcare which was quite expensive. Now at SERF she evaluates the situation as improved.  Her children are in secondary school now and can take care of themselves and she has the flexibility to meet emergencies as her line manager is understanding of her situation. 

The project manager is a young father and would like to work from home occasionally. His wife is a full-time professional as well and they rely on his family for child care. As discussed earlier, his request has been turned down without a proper explanation.  

By and large, most team leaders of interviewees are fairly understanding, but there have also been situations where some one had to rush off at one hour’s notice before and was told by the line management to take it as holiday, this is seen as a scenario that would not have happened with the MIDLAND CITY COUNCIL.

6.3. Gender dimensions of the relation work/family for this OG.

The present working culture is very much about being visible, being seen as working, fully working. The absence of a wider range of flexible working options is an issue for many employees. For those with younger children and teenagers this is specifically relevant to family issues. The male project manager welcomed the opportunity of being on flexi time: this enables him to alternately drop off/pick up his son from school and gives some flexibility for emergencies. It also means he can finish early or late to fit in work with his private commitments. The rejection of his request for home working is regretted; this would give him more flexibility. 

The single mother feels that her line managers is understanding of her situation, she is a women with two children and based on her part-time contract and flexi time is coping quite well at the moment. There was a transitional period at the beginning of the transfer to SERF when she was often booked into meetings when she was not at work. This reflected the lack of understanding with SERF that some people work part-time and are on flexi time terms and as a result will not be able to ‘bend over backwards’ to go to every meeting. After two years, this situation has improved; the line manager is more understanding of her situation and respects her working arrangements more. In addition to being part-time and on flexi terms, the interviewee would also like to take up home working and has mentioned it to her line manager a few times but only receives an ambivalent response and does not think it will actually happen. 

7.  Conclusions

7.1. Basic characteristic of the case study.

These cases present a typical scenario of outsourcing public sector IT work to  multinational private providers. Driven by the wider UK eGovernment agenda of implementing more accountable public services, underpinned by increased effectiveness and efficiencies and more explicit quality standards and performance indicators, CITY COUNCILs regard a pure outsourcing model as their favourite choice, which is of course the opposite view to the trade unions and IT staff.

Generally, feelings of affiliation with the employer and feelings around identity and working in the remit of the public sector have been undermined. For most of our interviewees, this case presents a breaking point in their anticipated career trajectories: at SERF the job for life turned into a precarious scenario with expected redundancies, bad managerial support and little access to training and family friendly policies. This effect is also visible at PROF’s IT but workers there seem to be more grounded in their previous ways of working as they experienced less change and the impact of outsourcing was eased by collective bargaining (brought about as a result of industrial action) and strong collective bonds. In addition, PROF operates more training opportunities and places greater emphasis on personal development. 

Through increased standardisation, there are feelings of stress and frustration which collide with strong collegial feelings and desire to still serve the local community. In addition, looming prospects of further restructuring create an atmosphere of mistrust and sense of precariousness.

The IT workforce in both cities have also very strong local ties and little desire to move forward in their work in order to progress career wise. This seems related to the fact that most workers are in an older age group and are less willing to change or have other family responsibilities, like the single mother with two teenage children.

The different type of skills requirements are also interesting: PROF and SERF place high value on inter-personal skills and a strong drive towards  success and personal development and admit that the workforce they have ‘inherited’ may not really fit these requirements. Equally, workers feel that they are not the typical, desired workforce which in the case of SERF results in feeling neglected, undervalued and not appreciated. 

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

The legal framework of TUPE (’Transfer of Undertakings (Protection of Employment) Regulations 1981’) is important for the wider context of this case. TUPE lays down conditions governing the transfer of personnel from one employer to another. Originally designed to cover situations of merger and takeover, there are a number of ‘grey areas’ in the interpretation of these regulations in relation to workers who are transferred in the context of an outsourcing arrangement. For instance, what happens to their rights if the outsourcing contract is not renewed? In the case of PROF, the industrial action taken by the trade union made it possible to negotiate an unusually favourable deal for the transferred workers. The transfer from CITY COUNCIL to SYSTEM and then SERF shows how the sitaution got worse for the IT workfore that is now exposed to further redundancies and the possible scenario that their contract will be outsurced a third time when the current deal comes to an end. Interestingly, the trade union membership has gone down since the transfers and a few of our interviewees have deliberately resigned as they felt trade unions are powerless facing the fact that IT has become relocalisable. 

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

The IT case probably presents a number of negative outcomes as a result of being outsourced to a private service provider:

· Undermined occupational identity still feeling affiliation with the CITY COUNCIL work but no ties to the current employer

· interrupted career trajectories in the sense that the job for life has disappeared, workers are faced with looking for other employment and consciously are looking to get back into public sector work

· Worsened access to family friendly policies, flexible working and training

· Lack of desire to change outlook on career progression due to local ties

· increased stress and frustration 

· less autonomy over some work tasks and planning of work 

· increased requirements for developing actual skills that tie in with PROF’s organisational way of working and performance measures, which in turn clashes with the public sector way of working

8. Key data questionnaires 

(These will be sent separately)
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