Value chain restructuring and impacts on work and employment in Europe
It is generally agreed that major upheavals are taking place in the organisation of work as corporate structures are transformed in the context of economic globalisation and rapid technological change. But how can these changes be understood? The papers in this proposed panel analyze the drivers and consequences of changes in work and employment through the window of global value chain restructuring. Goods and services are now produced across a complex chain involving a number of different actors across firm, sector and national boundary. Global restructuring of value chains entails a simultaneous decomposition and recomposition of sectors, organisations, labour processes and skills. Examining the effect of these company restructuring processes on the organization of work and the quality of work life is a complex undertaking. The processes involve a myriad of worker types and demonstrate a variety of conflicting outcomes. Also, the effects differ according to the targeted area of investigation: for instance, high tech industries versus traditional manufacturing versus low-level services (Marchington, et.al 2005). Moreover, the growing complexity of governance and control of the new organisational relationships results in an increased instability, unpredictability, and insecurity of power relationships at the level of the organisation, the workplace and for the individual (Huws 2006; Gereffi, Humphrey and Sturgeon 2003). The papers in the panel address various aspects of the outcomes of global value chain restructuring on the content of work and the conditions of employment, taking into account the considerable heterogeneity of institutional context and economic sectors within Europe. 
To study the restructuring of value chains, it is necessary to examine the wide range of activities and tasks carried out in business functions, which are located in specific sectors. The research upon which these papers are based focussed on those business functions that feature prominently in the external restructuring of companies and thus in the restructuring of global value chains. The selected business functions were: research and development; production; logistics; customer service; and information technology. The selection of sectors reflected the emergence of global value chains in different historical stages: sectors where vertical disintegration and internationalisation had been ongoing for several decades and sectors where these have developed only very recently. The sectors under study were: Clothing, Food Production, IT, public sector administrations, including those that had been recently privatised such as the post and railways. (see Flecker et al. 2008 and Valenduc et al. 2008). 
The papers here represent a collection of topics and sectors which reflect central findings on the drivers and impacts of value chains restructuring on work and employment. The first paper provides an overview of the development of the concept “value chain” and identifies how value chains grow and are managed as well as how firms interact across sector and business function. The second paper focuses on one sector, the IT industry, and shows how the way value chains develop in different business functions of the sector affects work organisation, work content, and employment relations. The third paper examines the effects of value chain restructuring on the use of flexibility in firms. The fourth paper looks at the role of skill and knowledge in driving value chain restructuring and the effects on the further development of skill and knowledge once restructuring is carried out in two contrasting sectors: clothing and public services. 
How value chains grow in the IT sector - R&D, software development and IT support services -and how this affects work. 
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This contribution examines the emergence and lengthening of value chains in companies’ and public-sector organisations’ of the IT sector. Focusing on three business functions: R&D, software development (for more standardised and commercialised products), and IT services for public-sector organisations, we hypothesized a different place in the value chain in the different sectors as well as different possibilities for standardisation and codification. This, in turn, means different potentials for outsourcing or offshoring, all leading to different outcomes for work organisation, and quality of worklife for workers due to different negotiating positions of the workforce and negotiating positions of the companies in the value chain. The empirical data are derived from 19 in-depth company level case studies carried out in 2006 and 2007 in a comparative European project.
The way that value chains develop and grow differs in the three business functions of R&D, software production and IT service provision. In software production the chain grows vertically and internationally, with ‘captive’ units added to the chain, and gradually integrated into core processes. In IT service provision, the inter-organisational ties are rather horizontal and relational. In R&D, independent research units are often bought up by large companies to engage in specialized research or applications for them. Another common form is for small independent units to undertake specialized tasks in the processes of large industrial customers on a contractual basis. The differences in the forms that value chain or network development take are reflected in differences in work and employment outcomes. 
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This paper seeks to contribute to a better understanding of value chain restructuring from the perspective of the role of knowledge and skills. A first set of questions is how knowledge plays a role in the restructuring and how this may lead to redistribution of knowledge along the value chain. Secondly, the implications for the work organisation and for the knowledge management are investigated. Thirdly, we focus on changes in the required skills and competences in the restructured organisation.

The empirical data are derived from organisational case studies of the pan-European project WORKS, which departed from the business function to understand value chain restructuring. The paper will compare the restructuring of business functions in two very different industries: the clothing industry and the public services. The data are based on qualitative interviews with managers and employees.
The results show how corporate strategies related to restructuring often aim at the optimisation of the location and the use of knowledge in the chain. Companies want to keep the skilled workforce in house for activities that they define as ‘core’. With respect to the management of the acquisition, use and development of skills, different paths are followed. Next, the necessity to codify knowledge before a labour process can be restructured, comes to the surface. All this leads to a mixed outcome for workers, implying nevertheless a quite general need for more ‘non-core’ skills at the higher ends of the value chain, but in a context of increased work intensification. 
Trends in value chain restructuring in industry and services: a conceptual framework 
(Ursula Huws, Professor of International Labour Studies, London Metropolitan University,  Global Policy Institute)
This presentation will draw on theoretical and empirical work carried out in the EMERGENCE and WORKS projects to develop a conceptual framework whereby the concept of value chain restructuring can be used to model changes in the international division of labour. As the technical division of labour becomes more specialised, many activities become increasingly standardised and, as a result, increasingly generic, enabling them to be relocated or outsourced. This is giving rise to the development of new sectors providing generic business services on an outsourced basis. Some of the companies that provide these services are major global players with their own internal division of labour based on 'global sourcing' practices. The modularisation of work processes underlying this, can be used to underpin a variety of different forms of restructuring.

Restructuring of value chains and networks – the issue of flexibility
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This contribution will analyse the interrelations between value chain and network restructuring on the one hand and organizational and employment flexibility on the other. It is based on case study evidence from the European project WORKS (www.worksproject.be) which investigated the effects of value chain restructuring on work and conducted 58 coordinated case studies in a range of industries and business functions such as R&D, production, customer service, logistics and IT. Focusing on research findings on the clothing and IT industries the paper will explore, first, how flexibility goals influence external restructuring through outsourcing and relocation and, second, how demands for flexibility are redistributed in restructuring processes of companies and value chains. 
The WORKS findings show that companies and organizations attempt to pass on risks and costs to others – not least to workers. As a consequence, client companies’ external flexibility leads to internal and employment flexibility of their suppliers or service providers. A further uniform development across industries was an overall speed-up of business and work, leading to a shortening of time horizons. In clothing we found ongoing Taylorist patterns of work organization combined with high levels of temporal flexibility, although when standardized work is outsourced and offshored, skill requirements and functional flexibility increase at the point of origin. In the knowledge-intensive functions both in clothing and IT, standardization of work and codification of knowledge is directly related to value chain restructuring and may even hamper organizational flexibility. Thus restructuring generates its own demands for ad-hoc flexibility of live labour required to compensate the deficiencies and multiplied demands of standardized and speeded-up business and work processes that extend across organizational boundaries.
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