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GENERAL INFORMATION

I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

This Case Study is a description of how the Swedish Post – a state owned limited company – has developed its customer relations over  the last five years. A main strategy has been to build a new infrastructure both for the production and logistics on the one hand and marketing and customer relations on the other hand. New delivery points have been established through the use of service partners. General post offices have been closed and replaced by deliverance of packages and special letters through food supply chains, petrol stations etc for private customers with additional internal “company centres” for company customers. Internal contact centres have been created as well as an increased use of the web.
For this case study we have interviewed mainly central and local managers in marketing and sales, customer relations (contact center, company centers) in the General Post Office as well as respresentatives for the three unions (professional, white-collar and blue collar). Of the respondents 6 were women and 7 men.  For one of the service partners (ICA – a food supply chain) we have interviewed the postal counterpart at HQ and a local shop manager (both men).
II.
GENERAL OVERVIEW OF THE CASE STUDY

· the companies involved: Swedish Post Ltd and ICA-handlarna – a food supply chain (whole sale and retail)
· the business function: Market and customer relations – business and private customers
· the units covered: Market and sales, contact center (business and private), business center, ICA HQ and  an ICA local store
· products and services: Postal services; deliverance of letters/messages and packages, sales of stamps and other related postal/logistic services
· the restructuring: developing new service channels through the use of new external service providers (stores, gas stations etc) for private customers,  internal company centers and contact (call) centers for both private and company customers
· the period of restructuring (when): 1994-2000 (deregulation/competition, 
2001  - 2007 (restructuring)
· numbers of workers in the companies: 35000 in the postal services (mainly in logistics, about 1000 – 2000 in customer services), ICA shops between 5 and 50 employees (640 establishments all together over the country supplying postal services)
· geographic spread of value chain (countries, regions: Sweden

III.
CASE STUDY FINDINGS

1. Company and value chain (re-)organisation:

The distribution of mail, letters and packages has since the 1700th century in Sweden been handled by the Swedish Post as a monopoly of the state (formerly “the king”). In the 1990th the postal market was deregulated and competition allowed on distributing letters. At the same time the Swedish Post was made into a state owned limited company, thus being able to work at the same legal status as a private company, instead of earlier being regulated by rules for state autorities. Opening the postal market for competition has from then on being a slow process, A few private operators has been focusing on the most profitable big city markets (mainly one - city mail). The Swedish Post Ltd has at the same time had a general assignment from the state to provide service nation-wide to every household regardless location. There has also been a limitation on price-setting on stamps. 
An important step in the change of the Swedish Post was carried out starting in 2001. The public post offices were shut down and substituted by postal (now business) centers for distribution and customer contacts with business customers and servicepartners (mainly chains for food supply, gas and convenience stores) for service to private customers. The financial services (deposits and withdrawals) were organised separetly under a subsidiary company. Part of the business idea for the new Post were to focus on logistics and not money handling. A couple of years before this the postal giro had been sold to private owners. From 2001 and further on a number of customer oriented actions were taken – on competence development, developing contact centers both for services and sales, developing the web-site mainly for information puposes. 
Driving forces in the development of the restructuring of the Swedish Post in general and in their customer relations specifically has been:

· The de-regulation of the postal market and from that an increased competition, also on packages (not regulated but more interesting due to e-commerce and changing communication patterns)

· Business customers as the most dominant customer both in messages and logistics (90% of the revenue in 2006 was from business customers)

· The ambition to withdraw from the money handling market

· The ICT-development in general and internet in particular leading to less written private mail (substituted by e-mail) and an increase in lighter packages (e-commerce)

· The service obligation to the state to perform a full scale and equal distribution of mail over the country

From 2007 a new organisation of The Swedish Post has been set into place dividing the operations in a mother company (Posten AB) with central functions for economy, personnel, law and strategic planning and four subsidiaries; Message Ltd, Logistics Ltd, Swedish Cashier Service and Strålfors (an earlier bought company in information- logistics). It shuld be said that some of the new relations established through the internal reorganisation is still to be shaped in detail. 
Our focus in this study will be mainly the Message Ltd who are those who have most of the customer service, both to private and business customers. The Logistic process as well as the Logistics organisation, that is the transport organisation including the manual deliverance of mail and packages to each household/company, is not at our main attention. They are bulding up their own sales organisation but is much replying on the Messages resources.  In the cases where Logistics put up with Customer service resources they are a part of the study or if changes in the logistics process has a major impact on the customer relations and where the two interact as part of the customer service. 

1.1. (re)organisation of the business function, legal and ownership structures, company boundaries

The focus in this study is the development of  customer contacts – primarily service deliverance and other customer contacts but also sales. From the old system of post offices in almost every city and town as well as  so called “country mail men” (car based postal deliverance to distant situated households) there has been some major changes in this structure. The customer meeting at the ordinary post office (both mail and money, private and business) have been terminated and replaced by the following service points; 
· Letting some post offices turn into offices of Swedish Cashier Services (1200 offices in total) for the financial activities. This service is no further discussed in this paper. It is a subsidiary to the Swedish Post and is planned to be privatised through political decisions
· Out-sourcing of private postal errands (delivering and receiving special mail and packages) to private operators (over 3000 service points)
· Building up centers for small and medium size enterprise customers (“Business centers – 380 in total) where many at the same time serve as logistic centres

· A sales organisation for larger business customers through Key Account Managers (KAM)

· Developing in-house customer centers using call center technology  (was established in 1995 and is now devided into Business (CC-B) and Private (CC-P, including support to  the representatives)
· Developing the website (posten.se) for information and self service purposes

The most at least publicly recognised change has been the outsourcing of the handling of special mail and packages as well as the sales of stamps to private operators (called service partners or “postal representatives”). There are about 3000 one-stop-shops in food stores, gas stations and convenience stores. 60% of the postal representative is managed through central agreements with big chains (ICA-handlarna, Axfood, OK/Q8 and Reiten). The remaining ones are small. independent shop owners of different kind.
This process of changing the old chain of post offices –with both logistics and money handling for both private and business customers – to the division between SCS, service partners and postal/business centers has been a both challenging and difficult one for the Swedish post, the employees and the customers. The most negative reactions have come from the customers. Despite a number of large public campaigns the New Post still have difficulties in being accepted by the public. The reactions of the closures of the old offices has been immense especially from older people and people in remote areas. In comparison the internal change has been a more accepted one even if the general internal reactions is a tiredness with too many reorganisations. 
1.2. (re)organisational and spatial aspects of the value chain 

The restructuring of the customer services has meant a combination of post office closures and bulding up new service points as part of the operations of the postal representative – inside gas stations and food stores etc. Through this the number of places where you could get or deliver mail and packages has risen by over 100%. There are today 1600 postal representatives, 1800 stamps representatives and 200 postal representative just for stamps and handing out consignments not forwarding.
The business centers are partly redisgned old postal offices and partly new establishments, foremost in industrial areas. There is at least one in every local municipality. IT normally consists of a back- and front office where the back office is the logistic part (reloading and storing) while the frontoffice (the “shop”) is for personal deliverance and sales.
1.3. contractual relations (between the companies) and power relation (main power resources of companies and units, forms of governance of the value chain)

There are both external contractual relations between the Post and its servicepartners as well as internal contractual arrangements from 2007 between the two subsidiary companies Messages and Logistics.

Relations between the Post and the Service Partners

The relations to the service partners (the postal representatives) are built on the pre-requisites from the postal representative that the postal business in the store must carry its own costs. The motives for the postal representative to be involved has been that it contains the possibilities of being a full service deliverer. And having the post inside the shops is an important way of getting customers not just for the postal errand but in this that they also use the shop for its normal use.
The co-operation with ICA has been the most intense one and is based on a franchising agreement. ICA has been an active part in building the concept – in terms of service point design, training concepts, IT-support etc. Now the co-operation has gone further by developing  joint marketing campaigns etc. 
The agreement between the Post and the postal representative is a general franchising agreement, that is the postal representative has the right to use the trade mark and takes a fee for that use.  The agreement also specifies mutual obligations, the area at disposal, training, secrecy etc.  A certain amount is paid for performing the service. For the chains, ICA for instance, there is both a central, framework agreement and a local agreement – where the local agreements are more specified in terms of inventories, training etc. The renumeration from the Post to the representatives are being devided into three parts:
· a fixed yearly fee for supplying the service

· a semi fixed based on the number of households in the area

· a variable fee based on the number of consignments/deliveries

The agreements are continuously revised based on joint experiences, ratios. In the ICA exemple revisions were made on renumeration due to time studies on package handling. In every shop, according to the  new agreement, there should be a specific person appointed as responsible for the postal business.
In order for the postal business to function through the postal representative the experience expressed is that

· you need surface and a rational solution and furnishing for the “postal shop”

· trained personell, both widely and in depth
· specified routines, especially based on the fact that there are many rules and regulations around the postal services
· the postal errands are being made either at the cashier or at a special store outside the general store

From the Post side the continous relations with the postal representative is performed by a specific “representative manager” who continuously follows and support a number of representatives.
Relations between market/messages and the business centers
The business centers is after the reorganisation in 2007 a part of the logistic subsidiary. In the business centers there are 100 000 meetings each day in the total of 380 business centers. The business customer service that is performed in the business centers (the shop) is “sold” to the Message company. That is the normally two to three persons working in the “BC-shop”.
Earlier on the personal business sales was performed from the business center (BC) but is now organised in a number of  sales areas as well as internal salesmen in the CC-B. The sales activities in the BC  are now limited to forwarding ideas picked up in the face to face contact to the salesmen. For this purpose a special “tip-off” central on the intranet is being built where the employees can send their sales tip-offs that they get.
2. Functions and overall workflow in the value chain

2.1. functions performed in the value chain, changes through restructuring, tasks carried out in different units, division of labour, workflow in core areas

The Swedish Post is (today) mainly a logistics company delivering written messages (mail, marketing material etc) and small and medium siced packages  between sender and recipient. In the logistic value chain there has been a development for the Post especially versus companies where new logistic services are provided – like insourcing (taking care of) of company logistics and storage. This has also meant a development of new products and services which in turn influences the customer relations and the organisation and knowledge development both on sales  and services. Generally the customers demands more complex products while the Post itself tries to make them more simple in order to make them easier to handle.
When looking at the restructuring and changes in the value chain you can look at this in three dimensions; activities, customers and channels.
From service deliverance to sales promotion

Customer relations in the Post can be devided into sales and promotion, deliverance of products and services as well as general service and information. The general development is an increased focus on sales trying to, aside the specific sales organisation, use both deliverance and service for sale activities.

Important aspects of changes in the sales and promotion are 

· the building of organisational resources and support; KAM for the larger business customers, area sales for SMEs plus telephone salesmen (CC-B), geograpficcally distributed representative managers for the representatives over the country.
· Specialising the sales persons not just on customers but also on different products (direct advertisements, magazines etc)
· Introducing IT-supportsystem (SAP) which has increased the administration for the sales persons and diminished the number of sale assistants

· Trying to use all customer encounters as sales opportunities

From treating all customers alike to a customer segmentation

In the old Post almost all customers were treated alike. In the new post there has been a clear division between private and business. On the private side the major change is the out-sourcing of deliverance which has lead to building up an organisation (agreements, sales activities, IT-support and service) versus the postal representative. On the business side it has been by defining large customers with key account managers (KAM) and taking care of SMEs through the business centers.
The latest re-organisation is in some way a break against a more customer segmentised organisation – the focus is in the new company structure more on the products rather than the customers 

From face-to-face channels to a multi channel approach and an increased use of ICT-supported channels

A general development of customer channels has been through replacing face-to-face contacts by the use of call center technology and the internet.  

From 1995 the contact center organisation has been built up and developed in different directions (business and private, in-coming and out-going). 
Over the last years attempts have been made to use self-service over the internet for instance tracing messages and packages, estimating postage, searching for postal codes, mail boxes, payments and reclamations etc
If we look at the situation today combining customers, channels and activities we get the following chart:
	Customer
	Channels
	Activities

	
	
	Sales/promotion
	Deliverance
	Service/info

	Private
	Face to face
	Postal representative
	Postal representative
	Postal representative

	
	Telephone
	CC - P
	-
	CC-P

	
	ICT
	CC – P 
Support system (PABLO)
	-
	Internet  

self-service 

CC-P

	Business/
      SME
	Face to face
	Sales 
Business Center
	Business Center
	Business Center

	
	Telephone
	CC-B/ Telemarketing (campaigns)
	-


	CC-B

	
	ICT
	Internet
	-
	Internet 

self service
CC-B

	Business/
Large 
	Face to face
	KAM
	Business Center
	Business Center/KAM

	
	Telephone
	KAM
	
	CC-B/KAM

	
	ICT
	KAM
	
	CC-B


In the new organisation you can identify a fourth dimension, the products, who form the basis for the new subsidiary company structure. In this structure some of the above organisations have been doubled between the companies. Both Message Ltd and Logistics Ltd have for instance their own business contact center, sales organsiations and sales support.
In order to perform the different tasks in the customer relation process – in and between the different organisational units – general processes and manuals have been developed, for instance the service selling process.
Service partners part of the value chain

The service partner is responsible for forwarding and delivering messages and packages and is in this linked to a IT system for logistics and market information (PABLO). In the shop the work is normally organised with a specific person responsible for the postal service (Postal Manager) and then some half of the personnel trained on the service. The messages and packages (under 20 kilos) are being transported from the Business center, stored and handed over to the customer either via the cashier or in a special in-house shop.
2.2. geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

The contact centers has its main operations in Stockholm but there is also operations in Gothenburg and Borlänge. A new contact center (for business sales) is being established in Malmö, in the south of Sweden. When establishing the service partner/postal representative concept the private contact center were organised also to meet the needs of the partners.

The restructuring has lead to a drastic concentration of the sales organisation. From being geographiclally distributed in 80 geograpchical areas the sales personnel (business sales persons and representative managers)  is now located in 20 different cities.
As previously noted the delivieries is now being made all over the country at over 3000 service places for private customers and 380 Business Centers, also spread around the country but with a concentration in industrial areas.

2.3. temporal aspect of the workflow, the role of time and flexibility, consequences of restructuring

The work flow and the working hours in the different parts of the organisation has slowly been adjusted to the needs of the different customers and type of activities. The normal opening hours for instance in BC is between 0700 and 1900 – and in this adjusting to company hours. All contact centers are open between 0800-1900 on week days and 0800-1400 on Saturdays. CC-P who also serves late night open representatives have a further opening until 2200 during the week. 
The restructuring, especially the use of representatives, lead in the beginning to drasticaly longer opening (and working) hours for the contact centers and an increased use of separate working time schemes. After a while the need for immediate contact has decreased into more normal hours.
The work flow in the contact centers varies mainly over the day and over the week. The need for this time flexibility is met by the use of working schedules combined with using employment agencies, fior example on the night shift.

Service partners

The time of the work flow at the postal representatives is normaly based on the opening hours of the shop.

3. Changes of employment 

3.1. employment structures (categories of workers, basic gender relations, employment contracts) including changes

The Swedish Post is a large organisation with a well established culture based on a long tradition, also manifested in the employment structure. The mail man (notably just a man) and the postal cashier (a majority of women)  are some of the major basic professions. Some of these professions such as the mail man haven´t changed very much over the years while others have gone through major changes or disappeared completely (the postal cashier who now is more of a bank cashier as part of the SCS). Over the last 15 years the Swedish Post has gone from 75 000 employees to 35 000. The numbers of cashiers have gone down over the same period from 12000 to 1200. 
Some figures from 2005:

	Employed (average over the year)
	33 530

	Mobility (external)
	15%

	Age average
	41

	Sick leave percantage
	8,2%

	Percentage ratio women/men
	41/59


In the customer service we can identify the following major categories (aside line managers):
· sales persons (business) – general and KAM

· sales administrators 

· representative managers (sales persons representatives)

· logistic co-ordinators (coordination between sales and logistics/production)

· sales persons contact center (business)

· contact center service personell (business and private)

· business center employees (both in production(logistics and customer relations)
The average age in customer services (excluding BC-employees) is around 50 – that is 10 years more as the average for the post in total. In the contact centers some 90% is women while on the sales side the gender distribution is 50/50. On the managerial side there are slightly more female than male middle managers.
Over the last 10 years, when the change begun with the deregulation, employees in the new customer services have increased in numbers. A large part of this increase has been accomplished through internal mobility. Recruitments have been made among those redundant when closing down the general post offices. External recruitment has mainly been used for special functions and on management levels. Due to the restrictions on working hours enforced by the unions – the more flexible work force has been accomplished by using employment agencies.
Service partners/Postal representatives

A majority of the service partners and their employees follows the agreements for the trade sector between The Swedish Trade Federation and the Union for Commercial Employees. There has been no major shifts in their  terms of employment due to the postal business take-over. 
3.2. employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

Employment conditions such as wages, general terms, fixed contracts have been rather steady over the years, in spite of the dramatic changes. What has been influenced is of course the job security due to the heavy down-sizing. The normal contract in customer service as well as the rest of the organisation is full time contracts with 8 hours day with possibilities of flexible use for some categories, 40 hours working week and 36 days vacation and pensions systems in accordance with the sector in general.  Examples on average monthly wage-levels:

· contact center operator  2000 euro

· sales person contact center 2100 euro

· sales administrator  2000 euro
· representative manager from 2400 and upwards
· sales person from 2300 upwards (with additional team bonus)

The aboce figures shows only the average. In many occupations there are large differencies not related to the job itself or the person but to the fact that it could be a replacement from another unit due to redundancies. And if you are redundant and replaced you get to keep your old salary in your old job, even if you shift to a lower paid job .

Formally – and status wise - a major change occurred when the Post were made into av state owned company, from earlier being a public utility. This also meant a transfer from the sector agreement for state employees to the sector agreement for private service employees. The employees are since 1994 no longer civil servants but private employees.
The formal and rather stable contracts has lead to an increase in using subcontractors and employment agencies in some parts of the customer service – especially in the contact centers.

Human Resource Management in the Swedish Post has a long tradition of active and  personell oriented HRM and involvement in occupational health and safety activities among other things. There is a continuing measurement of attitudes on the work climate (ViP – “we in the post”)  on a yearly basis. Examples of general HR-activities, aside of general management training, driven by the HRM in later years are
· “the internal dialogue” – dialogue seminars for all employees on important organisational issues (in 2005 on changes in business and customer conditions and in 2006 on co-workership)

· A preventive health project aiming at decreasing sick-leaves to 6,9% in 2008 including special activities for long term sick leaves and promoting health activities through the appointment and training of internal health promoters
· Initiating a program to support mobility amongst employees in need of rehabiliation (Re-start)
As for all Swedish companies the Post have a general equality plan and performs wage investigations on unequality on wage differences in comparable jobs between men and women.
Special HR activitities in the customer services has foremost been on competence development due to the increased competition and focusing on sales competence and business competence. A special project were launched in 2006 identifying three major problems from both customers and employees; lack of strategic planning and focus on the customers specific needs, lack of customer competence, high costs for customer service.
3.3. negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions 

The agreement on employment conditions for the Post is being negotiated on sector level (postal distribution) between Almega (the Employer Confederation for the Service sector) on the one hand and the unions SEKO (The Union of Service and Communication Employees), ST (The Union for Civil Servants) and SACO (The Swedish Confederation of Professional Associations). Normally a central agreement on the general issues are signed, added by a more specified local agreement on the Post level. 
There is a strong tradition of local agreements on different issues – from terms of employment to equality, work environment, co-determination etc. Both parties are at the moment dissatisfied with the functioning of the local agreements (not in the co-operation per se between employer and employees) and a review is being made both on the number of agreements and its implementation. 
When the Post started its restructuring process in the 90th a lot of the redundancies could be managed by internal replacements. In customer service for instance employees from closed post offices could be transferred to the new established contact center. Later – as a preactive measure before the big changes in 2001/2002 - a specific agreement on redundancies were signed and a redeployment organisation (Futurum) were set up in 1999. Those made redundant through the re organisation were categorised into competence areas (comparable competencies). In those areas people were placed in order due to time of employment (standard procedures according to the Sweedish Law on Job Security – last in/first out). As a complement employees working at units with redundancies were offered a redeployment programme through Futurum over a period of 18 months mainly aiming at a job outside the Post. Over 80% of the employees have got new jobs trough this programme. 
The latest re-organisation in 2007 were staffed through a three-fold process. The organisation was manned in three different ways for three different groups of positions
· managerial appointments were made by direct decision by the concerned manager

· some specialist funcitons were advertised and appointed by the concerned manager taking formal and informal competence into consideration

· for the large part of employees the appointments were made according to the law (last in – first out)

3.4. impact on quality of work

Even though there has been big changes and reduction in employment at least over the latest years there has been a slow but little increase in the  ViP-figures implying that the restructuring process has gone fairly smoothly.
4. Changes of work organisation 

4.1. content of work, cooperation, managerial control, spatial aspects (distributed work, workers‘ mobility), role of customers (including changes)

Traditionally the Swedish Post – as a large, almost feudal organisation, under monopoly – has had a rather slow development of its basic structure, work organisation and managerial system based on a rather authoritarian culture. Much of this still lives on but the vast changes over the last ten years have shattered much of this, especially in customer services. 
The contact centers are built up as traditional contact centers do with staffs for technical and managerial support, team leaders/coaches and groups of about 12 operators. They have been organised in a joint organisation in four different cities – with a division between customers (private/representatives and business) as well as questions and/or products (supported by the ICT-system). They are now in a process  of adjusting to the new subsidiary companies. The general work in the contact centers, now supported by the SAP system, is dominated by customer questions on the postal services, regulations, prices etc both on telephone and e-mail. On the business side there has been attempt of using the in-coming questions as sales opportunities, especially on the business side. The number of employees were at the highest level (total of 500) some years ago but is now slowly decreasing (350 today). Normaly each operator varies between telephone and e-post – both is processed in the same work flow.
The sales organisation has been changed over the last period. Sales on the  business market has been moved from the Business Centers to sales teams geographically distributed. Key Account Managers form a specific team. Sales pesons works both as in-door sales men in a contact center environment now building up in the souther part and as out-door sales persons with their own company car visiting customers.   Sales persons have been specialised both on products (messages vesus packages/logistics) and customers (SME versus large companies - KAM). At the same time the introduction of the SAP sales system support has changed the roles between sales administrators and sales persons. Through the intense use of the system many sales persons’ (especially those unfamiliar with the system) time has been shifted from sales to administration. And the use of sale administrators has been somewhat unclear and is a resource that is not being used efficiently according to one of the managers. The sales administrators tales care of agreements, tenders and contracts, customer information etc.
Sales personell and managers for the private side has been merged into representative managers who form teams geographically distributed. Each representative manager has a responsiblity for  about 25 postal representatives and 40-50 stamp representatives. 
In the Business Centers at least 2 but normally 3-4 persons are working in the shop. Some places these are specialised and in some BC you rotate between production and shop.
Changes at the service partner

The major changes has been made at the Post. The effects on ICA and in the shops by being a service partner is mainly getting a new service – postal deliverance. The service in itself and the relation to the customer is of another kind than the normal selling of food and groceries – both forwarding and delivering as well as keeping up knowledge on postal regulations and fees. Besides competence development amongst the personnel, furnishing arrangements and using the specific IT-support no major impacts on the work organisation has been seen. The only thing is appointing someone responsible for the postal business – co-ordinating issues at shop level and being a contact versus the Representative Manager at the Post.
4.2. functional flexibility, teamworking (including changes)

There has been a large internal mobility in the customer services over the restructuring period adding competence development in order to learn new tasks, sale systems (SAP, PABLO) and roles (from service to sales).  At the same time there has been an ongoing specialisation in both sales and services – on customers and products/services. The functional flexibility on sales and service in the aspects of IT-support (SAP) and sales/service competence in general has increased.

For some groups in sales functional flexibility on different customers and products has decreased as an effect of the specialisation. Other groups such as the Representative managers have been given a broader line of work in the relation to the representatives – both sales activities, administration, training, design etc.

Organising in teams is the general principle, be it in the different sales organisations or the contact centers. But besides co-ordination activities you work on your own - the sales persons in relation to their customers in telephone and on site or the cc-operators rather intensive telephone-work linked to the ICT-support. 
In all units there are regular team meetings for operative planning, information etc. In the agreement on participation (see down) so called “work-place meetings” are regulated to be regularly for the teams in that specific unit to meet the manager  for discussing and monitoring the work.

4.3. impact on quality of work

The work organisation changes has had different effects in different parts. 
The contact center shows the same situation as many other call centers – intense work tied to the working place. In an earlier study comparing four call centers (ATK 2001) the postal call center had slightly better figures than the  compared ones on work satisfaction, control etc. They also ranked higher compared to other parts of the Post. This is also being confirmed by agency employed who can sompare with other call center operators.

In the sales organisation there has been a larger impact on the quality of work. One thing is the many reorganisations leading to changes in the products you work with and the customers. The introduction of the SAP system has lead to a higher work load and greater demands on the sales persons. The administrative work has increased at the same time as the demand for more personal visits at the customer sites.
Impact on the service partner

The adding of the postal service and appointing one Postal Manager in each shop has meant the possibilities of a new career step with a greater variety of tasks and is percieved as such. (In the negotiations 2007 between STF and UCW the women dominated UCW got a better results than for instance in the metal industry. The argument were publically stated that this was due to the fact that a) UCW is dominated by female workes with generally lower wages compared to other jobs b) the employees in the shops have gotten new tasks for instance postal service!)
5. Skills, knowledge and learning

5.1. formal skill structures (including differences between men and women) and actual skill need
As described above the restructuring has changed the skill structure and the needs for general skills. For all employees in sales, deliveries and service there is a higher demand on sales skills and abilities. There has been a general ambition that all groups with customer contacts, especially business customers should be selling at least keen on picking up sales opportunities, not just service deliverers. 
ICT-skills demands are also general – for the sales persons and the contact center personnel it has for the last 5 years been concentrated on the introduction and learning of the SAP sale support system. For deliverance at BC or by the PR – the PABLO logistic support system.

The skill structure today can be devided into

· contact center operators (90& women) with special skill demands on customers and products, language (for the rise in international contacts)
· sales persons (50/50 men and women) with special skills on market/sales, administration (SAP), business and economy

· business center employees (60/40 men and women, 90% full time) – mainly production based  with skill demands on production/products, IT/PABLO, professional in customer relations.

Service Partners

The service partner employees are dominated by women (70% in the UCW) and are generally in one group – cashier assistants, often with low basic education – with the exception of the gas station employees who are mainly men and organised in the transport workes union (TWU).

The skill demands have increased, while the cashier assitents have to learn the postal service, both the logistics, the rules and the commercial aspect of it.

5.2. knowledge intensity of the different tasks, standardisation and formalisation of work
There is a general tendency of making the customer work more  standardises in terms of processes and procedures. The introduction of the SAP system has enforced that tendency. As one respondent remarked: “Everything is now project driven and managed from HQ”. 

At the same time there is higher demand on skills, especially for sales, on different customers (business) and their specific needs and new products developed to meet those needs. On the private side the skill demands on the Representative managers (a newly created position) has increased and the function is a combination of many roles – knowing your service partners and all activities in setting up an maintaining the business at the service partner. Large training programs are launched on not just sales and customer relations but also on business know-how.
5.3. learning opportunities, training policies
There is a high awareness among HR as well as line managers in the Swedish Post on the need for competence development and competence change. A large investigation was made on competence needs before the last re-organisation. The orientation was on

· personal competence (abilities)
· professional competence (products)

· operational competence (logistics, sales administration, marketing)

From the goals estimated on the needs for 2010 a competence inventory was made. From this competence gaps were identified in order to form individual development plans to be discussed and deciden upon through development talks between managers and co-workers.
 There is an ongoing change from general training to more individually and professionally oriented traing programme. This is a regognised need due to the specialisation in many professions, also among the unions. The unions  on their side are somewhat critical of the members not getting enough training as it is and they are waiting for the full effect of the competence investigation. At the same time middle managers appreciate the general generosity for the individual on getting the training yu ask for. This goes back to a traditional positive culture for internal development. From management side there are also discussions on supporting mobility on a more offensive scale to increase the internal and external mobility as part of the need for competence change. One option is to establish a “Futurum light” for voluntary mobility.
Service partners

The training of the service partners is arranged by the Post – a basic training for each employee (about one day) and then interactic training through the PABLO-system.
5.4. impact on quality of work 

For espesicially some categories (sales pesons, representative managers) the changes in the professional demands has lead to more developing tasks with both higher and broader competence demands. There seems to be evident that the competence development is a decisive factor in order to get a full quality of work effect of the new and more developmental tasks. 

6. Industrial relations & regulations

6.1. forms of workers’ representation

As earlier mentioned there are three major unions in the Post; 

· SEKO, the largets one dominating in the production/logistics, 

· ST dominating in customer service and administration 

· SACO dominating among some sales personnel, professionals and management

The union representatives gets time off for their work. There is representation on all levels down to the working place. In every work place over 10 employees there is also a occupational health and safety representative (skyddsombud) according to the Occupational Health and Safety Act.
6.2. information and consultation, issues of negotiations

The social dialogue and forms of information and consultation as well as participation in the decision process is regulated in a local co-determination agreement based on delegation, close co-operation between the partners early in the decision process. All strategic and operational issues are handled in consultation groups. These groups are representative forums linked to the organisational structure. Negotiations on terms of employment, wages etc are being made separetly and confirmed in local agreements. The co-determination agreement also stipulates and regulates the use of work-place meetings and personnel developmemt dialogues between managers and co-workers.
There is a general consent among the social partners – both union representatives and employers – that the dialogue and consultation works very well and creates a climate of joint responsibilities. The consultation process has also worked well during the whole restructuring process, even if union representatives and employees complains over too many reorganisations in too short a time. But everyone seems to be satisfied with the latest organisation and there is hope that this will be a more lasting structure.  The existence of Futurum and the way the redeployment process has worked seems to be another positive factor.

Even in the more traditional conflict areas like wages there is a mutial understanding on the need to change the wage system. One problem is that the restructuring and internal replacement together with income security has lead to a wage distribution with weak links to the job and more related to the employment time. Another one is that both parties is working on a better bonus related system for the sales personnel.
6.3. impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement

The Post must be regardes as an employer who is working on the upper scale of the social responsibilities laid out in the labour legislation. This is also manifested by the good co-operation between the social partners in the Post. 

The only more conflicting point in the customer services is the wish from the employer for more flexible contracts – more part-time and on-demand jobs. But this is firmly rejected by the unions. This in turn is linked to a general debate in Sweden on the need, especially for women to go from part-time to full time jobs. This issue is driven from the central unions.

6.4. pressures on regulations and national institutions

The Post works under state regulations and is for their efficiency and competetiveness depending on those, for instance for pricing and up holding general services all over the country. There is a constant dialogue between the Post and its owner – the ministry of industry – on these matters.
On other more work life oriented issues ther are no specific views.

7. Conclusions

7.1. basic characteristics of the case

The case of the Swedish post shows in a very clear way on the deregulation of a sector opening it for competetition and changes in the operations of an old “large feudal organisation” leads to massive activities in changing the way the organisation must meet their customers. The restructuring involves both new focus (on customer needs and sales), new channels (call centers and ICT),  new ways of organising (out-sourcing, business orientation etc), new support systems (SAP) and a vast need of competence development on all levels. There are some specific findings worth mentioning:

The restructuring includes a complex connection and co-acting between offering more advanced services to the customers and streamlining the offers, using different channels in order to sell and deliver service (inside and outside the organisation), shifting focus from private to business customers.

The development of the service partner/postal representative concept which in much has been a co-operative and learning process and has in itself been a daring project. It has worked much better internally and between the partners than from the public eye. What has been noticed by the public is the closures of the post offices and not the opening of the postal representatives.
In spite of a large number of re-organisations including down sizing, the management and employees seem to have come out of this still very much alive. The road has been a bumpy one and there is still a long way to go in turning the Post into a sales organisation from being a typical service organisation. 
A very close co-operation between the social partners in the restructuring process, a generous redundancy package and offensive HR-measures of other kinds have been important in creating this under the circumstances smooth process.

7.2. importance of the case for the WORKS research questions

Changes in work organiation in relation to the globalisation of value chain

The Swedish Post Service is basically a national one, even if attemts are made on going international. But so far the restructuring is purely domestical. The driving forces though are in much globaly based and the pressure to deregulate and open up public and private monoplies in the service sector. The deregulation of the Swedish postal market in the 90th and the increase in competition has been the key factor on the restructuring of the Swedish Post, in particular the shift from service to sale, the increased focus on business (the profitable part) and the out sourcing of the delivery organisation for private customers as well as shifting out the financial operations.  The Swedish Post is now a business oriented logistic company and the use of postal representatives has made the service partners developing their role as multi-service deliverers (“get your packages at the food store or the gas station”).
Changes in knowledge use, skills and flexibility

There are a number of co-inciding changes leading to a differentiation in effects on competence needs. For a number of occupational groups we can identify an increase in specialisation – foremost on customers and products (sales persons and contact center personnel and to some extent business center employees). For other groups there is a development towards multi-variable tasks, for instance the Representative Managers but also the commercial employees who has to shift between selling food and gas and postal service
The flexibility achieved, from the Swedish Post perspective, in the restructuring is for one part the out-sourcing changing from employment contracts in your own organisation to agreements with sub-contractors. This demands more out-sourcing management in order to keep control. The Representative Managers are on the end of this control line.
Otherwise flexibility has not been such a dramatic part of the restructuring as could have been expected. There is an ambition from the employer side to be able to more flexible contracts but that is opposed by the unions. Flexibility achieved is through the use of employment agencies. 
Social dialogue in the restructuring process

The Swedish Post shows  an interesting way in which change can be supported by an effective dialogue in the organisation – trying to involve all personnel, early consultation with the union representatives, replacements that are perceived as fair and social plans in the framework of a redeployment organisation for those redundant.

The social dialogue is based on both written down local agreements and trust between the central players. Local trust (middle management level) is not as well developed. One reason is of course the increasing number of dialogue transactions but also difficulties in dealing with the central agreements.
Generally speaking, comparing to other, especially large. organisations, the Swedish Post has a well developed system for social dialogue and Human Resources. In many cases they go further than the basic legislation and/or agreements. The creation of the redeployment strategy (including Futurum) goes beyond what is demanded by law or central agreements, The same thing goes for the co-operation agreement and the early consultation process.
7.3. impact of restructuring on quality of work and quality of life
There is little evidence amongst the major occupational groups on a general change in the quality of work and even less in quality of life. On the later issue respondents have had too a high level in the organisation to get any insights in the perceptions of the employees. Even the union representatives have had problems in identifying direct impacts, other than those occurring from a heavier work load and in this manage work against spare-timer or family time.

We can identify a general slow positive development on quality of work in many parts of the customer services, some of it measured in the co-worker enquiry. If quality is measured on higher skill demands based on new tasks you can identify an objective rise linked to higher demands on IT-competence, sales competence and and a more complex product structure. This is evident for contact and business centers as well as by the postal representatives. For the sales persons the increased demand on IT- competence is in part considered from the sales persons as a decrease in the quality of work (administrative tasks being less qualitative compared to the sales process and direct contact with the customer). The representative managers show another effect where the tasks have been widely expanded and in this more variable but the work load at the same time higher.
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