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Introduction

INTRODUCTION

The region of NiederGsterreich (Lower Austria) is one of the nine Bundedander (federa
provinces) of the Federal Republic of Audtria. Situated in north-east Audtria and surrounding
Audtria s capitd, Vienna, Niederdsterreich borders several European countries, such as the
Czech Republic and Sovakia, as wel as severd Audtrian Bundeslander, such as Burgenland
and Steiermark (Styria).

Niederogterreich has an area of 19,200 km?, a population of nearly 1.5m, and an employed
population of some 660,000. More than 100,000 of this workforce commute to Vienna. In
1991 agriculture and forestry accounted for 11% of the working population; manufacturing
industries employed 27%, and the service sector 51% of al workers.

Niederogterreich was sdected for this study due to its geographica location, diversity of
market structures, and particular Satus as politica and adminidtretive ertity.

The sdlection of case study companies amed a a strong representation of companies in the
ICT sector, i.e. producers of hardware or software and providers of ICT services.
Accordingly five out of ten companies fal into this category. In addition, we were looking for
companies belonging to other sectors. Here we selected three intensve ICT users and two
with low or medium ICT intendty. In order to be adle to andyse differences and to illustrate
obstacles to the diffuson of ICT, the am was not to sdect only technologica practices with
high levd of ICT use

Apart from an over-representation of ICT-related businesses, the generd economic structure
of lower Audtria was taken into consderation in the sdection process. As a consequence
manufacturing and tourism companies are anong the sample. For these decisions the results of
the SOWING company survey conducted in winter 1998/99 were a useful additiona source.

In a process of intensive Internet and business literature reviews and interviews with experts
during a period of nine months, more than 40 companies were contacted by mail and asked
for their support. These endeavours resulted in ten companies with the desired characterigtics
agreeing to take part in the project. Three of the case studies (cases 1 to 3) were conducted in
summer 1999; the experiences and results were used in the preparation and conducting of the
remaining seven case studies between autumn 1999 and spring 2000.
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Introduction

The following table gives an overview of the ten case-study companies.

Producers of ICT and ICT
service providers
(Case study number)

User companies with
high level of ICT usage

User companies with low
level of ICT usage

Electronics (No 3)
Software (No 5)

Internet Provider (No 6)
Electronics (No 8)
Telecommunication (No 10)

Metalworking (No 4)
Bank (No 7)
Logistics (No 9)

Restaurant chain (No 1)
Hotel (No 2)

The geographica digtribution of the cases-study companies shows that they are partly Stuated
in rurd areas, partly in the metropolitan area of Vienna. The northern part of Lower Audtria
bordering the Czech Republic has long been an economicdly disadvantaged region. In the
south of Lower Audtriathere are old indugtria regions.

Geographicd location of case study companies
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Introduction

In the ten companies atotal of 66 guided interviews were made with genera managers, heads
of department, project leaders, clerks, skilled workers. All case studies were conducted in
pars, i.e. by one researcher from socia sciences and one researcher from computer science.
All interviews were taped and transcribed. The written interviews were analysed on the basis
of a case-sudy analyss grid which contained the main topics of the guideines and in which
results and quotes were filled in. This document was the basis for writing the case-study stories
and for filling in the standardised case-study instrumen.

In the following we present the case-study ,Stories’ in the sequence of the case study
numbers. In the concluding chapter of this report we will summarise the main findings from dl
case studies.
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Lower Austria: Case 1 - Restaurants

CASE STUDY 1 - RESTAURANTS

0. Description of the Fieldwork

The case study has been performed during a mgor trangtion period with respect to top
management. 6 interviews have been made, a 7", namdy with amember of the board of
directors, has been scheduled, but did not take place, since the board of directors resigned
before the interview, and it was not possble to meet members of the new board. The
interview partners were: head of personal management, head of adminidration, union
representative in the company, |CT-responsible, and two heads of operations. The analysis
and interpretations are based on the data gathered from the listed interviews.

1. Description of the Company

1.1. Sector

The expanding, Audtria-wide group operates coffee houses and restaurants with the emphasis
on indudtrid catering.

12. Activities, products, and production/business processes

The company provides catering for individua hotels, youth hostels and camp dtes. A further
important branch of business is the ddivery to schools and kindergartens of over 22,000
ready-to-serve meals per day, which are prepared at two production sites.

13. Size: turnover and employment

The business headquarters is in Vienna. Turnover in 1998 was over €36m. The indudrid
catering chain owns approximately 70 dtes in Audria. It employs a total of 1,500 dtaff
nationwide.

14. Customer and suppliers

The company ddivers to individuad customers, companies, and inditutions. Its suppliers are
companies and food providers. There is aso a relaionship to contractors, such as for home
ddivery, to ensure in-time-services and —products.

15. Market and competition

The market is under continuous development. Hence, new products and services, such as
home ddlivery, are developed to aldress new niches for their products. Competition is high
due to changing of society in Ausdtria to use catering services more frequently. In addition, the
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Lower Austria: Case 1 - Restaurants

company, as its primary target, has dready long term contracts with public and private
inditutions, such as schooals, to deliver daily medls.

16. Workforce profile

The company employs atotal of 1,500 staff nationwide, with the ratio of women at approx. 56
per cent.

2. Technological Practice (TP)

2.1. Organisational and cultural aspects

2.1.1.  Organisation —the core questions

The company headquarters is in Vienna and includes the whole adminidration, thet is, wages
and saaries processing, bookkeeping, computer processing and personnel. As aresult thereis
a clear organisationd divison between the headquarters and the individua businesses (coffee
houses, restaurants). As regards its forma sructure, the enterprise follows the traditiona
functiona and hierarchica organisation. An orientation on processes can be seen primarily in
the core tasks (e.g. purchasing and stockkeeping, although aso in production and ddlivery of
ready-to-serve meds). At individud depatment level, too, there is specidisation in the
paticular area of activity. There is no evidence of experiment in new forms of working
organisation with less divison of labour.

2.1.2.  Organisation — background information

Business decisions are made a the top level of the hierarchy and passed on to the operative
levd for implementation. In questions of detall, in the purchasng area for example, the
individud locations, in particular the coffee houses, have the freedom to make their own
decisons. The business managers place orders according to their requirements but are tied to
headquarters decisions with regard to suppliers and prices.

The various locaions (indudtrid catering, cafes) are run by business managers (restaurant
managers). Here responsibility is not necessarily limited to an individua location, but according
to geography may aso take in severd operaions. Audria's biggest arport, where the
enterprise in question operates a tota of five cafes and restaurants run by one business
manager, could be taken as an example. Here, for example, there is dso a centrd
stockkeeping (drinks, cold-store for foods) for al five operations.

Among the typicd responghilities for a busness manager ae , First, just the organisation
of the business, allocation of work, purchasing, the whole stockkeeping, the
administrative work, drawing up the budget for the coming year, making job-cards for
the employees and keeping an eye on costs, keeping to the guidelines that come from
headquarters.” (B1G5-1)

In this business great importance is attached to direct persond communication. Thus meetings
are a fixed component of information exchange between the different dtes, but dso within the
individua locations too. This ,, well developed structure of regular meetings’” (B1G1-4)
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Lower Austria: Case 1 - Restaurants

forms a cornerstone of the communication sructure in the enterprise. There are monthly
meetings at the busness- and section-manager levels. These serve for information exchange,
agreement of menus (apart from industria catering, where the decisons are taken at company
level) and the daification of any problems (agreement of saes figures). As the section
managers are themsalves business managers, the professond familiarity and a common
awareness of problems among the participants is guaranteed. In addition there are daily
mesetings a individua business level, depending on the requirements of the enterprise as a
whole. In the coffee houses, for example, thisis necessary because of the two- shift system.

» We have regular meetings — that is, at least a daily fiveminute meeting. One just has
to. You have to tell colleagues, you're doing evening service today. It always takes place
during shift changes. | comein at eight in the morning and deal with the colleagues who
have been working since six o’'clock. | ask what’'s happened: have there been any
problems? Then | say, today we're doing this and that. That was then some five or ten
minutes when we have a short meeting, and it’ s the same at the change of shifts. At 3pm
here | have a shift change with the evening service. Then | have to tell people what has
happened during the morning, if an appliance is out of order or if we have run out of
something, which can happen. Before | let them out to the customers, | have to say,
» LOOK, today we' ve run out of apple juice,” so that someoneisn’t standing in front of a
customer and doesn’t know that it’s not available.” (B1G5-7f)

If there are technical a organisationa changes, the employees concerned are involved to a
great extent. Participation in business innovations has a tradition in this enterprise — something
that was emphasised by most of our interview partners.

» We introduce every project in such a way that the issue is tested with a group of
people. This could be business managers or area managers. It is usually also people who
are particularly interested or also normal users. This has the advantage that one can
weed out the mistakes and weaknesses straight away. This has proved itself well.”

(B1G3-16)

How should the enterprise be classfied in the ,information society”? It is an innovative
operator of information and communications technology (ICT); technology applications are to
some extent developed indde the company itsdf. The level of computer use is high, but this
relates more to individua functions than to the business processes, as in parts of the company
the networking of gpplications has not yet been developed very far. Thereis high readinessto
introduce new ICT, but not every product on the ICT market is taken up, rather technology is
purchased very sdectively according to operating requirements.

Every workplace in the headquarters (administration) has a PC. Standard office automation
and communications software is used. The overdl am of ICT gpplication is both the
amplification of procedures as well as savings (eg. the minimisation of data inputs), the
reduction of paper use for adminigtration and communication purposes. For gaff, in particular
in the headquarters, the ICT use demands continuous updating of qudifications.
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2.1.3. Culture

Company policy is characterised by a uniform wage structure, a developed system of socia
benefits, a 38.5-hour week, and fixed working hours (this means, for example, paid overtime).
Its socid standards mean that the company can be regarded as a showpiece company in the
sector. Management conscioudy works on a staff-centred basis and the company policy
principles drawn up by management and staff explicitly emphassthis Thisisillugtrated by an
annua staff turnover of 25 to 30 per cent — comparatively low for catering.

2.2. Personnel /deployment of labour

2.2.1.  Skills and qualifications

As dready mentioned in the introduction, with regard to socid standards, the enterpriseis a
showpiece company in the sector. This accords with the objective of the enterprise
management to bind employees into the company long term and to minimise the loss of
expertise resulting from gtaff turnover.

The unified wage dructure, the developed system of socid benefits and the adherence to
employment law conditions is implemented in al aress of the enterprise. The regulations are
firmly anchored in company agreements, agreed with a strong — femade-dominated — works
coundl.

The divison in the labour market means that women employees in particular play an important
role in the company. They work in the kitchens and in service in the restaurants and cafes, but
aso in the heedquarters in adminigtrative and business areas. What dtinguishes G3 from the
other enterprises, however, is on the one hand the company history, which is particularly
dominated by women, and, on the other, the reatively high proportion of women in
management podtions. Above and beyond this, only a few years ago the company
management considered setting up a declared equal opportunities policy, but conscioudy
decided againgt it.

2.2.2.  Training

Great weight is placed on training and further education of the employees — it is,, part of the
job” (B1G1-2) —which is promoted and co-ordinated by a department at headquarters. For
a service industry, adongside the work-related development of technica gpplications, thisis of
great importance above dl in customer relations.

Training takes place during working hours, with the costs completely covered by the company.
If required, externa events can adso be attended. The structured ,,employee discussons’
introduced a few years ago are intended to recognise and promote development potentid. A
magor element of personnd policy which benefits women in particular isthe principle of interna
recruitment. Although business managers have the freedom to choose their personnd, suitable
applicants from ingde the company are aways sought first if there are capacity problems or
decisonson filling pods.

Applicants forma qudifications carry great weight as far as adminidrative and business
functions are concerned, and in the choice of chefs. Above and beyond this, and in other

FCRB?\ FORBA Research Report 2/2000 7




Lower Austria: Case 1 - Restaurants

aress, great attention is paid to socia skills. Computer Kills, in contrast, play only asubsidiary
role in the sdection of personne for the restaurants. These are only enquired after in
recruitment for management postions, i.e. busness managers for restaurants, because these
have to be able to use computers for adminigrative tasks.

» ocial skills are the main thing for us, because we work with people a great deal.”
(B1G1-6).

As dready mentioned, regular further training is consdered to be afixed part of the job and is
expected of the daff — a discusson patner described the company practice as
»optimistically brutal” (B1G1-4). Here, however, there is the chance of attending training
courses a number of timesif the desired learning effect is not achieved the firgt time. In catering
» new employees often spend a whole week accompanying others.” (B1G5-3). On the
one hand this is to learn company practice and to get to know the menu and drinks, on the
other, to understand the desired customer relations (for example, communication with guests,
offering additional dishes such as soups or desserts).

Staff in catering are hardly trained at dl in the use of computerised tills or drinks dispensers. It
is expected that staff will be able to use such equipment regarded as standard to the sector.
» They have to be able to do that straight away. Because to learn it . . . we are open 17
hours a day in the cafe. It would be impossible to take a day to learn it. Actually, you
have to make sure you can do it quickly.” (B1G4-3)

There is, however, training for the introduction of complex technical systems. To some extent
this aso concerns the introduction of e-mail.

2.2.3.  Flexibility

Since the company is interested in long term relaionship flexibility might be required for
planning work hours, but not in terms of contract casualisation.

2.2.4.  Reward policy

Incomes in generd are above the nationd collective agreement, and the wages scheme
includes smdl but sgnificant seniority components. Employment of more than ten yearsin the
company is rewarded with an anniversary bonus, a company paty and a mention in the
company journd.

2.3. ICT Applications: ICT as a tool, automation and organisation technology and as
communication medium

2.3.1. ICT infrastructure and applications

For the whole enterprise there is a client/server network with acentral data bank. Standard
products are used to support personnd administration (AS/400 standard product), in
bookkesping and office adminidration (Microsoft Office) and aso in internd/externa
communications (MS Exchange). On this basis there is a high level of computerisation in the
company’s adminidrative tasks. Data processing is however not fully computer integrated.
These means that for various purposes restaurant managers send data to the headquarters on
paper, where it is put in by hand for further processing.
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Alongsde standard software, the company uses gpplications it has developed itsdlf, the most
important being the merchandise information system in connection with the coffee houses and
restaurants cash-register systems. Here too, a company-wide network is not possible at the
moment. In addition, gpplications developed by the company itsdf are used in two production
gtes (production of ready-to-serve meds).

2.3.2.  Character of ICT-usage

Work is currently under way on an extension of the merchandise information system, with
data from the various operations being integrated. At the moment, data input till takes place
centraly (input of deivery notes), but communication with the operations (feedback on
merchandise in and out, sales figures) is computerised. This system has developed historicaly
indgde the company, has been its own development from the start and is now being maintained
and further developed by a staff member at a tele-workstation.

, One project is the merchandise information system, where we have a cash-register
application in the restaurants. This consists of a back-office computer, where you do the
data processing and till-receipt stations, i.e. catering PCs where you do the till receipts.
These data are then put into the back-office computer as reports towards the end of the
day, end of the month etc. There is an additional application in this back-office PC, that
is, the merchandise coming into the stores in the business is booked in. Behind the sales
product there is a recipe consisting of raw materials, and you can use this to establish
the debit-inventory position. That is, the stock levels are reduced by the booking of
receipts on the cash registers on the basis of receipts administration. We are planning to
take over the booked delivery notes, which represent the inflow of goods on site, into
the bookkeeping, where today it is still booked in by hand, exactly like inventory
booking, so that these data flow into the merchandise information system automatically.
Further, te processing of job cards and service plans in this system is also being
considered.” (B1G2-3f.)

The two production plants that produce over 20,000 ready-to-serve medls per day have an
integrated software solution. Here the computer department was involved in planning the
production flows, thet is, flow management is controlled by the company’ s own software, from
procurement to delivery and accounting. As part of this integrated software solution, the fork-
lift trucks in the finished goods store have a radio link to the data exchange. Externd suppliers
who for example supply the customers with bread to go with the medls, are d o linked through
gandard interfaces (transmisson of delivery notes). (B1G2-7)

The picture of company-wide dectronic communication is somewhat different. E-mall is
indeed ingtdled in adl workgtations a headquarters, but there is as yet no complete integration
of dl the busnesses.

» Well, what is standardised is sent by fax — things that are one-way. . . . Anything two-
way happens over the phone; now and then by email. In-house [in the headquarters)
there’s a lot of email. In the businesses we are only just starting to work with e-mail. It
will increasingly expand. One-way things, going from here to the businesses, go as
circulars. And by fax or on paper, which in future will certainly go by email.” (B1G3-9)

FCRB?\ FORBA Research Report 2/2000 9




Lower Austria: Case 1 - Restaurants

Overdl, the enterpriseis currently pursuing the following objectivesin the use of ICT:
Minimising data-input work (on-Ste input)
Optimising links between the businesses and headquarters (direct data transfer, use of fax)

Encouraging gaff to obtain and process information themselves, through programs like
Microsoft Exchange, for example

If one looks at the various ICT functions, then in this case tudy it is noticesble that the
technology is being used both as a tool and organisation and automation technology as
well as for control and communicetion. Different functions are prominent in different areas
and departments of the enterprise. Thus the tool function and communications medium is
prominent in administration, whereas in the restaurants and production operations the use
as organisation and control technology is more sgnificant.

24, Characteristics of TP and processes of technical and organisational change

As the above description shows, there is a great diverdty of technology practices in the
enterprise. Not only isit different as regards activities and production flows, but ITC usein the
restaurants cannot be compared to its gpplication in adminigtration ether. From the computer
department’s point of view this differentiation expresses itsdf as follows fundamentdly there
are three different kinds of user, , those here in administration, those working in the
catering operations and those in the production branch.” (B1G2-18). From another
viewpoint, however, personne policy for example, the common guiddines and centrd
decision-making mean that thereis agreat dedl of homogeneity in the company.

The degree of computerisation is highest in adminigration. Here office software and e mall
determine the nature of the work. Above dl, the opportunity for computer distribution of
information and computer filing characterise the forms of work and communications patterns,
gnce, e-mail has been amatter of course at headquartersfor five years.”

» What | have noticed is that essentially | can pass on information much faster. We have
different working hours. If it happens, for example, that | only begin to sort out my
documents in the evening, then it might be that a colleague isn’t there any more. Then |
send him an email. The next morning he reads it and | have the information straight
away. Otherwise | would have to wait until the next day.” (B1G3-10f.)

Smplification of communication by e mail often doesn’'t come in the desired form, because e-
mail, as the above quotation shows, proves to be a good medium only for clear information.
As was emphassad in some discussons, effective communicetion is only possible if the
limitations of eectronic communications media are dso borne in mind. Certainly one uses the
Speed of computer communications, but additionaly one picks up the phone, because written
messages can easily be misunderstood.

The use of new media here not only concerns computer communication. Fling and
computerised marketing are further intensively utilised applications. ,, E-mail is very gladly
and intensively used here. Personally | also find the way it is organised is very good —
sending bulletins by e-mail, because it quite simply saves a mass of paper ... and
everyone can get the information they need.” (B1G3-10-f.) The e-mail syssemisbased on

FCRB?\ FORBA Research Report 2/2000 10




Lower Austria: Case 1 - Restaurants

a directory system that reflects the departmenta structure of the enterprise and further
organisationa elements. For example, it supports target-oriented filing and tracing of reports.

Computerised communications not only determines work in administration, it is aso utilised for
new services. The company increasingly uses the Internet to present itsaf to customers and to
offer new products. As mentioned in the introduction, there has been an extenson of the
indudtrid catering area through the offer of home ddivery. The reative geographica
independence of individua functions is taken advantage of in this connection. Thus the logigtics
of home delivery have been autsourced to an operation in another city approximately 300 km
from company headquarters. Orders for goods priced on the web Ste are placed there by
telephone or emall. Ddivery is planned on this bagis, i.e. the routes are planned. Similarly,
delivery of medlsto the customersis not carried by drivers directly employed by the company.
Thus outsour cing here has a connection with computerised communications.

If one looks at the connections between technology, organisation and personnel, then arange
of interactions become apparent. Firdly, the centralised administration and savings in this area
should be mentioned. From the management point of view it is pointed out that ,,it has alot to
do with ICT” that it has been possible to , radicaly splice functions together”. At the whole-
company level, efficiency has been increased by organisationd measures made possible by

ICT jugt as, conversdy, technology utilisation has facilitated the organisationd messures,

centralisation for example,

The participatory introduction of innovations is in line with the use of ICT as a toadl for
adminigtrative tasks. In each project new software is tested by a group of people concerned
with it. In this way, the knowledge of the user can be incorporated and the ICT can be better
adapted to the needs of the workplace: ,, This has the advantage that you can maybe weed
out the mistakes and weaknesses at the beginning.” (G1B3.16)

2.5. How to explain TP: business logics, institutional context and internal dynamics

The technologica practice in the company is influenced on the one hand by sector conditions.
ICT plays a subgidiary role in service and in the kitchens. It is used on the margins as support
for the exiging organistion. The limited sgnificance of information technology in the cre
aress of catering dso explains in our opinion why technologica integration for computerised
data transfer between the businesses and the centra adminigtration is only now being
introduced.

The high degree of computerisation of work in the central adminigtration benefits from the ICT
qudifications provided by the education system and labour-market schemes. Thus, asarule,
daff usudly come with sufficient computer skills to ded with the programs used in the
workplace. Internd training also seesto it that technology utilisation is not hindered by the lack
of saff qudification.

The technologica practice of advanced utilisation of ICT is supported by a personnd policy
aming & long-term employment. The company has a long tradition of comparatively good
working conditions guaranteed by collective agreements. The rationship of trust and the
regard for experienced staff is also expressed in the practice of involving users in the process
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of technica innovation. These aspects of technological practice contrast with those usud in the
sector and can be seen as company specific.

3. Consequences for ,Social Exclusion” and ,,Social Integration”

3.1 Changing work: tasks, tools and skill requirements

3.1.1.  Changing work and tasks

The activities of the employees in the restaurants and coffee houses have hardly changed at dl.
The main attention is on service, cooking, etc., while ICT only plays a margind role. A few
years ago there was a switch from dectronic to computerised cash registers, which somewhat
changed the hilling process. ,, All staff received training first, so it wasn't so much of a
problem.” (B1G4-3) Saff qudifications — here primarily their professond expertise and
abilitiesaswell as,,socid competence” — are not affected by such changes.

For accounting and planning purposes, restaurant managers are respongble for providing
headquarters with data on personnel deployment and on sdes. They use MS Office for
compiling and presenting this data, which was previoudy trandferred on disk. The new system
currently being developed will dlow the monthly data to be ,,hoovered up” by headquarters.
The managers of the businesses must be familiar both with the till sysem and the adminigtration
software.

In contrast to the restaurants and coffee houses, activities in the headquarters, i.e. accounting,
personnel adminigtration etc., is computer supported throughout. The work is thus determined
to a large degree by task-specific programs and computer-communications media and filing
systems. The ability and readiness to utilise such new technologies vary grestly:

» There are certainly objectors who find it hard, and only after considerable training
and repeated instructions about what the system is — and here that is a working
instruction. It’'s clear, that they then $art using it. Then there are people who we
actually employ as instructors because they are a bit like computer freaks. You only
have to convince them not to continually develop their own systems. That wouldn’t be
in our interest. | think it is a question of age. Anyone who has children of a certain age
can get a lot of help at home and also has fewer problems. Then there are many for
whom it is in some sense a hobby. Then there are, |1 would say the majority, over 50%,
who work on it because it is the system and they know it and useit. It isno longer a big
thing. Everyone has got used to it, because, asit is so nicely put, nowadays everything is
on computer.” (B1G1-4/5)

3.1.2.  Changing skill requirements

Lack of computer skillsis just as little a problem in recruiting new personnel. According to the
personnd manager, applicants can usudly provide certificates confirming computer experience
and sills. Either they have learned these a school or on adult education or labour-market-
sarvice courses. Rather, qudification problems are evident in other aress. ,, The fact that a lot
of people have massive writing weaknesses has nothing to do with the PC. It just
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expresses itself in this area.” (B1G1-10). Spelling and the ability to express onesdf in
writing, but reading ability too, are surprisingly poor according to these statements. With the
extenson of computerised communication, these qudification deficiencies become more
apparent and can lead to disadvantages.

As before, longside professond expertise and ability, ,,socia competence” and ,, persondity”
are mgor qudification requirements. Being able to deal with people, communicate well, fit in —
this is what is primarily expected of daff. It dso matters to business and departmenta
managers whether or not someone sLits an exigting team: ,, If you tell me | have a choice of
two applicants, one is professionally good and | prefer the other as a human being, then
| take the one | prefer as a human being.” (B1G3-21)

The further development of technological practice is leading to dtered demands on daff
expertise, abilities and skills. As this case study shows, being qualified to ded competently
with new tools and communications media may well be indispensable, but it does not represent
a serious problem either for the company or staff. In comparison to other demands or
changing requirements, their weight is relatively limited.

3.2. Changing employment relations: employment security, terms and conditions

Measured againgt the conditions usua for the sector, the company has high socid standards.
Among these are the collective regulation of employment conditions in the company
agreements and employment on the basis of long-term contracts. Employment on a day-to-
day bass is very limited, only if the business has to ded with big events. Contracting out to
sdf-employed or independent service providers is rare. It is, for example, the practice in
home-ddivery in the context of indudtria catering.

Changes in the economic Stuation of the enterprise have accelerated the transformation in the
company culture in recent years. Economic difficulties in a subsidiary company were reected
to with the setting of savings targets, which led to conflict between the company management
and the works council. One gets the impression that along tradition as a socialy exemplary
company and as a,,women's company” is possibly coming to an end.

Thus, if employment conditions and employment security are changing, and daff are thus
having to forego some things that have been specid to the company, then this has little to do
with internal organisationd changes or the utilisation of ICT. The connection is rether the
reverse: because of changed economic conditions and hew company management srategies,
in future it may be that ICT utilisation and rationalisation will not be as socidly cushioned as
they were previoudy.

33. Do ICT matter? The relative importance of ICT for social inclusion and exclusion

In this case study we were not able to establish any immediate effect of the utilisation of ICT
on employment opportunities. There were neither job losses nor serious changes in
requirements that would have threatened employment. To some extent this is due to the fact
that ICT in catering generdly has little influence on work, qudification and employment. The
company’s organisation and personnel policy is opposed to any negative effects on
employment arising from technologica change. The objective of long-term employment of saff
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and a developed training sysem prevent technologicd changes giving rise to personnel
changes.

The high leve of computerisation in the administration makes this area of particular interest for
our study. Here it is clear that ICT determines the work to a considerable extent; the pressure
to adapt to technica changes is evident. If this has disadvantageous effects for taff, then it
takes place through processes of a rather subtle kind. Thus staff require mutua support in
order to be able to ded quickly and competently with programs they need for their jobs.
Those whom colleagues for one reason or another are not so ready to help have it harder than
the others. In addition there are further differences in ,resources’ — children of the right age,
for example. Spdling ability, the ability to express onesdf in writing and afeding for which
form of communication is suitable are aso caled for in this company. On top of this there is
the dependence on the technology, which is aove al painful when there are system crashes.
Different abilities in coping and coming to grips with such Stuations likewise determine the
effects of computerisation on individua staff members. The age of employees has an effect on
adaptability. Younger people are certainly more curious and thus sometimes learn more
quickly, but older people, including those who have not worked with computers before, dso
manage to use ICT to the required extent without problems, according to the observations of
one departmenta manager. (B1G3-13)

The personnel manager has no intention of swapping younger for older workers, as experience
is highly regarded and there is no desire to lose trained gaff. ,, If we have older colleagues
who have been here a long time, then they get higher severance pay. In this area we
also only have people who function perfectly in any case. Thisisa particular context in
which we have not thought of wanting to exchange him or her, because we are in any
case glad that he or sheisthere and has got things under control.” (B1G1-11/12)

Nor can the company’s pending rationalisation plans be seen as an immediate threst to jobs of
any particular group of employees. This is due in particular to the organisation of work in the
adminigration. Thus, for example, particular employees in the personnd department are
responsible for particular restaurants and coffee houses, ,, from wage dlips through to final
accounting for a colleague,” (B1G3-4) and they carry out dl of the required tasks with
regard to this. Now rationdisation effects are expected as a result of technica integration
because ,, double tasks’ are disgppearing. (B1G3-6) The fact, however, that there are no staff
who previoudy only put in data means that technica integration is indeed leading to savings,
but is not threatening data processors' jobs.

The utilisation of ICT has thus had rationdisation effects. This dso concerns computerised
communications and filing: ,, All the work of copying and binding, etc has disappeared.”
(B1G3-11) In dl, a given task can thus be fulfilled by fewer saff. As has been shown, one
cannot derive a threat to the employment of any individud, possibly not properly qudified
employee. Thusin this regard the ICT can be accorded relatively little effect. Other factors are
far more important in this respect. For example, the company points to the process —
recognisable in the labour market in genera — of the digolacement of employees with low
forma qudlifications by those with higher qudifications. Jobs that were previoudy occupied by
people who had been to commercia school are now being gpplied for by Matura-
(Baccalaureate-) level school leavers, business-college graduates or even university graduates.
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(B1G1-9) The emphasis on ,,socid competence’, ,,persondity” and ,,readiness to learn” may
likewise have a greater effect than the increased significance of ICT sKills.
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CASE STUDY 2 - HOTEL

0. Description of the Fieldwork

The basis of the case sudy were five interviews carried out with representatives of employees
and management and in various operationd aress a the site of the enterprise in July 1999. Our
interview partners were: vice-director of operation, front-desk manager, restaurant manager,
accountance manager, works council. The discussions were carried out on the bass of a
guideline, recorded on tgpe and finaly transcribed. The andysis and interpretation were based
on the recorded data, and additional observations on site,

1. Description of the Company

1.1. Sector

The hotel part of the enterprise (NACE Code 55.1) offers two different service products at
the location: afive-star hotd for business travdlers and a four-star hotel for tourists.

12. Activities, products and production/business processes

The busnessis marked by the particular location: as the only hotd a an internationa arport, it
not only includes advance bookings among its customers, but dso travellers who have
problems with connecting flights and who book overnight, aswell as airline saff.

13. Size: turnover and employment

At €11.5m (1998), the hotel business accounts for some two thirds of the enterprise turnover.
Further services are catering, a high-class restaurant for business customers, and a bar as well
as fadlities for conferences and seminars. At the moment there are about 120 people
employed, some 45 of these in Food & Beverages (restaurant, bar, kitchen).

14. Customers and suppliers

Cusgtomers are not only (commercid and individud) travellers with advance bookings, but also
travellers who have problems with connecting flights and who have to say overnight, as well
as airline gaff. Suppliers are companies providing products and services for operation.

15. Market and competition

The enterprise in this case dudy thus digtinguishes itself by its specid location, which
guarantees high capacity utilisation, by the linking of two hotels of different sandards, and
having an exclusve pogtion with respect of competition, sSnce competitors are far out of
distance to be attractive for dl kinds of customers.
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16. Workforce profile

From the about 120 people employed, a third of them are working in the restaurant, the bar,
or kitchen. The greast mgjority of staff are employed full time; some 20 people are employed as
auxiliay gaff, manly during functions. There is a high ratio of employees with vocationa

qudifications, some 75 per cent, with arisng trend.

2. Technological Practice

2.1. Organisation and cultural aspects

2.1.1.  Organisation - the core questions

The ownership structures are somewhat complicated but, precisaly because of this, important
to an underganding of the case. There is the owner of the red edtate, an internationa hotel
chain as the franchiser and another internationd hotel chain with atota of 55 locations as the
franchisee. The last of these is respongble for the running of the hotdl. This ownership structure
affects innovation and technologica practice, as investment has to be agreed by dl three
parties involved.

The gructurd organisation of the enterprise is characterised by divison into function areas and
by its hierarchicd levels. Management at the top has a specid department for sdes. At the
next level are the functions of food and beverages (F&B), reception and reservations, floor
management, adminigration and technology. The restaurant manager and the maitre de
cuisine are under the F&B manager; the reception manager oversees the reception and the
reservation department. Adminigration, reservation and floor management are headed by
women, the other leading pogitions and top management are filled by men

The divison of functions is most marked between hotel and catering. In other functions,
reception and reservations for example, there are overlaps. Thus a weekends staff at the
reception aso take over reservations. There is a grict divison of labour within the individua
functions, such as in adminidration: individua pogtions are responsble respectively for
accounts receivable, accounting and current accounts.

2.1.2.  Organisation — background information

Co-ordination of the individua tasks varies according to the function area. Co-operation by
technical link, by integrated computer system, only occurs in one area in reservations,
bookings are entered in the Fiddio syssem and on ariva of the guest a specific room is
dlocated at reception using Fiddio. Orders between restaurant service and the kitchen are
made on paper; records of working hours are provided to the wages department on lists.
Otherwise telephone and face-to-face communication predominates.

In the everyday course of business there is room for decison-making in the individud task
aress. Thus the restaurant manager has autonomy in buying and ordering of food and drink
(there is no centralised buying in the concern). The reservation manageress usudly makes the
decisons on which rates (or specid conditions for particular customer groups) are open or
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closed for booking, depending on the capacity take up. Investments require decisons of the
owners, with al three owners having to agree. This can lead to ddlays where there are
differences of interest. But the relatively frequent changes in the podtion of the managing
director adso result in decision-making wesknesses. The managers stay in this position only for
about three years. They are primarily interested in showing the highest possble short-term
profit. As aresult there is a reluctance to commit to high-cost investments with only medium or
long-term advantages.

Financid reporting plays a pivota role in the running of the enterprise. Every 15 days the hote
makes bookkeeping data and performance indicators available to the company centre. The
main object of attention is the assessment of operating profit. If there are problems here, then
turnover and costs are checked (B2G1-27). The management can influence operating profit
through personnd codts in particular. If capacity utilisation in one month does not come up to
budgetary expectations, then fewer than planned personnel are employed: ,, If | see that the
month is 10 or 15 per cent below my target, then | send 10 people, 15 people on holiday
for one or two weeks. We have a very high staff turnover. Then | just don't fill a job for
four weeks.” (B2G1-27).

Work within the company is run on a hierarchicd bass. The superiors give indructions to the
employees and check up on them. Technicd means are relied on to some extent. The
reception manager can follow the way in which staff work at the check-out through user log
files, and discover mistakes in this way. If this happens he talks to the staff member about any
possible lack of experience.

Alongsde the hierarchicd direction, targets and detailed rules for the fulfilment of tasks are
ggnificant to alimited extent. Thus in the evenings the restaurant manager is obliged to am for
a specific average price per guest. Serving saff can aso be ingtructed, for example, to sdll an
expensve wine. Working standards in the F&B area (B2G1-16) are set down in a 140-page
document. The area manager ingructs new employees in these sandards. Knowledge of and
adherence to them are checked.

The high gaff turnover and frequent change of personnd at the top of the enterprise indicates
an enterprise culture in which long-term connections, mutudity in socid relaions, loyaty etc.
are of rlaively little Sgnificance. What is characteridtic is that the enterprise management does
not attempt to reduce the recognised disadvantages of the high turnover rate by raisng pay
and improving working conditions. The company’s economic Stuation would offer a certain
leeway for both of these. Above dl, there are anumber of particular jobsin service, reception
and adminigration where employees say only for a very short time. Although this is
recognised, no steps have been taken to ameliorate the situation. Certainly however, those in
authority are well aware of the codts of this turnover. They fed it persondly in the amount of
time they themsdlves have to spend on training.

There are measures to motivate employees, however. Thus two ,,colleagues of the quarter” are
regularly chosen and receive a 2000 schilling prize. A company outing is organised twice a
year, and individua socid benefits, like free parking spaces are awarded. If planned profits are
achieved, an annua bonus of dmost one month’s wagesis paid out to al employees.
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The organisation cannot in generd be categorised as being ,,family friendly”. There is no part-
time work, but rether full-time or auxiliary employment. Overtime working is frequent and
working hours to some extent socidly unfavourable. In service, account is taken of the family
obligations of women — they are not employed in the evenings. An early rise up the hierarchy is
certainly possible, but is conditiona on total commitment: ,, Most of us have done five years'
tourism school. After that it is quite simply commitment. How much time you are
prepared to invest or how far you are ready to do 14 or 15 hours. And that over a few
years.” (B2G1-6). Even the position of a departmental manager can be tied to working hours
thet practicaly exclude afamily life.

2.1.3. Culture

Seen as a whole, the company is typica of a classica functiond organisation structure. The
peculiarity condsts in the running of two different hotels in one location. The internd
communication requirement is rather limited, co-ordination is formaised, partly carried out by
computer. The degree of divison of labour is somewhat high; the extent of flexible employment
of staff islimited. The fact that the (male) management personnel have risen to the top early on
through a high levd of commitment may be due to the performance principle. On the other
hand, for the award of ,,colleague of the quarter” it is said tha here it is sympathy which is
decisve. At the same time there is an attempt to ensure a high degree of formaisation of
quaity of service through written standards. The company cannot be characterised as a
community in which loyalty counts and socia relations are built on the principle of reciprocity.
The individud geff srategies follow the ,,gold-digger mentality” at the top; frequent change is
part of this.

There is a works council in the company. Negotiating relations are not conflict-laden. If
management, for example, sees dismissals as necessary, as arule it does not lead to conflict.
» Itisn’t usually a pitched battle. We have a relatively harmless works council. Mostly it
is cases wher e the works council, too, says, OK, that’sjustified.” (B2G1-29)

2.2. Personnel / deployment of labour

2.2.1.  Skills and qualifications

Many of the employees (some 75%) have completed vocationd training. Frequently this is at
hotel and catering college. In the F&B area, of 45 employees only 10 are without vocationa
qudifications. The mgority had completed an gpprenticeship. In service, foreign languages and
friendliness are important. Management has had good experience with employees from Iran,
Iraq and Tunisa For one thing, they can spesk severd languages, for another, foreign
workers have the advantage that ,, one can still polish and tidy themup a bit” (B2G1-7).

Forma qudifications adone, however, are not decisve for employment and promotion. Even
with higher forma quadifications one does not go directly into management postions.
, Basically, you have to start at the bottom” (B2G1-8). The most important criteria in
taking on Staff are appearance and socid sills. In comparison to these, computer skills are
amog inggnificant. One does not necessarily have to have these on joining: ,, We do not have
such high technology that one cannot learn it by oneself . . . If you areinterested in it, if
that is your only shortcoming, then you will have worked it out within two or three
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months” (B2G1-22). If staff are recruited for reception, however, it is expected thet they are
dready familiar with the Fiddio sandard system. But here too, lack of experience is not an
insuperable hurdle: ,, It is not necessarily a precondition. | think they should have basic
computer skills, because the development goes through the keyboard not the mouse.
They should know where , enter”, , cursor” and things like that are. They learn that
anyway” (B2G2-8). Asfar as standard procedures are concerned, one can aready carry out
check-in and check-out after the first day. It takes two to three months, however, until oneis
familiar and completely confident with dl the ins and outs

2.2.2.  Training

Traning and further training is an important topic in the enterprise. The high turnover aone
means that new people are continudly having to be trained. This is carried out partly by
superiors, as for example in the reception, where it is arranged so that experienced employees
work aongside newcomers and provide induction and support. In addition, there are various
courses on offer in the enterprise. The company aso supports individua further training by the
employees with financia contributions to cover the costs of the course. If these exceed a
particular level, the employees must commit themselves to remain with the company for at least
ayear or pay back half of the course costs (B2G1-19).

If previoudy personne were employed ether in one or the other hotel, which aso resulted in
different wages and sdaries, efforts are now being made towards greeter Sandardisation. The
employment contracts for al employees are signed with one employer and management is
trying to achieve the mogt flexible possble utilisation of personnd. In practice, however, the
differences between the hotels put limits on this Reception daff are differentiasted on
recruitment according to which hotel they are intended for. In service, too, it is true that when
there are daff shortages someone will be ,borrowed’, but because of the different
qudifications demanded there is no systematic flexible alocation of staff. Whereas in the four-
gar hotd it is only necessary to work at the buffet breskfast, the five-star hote offers dining &
la-carte and a high level of service. Only on the , floors’, for reasons of fairness, is a rotation
between the two hotels adhered to, because the newer building is eesier to clean. There is
functiond flexibility between reception and reservation. During the weekend the reception staff
take over reservation work. For training reasons when they first sart, staff in the reservation
department work for some time in reception or change from reception to reservation. But
reservation staff are not transferred to reception in periods of high demand.

Wages, even if usud for the sector, are nevertheless regarded as being very low. Gross wages
and sdaries a the lower leve in the hierarchy are between 13,000 and 15,000 to a maximum
of 17,000 schilling. Heads of department earn between 18,000 and 25,000 schilling per
month. Low income, to some extent together with long working hours, is quoted as grounds
for the high staff turnover.

223.  Flexibility

Demandsin tempord flexibility are high. Overtime work is performed regularly, due to the high
workload. However, in terms of contracts, the management tries to establish long term
relationships under the conditions mentioned above (in particular with regpect to wages).
advance bookings among its customers, but aso travellers who have problems with connecting
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flights and who book overnight, as well as arline Saff. Nevertheess, fluctuation has the usua
high rate, according to the type of business.

2.2.4. Reward policy

A ,best of quarter employee' -program has been established. This system leads to honors for
particular employees who receive some extra money for their achievements.

2.3. ICT applications: ICT as tool, automation and organisation technology and as
communication medium

2.3.1. ICT infrastructure and applications

Information and communications technology (ICT) is the indispensable basis of the working
process in several aress of the business. Reservation and tasks in reception, from check-in to
billing, are processed with the ad of the ,Fiddio” standard program. In adminigration,
dandard office software is used for personnel accounts and bookkeeping. In contrast,
technology plays a more limited role in the restaurant. ICT is used only to a limited extent for
interna communication. Thus, management sends emails to the heads of department, but
these do not communicate through this medium. There is no network, and e-mails are sent by
modem and telephone line.

Externa communication is partly by eectronic mail. The mgority of bookings, however, il
come by fax. With clearance from the person responsible in the adminigtration, the company
management can access the bookkeeping directly on the administration department server.

The technicd infrastructure is described as old and partly outdated. Whereas the restaurant
manager has few problems with the fact that the till system is not Sate-of-the-art, the Stuation
in the reception is criticd. The system frequently crashes (recently severa times a month),
which can lead to serious problems in attending to guests, as no rooms can be alocated and
no hills written without the computer. The reason for these difficulties is the lack of memory
gpace. An ever growing problem is the fact that the system is not year-2000 compatible. This
is dready obstructing bookings for next year (these have to be collected in afile) and makes a
system crash likely at the turn of the century. Those concerned are pushing for an update of
the system, but this has so far been thwarted by the lack of an investment decision. ,, It isjust
that very many people have to give their consent before anything can be invested. For
our part we can only continue to point out that it is necessary and that we need it
because we work with it.” (B2G2.22).

The company has a two-person department responsible for equipment. This includes the
building, including lighting, air conditioning, etc. and the ICT hardware. Software servicing is
usudly caried out by externd contractors by modem. Staff generdly ring the internd
technician when there is a computer problem, athough he is not responsible for software but
nevertheless provides support as far as possible.

2.3.2.  Character of ICT-usage

How can the enterprise be classfied in the ,information society”? It is an information and
communication technology (ICT) user — on its owvn esimation ,, rather behind the times’
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(B2G1-10). Measured againgt potential technology available, penetration in the business
processes rather limited, as will be mentioned in detail, and in recent years there has been little
innovetion in this area. The dtate of technology in the enterprise is described as a problem by
severd of the discusson partners.

ICT use in the company comes in different forms. It serves first and foremost as a todl in
adminigration, reception and reservation podtions. As a rule, however, according to the
technician, the avalable functions are only actualy used to a limited extent, particularly in
adminigration. There is a system link between reservation and reception — the reception staff
work with the data that has been entered by the reservation, as a rule without further direct
communication. ICT plays a subsdiay role in internd communications. The capacity to
oversee working activity is utilised to some extent in order to track possble staff wesknesses
in handling computers.

ICT application in the company is characterised by partly outdated systems, by running
problems caused by system crashes, and by a low levd of interna networking of the
workplaces. The implicit objective of the company management can be given as the
maintenance of the operation as far as possble without investment.

24. Characteristics of TP and processes of technical and organisational change

ICT isnot of the same importance for every area in the company. Whereas the receptionists
jobs and many adminigration tasks are fully computer-processed, in service or on the floors
such technology plays a subsdiary role or none a al. The utilisation of new communication
media dso varies: Management didtributes information by e-mail; the heads of department and
employees do not use this medium for interna communications. Bookings come in to some
extent by e mail, but awww gpplicaion for reservationsis only in itsinfancy. This variation in
the importance of ICT aso resultsin different technological practices.

On the other hand, the company displays a quite consstent picture of the organisationd,
culturd and information technology conditions. Just as little asin affing policy, where the high
turnover is indeed seen as a problem but does not lead to counter-measures, do the
company’s information technology wesknesses give rise to any fundamenta reforms. The
principle of long-termism does nat, it seems, enjoy dl that much significance in the business
drategy. In the technical infrastructure, though in other working conditions too, the short-term
orientation is noticeable: so long as the operating profit is less affected by the deficiencies than
by the investment that would be required to solve them, thereis no reason for change.

2.5. How to explain TP: business logics, institutional context and internal dnamics

The gtaff and heads of department affected have thus far not been in the position to get through
to the company management with ther concerns for an improvement in the technica
infragtructure. Above dl, the readiness of the owners to approve investment funds, which is
necessary but hard to achieve, is dowing down or blocking investment in the ICT area. In one
section, the differences of interest dso play a part: the two hotel chains involved each want
their system to be used in the company. This question has already been wrestled over for one-
and-a-hdf years. The frequent changes in the podtion of manager, which suggests short-
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termism to management staff as a whole, completes the pattern of the innovation processesin
this company.

3. Consequences for ,Social Exclusion” and ,,Social Integration”

3.1 Employment: job losses and job gains

The company culture is marked by short-term perspectives. there are regular changes in
management, and the employment turnover is very high. Wage levels or efforts to improve
working conditions, however, play a subsdiary role in this respect. The ratio of employees
with vocationd qudifications is high. Forma qudifications, however, are not the deciding
factor in gaff recruitment and promotion. What counts in taking on staff is appearance and
socid kills, and, for promotion, readiness to work very long hours. Computer skills are
important, in paticular in deding with standard sysems a reception, but one does not
necessarily have to have these on joining — they can be acquired on the job. Turnover is very
high and means spending a lot of time on training. As a consequence, job losses or gains are
not related to ICT, but rather to work conditions and congtraint given through the type of
business.

3.2. Changing work: tasks, tools and skill requirements

3.21.  Changing work and tasks

Forma qudificaions are of increasing importance in the company, but are not seen as the
deciding factor. Appearance, personality and socid skills are to the fore in recruitment. Lack
of computer kills in itsdlf is no reason for someone not being taken on, dthough ICT have
changed work and tasks over time. In the reservation and reception area ICT forms the
indigpensable basis of the working process. In adminigtration too, the standard office software
shapes the activities. In other areas ICT plays a subsdiary role. Communication takes place
only to a limited extent eectronicaly. However, the ICT equipment a the reception is
inadequate: there are often system crashes which hinder room dlocation and invoicing. Those
affected are pressing for updating and extenson of the technology.

3.2.2.  Changing skill requirements

As dready mentioned above, dthough computer skills have become more important lack of
these kills in itsdf is no reason for someone not being taken on. Equaly, there is no known
case of anyone giving up or losng their job in this company because they did not make the
mark in ICT. Further, the quantitative rationdisation effect of the use of technology is so far
not so serious that it has led to the loss of jobs. On the contrary, an investment in technology,
in the form of athird monitor position in the reception of one of the hotels, for example, could
produce additiona jobs, as more staff could then be taken on in pesak periods (see below).
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33 Changing employment relations: employment security, terms and conditions

Initidly this study was surprisng in that the company’s secondary seff is rdatively smdl. As
this relates to the precarious employment of auxiliary staff for functions, it was not sgnificant to
our subject. The overwheming mgority of staff are employed on contracts covered by full
socia insurance and labour law. The connection with the question of socid exclusion,
however, is established by the high rate of saff turnover and the criteria for access to
employment in this company.

34. Do ICT matter? The relative importance of ICT for social inclusion and exclusion

The immediate consequences of the technologica practice are pressures on the company
employees. Together with the low wages and sdaries, these may contribute to the high
turnover. If one sees socid exclusion as a process that begins with a descent down the socia
scae into poor working conditions and continues with job loss then, because of the low
incomes, a short period of employment in this company could be seen as part of an individua
socia descent. Againg this, however, is the fact that young firg-time employees are often
taken on. Furthermore, this is only concelvable for staff in administrative jobs, where other
sectors pay condderably higher wages. Such a case would primarily be expected when
employing the AMS (labour-market service) as an intermediary, dso againg the will of the
person concerned. However, the company has given up recruiting new gaff from the AMS,
among other things because the people who were sent were not oriented or interested in
working in the hotel and catering industry.

In some departments with a high ratio of women, such as 'housekeeping', working hours are
regular and socidly favourable. The working hours for other aff, however, are not family
friendly. These gaff are confronted with long working hours and frequent overtime, but dso
with the practice that gaffing levels are adjusted to capacity utilisation by means of short-term
mandatory adjustment of hours or holiday. This can lead to disadvantages for women with
family commitments (which, however, it was not possible to investigate in our survey). What is
quite apparent is that saff in supervisory postions have only very limited opportunities to
reconcile career and family.
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CASE STUDY 3 - ELECTRONICS

0. Description of the Fieldwork

The company has dlowed interviews with several aress of interest for the project. Hence, we
interviewed: the executive manager, a responsible from human resource management, ICT,
development and production, and work council. The recorded interviews have been
transcribed. The andyss and interpretation have been based on these data, officia documents
handed out to us, and persona observations when being guided through the Site.

1. Description of the Company

11. Sector
The generd sector is dectronic manufacturing — NA CE-code 32.20-00.

12. Activities, products and production/business processes

The dectronic contracting company came out of a management buyout of an indudrid
company’s production department in 1997. The parent company gave an undertaking to
provide orders (primarily inductive dements) for 75 per cent of the turnover for a three-year
period. A development department for specia products was newly established in order to be
able to offer customised products.

13. Size

Today, the company employs 190 people (Sarting point: 148) and has aturnover of 29m euro
(1999). On the basis of a successful entry to the market, the company was able to establish
itsdf within two years as the number two in a dynamicaly developing sector in Austria
Turnover in 1999 was 30 per cent higher than planned. Currently, there are 178 employees.

14. Customers and suppliers

The customers are assemblers and producers of eectronic agppliances. Suppliers are
companies ddivering dl required hard- and software components required for product
development, engineering and production.

15. Market and competition

The market is highly compstitive. Quaity and pricing are the most crucid assets to Say in
busness. However, the drategy of the company, namely to integrate development,
engineering, and production activities within the location, seems to be of advantage for the
company dueto its flexibility.
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16. Workforce profile

At present the company employs 178 people, some 35 per cent of them women. This figure
breaks down as seven managers, 55 skilled workers, 52 unskilled or semi-skilled workers, 38
magter craftsmen, technicians and developers, and 26 administrative employees. Broken down
according to qudification levels there are 51 people with only basc school leaving
qudifications, 94 with gpprenticeships or technica college, 31 with polytechnic or generd

further educationd training, and two with university degrees.

2. Technological Practice

2.1. Organisational and cultural aspects

2.1.1.  Organisation - the core questions

In the process of company foundation, the Ste in Vienna was transferred to the province of
Lower Audtria and only qualified core personnel from the parent company were taken on,
dthough on lower wages. The hierarchic, functionoriented organisationa structure made way
for a customer-oriented process organisation. This organisationa form not only permits aclose
linking of development and production, but demands an integrated organisationa and technica
infradructure. This is reflected in the company dructure in the form of the integrated
»customer-order fulfilment” department, which incorporates the logigtics, printed-circuit and
system development, and manufacturing sectors.

There are two ,,performance centres’ in production and development. One manufactures
printed-circuit boards, the other produces complex control-technology products. Both are
supported by the logigtics, finance and quadity and service sections. There is a separate sdes
department for customer relations. As a rule, manufacturing is customer-specific: i.e., despite
the fundamenta modular concept there is no production-line product manufacture in the
narrow sense.

2.1.2.  Organisation — background information

Alongsde the customer-oriented process organisation, it is noticeable that the company is not
a pure production operation, in that it so offers customers development services. These can
stat with the specification and reach from design through to manufacturing and finishing.
Paramount in this is the co-ordination of manufacturing and development activities and co-
operation with the customers. All work is carried out on the same Site.

The logigtics department is of crucia importance here, as this is respongble for contract
specification, materids procurement and contract completion. The man responsble for
logistics describes his area as follows ,, | am responsible for the process between the
receipt of contract and delivery, through to invoicing. | have complete purchasing
responsibility in goods purchasing, transport, storage and a bit of computing, i.e. really
logistics.” (B2G3-1.) Computer support is provided by a smdl group of four workers. Two
of these maintain the business system and the (saf-developed) logigtics system, and one each
maintains the hardware and the network.
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Customers first contact is with sales and marketing and the developers, and then with the
developers and the production staff. Thisis not only to support sales and marketing, but dsoin
order to provide customers with the opportunity to communicate directly with the developers,
and thus minimise the information-loss that occurs in traditiona organisationd structures:
» Sales and marketing go to purchasing, and purchasing goes down the other side of the
house — but these ‘ Chinese whispers can only give rise to problems’, as one of the two
performance-centre managers put it (B2G1-2f). True, this procedure is ajaing the trend to
one-stop shopping (one employee with prime responsibility to the customers for a contract),
but it permits speciaist communication with customer representatives, in particular when the
product specifications are being directly laid down in the contract.

The organisation in performance centres makes for ease of interna co-ordination between the
development and production departments. ,, | can really take both, sit them down at a table
and say ‘ You solve the problem for me now, and you don’t get up until you have solved

the problent,” said one manager (B2G1-4).

The company dructure is characterised by a shalow hierarchy (three layers) and ,lean”
management (management board and managing director). Control structures exist on the one
hand through process-oriented responsibility in the performance centres and, on the other
hand, computer-supported through the monthly Excd tables which provide an overview of
productivity and error rates. Employees work flexible hours, in contrast to many production
companies in the sector. At the moment there is a lot of overtime and thus higher holiday
entitlements which will be run down in periods when there are low orders. This requires
»flexibility” on the part of the employees. This demand is accepted by the works council, so
that it is possible to react to capacity fluctuations with the aid of the flexible working modd. In
addition, shift working is being planned, which is seen as a reserve for a further expanson
phase. If the introduction of shift working is not sufficient then the company can sill expand on
the same ste.

Even in a dynamic, transparent company with good labour reations, forma company
agreements are necessary according to the shop steward: ,, Firstly, the company agreement
is there to lay down the rules of the game, how things should go in the company so to
speak. And on the other hand it also has a protective function, because to some extent it
is not clear to the employees that they are subjecting themselves to someone else’s
order, inasmuch as . . . they take up employment and so are naturally, in essence,
exposed to the freedom of action of the company. That means if the employer says, OK,
there is no more flexitime now, then there is just no more flexitime, if there’s no
agreement there.” (B2G2-9f).) This is not seen this way by everyone, however, but
occasondly interpreted as arelgpse into large- scale company relations.

Functiond flexibility, i.e. changing workplaces and jobs, is limited in that thereisahigh leve of
specialisation in the individua core aress. It is only in the production department that workers
can change from one workplace to another. Circuit developers can aso work on tests
(programming of test cases) and, vice versa, test engineers can be involved in development,
depending on the order Stuation. What is not possble is the employment of production
techniciansin the context of development activities.
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2.1.3. Culture

Company culture is characterised by an open information policy on the management side, and
— according to management — a very loya workforce. The latter is recognised by the managing
director: ,, The people have been really stretched, but have done their utmost, been
totally committed, and we have had almost no staff turnover. We have had perhaps five
resignations in the year. One can deduce from this to some extent that the people are
actually satisfied.” (B2G4-7.) The satisfaction is explained among other things by the
pleasant working atmosphere: ,, . .. it has just become moreinformal . ..” (B2G5-2).

Monthly team discussons — CI P! teams — are intended to help raise company performance. In
the CIP teams the usud roles are ignored inasmuch as company managers become ordinary
team members. This suggests a conscious and open approach to the (in any case) shalow
company hierarchy. At the moment there are sx CIP teams operating, each with seven
people. The course of the process includes brainstorming and putting ideas into practice by the
CIP team, when necessary with reference to organisationa and/or technical expertise.

A management andlyss of the development of the business has shown that turnover must
increase if gaff levels are to be maintained. Thisis based on the fact that the same turnover can
be achieved with ever fewer gtaff. As the sector is showing high growth rates, above al

conditioned by the current collgpse in Asa and the boom in mobile communication technology,
this growth seemsto have no limitsin the immediate future.

2.2. Personnel / deployment of labour

2.2.1.  Skills and qualifications

Haf of the personne are longstanding workers who have ,,grown into” the company after
completing their gpprenticeships, and haf have reevant post-school (technica college)
qudifications. The company employs semi-skilled workers in production. There have
previoudy been bottlenecks in development. Thus, for example, the company spent five
months looking for a hardware developer before the personnel manager decided to take on a
school-leaver and train him on ste. Contact with the region’s labour market serviceis lively
and has been found supportive in seeking and recruiting staff.

Management personnel philosophy is characterised — in accordance with company principles—
by the promoation of flexible working. This has not yet been sufficiently implemented however:
» In practice we have not come quite as far as we would have liked. So thereis still more
to do.” (B2G4-6.)

As has dready been indicated, flexible employment of test engineers and developers has
aready been achieved. In production, too, there is functiond flexibility inesmuch as two
manud-assembly workers can where necessary replace one skilled worker on an automeatic
production line. Thisis achieved through training measures which take place predominantly in-
house and directly on the machines.

1 CIP stands for ,, continuous improvement process” .
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2.2.2.  Training

The information necessary for planning the training is gathered in discusson groups. Then a
training concept per worker is drawn up and the employees are offered training measures. As
well as the employee, the immediate superior or manager respongble is involved in this The
agreed targets are put into practice in consultation with the people concerned.

The personnd manager Sates, however, that saff have to participate actively in their training:
» FOr meitisjust that each worker is responsible for their promotion in the company or
for their knowledge. He is the one who can say, there | till need something, or there |
know enough, there | don’t need it. That means he must actually say, good, | should do
that but 1 don’t have the background. Then the training will be chosen and discussed
with him, how he can do it asregards time. Then it will be carried through.” (B2G5-9.)

2.2.3.  Flexibility

Overdl, personnd palicy is oriented on continuity and moderate expansion of gaff levels. This
iswdl documented by the

n  risein gaff numbers from 148 to 190 within two years,

n  reduction in agency workers and taking them onto permanent jobs — in peak times there
were 40 agency workersin the company.

Staff turnover has been low, despite the reduction in the wages of longstanding parent
company employees a the time of the foundation. An individua bonus system is amed at
increasng mativation.

With regard to gender-specific divison of labour, it should be noted that the mgority of those
employed in manua assembly are women, whereas the assembly machines are largely minded
by mae skilled labour. Each machine is dlocated a woman, however, whose dexterity —
regarded as being gender-specific — is employed in re-setting it. ,, The development area is
exclusvely male.” (B2G2-6.)

2.2.4. Reward policy

An individua bonus system is amed a increasing mativation. The laiter has to be intrinangly
high due to the facts that personnel and employment policy places high demands on technica
and socid kills of the staff, and management expects staff to determine their own quaification
requirements. However, staff are offered individua counselling by the personnd manager in the
definition of goas and the means of achieving them.

2.3. ICT Applications: ICT as tool, automation and organisation technology and as
communication medium

2.3.1. ICT infrastructure and applications

The ICT infradtructure is constantly being adapted to company requirements and has so far
been successvely extended. Assembly machines and manua assembly equipment are currently
being used in the production department. The development department is predominantly
supported by CAD software. In the administration and production workstations, either
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standard software packages or successful self-devel oped software products are used. Thus,
for example, the records person is supported by dedicated ICT and attempts to use this
support as comprehensvely as possble: ,, Speaking for myself, | make do with six files, the
rest are actually in the mail in Outlook.” (B2G3-4.)

The company is banking on the openness of technicd systems where it is a matter of
compatibility with customer deta, that is, for example on the indudtria desgn-system side. This
is despite the fact that the firm's own products using the most diverse software packages or
data banks are being used to support company processes and activities. For historical
reasons, the PPS is also written by the company itself. This PPS now serves as a centrd
eement in awhole-company information architecture which is reglised by means of an intranet.
The PPS covers dl materid flows. It istherefore already activated on the opening of contracts
in order to keep the customer contract available in an integrated and trangparent form. Thus
during work on a contract it will be transparent whether.

there have been changes in the market,
communication between stores and forwarding is functioning, and

when and how invoicing takes place.

2.3.2. Character of ICT-usage

As regards technology, the company classifies itsdf as a user and provider of innovative
technologies with upgrade potentid in internd company networking. At the moment this
potentid is exploited with the aid of an intranet.

While in the production area data mugt first and foremost be quickly available, what counts as
the frs commandment in the business area is sability and the ability to trace things back.
Although the company is not the customer of a maker of whole-company information systems
and, because of the direct support of the processes, prefers self-developed systems to bought
»2olutions’, it can be regarded as highly technologicaly developed in the sector. Alongside the
industrial openness to the customers of the ICT employed, the competibility or integrability of
the company’s ICT has been a maxim since 1985 (i.e., in the period when it was managed by
the parent company, too): ,, In 85, 86 we were already only buying automated machines if
they had data compatibility, i.e. the ability to exchange programs and status
information.” (B2G4-10.) Thus the CAD systems are coupled with the PPS system for
integrated process support of development and manufacture.

Alongside the (contract) process-driven ICT support, there is the remarkable decision of the
person respongible for ICT to equip logistics and planning workers autonomoudy with online
query language and reporting tools, as this means control by the end user (with a minima

amount of standards as regards evauations). This approach introduces a change in working
conditions to the effect that the scope for flexibility in the fulfilment of tasks can be extended
and thus quditativdy high-value work results and an increase in worker productivity can be
achieved.

The company is not attempting to provide externa access through its provider, as the costs of
the necessary precautionary measures to secure files and developments are regarded as being
too high. For internad communication, outside the contract-related communicetion, traditiona
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media such as e mail are predominantly used. Nevertheess, information via the intranet does
not reach al staff to the same extent nor with sufficient accuracy. According to management,
further training measures and tuning of information to the employees respective fidds of
activity gill have to be carried out.

The principle of opemess of information is not only supposed to hold internaly, but aso
externdly for the customers. The data- processing manager describes thisasfollows. ,, We are
planning the following in our data processing: we want to speak in the words of the
customer. That means that the customer’s order number is also our contract number.
Thus, if a customer rings up and says | have placed an order with you under No. 4711,
then the person dealing with it now goes into our system and looks for contract 4711.
He will find the customer order because we haven't converted [it] into an internal

manufacturing order.” (B2G3-3f) Only on the production side are there problems with this
procedure. In components management the handling is analogous to that in production and
ordering. Thus if a customer gives a component as a ,,board”, then this item is entered in the
internal  system under ,board’. Smple protective mechanisms prevent customers being
confused with one another. This type of procedure cals for grest menta flexibility on the part
of the staff, as different terms are used according to customer.

According to management, the company has not had good experiences with outsourcing. Thus
in the long term the wages and salaries accounting which has previoudy been outsourced is to
be brought back in-house. In-house development in this area, however, is new territory for the
computer team.

Asregardsthe ICT provison and usein the company it can be said in summary that essentialy
al activities of the integrated process chains are software-supported, whether by standard
products in the adminigration, in development and for communication, or through the
company’s own sdf-developed software utilisng exiging solutions and tools. What is
outstanding are (i) the targeted and ntegrated utilisation of the available ICT, and (ii) the
opening of ordering to the customers, which demands increased effort from saff in deding
with customers.

24. Characteristics of TP and processes of technical and organisational change

The change in company Sze by going independent as well as the extension of the organisation
through the development department not only brought an extension of the content of the work
and tasks for the individud workers, but aso an accderdaion of the ICT innovation cycles.
This led to pressure on the computer personnd and the system users concerned. System
changes and the introduction of new features put pressure on staff as the ICT changes often
take place under time pressure, so that time for training istoo short.

Maintenance measures can aso be perceived by staff as pressure. In this area, communication
with users is currently being worked on: ,, So we are not managing to communicate the
corrections, and actually only get nothing but stress among the staff.” (B2G3-4).) An
eadlly recognisable and easlly activated information function is intended to provide a remedy.
Ideas for improvements also come from the CIP team mestings, above al with regard to ICT
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support a the workplaces. At present, the gathering of ideas is not itself ICT supported, for
example over theintranet. The results are administered by each team in their own files.

The prevailing technologicd practice before going independent has on the one hand been
changed — end- users get more powerful tools— and on the other hand continued — support for
the business processss is typified by sdf-developed software. The first requires higher
participation and higher quaifications among the end- users, the second more knowledge in the
company as well as increased flexibility and readiness to achieve results during periods of

rgpid expansion.
2.5. How to explain TP: business logics, institutional context and internal dynamics

The current technological practice has developed out of that of the parent company by taking
over paticular sysems and methods, such as the PPS and the integration of process
knowledge, and has been extended by the necessary ICT support, in particular the
development work which came on top of the core processes. The way of doing things can be
characterised as consstent insofar as software, as before, is purchased or developed to meet
paticular tasks and the integrability of the individua components and part solutions is
paramount. From the point of view of the staff and the management there are, however,
problems in the case of changes in the ICT. Thus, satisfaction and productivity fal when new
features are introduced which because of particular orders or requirements are carried out
without appropriate preparation in training of those concerned. In the maintenance of existing
ICT, changes a0 lead to delays in providing the necessary information to the gtaff. The
solution to these problems and the extension of ICT support is currently being worked on.

3. Consequences for ,,Social Exclusion” and ,,Social Integration”

3.1 Employment: job losses and job gains

There is a particular Stuation of the company due to its sart through management buyout. By
that time losses have been caused through inflexibility of willingness to change location and
contract, as wdl as highly ranked skills. Those affected did not join the new company. Gains
have been due to skilled developers and engineers, joining the new company and its highly
motivated gaff.

3.2. Changing work: tasks, tools and skill requirements

3.21.  Changing work and tasks

The increased customer orientation brings with it changes in organisation and content. Thus,
for example, taking over customer order numbers into the interna contract processng and the
description of components in the customer’s terminology places higher demands on the staff
concerned. This has indeed been recognised by management, but has not (yet) been reflected
in any measures. , There have been changes for the staff, because in tasks where
previously because of years of training they knew their components, they now face
stress situations in that the change here is much faster, much quicker.” (B2G3-3f.)
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3.2.2.  Changing skill requirements

It can be sad that (i) the process-oriented handling of contracts, (ii) the integration of
development and production in performance centres, and (iii) the partly flexible employment of
workers fecilitate a shalow and transparent company dructure. True, intensive involvement
and great commitment is demanded of the employees. High skill requirements a the level of
work structure, content and assignment cannot only be found at the individua workplace, but
also with respect to supervison and leadership. In contrast to the parent company, the attitude
to the functiona roles of the company hierarchy (for example in the CIP teams) had to be
changed, in order to support the company’s striving for openness in regard to information and
involvement.

A further aspect of the technologica practice is worthy of note, and probably also deserves a
more detaled invedtigation than was possble in the context of our survey: the above
mentioned adjusment to technology in which the information on the changes lags behind the
actud gtuation in the workplace. The dress resulting from this skill development on the job —
in cases of pressure of deadlines and high pressure of work — can lead to the exclusion of one
person or another.

33 Changing employment relations: employment security, terms and conditions

The decisve personnd-policy course was fixed on the foundetion of the company, when it
garted business with selected personnel from the parent company: ,, We picked out the best
staff. We didn't take everyone on, because there just wasn't room for everyone.
Naturally, in the take-over process we kept experience and flexibility in mind,” said the
managing director (B2G4-6.) The choice of staff was essentially made by the supervisors, but
a0 in agreement with the works council. The moving of the origind manufacturing Site and the
wage and sdary reductions influenced the decison of many staff not to transfer. The rapid
increase in orders also contributed to greater demands. ,, There was a great deal of stress on
the staff, much more than in the [ parent company] period. We got into an expansion
phase — built up 50 people in a few months. That was connected with Saturday work,
overtime, etc.” (B2G4-7.) In this period up to 40 agency workers were employed — a
measure that with hindsight would not necessarily be repeated: ,, That is not the right way.
You have give just as much training to agency workers’ (B2G5-12).

There were further organisationd changes in trangportation, too, which was completely
contracted out, and involved the dismissal of one agency worker on aloan contract and one
on a permanent contract. This led to a conflict of interest with one employee, as he wanted to
reman as a driver, i.e. wanted to be employed in his origind job profile, for which however
there were no prospects insde the company. The company therefore made efforts to transfer
him to a trangport firm.

From te company’ s point of view, there were sometimes excessive wage expectations in
recruitment for vacancies. ,, | have had some interviews where people have come who
have already been employed in another company for 30 years. These people come with
expectations where one says. you can forget it. The demands they raise are substantially
excessive. In the normal labour-market sector, our semi-skilled workersthat is, it is not
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bad.” (B2G5s-5.) In this case, readiness to make concessions on incomeis a precondition for
access to employment.

34. Does ICT matter? The relative importance of ICT for social inclusion and
exclusion

The expanson of production meant that a threet to jobs, which in general nevertheless results
from technologica development, was not apparent. ,, Every six months we write off half of
the hardware —we don’'t need it any more. On the other hand, software is exploding to
double the amount every three years. That means that the trend is away from purely
manual production, that this is becoming ever smaller, though it is also being exported
to the east. On the other hand, a great number of jobs are arising . . . where softwareis
generated.” (B3G1-9). The women's manua assembly jobs il exigt, because there are ill
no efficient assembly machines r this sze of component. In the long view, in reaion to
production figures and turnover, however, they are faling. As has been mentioned, the women
employees are qudified to maintain the assembly machines. As a rule, however, skilled
workers are employed there.

One possble form of segregetion in the company surveyed appears ingdioudy and not
immediately noticed by those concerned. It concerns the continuous digitaisation of
information and the access to information related to it, both in records and information
processng. Namdly, it affects individud workers differently and indeed according to the
degree of integration of their workplace in the ICT infrastructure and the use of it in their daly
work. If a workplace is aready embedded in the intranet, for example because it is part of
adminigtration or accounts, both access to and dedling with information represents no problem
for the worker concerned. Nor should the reorganisation of record-keeping represent an
obstacle for this group. If the workplace is only indirectly linked to digital processes, for
example in the context of the programming of autometic production lines, where an intranet
terminal is to be found at the workplace of the person respongible for production, then the
workers must have continuous access to this termina and the intranet, and adso be used to
looking for information in this way. Workplaces with no access to information via the intranet,
for example in the manud assembly of printed-circuit boards, could remain excluded from
information intended for everyone.

The company’ s respongibility to provide information thereby turns, even if unintentionaly, into
an obligation on the gtaff to collect it. This can actudly lead to the ,,two or more classes of
saff”, aready spoken of by the managing director, differentiated by differing knowledge and
access to knowledge. Just the provison of sdlected information (by printouts or their own
PCs), such asfor example productivity figuresin the manua assembly area, for those indirectly
affected, are measures that increasingly demand sef-sufficiency and informeation kills, i.e. new
qudlifications where necessary.

The following personnd and socid consequences can be drawn in summary:

On the foundation of the company there was a seection of qudified and widely adaptable
saff (wages, location, socid framework).
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In the first two years of its existence, the company experienced rapid expangon. This led
to permanent high demands on the daff, from the technica viewpoint and as regards

working hours.

Technicad changes mean tha production calls for progressvely less use of labour. The
employment leve isthus only maintained by an expanson of turnover. In particular, manua
work in the production department could be under thregt in the long term.

The employment of ICT is subject to rgpid change, primarily in the workplaces of the
developers. Thisleadsto dressif the information is not available in time and the necessary
training is not undertaken. Staff see themsalves faced with continuous ICT changes as well
as the obligation actively to further improve their qudifications.
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CASE STUDY 4 - METALWORKING

0. Description of the Fieldwork

The fidddwork for this case study included tours of the company, workplace observations and
10 detailed interviews. Discusson partners avalable to us were the works manager, the
production manager, the computer manager and a departmental manager as well as people
from customer services, contract processng and materids planning, the shop steward, a
magter craftsman and production-line manager, a product developer and a qudity controller.
All discussions took place in an open atmosphere and were very informative. They were dl
tape-recorded and fully transcribed. The written version of the interviews formed the basis for
the interpretation and evaluation.

1. Description of the Company

1.1. Sector

The company is pat of the metaworking industry, ONACE group 29.2 ,Manufacture of
miscdlaneous machines of non-specific application”, class 29.22 ,, Manufacture of hoists and
conveyors'.

12. Activities, products and production/business processes

The company involves a production plant for three different components of the end product.
Manufacturing conssts of mechanical production (sheet-metal working, machining etc.) and
assembly, which forms the main emphasis owing to the incressing buying in of components.
Over 40,000 orders are worked on and delivered annudly. The individua production lines
produce between 15,000 and 22,000 parts per year. Alongside production, numerous
product-development activities are based a the dte. These include, on the one hand,
development activities for the plant as a kill centre for particular products and, on the other,
activities for the whole concern.

13. Size: turnover and employment

Turnover in 1999 was ATS 420m. Approximately 260 people are employed.

14. Customers and suppliers

Most of the plant’s customers are other businesses belonging to the same concern. As arule,
these buy standardised components for the assembly of complete systems. Customised
manufacturing is rare. A large number of suppliers, primarily from Audria, provide parts for
the plant.
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15. Market and competition

The European group this company belongs to is one of the largest in the world in this sector.
For the company, in addition to intense competition on the world market, there is interna
competition between Stes and businesses within the group: this includes on the one hand
location decisons for investment, on the other hand, on low-cost delivery to other group
busnesses: ,, If we are more expensive than an external [supplier], then parts will be
bought in from the external supplier” (B4G5-8).

16. Workforce profile (gender, age, educational profile)

At the time of the survey, the company employed 18 women and 166 men. Of these, 93 were
skilled workers (including one woman), of which 23 had master craftamen’ s certificates.

33 white-collar workers are employed at the plant, a third of them in product development.
Three of these have college degrees, 21 technica college diplomas and nine have commercid
apprenticeships.

The number of white-collar workers has remained constant over the last 15 years, while the
number of manual workers has risen by 50 per cent.

2. Technological Practice (TP)

2.1 Organisational and cultural aspects

2.1.1.  Organisation - the core questions
In rough outline, the course of business can be described asfollows:

Redevelopment and further development of products, partly for the company itsdlf, partly for
the whole group, is carried out on the basis of projects in the product development
department. After completion of a development, the product information is ,,deposted” in the
production planning system (PPS) for contract processng. Customer-specific customised
developments are rare; in such cases, the (variant) development is derived from an existing
order. Orders mainly arrive by fax and are entered in the PPS by people in the order
processing department. In cases of uncertainty, obvioudy incorrect orders etc, enquiries are
usualy made to the customer by e-mall. Checks on consstency and integrity are carried out in
the PPS. The three order- processing workers deal with more than 40,000 orders per year.

In production planning, the delivery deadline is consdered a fixed point on which planning is
based. In 97 per cent of cases, delivery can be made on time. The production lines are given
contract bundles for the whole week. The task of order processing is adso to achieve a
relaively even production utilisation through gppropriate planning in of the orders. The weekly
plans dso dlow for additiond flexibility, both for order processng personnel and for the
craftsmen. Theratio of short-term rush orders added to the weekly plansis estimated at five to
eight per cent (B4G8-S3).
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Co-operation between product development, order processng, meterids planning and
manufacturing takes place through information filed with the PPS or through the processes
controlled by the PPS. The positions have access appropriate to their tasks or receive print-
outs (of the weekly plans). There are direct requirements for co-ordination through persona
discusson or telephone enquiries if, for example, there are uncertainties in the documentation
for individua products (order processing confers with development) or where it concerns the
planning in of urgent orders (order processing and production). Above and beyond this there
is important communication thet is not foreseen in the forma course of things thus in materids
planning in the processng of PPS order proposas, information from other departments is
taken into condderation — as for example with large orders that will come in soon but which
have not been taken account of in the PPS, or for blueprint changes that will render the
(bought in) components in the stores worthless.

In the production department, the magter craftsmen, who are responsble for the whole
process of aline from component manufacture to packaging, distribute the weekly plan to the
work-gations and explain any peculiarities when handing it out. Here, the discussion partner
for the magter craftaman is the team leader. The working groups are relatively independent
with regard to the distribution of work. They only report completed orders back to the PPS.
Rush orders are ,,dipped” into the weekly plan by the master craftsmen on the production
lines

With the exception of particular adminigrative functions that are looked after by company
headquarters, dl the busness s functions are concentrated on Site. This gives rise not only to a
socid but dso a goatid closeness between production, product development and order
processing. The merging of order processing, previoudy separated according to product lines,
into one department led to greater spatial distance between product development, order
processng and production of a particular line — the personnd are now housed in a
neighbouring building. The loss of the immediate daily contact with production was regarded
as a disadvantage, dthough by no means a serious one. Actualy to continuoudy see the
products and components and also to communicate in a non-planned way with the developers
and those responsible for production was regarded as an advantage for order processing.

The increasing outsourcing in manufacturing, though aso inthe IT area, has lead to anincrease
in co-operation over greater distances. There is a specia Stuation in product development,
inasmuch as this takes on both the jobs for the site but also those of the group as awhole. In
the process there is close co-operation with development centres in other European countries
and further abroad. The internationad co-operation on a common project cals for close
contact by telephone and e-mail, as well as travel once or twice a month. Experience shows
that the use of communications technology has not replaced travel-related meetings.

2.1.2. Organisation — background information

The manager (works manager), who is responsible for the Site, makes the strategic decisons
and reports to the group management. Subordinate to the management are order processing,
production, materids adminigration — induding goods inward — qudity management,
development and adminigtration. Alongside the hierarchica company structure, there are profit
centres covering the three manufacturing arees.
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The running of the company takes place on the one hand hierarchicdly through the
management spheres of respongbility. On the other hand, the reporting provides performance
figures for the individud units. The magter craftamen manage the production, with the day-to-
day work being co-ordinated by the gppointed team leaders. There is a high leve of
independent organisation both by the master craftsmen and the teams. The workers practice
job rotation in order to even out the work load and maintain skill-levels. There is no detalled
reporting back to the PPS on the progress of work, but exclusively reporting of completed
orders. The workers are paid on an hourly basis.

The company has a tradition of decentraisation of operative decisionmeking insofar asit can
be numbered among the pioneers of cdlular manufacturing or group working in Austria
Manufacturing is given a framework plan that alows the master craftsmen and the teams wide
room for manoeuvre in everyday divison of labour. This ebow-room is used to guarantee
rapid ddivery times and to make it possible to work on additiona rush orders. The relative
independence of production is occasondly impinged upon if it is a question of whether an
additional order can il be met within ashort time or not.

» We've tried that out a number of times and said, no, there’s no way that can be done.
So we're not doing that order. A firmno. We're not doing it. Then in less than a day the
order came from the highest level: That's got to be done! The customer needs it,

because it’ s a hospital that’s going into operation, and so on and so forth.” (B4G9-S10)

The integrated production lines and the just-in-time principle mean that it has been possble to
reduce the production time from cutting to integrated assembly from 10 weeks to five to seven
days. Here it is noticegble that the new products have fewer manufacturing stages. Above dl
they demand less skilled work (turning, drilling, etc). The buying in of components and
concentration on assembly work, however, means less flexibility. Problems with the bought-in
components arise when there are changes in requirements, since short-term changes are not
possible. In emergencies, however, most components can be manufactured as they were
previoudy by the company itsdf. It is the objective of forward planning, i.e. through advance
information from the customer, to extend the current tight planning horizon.

Theincorporation in the internationa group, to which the company belongs as a manufacturing
plant and development centre, determines the aganisation. On the one hand this concerns
dependence on centra decision-making and the competition between units within the group for
investment and orders. On the other hand, the economic success of the plant is continuoudy
assessed by the strict accounting within the group. Findly, there are restrictions because of
uniform procedures or technologies covering the whole group. This will be mentioned later in
relation to I'T application.

2.1.3. Culture

The company culture is shaped by the long service of most of its employees and the plant’s
socid integration in the region. The company offersjob security — redundancies are as good as
non-exisent — and there are aso promotion opportunities because of the emphasis on internd
recruitment for higher postions. In recruitment for management attention must be pad to
whether the people ,fit in in the region”, i.e., they should fed at home here, but aso not be too
dissmilar to the type of people found here. In the working process the homogeneity of the
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workforce expressss itsdf in the informa nature of communication. The familiarity makes
agreement with one another easier. It isthe basis for close relations that not least represent the
socid foundation of a decentralised organisation.

A further characterigtic of the company culture arises from the fact that in its recent history the
production plant has been faced with continual uncertainties. ,, We had to fight . . .” (B4G5-
8). The struggles experienced, the success won and the certainty that it will continue to be a
congtant struggle have above al moulded the company management. The pride in the common
achievement is clearly noticeable. The search for innovation and the readiness for change have
become a matter of course for many. So far it has adso been possble to make sure that
nobody has falen by the wayside in the process: if one component area of manufacturing was
dropped, the workers found jobs el sewhere in the company. In this sense the company can be
characterised as caring — there is no policy of hire and fire. Againg this background, staff
levels are dso only raised cautioudy and with the aid of agency workers, in order not to face
the risk of having to make anyone redundant again.

So far it has dso been possible to prevent the group guidelines from affecting rdaions in the
company too much, ,that only the figures are important”. High demands are made on the
employees, but a the same time the effort is made to ensure that they fed in good handsin the
company. ,, At the moment our colleagues are so committed to the plant that |1 don’'t
want this commitment to be disrupted by someone who is only interested in figures and
has no time left for people.” (B4G5-S6)

2.2. Personnel / deployment of labour

2.2.1. Skills and qualifications

The production department employs skilled workers and semi-skilled workers. The team in a
flexible production sysem congss dmost exclusvely of skilled workers. Alongside the
mounting of parts and the minding of automatic production, these activities dso include
progranming the machinery. This dso goplies to mechanicd production on numericaly
controlled machine-tools on which skilled workers dso work. In the assembly areas on the
other hand, the mgjority of workers are semi-skilled. This work is largely routine and can be
learned in one to two days. The group’s drategy of increasing outsourcing has led to a
reduction in in-house manufacture of components. Work in mechanical production has thereby
fdlen and workers have been transferred to assembly work. For recruitment, this means an
increased take-up of semi-skilled and fewer skilled workers. The leve of formd qudifications
in the production department is thus falling. However, the recruitment of semi-skilled workers
does not mean that people are being taken on without vocationa qudifications. ,, We ook for
... young, committed people who have previous training — for example, mechanics,
joiners, agricultural machinery mechanics. People who have learned a related trade and
as semi-skilled workers with us will also have very good chances of promotion.” (B49-
6)

The reduction in skilled demandsiis partly compensated for by opportunities to plan one' s own
activities and through the chalenges of sdf-organisation. Workers have to ensure the
availability of the materids themsdlves, restock the stores after avisual check, etc. To this end,
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they regularly access information in the PPS. Skilled workers transferred to assembly work
are to some extent appointed as team leaders in order to give them more demanding work.

In the white-collar area, there is a tendency in the other direction. Here, a higher level of

qudification is demanded than previoudy. A technicd college diploma is increesingly a
precondition, and the proportion of college graduates is risng. ,, We often talk about it;

today we would have no chance in this company, I’m convinced,” sad a longstanding
woman gaff member without a higher school-leaving certificate (B4G6-17). The increasing
demand for forma quadifications is only partly due to the increased demand for qudificaionin
the work. One departmental manager said that the work did not necessarily demand a higher
level of education, but that they were more flexible in utilisation of personnel and technicd

training was useful in contact with customers (B4G7-17).

2.2.2.  Training
Apprentices are trained as fitters in the company.

Once a year in the course of drawing up the budget a training plan is produced which lays
down the further training aims and measures. Training is provided in connection with technica
changes, if a new system is introduced or additiond software is used in the workplace.
Instruction is aso provided over one or two days where the need for it becomes apparent. In
other cases, if for example it is a matter of additionaly mastering Excd, ,, our motto is
‘learning by doing’. What | need in Excel | taught myself or my son [taught me] at
home.” (B4G6-S14). True, it is emphasised that each and everyone can receive the training
they need for a new task. On the other hand, knowledge of Office software is taken as a
prerequidite. In generd, the employees have to actively seek courses (for example in foreign
languages) and the company’s financid support. This can have the effect that those who are
less keen on training, or those who find it harder to atend a course, fal somewhat behind. In
one discussion the supposition was made that younger people atended a course more readily,
but older people needed an incentive,

Computer training has not dways been able to take place when it was needed. Sometimes
what has been learnt has been forgotten again by the time it is needed. Individud learning,
learning by doing, is supported by mutud assstance. It is very important to be able ask
someoneif one just ,, gets stuck”.

.- .. and then for a year you don’t do anything, and then you forget what it was you
did.” ,, And who do you ask then?” ,, Yes, then there are these two or three people who
know Access anyway” (B4G7-S11).

223.  Flexibility

The g&ff a the plant conssts dmost exclusvely of full-time workers. Part-timework isarare
exception. Agency workers are currently used to a limited extent to cover pesks. In the past
they also stayed engaged for longer periods, if the company management did not want to
increase permanent saffing because of uncertainty over the sugtainability of an expanson. AT
onetime, between 25 and 30 agency workers were employed.

FCRB?\ FORBA Research Report 2/2000 2




Lower Austria: Case 4 — Metalworking

There is a large degree of outsourcing of IT services to small companies and sdlf-employed
programmers. The build-up of gaff for IT functionsin the companies is restricted by the group
management, as it expects them to use centra resources. For this reason done, the numbersin
this area have to be kept low.

2.3. ICT applications: ICT as a tool, automation and organisational technology and as
a communication medium

2.3.1. ICT infrastructure and applications

The production planning system represents a central element, created in co-operation with a
software house. A further dement is networking insde the group, which serves primarily for
reporting and information exchange (by means of a web solution in the intranet). Product
development is mainly supported by CAD software and a group-wide (suppliers) information
system in which technicd drawings are filed. In addition, dl the current communication
technologies are used in the department for product development (ftp, e-mail, phone, fax, €tc).
In the adminigtration and production workplaces, either standard software packages or
successful applications developed by the company itsdf are employed. The introduction of a
completely networked outsourcing solution using a company-wide information system is
envisaged. Today, the PPS serves as the central element for a —company-wide information
architecture realised by means of an intranet. The PPS covers the whole materials and order
processing flow. It is therefore dready activated on receipt of the order in order so that the
customer order is kept integrated and transparently available. The job stages are set out 0
that the staff can to some extent be guided by the system.

The base technology on the dte is a PC LAN with a high-performance server in the
production area and a dedicated production-planning host. Modern net technology with fibre-
optic cables and robugt platform solutions facilitate centralised data control and the efficient
exchange of data with the national company headquarters for the purpose of data reporting
and wage and sdary accounting. Additiondly, Office software as well as a stand-done
databank is used for the purpose of qudity control, which has been developed over severa
years.

2.3.2. Character of ICT usage
tools

In severa places (order processing, materids planning etc) PPS functions are used astools for
dedling with specid tasks. Alonggde this, severd white-collar workers use Excel or Access
for additiona overviews or assessments. They have to some extent customised these tools
themsdlves and use them autonomoudy. In manufacturing, too, the PPS is used as a,,tool” to
get information on stock levels or ddivery dates. The CAD gpplications for product
development also have the character of tools.

automation

A flexible manufacturing system is employed in the production department for sheet-metal
working. Both the working of the materid (cutting, Samping, welding) and its transport are
automated in programmable machines and handling systems.
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In the white-collar area, the gpplication and further development of ICT has led to
condderable productivity increases. These are illugtrated by the following example: In the
ordering of materia, condderable savings have been achieved by sending faxes to the
suppliers direct on PC. One-and-a-haf or two years ago, letters or faxes were printed out on
a company form, sgned and sent by post or fax. This was a Sgnificantly greater amount of
work. Exceeding of the agreed ddivery date is registered by the system, which automaticaly
sends out an urgent query by fax.

The group’s centra drawings databank saves the devel opers from copying and sending plans.
One person was employed in digtributing technica drawings who s now responsible for a
completdly different area, namely — dong with drawings maintenance for the data bank — for
safety at work (B4G3-S10).

organisation technology

As has been described, the PPS represents the information technology backbone of the
company. Not only is production planned through the PPS, but it aso directs the company
process as a whole including teking of orders and materids provison. The completion of
orders is initiated through the PPS — whether it is manufacturing through the weekly plan or
materids provison through orders. This does not mean, however, that work would be
determined by ingtructions provided or generated by the system. Rather, in dl jobs there is
room for manoeuvre to change or omit plans or tasks from the PPS on the basis of one’sown
experience and in view of current requirements. ,, Production planning actually takes place
in the PPS, but one doesn't keep to these deadlines. There is an incredibly wide grey
area that the master craftsman controls himself.” (B4G8-$4).

In 90 per cent of cases the order advice from the PPS is revised in the materials distribution
department, with the reiability of the suppliers, the intended minimisation of stockholding, the
expected Sze of the order etc. being additionally taken into account.

The common technica drawings data bank in the group can aso be regarded as organisation
technology. The versons of components and product plans held there are so to spesk officialy
vdid and binding on dl. All companies and development departments, and the suppliers as
well, have immediate access to them. When plans were distributed on paper, it was possible
for the drawings to have different satus in different places. Now the guiddines have to be
adhered to more closdly.

communications medium

E-mall is used interndly, in particular for sending texts, plans, set-ups etc. Only afew people
use it to send messages to other people in-house. Persond contact (one looks in on the office)
or the telephoneis preferred for this.

E-mall plays avery important role for communication within the group — and thus aso with
customers — even if the orders come in by fax. Queries regarding uncertainties take place by
e-mail. Orders to suppliers are dso sent by fax, with outstanding questions being resolved in
pardld by e-mail.

E-mail does not replace the persond contact through meetings in the co- operation among the
internationa ,,virtua” development teams. An example of the project work mentioned to us
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was the emailing of specifications of the product to be developed. Each recipient interpreted
the information in their own particular way. From the answers, it was then noticed that there
were differing understandings in different locations. It then needed a lot of writing in order to
arrive at a common viewpoint. In a case like this a meeting is more efficient and often the only
redly religble solution.

24, Characteristics of TP and processes of technical and organisational change

The company’ s technologica practice is firgly characterised by the fact that the PPS has been
adjusted to the procedures and the particular demands of the business. This has occurred in
particular with the am of maintaining flexibility and keeping to deadlines. The PPS is on the
one hand extended through management instructions, and on the other hand staff work with a
high degree of individud responghility with support tools like spreadsheet gpplications in
digtribution. On the NCMs in manufacturing as well, as a rule the programs are written or
adjusted by the machine minders, who are skilled workers.

The PPS supports the decentralised organisation. The workshops room for manoeuvre and
the independent organisation of the work teamsis dlowed for on the one hand by framework-
planning and dispensing with detalled reporting back, and on the other by the ability to access
information. ,, If there are six people in a work team, then the terminal will certainly be
consulted 20 times a day” (B4G9-S14). On the other hand, without team work and a
certain amount of independent organisation, an essentialy more detailed planning and job
description would be necessary.

Above dl, thistechnologicd practice cdls for high qudification on the part of the end user. The
required training has to some extent to be suggested by the employees themsdves. Thisis not
entirdy unproblematic: ,, One learns a particular area relatively quickly. But if itisabit in
depth or if it is also interdisciplinary, then it needs a good deal of experience.” (B4G8-
) ,, And only a few people know it properly. Most come to it superficially. And if those
few people aren’'t there, then it can all very quickly come to a halt somewhere or

other.” (B4G8-S7)

Persond information exchange benefits the qudity of the processes, as can be seen from the
example of materids planning: ,, We are sitting in an open-plan office. The person taking
the order rings up and says, watch out, we need this in the immediate future ... Or he
puts a note on the desk and | .. . you then keep it in there [points to his head] too, and
then you know there’s a rush coming, and you're more cautious.” (B4G6-S3) This kind
of information transfer and early warning is not computer supported, because this information
isonly avallable when an order is placed: ,, If we only know from the customers that we can
expect a boom, then | still don’t have any orders in the computer system. And then my
colleagues only inform me verbally, so that | have a bit of advance warning.” (B4-G6/3)

2.5. How to explain TP: business logic, institutional context and internal dynamics

The business logic is influenced by management efforts continudly to foresee developments
and to initiste actions that will maintain the Ste in its tradition and kills. A typicd example is
the druggle for product development tasks , We have even had to fight to keep
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responsibility for product development” (B4G-S8) on Ste. Personnd policy and the
company culture, both internaly and as regards externa co-operation, are important for the
surviva of the company.

Important development phases have been supported by co-operation, for example with
univergties ,, And | think that this (new manufacturing) would not be the way it is if Prof.
W. and his people had not helped us out so much.” (B4G5-S9).

This development has been and 4till is accompanied by continuous reduction in costs. This
concerns decisions to buy in components as much as the reduction of fixed costs, independent
of whether or not this concerns development, production or IT. It is therefore seen as
important that the number of employees does not increase, despite the increase in turnover.
The reduction of fixed costs ,, has been the driving force, rather than the worry that we
will develop a bloated organisation. The worry is that we our selves have too many fixed
costs that we can only influence in a limited way if we no longer need them.” (B4-
G5/10)

As regards individud peculiarities of the technological practice, namdy the individudly
organised use of Excel or Access at some workplaces, the following attempted explanation
can be derived from the interpretation of our discussons: because of the minimisation of fixed
costs and because of group regulations, as few IT personnel are employed as possible. There
isthus no large interna 1T department to look after dl the applications and al the wishes of the
gaff. In order to provide certain additiona functions, saff have crested help functions on the
bass of Excel or Access. On the one hand this means a certain autonomy in the shaping and
adaptation of technology in the workplace. On the other hand, it involves disadvantages with
regard to software ergonomics, as differently organised desktops crop up and it is necessary
to switch between alarge number of gpplications — sometimes involving additiona detainput.

When there are changes, those respongble expect staff to show increased flexibility and
readiness to work. Problems are primarily dedlt with by ,, neighbourly assistance”: ,, . . . you
just ask a colleague” (B4-G8/8). Staff dso indicated that curiodty in relation to ICT was
very ussful.

Aslong-term job perspectives are somewhat rare in this region, staff are usudly ready to show
a high leve of commitment in the workplace. Above and beyond this, the management has
excdllent experience with young people from the region, as ,, these young people who come
from the area and also suit the mentality of this area, and thus really underpin what we
have made our slogan, namely excellent co-operation between office and workshop,
between operatives and staff.” (B4G5-S3)

The speeding up of business, which among other things can be seen from the ever more rapid
product changes, cdls for a flexible organisation and qudified personnd. It is dl the more
important thet the employment of IT supports this flexibility and involves as few rigidities as
possible. Thisis to be feared with the introduction of an enterprise resource planning system
prescribed by the group headquarters. This could have a lasting impact on the technologica
practice.
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3. Consequences for ,,Social Exclusion” and ,,Social Integration”

3.1 Employment: job losses and job gains

The numbers employed have increased continudly over the years, above dl in the production
area. Recently, new intakes have followed a new policy, namely to increase the ratio of semi-
skilled to skilled workers. This became necessty because of the hift from
machining/manufacturing to assembly work. Nevertheless, people with a trade were preferred
in recruitment. An agpprenticeship as a mechanic or joiner is thus, if not a precondition,
nevertheess an advantage. The loca labour market provides enough applicants to make a
detailed sdection possble. More women are now employed in the manufacturing department
than previoudy, conditioned by the growth of the assembly area. If workers with a trade are
preferred for semi-skilled postions, this is somewhat to the advantage of men and is
disadvantageous for women job-seekers.

The number of white-collar workers has remained more or less the same despite the enormous
increase in turnover. The higher demands with regard to formd qudifications are an issue in
new recruitment, but in no way threaten the employment of (older) workers with lower
qudifications.

The company has no experience of problem groups on the labour market, with long-term

unemployed or people rejoining the labour market. There was once a programme, but it was
not needed.

Various jobs have been logt in the company through restructuring. One example of thisis the
buying in of manufactured components, which are needed in greater numbers, indead d
making them on ste. In the process, jobs were saved and the skilled workers employed on
them were moved to assembly. Nor will the current closing down of dectronics manufacture
lead to redundancies. Since daff levels in this department have dready fallen over along
period from 30 to the present eight, the workers here, like their colleagues before them, will be
moved to comparable jobs in the company. It is primarily the expanson of assembly work
which makes it possible to take up the labour that has been made redundant in other aress. As
arule, transfers take place without loss of wages.

The rationdisation effects of the use of IT have not led to job losses. Jobs are taken up by the
expanson of turnover. Purdy arithmeticaly, handling the enormous growth in turnover and
increase in quantities with the same or a less than proportiond increase in gaff obvioudy
means a condderable (fictiona) labour saving.

3.2. Changing work: tasks, tools and skill requirements

3.21.  Changing work and tasks

Work in the production depatment has shifted towards activities with lower qudification
requirements and increased monaotony. In the framework of cdlular production and team
work, the attempt is made to offer skilled workers demanding activities. Master craftsmen are,

FCRB?\ FORBA Research Report 2/2000 16




Lower Austria: Case 4 — Metalworking

for example, appointed as team leaders. For the white-collar workers, manud activities
(copying of plans, sending of plans or orders) have diminished.

3.2.2. Changing skill requirements

In production, the average qudification requirements have fallen. The increased employment of
semi-skilled workers had dready led to a reduction of the average wage bill. Skilled workers
in the assembly depatment are faced with lower skill requirements in comparison to
machining/manufacturing. The planning tasks, the tasks of team leaders or the dlocation of
gpecid cases, for which a good understanding of technical drawings is important, pose higher
demands than the routine mass- production assembly work.

The use of 1&C technology does indeed have an effect on the workers. Thus queries have to
be made on the PPS. As arule this does not represent a problem. Individua work teams can
aso divide up the work so that the few people who are apprehensive about the system do not
necessarily have to use it. Programming NCMs is part of a skilled worker’s job and is dso
covered in traning.

In the white-collar area, the comprehensive IT support has not led to a reduction in the
importance of knowledge and experience. True, through plausbility testing or the generation of
orders etc. the system has ,,taken over” individua tasks in order processing. The employees,
however, need comprehensive knowledge of products, customers and procedures in order to
be able to process orders effectively using the PPS. In the course of things the experience-
guided working is underpinned by informa communication across department boundaries.

IT experience is very important in the white-collar area. Here it is primarily a question of the
gpplication knowledge of the PPS, through Office programs, e-mal, and/or CAD. IT
pecidists need both technology experience and company-specific experience. But the
required confidence with the company-specific IT gpplications or networks for example, does
not necessarily rule out outsourcing. Because of the rarity of network crashes, network
specidists are used for other tasks. ,, And then there is an emergency, which happens only
once in a blue moon, and then he doesn’'t know what to do either. If the nets are so
stable, we can certainly get a better service from companies that deal with such
interruptions on a daily basis.” (B4G2-S6)

International qualifications are necessary for dl posts for which co-operation with customers
or other companies in the group is important. First and foremost here is knowledge of English.
In addition there is the understanding of other cultures.

Good communication sKkills are required in many pogtsin the company — whether it is having to
get together to discuss things with others in-house, negotiating with customers on the urgency
of orders, discussng problems with suppliers, co-ordinating with others in the work team or
having to adjust stages of work in an internationd project team. On Ste, communicetion is
made easer by socid proximity, between the various groups of employees as well. Over
greater distances, the predominant use of email can lead to the , indtinctive connection (to
customers)” bresking down. To this extent, the mix of communications media poses new
chdlenges for the employees to choose the right medium for the respective purpose and
gtugtion.
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33 Changing employment relations: employment security, terms and conditions

Employment conditions and employment security have not essentialy changed. As before, the
company rests on a core staff of longstanding employees. Experience and loydty are highly
rated. The employment of agency workers cannot be interpreted as an extension of a casua
labour force or a switch to more flexible forms of employment. On the one hand, the
proportion of agency workers was previoudy much higher, on the other the use of (more
expensve) agency workers instead of creating new positions represents a sgnd to the core
gaff that contracts of employment are seen as lasting and thus are only given when thereis a
high leve of certainty of the long-term requiremen.

The contracting out of production, i.e. the buying in of components, and the employment of
outside companies and fredancers is an important savings srategy for the company which is
supported by a corresponding programme in the group. In information technology aress, in
particular, 1T service providers or loca, smal companies or specidids are increasingly used.
Employment, in some cases through contracts for work or other forms of contract are thereby
replaced (or rather, avoided).

34. Does ICT matter? The relative importance of ICT for social inclusion and
exclusion

The company is technologicaly integrated to a high degree; working processes are heavily
penetrated by ICT. ICT isthus of enormous importance for work in this company. The effects
on employment, i.e. on the opportunities for employees to find a job and on the dangers of
losing one, are however only indirect. Here the following aspects should be considered:

All communication with customers takes place in English by e-mall

The production planning system does not aways support processes in a job- or role-
specific way, 0 in some circumstances daff have to work with the company’s own
software.

Development activities are group-wide and standardised. The group’s own information
system controls the devel opment processes and interface design.

Organisational changes have to some extent led to the merging of departments (for
example, order processing). If previoudy the proximity to the production process favoured
context-sengtive action, communication with the master craftsmen now has to suffice.

One indirect effect of ICT on employment chances may be the limited training and the great
importance of informa forms of learning. Thus, support from one's own children, looking
around and trying out in the sysem, mutud help in the office and the workshop ae
indispensable for coping with the technology successfully. Here, those for whom these things
are not accessible or who find it difficult could be a a disadvantage. In the fildwork for this
case study, however, it was not possible to find indications of any problems in this respect.

The emphasis on formd qualifications in recruitment has an essentidly more direct effect than
use of ICT. Thus even the reduction of the qudification level in the production department has
not opened up opportunities here for problem groups in the labour market — unemployed
people without vocationa qudifications. ,, Training is important for us’ (B4G9-S7). As not
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only the example of the recruitment of sem-skilled workers but also the choice of white-collar
personne shows, training is adso important if the activity does not necessarily reguire a
particular qudification. One reason for this is management’s interest in ,,reserve qudifications’

for organisationd changes. In this respect, people with higher training qudifications are
regarded as being more flexible.

With regard to another labour market problem group, older workers, the high leve of
employment security in this company should be highlighted. Redundancies are very rare and
the workers experience is rated very highly by the management. On the other hand, there is
no explicit age limit for new intakes. In the production department ,,45-year-olds [are taken
on] too”, dthough the ided imageis of ,, young, committed people with previous training.”
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CASE STUDY 5 - SOFTWARE

0. Description of the Fieldwork

Standardised interviews were carried out a two locations of a software company with
preiminary discussions taking place at the headquarters and the rest a a regiond sSte. The
choice of interviewees was based on the preiminary discusson with the software company
manager. Further dedred discusson patners were chosen on the bass of the initid
information. The discussons were carried out on the basis of a guideline, recorded on tape
and finally transcribed. The anadlysis and interpretation were based on the recorded data, and
additional observations on Site.

1. Description of the Company

11. Sector

Software devel opment

12. Activities, products and production/business processes

The location studied, a,, software projects’ profit centre within the group, develops customised
standard software. It is more or less the extended workbench of the customer department
based in the company’ s Austrian headquarters.

Products include didogue-oriented applications based on databases. Recently these products
have increasingly been developed as web-based software. Programming a special module for
an internationd provider of standard business-management software plays a large role, which
will be dedt with in greater detaill below. Alongside this, the company has long had close
relations with large, Audtria-wide membership organisations and service providersin the NPO
sector. As a result of the participation of a German concern in the company, adminidrative
gpplications for specid branches of industry have increasingly been developed and marketed.

Alongside the project-related development of software, the company studied also operates as
a service provider and supports companies in the field of computer infrastructure. This means
that aongside project-specific development and maintenance of software projects, cusomers
are offered additiond computer support services (eg. project development/management,
purchasing of hardware and software, support . . .).

13. Workforce profile (Gender, Age, Educational profile)

More than 100 people were employed at the location studied — a very young team, seen asa
whole, with an average age of under 30. The proportion of women is gpproximately 40 per
cent. One peculiarity of the company is the personnd poalicy, which is heavily influenced by the
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margind geographicd postion. Within the company, the problem tha there is hardly any
qudified personnel available on the regiond labour market s solved by recruiting grammear
school and vocationd technical school leavers and training them up insde the company as
software programmers and developers. More than hdf of the staff have completed a four-
month training within the company. This dso reflects the company’s growth process, which
has been able to double staff numbers within the last five years. With these personnel numbers,
the company, which maintains further Audtrian stes, is among the mgor representatives of a
rapidly changing sector.

2. Technological Practice (TP)

2.1. Organisational and cultural aspects

2.1.1.  Organisation - the core questions

All employees in the regiond location studied —with the exception of three auxiliary workers —
are directly assgned to software development. The actuad programming and desgn of
software tools takes place in the framework of respective projects. After completion of the
products, the development projects as a rule automatically become maintenance projects,
which dso includes support. The scope of activities here ranges from ,old’ large-scale
accounting gpplications to web-based systems.

Software development is oriented on classcd modes and ingstruments, i.e. tasks are
digtributed by the project leader on the basis of a duty roster or smilar job list and

subsequently developed in group working.

, One-man jobs are the absolute exception here” (B5B1-7), if for example software
changes have to be undertaken in the context of a maintenance project or interfaces are
programmed for the transfer of old data. As a rule, however, the tasks are clearly distributed
within the project teams, with the clear divison of labour being envisaged in the various
departments, which appear both in the company headquarters in Vienna as well as in the
location studied. The fird-level support, i.e. dl activities that take place directly with the
customer or on the customer’s premises, are as a rule overseen by headquarters. The actua
development or improvement of products takes place in the location sudied. There are dso a
limted number of software developers at headquarters who can be called upon to support
these activitiesin particular cases.

Customer requests/requirements are received in the respective departments a headquarters
and trangmitted to the executing depatments by eectronic media (Lotus Notes for
communication as well as adminigration), i.e. tasks which will subsequently be worked on are
downloaded into a data bank.

There are three different tasking scenarios:

Scenario 1. another part of the company (other than the profit centre sudied) is responsible
for customer contact and the project itself. The location studied delivers a finished product to
order.
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Scenario 2: The location studied (profit centre) is responsible for handling the content of the
project, which includes product development and product definition.

Scenario 3: the overdl responghility including sdes lies with the location studied.

Communication and co-operation play a decisve role, as the length of individud projects
(induding follow-up maintenance) can dretch over severd years and as a rule this work
involves two to five staff members a the Ste (i.e. without customer contact with heedquarters
and project management).

A formd platform, which is very important for communication and for the adminigtration of
project data and project control, is formed using technica project-planning tools. According
to project requirements and on the bads of discussons, saff communicate using a Lotus
Notes database in which al information relevant to the project (decisons, milestones, minutes
...) are recorded. The high degree of formaised communication however does not replace
the pardld informa persond communication, which is important precisdy in the grey aress
(brief queries, mutual support ...) which would go beyond the bounds of forma
documentation but are of ubiquitous significance for the success of the project.

Because of the organisationa and physica separation, agreement with the respective customer
department by formalised means of communication — by e-mail (Lotus Notes) or phone — is of
great importance for the efficient processng of customer enquiries. Only in exceptiona cases,
i.e. in complex tasks, can pesonal discussons a headquaters or a direct
customer/development team contact take place. These long-established processes underpin
the efficiency in communication and the ongoing adminigration and documentetion of
information, and display a high leve of utilisation of information and communication technology
in the company.

The biggest department, which is developing a specia module for aan internationa provider of
gandard commercia software, occupies a specid podtion. Here, co-operation with the
development department of this international company takes place on the basis of atechnicaly
very clearly defined joint platform, i.e. staff a the company studied have direct access to the
customer’'s sysem. This close technologica contact, however, is not reflected a the
organisationd level. Here the company’ s development department has a greet ded of freedom
in the determination of its activities as long as the qudity is maintained and the deadlines are
met, which it has dways been possible to achieve in the past.

This form of co-operation between sStes however has a pecid datus. Otherwise dl
development activities teke place a the Ste sudied, with the headquarters, which is
responsble for customer contact, being able to provide support from its own software
department on projects where the time factor is criticd. Staff do not see their concentration in
one place as a disadvantage however. Some teleworking posts have been established, mainly
for women employed part-time in customer care tasks, which they can ded with from home.
This is welcome, as some activities can only be dedt with in the evenings (eg. ingdling
software for customers). Overtime is worked primarily in phases of projects where the time
factor is critica, otherwise work can be completed in the time dlocated, however with some
parties commenting criticaly that the pressure of work in respongible postionsis increasng.
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2.1.2.  Organisation — background information

The formd organisation is very srongly customer-oriented, i.e. at the headquarters and at the
Ste studied dedicated departments have been established for the magor customers (NPO,
industrid customers, providers of standard commercia software), with direct customer contact
as arule taking place through the department at headquarters and dl project- specific activities
being carried out &t the Site.

The classical shdlow hierarchical structure, with departmental heads and staff is increasingly
under pressure from the everyday project work, as projects with (part) project heads and
project teams very often exceed departmental loundaries. This means that the departmental
head is respongible for al departmenta questions not directly related to specific projects, but
for dl other questions project leaders have independent responsbility and decisionmeking
powersfor individud projects.

This organisationd divison of various decisonmaking powers and responghilities hardly gives
rise to problems, however, except perhaps in the phase of project definition, where someone
responsible for a project may wish to use the resources of a department whose manager
(because he is responsible for another project) might not wish to make them available to the
desired extent.

, There are these problems at first when it comes to the question of planning and
allocating resources. Over time you get to know who you want and who you don’t want,
and why; that is, it is not a question of getting somebody, but a question of getting
person X again. Now, as a specific example, we have someone who has done a very
successful Java project and was previously a maintenance programmer for me on a
C++ client application. And | was very happy and the customer was very happy. And |
wanted to have him again. But Java is a brand-new modern technology that he has only
recently learnt. It was to be expected that there would by a massive influx of Java
projects. | didn’t get him —these are things that will escalate.” (B5G8-7)

According to those interviewed, however, if the decison is taken in the project-definition
phase, no mgor difficulties occur.

Traditiond control and guidance methods are used to meet targets. Among these are very a
precise project definition with laid down deadlines and tasks (deadline plan, milestones) and a
running project control. All staff keep records of hours on the project activities and these data
are automaticaly extracted and assgned to the projects in the framework of an interna
accounting system. Resulting from these records there isamonthly ,, project summary” which is
drawn on for the regular meetings.

There are monthly project meetings (of steering or co-ordinating teams) where those
responsible provide the area managers and a representative of management with information
on project development. Above and beyond this there are regular meetings with the clients to
report on the course of the project and further activities and where any necessary decisons
are taken jointly with the client.
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2.1.3. Culture

It was clear from the interviews tha there was a very friendly and collegid climate at the
location. Because of the geographical stuation, working together, mutua support and regiona
identity are important eements of the company culture. As a rule the company accepts the
needs of gtaff returning from parentd leave. This primarily relates to working hours, but dso
concerns the ingalation of equipment for atemporary home tele-working position.

Thisis dso displayed in the gaff loydty to the company, where high levels of overtime and
weekend work are accepted in intendgve project phases, which owing to flexible working
hours that can largely be decided by staff, can be run down individudly. Turnover is dso very
low, dthough the organisationd and age structure leave little room for promotion chances and
achange in the content of work isin the long term not possible for many employees.

Here, however, the fact that the increasing pressure of work primarily affects areas with most
responsibility, and so puts the overall picture in context, should not be overlooked.

» OK, the phrase ‘to be married to the company’ is not without reason. And it is well
known in the informatics sector particularly that you have to be committed and that an
eight-hour day is not really possible.. . . you have to be flexible.” (B5G3-5)

For gaff with families in particular there is often a problem in expanded task areas and
increesing responghility.

A characterigic part of the company culture has long aso been the existing and growing
mutud distrust between the Ste in an outlying regiond stuation and the heedquartersin Vienna
One aspect that illudtrates this oppogtion is the sdlary discussion, i.e. the question of who
earns more. Here, suspicions can be seen in both directions, which to some extent leads to the
impression that staff from the headquarters are given preference in promotion, which in any
caseisonly rardy possible because of the low turnover and the young teams.

2.2. Personnel / deployment of labour

2.2.1. Skills and qualifications

As the company being studied is a pure software producer, technical expertise is of immediate
importance. Here two mgor areas should be differentiated: on the one hand knowledge of the
various technologies (e.g. programming languages and ther structures), and on the other hand
the methods how these technologies can be utilised within the context of a project.

Staff require ,, a very profound knowledge of the subject, i.e. people also have quite deep
specialist knowledge” . (B5G1-6) This includes the respective programming languages and
the mastery of analytica tools for project definition.

The type of programming language used is very dependent on the clients and their technical
infragtructure, but dso on the length of the client reationship (e.g. longstanding projects are il
based on an ,,older” technology) and, as in informatics as a whole, changes are frequent. This
means that gaff ,, don’t learn something and assume that you will be using it for five
years. In programming there is certainly not a tool that you use now and will be using
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for the next five years. So we are really developers. And not some kind of user, if you
want to put it like that.” (B5G2-13)

In the actud project work, i.e. working as part of a team, key qudifications like continuous
learning ability, knowledge and information acquisition and, above dl, practical experience in
running and implementing projects are of decisve sgnificance. How comprehensve these
demands can be is very well illugtrated by the following assessment: ,, People have to acquire
their experience in project work, i.e. they have to learn that the mastery of technology
alone is not sufficient to run a project successfully .. . In the final analysisit is not a
guestion of passively acquiring knowledge, but of being actively involved in making
something out of it. Of informing myself from various sources, of looking at how others
are dealing with technologies, what sort of experience the others have, how we can
profit fromit. ... And on the other hand it is actually what | call process knowledge. To
know how software development projects run. What is important in project
management, what is important at the non-technical level of projects. Of course, that’s
another factor again.” (B5G1-13)

Above and beyond this, because of the many different projects, there is a growing
responsbility for some of the gtaff to acquire core qudifications as (part) project managers.
The company is atempting to solve the problem of finding people qudified for this by giving
young employees responsibility a avery early stage. As most of the development projects are
continued as maintenance projects, here the possibility arises of testing the leadership qualities
of gaff in connection with taking on respongbility.

» Through the maintenance projects you find out how much you can entrust to someone.
To what extent they are capable of solving rew customer requirements within an
existing project intelligently. And then you just try a new project where they do the
analysis for the first time. Perhaps together with someone as well ... and it's very
similar in project management. Sometime or other every project manager does their
first project.” (B5G8-4)

2.2.2.  Training

» INn our business what counts is the level of knowledge of the staff. We actually live
from knowledge, so training is naturally an essential issue, also an issue that demands a
relatively large amount of money if one adds it up, not that there are now unbelievably
high costs. But it isjust quite a fundamental thing.” (B5G1-12)

This gatement illugtrates the great importance of training. Because of the outlying regiona
gtuation (near the border with the former Eagtern bloc) the company initialy had difficulties
finding qudified personnd. Thus, rdaively ealy on it started having technica college and
school leavers tested by externd consultancy companies for ther suitability for software
development, and over several years ,, Training people up from scratch” . (B5G1-5) At the
dat there is a severa-months foundation course, which is primarily for introduction to
programming and getting to know the various tools for project planning and work.
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After this foundation course the trainees are introduced to the daily working process— more or
less onthe-job training — in their fidd of work, and after arelatively short time (one employee
gpoke of about six months) they have to take responshbility and work independently.

One member of gaff who had gone through this internd training route summarised his
experience asfollows. ,, The first four months were focused on the technology. Of course,
with example exercises from our area ... You get the specialist knowledge ssimply in
that they sit you next to an experienced programmer and then let you take over jobs.
These are not chewed over in advance, but are the easier jobs, so that [you] grow into
it.” (B5G2-5)

Further training within the company conssts of various eements that include externa and
internal courses as well as the passing on of knowledge, experience and organised exchange of
experience. , We are trying it at the level of external courses which we carry out here,
where we now buy a course for particular subjects. We have the level where our staff
attend training and courses, seminars and conferences on various subjects and that is
then passed on internally. And we also naturally attempt to build internal platforms on
various subjects wher e the exchange of experience etc. takes place.” (B5G1-12)

A persond programme for each staff member is developed in annua discussions together with
the superior, where the departmental manager establishes ,, which training he is thinking of
and which training the colleague is thinking of. So that one just practically brings a
certain amount of continuity into the level of training.” (B5G2-11)

The measures are announced over an internal network-accessed training database, where on
the one hand staff c@an see what is on offer, and on the other hand can forward requests to
participate in courses to their superiors. The decison on possible training measures is then
sought in joint discussions, with the workload on the department and the financia context
having to be taken into consderation. A fundamental requirement is integrated learning in the
daily process of work and the extension of qudifications on on€ sown initiative: ,, A devel oper
is encouraged to extend himself a bit and to say, OK, then I'll learn the tool for the
contract or for the project.” (B5G3-4)

Some three-quarters of al training messures concern technical-organisationa issues (new
programming languages, demands of project management, new versons in software products
being used ...), a quater ,are targeted on the person: presentation methods,
negotiating skills, specific customer care discussions, other seminars that we offer
internally.” (B5G1.13)

Staff with primary access to further training measures are those whose area of responghility is
expanding or where it can be seen tha technologica changes will take place (eg. old host
environments are replaced by web-based applications).
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2.3. ICT-Applications: ICT as tool, automation and organisation technology and as
communication medium

2.3.1. ICT infrastructure and applications

The company as a whole has a virtua LAN to which the ste sudied is dso linked. Work is
carried out on a PC infrastructure within alocal LAN and, as mentioned above, thereisaste-
net link with the headquarters.

A , demand database’ (developed in Lotus Notes) on which dl data relevant to the various
projects is summarised and which is used for project contralling is of pivota importance for
activities on the dte. Drawing on this database is an adminigtration system which supports the
record of staff hours and automaticaly forwards and alocates them to the respective projects.
The standard Lotus Notes package is used for communication as well as for data processng.
Saff can inform themselves of training measures, seminars and courses through a training
database. Here there is aso the opportunity to apply for courses, and the system forwards
such requests to the respective superior. For dl the gpplications used, it is to the company’s
advantage that it is Smultaneoudy a user and a developer, and a company- specific adaptation
of the standard tools is thus possible without any greet effort.

2.3.2. Character of ICT usage

As mentioned above, the Ste has a centrd demand-database holding a multitude of project-
specific nformation for processing the various projects. All job stages to be made in the
various phases in the course of a project are recorded in this database and serve to provide an
overview of the tasksto be scheduled. Jobs that staff have already completed are documented
in this database in order to be able to follow the progress of work.

» There is this demand database where what everyone has done is really documented.
Which demand in there has come from headquarters. Then everyone writes in what he
thinks about it.” (B5G2-5)

In this way, through the automation of basic tasks, the database not only supports transparent
development, but optimises the organisationa progress of work in the various project phases.
After the completion and take-over of the product, the database serves for problem solving
(change and defect) and for further development, and thereby assists customer support.

A second interesting gpplication as regards the automation of tasks, it the training detabase,
where gtaff receive a clear, quick overview of the training activities ayear in advance and have
the opportunity of declaring their interest in a training measure directly on the database. The
superior responsible for deciding on training is then automaticaly informed.

Whereas immediate persond communication still dominates at the location, information and
communication technology, above dl in the form of Lotus Notes, is of mgor importance for
the company-wide, largely formaised communication.

» | can hardly think what it was like kefore there was Lotus Notes. The clients have
Lotus Notes, too. And internally it is simply the means of communication. Of course a
lot takes place over the phone, as before, because a non-verbal medium like Notes is
just not suitable for some things. Notesisjust a bit of a jazzed up e-mail, | would say.”
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» In Notes, additionally, | can also do database histories on documentation, e.g. the
Change-and-Defect management databases, the whole maintenance databases. Every
change is minuted, what the task is, what has to be done, what has been tested.”
(B5G8-8)

This example very dearly shows the innovative use of this communications medium, which in
addition finds a use in documentation and project trangparency.

24, Characteristics of TP and processes of technical and organisational change

As the company being studied is active in the core sector of software development, al staff
with a few exceptions (porters, cleaning saff) are in daily contact with information and
communications technology, which represents the man working tool. To this extent,
technologica change, which takes place regulaly as a result of verson changes in
development tools (program languages, software), is not a problem for gtaff as there are
regular pardld training measures attended by the staff concerned.

There have been short-term problems, manly resulting from the rise in staff numbers and the
associated growth of the departments, which was necessary because of the order Situation. As
mentioned above, induction into the company is supported by a severa-months traning
programme.

2.5. How to explain TP: business logic, institutional context and internal dynamics

The business logic is shaped by the customer structure, on which technological changes and
tasks are based, and by the necessary innovative gpproach to new tools — currently primarily
in connection with web-based applications.

In one business area the parent company is increasingly pushing to offer software products on
the market, which for the company being studied, with a longstanding, stable customer
dructure, 4ill largely represents new territory. According to the wishes of the group
headquarters, a market-standard instrument is to be developed and subsequently marketed on
the basis of aproduct that is being used and further developed at one industria customer’s.

3. Consequences for ,Social Exclusion” and ,,Social Integration”

3.1 Employment: job losses and job gains

Company development has been characterised since its foundation by continudly expanding
employment. This employment growth has above al benefited young graduates of vocationd
and generd higher education who were qudified for the specid work as software developers
in internd training courses. With regard to the hypotheses discussed in the SOWING project,
this predominant staff recruitment pattern means that long-term unemployed or older people
have hardly any chance of participating in the expanson of employment in the company. One
of the related reasons however lies in the outlying geographicd dtuation and the eated
»meagre’ labour-market supply.
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For women, however — gpproximately 40 per cent of the saff on the Ste — thereisavery
good chance of acquiring professiona experience in an innovative sector. The studies have
shown that a career break for parental leave is possble, because of the niche-jobs currently
dill available, where the technologica requirements of the cusomer may hardly change over
severd years.

3.2. Changing work: tasks, tools and skill requirements

3.21.  Changing work and tasks

The following can be dtated regarding the exclusion processes in the company, which are
largely caused by rapid changes in jobs and technologies affecting the software development
sector particularly. Because of the specific history of the company, a specid client structure
has developed characterised by longstanding large-customer relationships. For this reason the
pressure for change on the type of work and on qudifications is not so greet as in other
comparable companies in the sector. This leads to the Stuation where the excluson
mechanisams, such as difficulties in returning after a,,child bresk” have so far hed little effect. It
has dso been possible to creste favourable conditions for continued employment of women,
such as the reduction in working hours and no particularly pronounced flexibility, in the
sarvicing of large customers in the NPO sector. In this regard, the company should be seen as

athoroughly positive exception.

However, such gtudtions are ,idands’ and the working conditions described can be
characterised as such precisdly in the software sector — and they are in the process of being
reduced in this company too. On the one hand this is because of the market development, on
which the company must to a certain extent postion itsdf. On the other hand, however,
because of the entry of the internationa software group, the form of project work typica for
the sector, with its attributes of deadline pressure, long and flexible working hours, short
lifetime of knowledge and qudifications, training on one's own initiative, has dready taken
over lage aeas of the company and will increesingly penetraie it in future. These
developments could lead to exclusion effects for employees with care obligations and other
limitations on ther flexibility. The passible scenario can aso be inferred from the answer of an
interview partner on the question of the effects of this development: , That is the thing that
divides staff into two groups. The one, who just do something additional themselves so
that they can commit themselves appropriately or be one step ahead. And the other
group, who only do something if they are urged to. The pressure on each individual will
become more intense and | think this fragmentation will become more drastic ... That
is, anyone who after eight hours or whenever says, | just want to do my regular hours,
that just won't be possible. You have to be flexible.” (B5-G3)

3.3 Changing employment relations: employment security, terms and conditions

Employment conditions in the company have not changed in recent years. Recruitment of new
dtaff was necessary due to therisein orders. There is continued job security, aso because the
location occupies a stable position within the group. Above and beyond this, the long-term
connection to mgor customers and the co-operation with a mgor internationa group for
standard business software crestes a stable order Stuation that underpins this positive trend.
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On top of this is the location, which because of its margina geographicd Stuation and the
absence of competition on the labour market offers employees opportunities for shaping the
working environment themselves, which women with care obligations take up in relation to
working hours.

3.4 Does ICT matter? The relative importance of ICT for social inclusion and exclusion

Although it is not yet possible to estimate how strongly and in what form and with what effects
the above-described trend in the company will occur, the contours of future development
seem to be traced out. Information and communication technologies — the company is, after
al, active in the core area of thisindustry — naturdly play adecisve role here in the interaction
with rapidly changing customer requirements.
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CASE STUDY 6 — INTERNET

0. Description of the Fieldwork

A totd of Sx interviews were carried out & three of the ,,company network” sites. Half of the
interviewees belonged to the operation at the centre of the case study, namely the Internet
provider. The choice of interviewees was made &fter the assessment of the prdiminary
discussion with the manager of the core company.

1. Description of the company

1.1. Sector

Telecommunications sarvices, training and company-related services.

12. Activities, products and production/business processes

The main activity of the companies in this case Sudy is in the sale of Internet access, in the
design and maintenance of web gtes and in training cusomers. In addition, various office
services are aso offered to companies and local authorities in the region. The operation at the
centre of the study was the first local provider in one of Audtria's economically week regions
(because of its proximity to the border) and derived from regiond job-creation and
technological upgrading policy initigtives.

The provider has few daff and works closdy together with other companies, regionaly
digtributed ,tele-offices’ and another associated company. This co-operation is needed
because the limited personnd resources mean that not dl necessary tasks (eg. training,
expensve home-page design) can be carried out directly at the provider’s. This interlinkage
a0 has its origins in the regiond policy initiative to which the foundation of the companies
goes back, however.

13. Size: turnover and employment

If one concentrates in this case study not smply on the sales of Internet access but includes the
associated activities (web design, training), then atotal of 20 staff are employed at nine Sites.
Turnover figures exis for the Internet provider — here turnover was some €300,000 in 1998.

In recent years staff numbers have increased at al plants and sites. Contracts for services are
issued for activities that can be separated off — examples of these are scanning in of pictures,
input of larger address ligts or the trandation of German text into English for individua web
dtes. In training there is close co-operation with loca educationa inditutes (e.g. schools),
which make space available (PC training rooms) and provide teaching staff.
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14, Customers and suppliers

The regiond orientation is reflected in the customer structure. Two thirds of al loca councilsin
the region are company customers, i.e. they are represented at least by a web dte, use the
opportunity for eectronic communication and offer links to regional companies and private
accommodation. Above and beyond this, more than 500 companies and over 2,500 private
individuas in the region use the services of the Internet provider.

15. Market and competition

The Internet business has been a hard-fought market for some years. The liberdisation of the
telecom sector has led to the emergence of new, Austria-wide providers who, aongsde the
usua sarvices, offer very favourable tariffs for email and Internet access. For the regiona
provider this competition is particularly felt among the private individuds, as its Sze means that
it cannot fully keep up with the price competition. In the market segment for companies, which
as a rule have the more extensve demands (homepage, email addresses with company
names, on-line shopping opportunities, database polling) the competitive Stuation is more
favourable, as the regiona consultants can better accommodate customer requirements. The
company sees one of its strengths here, as it takes account of local requirements and with local
partnersis able to offer additiond services (homepage design, training).

The ,tde-offices’ go back to a regiond policy initiative amed a bringing jobs to the
gructurdly wesk region. It was hardly possible to achieve the am of bringing job opportunities
to the region by means of teleworking. The six ,tele offices’ therefore offer diverse servicesto
local trades people or councils, rather than bringing ordersinto the region. An exception to this
are the orders from the Lower Audtria provincia government.

16. Workforce profile (Gender, Age, Educational profile)

Even though the various fieds of activity are not gender-specificaly occupied — for example
women are active in technica areas such as support and web-ste design — the proportion of
men in the company is sgnificantly higher than the proportion of women.

Thetele-offices are as arule occupied by a manager and a secretary.

The age dructure is a reflection of a young sector. The average age is around 30, dthough
individua ,,older” workers are involved.

Most staff have gradueted from vocationa colleges. In one of the co-operating companies two
gpprentices are being trained, as the labour supply is limited because of the geographica
gtuation and there are not enough qudified personnd available.

Mog g&ff in the tele-offices are employed on a 20- 30 hour week, as they as a rule have other
obligations (e.g. support of relatives in companies or on farms, housawives or mothers). In
generd deff are able to organise their working hours flexibly (with the exception of Support),
but have to take account of customer requirements (e.g. homepage design), i.e. overtime is
worked in periods of heavy orders, which is then compensated in weaker periods.

mﬁa\ FORBA Research Report 2/2000 62




Lower Austria: Case 6 - Internet

2. Technological Practice (TP)

2.1. Organisational and cultural aspects

2.1.1.  Organisation - the core questions

The companies and the network equipment are on the one hand legdly interlinked, on the
other hand incorporated in a divison-of-labour structure. Thus from the Internet provider's
perspective, arange of tasks are outsourced to the partner companies.

The provider is responsible for the sde of internet licences and the accounting (bookkeeping,
invoicing). Alongsde this, the design of ,asmpler” home pages is offered. The mgor task-area
comprises fird-level support, with telephone bility during the usud five-day office hours
being guaranteed. Support can dso include the ingdlation of Internet software for customers,
as customer satisfaction is one of the most important criteria.

A second company, closdly linked to the provider and approximately 30km away, sees itsdlf
on its own definition as a consultancy company with the focus on telecommunication and the
new media It takes over customer consultancy for the provider (e.g. which tasks should be
done with which technicd tools) and home-page programming on demanding presentations.
Above and beyond this, data bases for regiond policy and economic activities are created in
the context of research projects.

The divison of labour between these two companies can be summarised as follows
technology, one site, services the other site The desgn of web stes, which is very
important for the service offered by the Internet provider, can be used as an example
illugtrating the tasks and divison of |abour.

In order to ease the creation of Smple web gtes, the provider has been working for some
years using a standard homepage where the individua eements (text, photos etc) can be
incorporated in the predefined design. This ,,ample’ preparation of homepages can be carried
out a the individud ,tele-offices’ or at the provider's. The person who establishes contact
with the customer is respongible for this task and can thus dso book the income to their
account. For more time-consuming web stes (e.g. flash programming, online shopping) there
is a specididt a the ,service provide”, i.e. these tasks are worked on there, in individua

projects, with the presentation form, functiondity (e.g. e commerce) and the desired content
having to be darified with the customer fird.

The (3x) tde-offices, which are didributed throughout the region on geographicd criteria,
provide services for regiond busnesses. This goes from eectronic address administration,
through the design of mailings to the setting up of smple homepages and the provison of
traning.

» The on-site tele-offices are actually intended to cover various areas. In telematics and
training in the rural area: to bring the Internet to the people and to use and apply it, or

to promote the new technology as a whole, this was the basic task at one time.”
(B6G5-1)
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There is close co-operation between the companies, resulting from the labour organisation
divison of tasks (e.g. centrd firg-level support). Above and beyond this, customers who have
been acquired through a tele-office, for example, are passed on to the provider, where an
Internet account is set up.

2.1.2. Organisation — background information

With regard to the formd organisation, we are looking a an enterprise that is a legaly
interwoven network of independent companies or associations. The decison-making structure
is correspondingly decentralised, even though two ,,centres of gravity”, the two regiond policy
initiatives from which the network originated, can gtill be recognised. Because of the smal size
of the companies, some centrd positions, and in particular their occupants who have been in
this busness for years and have built up the enterprises, have acquired consderable
importance in practice. The control the centra postions exercise over the peripherd
edtablishments is thus limited inasmuch as the , tle-offices” were initidly built up with regiond
authority subsidies and then encouraged to ensure their surviva by providing services to the
surrounding economy.

On the organisation of the ,, service provider™, it is sad: , Thereis a very snallow hierarchy.
There is one manager. Otherwise we are a team that organises itself around projects.
There is a telecommunications/telematics area, there is no department and no
departmental head, but one seeks to bring the necessary people together as needed.”

(B6G2-2)

2.1.3. Culture

The higory of the company’s origin is very important for the company culture too. The
regiond policy background and the persondity of the founder gtill shape the enterprises. In
addition, the pronounced regiona and loca roots, the close rdationship to the loca councils
and companies, as wel as the numerous persond relationships in everyday life dso play a
major role. The particular character of the people in the region, which aso has to be taken into
account ingde the company or network, was aso mentioned in the interviews.

Staff mativation plays a mgor role: ,, | try to keep to the 40 hours with the staff in one
form or another. Smply because, | actually live from motivation, that sounds so
general, but it just doesn’t help if someone comes in in the morning and is in a bad
mood. Then he's no good for me. And in a project, if one person isin a bad mood, in a
team like that it's a catastrophe. So staff often work much more in the first 40 hours,
and so there's the week after, where they say, it's two in the afternoon, particularly in
the summer, the sun’s shining, now we can call it a day.” (B6G2-7f)

2.2. Personnel / deployment of labour

2.2.1. Skills and qualifications

Technica expertise is one of the most important demands on saff as the sector in which the
provider and ,,service provider” are active is subject to rapid technological change.
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As this rgpid change cannot be covered by traditiona training, most knowledge has to be
honed in the workplace, i.e., permanent further training is a matter of surviva for the provider.
This concerns fird-level support and web-gte design in particular. There must be rapid
reaction to technical changes (e.g. new operating systems) with further training.

» 1T 1 want to get into the Internet, our people simply have to know the problems that
can arise from A to Z. If someone has difficulties with email queries, you have to be
able to deal with it, that is, they must know what’s going on if this or that isn’t working
on someone’ s web site. And these are just things that are standard queries we get. If the
line goes down then you' re the first to notice that anyway.” (B6G1-14)

The private use of these media has proved itsdf in that ,, the error messages come in just
the same, and then you more or less know, what | did at home might work. That is
learning by doing.” (B6G6-2)

Alongside this, mutua support is important. In the enterprise studied, two members of staff
have specidised in different operating systems, (Windows 3.11, Windows 95 and higher) and
are thus able to pass customer queries on to the respective person. Above and beyond this,
»looking over someone' s shoulder” contributes to the extenson of knowledge, as solution
routes can be understood from specific Stuations.

» Above all at the beginning, if one cannot yet answer so many questions from a
technical standpoint, it is important that if the customer really asks something you are
far enough advanced to say, | don't know, you must ask my boss. And that you don’t
just say something or other in desperation.” (B6G3-4)

Ultimately the exchange of experience with deders is important for support, because here
experiences of new products can be exchanged.

Alongside technica expertise, which is needed to answer customer queries, key qudifications
such as socid skills (sengtivity, understanding of people, communication skills) are necessary.
These requirements are being increased by the fact of the non-homogeneous customer
dructure, as aresult of which the nature of the queries and requirements can vary widdly.

» If it is someone who knows more, then you notice after the first five words that he
knows what he is doing, or if it isreally only a user who gets his mails once a week.”
(B6G6-4)

Not only in customer service (support), but dso in web-ste design, direct customer contact
with the appropriate sengtivity is paramount: ,, Because they want to know what they have
just paid for. It's not as if you can just wave something or other in front of them. It
must also have a point.” (B6G3-4)

However necessary key qualifications may be, dongside technica knowledge, the following
quotation dso shows that it is dso a question of respongbility, condgderation of the
consequences of actions and above al aredigtic estimation of one's own capabilities.

» We had an apprentice who thought he could do everything. It's sometimes like that,
that you have to hold people back, to say he shouldn’'t do that, and that is something
he's not allowed to do, and he hits something or other and then just does something
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stupid. Afterwards you can hardly repair it, or only with difficulty. And people must
know where their limits are . . . Asfar as computing is concerned, they have a relatively
large amount of authority, don’t they? He can go into the server, can do that, and he
must do it, because when I’m not there he must be able to do it. But he must know
exactly, if he is unsure of himself, that he doesn’t do it. And doesn’t say, ‘it'll be all
right’, like at home. If | am sitting at home on a better computer then | just try it. If it
doesn’t work, well, OK, then | just reverse it and do something else .. . And now we
have people who are rather reserved. If someone says he can do everything, and heis so
perfect, then he is sometimes a bit overconfident. | mean, it is maybe good in an
interview if you say you're good and you can do everything, but I’m not always quite so
sure. I've had my experiences with people who are so good.” (B6G6-21f)

In the tele- offices jobs have to be canvassed for and diverse requests have to be dedlt with, so
» there we need people who are problem solvers’ . (B6G1-6)

2.2.2.  Training

The above-described requirements on gaff mean that staff training is of mgor importance.
Thus a great ded is invested in traning measures (B6G2-9), and courses attended are
recognised as working hours. Courses are offered concerning the basic aspects of the job,
such as sles saminars or ,, better telephoning”.

But the course-based training is only one aspect — mutua support aso plays a mgor rolein
acquiring the necessary skills. Learning, training on the job, is specificaly emphasised for
customer support on the telephone.

» 0, sitting behind Mr Auer and watching what he does —moreor less. . . if you are at
your own workplace and a colleague is sitting opposite you, then you just have
problems explained to you — what could happen if —and that’s actually the quickest way
tolearn.” (B6G5-3)

Because of the very individua fields of work, s&ff are respongble for training measures
relevant to their own workplace.

» With us it isjust that every member of staff has the responsibility themselves, and has
the opportunity to say, I’d like to do that. And we also encourage that.” (B6G2-9)

It is true that this goes for specidisation, but on the other hand it aso promotes the principle of
the ,individudig” (B6G5-16) in the face of which occasondly a common strategy has been
regarded as being more sensible.

The lack of regiond training opportunities was mentioned as a disadvantage, as the relevant
training inditutions are not in the immediate vicinity of the company. Long distances thus have
to be travelled if someone wants to attend a course.

2.2.3. Flexibility (including ,,casualisation®)

On top of flexibility aisng from co-operation in the network, the company makes use of a
range of , flexible” workers. Asfar as possble, activities are farmed out to people who are not
directly employed by the company, but who work on a fee basis. Housewives are employed
for data input, secondary-school teachers for training. In this way it is atempted to farm out
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any jobs that do not require high qudifications and do not have to be carried out in the
company.

2.3. ICT Applications: ICT as tool, automation and organisation technology and as a
communications medium

2.3.1. ICT infrastructure and applications

The utilisation of technology is of mgor importance for an Internet provider in providing
optima support for internd and externd gpplications. Technica difficulties that impact on the
cusomers can ultimately endanger the enterprise. Thus the load on the infrastructure is
constantly monitored in order to be able to expand capacity in good time,

As to the infragtructure, the Internet provider has recently benefited from the extenson of the
lowest tariff to a 50km radius. This has meant that only the maintenance of two technica hubs
with more than 30 modems each is dill necessary. As is usud for locd providers, the
enterprise is not isolated, but can participate in the necessary technicd infrastructure of an
Audria-wide provider. The second-level support is aso located at the heedquarters of the
nationwide provider.

The provider works in the framework of atraditional network solution (PC network) together
with the co-operating enterprises/locations, for which the technica hubs are set up (at the
provider, the ,service provider”). The organisationa headquarters is a one of the provider's
two locations. Interndly, standard Microsoft products are used primarily for communication
and filing.

TheICT infrastructure reaches as far as staff members homes—i.e, thereisthe basis for tele-
working from home.

» All staff automatically have free Internet access at home, with a private and a
company email address. At the moment, in the context of an attempt at an ADS. we
have one staff member linked to our net, but we have not yet created a dial-in
possibility into the network because there was no need.” (B6G2-11)

2.3.2. Character of ICT-usage
tools
MS Office programs are used as ,,tools’ in office workplaces.
organisation technology
Interna co-ordination and information transfer are supported by technical tools.

» My favourite example: Before, if | was away from the office for a day and came back,
there was a pile of memos — call that, call them. What do you do? You take the bits of
paper, put them to one side, and the way it goes, | open the window and they are blown
away and somehow you then forget about it. Today, | know when | come in | have five
e-mails: call, call, call, call, call, and | can’t throw them away.” (B6G2-6)

Alongside the dectronic filing, the definition of a sandard homepage for rapid design of smple
customer web sites should also be classfied as organisation technology. Further, the centra
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address adminigration supports the rapid digribution of information, which however is
sandard in connection with eectronic communication.

communications medium
Maost communication between the individud locationsis dedt with by e-mall.

» It is just a matter of speed. If you have to work together a lot, then you have the
problem, | ring up at Z. and want to speak to Mr R. ‘Sorry, he's on the phone’, you
know that. That’s natural, if you're on the line, he can’t help it, he’stalking. And so it is
often easier, if | don't writealong ‘Dear Mr ... but here thereal strength of such an e-
mail shows. | write three sentences: ‘ Ring customer Huber about a new homepage.” And
the telephone number. | don’t need to explain anything, because we both know the
story. That's how far the communication goes, and that makes it really efficient.”
(B6G2-6)

Interndly, too, a the individud locations, emall is usad in an innovetive way to didribute
information in the shortest possible time.

» What is always theoretically discussed is reality here. If | schedule a business meeting,
then that’s an email affair. Then | don’t send an apprentice and say, here’s a mail, but
because we are continuously online it is no problem. We have an internal netserver, so
internal mails are delivered immediately. Even if | say, the meeting starts in five minutes
and | can’t make it now, then | quickly write an e-mail, put it off for another half-hour,
and | know everyone will come.” (B6G2-6)

The exception here is more extensve information which cannot be presented smply. In this
case the basic information is sent by e-mail and details cleared up personaly or on the phone.

Otherwise, the other tasks require agood ded of personal communication (e.g. support, web-
Ste design, feedback from customers). These processes can only be supported by technology
to alimited extent.

2.3.3.  Optional: other interesting aspects

Owing to the network character and the spatid digtribution, the case study is particularly
interesting for questions of the interaction between ICT and organisation. Here it is apparent
that new technology is not only of greet vaue for internd communication and agreement, but
also for appearance towards customers. However the technical potential cannot be seen as the
cause for the choice of the organisationa form of the network. This would have heppened in
thisway in any case, because of regiond policy and other congderations, even if one must dso
concede that the idea of tele-working and the technological component that goes with it also
played amgor role in the regiond initiative from the beginning.

24, Characteristics of TP and processes of technical and organisational change

As a supplier of technica services, technologica change is very important for the case-study
enterprise. Technica innovetions have thereby to be quickly adapted to and the requisite
qudifications for their use ensured. For some of the employees, their own use of the
technology in their private sphere provides the basic knowledge required. Above and beyond
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this, learning processes are important in particular for support, as here it is dso a question of
experientiad  knowledge. The spatid and socid proximity are important prerequisites for
successful training on the job.

Organisationa changes have been necessary in some areas owing to the rgpid growth of
customer demand and the associated increase in taff numbers. For the , service provider”, the
legp from three to 12 staff and the associated spatia separation into severd offices led to the
need to introduce organisationa structures.

» uddenly there are 12 people goread over three offices — four including the secretary’s
office — | want to transfer a call, he isn't there, | don't know where he is. So it was
necessary to set up at least minimal structures, like an in-out list, like a calendar, which
people fill out, like a genuine weekly business meeting, where people sit next to each
other and say, this week this and that is planned, because it is no longer possible to do it
any other way. This was the main pressure that came internally. The growth itself was
an external pressure, because we were working to capacity.” (B6G2-11)

2.5. How to explain TP: business logic, institutional context and internal dynamics

In the telecommunications service provider branch it is to be expected that a correspondingly
advanced technica infrastructure is to be found for interna processes too. Thus in particular
the use of emall for internal communications is correspondingly the usud practice. The spatid
divison of the enterprise units makes eectronic communication gppear even more important.
Communications between the provider and the ,,service provider” are ,,up to 99 per cent by e-
mail”, according to the manager of the latter. (B6G2-5) Others emphasise the necessity of
complementing this over the telephone if there is something to be clarified.

Even if work has in some areas become independent of location, home tele-working gill plays
asubsdiary role. The link between the enterprises and the region is also part of the business
drategy: the spatid and socid proximity to the customers is used as a competitive advantage.

The indtitutional circumstances are very important for an understanding of this case. After al,
the foundation of the Internet provider, the tele-offices and the service provider enterprise,
goes back to regiona policy initiatives. Public subsdies and public contracts are the
prerequidite for the exisence of the tele-offices in particular. The connection to politica
ingtitutions and the commitment to regiona development are important festures of the company
network. Againg this background it could be argued that the information and communications
technologies do indeed facilitate the spatidly distributed work in a network structure, but
cannot be seen asthe cause of this specific form of organisation.

3. Consequences for ,,Social Exclusion” and ,,Social Integration”
3.1 Employment: job losses and job gains

In the Sructurdly wesk, rurd region the shortage of ICT specidigts that the companies face is
not surprising. It is difficult to get experienced, qudified personnel, among other things because
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it is not possble to offer them high wages. School-leavers are therefore taken on and
apprentices are trained.

. -..who simply at home have more idea of computing than some HTL [college]
leavers. And those are exactly the ones we pick out for ourselves, but they don’t want to
go to school. They say, | want to get into working life. And we tell them, with pleasure,
we are giving you the chance to work in an innovative company ... And | have to say,
now with experience, that is the best you can actually imagine.” (B6G2-2f)

3.2. Changing work: tasks, tools and skill requirements

3.21.  Changing work and tasks

Alongsde business management tasks, the following job areas are significant in this case study:
technology, customer support, marketing and design of web dtes. Like the technology or
sarvices on offer, the jobs are very young. To this extent, no changes resulting from
technologica change can yet be established. For our study, it is rather the challenges these
activities pose that are of interest as such.

3.2.2. Changing skill requirements

In customer support it is a matter of having a comprehensive knowledge of possible problems
that could crop up a the customer’s. This involves technical expertise, which however can
only be redised in association with experientia knowledge. There are thus chances for
employees who are able to gather experience as private users and above dl in the enterprise
training process. In customer support, as in technology, the constant exchange of experience
with other people is very important. Here private as well as professond persond networks
are an advantage. As awhole it is indispensable for technology and marketing dways to be
date of the art. In web-dte design, dongsde graphics kills, it is important that one can ,,get
on well with people . Customer contact is of magor importance and thus dl the abilities
necessary for successful customer support.

Access to the new workplaces is relatively open; certificates are not accorded any great
sgnificance by management. However we noted a very high leve of forma qudificationsin the
company. Many saff have graduated from vocationa colleges, business college or universty.
More serious consequences than the lack of forma qualifications may be ,, unsuitable’ persond
characterigics. Anyone who doesn't fit in with the team, that is, who is not accepted by the
others, or who displays too little will to work, will not keep their place in the company for

long.
33 Changing employment relations: employment security, terms and conditions

In the core areas of the enterprise, Saff are employed on the basis of employment contracts
and enjoy the usua socid security that goes with this. Employment security is high. Alongside
this, however, there are o activitiesthat are carried out externdly: ,, We farm a ot out. We
put out a lot on contracts for services, i.e., the whole training, that is all farmed out to
three secondary-school teachers. Or data input, for example, there we have our
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housewives who tap in our addresses. So we attempt to farm out all work that is not too
highly qualified.” (B6G5-3)

The network is thus supplemented by , flexible’ workers who enjoy no socid security on the
badis of this activity. Asarule it involves secondary jobs for well-insured employees, asin the
case of the secondary-school teachers, or margind employment of women, who are manly
active in the household and presumably jointly insured as dependants of their spouses.

34. Does ICT matter? The relative importance of ICT for social inclusion and
exclusion

Hardly any employment consequences of ICT can be derived from this case study. It has been
possible to creste additiona jobs in a structuraly wesk region through the establishment of the
enterprises described. Furthermore, through presentation on the Internet and entry into e
commerce, it has been made possible for the customers in the region to extend their business
activities. The experience shows, however, that the origina plans to bring work into the region
by founding atee-house or the tele-offices on the basis of ICT have not been very successtul.

The expectations that periphera regions would profit from technologicaly facilitated location
independent work have thus not been fulfilled. The companies, however, provide an important
infragtructure and service for the development of the region, and thereby offer employment for
some 20 people (in the areas covered by the case study).
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CASE STUDY 7 - BANK

0. Description of the Fieldwork

Interviews were carried out at the headquarters of a regiona bank according to standardised
guiddines. The sdection of interviewees was made on the basis of a preiminary discusson
with a member of the board. After evduation of the preiminary discusson, the sdected
interview partners were interviewed in two rounds. The discussons were carried out on the
bass of a guideine, recorded on tape and findly transcribed. The andysis and interpretation
were based on the recorded data, and additiona observations on site.

1. Description of the Company

1.1. Sector

It concerns an economicaly independent bank in the form of a public limited company, which
however is part of an Audria-wide (largely co-operative) umbrella organisation which takes
care of particular functions for al member banks.

12. Activities, products and production/business processes / Size: turnover and
employment / Customers and suppliers / Market and competition

The business sector of the bank being studied is limited to a particular, regiondly demarcated
part of the federd province of Lower Austria. Alongside its headquarters, the bank has 13
branches. The productsy/services offered include the whole range of payment transactions and
the further spectrum of usua banking services such as credit, leasing and factoring, deposits
busness, savings and loans business and insurance, securities and overseas business.

The customer spectrum reflects the regiond orientation of the bank, the main customers being
andl and medium-szed enterprises and private individuas. The competition Stuation in the
region is marked by three large regiond inditutions which have a an 80-90 per cent market
share. Alongsde this there are numerous Audtria-wide mgor banks. The advantage of the
regiond banks over the big banks lies in , continuous personal contact with our
customers’ (B1G1-3). The big banking busness, in contrad,, is primarily limited to large
companiesin the region or subsidiaries of large groups.

As it is offering its own Internet banking product, the bank studied is , relaxed” regarding the
introduction of new technology in the sector, under the catchword electronic banking, and the
new competition Stuation resulting from changes in customer behaviour.
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13. Workforce profile (Gender, Age, Educational profile)

In dl the bank employs 130 people at al sites, more than haf a the headquarters, where dl
back-office activities are located. 110 staff have white-collar status, and 20 blue-collar satus,
primarily part-time cleaning staff. Of the some 110 white-collar workers, almost 20 work part
time. Among the white-collar workers, the mgjority (over 60 per cent) come from middie or
higher vocationa schools (commercid college, commercid school). 50 per cent are women.
Sightly more than haf of the white-collar workers are employed in the front-office areg; eight
people are field representatives. The average age is 33, after ,, a relatively large number of
young staff” (B7G1-1) were taken on at the beginning of the 90s (1992/1993). Staff
numbers have been largely stable in recent years, with the exception of a few retirements
whose posts have not been re-filled.

2. Technological Practice (TP)

2.1. Organisational and cultural aspects

2.1.1.  Organisation - the core questions

The tasks carried out in the bank can be divided into back office and the front office tasks.
Alongsdethis, the fidd-work, that is, looking after customers on sSite, playsarole.

In the back office, the processing of receipts is an area where the work has undergone many
changes in recent years. Previoudy, receipts were processed by hand. Now the reevant
bookkeeping data are processed and saved eectronically. Every day the recepts are
recorded at headquarters on a scanner and the data filed in the system. Subsequently all

receipts have to be checked for accuracy at headquarters, i.e. the satements on the receipts
are compared with those in the system. As most customer receipts are il filled out by hand,
the leve of subsequent processing, using data masks, is very high, a 90 per cent. The receipts
from the individud branches come into the headquarters by courier every day. It takes four
gaff a whole morning to scan in the up to 800 receipts that come into the headquarters every
day (or 1200-1300 a the end/beginning of the month). The introduction of information
systems had led to no greet time savings in these jobs, as the recaipts from amost every
branch are now recorded and processed centrally. The afternoon is taken up with information
sarvices (follow-up research, customer and branch enquiries).

A second area where the introduction of new information systems has led to changes is the
front-office area. Here, tasks such as counting of cash, printing of statements and cash
withdrawas have been made increasingly cusomer friendly in recent years. Staff are
technologicdly chdlenged inasmuch as they have to acquaint customers with the new
equipment. Above and beyond this, the increased range of services offered have brought new
demands in customer consultancy. Internet banking in particular is a product that is to be sold
to the customers, as the interna adminidtrative work (processing of receipts, trandfers,
satement requests) is thereby reduced and on the other hand the running of the business can
be organised more efficiently. Further technological changes concern an extended range of
sarvices in the functiondity of the programmes used (better querying, faster preparation of
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data, better communication thanks to Lotus Notes), which however has not fundamentaly
changed the necessary qudification requirements.

Something Imilar can be seen with the outsde representatives in direct contact with
customers. Here, too, the additiona services are to be promoted, alongside Internet banking,
primaily telephone banking. In this tee-banking is differentiated from the usud Internet
banking (bookings over www technologies) inasmuch as in the former cases, with
(commercid) customers, software to support the processing of tasks (wage/sdary transfers,
trandfers to socid security and the inland revenue) is inddled on Ste. Here it is not necessary
to be online, but the processed data is only transmitted after the necessary preparation. Apart
from this, the software programs in this area have changed and outsi de representatives can call
up data — such as credit conditions and customer information — over the company intranet.
These activities do not however take place directly at the customer’s premises; there, datais
dill gathered in traditiond form. The use of laptops is indeed possible but they are not used,
because the hardware is severd years old and of limited functiondity. The access to customers
could change in coming years through the spread of e ectronic communication. At the moment,
however, only few customers have e mail, and above and beyond this, from the point of view
of the legdlity of sgnatures, submitting offers via e mall is not possible, and so the traditiond
post is used.

One business area that has very clearly fet the changes is the computer department. This is
respongble for the ingdlation and maintenance of hardware and software and for firs-leve
support both for saff and customers. Above and beyond this, in discusson with fied
representatives, tele-banking gpplications are directly indtalled at the customer’s. In technica
system questions internd training is offered and occasond database polling carried out for
departments. The computer department is here in close contact with the central accounting
centre, which is located in western Audtria and services dl the bank indtitute' s sites throughout
Audria. The desgn and maintenance of the bank’s own homepage, however, is not the
responsbility of the computer department. The technical infrastructure is likewise made
available through the centrd accounting centre, with the marketing department being
responsible for content.

2.1.2.  Organisation — background information

The forma dructure of the bank is characterised by a classca functiond organisation with
clearly demarcated spheres of work and a shdlow hierarchy. The sructure of the individua
departments is divided into fundamenta tasks such as personned, computing, organisation and
typica banking areas such as sales, credit adminigtration . . . Theindividua branches have their
own managers.

There is a high degree of specidisation in the departments. Only in the computer department,
which is aso responsible for company organisation and operations, are tasks to some extent
worked on as ateam. This gpecidisation goes together with a centralisation of individual tasks,
such as for example the scamning and correction of receipts. The automation of individua tasks
(credit contracts ...) takes place through the use of software products, as they are
, relatively complicated” (B7G1-11). For credit contracts, the data gathered by outside
representatives or front-office staff in the branch are required, and as a rule are transmitted
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electronicaly usng Lotus Notes. Further processing is then guided by the software system at
headquarters.

There is divison of labour above dl in the marketing of tele-banking to commercid dients (as
arule samdl and medium-sized companies) with the outside representative being responsible
for marketing and sales. The establishment, ingtdlation and support of the software packet is
subsequently undertaken by someone from the computer department, to some extent aso
directly at the customer’s.

Asfar as they represent Strategic decisions, technologica and organisationa changes are dedlt
with and decided on in working groups, which can sometimes aso include the whole sphere of
the umbrdla group (that means, aso with representatives from other federal provinces).
Decisons and planned changes are discussed at information evenings, which as a rule take
place every two months and at which the board, the branch manager and, when necessary,
departmenta managers take part. Individua advisory and service teams meet monthly to
exchange experiences. The information is then passed on to al workplaces by Lotus Notes.

2.1.3. Culture

The company culture is characterised by long-term, stable employment and abour relations,
which are dso strongly marked by the bank’s regiond roots. Changes have thus far not
resulted in rationdisation and personne reductions. The personnel policy ams for good
customer sarvice and the dogan ,, quality before quantity” (B7G1-2) expressesthe fact that
daff cuts are seen as a reduction in customer service. This is also evident in working hours,
with hardly any overtime having to be worked other than in the computer department, which
has been heavily dretched in recent years as a result of the Year 2000 change and the
introduction of new systems.

Although some of the staff work part time, management prefers a personnd policy of full-time
jobs, not least for organisational reasons. This could lead to the displacement of employees
with children. Occasiona examples of part-time employment can therefore be seen as the
exception to the rule of norma working hours.

The clear divison of [abour linked to the alocation of specific working content, though aso of
working tools, to some extent leads to problems for staff who wish to follow technologica

trends. As an example, the use of the Internet, technicaly limited to a few workplaces, can be
mentioned. On the one hand, there is a judtifiable business objection to ,,open access’ to this
medium, on the other, familiarity with the standard browsers in connection with a future change
of verson can make learning eader, precisaly with mgor sandard software providers. Above
and beyond this, a process of change in the choice of media in connection with customer
communicetion is foreseegble.

» We have Internet access in house, but we don’t have open access to it. That is, if you
need something, then you just go there and say, can | look at that page? Something that
IS very common is just not available. Independent e-mail is also not allowed. Thisisonly
possible through headquarters — I don’t know if this will work. That is, in this area, in
my opinion, thereisjust too little training. Too little training how this would work at all,
that | can send e-mails to a customer myself.” (B7G6-2)
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2.2. Personnel / deployment of labour

2.2.1. Skills and qualifications

Since contact with the customers is an important factor for the bank as a service company, in
the front- office areain particular, dongside knowledge of the job, the staff’s socid skills are of
particular importance.

In a several-years training programme al saff receive a badc training in the range of services
and the various services provided by the bank. The different products offered in the front
office here represent a particular problem, as,, actually one bank worker cannot keep every
product in their head” (B7G2-11). Thus, on the one hand, part of the required Staff
qudifications is to establish customers wishes through targeted questioning so as to be able to
pass them on to a speciaist department where necessary. On the other hand, they must dso
handle the bank’ s own software programs in order to be able to ded with customer requests
quickly. This means tha aongsde specidist knowledge of the product range, sufficient
computer skills are also a basic requirement.

One area that is acquiring ever greater sgnificance with regard to the optimisation of the
running of the busness is Internet banking. In order to achieve confidence in this area, the
company requires al saff to run ther own banking business through this tool. Workplace
monitors which can be used for these tasks are avalable to dl daff in their working
environment. The confident handling of the various software products here requires staff to
have regular dedlings with this, which in degling with new products, services and technologies,
however, islinked with a,, certain timidity” (B7G2-10).

, Here it has become clear that if the colleague does not actually use it and deal with it
intensively and continuously, once-off information or training istoo little.”

(B7G5-6)

In generd, ICT sKills, starting with the use of standard software products, through electronic
communication and up to browser use in the Internet, are seen as the basic preconditions for
daily work. According to the departmenta manager, staff should therefore dso have a PC at
home in order to acquire the necessary skills and reduce their uncertainty.

The use of further new forms of automation has led to multiple changes in the banking sector.
The introduction of cash points, receipt printers, coin counters etc, on the one hand cals for
gaff to know how the equipment works, on the other hand, above dl older customers have to
have the equipment explained to them, and this, as is often emphasised, ,, not once but
umpteen times” (B7G2-18). Here, dongside technical specialist knowledge, above al socid
elements come into play.

,1 don't need to tell a young customer; he wants to @ it himself. But a rather
conservative or older customer, who actually wouldn’t like to do it anyway, | have to
show x number of times! It doesn’'t work any other way. Here, | don’t think you need
staff who have a complete training — this is my personal opinion. | don’t want to be
premature, but here it is important that I am friendly and can deal with people. | don’t

mﬁa\ FORBA Research Report 2/2000 76




Lower Austria: Case 7 - Bank

need to be a securities specialist. But | have to get across how he can make it work and
—thisisimportant —why he should do it.” (B7G2-18)

Similar demands can be seen in work in the field. Here too, aongside knowledge of product
diversty, specidist knowledge is cdled for, above dl for the sde of new software products
(tdde-banking) to commercid customers, linked with basic technologica knowledge. How
extensve specidigt technicad knowledge should be, a what point the specidist department
should beinvolved, is here ill undlear.

» YOu also have to say that the customer consultants in principle don’t want to get
involved with that at all, because they just say we are here for sales and don’'t want to
be some kind of computer specialists. But they need it for the application.” (B7G5-6)

Receipts scanning primarily requires accurecy, it was emphasised in the interviews. The
technical demands are eadily learnt as the products are user friendly.

A ill that is of increesng importance, but a the moment only employed very variably a
individua workplaces, is use of eectronic communications media The wide fidds of
application and the recessary kills for this, from smple acquistion of information (reading a
circular) to communication with branches and customers, will lead to increased demands on
the gtaff in coming years (acquisition of media skills), as has aready been seen other sectors.

2.2.2.  Training

Traning largdy tekes place through the associaion’s own training establishment, an
,academy”. A comprehensve ten-seminar foundation course, which in the past was only
prescribed for particular jobs, is in future to be taken by al employees. Alongside banking
seminars such as , financing” or ,,securities’, this foundation course aso includes persondity
seminars and sdes training. These seminars run over a period of gpproximately five years and
more or less form an internd training quaification usua to the sector. Information systems are
making themsdves felt here too. Before each seminar, staff have to prepare themsalves using
sf-study programmes (on the basic courses, i.e. not on persondity seminars), which is
supposed largely to take place a home. The precondition for participation in these seminarsis
the successful completion of a computer-supported multiple-choice test.

Alonggde this ,foundation course’ there is dso a range of internd and externd training
messures which can be adjusted to the respective specidist departments. For external
pecidig courses it is usud to alow participation by one staff member who then at the same
time has the job of passing on the new knowledge within the company.

Alonggde traning in such things as tdephone kills, information and communicetions
technology plays amajor role here. An interna training room with PC practice places with test
programs to practice degling with the various software products is available for this. This test
environment, however — it is the unanimous opinion — can only provide the starting impetus.
Subsequently for complete familiarisation, it is necessary to ded with the software programs
regularly, to use them in the daily working environment, which as mentioned above is difficult in
some areas as one has to overcome colleagues' timidity in using these tools.

Internet banking can be mentioned as an example here, where the company’s ,wish” isthat dl
gaff should adso use this product for their own accounts. However there is no reflection on the
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difficulties that arise or the inadequate infrastiructure, and a management level not everyone is
in the same boat in this respect.

» | would by no means stipulate this for a member of staff, because the waiting times are
so long. | have already spoken with the computer department and they told me in no
uncertain terms that if there are codeable receipts then please pass them on in this form
straight away. Thisis cheaper than Internet banking.” (B7G8-6)

»Leaning by doing” is aso seen as very important for eectronic communication usng Lotus
Notes. On the one hand this medium currently has an information character, and on the other
hand to some extent tasks like holiday applications, attendance and work books are filed in
databases. Lotus Notes is thus atool that will acquire greeter importance in future, dso in view
of increased communication with customers.

Mutual support plays a mgor role in day-to-day learning. Experienced gaff show the
inexperienced how to use the various information and communications systems in specific
working Stuations.

2.3. ICT-Applications: ICT as tool, automation and organisation technology and as
communication medium

2.3.1. ICT infrastructure and applications

Daily tasks are characterised by the use of awide range of information and communications
technologies. The various branches are linked through a client/server network. In dl, more
than 15 different software products are used. On the network structure it should be mentioned
that the total dita storage takes place through the association’s central accounting centre,
which is ds0 respongble for the technicd infrastructure in connection with Internet
presentation of the various Sites.

Standard software is used for office automation, which is important in everyday
correspondence above dl with the customers. Lega contracts, however, ill have to be in
written form.

In personndl adminigtration, in bookkeeping and controlling, the modular standard business
product SAP is used, with the gpplication and the data here too being physically located in the
accounting centre in western Audtrig; the bank studied uses this provison for carrying out
various tasks, however.

There are three scanners available for scanning in receipts a two locations (the headquarters
and one branch). The subsequent processing takes place at four monitor workstations at the
headquarters.

Lotus Notes is used for internd company communication, though aso for some database
gpplications. Examples of database applications, the logic of which support company
operations (workflows), are the overview of absences from work, holiday administration,
working handbooks, job descriptions and organigrams.

As dready mentioned above, two Internet gpplications are maintained, which have likewise
led to a noticeably more efficient organisation company operations. On the one hand, Internet

mﬁa\ FORBA Research Report 2/2000 78




Lower Austria: Case 7 - Bank

banking, a www-based product which facilitates account activities such as transfers, statement
requests etc. online through the usua browsers. On the other hand, there is telephone banking,
in this case with software being indaled locdly a the customer’s premises — as a rule
commercid customers — with which account activities such as wage/sdary trandfers, payments
to the inland revenue, socid security, etc can be prepared and then transmitted online as a
batch.

In the company’s intranet, above and beyond this, the necessary databases are available in
order to obtain current company book queries, customer information or share prices.

2.3.2. Character of ICT-usage

Information and communications systems are employed in varying shgpes and forms in the
bank.

The use of scanners to eectronically prepare receipts so as subsequently to control data
transfers and money flows supports processes previoudy associated with more personnel
effort and a large amount of writing. This was primarily the case because the mgority of
receipts data-input/recording did not take place centraly as it does now, but had to be
prepared in the individual branches.

Data collection is as arule carried out on the basis of data sampling, which means that not dl
the receipts information is recorded. Some information, such as for example the purpose
(reason for the transfer) is not recorded. A picture of the receipt is saved, however, and then
transmitted to the various banking ingtitutes through the centrd office. The bank thus saves the
previoudy usua despatch and postage costs, with the exception of the branches incoming
receipts. There is no additiona personne effort associated with eectronic communicetion, as it
can be automated.

Various database applications have the character of information and communications system
tools. Employees no longer have too look through files, but can often execute software-
supported searches. Examples here are the investigation of unclear account movements
(purpose of transfer not clear . . .) or customer data needed for credit agreements.

In the organisationd linking in of the activities of field representatives, the attempt is made to
use information and communications systems to optimise operations. The necessary data have
to be entered into a database application; systematic support is provided for the following
gages. In the meantime, this kind of access to data and information saved in eectronic form
has come to represent an indispensable component of work without which many activities
could no longer be carried out at all.

» Yes, | need it [the PC] everywhere. | need it for each query of customer accountsin the
securitiesarea . . . S0 if the computer isn’t working for half a day, | can tidy up my desk,
but not solve very much because | don’t know what'’s at the bottom of it if | can’'t see a
customer account, have no balance, no conditions. It is THE tool! What can | do without
a PC? Well, | can't do anything.” (B7G6-7)

Some workflow applications used primarily in association with Lotus Notes can be described
as advanced. Holiday planning should be mentioned as an example here, where staff make
entriesin Lotus Notes which are then automatically passed on to the responsible superiors.
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Above and beyond this, the technica centralisation of core tasks, such as for example data
gorage or the www presence through the Austria-wide accounting centre, supports the
optimisation of company operations.

The Internet, which will be of mgor sgnificance for work in the banking sector in future, is
used in different ways in the bank studied. Thus, in one subsection, already proven services of
another bank in the same umbrella organisation are accessed: ,, buying and selling securities
in the Internet.” (B7G1-3) Two www-based possihilities (Internet- and tee-banking) are
avalable to customers to initiate account activities themsdves, which are subsequently
executed steered by the software. On the other hand, direct communication with customers
through exigting technology has not yet been completely exhausted.

Here, too, however, the problem comes to light that anyone who does not ded with the
technology regularly has difficulty with the operations required.

» Inside the department, for example, we have the problem that we need tele-banking
once a month because we pay the local council tax by tele-banking. We have automated
it. But if you go into that once a month, you need a crib note each time so you know
how it works again. So they may say that’s user-friendly, but if you are not working
with it continuously any technology isa problem, | think.” (B7G5-5)

There will certainly be further changes here in the coming years, with the bank studied, which
is part of asmdl ,,market participant”, profiting from the experience of the ,,globd players’ but
aso being chalenged to make new services available to its own customers itsdf in order not to
suffer amarket disadvantage.

» We are simply lagging behind in computing. That has to be said. As we are more or
less the first sector, it cannot afford these developments, to push forward, because
development costs a lot of money.” (B7G6-5)

Communication with customers by dectronic media plays hardly any role in the bank, dthough
the technica possibility is available. The reasons lie on the one hand in the management, which
has so far not promoted this form of customer contact. On the other, however, thereisaso a
certain timidity in the application of computing on the part of the staff. Finaly, the absence of
controlsin senditive issues such as granting of credit, dso impose limitations.

3. Consequences for ,Social Exclusion” and ,,Social Integration”

3.1 Employment: job losses and job gains

The employment Stuation in the bank has proved reatively stable in recent years despite the
organisational and technologica changes. The bank has been spared the market pressure felt
by the big Audria-wide and internationa banks. One reason may be the regiona security of
the geographicaly restricted customer base and the customer relations built up on the basis of
long-term trugt. This bags of trust is aso found among the saff. Among this are the socid
benefits, which in banks have dways been above average. Examples can ke found in the
weekly working hours, additional wage components and further training measures. The oft-
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quoted human resources are highly rated in the bank. The ratively large core staff, however,
sgnificantly redtricts the opportunities for promation or switching jobs within the company. At
the moment, total staff numbers are faling dightly through naturd wastage (retirements), as
these posts are not being re-filled. Posshilities for change primarily occur if employees
occupying important posts leave the bank. This happens above al because, on account of the
low average age, podtions in the hierarchy have been taken and there are hardly any
promotion opportunities.

A possible problem area, which may however have its course in organisational questions, is
the possible excluson of women with care obligations. In the past, the opportunity to work
part time has repeatedly been an issue, which above dl threw up organisationd questions in
relation to the divison of labour and became a problem for women returning from parentd
leave. And this despite the fact that more than 15 per cent of employment in the white-collar
areaison apart-time bass.

3.2. Changing work: tasks, tools and skill requirements

Staff see themsdlves faced with numerous technical and organisationa changes. The increased
importance of dectronic communication and the Internet has found its expresson in new
products and changed organisationd processes. In most jobs this has led to the introduction of
new tools and increased qudification requirements. Changed generd economic conditions
linked with an increased range of services cdled for increased flexibility by the gaff. Thisis
aso one of the reasons why the severd-year training programme, previoudy limited to
particular groups of employees, will in future have to be taken by dl white-collar saff — on the
one hand to raise forma qudifications, and on the other to improve the staff’ s socid skills.

One group of personnd who may experience greater change through the technica linking in of
the customers are the field representatives. If a large part of the tasks (credit preparation,
information on insurance or savings and loans) can be technologicaly supported by Internet
goplications, and if this is caled up by the cusomers themsdves, then under-employment
could arise here, which could bring organisationd decisons in its wake. The extent to which
fundamenta changes will arise here in the coming years depends above dl on customers
Internet activity.

3.3 Changing employment relations: employment security, terms and conditions

The banking sector has traditionally always been a secure employer. In recent years, above all
as a result of technological innovation and the socid establishment of the Internet, mgor
changes have emerged which mean that many jobs no longer gppear secure in the coming
years. The farming out of activities directly to the customers (printing of receipts, trandfers via
the Internet, withdrawals from cash points, in-payments to automatic tills) means that tasksin
the front- office area are being reduced.

In the bank studied, which sees its strengths in its regiona orientation, these technologica
changes are indeed covered by the services offered (Internet, telebanking), but traditional
busnesswith customers continues to be of great importance, so there is dtill job security. Only
one field worker noted in the course of a discussion that his activities could in future be carried
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out by externd consultants, as is increasingly being pursued in the barking and insurance
sector.

3.4 Does ICT matter? The relative importance of ICT for social inclusion and exclusion

As indicated by the above destription of activities, information and communications
technology is playing an ever greater role in the adminigration of daily work. Above and
beyond this, the introduction of technica equipment such as cash points or cash-counting
machines, has led to reduced customer contact.

Nevertheless, no displacement effect could be seen in the regiond bank studied. The
employment Stuation remains stable. On the other hand, however, with the exception of one
additiona computing worker, no additional jobs were being cregted.

The utilisation of the products employed has not posed any mgor difficulties for the staff
interviewed, athough it was repeatedly mentioned that the use of these technologiesis ,,lagging
behind” in comparison to leading enterprises in the banking sector. It is hard to estimate the
extent to which fundamental changes are to be expected here, as most customers (private,
regiond smdl and medium-sized enterprises) till carry out their banking businessin traditiona
ways and make little use of new information and communications technology (tee- and
Internet banking in particular).
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CASE STUDY 8 —ELECTRONICS AND
TELECOMMUNICATIONS

0. Description of the Fieldwork

The fiddwork for this case study included tours of the company, workplace observations and
seven detailed interviews. The following groups of people were available to us as discusson
partners: the personnel manager, a production manager, the computer processing manager, a
product developer and a person responsible for logistics. All discussions took place in an open
atmosphere and were very informative. They were al tape-recorded and fully transcribed. The
written verson of the interviews formed the bagis for the interpretation and evauation.

1. Description of the Company

1.1. Sector

The company is a manufacturing and development enterprise in the eectronics and
telecommunications sector.

12. Activities, products and production/business processes / Size: turnover and
employment / Customers and suppliers /Market and competition

The company manufactures both cables and inductive congtruction eements as well as mains-
adapter plugs, and niche products for guidance and drive technologies. In 1991 it was spun off
from an internationa group as until then a pure production plant, and set up as an independent
enterprise after a management buyout. Because of the low wage costs, two production plants
were set up n the Czech Republic, which tedtifies to the continuous growth in the fied of
adapter plugs. Even though these stes were initidly only conceived as an extended workshop,
they are now being progressively developed into independent production plants. Product
development, however, remained at the Audtrian Ste. The central Stores, Stuated at this Site,
will possibly be relocated to the new sites, as manufacturing will be stepped up there in future.

Production is very customer specific, which makes itsdf fet in smdl order Szes and high re-
tooling times, which however aso represents one of the company’s dsrengths The
development of new products and the shortest possible processing and ddlivery times are the
main deciding factors for the company’ s success.

The enterprise has a single-owner sructure, with the owner aso being the sole managing
director. A trust has been st up between the operative management and the managing
director.
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13. Workforce profile (gender, age, educational profile)

The company employs some 650 staff, with approximately 170 employed at the main Ste and
some 480 at the Czech sites. This dso illudtrates the rapid growth of the company: at the time
the company was spun off / set up, it had a staff of only some 240. This development has dso
had direct effects on the age structure of the staff. The Audtrian location is Saffed largely with
younger employees. In management, this lack of a higtoricaly developed age structure of
experienced and younger staff is seen as a problem, among other things with regard to passing
on experience.

2. Technological Practice (TP)

2.1 Organisational and cultural aspects

2.1.1.  Organisation - the core questions

The decison-making processes are very heavily influenced by the managing director and
owner, who has a management committee made up of specidists and managers a his disposd.
With regard to company structure, finance, personnd, operating, quality control and marketing
with the associated project management are directly subordinate to company management.
The areas of technology, distribution (inductive components, mains adapters and eectric
assembly units), and cable sysems are subordinate to the marketing department. The
organisation is run on a patriarchd bads, thet is to say decison-making power rests n the
hands of the managing director. However, only in the rarest cases does he assart his directive
powers againg the interests of the managers and specidids. At the same time the organisation
represents an ad-hoc organisation, as activity is more purpose-related rather than aong
drategic guidelines. The background for this development should be seen in the extensive
influence of the owner on the one hand, and a dynamic of being driven to recognise market
opportunities on the other.

2.1.2.  Organisation — background information

The operations organisation is essentiadly determined by processes linked to development and
production, which are continualy monitored by operations management. At the moment, lower
and middle management commutes between the dStes, as until now there has been no
operations management at the extended workshops, but only adminigtrative work is carried
out at the gtes in the border areas. The establishment of newer areas, such as logigtics, will
lead to company concepts and processes having to be developed or optimised in order to
cope with the continuous market pressure.

The congtant market pressure and the rapid development of the company also leads to it not
being possble to prepare decisons in the long term on the basis of drategic considerations,
but meansthat they are heavily influenced by day-to-day events. Above and beyond this, there
is great lack of trangparency a the moment concerning responghbilities in particular aress, as
there no explicit agenda for organisationa development or strategy formation is defined. The
monthly meeting between the company management and the experts may not necessarily be of
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assigtance here, asalot of work is carried out by people wearing two hats and the completion
of some tasksis exclusvely due to the digproportionate commitment of the steff.

The latter can be explained by the regiond particularity, i.e., the fact that the company is not
Stuated in a core-industry area, but rather represents one of the region’s biggest employers.
This is one reason why many daff voluntarily display digproportionate commitment to
maintaining the ste and company competitiveness. According to statements in the interviews,
this commitment to some extent obscures the problem of a generaly tight and overstretched
personnel cover, but resultsin high pressure of work and performance.

A further characteridtic is the high densty of communication between the company units and
among the dtaff, as meshing of activity between marketing, saes and project processing
demands congtant interaction because of the rapid customer-friendly processing. Above and
beyond this, on customer-specific products customer requirements are also to be negotiated in
the team. ,, They are thus constantly in competition with Chinese manufacturers. Thus,
they have to be absolutely state of the art technologically and in switch technology,
otherwise they can’'t keep up, because as soon as a competitor saves a component and
uses a different switching technology, he has his nose in front. And so, as it seems, we
now have our nose a little bit in front. In order to meet the prices customers demand for
mains adapters .. . i.e. if Nokia now says, | need 80m mains adapters per year, then
they can more or less imagine the sort of pricing pressure that gives rise to, and the
technological possibilities that will be tried here in order to get the business with lower
prices. And they are constantly under this pressure not only in the area of enormous unit
numbers, but also in the area of intermediate unit numbers.” (B8G3-3f)

2.1.3. Culture

Culturd aspects of company organisation can aso partly be explained by the history of the
company, as an independent company structure has only been necessary since 1991, and
management in the direction of independent further development actudly only since 1996. The
parent company from which the management buyout originated ensured orders for the
company for a very long time. As a result, the company had a long time to develop its own
independent product range. Above and beyond this it was not successful with its first own
products, but only achieved the breakthrough into the mobile-phone accessory market with
integrated mains adapters. On the one hand this had the effect that high-quality products could
be developed in peace and quiet, i.e. from within, and that for along time there was no red
market pressure for the introduction of independent and competitive products.

Now, after some four years presence on the market, the costs spird is beginning to turn, that
is, the company is congtantly having to produce more chegply and in large quantities in order
to maintain its competitiveness, not only technologicaly but in its price structure. The pressure
this has created for the organisation to adapt to changing market circumstances precipitates
frequent organisational changes which are often based on decisions taken on impulse by the
owner. At the moment the company is on the verge of a modern company culture to be
caried out from an integrative viewpoint, with it sill being unclear how much of the current
company culture can remain.
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2.2. Personnel / deployment of labour

2.2.1. Skills and qualifications

There are 650 workers in the company, 170 of whom are employed &t the Ste in the region
and 480 a the outlying dtes, predominantly active in production. At the Audtrian dSite, the
number of semi-skilled production workers has fdlen from the origind 180 to approx. 60,
while in the largely qudified white-collar area there has been a doubling, from approx. 60 to
120 employees.

There are hardly any problems in filling middle and lower white-collar postions from the
regiona |abour market, as the region has appropriate vocationa higher technical colleges.
Because of the outlying postion, however, there are difficulties in filling of top positions and
Specidig functions.

2.2.2.  Training

Training in the company displays the characteristic feastures of SMES. Training is purpose-
driven and reduced to the absolute minimum. Although as an |SO-certified enterprise the
company draws up training plans for each year, the practicad demands mean that these are
often abandoned.

Brief user training is usudly carried out in relaion to ICT. The development of other killsis
largdly left to the saff themsdlves in the context of learning by doing. Wesknessss in this
approach however are recognised by management, too. ,, | miss that a bit —training in the
sector. | think | do certain things in Excel that | could do better or more quickly with
proper training.” (B8G3.12) Many people dso use their spare time: , | just do it, if
something new comesin, so that | sit here for four hours on a Saturday and play around
with the software. It's possible to learn it for yourself.” (B8G3-13)

2.3. ICT applications: ICT as a tool, automation and organisation technology and as a
communications medium

In computer equipment the company is not oriented on the fastest possible introduction of the
latest developments, but rather takes the route of utilisng and developing tried and tested
systems for as long as possible. At the respective sites there are local networks linked by
satdllite, as there is no gppropriate terrestrial connection with the border regions. De facto
there the gpplications are divided into two worlds: The production planning system, which is
host-based and is avallable for feeding in planning and working data. Above and beyond this
there isalocd PC network (LAN) which at the same time is used for adminigtration, quality
management and other miscellaneous operations. Internet access is sdective, only for saff in
particular aress.

The production planning system is based on a specid solution from a software house, which it
is intended to discontinue in the future. The PC-LAN world on the one hand has CAD
products and, on the other, Office products including e-mail. Special workstations are
employed in the CAD ares, as not only representative functions, but also congruction and
gamulation features are employed in development. Here the agpplication of technology is
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predominantly as a tool. The generd drategy is to buy in standard products which are then
customised. This strategy is pursued both in production planning and in dl other departments.

E-mall is incressangly being usad as a communications medium in the fied of internd co-
operation. ICT as an organisationd technology plays a role above dl in networking with the
Czech production Stes as well as in running projects and in sales. The utilisation of ICT is
targeted; the solutions have developed so that, in close co-operation between management
and the computer department, it has been possible to buy and successfully customise solutions
that have dready been market tested. Regarding product development, this takes place in tune
with market demands and where necessary employs innovative products in atargeted way.

The adminigrative saff do indeed have dl standard products for office support, but receive
hardly any support in the customisation of these tools in order to develop working support
gppropriate to the workplace. The implementation of workflow management solutionsis being
consdered to automate organisational processesin future.

24, Characteristics of TP and processes of technical and organisational change

The form of introduction of technologies dready outlined has a tradition, dthough the
development of the software has been characterised by a number of technologica legps. In
1993/94, a Novel PC network was set up, the advantage of which lay in the centrd data
dorage and was therefore not immediately perceptible on the part of the user. In office
communicetion above dl, the terminds at the periphery were able to transmit and receive data
to and from the host by means of termind emulation. Something Smilar took place in 1997
when the NT network with a TCP/IP link to the host first permitted distributed processing at
the data storage level. The ste connection in 1997 made it possible to operate the whole
enterprise on anetworked basis across sites and by means of terminas (with a host-link).

It is worth mentioning with regard to TP that outsourcing has been and is primarily used in the
devdopment of ICT, and thus there is a minima number of specidigs avalable within the
company. Thus, for example, two computer specidists are sufficient a the Ste. These aso
have other responsbilities a the same time, so that they are not exclusvely available for ICT
issues. The Internet link was set up a the main ste in 1998. Email was then introduced in
1999 with a full ste-connection on a PC-LAN bass, so that with the aid of an exchange
saver eemal is now used as the communications medium throughout the adminidrative
branch.

The medium caught on within two weeks without any employee explicitly having to receive
training at their workplace. Rather, the opportunity of eectronic communication was taken up
by saff independently and enthusiasticaly. Alongsde pure data storage, we can thus now
gpeek of a communications-oriented ICT culture, with the introduction of externd and interna
links through the Internet and e-mail being decisve events for the staff.

The initidly PPS-oriented solution (host) has extended in the direction of total-company
information management and system, o that the wage and sdary accounting, financia
bookkeeping and the materids management now runs on the host. According to those
responsible, outsourcing has generaly proved itself through the appropriate adaptation of the
sdler or developer, so0 that responsbility for the end-user can be taken care of within the
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company itsdf. In future, owing to higher Internet frequencies and band-width requirements,
satellite transmission will be replaced by other solutions.

Precisely for the very customer-friendly manufacturing in important sub-sections, the use of
ICT has in the meantime become an indispensable basis without which it would not be
possble to mantan this type of production: ,, We now have these communications
possibilities which help us enormously. Speed, speed of information, is the absolute
trump card. If they get information quickly, can pass it on quickly in-house, then they
prevent additional costs, and from my point of view even loss of quality, and so on. In
general, | think that the flow of information is on the one hand very necessary, but on
the other hand, | have to say, it also involves a certain danger. But for us speed of
information is incredibly important. That is, that the information from the market, from
our customers, can be distributed very quickly to the positions responsible in house, so
that the speed of reaction etc. is raised. So in future, it won't be the one who is better
who wins, but the one who is faster.” (B8G3-4)

At the same time, however, various interview partners in the company indicated that internd e-
mail communication had dso led to an unmanagegble flood of information, which in some
sections has resulted in aloss of efficiency. Reducing dedlings with ICT to the necessary leve
IS seen as an important problem. These statements clearly show that from the point of view of
the user and those responsible, the speed of information exchange is gppreciated.

In sdles and marketing above dl, these dangers are not limited to internd communication, but
can dso lead to severe complications in customer contact. The danger, above dl in dedings
with customers, shows itsdf dramaticaly in accesshility problems, which sgnifies an important
organisationa change caused by technology:

» It is a catastrophe when | listen to our sales engineer over there [meaning in the U
during breakfast, who in principle does nothing for an hour except listen to voice mails
and then send voice mails. In some circumstances it takes three or four weeks before he
can speak to this woman or that man personally. So it's a catastrophe. People sit at
their desks and have the voice mail turned a, otherwise they would be continually
interrupted. So thisis the quintessence of the whole thing.” (B8G3-7)

In new contacts, the sales staff thus gets no answer at al in up to 20 per cent of cases,
athough contact has demonstrably been established by means of voice mail. Making contact
thus forms the actud problem as, despite new information technology, the reevant person
cannot be reached. Setting up persond contact thus takes centre stage and becomes the main
activity in sdes. Asaresult, one member of saff believes,, the dlip of paper is coming back’
(B8G3-7), as information that can be sent in written form is presumably picked up more
reedily, and then only if it is kept very brief, i.e. a maximum of five sentences. Only then can
the necessary ocontacts be made. According to this the congtant cultivation of customers cdls
for increased efforts. ,, So in future it will also be necessary for the people who ded with
the countries or deal with the customers, to cultivate them continuoudy.” (B8G3-10)

Findly, the build-up of information shows itsdf as an organisationa change in the sense of an
information hub in the sdles area ,, The salesperson of the future will thus no longer be a
sales person, but an information centre: the faster they get information and the faster
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they can convert information into sales-promoting measures in the company, the
quicker they will be successful.” (B8G3-5) The indalation of workflow sysemsisseen asa
further assstance to the successful handling of orders both in order to reduce sequentia
working-off time aswell asto use the system actively for qudity control.

In the application of technology, it has been shown that both schooal training in computing and
contact with computers in one's spare time makes employees use of ICT eader, with the
basi ¢ readiness to work with computers being regarded as independent of age. Asareault, the
way in which they perceve the application of technology is essentialy dependent on
employees themsaves. Company technological practice is characterised by the fact that
software is adopted for ease of use, that is that the organisation switches over , by itsdf 7, as it
was possible to show in the case of reporting, where ultimately the organisation manages
without paper in some areas. The introduction of workflow management, too, is intended to be
technology-driven, tha is, that the process definition should only be undertaken with the
introduction of the technology, and indeed, together with the technology manufacturer and the
expertsin the company.

3. Consequences for ,Social Exclusion” and ,,Social Integration”

3.1 Employment: Job losses and job gaines

As has been mentioned, the losers in the development of the company are unqudified Austrian
workers. For reasons of competition and cost (condderable wage differentids), labour-
intensive production was transferred to the neighbouring Czech Republic immediately after the
establishment of the company. It was possible to make good some of the job losses in Austria
through the expanson of the company. The newly created jobs relate predominantly to

qudified white-collar postions. These are mainly occupied by mae workers.

This exchange or loss of jobs has no connection with the introduction of information and
communication technology.

3.2. Changing work: tasks, tools and skill requirements

Ovedl, d&ff readiness to help in the use of ICT is very high, despite the individud initigtive
required to provide assstance. Introduction is mainly promoted by , key users’, who then take
further employees dong with them so that findly the introduction of the technology among the
saff proceeds by word of mouth, mutua assistance and learning by doing under high pressure
of work, without any explicit trangtion phase. Badc training is indeed offered, but takes place
in pardld to the introduction of the technology.

A further problem is dedling with the tools as a communications medium, conditioned by the
lack of srategic and operative guidelines in the use of ICT: , Unfortunately, yes, in-house
the email is also misused. And the worst: that recipient quantities are given, and it is
actually of no interest at all to 50, 60, 70, 80 per cent.” (B8G3-8) It is seen asa potentid
danger that the good communications culture that has so far existed on a face-to-face basis
could be shattered, because e-mal can turn into , an emotionally frigid information

FCRB?\ FORBA Research Report 2/2000 89




Lower Austria: Case 8 — Electronics and Telecommunications

exchange which no longer has any spiritual content”. (B8G3-8) Countermeasures only
exig if there are regular discussons as soon as the people involved are present in the

company.
33 Changing employment relations: employment security, terms and conditions

Employment conditions and security of employment have changed fundamentally as a result of
the transfer of production. Although the company is based on a core g&ff of longstanding
employees from the region, as a result of the type of activities a shift in favour of more highly
qudified labour can be seen at the Ste sudied. Experience and loydty are dmost taken for
granted, asiit is difficult for directly employed labour in the region to find long-term guaranteed
employment in the private sector.

The transfer of production represents a competitiveness-determining savings srategy by the
company important to its survival. This primarily affects new recruits, who have to meet higher
qualification requirements. In exigting contracts nothing is usualy changed.

3.4. Does ICT matter?

As the company is extensvely technologicaly integrated, labour processes are dso heavily
penetrated with ICT. Without the application of ICT, the transfer of production would not
have been possible in this form. Consequently ICT is of enormous significance for work in this
company. The effects on employment, that is on employees opportunities of finding ajob and
on the danger of losing it, can however only beindirectly related to ICT. ICT primarily affects
interna data exchange and customer communications.

Indirect effects of ICT on employment chances may exist as aresult of the limited training (also
conditioned by a snowbal system or time pressure) and through the great importance of
learning by doing and informd types of learning. Employees who are essentialy not open to
technology and independent learning of how to ded with technology may thereby be
disadvantaged. However, no indications of such problems were found during the field work.
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CASE STUDY 9 - LOGISTICS

0. Description of the Fieldwork

A totd of five interviews based on standard guidelines were carried out a the headquarters of
a courier company. The choice of interviewees resulted from a preliminary discusson with the
manager. After evaludion of the preiminary discusson, two rounds of interviews were held
with the sdlected interview partners.

1. Description of the company

1.1. Sector

The logistics company studied has specidised in the area of CEP services (courier, express
and parcd services) and isthe Audtrian subsdiary of an international company. Since the mid-
1990s, the same product range has been offered throughout the EU; letter post and parcels up
to a maximum of 70 kg are carried. The Austrian headquarters, which was at the centre of the
study, is aso responsble for eastern Europe. In dl there are nine Sites throughout Austria

12. Activities, products and production/business processes / Size: turnover and
employment / Customers and suppliers / Market and competition

The spectrum of services includes carrying documents and parcels, the transport costs of

which are based on a tariff list. Thus the customer decides the form of carriage — above dl the
urgency — for their document or packet. In recent years, the Internet (e-business) has acquired
particular importance for communication with cusomers, which will be dedt with in more
detall later. This may aso be one of the reasons why the company has been able to achieve
double-digit increases in turnover in Audtriain recent years. In the express sector the company
is the market leader in Austriawith a market share of dmost 40% (B9G1-1). 150 vehicles are
in use daily, with the vehide flegt not being run by the logigtics company itsdlf, but through
subcontracts with more than 10 Austrian transport companies.

Competition in the Austrian parcels market — some 400,000 parcels are transported every day
— IS becoming increasingly fierce. On the one hand, international express companies are
fighting for ther share of the growing billion-dollar cake, on the other hand, domestic
forwarding agents are investing more intensvely in the development of their logistics systems.
In order to be able to compete, customer-tailored logistic concepts are important, and above
and beyond this, as the ,interface” to the customers, staff represent a competitionrelated
factor.

The customer spectrum of the company we studied is very broad and ranges from big
customers, for whom comprehensive logistic concepts have to be implemented, to private
customers with a one-off consgnment.
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Within the information society the company distinguishes itself as an advanced provider and
user of information and communications technology. The whole logigtic chain is sysemdticaly
mapped, with the use of information systems starting at the portable recording terminals used
a the point of collection of documents and parceds. WWW-based technology supports
consgnment progress-chasing, and customers can obtain information on the location of their
condgnment at any time from the company’s web-dte. Here it benefits the company that
centraly desgned enterprise and internationdly identical www gpplications are employed.

13. Workforce profile (Gender, Age, Educational profile)

The logigics company studied employs some 150 people throughout Audria, with the
proportion of women being around 80%. About 100 staff work at the location studied
(Audtria heedquarters and airport), with staff numbers having fdlen in recent years despite
risng orders. Approximately a third of the staff work on a part-time bass gaff turnover is
very low. Mogt daff have school-leaving qudifications from a middle or higher school
(commercid school, commercid college). The drivers — some 150 vehicles are in use daly
throughout Austria — are not directly employed by the company, as this section has been
contracted out and is covered by subcontracts with trangport companies.

2. Technological Practice (TP)

2.1 Organisational and cultural aspects

2.1.1.  Organisation - the core questions

The company basicaly has a functiond form of organisation; specialised departments, which
nevertheess work together very closdly, exist for the individud tasks.

Customer care is the firgt point of contact for enquiries and ,,concerns’ of customers. In
contrast to the centrd cdl centre in Irdland, which takes the mgority of enquiries from the
whole of Europe, customer enquiries are subsequently also processed by this department.
» Naturally in close co-operation with the field representative responsible. Then it can
always be discussed whether the matter is so important and so big, or the customer so
important and big, that the field representative gets very involved in processing it, or if
it really stays in the customer care department.” (B9G2-4) One task of the customer care
department, in a specid sarvice provison offer, for example, condsts in ringing the customer
directly when their document or parcel has reached the desired address. The customer is then
certain when the dispatched document has arrived and does not have to enquire or search the
Internet about completion.

There is a close organisationd connection between the customer care department and tele-
sdes, which ,, only works internally and only on the telephone, as the name suggests. And
more or less feeds the account executives. They then get information where someone
might be so interesting that a visit from the field representative might be desirable. So
practically they work in this inter-departmental way.” (B9G2-4) The very close links to
the field representative, who appears directly at the customer’s to sell services, to arrange
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preparations to optimise the logistics or to seek solutions directly with the customer, also arise
from this inter-departmenta co-operation. For srategicaly important customers, as a rule
other departments (e.g. technology) are drawn in in order to be able to meet customer
requirements both technicaly and organisationaly.

Externd transport companies bound by subcontracts are reponsible for the actua transport of
the documents and letters. Interndly, dispatchers look after the organisation and guidance of
the transport processes and the contact with the drivers. Here the driver has ,, very little
room for manoeuvre. He is the last link in the chain.” (B9G2-5) This contact between
dispatcher and driver only concerns the actua job area of delivery or collection of documents
or parces. In al other matters (customer questions, quaity shortcomings, training measures,
etc.) communication is exclusvely with the subsdiary companies, asthe drivers are not directly
employed at the logistics company.

Alongsde these srongly externdly oriented departments, there are departments or
responghilities for finance, staff, computers, quaity control and marketing. Individua tasks
such as wage and sdary accounting are contracted out, there is only an accompanying control
in the company itself. The company employs people directly at the airport for the handling and
further digtribution of the documents and parcels.

Because of the labour divison organisation with specidised departments on the one hand and
highly time-critical processes on the other, communications media are particularly important.
Alongside persond discussions, the phone and € ectronic communications are used to support
the business processes and internd co-operation. Mogt of the transfer of information,
however, is dready standardised and automated, as both data on documents and parcels as
well as on customers are eectronicaly recorded. Communication with the driversis by mobile
phone, i.e. The digpatcher can cdl the driver directly if there are any uncertainties. As this
company is the Austrian subsidiary of an internationa group which works more or less,,round
the clock”, technical tools such as emall support communication with partners al over the
world, as it would often not be possble to reach colleagues in other countries owing to the
time difference.

For customer contact, most communicetion is as before over the phone, athough it can be
sad that ,, younger sites use email more” . (B9G1-9) The reduced number of cadls to the
centra call centre, despite rising turnover, dso points to the tendency to afdling sgnificance of
the telephone as a means of communication. Using a dispatch number customers can query
important information (location etc.) directly over the Internet.

The forma means of co-operdion are often insufficient to clear up problem cases in
internationa dispatch. Persona contact and experiential knowledge are aso required if the
»rapid satisfaction of customer requirements’ isto be achieved:

» There are particular processes we have organised in the company —who is responsible
for what. If we assume that a customer comes in now and there is some problemwith a
delivery. Then | know | either go to the operations manager or to the team leader and
say, ring up quickly and get the information you need. If it is going out of the country
we could say, OK, ring Germany. There we have contact people who have been in the
company a long time and have the corresponding connections. Inasmuch as, because
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perhaps they have already been around a lot, and there was somewhere sometime a
colleague they had worked together with. | did him a favour, he did me a favour. So one
just says, ring up that colleague, he can help you.!” (B9G3f-7f)

The offices are daffed as a rule from 8:00 to 18:00 with flexible working hours. Later
customer enquiries are re-routed directly to a cal centre. Above and beyond thisthereisa
central office open to take documents or parcels up until 22:00. Round-the-clock working
operates only at the airport. (B9G1-7)

2.1.2.  Organisation — background information

The forma gructure of the company studied is marked by a functiond divison into technica
departments and a shdlow hierarchy. Internaiondly there is a subdivision into regions and
digtricts for which individua managers are responsible.

Characterigic of the location dudied is an occasondly high levd of divison of labour,
associated with gtaff speciaisation. Thus the call centre takes a customer order, records the
data and transfers it automaticaly (by fax) to the respective dispaichers. These pass the
information on to the drivers by mobile phone, who then collect the goods from the customers.
The eectronic recording of delivery and collection information then takes place directly at the
customer’s by means of portable data terminas. This data is subsequently transferred to the
technica departments responsible in order to ensure tasks like invoicing or consgnment
chasing over the Internet.

Field workers often work together with other departments on the development of logistical
concepts for mgor customers. ,, As soon as that is a customer where a standard solution
is not applicable, i.e. not covered by the dispatch software, it goes though the field
worker to the sales representative who is responsible for this area, and then to the
superior, i.e. to the sales manager. Then a strategy meeting is called where everyone sits
down together to find a solution for the customer.” (B9G1-8)

The smooth processing of consgnments is the most important qudity criterion. Checks are
amed at this, such as daily evauation of how far it has been possible to ddliver the documents
and parcels trangported within the guaranteed time, whether there has been any transport
damage or if customers were dissatisfied with the service. Direct customer contact takes place
though the ddivery service staff, who on the one hand are mentioned as the ,, public face of
the company” , (B9G1-13) but on the other hand are not directly employed by the company
studied. This leads to an extra control requirement. ,, We check them every evening. That is,
you can see it from the collected parcels they bring with them. Because if mistakes creep
in there, then we go to the company again, to the sub-contractor, and they must ensure
that this is rectified.” (B9G1.13f) In the other company aress, too, the achievement of

targets set by the group on the basis of an annud business plan (eg. cost savings) is linked to
regular assessments.

2.1.3. Culture

The company culture is shaped by the internationa character of the enterprise and by its
uniform internationd identity. The external gppearance as a sarvice enterprise is conscioudy
conservative.
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» Well, we are very, very conservative. We want to suggest continuity, security. That is,
the feeling that the customer is in good hands with us. And can rest assured. We
naturally express that through a very serious appearance, also that of the field
representatives, which is naturally also expressed in dress. Our obligation —
conservative clothing and not clothing that is subject to particular fashion trends. Very,
very strict regulations, also | would say with regard to hair. That is, for male field
representatives or male staff who come into contact with customers, no long hair or
beards. We do not tolerate piercing or tattoos on visible parts of the body. So this is
very strict.” (B9G2-9)

These grict company culture guiddines are formally established. Particular importance is aso
attached to polite behaviour.

» It is basic inside the company that we address each other with first names. This goes
right through from the manager, the highest to the lowest part-time worker. That is, in
both directions. Thus staff members address the company manager by the first name.
And in principle, naturally, with ‘Se' [the formd German ‘you’] unless it happens that
sometime or another oneis‘per DU’ [theinforma ‘you']. Manners are very, very polite. A
great deal of importance is attached to this.” (B9G2-16)

Staff appearance, their dedings with customers and the shape of their work are subject to
continuous assessment. In the group, a programme of on+the-job supervison is used in which
a departmental manager responsible accompanies individud staff members over severd days
damog , like a shadow” (B9G1-7) in order to draw conclusons on possble training
requirements. Information on the extent to which this is regarded as support and assistance
and not as gtaff control is proved by annud staff questionnaires. ,, In autumn last year we
made an Austria-wide staff questionnaire, and there it actually emerged that staff also
like being assessed. We have special assessment procedures at regular intervals. That
they say, | haven't been assessed for a long time, can | have another assessment please?
Basically it is regarded very positively, because one just works with them. In whatever
form. Whether it is an assessment in the form of a discussion, which naturally then has
to be very intensive, or whether it is ‘on-the-job supervision’, or whether training
measures at entry level are involved. It has shown that they want attention and talking
and contact with superiors.” (B9G2.18f)

2.2. Personnel / deployment of labour

2.2.1.  Skills and qualifications

Among the skills required of the gtaff, the behaviour towards the customers, particularly
important for the logistics company as a service provider, is particularly emphasised. Not
unusualy for a service enterprise, ,,customer orientation” was mentioned in al discussons as
the required key qudlification for the gtaff. , | like to encourage staff members to get
beyond themselves and sometimes to put themselves in the customer’s position, in order
to have the understanding in some way or another. And that is actually very
important.” (B9G3f-8f) This applies above dl to sendtive areas such as customer care, but
aso for the delivery staff, who are described as the public face of the company. (B9G1-13)
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Generdly, adongsde an educationd qudification (commercid college, grammar school,
apprenticeship) ,,appearance’, openness and creativity are conddered to be basic
preconditions for working in the company.

In customer care, dongside school education (commercia college, grammar school) staff need
agood knowledge of English as the company is active world-wide and has many internationa
connections. Above and beyond this, staff must have good character references as the
company places emphasis on a ,very, very serious’ corporate identity, as described in the
above chapter.

Alongsde this, knowledge in deding with information and communications technology is
important, including the ability to adgpt quickly to new systems, as aongsde standard
products such as Windows NT and Microsoft Office, the logistics company studied utilises a
large amount of its own software, which to some extent dso supports communication with
customers — above al in placing of orders, digpatch and order chasing — through www:- based
products. Precisely the Internet has acquired great importance in recent years. Ecommerce
goplications are increesingly utilised with the am of optimisng (extra-) company processes,
with it thus being possible to achieve more efficient information forwarding and provison.

» SNce we also have a great deal of our own software, staff have to be able to learn the
ropes quickly and also to be motivated to learn something for themselves. True, we
have standard packages like NT or Office, but precisely for delivery or for the cll
centre software, which has been specially developed, where one also naturally has to
familiarise oneself and react flexibly to it. This means that a member of staff has basic
knowledge but is also willing to learn or to adapt to new situations, as naturally here
too the software is cleaned up at regular intervals or additional functions are added.”
(B9G3f-11f)

The integrated processes in a sructure with divison of labour pose great ,,team working”
demands, that is, on daff's socid and communicative skills. One reason for this is the
international contact arising from the nature of the company (sending documents or packages).

The couriers, as mentioned above, are a key position for the appearance of the company to
the customers. They are not directly employed by the logistics company, however, but by

trangport companies who take over collection and delivery of documents and packages on a
sub-contract basis. As there is no direct access to these people, above al for the personnel

department, delivery s andysed on the basis of daily assessment of the , error rate’. Among
these, for example, are ddiveries that could not be made, which were ddivered too late or
showing trangport damage. ,, If errors creep in then we approach the company, the sub-
contractor, and it has to make sure that it isremedied.” (B9G1-13f) Among the demands
on the drivers is the requirement that they have the next five ddivery addresses in their heads
and choose the route on the basis of thisinformation.

2.2.2.  Training

Initid training begins with an intengve bloc (more than 20 days) which every new employee
must go through, with a five-day induction course a the beginning and the remainder of the
traning being divided up individudly. In this period, the employees are accompanied
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throughout the day by the person responsible. The networked activities requirement for
organisationa and process knowledge is taken account of by the fact that trainees go through
al departmentsin the course of thistraining.

» IN every case, importance s attached to every new staff member passing through
every department. We then give absolute priority to training in the individual
department being taken care of by the manager, that is the departmental head, and not
by a team leader or his subordinates. And that these new staff members learn from
scratch what happens with a package when the pick-up driver —that is, the person who
picks it up from the sender-customer — brings it to the airport and how it goes from
there. So this means they are then in the export department, they also learn export care,
and work there, too. This doesn’t mean that they stand behind a worker and look over
his shoulder to see what he does every day, but they are allowed to work there directly
themselves, naturally under supervision, go out on the ramp, on the apron, go and look
at the planes. Yes, and going out with the sales representatives so that they can see how
a sales discussion takes place. As | said, [they] then go through every department, with
the emphasis always being differently weighted. Someone who starts in the customer
care department must be very, very intensively trained, because he must have an idea of
every area and may be confronted with every problem, with invoicing problems, invoice
complaints, too. This means that he also has to be quite intensively trained in an
accounts and billing department, in overdue accounts. And so the training plan is drawn
up. But it isdrawn up individually for each new staff member.” (B9G2-7)

Regular feedback to the personnd department provides information on the leve of training and
any possible further training measures.

Additiond training requirements, for long-serving staff, too, are either established in the context
or staff surveys or during on-the-job supervision by superiors, or arise from technological or
organisationd changes. In dl, the whole group has a ,, very intensive and sophisticated
training system” (B9G2-9) to which great importance is attached, especidly for the field
representatives. There are aso specid training measures for cdl-centre agents. This was only
dedlt with margindly in the interviews as the main activity for the whole of Europe is essentidly
centrdised in Irdland.

2.3. ICT Applications: ICT as tool, automation and organisation technology and as
communication medium

2.3.1. ICT infrastructure and applications

The ICT infrastructure is shaped by two mgor components. On the one hand, a world-wide
network is used for data exchange and communication. On the other hand, available network
gructure — the Internet — and standard browsers such as MS Internet Explorer or Netscape
are usad to link customers directly into the e business world. A range of tools that Smplify
business relations with customers, automate activities, improve data trangparency and thus
ultimately contribute to efficient logistics solutions are available for this.
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Each member of saff has their own screen workstetion; field workers are equipped with
laptops. They directly transfer the recorded data every day and thus save having to write up
daily reports.

Applications for customers, which can be requested directly from the logistics company or
downloaded from the company’s homepage, support the consgnment chasing, dispaich
preparation and processing, the integrated service, tariff and ddivery-timeinformetion, aswell
asthe digitd Internet delivery of documents with the highest security priority.

If documents or parcels do not dready have a dispatch number are when they are picked up
from customers, then this is provided directly on collection by the driver using the portable
termind. The information is then fed into the group-wide data bank and provides the customer
with information on the current location of his consgnment a every sage.

This high and at the same time innovative level of automation makes personnel savings possible
despite the high turnover growth.

The comprehengve technica data recording within the various logigtical processes supports
the assessments that take place in the context of registration of service errors.

» ervice errors are naturally meticulously pursued and tracked in diverse reports, and
also dealt with and analysed further. This means you see quite accurately, a
subcontractor had a fluctuation, had three new dispatchers. And suddenly in February
we had a jump in service errors in the area of these dispatch routes . . . we have these
reports on a daily, weekly and monthly basis, and we see very, very quickly and we
react very quickly, too.” (B9G2-8)

Electronic communication is dso partly served by the company’s own older online system,
which is however gradudly being replaced by standard tools. Emall is very heavily usd
above al in the workplaces where close co-operation between different departments or
customers is necessay.

Above and beyond this, the company studied has its own intranet for information transfer and
presentation (e.g. for reports on turnover figures or ranking) in which, for example, interna job
descriptions are also saved.

2.3.2. Character of ICT-usage

The use of information and communications technology is very heavily targeted a the
automation of business tasks. On the one hand, web-based links to the customers mean that
particular jobs can be devolved to the customers and thus, on the other hand, in cases of
complaints (e.g. wrong type of delivery) the processing time and expenditure can be much
reduced. Here we noticed that the incoming cals to the cdl-centres are fdling because
precisdly medium and large companies are using the information technology tools on offer for

dispatch preparation.
» And not only is the work becoming easier, but the quality is improving, too. Because
certain human errors don’t happen. | mean, the customer can make a mistake the same

as before, but then it cannot happen that there is then a retrospective discussion of the
type of delivery. When we were still filling out the consignment notes ourselves, it was
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possible to tick the wrong box. Now the customers do this themselves. Naturally, this
also reduces complaints in the billing department, because what the customer has sent
usiswhat he wanted. And that’s what he gets.” (B 9G3f-19)

Accounting tasks have been smplified, too, through the linking of filed information, ,, the point
where you used to write an invoice manually no longer happens, where we collected the
whole bills of lading for the week or the month, in the first stage, and then generated an
invoice fromthem. It's all gone! So it is error-free. Communication with the customer is
also essentially better as a result, because it simply prevents complaints. And it is
definitely right!” (B9G3f-19)

In future it is dso intended to scan in customs documents and transmit them in dectronic form,
which means that one of the last areas in which manud entries on paper have to be made will
have disappeared.

For an international company e ectronic communicetion is aso of great importance. Above dl
for communicating information across different time zones, norma telephoning can lead to
problems, because at the end of the working day the desired discussion partner has perhaps
not even started work. Email makes communication in these cases easer, as the answer is
there the following morning.

3. Consequences for ,Social Exclusion” and ,,Social Integration”

With regard to one of the research objects of the SOWING project, the logistics company
sudied shows that the increased innovative gpplication of information and communications
technology leads to improved and faster working processes in many aress, and these demands
can be fulfilled with fewer persomd despite increased turnover figures. In this the company
benefits from being the subsdiary of an internationa group and thus drategic decisons are
made at other levels and improvements, such as, for example, an externa cadl centre or new
Internet goplications, can be tackled centradly and only marginaly concern the location being
studied.

Nevertheless, in this company with growing turnover no new employment opportunities have
arisen; the contrary effect appears — ddfing has fdlen dightly. This is primarily because
women have not been returning from parentd leave, dthough part-time working would have
been possble. This dight reduction in personne and the more efficient organisation of
processes has hel ped the company to meet the saving measures prescribed by the group.

The more efficient organisation of working processes, conditioned by technologica and
organisationa changes, has led to atransfer of personnel in some areas. Hardly any promotion
opportunities exist in what from a world perspective is a smdl subsdiary, which to some
extent could affect the desired career of committed employees.

The basic precondition for dl jobs is the experienced and confident handling of computers,
both in deding with daly tasks and in communication. Here in coming years, above dl in
connection with e business, further demands on the staff will arise, S0 that this aspect will gain
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in importance and changes in the software and in business processes will pose new demands
on gaff flexibility.
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CASE STUDY 10 - TELECOMMUNICATION

0. Description of the Fieldwork

The fieldwork for this case study took top-down route. Initidly, a preliminary discusson was
held with a member of the company management in which the areas of the company rdevant
to the project were addressed. Findly a procedure was agreed which was to concentrate
above dl on changes in the customer-care area. The case study included on-gte vidts and
interviews with the managers of sdes, the cdl centre, customer care, personnel, organisation,
and IT, and with the shop seward. The interviews facilitate some reveaing ingghts. They were
fully recorded and transcribed. The evauation and interpretation was carried out in tandem by
asocid scientist and technician on the basis of the transcriptions.

1. Description of the Company

1.1. Sector

The company is active in the (tele)communications sector, and as a provider and developer of
infragtructure and applications, in particular telephony, radio and data transmisson. Having
been formed out of a state-monopoly in the course of market liberaisation for providers of this
service in Audria, the company has been active on the free market with a strategic foreign
partner for gpproximately ayear, and is at present market leader.

12. Activities, products and production/business processes

The company provides infrastructure, equipment and services for al telecommunications
requirements. Its customers are businesses and households as well as private individuas. Since
the liberaisation of services and the opening up of the infrastructure for other providers, the
company has been attempting to gain a foothold in the free market in the sphere of new types
of service provison, for example cal centres. The company thus dtarted its customer-care
section in 1997. A new dructure was created out of existing old organisation units, with
telephone directory enquiries and customer-rdated services, including accounting, being
integrated. With the entry of the strategic (foreign) partner in May 1999, the operative area of
the service (e.g. ingdlation of customer equipment) was hived off to the ,,technology” section,
which includes some 2,000 workers. Management, customer services and project
management remained in the customer-care section. The telephone directory enquiries
department is being run as acall centre as per the 1997 plans.

13. Size: turnover and employment

Turnover was ATS 1.8bn in 1998. The company currently employs 16,000 people, which it is
planning to reduce to 14,500.
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14, Customers and suppliers

Since recently the company has been operating a system of customer segmentetion, i.e. key
account, busness customers, smdl office, home office and private cusomers ae
differentiated. Suppliers come from the hardware and software business in order to be able to
provide overadl solutions, individua gpplications and infrastructure.

15. Market and competition

The market covers al of the above-mentioned customer segments and thus the sectors in
which these types of customers are to be found. To maintain competitiveness the business dso
involves itsdf with front-desk management (contact points for customers) and a separate
project related to this is the merging of customer accounts with the company’s order
management by the end of 2000. Since liberdisdtion, the telecommunications sector has
become a highly competitive market. The pressure the (new) competitors have put on the
company is adetermining factor for company policy in the current Stuation.

16. Workforce profile (gender, age, educational profile)

Approximately 1,300 people were employed in the customer care section at the time of the
fiddwork (hdf of these mae, hdf femde), dl of whom had specidig training in the most
diverse areas (technicd college, clerical workers). The cdl centre included approx. 700
employees, of which 20 per cent were agency workers. As people are congtantly in the
training process, it is to be expected that the number of employees will rise continuoudy in the
coming years, particularly as call centre services will be offered externdly.

2. Technological Practice (TP)

2.1 Organisational and cultural aspects

2.1.1.  Organisation - the core questions

The company is characterised by severa business areas, with customer care representing the
one in which ggnificant changes have been made in recent years. Customer Care coversthree
areas. Call Centre; service and project management; Telecomaccount. The core objective is
the redisation of a cusomer-friendly one-stop/one-shop solution, which is distinguished by
offering just one contact partner for customers wherever possible and providing minimum
ddivery and service times for business and private customers. This concept is based on the
recognition that until now there have been too many service points and contact partners for
various customer concerns. Above and beyond this, customers in different regions were
treated differently. A solution to this problem is currently being worked on in the order
management project. This ams to support planning and create transparency. In any case,
sgnificant changes in the content of work and organisation are involved in this project.
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2.1.2.  Organisation — background information

Within three months in 1997, a virtud cal centre was st up with severd locations in Audtria
and some 300 jobs — exclusve of directory enquiries which together with the old structures
was turned into another organisationa unit. In 1999 some 10m cals were dedlt with by the cal
centre, approximately 15 per cent for third parties. Services for third parties are dso carried
out in the cal centre, for which gppropriate billing is made. Today, following reorganisation
(information services were integrated in 1999) the cal centre section employs some 700
people. At the moment technica support systems (platforms) to support directory enquiries
and customer sarvice are being integrated, so that in future al staff can be flexibly employed.

The cdl centre section, which is part of customer care dong with project management and
customer accounts, is characterised by a hierarchicaly shalow business gructure and a profit
centre with three service levels. Those respongble for the customer care section make
drategic decisons together with the regiond managers and managers of the call centres.
Control structures exist on the one hand because of the \arious areas of responshility (call
centre, region, section). The section heads report from the bottom up and submit figures. The
cal centre managers chair team-work meetings on site and receive reports from colleagues
responsible for customers and products. Here it is a question of the attempt at a decentraised
organisation which will retain jobs and employeesin the regions.

2.1.3. Culture

As a whole the company is characterised by lasting and longstanding labour relations with a
high leve of gaff loydty. Thisleads among other things to the fact that the retention of jobsin
the regions affected was a priority in the establishment of the call centres. The management by
objectives management style is applied in an open and transparent way, athough the execution
of work, determined by the call centre organisation of work (three-servicelevel — see below)
is determined by the basic procedures and related communications.

2.2. Personnel/deployment of labour

2.2.1. Skills and qualifications

The philosophy of the call centre sructure in the company consists of providing a high vaue
savice, i.e achieving competitiveness on the basis of high quaity. A correspondingly greet
emphasisis placed on a quaified gaff. Bascdly, any staff member should be able to learn the
necessary skills, so candidates are first sought within the company and then undergo a graded
traning programme. The employees are put on one of three service levels, ranging from
standard tasks (such as answering telephone enquiries) to expert tasks (such as deding with
drivers on servers). Common to dl tasks is the fact that their execution cals for ahigh leve of
socid skills and speaking skills, and thus gppropriate training has to be ensured.

The development of the call centre was carried out dmost exdusvey through internd
recruitment, not least because of the high proportion of staff with civil-service satus. On the
one hand, technical workers such as telephone eectricians were retrained as cdl-centre
agents. On the other hand, staff from directory enquiries were trained for these new functions.
The atempt was indeed made to employ technicians a higher levels in the area where
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technical understanding and knowledge is needed for a high-grade telephone service.
However, the technicians, too, hed to start at the first grade and work their way up.

The length of stay in the cdl centre is given as from four to five years. Above dl, the
technicians largely see their function in the call centre as a professond demotion and so teke
the first opportunity to change to a more technical area. However, this is not seen as a
disadvantage in the company, as experience in the cal centre can aso be of use in other aress.

2.2.2.  Training

The company as a whole places great importance on training. A company-wide traning
programme is offered for dl workers for employment in the cal centre. The programme for
cal centre agents conssts of severd weeks training, the exact length of which depends on the
level at which the member of gaff isto be employed. For the highest level atotd of Sx weeks
training is necessary, for entry-level jobs, two to three weeks. The programme covers topics
such as customer orientation and negotiating skills, but aso escaaion management, i.e. deding
with annoyed and angry customers. Part of the training takes place in the form of courses, the
rest is acquired through training on the job. In dl, the company invests€7,200 —€10,000 in a
cdl centre agent a the highest level.

The training programme for call centre jobsis matched both to the respective expertise and the
additiond skills of the employees. The training for work in the cal centres represents a
condderable investment which does not necessarily benefit the call centre itsdf in the long term
(employees often change jobs after training), but it does benefit the company, as employees
find more highly rated jobsin other aress.

2.2.3. Flexibility (including casualisation)

In relation to forms of employment, it should be noted that most employees in the company
have dvil-service-type datus. There is thus hardly any chance of dtering the terms of
employment and thereby coming to an agreement with staff on more ,flexible’ terms of
employment. Even with new recruits, the main issue is not the flexibility of terms of
employment but covering requirements. One exception to this is a specid area of the cdl
centre which is exclusvely daffed by short-term agency workers. From the interviews it
emerged that this variant was sdected in a phase of the privatisation process in which there
was a short-term requirement for additiona staff for gpecia services while there was a generd
ban on recruitment. This dilemmawas solved with the , flexible’ form of employment of agency
workers, and has aso been retained since then. In al, however, it can be said that thisis a
case of an exception to a personnel policy oriented to long-term and stable employment.

2.2.4. Incentive policy

The training system and the sdary gructure are the starting points of a diginct incentive
system. Anyone who goes in for traning recelves credits at each service level, which qudify
him or her for further promotion and thus facilitate individual career planning. The career Sages
are adjusted to the sdlary structure.
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2.3. ICT applications: ICT as a tool, automation and organisational technology and as
a communication medium

2.3.1. ICT infrastructure and applications

The company as awhole is networked with WANs and a LAN. Some 1,200 server systems
are used. Both area-specific and generd software is used, for example for office automation.
A mgor dement in the cal-centre section is a software system that on the one hand offers the
appropriate task-oriented support for each call and on the other uses intdlligent routing as a
guide for the operator in order to direct the caler to targeted operators so as to even out
pesks and ensure an even digtribution of the workload. Task-oriented support means, for
example, that for an incoming cdl from a mail-order customer, both the product catalogue and
the interactive possbilities corresponding to the services on offer are available in the
workplace. The operators do not thus have to activate the support themsalves. Intdligent
routing evens out peaks S0 as not to give rise to an overload of work. Inthe virtua cal centre,
operators or locations with free capacity are selected. Thus, for example, an incoming cdl in
Tyrol can be taken by an operator in aViennacdl centre.

2.3.2.  Character of ICT usage

ICT is used both as a support technology in the workplace and as an organisationa
technology, intended to support automated planning and development as much as possible.
ICT has great sgnificance as a communications medium throughout the company, as in-house
communication is predominantly by e mall dongsde fax and telephone. ICT is currently being
used as an organisationd aid only in the order-management project, not however to implement
new technologies such as workflow management but rather to document business processes.
The cdl-centre area primarily runs standard processes. ICT as a surveillance instrument is
currently only used for management activities, not a the immediate executive level.

Outsourcing with regard to ICT has produced results in that the software is developed
externaly and successfully employed in the company.

24, Characteristics of TP and processes of technical and organisational change

In the course of privatisation the company has been subject to severa restructurings in the last
four years, both with regard to organisation of labour and computer use. In the context of
order management, the company has sat itsef a mgor chdlenge, namely no longer to handle
customer orders at different offices, and in genera to ddiver services a the desired deadline.
This has caused some problems, and has led among other things to a restructuring of the
computer landscape: ,, Previously we were very technology oriented and since 1997 we
have been in the process of making all systems and organisational units customer
oriented, which means, of course, building up an appropriate customer data bank. And
to guarantee the purity or accuracy of customer data, we are also integrating the whole
order management with customer accounting. Thus it can be guaranteed that the
customers are accurately identified and thus receive proper service.” (B10G1-2)

Whereas the development of order management is more market driven and thus, according to
market demands, first the organisation and then the technology is adjusted, and findly the
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personnel is to be trained, the development of the call centre is internaly driven. So far it has
been possible to train 35 operators in this area. Here, organisation and technology (with
technology having largely been the driving force) have as far as possible been developed in
tandem. ,, In the call centre area, the introduction went as planned. If customers came in
through the central access number, for example in the call centre in Vienna, and no free
operators were available there, then the call would automatically be offered to all free
operators in Austria. This means that it is now dependent on the load on the individual

positions as to where the customer is actually dealt with — and on the skills of the
individual operators. And the operator is also appropriately computer-supported.”

(B10G1-3) Above and beyond this, order management is to ensure that whenever a customer
queries the status of his or her order, the operator knows about it and can make appropriate
arrangements. What is sgnificant here is that such an organisationa solution has only been

made possible a al by the technologica basisof ICT.

Regardless of the well-known fact that a cdl centre can from a technica point of view be
centrally managed, the company has attached importance to using existing on-Site resourcesin
the regions for this purpose. , Because of this, from the start we have had some 13
different locations in our concept, with four locations being envisaged for service and
the other nine, as ,remote establishments’, under quotation marks as ,tele-
workplaces’ . In the meantime we have come so far technologically that as long as it
has access to the company network, we can practically turn any telephone connection in
Austria into a call centre workplace.” (B10G1.3) Thus today some 14 people are
employed in each region in computer support for the respective cal centre management
groups.

As a whole this means that ICT opportunities are opening up for this company — which
influence the organisation long term — in this case making the retention of regiona jobs possible
and findly leading to training messures.

2.5. How to explain TP: business logic, institutional context and internal dynamics

The business logic is influenced by basic changes: aongsde the well-known technology shift
(mechanica to digital) these arise according to the assessment of a long-term employee from
(i) the opportunity to Ste work and communication anywhere, (ii) the training of ICT
soecidists who replace electro-mechanicd specidids, (iii) through the new forms of
organisation such as cal centres, and (iv) through in strengthening of business’economic
thinking and practice arisng from liberdisation. The internd dynamics of the company has
been driven by the need to dedl in a socidly acceptable way with the fixed (civil service) jobs
and rdlated skills of more than hdf of the workers. So far, in the unanimous opinion of those
responsible, natura wastage and retraining nobody means that nobody has had to be made
redundant. ICT has played a sgnificant role in the setting up of the cdl centre and in order
management, in the skills as well as the organisational sense (see above). On the one hand, it
drives customer friendly processes, supports quaity management and creates new quality
features. On the other, it eases the workload on the operators through targeted support. The
preconditions, however, are gppropriate user skills on the part of the operators. The company
offers acomprehensive training programme to develop these sKills.
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3. Consequences for ,Social Exclusion” and ,,Social Integration”

3.1 Employment: job losses and job gains

As dready indicated the company is in a phase of permanent job cutting (from the current
16,000 employees to 14,500). These are largdy employed in civil-service-type postions, i.e.
they can only be made redundant with some difficulty. As indicated above, a specid sarvice
with short-term agency workers has been developed in the cal-centre area; mainly however
there are retraining measures for exiding g&ff: ,, This was also the beginning, i.e. in 1997 the
company had practically no call-centre staff, no trained operators. We got a
comprehensive project running in 97, ,, Focus on the Customer” , where we provided
our staff with the appropriate expertise. And | think we did very good work in training
our own staff.” (B10G1-6) With the taking on of externd daff the attempt was made to
increase flexibility regarding location and hours, as well as to obtain the necessary specid

ills, as ,, naturally it is not possible to provide our own staff with the necessary
preparation overnight or to transfer them from one place to another. Thus here and
there we recruited staff, so to say, externally. But at rather low levels, it has to be said.”

(B10G1-8) Thus the new development of the cal centre predominantly used existing staff and
the company achieved the necessary agility, and to a limited extent flexibility was covered by
agency workers.

3.2. Changing work: tasks, tools and skill requirements

3.21.  Changing work and tasks

The tasks structure has changed in comparison with previous gaff activities, as in the cdl

centre above dl. But in the one-stop approach to customer care, too, socid skills have had to
be and are being acquired in addition to the technicd skills. Ultimatdy, with the cal centre, a
new service-oriented organisationa form has been created which was not compatible with the
existing sructures. The latter had arisen through the company’ s (state) monopoly, so that now
the company-customer relationship had to be actively worked on and redefined againgt the
background of a more pronounced customer orientation.

3.2.2.  Changing skill requirements

This organisationd redevelopment was initialy accounted for by changes in the task structure
and then through reskilling: in the merger of directory enquiries with the customer sarvice, a
further 56 staff from directory enquiries were brought up to the level of cal-centre operators
through the company’s own training module. In dl, a shift in requirements can be seen — from
employees technical skillsto organisationd, socid and sdes-oriented skills.

3.3. Changing employment relations: employment security, terms and conditions

As indicated above, the company endeavoured to dlow existing staff to take part in the
changes in good time and not to employ new, cheaper [abour, above dl in standard tasks, asa
means of cogt-cutting: ,, We have retrained the overwhelming majority through internal
training measures. In individual regions certainly, technical college leavers, graduates
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from the technical university and now from the economics university have been taken
on here and there to maintain quality, but this is minimal in comparison to the
retraining measures.” (B10G2-3) As a result, on the one hand the genera conditions (hard
to terminate employment contracts of civil-service gaff), and on the other hand the retention of
skills and (regiond) labour, have been characteridtic for the fact that, as before, long-term
employment conditions and a high level of job security predominate.

34. Does ICT matter? The relative importance of ICT for social inclusion and
exclusion

ICT does not seem to play a pivota role so much as the specific Stuation of many staff whose
contracts cannot easly be terminated and thus who are to continue to be employed during

organisationa changes, or the occasiond lack of ahility in taking over new areas of work. Thus
it has not been possible to retrain and employ dl gaff in other postions. ,, Naturally one has
also had to live with certain staff. Because of the reorganisation, staff had often not
been placed according to their skills. This was why we introduced training measures and
provided staff with the appropriate instruction. And if one or the other of them could
not get used to the new situation, then in the course of time he also applied elsewhere, in
other areas. It was made easy for him in as much as naturally, alongside the customer-
care section, the whole sales section was built up and practically the whole of marketing
too. Jobs suddenly emerged in many areas that, well, opened up many opportunities.”

(B10G1-10)

In the call-centre arealit has been noticed in the last two-and-a-hdf yearsthat gaff only remain
in the call centre for a certain time, and there is a high turnover. Thisis explained by the fact
that many jobs with new functions and new areas of respongbility have been creeted in the
company, and the incentive to change jobs has become very strong. ,, On top of thisis the
fact that call-centre staff, | would say, are very highly qualified. That means they are
always in contact with the customer, have been able to build up a relatively large
amount of experience, and were also desired objects for a transfer.” (B10G1-10) This
turnover certainly immediately affects the call centre, but has only a moderate effect on the
company as awhole, since after their employment in the cal centre many staff return to other
aress to take up more highly ranked positions than they would have had previoudy. Thus seen,
this activity proves to be a catalyst for socid inclusion and indeed thereby grester pressure of
work and skills requirement is ultimately related to an increase in staff qudifications. Above
and beyond this, these skills and the related experience remainsin the company.

On the basis of the results of the evauation and interpretation it can be said that higher skilling
(instead of chegpening) of labour during changes in labour organisation and content have made
it possible both to strengthen entrepreneuria skills (and thus competitiveness) and to prevent
socid exduson in a laging way, despite many fringe conditions making agility more difficult
(e.g. difficult to terminate contracts).
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SUMMARY AND CONCLUSIONS

1. ICT Infrastructure & Application

Five out of ten case study companies are producers of ICT hardware or software or providers
of ICT services. As could be expected these were at the same time advanced users of ICT. In
addition, we invedigated three companies beonging to different sectors (manufacturing,
banking and logigtics) that use ICT extensvely. Only two of the case studies showed a low
level of ICT usage at leadt in large parts of the companies.

Conseguently nearly dl of the companies under study are networked through an intranet, such
asavirtud LAN, in the case of globd players, comprisng WAN-connections. Work ismainly
carried out on PC infrastructures within loca LANs. There are Ste-net links to headquarters
for reporting to external/globa headquarters. When enterprise resource planning syssems such
as SAP are used, permanent connections dlow instant access from externa locations to
internal processes and data. Some companies tend to outsource complete processes and
infrastructures. They are not only potentid customers of gpplication service providers but aso
of high performance providers. For ingtance, a production company plans to reduce
equipment, data processng skills and operation at the location to a minimum through direct
links to an externa data processng provider abroad. In these cases the infrastructure &t the
company ste will be reduced to dumb browsing terminds (network computers), making the
current infrastructure obsolete.

Mogt of the companies tend to rely on globa order management, on their move from ‘one-
shot’-solutions to customer relationship management. In addition, their in-house processes and
projects are handled through centralised data repositories, if not managed by workflow
management systems. For ingtance, in call centres the infrastructure triggers those processes
reevant for the customer at hand. However, the infrastructures are not easy to provide and
often conss of in-house programmed pieces of software that have been coupled for the sake
of integrating processes and/or data. The centraised data handling, modtly for planning and
contralling, is of pivota importance for on-Ste activities. These data repositories are mainly
drawn on by administration and other back- office systems. These systems provide records of
gaff hours, production and sdes figures, and automatically forward them to the respective
processes or work places.

Besdes proprietary solutions such as Lotus Notes, specific solutions are used for
communication as wel as for data processing. Electronic communication is used for
digributing information more or less accurately. It comprises customer requests, product
requirements, performance data, e.g., deviation of planned production figures, aswdll as offers
for training messures, seminars and courses. In some cases these communication systems have
been daborated into workflow management systems, becoming part of the infrastructure, for
ingtance alowing direct feedback that facilitates control or planning. Thiswas used for holidays
planning, for ingance. Depending on the implementation of workflow support, the software
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forwards feedback and requests to the respective actors. Another tool transition occurs in the
field of data storage. Electronic communication tools, such as Microsoft Outlook, provide
powerful means to arrange and store data at the individua work place. Hence, the role of this
type of software easily changes from e-mail to Storage or back office.

Both routine and challenging tasks in companies are characterised through the use of a wide
range of ICT. Typicdly, various units of work are linked through a client/server network, and
severd software products are used for different purposes. In none of these cases has only one
proprietary or self-developed software solution been found. Each company relied on amixture
of software technologies Mogt sectors, in particular those relying on engineering and/or

development activities, require solutions that are neither part of enterprise-wide resource
planning tools nor available as off-the-shelf products.

In most of the companies either central data processing centres or dedicated specidists handle
the introduction of ICT. ICTs are often consdered as tools, but their use leads to a shift
towards organisationd technologies (see dso the above mentioned shift from the tool
character to the organisational technology character of software in the field of data storage).
The area most concerned in this respect has to be considered to be the back office. A typica
darting point for this shift is the configuration of demand management, e.g., through providing a
centra repository: ,, We have a demand database where it is documented what everyone
has actually done. The entries have been provided by headquarters. Then everyone
types in what he thinks about it” (a bank ICT officia). Through the automation of basic
tasks, the data repository not only supports transparent task accomplishment, but aso
optimises the organisationd progress of work in the various project phases. After the
completion and take-over of the product, the database serves for problem solving (,,change
and defect” in case of the demand database) and for further development, and thereby asssts
customer support.

Standard software is more often used for office automation than for other purposes, such as
workflow management or enterprise resource management. Management is supported through
the provision of raw data or reports. The use of dedicated or integrated management support
tools is margind. Management mainly relies on sdf-programmed solutions (mainly based on
standard packages, such as Microsoft Excel) or on standard reporting tools provided by
headquarters.

In most of the companies there is the tendency to reduce the cost of data input. Raw data are
ather provided by machines directly, the employees (if not available otherwise), the customers
or the suppliers. Data entry by customers was an important in particular in case 7, a bank and
cae 9, alogigics. ICT serves as a medium to transmit and arrange that data for the different
purposes. This drategy is mainly part of the genera tendency towards outsourcing and
application service consumption (see aso first paragraph of this section). However, in one
case, insourcing has been observed. Because of congtant problems with wage-accounting
providers, the engineering and manufacturing company decided to re-integrate the system,
which has been closdy linked to the production planning tool.

Interestingly, browsing and web applications have rardly been found. It seems that athough
typicd Internet gpplications are maintained within companies, only a smal number of them
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have led to a noticesbly more efficient organisstion of company operations. A typica
goplication of this type is Internet- or telebanking, a www-based product which facilitates
account activities such as transfers, statement requests etc. online through the usua browsers,
However, most of the user interfaces in companies operate on traditional GUIs (Graphica
User Interfaces) or GUI-like solutions. Besides the technical centralisation of core tasks,
www-gpplications support the optimisation of company operations. For some sectors, such as
service providers like banks, the Internet is of magor significance for work.

In some sectors, communicetion with customers via eectronic media plays a crucid role, in
some others its does not. In some cases it was argued that younger businesspersons are more
familiar with dectronic communication. Engineering facilities rely more and more on technica
communication, eg., for exchanging design ideas and configurations of products. Other
sectors, such as banks, do not enforce the exploitation of the Internet as a communications
medium for customer service. The reasons lie on the one hand in the management, which has
so far not promoted this form of customer contact. On the other, however, quite often not
enough customers use emall on aregular bass. Findly, the absence of controls in sengtive
issues such as granting of credit aso impose limitations.

2. Organisational change and new ICT

The case study work started off with the assumption thet ,,ICTs have to be implemented in the
exiding organisationa framework” (Brousseau/Ralet 1998:245) and therefore have to be
adapted to the organisation. At the same time however, ICT changes the way of working and
influences decision-making on organisationd change. In generd the case study findings support
this view, and they shed light on the various shapes the interrdationship between organisation
and ICT can take.

In dl three cases from the manufacturing industry (cases 3, 4 and 8) the production planning
systems in use were either developed in-house or the result of an extensve adaptation of
sandard software to the needs of the plant. The range of products and the customer
relationships shape the organisation and organisationa technologies. Internd flexibility in the
sense of reacting quickly to customer demands can, in the view of our interlocutors, only be
achieved with cu

somised information systems. Technicd integration of order handling, production planning and
production is required to speed up the business process but, equaly importantly, the system
must not be alowed to impaose rigidities on the work process, which would hamper the ability
to meet exceptiona customer demands.

One of the impacts of ICT on the organisation sems from the fact that technology may
facilitate particular organisationd forms or even makes organisationd options feasble. Thisis
very wdl illusrated by case sudy 9. The logigics company does not have any internd
trangport function, this is outsourced to subcontractors. Therefore, most of the contacts with
the company’s customers (picking up and delivering condgnments) are through the drivers
employed by the subcontractors. Outsourcing such a sensitive function is made easer by the
surveillance opportunities offered by new ICT. Timeliness and defaults are andysed on a daily
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bas's usng the data resulting from the redl-time representation of the business process in the
information system.

This is not only true for outsourcing but dso for decentrdisation or task integration. In a
manufacturing company (case study 4) members of work teams in the production area make
use of the production planning system to check the availability of materid and parts and use
the information to take decisions on the sequence of work.

ICT however may also support organisational centraisation. Thisisillustrated by case study 1,
a resaurant chain, where new ICT made it possble to concentrate administrative and
management functions a the company headquarters more easly and cost effectively. Also
case 4, the plant of a multinationa manufacturing company, illustrates this point.

In severd cases ICT has facilitated the particular spatial organisation of work. Case study 4
on a manufacturing compary shows that distributed product development in a transnationa
company relies heavily on both communication and information technology. Not only is e-mall
and file trandfer crucid for the co-operation between engineers in different locations. Centrd
databases from which officid versons of technica drawings or specifications can be retrieved
are equaly important.

In case study 8 we looked a a manufacturing company whose headquarters, design and
development and other functions are located in Lower Audria while large pat of its
production is carried out in the neighbouring Czech Republic. The remote production facilities
are controlled from the headquarters location using ICT. Without information systems and
data transmisson (via sadlite) the ,virtud plant” would hardly be vidble and, as a
consequence, the relocation abroad would be more difficult.

In neither of the cases does ICT replace travel and meetings: While they use information
sysems and e-mail extensvely, the ,virtud” product development teams have to meet to
carify things If product specifications are only circulated and discussed via e-mal,
misunderstandings may occur because the information is understood differently. Only face-to-
face communication in agroup meeting is seen as effective under such circumstances.

In three of our case Sudies the potentid of ICT was used to cregte or to maintain employment
in somewhat remote locations. The telecommunication company (case 10) operates a
digributed cal centre When the cdl centre was established, people from downsized
operations of the company were trained and taken on as cal centre agents. It was the god to
deploy them in the town where they had been working previoudy. Now the call centre has
various regiond locations, and the calls are routed autometically to the least busy one.

In the 70s a software company (case study 5) set up an establishment for data entry only in a
disadvantaged region. Later on it was turned into a software development unit The regiond
development initiative that established an internet provider company (case 6) operates severd
,telecottages’ partly in remote rurd aeas. The co-operation between the different
edablishments of this small network company is facilitated by the use of e mal, file tranfer
and CSCW applications. Besides, only in this case can it be argued that ICT has ,,caused” the
organisationa form: the setting up of ,telehouses’ and , telecottages’ aimed at using ICT to
bring jobs to disadvantaged regions. Ironicaly, it was not very successful in establishing
telework in the origind sense, i.e. attracting work from metropolitan areas. Rather, the
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»telecottages’ try in the main to support loca business and loca communities with whatever
service they might need. Part of isICT related (production of Internet web-Sites).

Although ICT does not determine company organisation, daily work routines are to a large
extent formed by technology. A large part of office work is carried out using information
sysems and PC , tools’; without access to the system little can actudly be done. In a hotel
(case 2) this was mentioned as a problem by the receptionists because they couldn’t carry out
the check-out during down-times of the system; when large groups of customers arrive they
cannot speed up the checking by deploying additiona staff because there are only VDUSs for
two receptionists. In the adminisiration of case 1, the restaurant chain, reports and documents
arefiled in the information system by making use of the opportunities provided by the software
for internd email. As aresult ,,hegps of paper can be saved, and everybody just goes for the
information he or she needs’. While the filing sysem was designed according to the
departmental Structure, thereby adapted to the existing organisation, the organisation of the
immediate work process changed considerably through the intensive use of ICT.

The most important aspects of ICT impact on the work process are changes in
communication through the use of email and, partly related to this, the peeding up of
business processes. Interestingly, e mail is not first and foremost used for communication with
distant co-workers; it is used to the same extent, and in some cases even primarily, in the co-
operation of employees working under the same roof. For instance, in the restaurant chain
company (case 1) email has been usad extensvely in the centrd adminidration, which is
located in one building only, for some five years whereas the communication with the various
restaurants and cafés spread over the country is dill based on fax and telephone. The data
needed in the personnd department, such as hours worked, are sent in by fax and typed in by
the clerks. In other cases e mail is dill little used in externa communication because only few
customers haveit.

In internd communication email is used for the fagt dissemination of information concerning
severd or many people; it is used for short and urgent messages for which the telephone has
the disadvantage of requiring co-presence; and it is used to replace notes on paper that are
eadly lost. All of our interlocutors dressed that e-mal is not replacing telephone
communication; workers make use of the speed of eectronic communication but also pick up
the phone to discuss matters or to settle complex issues. There are dso severe limitations on
the use of email, and dectronic communication may cause problems such as information
overflow, misunderstandings or irritation. In several case studies it was pointed out by our
interlocutors that the efficient and problem-free use of email cannot be taken for granted;
learning is needed but gpart from ingtruction on the technology no training was provided in any
of the case studies.

By way of conclusion we can state that ICT is used to support organisationa changes such as
centralisation, decentralisation, outsourcing or relocation. ICT does shape the organisation of
the work process. The most important aspects here are the dependence of workers on the
information systems, the genera accderation of the pace of business processes and changesin
communication practice.
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If we apply the Brousseau and Ralet typology (see table below) for the cases studied in
Lower Austria, the investigated sectors show a homogenous picture. According to the modd,
besides their different technological needs, the cases under investigation can be characterised
by different organisationd dructures and co-ordinaion requirements. Mot of the Audtrian
cases were centrdised organisations with specidised operationd units of work. Regardless
whether cdl centres or production lines have to be co-ordinated, the intengity of ICT use can
be said to depend on the detail to which the work process in supported by ICT applications.
For ingtance, afully automated production process can imply feedback on every accomplished
task or feedback on fulfilled complete orders only.

The variable implementation of ICTs. Brousseau and Ralet model

Centralisation
(and related vertical co-
ordination logic)
Centralised Decentralised
organisation or ganisation
Specialised Telematisation of Computerisation of
oper ational horizontal and components
Interdependence| units vertical co-
ordination Telecommunications
(and related systems to support
horizontal co- Intensive use of ICTs | mutua adjustments
ordination logic)
I ntegrated Computerisation of Low co-ordination
operational components needs and therefore low
units use of ICTsto support
Telematisation of co-ordination
vertical co-ordination

Source: Brousseau and Rallet (1998)

We expected to find extreme examples. for the production sector a high degree of
centrdisation with a high levd of interdependence between the diverse units, for the service
sector independent units of work with little need for co-ordination. However, it turned out that
ICT facilitates the decentrdisation of work, and thus, innovative forms of work and ICT use,
but a the same time offers opportunities to enforce control and co-ordination of the resulting
processes. The more outsourcing and decentralisation is achieved, the noreimportant centra
monitoring and survelllance becomes. The ICT provider studied offers a typicd example.
Starting out from changes to cdl centre services, today comprehensive customer relaionship
sarvices are handled by the call centre unit. Owing to the nature of integrated operationa units,
one might expect ICT use to be low (see table above). However, use of ICT has intensfied,
snce the otherwise sdf-contained cal centre units are integrated by a cdl routing system
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making use, in case of need, of idle workplaces within the whole organisgtion. In &al our
findings do not redlly support the model put forward by Brousseau/Ralet /1998).

3. Skill needs and training

In rdation to skills and training, the focus of the investigation was on the consequences of
changes in organisation and technology for skills requirements. Changing tasks and work
processes cal for adaptations on part of personnel policies and on the part of the employees.
It was one of the research hypotheses that, in contrast to the public debate |CT-related skills
are not the primary issue for companies. Rather, management is more concerned about socid
skills because these are becoming more important but cannot be easly upgraded. Another
research question referred to the ways of learning. In this repect, the investigation was led by
the assumption that, as compared to classroom training, on-the-job training is becoming more
important and, in particular, people rely on socid networks of mutua support to cope with
technological change. Another hypothesis was that there is a need to learn the efficient and
conflict-free use of new communication media such as emall. Findly, it was assumed that
there is little difference between younger and older workersin their capacity to cope with ICT.

In contrast to the reskilling thess, unskilled workers dominate the production aress of the
manufacturing companies investigated, and in one case are becoming even more important.
The reason is that outsourcing of mechanicd engineering, for ingtance, has increased the
relative importance of assembly operations. In addition, the increasing production volumes due
to concentration processes and the divison of labour between companies makes
dandardisation of jobs easier. The Studtion is different in automated production areas. here
there is a preference for the deployment of skilled workers who have both experience-based
knowledge of the production process and programming skills acquired during vocation
traning. One of the case studies in the eectronics industry (case study 3) showed that semi-
skilled femae workers are trained to replace skilled workers operating automated machines
when needed, but management's preference is that the principle machine operators are skilled
workers (who are mae).

ICT has dready penetrated work in adminidrative departments to a large extent. ,, Everything
is on computer”, therefore being skilled a using ICT is not seen as a big thing. Current
technologica or organisationa change connected with ICT does not usudly change the task
gructure fundamentaly. The integration of tasks, for example in customer care asillustrated by
case dudy 10, is facilitaled by information systems that dlow one employee to handle
customer demands on different matters. As in the bank (case study 7) employees require a
wider range of knowledge on services offered and of organisational processes. The generdly
increased time pressures and the enhanced importance of the encounter with customers make
it necessary that employees do not only cope with the ICT systems but handle them very
ilfully.

The introduction of new ICT sysems s usualy accompanied by (brief) training or instruction.
To be able to use the systems effectively workers have to practice on their own (partly in their
free time) and to get support from more experienced colleagues. In order to save on training
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costs some of the companies under investigation send only one employee to a course and
expect him or her to pass on the acquired knowledge to the others.

Minor changes such as the updating of software or the implementation of new features may
cause difficulties. Case sudy 3, for example, illugtrates the problem of timey information and
training: workers are confronted with changed software before they receive a notice of change
or the required training. This can cause gtress at work given the high time pressure in most of
the workplaces.

In selection of personnd the focus is often on socia skills and persondity: being able to ded
with people, communicate well, and to fit in. In contrast, ICT-related skills seem to have less
importance, and managers say that there is usudly no great lack of knowledge as to how to
use ICT. However, the case study showed that the knowledge of standard software, such as
MS Office, widdly used CAD or hotel reception systems, is taken for granted by personnel
managers. Usudly people do have the required knowledge and experience, so few problems
are reported. In some cases it was argued that the knowledge of how to use the ICT
aoplications in place can be trained rdatively easlly. Therefore lacking knowledge of particular
ICT applications does not lead to otherwise promising job seekers being turned away. Of
course it cannot be excluded that in individua cases the lack of knowledge of widdy used
standard software congtitutes a mgjor drawback in the competition for a particular job. But
interlocutors argued that in generd people do have a fair basic knowledge of ICT acquired
ether through school education, practical work experience or in training courses offered by the
Labour Market Service,

It is noteworthy that according to the case study findings ICT skills may dso include the ability
to cope with the unofficid technologica practice of the company. As described in case study
4, employees created spreadsheet applications in order to make their job easier because the
information system did not provide al software ,,tools’ needed to accomplish the tasks.

In some cases, salespersons need additional ICT knowledge. These employees in sales
departments of manufacturing, logigtics or financia services companies have to offer software
to the customers for , business-to-business’ 1CT-gpplications. Although ICT specididts take
over when it comes to detailed consultation and in particular implementation, the salespersons
must have some technica knowledge of the systems concerned.

Because there is only little or brief officia traning for new ICT, learning by onesdlf, learning-
by-doing and mutud support are very important in coping with technica change. Help is
needed, sometimes urgently, when problems in the use of informaion sysems or
communication media occur. Usudly there are unofficid specidids for ICT or for particular
software among the users. Partly the support is one-sided, partly it is mutud. Officid and
unofficid , key users’ or ,,user specidists’ do play a very important role in mogt of the cases.
Socid and spatia proximity seem to be important prerequisites for effective support athough
the telephone is dso used to get help. Only software developers seem to circulate queries via
e-mal when they face a problem they cannot solve. This makes the mutua support less
dependent on location and co-presence.

Some of the people who did not learn to handle ICT during their education and training can
rely on their children. It was quite often stated by our interlocutors that those with children in
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an gppropriate age can cope better with ICT changes because they get private lessons at
home. In other respects age did not have a mgor influence. Only few examples of dderly
workers not being able to cope were reported, dthough differences in the way of learning are
evident.

The rapid pace of technologica change is experienced most sharply by those developing ICT
and, in paticular, software, and by ICT service providers (especidly case 5 and case 6). It
became obvious that classroom training is needed; not everything can be learned on-the-job.
Therefore, the geographical location does have consequences for the accessibility of training
COUrSes.

Skill needs do not only relate to ICT or professona knowledge and experience. The diffuson
of eectronic communication means an increase in written instead of spoken communication.
This makes it more important to be able express onesdf in writing and to use correct spelling.
Only in one case were peopl€' s massve writing, but aso reading problems mentioned as a
magor problem. Still it is noteworthy that not only illiteracy, which again is an increasingly
acknowledged problem in Europe, but the predominance of written communication may in
itself cause problems for workers.

4, Consequences for Employment

In terms of employment, the case Sudies show little immediate rationdisation effects in the
sense that particular jobs disappear because of ICT. One reason is that the companies hardly
employed any data-input typists, other clerical workers carried out the entry even of large
amounts of data. However it became obvious in nearly al cases that ICT does increase
productivity consderably. To give just afew examples In a manufacturing company (case 4)
volumes and turnover have increased enormoudy. As compared to the early eighties the
volume of production is eight times higher but the number of personnd has only doubled. Of
course outsourcing d production has played a role, but it is very indicative that only the
number of blue-collar workers has increased whereas the number of office workers has
remained stable. Orders, which have risen to 45,000 per year, are handled by only four
people. The fictitious saving on personnd is therefore congderable. Further rationaisation is
expected when orders are no longer sent by fax but entered directly into the information
system by customers.

Interestingly, call centres, which have only recently emerged as a result of cost-saving attempts
, are dso subject to rationdisation. Firg, the technology applied in cdl centres dlows for high
levels of productivity. Second, the number of inbound calls are reduced by offering customers
I nternet-gpplications for the entry of orders. In the case of the logistics company (case study
9) the number of calsis dready going down as aresult of data input by customers and of the
customers trailing thelir condgnments themselves by way of a www-gpplication. Also in this
case increased volumes are handled by a reduced workforce.

Outsourcing and relocation work which is made easier through ICT dso impacts directly on
employment. The case of an eectronics company (case study 8) is very illudrative in this
respect: large parts of production is located in the Czech Republic while other functions
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including some production are kept in Lower Ausdtria. It could be argued at first sight that jobs
have moved abroad. However, management maintained that only the competitive advantage
semming from the utilisation of low wage codts in the Czech Republic has adlowed for the
rapid expanson of production. As a consequence the relocation can be said to have saved
and created jobs not only abroad but dso in Lower Austria. It has to be roted however that
the reduction of production activities in Lower Austria reduced the number of jobs for semi-
skilled femae blue-collar workers while the new jobs on the Ste are for skilled, mainly mae
enginegrs.

Many of the companies under investigation showed a high level of employment security. Partly
this was aresult of deliberate management strategies of internd labour markets, partly it was a
consequence of the status of workers in previoudy state-owned companies. Taken together,
seven of the ten case study companies have a palicy of offering high employment security
(case studies 1, 3, 4, 5, 6, 7, 10). In the telecommunications company (case study 10), the
high level of employment security can be seen as the reason for the establishment of a
distributed call centre. In this respect, the ICT potentia was only used because the company
was forced to offer jobs in various locations. Among our cases studies, this is probably the
mogt direct relation between technology utilisation and the avoidance of socid excluson. It is
noteworthy that the cause was not the technology but the contractud or political congtraints on
management.

Casud labour is not very widespread in the core sectors of the Lower Augtrian economy. In
our cases we were able to find an increase in atypica forms of employment. However, thisis
not necessarily asign of casudisation, nor are the workers dways used as , flexible labour”. As
can be illustrated with case study 4, a metalworking company, agency workers are taken on
when the business expands but management is uncertain about the long-term need for
personnel. Because of the policy of employment security they are careful not to expand the
core workforce. Rather than the am of casudisation, it was the gtrict employment security
policy that has led to the increase in temporary workers. After the expansion proved to be
sugtainable the workers were taken over in ordinary, permanent employment relationships.
Exactly the same story could be found in case study 3, one of the éectronics companies.

The telecommunication company (case study 10) showed ahigh level of agency workersin the
cal centre: 20% of the call centre agents are temps. The reason is that top management of the
company had issued an overdl ,recruitment stop* when the call centre business expanded.

Loca management therefore had to take recourse to agency labour for staffing a whole new
cal centre. As can be seen from the strategy to retrain workers who had become redundant in
other parts of the company (including construction units) as cdl centre agents, the use of

temporary labour cannot be seen as going hand in hand with ICT-based jobs.

Though skill needs are risng, a generd reskilling (or upskilling) of jobs is not the real problem
for unskilled people. We found that in those cases where the tasks can be fulfilled by unskilled
labour and where management prefers unskilled labour, access to jobs is sill not open to
everybody: In case study 4, for ingtance, only people with a forma vocationd quaification in
any (unrelated) occupation are taken on for jobs in assembly that are classfied as unskilled. In
case 9, alogigtics company, appearance and behaviour are important criteria in the sdection
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of drivers because of customer contact. Because of the conservative and ,, serious’ corporate
identity, men are not alowed to have long hair, beards or have visible tattoos.

What factors can lead to socia excluson? In none of the case studies did our interlocutors
report the incidence of people not being able to cope with new ICT. There is consderable
drain associated with changing technologies, and thereis alack of timely and profound training
and indructions. However it is certainly not a widespread phenomenon that people lose
employment because they cannot cope with the pace of organisationd and technologica
development. Rationdisation effects and sdection drategies seem to be more important in this
respect. Even in a software company studied (case study 5), the rapid technologica change
did not hamper re-employment after parentad leave. But this has to be seen as rather
exceptional because there are long-term service contracts with large customers, which dows
down the pace of technologica development. After a recent takeover, changes in the business
strategy thet will reduce these niches have been initiated. (High) formal qudifications are very
important in the sdection of personnd not necessarily because enhanced skills are needed in
the job but because companies use it as a sgnd for the ability to learn and of trustworthiness.
These new forms of credentidism together with discrimination againgt women seem to be
much more important barriers to employment for the unemployed than ICT-related skill needs.
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