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GENERAL INFORMATION
I. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

In July 2006, a key informant interview was carried out with the Director of PROF’s outsourcing unit.

Most interviews were carried out in August 2006 at trade union premises. Interviewees were: Negotiating Union Officer, Union Senior regional organiser, IT technician & union rep, Software developer, Telecom Service Manager, IT technician.

In September 2006, the Project Manager was interviewed at PROF’s base in a provincial British city and a telephone interview with the Chief Executive of CITY COUNCIL was carried out.

A telephone interview was carried out with the Chief Executive of CITY COUNCIL.  

In January 2007, one trade union officer was interviewed (involved in an unrelated case of transfer) to give insight into PROF’s recruitment and organisational practices.   

	               Professional title                                                          Gender 

	1. 
	Chief Executive CITY COUNCIL 
	Female

	2. 
	Project Manager PROF
	Female 

	3. 
	Director of PROF’s outsourcing unit
	Male

	4. 
	Negotiating Union Officer
	Male 

	5. 
	Union Senior regional organiser
	Male

	6. 
	Union Officer 
	Male

	7. 
	 IT technician & union rep
	Male 

	8. 
	Software developer (line manager)
	Male 

	9. 
	Telecom Service Manager
	Male 

	10. 
	IT technician (retired after transfer) 
	Male 


II.
GENERAL OVERVIEW OF THE CASE STUDY

Brief basic characteristics of the case: 

The companies involved:
The focus of this case study is the IT department of CITY COUNCIL (nickname) that has been outsourced to a private service provider (here nicknamed PROF).

CITY COUNCIL is located in Wales.  IT currently has around 65 staff and is still located on CITY COUNCIL’s premises but the staff are now employed by PROF, a multinational consulting services provider. 

the business function: 

IT services to CITY COUNCIL consisting of IT & web support to individuals and whole departments, servicing PCs and telephones, installing new software/upgrades)

the units covered:  

IT is still located at premises belonging to CITY COUNCIL. CITY COUNCIL’s headquarters are about 1.5 kilometres away. PROF has a small HR unit in the same town and is otherwise represented by project managers who tend to be assigned to a project for a limited time and then move elsewhere and rarely have a fixed workplace. For example, the Project Manager interviewed for this case was located at IT for 6 months, mainly works from PROF’s offices in Town B (about 120 kilometres away) but has been working in many different European countries in the last few years.  
products and services: 

 IT support  

the restructuring: 

The transfer of IT was embedded in a wider e-Government scheme. 

From the CITY COUNCIL’s perspective, the main drivers were improvement of efficiencies and effectiveness, with the aim to ensure that CITY COUNCIL had the capacity to deliver up- to date services but also generates revenues that can be reinvested into the community. 

The Council commissioned a Best Value IT report in 2002: the report showed that the IT infrastructure was antiquated and need high investment in order to modernise.

Outsourcing was seen as the most viable option by CITY COUNCIL, they felt it would be a more ‘businesslike approach’, based on performance indicators and they felt confident it would deliver the benefits they anticipated.

The eGovernment scheme has two components: a front and back office re-organisation. The back office includes the modernising and centralisation of HR, Finance and IT. The front office aspect was aiming at building an improved public access infrastructure by creating walk-in centres and a centralised call-centre with 120 seats. It is anticipated to make £ 50 million in savings over the ten-year period of  partnership.

the period of restructuring (when): 

· 2002 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: negotiations around different options. Options: keeping IT in-house and modernise, secondment or outsourcing to a private service provider. 

· Perception of IT staff and union reps were that CITY COUNCIL did not consider in-house as a viable option, hence that they were not being given a fair chance to really consider the feasibility of modernising the IT systems in-house. 

· 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 CITY COUNCIL workers. At the time, the tendering process had two final bidders. 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 

numbers of workers in the companies:  CITY COUNCIL has around 1000 employees, IT employs  65 IT staff, PROF employs 61 0000 people in 30 countries and has generated revenues of 7 billion Euros in 2005.  There are around 9000 employees in the UK working in twelve offices in the UK.

geographic spread of value chain (countries, regions): The units in this case involve the IT department of CITY COUNCIL, the headquarters of CITY COUNCIL consisting of other council departments and PROF which is represented by a small HR unit in the same town and otherwise draws on a wide national, geographical spread across the UK. The nearest base is around 120 kilometers away.

III.
CASE STUDY FINDINGS

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

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

CITY COUNCIL’s IT department provided support services to the whole range of COUNCIL departments. Before the transfer there were around 100 staff; after the strike and transfer the current number is around 65. 

The re-organisation of IT is set against the background of an eGovernment agenda, aiming to improve services and reduce spending. Before a Best Value ICT report in 2002, IT was under-resourced and regarded as a strategically unimportant function. As a result, IT systems were antiquated and out of date and few resources were invested to continuously update services. 

After deciding on a private service provider and during the process of lengthy negotiations around the model of transfer (secondment or outsourcing), 65 staff transferred to PROF but had the choice to stay on CITY COUNCIL terms and conditions.  IT also stayed at the same premises. 

The contract between CITY COUNCIL and PROF is for a ten-year period and involves both parts, the front and back office reorganisation. Interestingly, at the moment of writing the front office re-organisation is delayed in implementation (e.g. plans to build a number of walk-in centres have been delayed) or has only happened in a reduced form (e.g. initially the public access contact centre was supposed to have 120 seats but now only consists of 45). 

The re-organisation of IT began in January 2006: The IT outsourcing project was headed by a senior member of PROF’s project and transition outsourcing group. This manager was in charge of the project for six month and for this time was actually located within IT. She moved off the project in June 2006. In addition, PROF supplied a number of consultants in charge of training and inducing staff to PROF’s ways of working. One PROF system expert was located with IT for about 3 months as a point of contact for usage of new systems. The IT staff that chose to accept voluntary redundancy tended to be older and filled line management or senior management positions before the transfer; these vacancies were mainly filled with PROF’s own staff instead of being recruited otherwise. 

PROF’s process of staff transfer consisted of three key phases:

· Day-One Phase (first 3 months): at this stage it is crucial to keep change for staff  ‘minimal’ but familiarise staff with PROF’s organisational vision, ways of working  (performance-orientation) and train staff on a range of systems that will be used to ensure the meeting of targets. 

· 3 – 6 months: implement key organisational changes enabling the reaching of Service Level Agreements (SLAs), which involves an overhaul of ICT, installing standard software that PROF uses and standardising work processes. Crucially, for IT, in this period the IT helpdesk was relocated to a PROF office in Scotland. This is something that was not discussed before the transfer, the six help desk staff were re-deployed within CITY COUNCIL.

· The third stage depends on an evaluation of phase one and two, but mainly means  ‘business as usual’ the systems should run effectively, staff should have got used to new ways of working and SLAs should be met. Any gaps in performance and targets will be addressed, possibly by implementing more training.

 It is also interesting to mention that at the time of the interviews, there have been talks to outsource more tasks (telecommunication unit) to another private service provider that is seen as having more expertise in the area of telecommunication systems. If this happens then of course this means new negotiations and potential staff transfer for those working on the unit of telecommunications. 

1.2.  (re)organisational and spatial aspects of the value chain 

There has been little change in terms of spatial aspects: IT stayed in the same offices, on CITY COUNCIL’s premises. CITY COUNCIL’s main offices are in the same town, about 1.5 kilometres apart.  IT provides services to all of CITY COUNCIL departments which are either located in the same building or at CITY COUNCIL’s main offices.

PROF has a local presence, a small HR office located in the same town (4 staff). This office provides services to employees for the outsourcing contract with CITY COUNCIL and another outsourcing contract with a local steel company. Otherwise about ten of PROF’s own employees have taken up permanent posts with IT: one is the Deputy Head of Department, the others are line managers.

PROF made the point to find Welsh consultants for reasons of cultural sensitivity: for example the Deputy Head of IT is Welsh, they believed it would be beneficial not to put in too many new English staff into the IT department, as otherwise the success of the project could be in question. 

1.3. contractual relations (between the companies) and power relation (main power resources of companies and units, forms of governance of the value chain)

The contract between CITY COUNCIL and PROF stipulates clear levels of service delivery, the reaching of targets and SLAs and, when PROF fails to meet those, they have to pay service credits to the COUNCIL. Both parties can terminate the contract for convenience but in both cases it would have major financial consequences, in particular for CITY COUNCIL, as they would have to repay PROF for their investment. 

Legally, in terms of ownership over IT staff, it seems to be a complicated and ambiguous situation. Most transferred staff stayed on the CITY COUNCIL terms and conditions and trade unions succeeded in obtaining a mobility clause for all staff, which basically means that they cannot be relocated to another PROF office against their will. Based on our interviews, the question emerged: what would happen to IT staff if the contracts fails?  would they be re-employed by CITY COUNCIL? PROF’s project manager believed that they have the legal right to ‘take employees with them’ which staff are unlikely to want.

The interview with the Chief Executive of CITY COUNCIL revealed that the contract so far has delivered the anticipated improvements but that the relationship with PROF is clearly one of service provision rather than a partnership. PROF provides regular update reports and attends senior board meetings but otherwise there seems to be little interaction between CITY COUNCIL and IT or its management. 

After ten-years, the CITY COUNCIL will review the relationship with PROF and might either renegotiate the current contract or put out the contract for tender again. 

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

Senior, strategic management is located at CITY COUNCIL’s main offices. A senior board of Councillors will receive updates of service levels and progress reports and also be involved in planning future strategy.  

The actual leadership and management functions are located within IT at CITY COUNCIL’s second offices, e.g. Head of ICT.

In a way functions performed in the value chain are quite similar to before: IT provides services to various departments at CITY COUNCIL. The new division of labour involves a more strategic role of IT, e.g. by having a Head of Department appointed which was not in place before, and the involvement of PROF in progress meetings with CITY COUNCIL. 

The key changes through restructuring relate to the relocation of the IT help desk to Scotland and increased standardisation of work processes. Before any one of CITY COUNCIL’s employees could ring the IT helpdesk, located within IT, to report a problem. Now there is a central number for the IT helpdesk in Scotland, which takes a report and then passes on the issues back to IT. For any other work tasks, much more planning of the workflow is involved. Whilst before work tended to be carried out on an adhoc basis, PROF’s systems require logging every work-related task and scheduling of work to be carried out. So the workflow is more standardised and less flexible in responding to urgent, sudden problems.

As the IT technician said ‘as a result of increased paper work and being less flexible, I think we are providing a worse service than before’ 

2.2. geographical structure of companies and units, spatial division of labour along the value chain, geographically distributed work

CITY COUNCIL’s main and second offices (location of IT) are only 1.5 kilomatres apart, PROF’s local HR office 1 kilometers and the nearest PROF base is located in a town 120 kilometres away. 

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

There has been little to no change in relation to temporal aspects of the workflow. IT staff kept their working hours from before and since other CITY COUNCIL departments operate on normal public sector working hours (9 am – 5pm) there is no real need to extend working hours. 

3. Changes of employment 

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

Before the transfer IT consisted of 100 staff: the department consisted of a software development section, PC/telephone support and installation, IT help desk, a training section, admin section and a number of IT business consultants who work within IT but look after the IT needs of specific departments (e.g. housing, social services).

After the transfer, IT has been reduced in size (65 staff); this is due to the fact that a number of IT staff took voluntary redundancies and the help desk has been relocated.

PROF has changed some of the roles (for example some people were promoted to fill team leader/management positions after more senior staff retired) and staff responsibility but by and large the department kept the same structure. 

The department is headed by a Head of ICT (CITY COUNCIL) and a Deputy Head of ICT (permanent PROF consultant). In addition, for the first six months there was a PROF Service Delivery manager.

IT staff have technical backgrounds and IT qualifications. There is an interesting split between older (above 50) and younger workers (less than thirty years old). Sixty percent of IT staff are under the age of 30, 30 percent over fifty years old. The younger staff tend to have HE qualifications (e.g., BSCs/MSCs in Computer Science, IT Studies), older members have been working with CITY COUNCIL for a long time and acquired knowledge of and skills in IT based on personal interest, studying for vocational IT qualifications, or via learning–by-doing. 

The staff relocated from PROF tend to posses Higher Education qualifications, supplemented by a range of inter-personal, communication and management skills. 

The workforce within IT is mainly male (70%), women fill the admin posts but are also represented as software consultants and line managers. PROF’s staff working at IT at the moment are mainly male. 

Employment contracts are all permanent and full-time and still mostly based on the terms and condition with CITY COUNCIL but are now administered by PROF. 

3.2. employment conditions (terms and conditions, contractual flexibility), human Resource Management and internal labour market (including changes)

 Resulting from the lengthy process of transfer (based on the strike action and strong union representation), IT staff were given the option to stay in their original sets of 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. 

The interviews with PROF senior management revealed that they had to accept that because ‘emotions were running very high and staff were very critical’, their preferred approach would have been to transfer all staff to their standard 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 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 contracts fails PROF cannot force IT workers to work anywhere else. 

It is positive that there is a local HR department, IT staff feel that it gives PROF more credibility and that it is useful to have some one to speak to locally.

At the same time, there are some concerns that HR is very involved in the administration of meeting SLAs. For example there have been some emails to IT staff reminding them that they have to meet SLAs or else they will lose their bonuses, which is seen as very ‘aggressive’. 

In addition, staff feel that the Equal Opportunities and Diversity policies are weaker than what they were with CITY COUNCIL. PROF offers few options for flexible working and ,based on the high emphasis on performance, they are seen as ‘competent in what they do’, but not seen as very concerned with the quality of working life for their staff. 

3.3. negotiations on changes in employment (redundancies, transfer of workers etc) and employment conditions 

The process of staff transfer was very lengthy, with a lot of uncertainties and breakdowns in communications. In the period from 2004 - 2006, trade union officers and union reps were involved in various working groups and evaluation teams. Keeping IT in-house was seen as an initial option, similarly secondment was discussed as an option, but it was finally decided by CITY COUNCIL’s senior staff to outsource. In the process of industrial action and subsequent transfer, 35 IT staff decided to take up voluntary redundancy as an option. These tended to be older workers who felt they would not be able to adjust to working for a new employer, in particular not for a private, multinational company after having been in the public sector for most of their working life. The retired telecom manager interviewed for this study confirmed that he was too worried to transfer, he had entered negotiations with PROF but his impression was that his employment situation would become more precarious and unprotected. 

Union representation amongst the IT workers (80%) was very strong before the transfer, and still is. There also is a real sense of strong values of camaraderie and friendship that had develop amongst staff which stems from working in the public sector ethos but also being Welsh (a strong regional identity). The trade union officers felt that they were successful in their negotiations with PROF to keep staff on the same terms and conditions and pensions. The mobility clause is also seen as a great success and it is very clear that without the industrial action the negotiations would have been more tricky. 

However, negotiations were also very costly for both parties as a number of legal experts were brought in to evaluate pensions schemes and other legal aspects of the outsourcing deal. 

 After the transfer in January 2006, PROF brought in industrial relationship advisors whose role it was to engage with transferred staff to ease the ‘ introduction of the new ways of working’. Staff were described as being very ‘wary’ at the beginning 

The IT technical manager 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’ 
3.4 impact on quality of work

On one hand there is little obvious change perceived impacting on the quality of work. IT staff still work in the same offices, have stayed on the same terms and conditions and are still working in similar team structures. However, it is also true to say that the process of staff transfer and the long time it took to complete negotiations has introduced a lot of uneasiness amongst staff as they at times did not know what was happening to their jobs. 

There is also a sense of reluctance emerging from our interviews: in particular the older workers interviewed feel they do not quite ‘trust’ PROF and new plans to possibly outsource some telecom functions to a second provider does not help to increase a sense of stability. Similarly, the relocation of the help desk happened very suddenly and is seen as a warning signal for the future. 

From the perspective of PROF, it is apparent that they have deliberately adopted a fairly soft, empathetic approach following from the strike action and have minimised changes to limit adverse impact on workers and sell themselves as a ‘good employer’. 

4. Changes of work organisation 

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

The content of work stayed fairly similar to before. IT is still providing several services to 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.

The second change is that the help desk has been relocated, resulting in a very different process of being informed what services are needed to be planned and scheduled.

PROF’s new ICT systems mean that every activity needs to be logged.  Before the transfer the working culture was described as ‘Let’s get the job done, we’re on a paid salary’, now everything needs to be costed, accounted for and there is a lot more paperwork which is seen as a ‘ waste of time’ by some of our interviewees. 

One IT technicians explains that now he spends a third to half of his time on paperwork, e.g. costing a piece of work that they will carry out for another council service department. Previously he would do an estimate and then carry out the work so ways of planning work were on an ad-hoc, needs-based basis. He summarised the change as: 

‘a change from a service-driven department to a cost-driven department’
Work and 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 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 CITY COUNCIL gets service credits’ 

Line management has not changed in structure but some IT staff now have a line manager who is an 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. Adjusting to this change in management is seen as difficult by interviewees because everything seems to be underpinned by the notion of making money, which they feel is not some thing they will benefit from as such. 

There are no new demands on workers’ mobility: most of the IT staff work from the same offices. Mobility in this case presents an opportunity for those staff who would want to have a career within PROF involving a relocation to other work sites. 

 The notion ‘of the customer’ is totally different now. Customers are other service council departments, or individuals within them, that need a certain piece of work done, for example, installing new software for the social housing department or solving a problem.

4.2. organisation of working hours, differentials in working hours between companies, temporal flexibility (including changes)

The work of IT is determined by the needs and demands of other departments within 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. Thist 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. functional flexibility, team working (including changes)

Interviewees felt that there always has been a very close team atmosphere within IT, which seems to go beyond a pure collegial relationship, but is underpinned by values of camaraderie and friendship. The perception is that there was good management and expertise before the transfer. They also felt that they could have easily taken on the modernisation when the IT department was kept in house as they were aware of what services needed improving but before they never had the resources to do this. If CITY COUNCIL had invested more into IT five years ago, the outsourcing would not have been necessary. 

Considering that the PROF staff is a minority, more standardised ways of working have not impacted on the way staff relate to each other. Departmental sections stayed in the same teams and teams seem to adjust to the increased standardisation without issues around being in competition with each other, which they were worried about at the outset. There are perceptions of increased stress and pressure as a consequence of working towards SLAs but this does not impact on their relationship with colleagues.

4.4. impact on quality of work

The increased standardisation of work processes and more structured way of working is seen as a negative impact on the quality of work. This change from a service–driven to a cost-driven department has introduced more stress and frustration around a number of issues.

IT staff feel that they have less autonomy over planning the work as work now needs to be scheduled and can not be carried out ad-hoc anymore. 

Having to meet targets and SLAs, similarly is seen as stressful, impacting on personal autonomy at work and team atmosphere. For some staff there also is a feeling of being deskilled, for example for the software developers who can not choose so freely anymore what systems/ languages they would prefer to use.

The increased amount of paper work and costing that goes hand in hand with SLAs, is seen as an additional workload and a waste of time, again taking away the flexibility IT staff used to have by being able to respond to a query more spontaneously. 

In addition, the mindsets of IT staff are definitely not so much focused on high earnings and fast-tracked careers. Values, good camaraderie and team work, are very important for IT staff: the increased pressure on these values is seen as conflicting with their close relationships. So far there has not been a perceived change but there are some concerns that with time, working towards SLAs could introduce competition, which is definitely seen as something they would not like to stand for. 

 In regards, to line management/ team leadership it seems that IT staff feel now that they have less autonomy over input into creative planning of processes. Team meetings used to be more open and flexible, still discussing progress and emerging issues, but not so much in relation to performance and the fact that there will be financial consequences if targets are not met. They felt that in the past they had more flexibility and creativity when planning future actions. 

5. Skills, knowledge and learning

5.1. formal skill structures (including differences between men and women) and actual skill needs

The formal skills for IT staff vary considerably between the younger and older workers. Older workers tend to have been at CITY COUNCIL for a very long time, starting in junior roles and progressing with 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.

An important actual skill is to understand how the public sector works, share the values of serving the community, a strong personal interest in IT and the willingness of getting a job done.

‘ we all had that public service ethos, we were doing our job, as well as we could but not because, not because somebody else was making money out of it’ (Software Developer)

Recruitment of new staff tends to be local and is advertised on CITY COUNCIL’s website and local newspaper. 

PROF’s staff tend to be highly qualified, on a HE level, and their recruitment strategy is very different from CITY COUNCIL’s. PROF recruits nationally or even across countries. PROF does not recruit to a specific post, e.g. at a specific location, but to a  ‘service line’ or an ‘assignment’.  A consultant will have to be flexible, travelling from assignment to assignment. The length of assignments varies: it can be anything from a day to a couple of years. Once the assignment is seen as completed, the consultant is moved off and in most cases will not have any further involvement in the case.  Line management can be remote. 

Interviewees at PROF revealed that they believe that CITY COUNCIL IT staff can develop within PROF if they are flexible but also admit that ‘if they want to develop a career with PROF outside CITY COUNCIL they have to develop more skills’. 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 

The way our interviewees regarded their skills and work does not necessarily fit in with this notion of a potentially flexible assignment consultant working on an international level. For both the younger and older workers living locally is important; they like where they are and do not have any ambitions to have a fast-tracked ‘career’, especially not on an international level. There is also an absence of real drive for demonstrating good performance to achieve promotions. There is acknowledgment that working for PROF offers new opportunities but interviewees tend to be satisfied with the way things are: they like their job, like the working environment but are not driven to succeed in performance to make more money. Interviewees called it the  ‘public service mentality’ - work that is aiming to benefit the community but is not about personal profits. 

5.2. knowledge intensity of the different tasks, standardisation and formalisation of work

There has been an immense increase in the standardisation and formalisation of carrying out work. And this is the biggest change resulting from the re-organisation. All interviewees reported that the new way of logging most of their tasks in detail has been something they ‘needed to get used to’ and some regard it as a ‘waste of time’. 

Standardised systems have been installed ‘making us work the PROF way’. There are a number of web-based systems that standardise the workflow. Different sections within IT are affected in different ways by this change. The consultants dealing with specific departments more or less work in the same way. Desktop and telecom support are now dependent on the help desk in Scotland. The help desk takes reports of issues, logs them into a PROF system and then passes on the query to the IT sections. They then have to schedule the work and then carry out the job. Before, the work used to be done on a more ad-hoc basis, for example, receiving a telephone call and responding as soon as possible. The software developers seem to experience frustration and a sense of being deskilled; they are not in a position to build their own systems anymore but have to adjust to standardisation. 

This increase in standardisation relates to a new awareness of being accountable to shareholders in a setting involving ‘money changing hands’; all our interviewees felt uncomfortable with this new way of working.

‘I am conscious now to make decisions based on money but I still think we lack commercial awareness’ (Technical manager)

Performance on an individual, team and departmental level is strictly monitored and summarised in performance reports. This is seen as a new pressure and has increased feelings of stress and a decrease in satisfaction at work. 

5.3. learning opportunities, training policies 

AT CITY COUNCIL, training provision was seen as very good. IT staff often went to seminars and conferences to update their skills and felt they had quite a lot control over planning their own personal development. 

PROF has a centralised web-based training portal, with around 1000 computer-based training packages that staff can access. Some training is accredited/certified. In addition, there also is 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.

At the initial stages of the transfer, PROF staff interviewed for this 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’. 

Some of PROF’s training consultants were brought in to provide an introduction day to the new ways of working. This day included: a general introduction about PROF; supply of branded goods; explaining the new customer concept (‘your colleague is now your customer’); Service Level Agreements and the consequences if there was a failure to meet them; and the new business application systems that will be used.

Staff also received hands-on training on the new systems that have been introduced. 

IT staff reported that they do not feel they have learned more or have developed new skills; the transitions is mainly about acquiring the skills and usability to understand the new systems. 

5.4. impact on quality of work 

Generally, they are perceptions of experiencing more stress. Pressures from an increased sense of accountability and ‘being a profit making machine’ do not sit well with the older workers. The software developer said ‘ before we were doing the job because we wanted to and not to make money. Now that is very different.

With regards to formal qualifications and the skills actual needed to carry out the work there are conflicting factors: First, there is a division in terms of formal skills between the older and the younger IT workforce. At the same time, there is high emphasis on other values and actual skills needed, for example sharing the public sector values of working for the community and generally a high personal interest in IT.

PROF’s staff on the other hand tend to posses different skills and a very different outlook on the value of work IT produces. Obviously they buy into PROF’s vision and share PROF’s values and probably feel more driven to reach SLAs. In a way there is a three–tier workforce present within IT, differing in their values and work motivation whereas before it was more homogeneous. 

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.  
6. Industrial relations & regulations

6.1. forms of workers’ representation

 PROF have recognised the union and IT staff who stayed on CITY COUNCIL terms and conditions, have kept their national negotiating rights and collective bargaining. The majority of IT staff are members of a union and there are a number of trade union reps located in IT. Union reps have very strong personal links with the local union officers to keep them updated with new developments. PROF staff, on the other hand,  do not have national negotiating rights, mainly because they are travelling so much and do tend not to be unionised. 

Due to the transfer, IT staff feel that they lost some of their appeal rights. Before, the scenario was that workers could complain to the local Cabinet Councilors who are well known in the community but now that they are employees at PROF it is unclear who they would complain to beyond the Head of Department. PROF’s highest instance, the senior board, is made up of international staff spread across the world. The perception is that they are remote, not known and that they would not care if there were issues within IT.

6.2. information and consultation, issues of negotiations
The union was involved from the very beginning in the transfer of staff. They became involved at the moment CITY COUNCIL put out the notice to tender. Due to a breakdown in communication, refusal by CITY COUNCIL to talk to union officers and union reps, an eight week industrial action followed. Union officers formed part of several working groups, evaluating several aspects of the transfer, in collaboration with lawyers and other legal experts mainly trying to push for an in-house model but were overruled. After the decision had been made to outsource, the union met with difficulties with guaranteeing that basic TUPE (Transfer of Undertakings Protection of Employment) transfer rights were met for their members. These negotiations presented the first instances of meeting with PROF. Negotiations were seen as difficult: for example, negotiation of regular pay rises: PROF wanted to only guarantee them up to the point of transfer, but local authority pay rises are locked into national agreements and hence are negotiated on a national level across England and Wales. The interviewed trade union officers reported that PROF seemed to have a lack of knowledge of many legal issues such as national agreements and may not possess the experience to deal with public sector transfers where contracts and terms and conditions are more binding nationally than in the private sector. To keep the right for national agreements for members, a number of legal experts were brought in to solve the issue; that is why it took almost another year to actually transfer staff in January 2006. 

After the union succeeded in keeping staff on the same terms and conditions, the impact of restructuring was minimised. All interviewees confirmed that this is a rare outcome and that without the strike and they would have been in a much weaker bargaining position.

6.3. impact of national and European regulation (on the involvement and negotiation of consequences of restructuring,) and problems of enforcement

It is important for this case to understand the national context. CITY COUNCIL is located in Wales, a region with strong national identity, history of trade unionism and political awareness. The National Assembly for Wales has powers to amend primary legislation from the UK Parliament and generally values of social democracy apply:

‘The Welsh model of co-operation and collaboration is the right approach to improving public services. It reflects Wales’ geography, our values and our sense of ownership in our public services. Competitive models offering the illusion of choice have no place in Wales. Instead we have a public service ethos driven by values of selflessness, integrity, objectivity, openness, accountability, competence and equality’ (taken from union brochure).
In addition, there has been a change in local administration: a Labour administration was in power locally for the last twenty years but lost the election and was replaced by a Liberal Democrat Coalition. Trade union interviewees felt that this change had an impact on the way the eGovernmnet agenda was driven and also increased the reluctance to engage in dialogue with the trade union. 

Wales has national negotiating rights which are protected under the European Rights Directive and there is a question what happens if there will be further restructuring (plans to outsource some aspects of telecom); will workers still be protected under European Legislation? Similarly, what happens after the ten-year deal?

6.4. pressures on regulations and national institutions

Two aspects of national regulations and institutions are of relevance in this case. One is the legal framework of TUPE (’Transfer of Undertakings (Protection of Employment) Regulations 1981’) which 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 this case, the industrial action taken by the trade union made it possible to negotiate an unusually favourable deal for the transferred workers.

A second aspect which is of relevance is the structure of national collective bargaining in the public sector (national sector-level agreements are rather unusual in the UK). The fact that they were covered by a national agreement which included, for instance, annually negotiated pay increases, also gave them some advantages compared to workers in other sectors faced with similar transfers.

7. Conclusions

7.1.  basic characteristics of the case
This case presents a typical scenario of outsourcing public sector IT work to a multinational private consultancy. 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 COUNCIL regarded a pure outsourcing model as their favourite choice, which is of course the opposite view to the trade unions and IT staff.

It is probably true to say that transfer of staff took such an unusually long time due to the opposition of staff with strong moral and nationalistic values. This is also true for the involvement of trade unions and the success of protecting the basic terms and conditions for staff, and in this way minimising the impact of change.

Generally, through increased standardisation, there are feelings of stress and pressure 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 this case has also very strong local ties and little desire to move forward in their work in order to progress careerwise. This seems to be true both for older and younger workers. 

The different type of skills requirements are also interesting: PROF places 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. 

7.2. significance of the case for various WORKS research questions

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

· increased stress and pressure despite little change in working environment and terms and conditions

· less autonomy over some work tasks and planning of work 

·  increased requirements on 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

· collective bargaining in this case has been successful in keeping negotiating rights and nationally agreed terms and conditions in place 
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