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1. SHORT INFORMATION ON HOW THE CASE STUDY WAS CONDUCTED

We studied the new logistics division at a food production company. We conducted 8 interveiws with the head of the division, the heads of the customer services in Sindos and Agios Stephanos, the head of the storehouse in Sindos, the head of the distribution section in Sindos, the planner of the logistics division in Sindos, a truck driver in Agios Stephanos and a clark operator in Agios Stephanos. They were all men except the head of the customer service in Sindos. We made one visit at the Sindos plant and one at the Agios Stephanos storehouse.

2. GENERAL OVERVIEW OF THE CASE STUDY

- the company involved: (Co A)

- the business function: logistics

- the units covered: the Sindos plant and the Agios Stephanos storehouse

- products and services: frozen vegetables and pastry

- the restructuring: creation of a logistics division

- the period of restructuring: 2004 - 2006

- number of workers in the company: 100 in Sindos and Agios Stephanos

- geographic spread of the value chain: Greece, Italy, Austria

3. CASE STUDY FINDINGS

3.1. Company and value chain (re-)organisation

3.1.1. (re)organisation of the business function

The creation of a Logistics Division, adding this activity to the existing value chain, is a decision with an importance at the level of Group A as a whole. 

From the organisational point of view the logistics division was based on the following existing activities:

a) The storehouse at the Sindos plant (near Thessaloniki), the distribution center at Sindos for the Thessaloniki region and the truck fleet for Northern Greece based also at Sindos. The storehouse was before part of the Technical Division, and the distribution center and truck fleet were part of the Sales Division. The products concerned by all three activities were the vegetables processed by the plant. The products of a 100% subsidiary producing pastry frozen products (Co A1), are only using the distribution center for the Thessaloniki region. 

b) The storehouse and distribution center for Southern Greece, at Agios Stephanos, Attica, which was part of the Sales Division, and before that was a section of a milk producing company, now belonging also to the group.

c) The pricing activities which were part of the Financial Division. 

The new Logistics Division has now the following sections: 

a) Storehouses in Sindos and Agios Stephanos for frozen products of vegetables and pasta,
b) Distribution section in Sindos and Agios Stephanos
c)   Customer service section in both
d) Planning section located in Sindos
The scope of the division’s activities has been extended. To the above products, have been added:

· The products of Green food (fresh vegetables) a subsidiary of Co A, and Hellenic Catering, which is not part of Group A,
· The products of Hellenic Catering only for storage,
· The products of outsourced activities of Co A, namely production of tomato pulp (Milan) and pastry and sauces (Austria).
3.1.2. (re)organisational and spatial aspects of the value chain

The most important function of the logistics division is the unification of planning and managing of flows. The different divisions of the company have to worry about two things: first to assure production and mobility of products in agreement with the logistics division and second, to assure the capacity of each division to assume these activities.

Storing and distribution has to by divided in two, between Southern and Northern Greece, using the existing facilities. Planning has to be united and it is situated near the production plant in Sindos.

The overall value chain has the following phases:

1) Growing the pees

2) Initial freezing

3) further sorting, quality control and freezing

4) dating and packaging

5) storing the Sindos production, outsourced production and products distributed

6) marketing

7) distribution

What does the Logistics Division do?

- Receiving demand through the Customer Service of the Logistics Division,

- Programming inputs, production at both levels, storing and distribution,

- Controlling the whole process,

- Managing the whole process.

Before the creation of the Logistics Division the were not unified functions concerning the value chain. The Sales Division was receiving information about demand, the Production Division had to produce enough and the warehouse had to stock enough.

The unification of the functions at the level of the value chain was made possible by the use of ICT.

At phases 1,2,3 of the process the introduction of ICT does not influence the character or the organisation of the activities, and has an influence only concerning the transmission of information to and from the activities. The production process and the way people work do not change. There could be some changes because ICT offers the possibility for a more flexible organisation of production, but the regularity of demand and the fact that frozen products can be stored for long periods, reduce almost completely the need for flexibility at that level. 

At phase 4 - dating and packaging - where products are prepared for the warehouse according to planning, the continuous transmission of information introduces more flexibility, but the regularity of demand is an important factor that helps to maintain stable work organisation and employment. Tasks of the workers remain also the same. 

At phase 5 - stocking in the warehouse - two important changes took place: the volume of the warehouse increased and ICT was introduced for managing the stocking and de stocking process. The increase of the volume was necessary because of the increase of the products transiting through the warehouse. The introduction of ICT improved the organisation of work and was combined with the improvement of working conditions under - 20° C (warmer clothes and heated cabins on the clarks). 

Phase 6 - marketing - concerns now not only sending orders but also the daily contact with the activity of the costumers and the local representatives of the company at local level, concerning the company’s products. Communication with the costumers and the local representatives happens through e-mail. The costumers are isolated supermarkets or the central warehouses of supermarket chains. Orders are passed to the planner who uses the new information to continue or correct the planning of production. 

Phase 7 - distribution - concerns the realisation of the planned demands of the costumers. 

The creation of the Logistics Division has greatly changed the responsabilities at the level of heads of divisions. In the past these heads of divisions were receiving orders from the general direction, for the quantity or methods of their work and were totally responsible for the accomplishment of this activity, until these orders changed, and were also responsible for assuring the conditions which permit the accomplishment of these activities. 

Now the heads of divisions receive the orders for their activities from the planner of the Logistics Division, who has the power to control at any moment the evolution of the activity, to change the planning and to control also the managing of production and flows. The planner, who is inevitably concerned about the efficiency of the whole process, is in direct daily contact with the heads of the different departments of the Logistics division.

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

The creation of the logistics division is connected with two important changes from the contractual point of view. The creation of Group A as a unified company leads to a tendency towards the use of the facilities for frozen food by other general divisions of Group A. On the other hand, the facilities for frozen food are beginning to be used by companies exterior  to Group A. 

The products of outsourced activities are introduced into the phases 5,6,7 of the value chain.

3.2. Functions and overall workflow in the value chain

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

One important new activity connected to the new logistics division is an information system concerning the products in the storehouse, the exact places of storage, dates of expiring etc. This system demanded the introduction of new technology and the training of employees. 

The heart of the logistics division is the planning section, which controls productions and flows, not only of the Group A products but also of the products of subcontractors and subsidiaries. At the technical level the necessary change was the already mentioned installation of the integrated information system. 

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

The production facilities continue their activities in Sindos, with the exception of the production of subcontractors and subsidiaries. 

Seasonality concerns first the reduction of consumption of cooked vegetables during summer and second the increase of the consumption of cooked vegetables before easter. It was said that this seasonality is dealt with overtime work as a rule. 

Otherwise there is regularity is the relations of the company with the market and there seems to be no reason to expect that things will change from that point of view. 

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

In the Sindos storehouse are stocked final but also semi-final products, which is not the case for the Agios Stephanos storehouse, where only final products are stocked.

Customer services in Sindos and Agios Stephanos follow the flow of products to the representatives responsible for sales at each department of the country, and to the important clients (supermarkets etc).

Distribution in Northern and Southern Greece follow the program of orders from representatives and big customers. 

3.3. Changes of employment

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

There is a clear gender division of labour: women are the majority at office work and men at all sorts of manual work, driving included. Work at the low temperatures of the storehouses is considered inappropriate for women for health reasons. 

The main categories of workers are office workers, simple manual workers, clark operators, truck drivers and senior clerks.

The employment contracts are as a rule stable long term contracts for 8 hours of work. 

At the Agios Stephanos storehouse, after an attempt to hire more manual workers because of the increase of the activity, it was decided to outsource this activity, to an appropriate company, and training of these workers was assumed by GFF, as well as the supervision of the work done.

3.3.2. employment conditions (terms and conditions, contractual flexibility), human resource management and internal labour market (including changes)

The restructuring did not lead to significant changes in employment. The policy of the enterprise is to maintain stability of employment, with long term contracts, and “retiring from the company” seems to be an important point of the company culture.

There is nevertheless a difference of wages between Sindos and Agios Stephanos. At Sindos, where there is a union at the company level, wages are determined according to the sectoral collective agreement, but at Agios Stephanos, where the workers are not members of the union and is considered as a separate entity (?) the wages are determined according to the general collective agreement signed by GSEE for minimum wages.

Stability of employment is connected to the extensive use of the internal labour market. 

· The heads of the storehouses are systematically former drivers, are well as their assistants.
· The head of Customer service in Sindos has been at different places of work through 16 years.
· The head of distribution at Sindos is also a former truck driver, then sales man driver, assistant to the head of distribution section. 
· The need for new clark operators was covered through the employment of former production operators.
Wages determined by the sectoral collective agreement are higher that the wages determined by the general collective agreement signed by the General Confederation of Labour. This situation is a survival of the past and the union should on one hand include the workers at Agios Stephanos into its membership, as the company should finally apply the sectoral collective agreement to all its employees. It seems that the union is hesitant to apply an active policy concerning membership, and also to impose the application of the sectoral collective agreement for all employees.

No information was available about the conditions of payment at the outsourced activities.

3.3.3. impact on quality of work

The opinion shared by all persons questioned is that there is no degradation of labour relations because of restructuring.

There is also a widely shared opinion that working conditions have improved, even though the quantities of products processed has increased considerably. An visible important effort has been made to improve the working conditions of clark operators and manual workers in the cold storehouses, though the use of vehicles which are heated and the use of special clothes for low temperatures.

3.4. Changes of work organisation

3.4.1. content of work, cooperation, managerial control, spacial aspects (distributed work, workers’ mobility), role of customers (including changes)

Operators and drivers indicate that although the flows have increased, the improvement of organization has made work easier and there is no impression that the work load has increased. 

It is important to note, concerning the intensity and organisation of work, that through the restructuring the material character of activities remains the same, in the production line but also in the stocking and de stocking process, and, on the other hand, that in this type of activity the stability of the flows is a permanent characteristic.

The introduction of ICT influences of course the content of work at the logistics division as it is connected to the increases of flows (more products are handled), the circulation of more information and the more efficient organisation of work at the warehouse. 

According to all persons interviewed, heads of departments as well as simple workers or operators, there has not been an increase of the load of work, and it seems that all the above changes have compensated each other from that point of view. 

At the warehouse half of the work force are clark operators, since the stocking and de stocking activity is done in batches and the simple manual workers are mainly active during the loading on trucks.

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

Activity is now limited to an 8 hours’ shift (8-16). There are discussions about a parallel shift (6-14), and it seems inevitable in the long run to pas to three shifts (24 hours). 

Activity has a seasonal character because of fast, before Easter (more vegetables), and during summer (less cooked vegetables more fresh). This seasonality is dealt with overtime and very rarely with seasonal employment. 

3.4.3. functional flexibility, teamworking (including changes)

There is no organised teamwork, but there is a widely shared culture of cooperation in the work places. Working for years in the same work places, but also the fact that advancement is a possibility which seems to occur by itself (how does a truck driver or clark operator acquire the knowledge and experience to become head of section?), seem to make “learning by watching” an important and perhaps the most important factor of reproduction of knowledge and of learning in this enterprise. A factor which depends directly from the longterm employment culture.

This sharing of knowledge is considered by most heads of sections as a positive factor of internal flexibility.

3.4.4. impact on quality of work

This culture of longterm employment, stable labour relations, cooperation in the work places and sharing of knowledge, is evidently considered as a positive environment. The fact that this culture is preserved even after important structural changes, shows not only that workers consider it is important, but also that it is a system which is difficult to change, since it accomplishes important function in a unified manner.

3.5. Skills, knowledge and learning

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

It has been mentioned that women do the office work and men the manual work. 

Office workers do not have particular qualifications with the exception of accountants and assistant accountants who are paid according to a professional collective agreement. When the logistics division was created, there was a surplus number of assistant accountants, but the company chose to keep their former qualifications.

In the storehouses the qualifications are clark operators and assistants to the person in charge. Clark operators are also paidd according to a professional collective agreement. As already mentioned the assistants are former drivers or operators who have enough experience of the work place to assume greater responsibilities. 

The former assistant accountants work now as office workers, but they continue from the point of view of pay and recognised qualification to be registered as before.

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

The only formal change concerning knowledge intensity was training for the use of the new integrated information system in the storehouses, or the use of electronic devices by salesmen.  

The heads of sections continue to give a great importance to the changing of knowledge by office or manual workers. 

3.5.3. learning opportunities, training policies

There is no permanent training policy in the company. Officers and senior officers have the possibility to follow ad hoc courses in the fields of logistics, management or computers. 

The company did not try to change the existing characteristics of knowledge distribution and charing; or the structure of qualifications. 

3.5.4. impact on quality of work

Most of the persons interviewed believe that the introduction of informatics and computers helped improve the quality of work, and all persons do not believe that there has been some degradation of work.

3.6. Industrial relations and regulations

3.6.1. forms of workers’ representation

The existence of a union at the Sindos plant did not lead to the extension of its powers to the workers at the Agios Stephanos storehouse facilities, even when the creation of the logistics division confirmed the fact that it is a unified enterprise. But the union at Sindos is the only union in the whole of Group A, and it must be more considered as a residuum of the past; than as an institution which has its place in the company’s strategy.

The company’s human resources policy aims to maintain a sentiment of stability among the employees and a sentiment of direct relation of the management with each employee. In this context there is no formalised negotiation with the union and the union is a sort of consultative body which is asked about every change that will take place. These changes are planned by the company and accepted, but there are never the result of a negotiation.

3.6.2. information and consultation, issues of negotiations

All changes at the Sindos plant have been discussed with the union. Information and consultation took place in an informal way, and the same is valid for consultation between the union and the workers. There is no trace of actual negotiations, and the aim of information and consultation is more to have the agreement of the union. 

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

The whole issue was dealt as a strictly intrafirm matter.

The activity of the union does not aim at taking advantage of the existing legislation about representation and, or even the possibility for a regular support from the trade union movement. 

3.6.4. pressures on regulations and national institutions

No national institutions were involved.

The company seems at this point to be rather successful concerning the marginalisation the trade union and its isolation from the national institutional framework.

3.7. Conclusions

3.7.1. basic characteristics of the case

To conclude about the restructuring which occurred at Co A, by the creation of the logistics division it is necessary to look at the big picture, that is the strategy of Group A. The main characteristics of this company’s strategy are the expansion of its activities at an international scale, the expansion through the creation of subsidiaries and outsourcing of new activities and the building of a no-union enterprise.

The preservation of existing practices in the unified activities which formed the logistics division should therefore be seen more as the protection of core activities and less as the reproduction of practices of the past. The cohesion achieved through these practices, is naturally considered by the firm as a valuable asset for the success of its overall strategy.

3.7.2. importance of the case for the WORKS research questions

This case study finally shows how the value chain approach is useful when restructuring is studied. The important process taking place is the globalisation and unification of activities, not mainly the restructuring of functions at the local level. 

Concerning the changes in work, this global perspective is also useful. Core activities have to be treated as such. On the other hand, company cultures do not change easily, especially when they are rather independent of the institutional environment, and when the functions of the labour market are loosely connected to the labour relations, and to work organisation inside the firm.

3.7.3. impact of restructuring on quality of work and quality of life

The preservation and the observed improvements of the quality of work, are connected to the fact that running the logistics division is a core activity and is based on already existing activities. 
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