WORKS Qualitative Research

Guideline for Organisational Case Studies

This is a ‘master’ guideline for the organisational case studies within the WORKS-project. It contains the research questions and information about who should be respondents. It is not an interview guideline (i.e. the wording of the questions cannot be used as such in an interview); rather it is a common basis for the development of more specific guidelines for case studies in the different business functions and sectors. This means that the ‘master’ guideline still needs to be individualised not only according to case study but also to types of respondents. It is neither necessary nor possible to ask all respondents all questions. Parts of the ‘master’ guideline are intended to be the basis for the development of interview guidelines for managers and workers’ representatives, others are the basis for interview guidelines for workers. 

The aim of the ‘organisational’ case studies is to analyse the impact of the restructuring of value chains on work organisation and quality of work. This means that in each case study information has to be collected on the restructuring of the value chain, on work organisation and on the quality of work, but also on how the actors and people that are affected by the changes perceive the impact of value chain restructuring on the quality of work. 

For definitions of terms (e.g., value chain, business function, management control etc) please refer to the WORKS Glossary, the report on WP 3 and the report on WP 6. In case of any uncertainty please contact FORBA!

The questions in the following 5 main parts of this document are intended to help to reach this overall aim. 

1. Background research and expert interviews on the case and on value chain restructuring

2. Case study interviews on value chain restructuring – respondents are senior managers and senior workers’ representatives (this means that this part is intended to be the basis for interview guidelines that need to be developed by all partners for their interviews with managers and workers’ representatives)

3. Case study interviews on HRM, employment conditions and employment relations – respondents are senior managers and senior workers’ representatives (again actual interview guidelines still need to be developed on this basis)

4. Case study interviews on work organisation, skill and time use – respondents are managers, workers’ representatives and, which is very important, workers (again actual interview guidelines still need to be developed on this basis)

1. Background research and expert interviews on the case and on value chain restructuring

For the case study comprehensive information is needed on the companies involved, on the organisation of the business function, on the structure of the value chain and on recent processes of restructuring. Obviously, part of this information is already collected for the purpose of case selection. This should be complemented by additional sources available in the Internet, by annual reports and newspaper clippings. If this information is not sufficient, the desk research should be complemented with expert interviews with company managers, trade unionists or other experts (only one interview per case should be necessary for this). 

On the basis of the background research and the expert interviews the researcher should be able to provide the following information in the case study report:

1. Organisational, legal and ownership structures of the business function and the value chain under investigation (companies involved, units within companies, ownership structures etc).

2. Description of the value chain in functional terms: What are the final products or services? What are the intermediate products or services? What are the discrete functions or tasks the overall workflow consists of? What is the basic division of labour between the various links (units, establishments) within the value chain?

3. Geographical structure of companies and units etc involved. 

4. Information on the sector and on the business function that is necessary to understand the drivers and the dynamics of restructuring (market situation; competition in the sector; development of the business function) 

5. Basic information on restructuring: changes in legal, organisational, spatial and ownership structures during the last two or three years (mergers, takeovers, outsourcing, insourcing, spatial decentralisation, spatial consolidation etc)

6. Information on employment: How many workers are employed in the different units and companies? What is the gender composition of the workforces? What categories of workers are employed in the different units (standard or non-standard employment)? What are the levels of qualification?

7. Basic information about the terms and conditions (mainly wages and working hours) in the companies, sectors and countries involved and, in particular, the differentials between these.

The research team has to decide as to when there is enough background information. But what is enough background information? It should be comprehensive and detailed enough

· to understand the general framework of companies, supply relations, division of labour etc the case study is located in, 

· to take an informed decision regarding the definition of the object of study: What actually is the business function and the (segment of a) value chain that will be investigated? What process of restructuring will the case study focus on? What will not be covered in the case study?

· to develop hypotheses about the relation between value chain restructuring and quality of work for this particular case

· to take decisions on the selection of respondents for the case study

· to be able to adapt the research questions and the case study guideline to the particular case

· to be able to focus in the interviews on the core questions and not having to spend time to collect general information

2. Case study interviews on value chain restructuring 

This is the first part of the actual case study interviews. Respondents for this part are senior managers and(!) senior workers’ representatives or trade unionists.

The aim of this part is to describe the structure of the value chain, to describe the process and the outcome of restructuring, to describe the governance of the value chain; and to describe the drivers of value chain restructuring.

To reach this aim the researcher is asked to give the following information in the case study report:

1. Description of the business function and the value chain, (Information is needed on the different units and their functions (what is done where? What is the exact function of each unit?), on the spatial structures). 

2. Information o the governance of, and power relations within, the value chain (Information on the contractual relations between companies, on bureaucratic control or quasi-market relations within company boundaries, on the symmetry or asymmetry of power between organisations and units. It is of particular importance to analyse in detail the business relationships: What contracts regulate the cooperation between companies? What conditions for service delivery do the contracts stipulate? How is quality assurance organised? Under what conditions can the companies terminate a contract? Regarding power relations the questions could include: What kind of (mutual) dependence exists? What are their main power resources of the various entities (market dominance, specialised knowledge, network relations etc)?) How much collaboration is involved (for example, collaborative R&D)?
3. Description of temporal aspects: What is the role of time in market competition? Does speed and flexibility play a role in the relations between units and companies in the value chain?

4. Description of the restructuring process, the main changes and the main actors (It might be helpful to ask the respondents for a description in chronological order: What was the status-quo-ante? What were the main events? Who were/are the main actors (headquarters, local management, entrepreneurs, consultants, other intermediaries, governments, trade unions etc)? How where decisions taken? What has changed? What is the current state of affairs?)

5. Information on the locational advantages and disadvantages of the regions or cities involved (What were the main determinants of decisions where to locate a business (availability of labour, access to knowledge, labour costs, other costs, access to market, subsidies etc)?

6. Information on employment (What have been the changes in the numbers employed in the different units along the value chain? Have there been changes in the employment contracts? Have there been any changes in the level and the form of pay in the different units?)

7. Information on the role of employment regulation on the restructuring of the value chain (e.g. the extent to which differences in working hours regulations or practices have influenced decisions on restructuring?

3. Case study interviews on HRM, employment conditions and employment relations

Interviews should be conducted with HR-managers, line managers and workers’ representatives (formal or informal) and trade unionists. It is not necessary to interview workers about these issues but it is absolutely necessary to interview both managers and workers’ representatives.

The aim of this part is to collect information about the impact of restructuring on employment and on employment relations. 

Information needs to be collected at least on two connected units within the value chain (e.g., in the case of outsourcing, on the internal IT department and the external IT service provider or on the internal customer relationship unit and the external call centre company). 

The following questions cannot be asked in this wording but need to be adapted to the case study situation and to the type of respondent (manager or workers’ representative).

Employment and representation:

1. How many workers are employed in the different units? How have the numbers changed in recent years?

2. What categories of workers are there in the establishments/units? Under what contractual arrangements do workers work? What forms of contractual flexibility are used (agency work, freelance, fixed-term contracts, contract work)? How and for what activities? What differences are there between the different units along the value chain?

3. What are the basic gender relations within the organisations? How does the segregation between groups of workers reflect the gender division of labour (e.g. gendered tasks, functions, positions etc.)? What is considered ‘normal’ gender relations in the organisations studied? Is asymmetry of power made visible and discussed as a problem?

4. Are there formal workers‘ representation bodies? Who is represented by them? Are unions present at the workplace? Is there a European Works Council? How are flexible workers represented? Do representation and negotiation also cover workers in closely linked units of the value chain (e.g. not belonging to the same company)? Are workers covered that work within an establishment but have a different employer (a work agency, IT service provider etc.)?

5. What issues are negotiated between management and workers’ representatives (e.g. pay, working hours, work-life balance, etc.)? How can the agenda of negotiation be understood from a gender perspective? Is the tradition of the ideal worker, being a man with no responsibility for family care work, reflected in the agenda of negotiation?

6. How is pay regulated in the different companies, units and for different occupational groups? How are working hours regulated? How are issues of flexibility dealt with? Is the work-life balance an issue? Who are the actors dealing with health and safety issues? Is bargaining organised within the establishment or the company or the sector?

Consequences of restructuring:

1. Did restructuring include a transfer of workers between companies and employers? What were the impacts of transfers on employment conditions?

2. How does Human Resource Management respond to value chain restructuring? How does HR respond to strategies of the companies/units in relation to their position within the value chain (competition, upgrading)? What changes were there regarding the access to training and knowledge acquisition more widely?

3. Have internal labour markets become undermined through the establishment of market relations? Or has restructuring led to the strengthening of new internal labour markets? (employment security, promotion prospects, seniority etc)

4. How has restructuring changed workers’ representation and workers’ voice? What is the interrelation between restructuring of value chains (or the threat of outsourcing and relocation) and workers’ bargaining position (‘concession bargaining’, ‘coercive comparison’ etc)?

Impact of restructuring on regulation:

1. What are the basic principles of labour regulation in terms of employment protection, wages, working hours and training in different companies, sectors, countries? How do these include or relate to legal/organisational policies on gender equality? What are the differences along the value chain regarding the level of labour regulation (regarding pay, working hours, employment protection, representation, access to training)?

2. To what extent are differences in the labour regulation and in the level of employment conditions (wages, hours, employment protection, representation) drivers of outsourcing, relocation and other forms of restructuring of value chains? What changes in terms and conditions of workers in different units along the value chain are caused by restructuring?

3. To what extent does national/European regulation shape the involvement in and negotiation of consequences of restructuring (e.g. transfer of undertakings directive – Council Directive 2001/23/EC).

4. Does concession bargaining put pressure on national regulation? To what extent is existing regulation undercut in particular cases? Are there strategies of renewal in labour regulations and industrial relations with a view to better cope with restructuring and its consequences?

4. Case study interviews on work organisation, skill and time use

Interviews should be carried out with workers typical of the business function who actually carry out the tasks (clothes designers, researchers, production workers, dispatchers, truck drivers, software developers, call centre agents etc) and with line managers. Information obtained from senior managers and workers’ representatives may help but as such is not reliable enough. As a rule, it is necessary to collect the information in more than one unit (establishment, company etc), i.e. your ‘point of entry’-unit and another one closely related in the restructuring (e.g., in the case of outsourcing, the internal IT department and the external IT service provider or the internal customer relationship unit and the external call centre company etc).

The aim of this part is to collect information on work organisation, skill and training and working hours. The main focus is to assess the impact of value chain restructuring in these areas. 

The following questions cannot be asked in this wording but need to be adapted to the case study situation and to the type of respondent (manager or worker). This means in particular that each partner has to develop a separate interview guideline for workers for each case study.

Work organisation:

1. What are the tasks carried out in the unit (establishment, department etc)? What are the relations with other units in terms of division of labour, co-operation and control? 

2. What was the impact of recent value chain restructuring on the functions performed and tasks carried out in the unit in quantitative and qualitative terms? 

3. What are the basic organisational principles (task orientation or process orientation)? How is the workflow organized? 

4. What is the division of labour in core areas? What is the horizontal division of labour (broad work roles or fragmentation)? What is the vertical division of labour (levels of hierarchy, separation of conception and execution)? Are there new organisational roles?

5. What forms of co-operation exist? Is there teamworking and, if so, in what form? How has co-operation changed? What is the role of ICT?

6. What are the main forms of managerial control (job descriptions, direct control versus relative autonomy, role of economic targets, forms of supervision and performance monitoring etc)? What is the role of customers (customer companies) and of contractual relations with other companies in the control of work?

7. What are the main forms of functional flexibility? Are workers deployed flexibly in different tasks, teams or departments? Are workers deployed flexibly across company boundaries?

8. What is the role of ICT for carrying out the work, for organising the workflow, for management control? 

9. How has workload developed in recent years? What are the main factors for the level of individual workload? How has value-chain restructuring affected the workload? How do the relations within the value chain and, in particular, the contractual relations shape the autonomy at work and the intensity of work?

10. Is there geographically distributed work within the business function and the units under investigation? What form does geographically distributed work take? What are the consequences for the quality of work?

11. What is the importance of distance in work processes? What are the demands on the workers‘ geographical mobility? What are the consequences for the work-life-balance?

Skills and knowledge:

1. What are the formal skill structures in the various units under investigation? What formal qualifications are required for the different jobs?

2. How do the formal skill structures relate to the gender division of labour? What are the differences between men and women regarding formal qualifications?

3. What are the actual skills needed for carrying out the tasks? What is the knowledge intensity of the different tasks? 

4. What are the principles and opportunities for skill acquisition and skill development (learning)?

5. How have basic skill structures changed because of restructuring? Have the required formal qualifications changed?

6. Has the degree of standardisation and formalisation of tasks changed? Has there been an explicit attempt to codify knowledge and to standardise tasks in the process of restructuring? What is the role of IT databases in knowledge management?

7. What consequences did restructuring have in terms of skill needs and recognition (status) for the main groups of workers? How have the chances of applying one’s implicit, experience-based knowledge changed?

8. Have the opportunities for skill acquisition and skill development (learning) changed due to restructuring?

Time:

1. What is the temporality of the functions performed and of the workflows (importance of time-to-market; just-in-time systems; simultaneous engineering, 24-hours-service etc.)?

2. How is working time organised? To what extent are workers autonomous in their time use? To what extent has the temporality of the workflow etc changed?

3. How do relations within the value chain and contractual arrangements between companies impact on time structures and working hours? Are demands for flexibility passed on between units/companies in the value chain?

4. What are the differences between the units along the value chain regarding the actual hours worked? To what extent does (national) regulation shape working hours? How and to what extent is the regulation actually enforced?

5. How have working hours and time use been affected by value chain restructuring? What is the impact of restructuring on the enforcement of working hours regulation? What are the consequences for the perceived quality of work and quality of life?

5. Other main topics regarding restructuring and quality of work

In the interview guidelines we should leave room for issues other then employment conditions, work organisation, skill and time use that, in the particular case, might be as important or even more important for the quality of work. Respondents should be encouraged to describe other effects of value chain restructuring that influence employment and working conditions. In the case study report the researcher should thus answer also the following questions:

1. How do workers in general assess the quality of work and possible changes through restructuring? 

2. What other important impacts has value chain restructuring had on the quality of work? What major issues emerged in the case study, which are not covered by the previous sections?



